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Abstract:

Public Sector Reform has been on the agenda of governments in United Kingdom for many
decades. New Public Managemerit is the most recent thinking that is driving the changes in
Public Administration since the 1980s. This thesis explores the social psychology of an
encounter of Civil Servants and the Consultants, engaged by the government in the late

1990s.

This encounter between two fundamentally different groups, that is, the institution of the
British Civil Service and the community of practice of the management consultants,
resulted in a culture clash of ethos, languages, rites and rituals, perceptions of change, and
actions. This is a crucial moment to capture the experience of change and the consequences

of these representations in the process.

This thesis tracks the social representations of change and the acts of representing the
change over a nine-month period. Over 800 staff members from both groups worked
intensively together, impacting over 10,000 employees, and documenting this change
period. Drawing on a social psychological theory of representations, this thesis looks at
these processes both cross-sectionally and longitudinally. Representations are analysed
using co-occurrence analysis on the languages used in the documentation about the change
(using ALCESTE software).

The results of this study looks at the implications of this ‘arranged marriage’ between two
different cultures being put together by a third party, in this case, the government. The
study presents evidence of convergence and conversion of representations over time, and
offers putative conditions for one or the other to occur. The recommendations made for

Private Sector change models to work towards convergence rather than conversion.

Key words: Public-private sector partnership, institutions, the British Civil Service,
communities of practice, management consultants, representations,. representing,

isomorphism, convergence, conversion, document analysis, ALCESTE.
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Chapter 1: Introduction

‘The Arranged Marriage’

The last 30 years have seen the encouragement and promotion of public-private
partnerships (PPP) as fundamental to increasing the ‘efficiency’ and ‘quality’ of the public
sector service delivery (Osbourne, S. P, 2000). Economists, financial experts, and
politicians have provided numerous reasons as to why such partnerships are ‘rational’ and

need to be implemented across the public sector.

The White Paper on New Public Management (NPM) of 1992 provided the stimulus for
the development of new forms of public-private partnerships and paved the way for
numerous forms of such partnerships, including financial alliances (Rabin, J. et al, 1998),
organisational operations delivery alliances (Geddes, M., 2005) or even change
implementation alliances (Bult — Spiering, M. & Dewult, G, 2006). The experience of over
15 years of such public-private sector partnerships, have shown that they are largely
complex and difficult tasks, sometimes leading to failures and public embarrassment for the
ministers' There appears to be a large gap developed between the expectations of the NPM

agenda and the results it has delivered.

This thesis suggests that an explanation for this gap can be understood by considering the
role of individuals and groups participating in these changes — an aspect of the PPP that has
received relatively limited attention. A significant contribution to analysing the public-
private partnership from the involvement of the different participants can be made from the
field of social representations. This field suggests that social knowledges are constructed in
the spaces between individuals at the boundaries of communities, exemplified in the

moment of change.

The scope of the thesis integrates perspectives and theories from three major disciplines,
management, public administration, and social psychology. The focus is on the social
representations of change within the two groups, their differences at the beginning of the

change process and how these representations are affected by working in close contact over

! (the Passport Office failures(2002) and the Child Support Agency(2003) to name just a few).
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a period of nine months. Two aspects of the social representations are investigated: the
content (social representations) and the process (socially representing) of creating new
representations. The language used by the groups involved in the change, therefore

provides evidence of the representations of the change held by the two groups.

Analysing the language of the two communities over time will show the development of
the representations of change of the public and the private— sector, as the representations of
change of coming together. The thesis proposes that the coming together of the language
of change may be through a process of convergence (mutual learning), or conversion.
Conversion can assume two forms, with civil servants learning from consultants

(Conversion I) or consultants learning from civil servants (Conversion II).

The thesis investigates the change process — as demonstrated through the language - in a
single case-study of a public-private sector partnership in the UK, involved in public-
sector change impleméntation. The role of the private sector in this change, was that of the
‘change experts’ and the public sector were the ‘change recipients’. The bringing together
of these two groups, and the style in which it was done, was to fulfill the agenda of the third

party, the political commitments of the government in power.

This thesis looks at this strategic alliance through the metaphor of an arranged marriage of
two fundamentally different entities that appear similar on the outside, and méy even have
had a similar training or background, the public and the private sectors. These two groups
are brought together by a third party, the agenda of the political party, and then they work
together for an extended period of time to achieve a common goal. At the end of this, we
need to ask the question of whether it is a marriage of permanence or a marriage of

convenience.

For this study the more critical feature of this marriage is arranged, and therefore neither
party has been courted or understand what it really entails. Together they could make

progress, but where does the expertise lie and which party must make the most changes?
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This thesis starts by presenting the theoretical framework of social representations theory
(Chapter 2). This theory provides a useful framework for the investigation of socially

constructed knowledge at the boundary of communities, during a period of change.

The subsequent chapters (Chapters 3 and 4) study the historical and social contexts of the
management consulting industry and the institutions of the British Civil Service, the two
main groups involved in the PPP, in order to explain and underscore the fundamental

differences that exist in their social knowledges and thus, languages around change.

In spite of these differences, these two groups are brought together in the ¢ arranged
marriage’ of New Public Management (Chapter 5). This creates the moment for the social
representations of change of the two groups to engage and move towards proposed
processes of convergence, Conversion I, or Conversion II (Chapter 6). The use of the
Argumentation theory allows for a deeper analysis of the different processes of

convergence or conversion.

This is followed by the analysis of the specific case-study, the research design and
methodology (Chapter 7), concerning thé organizational transformation (PPP)of a
government agency over a period of 11 months, covering two phases of transformational
change. To systematically investigate the language of the two meaning groups, the period
of change was divided into Change X and change x divided around a critical moment(1®
July, 2002) when the Cabinet Minister decided to significantly downscale Change X. The
documentation produced before and after this moment by each group was analysed using
ALCESTE to define the core representations of the change during each time period, within
each community (Chapter 8).

There are two innovative aspects in the use of ALCESTE, as developed in this
methodology. Firstly, it provides a protocol of reporting ALCESTE output using four key
moments (formation of clusters- dendograms, content of clusters — wordlists, rhetorical
features of clusters — sentence lists, and relation among clusters — 2x2 grid). In this way, a

standardised format of reporting ALCESTE qualitative data is constructed. Secondly, it
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uses ALCESTE in the analysis of longitudinal text data (Chapter 9), demonstrating the
shifting core-meaning clusters (anchors) of an argument mapping the changing core areas

of concern in a discussion over time.

Chapter Summaries

Chapter 2: The Theoretical Framework - Social Representations Theory

The theory of social representations, as developed by Moscovici is explored in order to
develop a theoretical framework to analyse the negotiations of representations between
communities engaged in a process of change. This chapter looks at a social representation,

its constituents, its creation, the context, function, and its histerical nature.

These concepts help us to understand how knowledges are constructed in the space
between communities through social encounters. Four features of Social Representations
are highlighted: anchoring and objectification and the reified and the consensual universes
of knowledge.

Chapter 3: Organisations as Communities: Management Consultants

This chapter draws upon the disciplines of organisational psychology and social
psychology to understand the historical and social contexts of management consultants as
change experts. The notion of a community of practice is highlighted as a useful
conceptual tool to understand the specific nature of the consulting firms within the ‘change

design and implementation’ sector.

The commodification of expertise and very effective selling of expert knowledge around
the change process, including the role of the management ‘guru’ is examined. With their
position as the authorities and experts on organisation change management, the consultants
shift to the public sector as the ‘voice of authority,” giving ‘organisational legitimacy’ to
the government’s reform plans, and implementing private sector change models in the

public sector.
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Chapter 4: Organisations as Institutions: The British Service

This chapter is concerned with the long-standing culture of the institution of the British
Civil Service. The civil service is looked at through the lens of intuitional theory. The
nature of institutions is considered, looking at the notions of institutional power and the act
of instituting, and institutional rights and rituals. This chapter looks at the history of the
British Civil Service, analysing it as a unique organisational institution with its own culture
and considering it within its own boundaries of existence. Using the notions of bureaucracy
discussed by Weber, Macintyre, Blau and Crozier, this chapter argues that the function of

the Civil Service was to promote stability in a changing society.

Chapter 5: New Public Management

This chapter is concerned with the introduction of New Public Management (NPM) into
the civil service in the 1990s. NPM requires civil servants to take on the role of managers
running a business, and assuming some of the priorities of the private sector. This chapter
includes existing critiques of the NPM, underscoring the tensions that can arise between
individuals and groups, leading to a lack of trust and a break in communication. Under

these circumstances, the civil servants resisted change, resulting in a failure of the PPP.

Chapter 6: Convergence or Conversion

This chapter formulates three hypothetical outcomes of the encounter between the civil
servants and the management consultants, as well as provides the logic and tools of the
argumentation analysis. The key hypotheses result from the previous theoretical
discussions. There is the ideal state of Convergence (hypothesis 1), Conversion I
(hypothesis 2) where the civil servants convert to the language representations of the
consultants, and Conversion II (hypothesis 3) where the consultants shift their language

representations to those of the civil service.

This is followed by an argumentation analysis, based on the field data using Toulmin’s
model of argumentation. A content analysis using Atlas.ti is also conducted on the
documentation, analyzing the rhetorical features of a ‘ethos’, ‘pathos and ‘logos’ and

claims, data, warrants and backing.
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Chapter 7: Research Design, Research Methodology and ALCESTE

This chapter presents the details of the case study. It gives information on the overall
project, the detailed planning that was undertaken for the whole project, the aims, scope
and management of the proj ect. This also gives a flavour of the levels of complexity that
were in the organisational setting before the researcher entered the site and of the
complexity of the project that was being undertaken. This background serves to give the
reader, a flavour of the rhetoric and project management tools that are used in the private

sector during change implementation.

The specific case of Change X is then described in detail, with the research timeline during
which this specific research was conducted. It also details the key phases of time within this
longitudinal and cross-sectional study, describing the reasons for the critical moment

around which the data has been divided.

Also in this chapter, is the detailed layout of the research design and data gathered as
described in the methodological framework. Pertinent features of qualitative research in the
social sciences are presented. These include a single case-study, quality criterion and the
use of triangulation, both in data and method. The research design of this thesis is then
described, along with the processes that were undertaken in this study. These processes

deal with defining the data corpora, data archiving, and data analysis.

This chapter then describes the analysis strategy of this research and develops a new
protocol of the presentation of ALCESTE results. It demonstrates the data has been used
for the cross-sectional and longitudinal analysis. This protocol includes five levels of
presentation and description of the ALCESTE results, suggesting new uses for the output.
Of particular importance, is the use of the analysis of rhetoric, and the dendrograms and
tables that are often overlooked in the qualitative use of ALCESTE. The presentations are
therefore more transparent and have a systemic approach - two of the often-made criticisms

of qualitative analysis.
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Chapter 8: Results: Cross Sectional - Establishing Differences in the Social

Representations of Change

The results are presented in four sections, the analysis of private change X, hybrid (all
hybrid documents are those with joint authorship of the public and private sector) change
X, private change x and hybrid change x. At the end of the two analysis of change X, there
is a discussion of the comparative results, presenting the idea of the evangelical private
sector, vs. the change-fatigued public sector. An analysis of the overall documentation of
the change project is also presented at the end, as an indicator of which community has a

‘louder voice’.

Chapter 9: Results: Longitudinal — Establishing the Impact of the Process of Socially

Representing of the Change

This chapter presents the results of four analyses. The analysis of all documentation in the
first time period (Change X), the analysis of all documentation in the second time period
(change x), the analysis of the overall documentation of the project, and the analysis of the
overall documentation of the project with the dates and the authors tagged. This is to
demonstrate the development, if any, of the conversation around change and whether these

core clusters of meaning, are in any way related to the time of the project implementation.

Chapter 10: Discussion and Conclusions

The final chapter brings together the research findings. It provides an explanation for
certain forms of convergence and conversion which have taken place within the NPM
implementation in this thesis. Four practical implications and areas for future research

resulting from this study are also presented.

Contributions of the Thesis

Contributions to the literary debates

This thesis brings together three literatures, the management school literature around
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change and management consultants, the government department literature around the civil
service and New Public Management and the social psychology literature on social

representations theory.

The management school literature is drawn primarily out of institutional theory and the
macro-level of the development of industries, within a competitive market. Management
Institutional theory is drawn on to understand change within large-scale industry through

the concept of Isomorphism.

Some theorists argue that change has become such an essential part of the survival of
organisations that it should be an in-built expectation among any organisational design and
structure. Others state that although organisations are in a constant state of flux, they are
becoming more similar and continue to hold on to some of the fundamental principles of

bureaucracy and Max Weber’s Iron Cage.

The change is one of Isomorphism that occurs as organisations are forced to change
(Coercive Isomorphism), by internal or external market forces, or when organisations
imitate each other’s best practices (Mimetic Isomorphism) to remain competitive in the
market or finally, when organisations set industry standards through Normative
Isomorphism. This theory presented by DiMaggio and Powell (1983) is used to understand
the development of the management consulting industry and their development as the
‘change experts’ who have commodified and sold, as an community, the knowledges
around change. The question posed here is whether these are new knowledges each time, or

mimetic and normative processes in action.

The literature on the civil service explored here, starts from Max Weber’s theories of
bureaucracy until the current day implementation of New Public Management in the civil
service. Into this literature, is introduced the concept of social rebresentations’ theory from
social psychology. In this thesis, by using the theoretical framework of this theory, and
through the notion of social representations as a noun vs. social representing, we try to

separate the two. We try to examine the implications of the two disparate communities,
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who apparently speak the same language, working together towards the same goal.

Contributions to Methodology

The use of qualitative software, ALCESTE, to support two of the quality criterion called
for by Bauer and Gaskell (2000) in the practice of qualitative analysis are contributions of
this thesis. The explicit systematic development of a protocol of reporting the ALCESTE
results, increases the level of transparency and systematicity of the analysis results and the

conclusions reached.

The use of ALCESTE to explore the tone of the conversations or the rhetorical pathos of
the two groups is investigated. Using documentation over an 11-month period, gives
particular insights into the development of written conversations, over time. This thesis has
also used the ALCESTE tagging function to show the linkages or the impact of time on this

process , while establishing the differences and similarities though the two time periods.

The use of Atlas.ti to look at the argumentation tone; that is the ethos, pathos, and logos,
over the documentation is an unusual use of the software, and is suggested as a tool to

support the argumentation analysis presented in Chapter 9.

Implications for Practitioners

The analysis in this thesis, makes some suggestions towards understanding the human
perspective of the partnership of the public and private sectors. There are some implications
for both the public and the private sectors. The public sector would benefit, it is suggested,
by taking ownership of the expertise of the change programmes, and ensuring that their

change concerns are voiced and addressed by the private sectors.

Understanding the ethos of the consulting firm and its rhetoric, are crucial for such long-
term, large-scale change implementations, and therefore a more assertive stance by the
public sector and ownership of the change would be recommended, from the perspective of

getting their buy-in for the change and dealing with the change-fatigue.
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The private sector consulting firms would benefit, it is suggested by this thesis, by creating
long-term relationships with the public sector agencies, as this is fundamental to their ethos
and to build a relationship of trust and learning. This would require a shift in the
fundamental model of consulting from shorter term engagements to more long-term
projects. This would call into question, the ethos of consulting. However, this maybe in
orde, as the public sector turns into one of their most lucrative clients. Alternatively, the
consulting firms could suggest training the civil service change leaders to make them

change ‘experts’ and not be involved on the actual sites.
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Chapter 2: Theoretical Framework - Social Representations
Chapter Summary

The theory of social representations, as developed by Moscovici, is explored in order to
develop a theoretical framework to analyse the negotiations of representations between
communities engaged in a process of change. This chapter looks at what a social
representation is, its constituents, its creation, the context, function, and its historical
nature. It also looks at the relationship between Social Representations and Culture,

specifically, the creation of ‘otherness’, values, and attitudes.

These concepts help us to understand how knowledges are constructed in the space
between communities through social encounters. Four features of Social Representations
are highlighted: anchoring, objectification, the reified, and the consensual universes of

knowledge.

Kavita Abraham ’ 11



Chapter 2: Social Representations

The Theoretical Framework - Social Representations Theory

Social representations are critical in the everyday functioning of people. They serve a
functional purpose in the collaborative living that is part of daily life. They serve a function
both for the individual and for the social level of interaction and cognition. We are
constanﬂy being bombarded by much information and numerous stimuli. It would be a
cognitive impossibility to try to analyse and understand every bit of information separately
as in doing so, we would cognitively just grind to é halt and be incapable of performing any

daily functions.

We use social representations to make sense of our surroundings and give meaning and
shape to our everyday existence. Social representations are given to us by the context and
circumstances of our birth, as part of an evolving social community, with a common
history, shared values, norms, and concepts of everyday life. Social representations are our
reality and we live it. This thesis deals with this duality; that is, the content vs. the process

of social representations.

J. Vaalsiner (2003) has taken this a step further in stating that social representations that he
has called “semiotic mediators” (p.7.2) place a constraint on our present to future
development, through his theory of enablement. Thus in the change process that is
investigated in this thesis, understanding the present-day representations and then

longitudinally studying their development over time, may enable us to see this in action.

In other words, we can take a closer look at the impact of a social representation of today
on the social representations on future social representations, while one is engaged in a

social context that is directly impacted by the social representations in question.

See Figure 2- 1for a diagrammatic representation of social representations.
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Duality of the nature of Social Representations

Order that enables Order that limits
‘resources’ ‘constraints’

Figure 2- 1 Duality of the Nature of Social Representations

The Roots of Social Representations

The theory of social representation has its ancestry in the classical sociological theory of
collective representations. (Durkheim,1898). A comparison of these two types of

representations may help to clarify the concept of social representations. See Table 2- 1.

Emile Durkheim who is considered by many as one of the founders and great scholars of
sociology, wrote about collective representation. Durkheim (1966), wrote about societies
and the roles of collective representations, from their evolution to their ro.le, in the way
societies function. Collective representations held by a society or group, tended to be far
more permanent and evolved much slower than social representations. Collective
representations are modified and new ones generated, only under exceptional circumstances

outside customary social interactions.

These most often are effervescent states under which the entire society collaborates to
create new ideas and feelings that are then embedded in the collective memory of the
society. The collective representations are then inculcated as stable frameworks into daily
‘communal life. Furthermore, the representations become partly anonymous with the power
of reinforcing and repelling one another and forming various types of synthesis among

themselves.
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Characteristics of Collective Representations
(Durkheim)

Characteristics of Social Representations

(Moscovici)

Degree of invariance

Constantly evolving

Determine the variable perceptions and feelings

of individuals ie. Exerts a coercion

Determined by the perceptions, cognitions

and feelings of individuals

Shared homogenously by all members of a

community ie. no other representations prevail

Network of heterogeneous interacting

concepts and images whose contents evolve

New representations generated outside
customary social interactions — impetus of a

ritual

Determined by interaction between
individuals and groups — final decision is a

joint effort

Society joins together to produce new ideas and
feelings — embedded into a collective memory

by education

No need for explicit consensus as long as

initiatives are in line with the social flow

Partially autonomous of the social setting in

which they are formed

Evolved and integrated onto the social

setting

Representations are pre-established — one

conforms without restriction

Constantly in the making

Table 2- 1 Comparison of Social and Collective Representations

Collective representations have a degree of invariance and determine the variable

perceptions and feelings of individuals. They are grounded in a community where all

members of society, homogenously share their collective representations. Often the

collective representations are shared by a generation of individuals and exert a coercive

force over them (Berson, 1932, as quoted in Moscovici, 2006).

Social representations evolved out of this school of thinking and deals with the lower level,

more fluid, daily representations that we develop through conversations and daily

interactions. Social representations are more fluid and evolving representations, shared by
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networks or groups in societies with a shared history that are constantly being challenged,

renewed and changed when these social groups interact with outsiders.

The Semantic Structure of Social Representations: How is it Represented?

The Theory of Social Representations

The theory of social representations, first presented by Moscovici in 1963, developed out of
a French tradition of research. The notion was first mentioned in Moscovici’s review of

literature on attitudes and opinions for the Annual Review of Psychology in the same year.

The definition presented in this paper was:

“Social representations are...the elaboration of a social object by the community for the

purpose of behaving and communicating”. (Moscovici, 1963, p. 251)

Social representations are systems of symbols constructed by human communities during
the processes of communication and social exchange. This theory is grounded in the
assumption that knowledge systems of social groups are not abstract and detached systems.

There is a fundamental relationship between knowledge and the context of its production.

Furthermore, knowledge is seen as social action; that is, all knowledge grows out of the
process of knowing and its communicative implications. Therefore, all knowledge is local
and has strong implications for action. The local being a condition of possibility of all
knowledge and in this sense, knowledge systems are fundamentally entangled with the way

of life of communities and social groups.

The study of social representations is primarily concerned with the understanding of the
processes, whereby expert or new knowledge is distilled into the common sense
understanding of different social milieus (Bauer & Gaskell, 1999). It looks at the processes

of the social construction of knowledge within communities.
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The Nature of Social Representations
One of the most exhaustive definitions of social representations can be found in the

introduction to Herzlich’s work, titled ‘Health and Illness: A social psychological analysis®
(1973).

Here Moscovici says that social representations are:

‘...cognitive systems with a logic and language of their own...They do
not represent simply ‘opinions about’, ‘images of” or ‘attitudes towards’
but ‘theories’ or ‘branches of knowledge’ in their own right, for the
discovery and organisation of reality...[Social representations are]
systems of values, ideas and practices with a two-fold function; first to
establish an order which will enable individuals to orientate themselves
in their material and social world and to master it; secondly, to enable
communication to take place among members of a community by
providing them with a code for social exchange and a code for naming
and classifying unambiguously the various aspects of their world and
their individual and group history.’

(Moscovici, p. xiii in his foreword to Herzlich, 1973)

Proponents of the theory of social representations would say that only a very small
proportion of our knowledge of daily life is based in factual knowledge or even on our
personal experience. The majority of the knowledge on which we function and conduct our
daily routines is based on social representations, which we have developed from the social

milieus to which we belong.

The study of social representations is largely the study of common sense and how new
information and developments in the world around us, are filtered into social groups. This

later becomes the common sense of different social groups.

Moscovici’s work on social representations focuses on the birth, development, and
embedding of ideas into the common sense of various social milieus, rather than on the

study of a social representation, after it has already been formed and stabilised.
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Furthermore, although the content of a social representations (for example, psychoanalysis
or biotechnology) play a significant role in the interpretations of the social representation,
this is not what is at the core of this field. What remains of key interest to most researchers
investigating social representations, is the process whereby any new information is
presented to, received by, and developed in varying social milieus with varying histories

and social agendas.

In other words, the actual meaning of the term “psychoanalysis” in any absolute form is
secondary to the social representations that are created by a social group that is impacted
by this social representation. What is of interest to the researcher is also, what the social

representations tell us about the social agenda of any milieu.

The Constituents and Creation of Social Representations

Another way to clairify the concept of social representations would be to look at the
elements of a social representation and where they exist. If a representation takes the place
of and stands for something that is not itself, by definition, the underlying assumptions are
that representations are always constructed by someone (individual subject or a collective
subject). Representations are always symbolic constructions of something that exists in the
world. In other words, representations point to or signify something, outside of their literal

selves.

Representations exist to communicate a meaning for someone to either themselves or the
social group.Bauer & Gaskell in their paper ‘Towards a paradigm for research on Social
Representations’, 1999, depict the representational triad as the triangle. Figure 2- 2 shows
the minimal requirement for the existence of a social representation. That is, Subject 1,
Subject 2 and an Object and a Project that is being discussed or described. This triangle is
referred to as the Triangle of Mediation and is seen as the ‘basic unit for the elaboration of
meaning. [As] Meaning is not an individual or private affair , but always implies ‘the

other’ , concrete or imagined.” (Bauer & Gaskell, 1999)
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Object

Project

Figure 2- 2 The Representational Triad

It is integral to the study of social representation to note the context of production. This is
because representations are formed and shaped by social contexts. To know is an act
dependant on who knows, what is known, from where and when one knows, and in relation

to which significant others one knows.

In other words, these symbolic representations express the social subjects who construct
them, the objects to which they refer and the social exchange among the people who

produce them, and the péople who decode them.

Social representations must be understood as an integral part of any communication system.
Communication systems exist in social milieus, in the interaction between any two
individuals or among groups of individuals. It is here between the two subjects of a
communication, that social representations are born, evolve, and exist. This is shown in
Fig 2.3

S < » S
Communication and / or Action

Figure 2- 3 The Mode of Production of Social Representations
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It is in the interaction between two subjects through the process of communication and/or

action, that social representations are born.

‘In social milieus, understood as communication systems, representations
are elaborated, circulated and received, the process of symbolic
cultivation. They are embodied in one or more of four modes: habitual
behaviour, individual cognition, and informal and formal

communication.” (Bauer & Gaskell, 1999)

The Context of Social Representations

Social representations are socio-genetic; that is, social + psychological by origin. Some
would argue that this is the very business of social psychology to investigate and
understand the level of interaction and cognition between the individual and the social
group. They are fundamentally at their core, embedded in society. To state a social
representation without its context, would be to state only half of the picture. Community

therefore, is a key concept in the understanding of social representations.

The key function of community in understanding social representations, is the problem of
mediation. That is, to understand that the production of both knowledge and community is
entangled in a set of relationships grounded in space (context) and time (history).

Knowledge is socially constructed and fundamentally embedded.

Therefore, understanding the processes whereby social knowledge and communities are
mutually shaped, is critical. This is the recognition of the significance of the symbolic
register, its creation, its dependence on recognition, and its role in the formation of self,

identities, and language.

Social representations are seen as an expression of:

Individual — How social subjects represent themselves, what they do, others, what others
do, their tasks, their roles, the network of relationships to which they belong and the beliefs

around what they could do and what they desire to do.
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Society — The sets of formal and informal relationships that shape, in each historical time,

the ways of behaviour that a group of people develops about itself.

Culture — The stock of traditions and established categories of thinking that define the
codes of understanding and interpretation, as well as the daily practices of a group of

people.

The Function of Social Representations

In the theory of social representations, where reality is concerned, our social
representations are all we have. Groups of individuals, communities, and societies each
have a common understanding of reality that may be particular to that group. This then
means that communities respond and react to their environment in a similar manner owing

to those common definitions.

Reality thus becomes an individual experience with members of the same community
having strong underlying commonalities in their interpretation of this reality. Social
representations conventionalise the objects, persons, and events that we encounter, to give
them a definite form, locate them in a category, and establish them as a model for future

reference.

This has a strong functional aspect since it allows for reduced cognitive pressure since each
time a situation is faced or an object is recognised, along with the recognition, there are
prescribed behaviours, interactions, conventions, etc. This allows for much easier

functioning within our daily lives and for allocation of attention to other purposes.

“To apply the standpoint of a psycho-sociology of knowledge in the approach to the
relationship between a community and those members which it considers alien, is not to
adopt a resolutely ‘rational’ and intellectualist point of view....on the contrary it is an
attempt to embrace in their totality the processes which bind the life of groups to a social
ideation, by applying the properties of the idea of representations, a concept which has
become crucial in the explanation of psychological and social functioning of individual and

collective action’ (Jodelet, 1991).
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Social representations are conceived of as ‘theories’, which are created and operate at a
social level. This research focused on the involvement of social representations in the
construction of everyday reality, in the behaviour and communications that evolve from it
and in the way of life and means of expression of the groups within which these

representations are forged.

Social representations are shared by many and influence many, but are not merely thought
—they are re-thought, re-cited, and re-presented. This is because every experience we have

influences our perception of reality, moulding, and re-moulding our representations.

Past experience continues to be active — it changes and infiltrates our present ideas. The
power and clarity of representations derives from the success with which they control the
reality of today, through that of yesterday and the continuity that they presuppose.
Individuals and groups in the course of communication and cooperation, create

representations.

Once created, they lead a life of their own, circulate, merge, attract, and repel one another,
giving birth to new representations while the old ones die out. They are not only a

reflection of social behaviour but often condition and may even respond to behaviour.

Representations provide legitimacy and meaning to our lives and our choices.
‘Representations make super-explanations’ available that go far beyond everyday
relevance. They tell us why things are as they are, how they are, explain the existence of
the objects identified in them. Name surviving aspects of our lives and society and justify
value judgements and moral opinions’ (Wagner and Hayes, 2005). Super explanations
explicate the invisible reasons behind the visible manifestations (Moscovici and Hewstone,
1983).

Representations provide order in chaos, reduce ambivalence, provide identity by setting
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the boundaries ideas of us versus them( Tajfel, 1981, Moscovici 1988), and individually
reduce the uncertainty of dealing with the many stimuli of the everyday (Wagner, 1988).

The Features of Social Representations: (a) Anchoring and Objectification

The purpose of social representations is to make something familiar out of the unfamiliar or
out of unfamiliarity itself (Moscovici, 1984). The act of representation is a means of
transferring what threatens and disturbs us, disturbs our universe from the outside to the
inside, from far off to nearby. This action of familiarizing the unfamiliar, is done by using

two processes — anchoring and objectifying.

The process of anchoring entails the grounding of the system of thought and allocation of
meaning and an instrumentalisation of knowledge[(Vaalsiner, J. 2003, p.7.4) italics taken
from the original]. These are the core nuclei of associations that are used to make the
unfamiliar, familiar. These core notions when associated during the formation of the
representation, bring with them their own values and surrounding systems that surround
the anchoring process. If the anchoring of a social representation is questioned, the entire

social representation itself must change to allow this core to be shifted.

Often, the arena for dispute and questioning is in the objectification of the social
representation. The anchors remain stable and solid since without them, the social
representation would not make sense. This would lead to cognitive dissonance and
confusion, with a need to re-frame the system of thought. This is when real change

happens.

Anchoring is the process that draws something foreign and disturbing that intrigues us, into
our particular system of categories and compares it to the paradigm of a category that we
think would be suitable. In this process, we attach positive and negative connotations to the

representation on a graded hierarchy.

The process of anchoring comprehends grounding in the system of thought, an allocation of
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meaning, and an instrumentalisation of knowledge. This process explains how new
information is first transformed and integrated into the ensemble of socially established
knowledge. It is also integrated into the network of significations available to society to
interpret their reality and then re-incorporated, as categories that guide both understanding

and action.

The process of objectification refers to the stages whereby a social representation that has
been anchored, acquired features, flavours and values and is individualised around the
anchor to which it has been associated. It then makes the unfamiliar, familiar. In some
cases, so familiar, that they indeed become reality (Moscovici, 1981). Representations
create structuring fields (Jodolet, 1991) in which structures and values and meanings are

contested or assigned.

These are assigned or contested, based on social norms or organised principles of societal
values, cognitive schemata, or even other representational structures. ‘Objectification
entails selective construction, structuring schematisation, and naturalisation of the
cognitive whole which is the social representation’ [(Vaalsiner, J. 2003, p.7.4)) italics taken

from the original].

Objectification saturates the idea of unfamiliarity with reality; that is, turns it into the very
essence of reality. To objectify is to discover the iconic quality of an idea, to reproduce a
conception and image, and to compare it to an already existing picture. Changes to the
objectification take place during the transmission of familiar outlines that gradually respond

to the recent intake.

Objectification explains representations as a selective construction, a structuring
schematisation, a naturalisation, that is to say as a cognitive whole which retains, from the
information provided by the external world, a limited number of elements linked by
relationships which form them into a structure responsible for organising the field of

representation and which is accorded the status of objective reality.

Kavita Abraham 23



Chapter 2: Social Representations

This analysis permits us to describe the structural nature of social representations as the
result of interaction between experiential data and the social frameworks within which they
are apprehended and memorised. At the same time, this analysis also allows us to recreate
the genesis of representations and to find in their origins and functions, a law of

organisation.’ (Jodelet, 1991)

Anchoring of change representations within a Public Private sector partnership would be
within the metaphor and rhetoric created between the two groups with an allocation of
particular meanings and familiar structures to the new representation, depending on the

history and context of the creation of the social representation. See Figure 2- 4.

S1
S2

Public
Sector

Private
Sector

S$1
S2

Figure 2- 4 Constituents of Social Representations as seen in a Public Private Sector Project

This would then be considered over a period of time as the two groups continue to interact,
thereby influencing the anchoring and objectifications of the representations of change at

any particular point in the project as seen in R1, R2, etc.
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Time 1:
Representations of
change pre project Private

Time 2:
Shifting
representations of
change during
project Private
implementation

Change
Time 3:
Representations of
change after
project
implementation
Convergence

C
ublic
'ublic
Change
OR
Conversion

Figure 2- 5 Depiction of the Evolution of Representations Over Time: Convergence or Conversion

The Features of Social Representations: (b) Reified and the Consensual Knowledges

Moscovici in his writings about social representations has divided reality into individual

entities; that is, the consensual and the reified universe. In the consensual universe, society

is a visible, continuous creation, permeated with meaning and purpose, possessing a human

voice, in accord with human existence and acting and reacting like a human being.
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It is within this universe that social representations are born, get developed and transformed
and eventually die out. The reified universe however, is a where society is transformed into
a system of solid, basic, unvarying entities, which are indifferent to individuality and lack

identity.

In the consensual universe, thinking is done out loud. It becomes a noisy, public activity
that satisfies the need for communication and thus maintains and consolidates the group,
whilst conveying the character each member requires of it. In the reified universe, the
competence that each member acquires, determines the degree of participation according to

merit. There is proper behavior and language for every situation.

Within the consensual universe ‘Reality for the individual is, to a high degree determined
by what is socially accepted as reality’(Lewin, 1948). Social representations also allow for
a much easier understanding within communities that share their representations. We think
by means of a language and we organise our thoughts according to a system, conditioned

by representations and our culture.

Often representations may be prescriptive and impose themselves upon us without our
conscious realisation and with irresistible force. This force is normally the structure before

we can think for ourselves.

As young children, we are trained and taught to a degree what we should think and how we
should behave. An important feature brought to light here, is that social representations are
normally shared by communities that have a common historical and traditional ancestry.
Nobody’s mind is free from the effects of the prior conditioning that is imposed by their

representations, language, and culture.

Social Representations, Symbols and Meaning

The creation of a social representation is an act, it is a labour. To represent means to take
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the place of someone or something. To represent is literally to re-present, to make present
again. Through a representation that is the outcome of representing, something symbolizes

something else.

The labour to create a representation always takes place in a historical context that exists
prior to the act. It is the context of community or the ‘everyday’ of the social group. Itis the
background of all possible knowledge of that group. It is through the act of representing,

that social representations take on symbolic power and gain meaning.

The power of symbolic representations is in their ability to signify and to express a
meaning commonly understood by its social group, which may have no literal connection at
all, either to its holders or the ‘outside world’. This expressed meaning is only specific to
the shared social group and therefore, becomes known as part of its ‘cultural
understanding’. These representations constitute concrete symbolic environments for the

social group and thereby are the instigators of thought and action.

To understand a people or a community, we must understand and study the symbols and
representations used in everyday lifeina society. For it is in the hearts and minds of people
that consensual agreements are made about the significance and symbolism of the features
of society. Therefore, something that holds a particular meaning and significance in a
particular time and place, may no longer hold that significance at another time or place. It

is a way of looking at social phenomena and a system of describing and explaining them.

The Study of Social Representations

Understanding the social psychology of representations involves considering the

relationship between the subject and the object:

There is a philosophy of the pure subject or a purely subjective world. Here the knowledge
of any external factors (to the subject) is only established by the thinking subject. The
thinking or cognising subject, is the measure and means of all external objects and the sole

shaper of reality in an absolute fashion. The external (to the subject) world of the object
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appears and exists only as a function of the perspective of the subject. In this philosophy,

the world is a collection of subjective accounts.

Alternatively, there is also the philosophy of the pure object or positivism. In this school of
thinking, the objects in our world exist a priori, waiting to be known. Objects hold in
themselves, all their intrinsic properties and conditions for existence. They have priority
and subjects may merely look for empirical regularities of objects. In this philosophy, the

world is a collection of regularities, independent of human action of intentionality.

The study of social representations falls into the first philosophical group. The
epistemological question answered in the study of social representations is, if human reality
is made of multiple perspectives (all in principle legitimate) how can we reconcile the idea
of multiple perspectives with the notion of a single reality? The social representations

theory is one perspective on how that may be achieved.

In the study of social representations, the researcher may additionally study the rationality
of knowing its diversity. The researchers could look at the modalities of knowledge such
as, science, common sense, etc. They could study the hierarchies of knowledges through
ranking and valuation of knowledges. Alternatively, they could look at the progress and
evolution of knowledge as is given in this thesis, the focus of which is the transforming or
evolving social representations of change within two organizational communities who work

together over a period of time to implement an organizational change.

The role of social representations lies in providing the social psychologist with the
conceptual framework of the problem of social knowledge in general and the tools to carry
this conceptual exercise to the ground. The contribution of social psychology in this area
lies in the re-conceptualisation of knowledge which despite theoretical and methodological

variation, lies at the heart of social psychology.

The theory of social representations is a part of this effort. It is a part of the movement of

conceptualizing knowledge as grounded in an inter-subjective world of a community. The
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conceptual program of the theory of social representations, seeks to apprehend the social

psychological processes, whereby knowledge is socially produced and transformed.

Jodolet suggests that social representations can be studied in two ways:

- Globally: When we concentrate on the positions held by social subjects (individuals or
groups) towards objects whose value is socially asserted or contested; representations are
treated as structured fields. In other words, as contents whose dimensions (information,
values, beliefs, opinions, images etc.) are delimited by an organising principle (attitude,

cultural schemata, cognitive structure, etc.)

- Specifically: When we concentrate on them as modes of knowledge, representations are
treated as structuring nuclei. In other words, knowledge structures orchestrating the totality
of significations relative to the known object. (Jodelet 1991)

The Pragmatic Function of Social Representations; What is Achieved by Representing?

The act of re-presenting has three primary functions:
- The legal function — To take the place
- The temporal function — To make present

- The geographical function — To show the absence

The Construction of Identity through Institution, Community, Culture

The Weberian Institution Ideal Type Construct

The Weberian ideal type bureaucratic organisation is a methodological ideal. It is not a
reflection of reality but a conceptual tool devised using the core characteristics of the
bureaucratic organisation and abstracted to its purest form. It may be used to compare the
characteristics of individual bureaucratic organisations in relation to the scientific ideal, but

there is no expectation of finding in reality, an ideal typical bureaucratic organisation.
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It is just expressing one end of the spectrum. Blau (1956) states that its intention is purely
as a guide for empirical research, rather than a substitute for it. It merely helps to guide the
researcher towards primary characteristics of a type of organisation, which may be
investigated to understand the extent of bureaucratisation. The key notion to be clarified

here, is that an ideal type theoretical construct may not be refuted by empirical findings.

Although ideal type constructs contain ‘pure’ constructs, there are also a number of
assertions made regarding the relationships between these constructs. For example, that
increased bureaucracy increases efficiency. Such relationships between the purist construct,
may be refuted or confirmed during empirical research. The existence of the relationship is

not in question, it is the strength of the assertion that is being studied and which may vary.

Some theorists even refer to the strength of the assertion being dependant on the degree of
bureaucratisation. In other words, if the link between increased bureaucracy and efficiency
tends to be extremely weak, then the conclusion would be that the organisation being

studied, is indeed very slightly bureaucratised, if at all.

The Nature of Communities

A community is often defined by a shared cultural identity.

‘Cultural identity is a matter of becoming, as well as of being. It belongs to the future as
much as to the past. It is not something which already exists, transcending place, time,

history, and culture. Cultural identities come from somewhere and have histories.

However, like everything that is historical, they undergd constant transformation. Far from
being eternally fixed in some essentialised past, they are subject to the continuous ‘play’ of
history, culture, and power. Far from being grounded in a mere ‘recovery’ of the past,
which is waiting to be found, and which when found, will secure our senses of ourselves
into eternity, identities are the names we give to the different ways we are positioned by

and position ourselves within the narratives of the past.” (Hall, 1997)
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The concept of community within social psychology is a highly contested one, over the last
forty years and across a number of disciplines with some researchers even stating it as a
redundant concept in the new global village that we live in. Definitions of community are

abundant, as seen in Table 2- 2.

- Acommunity is a group of people who share a common history and set of beliefs (e.g.,
the Muslim community). '

- A community is an area where those who live there interact on a frequent and
supportive basis (e.g. a village community)

- Acommunity is a collectivity of people that share common interests and hobbies (e.g. a
youth community) '

- Acommunity is a group of people that co-constructs a common identity and a sense of
difference (e.g. the gay community)

- Acommunity is a body of people that are brought together through similar experiences
of exclusion and discrimination imposed by the wider society (e.g. the black
community)

- A community is a group of people that share similar work patterns and a work culture
(e.g. The academic community)

- A community is a collectivity that has a common politics and economics ( e.g. The
European community)

Table 2- 2 Definitions of Community (Source: Howarth, 2001)

From a social psychological perspective, the definition of a community may be that which
allows similarity in the groups and differences with the other groups. People are referred to
as a community because they have some things in common and it is precisely this

commonality that distinguishes them from another such group of people.

This conception of community is a relational idea in which the community defines itself in
relation to other communities. The key conceptual tool here, is the boundaries that
demarcate the end of one community and the beginning of another. These boundaries may
be physical boundaries, such as geographic or regional boundaries. They may be social,
such as religious, ethnic, or cultural boundaries. The boundaries may also be social,

psychological, or socially constructed by the members.
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In social psychological research, what is interesting to the look at, are these socially created
perceptual boundaries that fundamentally affect the way a group of people define and
perceive themselves and the way that other groups define and perceive the community.
‘The sense of oneself and the sense of belonging to a collective are both shaped by the
knowledge, traditions, values and practices one shares with members of the community’
(Gervais & Jovchelovic, 1998).

Understanding community boundaries is critical to understanding the community, since the
group symbolically constructs these boundaries. People perceive and give meaning to
boundaries as part of the process of constructing a cultural identity. The boundaries and
social identities of a community are produced by the workings of social memory that are
constituted of a common stock of symbols that a group of people share. In other words, the

stock of social representations that are shared by the community.

The psychological needs of belonging, sharing, communication, and identity are fulfilled
though the creation of community, defined by social memory and social representations. In
other words, the interplay of identity, memory and representations defines the process of

sharing that creates the boundaries of a community.

Community boundaries are very tightly interlinked with the identity and social memory of a
group. The social memory of a group in this case, is the accumulated collection of
memories of a people that last over time. It is capable of evoking the ‘has been’ of a
community. Working through that past, is very important for the identity of the present of
a community. There are two axes in the formation of community. The first axis is that of
similarity and consistence that defines the common shared culture that people with a shared
history and ancestry, hold in common. They have experienced and lived common historical

experiences and have shared cultural codes.

The second axis is of difference and transformation where the critical points are the points
of difference which constitute what we constantly become. This is the effort of the

community to differentiate itself from another.
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The study of social representations has been increasingly seen as a useful method of
understanding communities. Howarth (2001) states, ‘Social representations are dynamic
systems of knowledge, mutual understanding and practices. They are the tools which
people use to make sense of their worlds, to interpret the novel, the unfamiliar and the
strange.” Social representations are our means of communicating and sharing common
experiences, thoughts, and ideas. ‘The reality of community in people’s experience thus

inheres in their attachment to a common body of symbols’ (Cohen, 1995).

Once the person’s experience has been established, social representations allow people to
move forward effectively in a cultural context, adding the longitudinal dimension to the
process by creating social representations. ‘Social representations enables the persons —in
their individual ontology (personal culture) and social ontogeny (based on internalisation/
externalisation) to guide themselves in the next encounter with the environment, and to
orient that guidance itself, by enhancing its direction or letting some other directions from
the past diminish’ (Vaalinser, J. 2003, p.7.14).

There has been much discussion about organizational forms and types over the years. In the
early years of management theory, there seemed to repeatedly appear the notion of a single
best form of organizing that manifests itself, as a largely linear progression of
organizational forms. This can be seen in Weber’s Bureaucracy followed by Taylor’s

Scientific Management and the Human Relations Movement.

Today’s organizational literature accepts the notion that organizations exist in multiple
forms and structures determined by their function, history, geography, product or business
and success. In addition to their actual existing structure, a number of metaphors have also
been used to conceptualize organizations most famoﬁsly by Gareth Morgan (1986) in

Images of Organizations.

Here he uses the power of metaphors to conceptualize the actual structures and processes

within organization. Morgan harnesses the power of the metaphor to illustrate core and
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peripheral elements of a particular form of organizing, which are often overlooked in the

normal structural and functional analysis of organizations.

Morgan believes that organizational structures influence the organization, while at the same
time people within the organization, influence the organizational structures. A deeper
exploration of this is done, using the tool of the metaphor. Examples of this include,
looking at organizations as organic, as machines, as cultures, as psychic prisons, as

theatres, etc.

Within social psychology, there has been a long history of exploring and understanding the
nature of communities, their form, their structure, their social function, and their
limitations. More recently within organisational theorists, there has been a move to
incorporate the sociological, social, psychological and anthropological notions of

community into organisational theory.

The most profound of these crossover attempts has been in the work of Etienne Wenger and
his introduction into the world of Organisation and Management literature of the
conceptualisation of some organisational forms as ‘Communities of Practice’. We will
explore this notion further in depth, later in this chapter, and understand why this is a
powerful, appropriate and useful metaphor of conceptualising Management Consulting
firms. First let us explore a little further, the notion of communities within the Social

Psychology literature.

Community is an often-used word and concept within society today. Individual academic
disciplines may offer numerous definitions of this concept, depending on the perspective of
the defining discipline. Social Psychology looks at communities as one of its core units of
analysis or structures within society. The grouping of individuals, who have something in

common, be it something as powerful as ideology or something as changeable as

geography.

Social Psychologists, tend to be largely concerned with communities as active powerful
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entities, essential for our co-existence as social beings and critical to our engagement with

those around us, both individually and others in the form of alternate communities.

Communities in this form, confer identities, create common languages and knowledge,
provide forums for discourse, agreement, disagreement and change, produce new
knowledge, create rites and rituals of acceptance and belonging and are a natural
inevitability of the human condition. Communities have more permeable boundaries than
institutions and membership to communities may be multiple in a lifetime. Often they are
multiple in an individual, at any point in time. Community membership has a higher degree

of agency and choice than institutions.

Communities also have a much shorter history, than institutions, sometimes being formed
around arbitrary features of social living, such as buying a house on the same road.
Communities are therefore smaller in size, have a shorter history and consequently, far

more flexible in their entirety than institutions.

Viewing organizations through the metaphor of communities therefore confers upon these
organizations, specific structures and responsibilities. Organizations that exist as
communities, must provide its members with a shared identity, prescribed means of
communication, and a sense of a common goal. Communities bring to organizations

numerous values that are often shared and relatively homogeneous, across the communities.

These include including trust, relevance, leadership, motivation, communication and
negotiation. In other words communities share culture, and communities of practice or

organizational communities, also share culture.

To access the organization or the community, one must access the culture of the
organization. For it is within this culture that a researcher can begin to gain access to the
threads of the fabric that are woven together to create the organizational community. This
community that has its own language, norms, rituals, rites, motivations, leadership

structure, and modes of communication may only be accessed through its culture. This is
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achieved within social psychology by the investigation of the social representations of this

culture.

The notions of social representation are explored further, later in this thesis. However, it
is sufficient to state here that the social representations of a community are the corner
stones or building blocks of a community. They are the very social space where meaning is
negotiated, constructed, and conferred within the community. They preserve the social
knowledge of the community and are at the core of the individual identity that the
organization builds. This is the project of this thesis, to gain access into the culture of the

public and private sector.

Social Representations and Culture

We hoped that collectively we might stop all the arguing about what
Culture really was — an endless ontological argument- and focus instead
on analyses of the processes of representation. We could get out of the
‘game of truth or falsity’ and look at the pragmatics, poetics, politics and
ethics of organisational research and theory and organisational practice.
We could create a cultured organisational research, instead of
researching organisational culture, to do as suggested by Rabinow and

‘anthropologise’ organisation and management theory and practice.

In Smirchich, L. and Calas, M. (1987) ‘Post Culture: Is the Organisational Culture literature

dominant but dead,

The study of social representations is the study of how groups of people construct everyday
knowledge. To understand the logic of production of knowledge, we must have an
understanding of the communicative action and an understanding of who communicates

what, to whom, in which way and with what sort of power.

The study of social representations, asks the questions of how these knowledges are linked

to the identity of the groups where they are found. The fundamental assumption held by
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social representations researchers, is that social knowledge is always expressive of who
knows and of how the knower displays himself in the act of knowing. The question then is
further posed about how these knowledges, express the representations held by a group

about a variety of relevant topics.

In the case of this research project, studying the representations that comprise the content of
the knowledge of the public and private sector commﬁnities, is crucial to understand what
shape and what sense, a group of people gives to its reality. As a final level of analysis, we
may look at how knowledges express the cultural codes that define, in each historical

moment, the way of life of a community.

For example, the context of production of the social representations of change is related to
the history of the communities that are looked at. These are influenced by the stock of
cultural codes that the communities use in every moment of their trajectory, as well as the

narratives and mythologies that can be found in their institutionalisation as communities.

The Creation of Otherness

A difference (whether it is national or ethnic in origin, based on colour or race or simply on
language and way of life) has always invariably made those who manifest it, seem alien to
those who find their territorial or cultural roots in a natural reason to remain with their own
kind.

- The otherness outside us: Of regions, of people whose discovery extends our knowledge

of ourselves and questions our image of ourselves.

- The otherness inside us: Of groups, of people whose otherness is defined, in a deceitful or

violent implementation, by the lines of social division.

‘...there appear to be social processes at work which, in defining the other as that which is
not me or mine, conceive of this other in a concrete negativity. ...the study of social
representation is critical in understanding the ‘way in which otherness is created’ (Jodolet,
1991)
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Nowadays the importance and feasibility of the study of the production and efficacy of
representations within a social whole have ceased to be a subject of doubt. All that is

required, is a careful definition of the conditions for its empirical implementation.

Social representations are conceived of as ‘theories’ that are created and operative at a
social level. This research is focused on the involvement of social representations in the
construction of everyday reality, in the behaviour and communications that evolve from it
and in the way of life and means of expression of the groups within which these

representations are forged.

Representations are approached as a product, expression and instrument of a group in its

relationship with otherness.

To apply the standpoint of a psycho-sociology of knowledge in the
approach to the relationship between a community and those members
which it considers alien is not a adopt a resolutely ‘rational’ and
intellectualist point of view....on the contrary it is an attempt to embrace
in their totality the processes which bind the life of groups to a social
ideation, by applying the properties of the one idea of representations, a
concept which has become crucial in he explanation of psychological and

social functioning of individual and collective action(Jodelet 1991).

The Creation of ‘Values’ and Attitudes

Social representations are part of a process. They are the result of a process but are
inherently part of the next process of forming. This is because social representations exist
in a context that they are fundamentally a part of while at the same time, they play a critical

role in creating the meaning of that context.

One of the processes that are influenced by the proéess of social representation is called the
process of valuing. It is through this process that the signs and symbols of a community,

gain their power and their influence, since they are increased or decreased in value
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depending on their attachment or detachment from the surrounding social representations.

John E. Pudifoot (1999) calls this process valuing, ‘Underlying all social interactions is a
common process that may be called valuing such that all activities are scrutinised with
respect to their meaning and significance in relation to actual or presumed values. Each
‘innocent’ interaction is fraught with a myriad possible interpretations and future
implications.” Once again, we reach one of the core features of social representations that
they are both noun and verb (Wagner, 1996), that they are both noun and verb, produced
and producing, never silent (Howarth, 2001).

Jovcelovich (1996) had earlier made a similar stance while calling for social
representations to be placed within a wider and richer context of inter-subjective reality of
public life, where she says that social representations are indeed born and where they exert

their influence.

This process of valuing does not have a rational basis to it but rather is as Markova (1996)
states, a process whereby people can ‘...not only reproduce their ontological realities, but
also engage in epistemological processes and as a result change their ontological realities’
(p. 180)...in which they live. It is for this reason that the study of the public and private
sector within this thesis are looked at through the lens of the social representations that they

have formed around ‘the change’.

This is the fundamental underlying theoretical idea that the social representations have a

forceful and strong power over the enacted behaviour of the participants in the change.

The Rhetorical Act of Persuasion in the Process of Habituation

Engaging in the process of persuasion is critical in the process of change and habituation.
This is even more critical while attempting to create change within institutional setting
where the status quo is deeply embedded and has survived the long duress. The process

identified by sociologists as the preliminary to institutionalisation: habituation which, by
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subsuming the variety of situations under a single predefinition, eases the adaptive effort,
reduces tensions, facilitates action and takes root, disguised as routine, in the obvious facts

of communal knowledge (Berger and Luckmann, 1966).

The nature of habituation is also valid for familiarisation. The behaviourist model accounts
for the formation of a favourable attitude or acceptance by the simple fact of repeated
contact, ‘mere exposure’. This process has to be reconstructed by focusing on the actions
employed by subjects to integrate the new into their own frame of reference, to situate it in
their own field of information and evaluation. This frame and this field are socially
structured in that they spring from a background of symbolic inter-action and ethno-
methodology (Schutz, 1962; Garfinkel, 1967; Cicourel, 1973) that have established the role
of everyday life, of social organisation and corresponding practices in the shaping of

attitudes.

Moscovici (1976,1981) contributed to an explanation of this mental process by showing
how in the cognitive universe, social representations help ‘familiarise the unfamiliar’, by
re-forming, even by transforming, all new information on the basis of socially constructed
models that enable individuals to situate themselves and act in their environment,

harmonizing their position with that of their social circle (Jodelet 1991).
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Chapter 3: Organisations as Communities: Management Consulting

Chapter Summary

This chapter draws upon the disciplines of organisational psychology and social
psychology to understand the historical and social contexts of management consultants as
change experts. The notion of a community of practice is highlighted as a useful
conceptual tool for understanding the specific nature of the consulting firms within the
‘change design and implementation’ sector. The argument constructed in this chapter is that
management consultants are in effect communities of practice, which are socially accepted
as the community of ‘Change Experts’ within the private sector, because of their business

and their history.

The commodification of expertise and very effective selling of expert knowledge around
the change process, including the role of the management ‘guru’ is examined. With their
position as the authorities and experts on organisation change management, the consultants
shift to the public sector as the ‘voice of authority,” giving ‘organisational legitimacy’ to
the government’s reform plans, and implementing private sector change models in the
public sector. One feature that is highlighted, is the use of a common language that binds
the community together. This common shared language is needed to demarcate the arena of
the community of practice and in this specific case, holds the additional value of being the

accepted language of change expertise.
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Management Consultants: A Community of Practice
The industry of strategic change management consulting, including their history and their

development into the expert community they are today.

The Nature of Communities of Practice

The notion of communities of practice had its introduction into academic literature in the
work of Etienne Wenger an Independent consultant, researcher, author and speaker (2000)
as he is introduced in his publication on Communities of Practice and Social Learning
Systems. He comes to the notion of communities of practice while exploring the world of
organizations and attempting to understand the organization from the perspective of
learning systems. This he believes, is the crux of a successful organization. Organizations

that do not learn, will soon disappear.

The distinction made among communities of practice is dependent on the modes of
belonging that an organization implies. These are then differentiated by looking at the

boundary processes and resultant identities that are shaped by these processes.

Wenger focuses on the notion of ‘communities’ rather than organization, as the state where
learning most occurs and therefore successful. Learning in an organization is effective since
‘ they are the social ‘containers’ of the competences that make up such a system [of
learning]... they offer an opportunity to negotiate competence through and experience of
direct participation.” Three notions are critical to the definition of a community as a
community of practice. They are socially defined competences, where norms and
relationships of mutuality are critical and they have a shared repertoire of communal

artifacts and resources.’

Weaknesses of communities are also apparent in the ‘Communities of practice. ..are born of
learning but they can also learn not to learn. They are the cradles of the human spirit, but

they can also be its cages.’
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The research for this thesis was conducted with two groups of people, with different
histories and organizational structures, working together towards a common goal. An
emerging concept within the world of organizational studies, is the notion of a community
of practice. This is a concept developed by Ettienne Wenger in his work on organizations,

communities, and social learning systems.

“Communities of practice are groups of people who share a concern, a set of problems, or a
passion about a topic, and who deepen their knowledge and expertise in this area by
interacting on an ongoing basis” (Wenger 2002). “They develop their own practices,
routines, rituals, artefacts, symbols, conventions, stories and histories” (Wenger 1998).
Community of practice is a group of individuals who collectively create and share

knowledge through shared practice.

Given the flexibility and networked nature of the industry of top change management
consultants, the sharing of knowledge and best practice across the industry, not to mention
personnel, and the basic notion of intrinsic learning and learning base development, this

could be a conceptual model that could be used to describe management consulting.

Most consultants would see themselves in this category of organisation, as it appears at a
first glance to be antithetical to the notions of bureaucracy that Tom Peters and other
management gurus speak of as “anti-consulting”. It may even be argued that this industry
was set up with the goal of removing all bureaucracy and creating learning-based networks

of knowledge and shared practices.

Management Consulting: A Shared History

The world of management consultants is one that, although relatively young, holds a unique
position in the corporate sector. Consultants are often seen as another word for specialist.
Whether it is a doctor or a business specialization, the term is used to denote a special

status in the wider group.
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There are consultants in the business world ofall types - from operational consultants, who
help organizations with their organizational processes and logistics, to ergonomic
consultants who come into businesses and give advice on how to make better use of the
available office space. Much work has been done on the development and differentiation
within this industry (Anand, N, Garder. H.K., & Morris, T. 2007). This thesis deals

primarily with the emergence ofthe field of Change Management consultants.

Change Management consultants specialise in the planning, design, organisation,
implementation and evaluation of change programmes in organisations. The day-to-day
business of the organisation may differ as the consultants specialise on changing the

internal business structures, hierarchies, processes, services, etc.

When organisational change is instigated, either internally or through external changes,
they do not have the luxury oftime, staffor the expertise, to carry out a change programme.
The staffs of organisations are trained to carry out the job, build the product, provide the
service etc. and the job needs to continue during the period ofchange. This is where the use
of consulting staff comes in, as it provides extra people with the appropriate skills whose

are solely focussed on the required change.

Change Management consulting was bom in America out ofa group of Harvard Business
School graduates who came up with the concept of being independent of any ofthe large
corporate houses. Instead, they preferred to sell their professional skills across industries
(McKenna, C. D., 2001). Among the first consulting firms to be set up in the 1940s were
the firms now known as McKinsey and Booze Allen Hamilton. Although the initial years
were a struggle as they fought to gain ‘professional’ status, the industry today, is one ofthe
highest revenue generating industries per employee and attracts top students from reputed
business schools. It is a highly competitive industry with high salaries, often determining

the longevity of an employee’s term in the firm.

It is this feature of consulting that denotes uniqueness in the consulting industry. Among

the top consulting firms in the industry that include, McKinsey, Bain and Company, Boston
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Consulting Group, Monitor, AT Kearney and Booze Allen Hamilton, there are a
remarkable number of similarities, or commonalities in the way they function. Although
firms may specialise in particular industries, such as government, or in particular functions
such as Change Management, across firms there are remarkable similarities in terms of

knowledge management and knowledge transfer.

This occurs in two ways. Firstly, the top consulting forms hire graduates from the same
business schools. Therefore, the training and recent academic background is more or less
the same for the new hires in the top firms. Working in the world of consulting is very
rarely a long-term career. Even if a person remains in the same career for a while, he or she
may work across a number of firms during their career. The accepted norm among
consultants for remaining in a job, is two or three years. Often to be promoted or to geta

raise, involves moving to another firm.

With this movement, comes the transfer of knowledge. The training and skills developed
during working in a consulting firm, are often developed within the firm and are in the
form of ‘Lessons learnt from the Previous Project’. Among the top 10 consulting firms,
these seem to be standard as they fall into the category of ‘Best Practice’. There is a high
degree of dissemination of knowledge and information across firms, mainly through the

people that are moving around.

Knowledge-based firms, such as consulting firms have a lot of the knowledge and
experience that is gained in the minds, experience, and the consulting laptops of their staff.
In an attempt to make explicit much of the knowledge gained on consulting assignments,
the consultant are required to participate in knowledge creation exercises at the end of each
assignment. This may include working with the team and individually creating notes on the
lessons learnt at the client site. These documents are collated and become what is called the
‘Intellectual Capital of the firm. They are freely available for any further consultants

joining that project and/or planning to embark on a project in the same industry.

Consulting firms also tend to keep abreast of any latest management link through Harvard
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Business Review. Most consulting knowledge is spread through management books that
sell widely across the industry. Over the past two decades, management writing on change
has included the earlier mentioned ‘Reengineering the Corporation’ (Hammer and Champy
1993), ‘Competing on the edge’ (Brown and Eisenhardt 1998) and the famous, ‘In Search
of Excellence’ (Peters and Waterman 1982). These are all books that propagate particular
methodologies to manage change and the competition. This is the theory of the consulting

world.

These developments to the establishment of the community of consultants as the
professional service industry and the acknowledged ‘change experts’ is well explained
through the process of Normative Isomorphism developed by the institutional theorists
DiMaggio and Powell (1983) as a motivation for change. This change results in the
homogenisation of industries and institutions, following the principles of bureaucracy. This
will be explained in detail in the next chapter while re-visiting the Weberian metaphor of

the Iron Cage.

Literature on Management Consultants and Management Consulting

The literature on management consultants although recent, is indeed vast and varied. In this
section we will take a brief look at the overall categories into which these literatures fall
and the main beliefs of each school of thought. There have been a number of ways in which

literatures have been divided and categorised.

In sociology, one method of categorisation is to make a distinction between different types
of cognitive interests of the researchers and writers. This categorisation has been used in
the paper ‘Management Consultants and Management Knowledge: A literature review’.
They write about three main categorisations of cognitive interests: empirical — analytical,

historical — hermeneutic, and critical (Kipping and Armbruester 1999).

‘An empirical- analytic interest is concerned with the prediction and
control over social forces, a historical — hermeneutic interest is
concerned with the development of an understanding of the life worlds of

other people and a critical interest in concerned with an emancipatory
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objective and focuses on the relationship between the exercise of power

and the construction and representation of reality’

In their analysis of the literature on management consultants, they found that further
categories were required for the literature and added the categories of a functionalist
perspective. They further went on to distinguish between the literature with a historical and

a hermeneutic perspective.

Researchers from a functionalist perspective demonstrate an interest in facilitating and
fostering the knowledge transfer of management consultants. Historical scholars are
interested in management consultants primarily to learn about the development and growth
of the management consulting industry, while hermeneutic studies offer insights into the

world of management consulting.

Kipping’s and Armbreuster’s discussion of these categorisations is given below. They are

made from the perspective of the authors of each category to the literature.

Empirical consists of descriptive literature promises answers to questions such as ‘Do
management consultant contribute to the transfer of knowledge in one country more that in
another?” or ‘In which industrial sectors and through which kinds of services do
managemeﬁt consultant contribute to knowledge-transfer?” Moreover, the distinctions
between different services and providers, outlined in the empirical descriptive literature is
essential in order not to compare cheese and chalk, that is, different kinds of services and
hence different contents of management knowledge (Alpha 1996; Kubr 1996; FEACO
1997).

Functionalist literature provides information on the procedures and tools of consultants,
and hence, on the means by which they convey knowledge. Since the transfer of knowledge
is an avowed objective of this kind of literature, it particularly promises insights in the
contents of what is transferred (Hofmann and Vogler 1991; Metzer 1993; Holtz 1994;
Kishel and Kishel 1996).
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Critical analyses, by contrast, questions the truth claims of the functionalist literature and
thus helps to understand the extent to which management knowledge is more than fashion
rhetoric, or a new emergence of old concepts(Huczynski 1993; Clark 1995; Micklewait and
Woolridge 1997).

Historical publications, by contrast promise an insight into the evolution of the carrier of
knowledge and their contribution to management practices over time. This kind of literature
is particularly relevant to understand the diffusion of US-American management
knowledge in Europe after the Second World War (Wolf 1978; Kahn 1986; Bhide 1995) .

Finally, Hermeneutic studies focus on the communication during a consulting project and
on the interaction between the consultant and the client. They help to understand the way
management knowledge is codified and co-modified by the sender and perceived and
absorbed by the receiver (Jackall 1988; Czarniawska - Joerges 1990) .

Stewart Clegg in Critical issues in Organisation Science: A Dialogue, Part 2 states that
organisations are historically constructed, they are historically evolving, they are socially
constructed and they are socially changing all the time. Organisations are the effect, in part,
of an ongoing conversation. They are a discursive effect of the kinds of conversations that
go on inside organisations, or among organisation theories and consultants, consultants and
corporations, governments and organisational, employee bodies and organisations and a

myriad of other bodies.

With reference to management consulting literature, he states that much of recent
organisation theory, particularly of the more evangelical kind, the sort of literature that sells
well in the marketplace, appears to be a concerted attempt to move the calculative/
remunerative relationships, to one that is more moral and remunerative. The employee gets

pushed toward having a moral relationship with the organisation.

Kirkpatrick and Ackroyd (2003), suggest a different route forward. They suggest that the
key weakness of the notion of change within management consulting firms, stems from the

continued legacy of functionalism and the limited role given to any human agency. This is
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