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Chapter VII

CONCLUSION: CHALLENGING OLD MYTHS AND 

CREATING NEW MYTHS

7.1 Introduction

In this Chapter, the positioning of each participant is represented by a metaphor (summarized in Figure 7-3) that describes how that person deals with sustainability issues.  The metaphor is derived from the further reduction of data to that which has been described in Chapters 5 and 6.  In the overall process of data reduction, the Foucauldian insight introduced in Chapter 3 has led to the development of the construct of social flux (Figures 7-5A and 7-5B) as an expansion of positioning theory.  As such, this Chapter draws on these advances to understand how senior managers deal with sustainability issues.

In this research, conversations with senior managers have revealed that they engage in positioning themselves and others when they deal with sustainability issues.  This corresponds to similar research of curriculum co-ordinators in independent schools, in which Ling (1998, p. 150) learned about how educational professionals did their work ‘through persons attributing “meaning” through their lived experience’.  In his research he based an analytical framework for narrative data of educational professionals on positioning theory.  In this current research, the author has applied similar analysis to senior business managers.

Positioning results in the discursive production of selves as defined along several dimensions.  Whereas Ling (1998) concerned himself with five binary dimensions, this research focuses primarily on the parity / power continuum.  Prompted by Diamond (1998), the author has drawn on Foucauldian insight to enable the power / parity continuum to be explored in more detail as summarized in Figure 7-4.

With regard to how they position themselves and others, it was shown in Table 3-2 that senior managers appear to behave along this power / parity continuum fluctuating between forced, deliberate, and deliberative positioning.  Figure 6-1 shows that as they move away from forced positioning, there is an exchange of power for parity.  In a Foucauldian sense, power is not possessed by anyone but rather deployed by people in certain situations and it causes reaction or resistance in other people (Foucault 1972).  From this perspective, managers can be seen to be varying between exerting controlling power and enabling parity to achieve their objectives.  Where there is uncertainty or a need to alter the status quo, senior managers retain prerogative to deny enabling parity and direct the full force of controlling power that their role has conferred on them.  When changes have been achieved and stabilized, senior managers appear to be more likely to adopt a more deliberative approach to position themselves and position others.  This progressive loosening of control may be true where outcomes can be negotiable, but senior managers appear to be reluctant to permit non-negotiable outcomes to be exposed to deliberative positioning.

Stability appears to be a prerequisite for senior managers to consider moving towards deliberative positioning.  As this Chapter unfolds, it is intended to make clear how the findings of this study show the critical aspects of senior manager’s discursive role in dealing with sustainability issues.  As explained earlier, sustainability is here perceived to include a range of obligatory and externally imposed (OEI) issues concerning a balance between the environmental, social and economic.  Sustainability is something that chief executives and other senior managers might choose to avoid if it were not made obligatory through external imposition.  Even if sustainability has been externally imposed, the dealing with it remains to be promulgated to managers and staff.

To deal with something that is not already on the agenda, senior managers need to invoke a degree of power.  Lewin (1952) refers to episodic change in which situations are unfrozen (de-stabilized), changed and re-frozen (re-stabilized).  In this light, situations that have been unfrozen call for deployment of power until a time when they are re-frozen, when a state of parity can be returned to.

7.2 Defining Instances of Power / Parity

Recalling from Chapter 4, six senior managers have provided discursive data regarding how they have dealt with sustainability issues.  Each of these participants and the researcher were located in a moral and personal space by conversation (or discursive action) as was shown in Figure 3-6A.  Sets of data were collected during conversations with the researcher, in which each participant explained their personal involvement and that of others in dealing with a sustainability issue of their choosing.  In identifying, describing and interpreting forced, deliberate and deliberative positioning, these data provided insight into how a balance between power and parity was socially constructed.

With interview data as a foundation, case studies (Yin 1994) have been prepared to demonstrate the personal positioning practice of each senior manager.  In preparing the case studies, interview data was augmented by observations from a distance via various media available.  In some cases, reactions to how participants dealt with issues were observed and, in others, public media provided insight.  At the core of each case study was a metaphor that was selected to represent the way the senior manager positioned themselves and others.  Following Ling’s (1998, p. 151) approach, the author then discussed with each participant the case study and the appropriateness of metaphor that emerged.  With prospects of learning, participants appeared to engage in deliberative positioning, drawing understanding out of the researcher.

Parallel to Ling’s (1998, p. 152) approach, metaphors in this research are a consequence of the individual worlds – this world being composed of the six senior managers as they deal with sustainability issues – that participants spoke about in interviews.    As shown in Figure 7-1, personal identity, or self, can be defined by three components interacting.  Ling goes on to explain that these three components are a person’s agency, their statement of a point of view (that depends on agency), and their engaging in discursive action (that depends on both agency and point of view).  The discourses from which these metaphors were drawn represent the personal identity and selfhoods of each participant through three components as indicated in Figure 7-1, which demonstrates the dependent, three-tier nature of participant’s agency, point of view and discursive action.


Components of Discourse

Figure 7-1

Participants provided their recollections of memorable experiences dealing with sustainability or OEI issues from a time and space of their choosing.  In each case, public pressure for some aspect of sustainability was at the core of the reasons for pursuing these issues.  Hence, recollections or rhetorical redescriptions as Harré describes them were specific to participant’s situations and reflected their social processes.  In doing so, participants revealed an aspect of themselves, enabling the researcher to select a descriptive metaphor of each person.


Without Agency and a Point of View, a Person is Undefined

Figure 7-2

In contrast to Figure 7-1, Figure 7-2 shows how a person’s self is dependent on their agency and point of view; without these components there is no person making a contribution to the situation.  In other words, without force of action, statement of relevance, and involvement, a person has no effect on circumstances.  It is these attributes that become apparent through positioning theory.  Each participant is represented by a metaphor in Figure 7-3 with this model.  In this way, their self-constructed personal identity is related to the other participants.  


As Ling (1998, p. 153) suggests, these metaphors of personal knowledge are not perceived to be restricted to the events from which the data was collected.  Rather, the senior managers are here represented by metaphors that emerged from their personal explanations of events that are assumed to be influenced by their personal knowledge.  In this account of styles of management of sustainability these metaphors become the person through the person engaging with others or by being referred to in the terms that influenced the selection of the metaphor (Gadamer 1976, Davies and Harré 1990, Ling 1998).

When people encounter others they do so in a way that is typical of their self.  Thus, the more they interact with others, the more that self is established and recognized by themselves and others.  Hence, in selecting a metaphor that represents the way they interact with others – including the researcher – a label is applied to that person’s self.

7.3 Defining Emergent Roles of Senior Managers through Discourse

Recalling from Chapter 4, participants provided examples of discursive action relating to dealing with sustainability issues.  This data has been used to understand how their roles as senior managers emerged in the course of dealing with significant changes in environmental and social expectations of the community.  Senior managers engage in communications with various stakeholders to arrive at and deal with a new foundation that reflects the severity of these changes and provides stability for collective progress – of all stakeholders – in a new direction.  As recapitulated in Section 7-1, collective progress cannot occur until there is stability.

What has been observed in the data can be referred to as discursive practices in the Foucauldian sense.  In describing the origins of knowledge, Foucault (1977c, p. 142) reflects on the inverse situations that are necessary to deal with change.

‘What is found at the beginning of things is not the inviolable identity of their origin; it is the dissension of other things. It is disparity’.

With change in place and stability resumed, parity can be permitted, safe in the knowledge that dissent is less likely to confound organizational intentions to pursue what must be done.

The train of discursive data left by senior managers has been used to describe the power that occurs in dealing with sustainability issues.  Either change or dissent occurs and, when the new order is achieved, parity is resumed.  In some cases it has been seen that parity has not resumed, indicating that the change has not yet been fully achieved.  Those senior managers who deal with change well appear to remain effectively in disparity until appropriate foundations have been put in place.

Discursive data has also provided evidence of the positioning and repositioning that has taken place to achieve conditions to deal with sustainability issues.  In this discursive action, senior managers provide evidence of themselves being positioned and when they positioned others.  They have perceived that they engage in and are affected by this positioning.  In this way it has been revealed that senior managers have educated subordinates, superiors and other stakeholders as well as themselves.  They have secured support from those whom they perceive as controlling factors that need to be changed.  They delegated to those whom they have won as allies.  Through framing or formatting discussions they enable people to arrive at conclusions that are congruent with organizational intentions through a seeming consensus approach.  In short, they are seen to be taking control of the situation through vigilantly applying parity and power to persuade others to deal with issues.  

7.4 Sustainability Requires Confrontation and Reinforcement

When recounting how they dealt with sustainability issues, senior managers have referred to instances in which they have challenged obstacles and reinforced achievements.  In commenting on these two sorts of activities, a common theme has been their interactions with people.  People have been shown to present obstacles to dealing with sustainability issues as well as needing to have the sustainability message reinforced. In dealing with those who present obstacles and require reinforcement of the sustainability message – which reasonably could include most people – senior managers engage in a variety of discursive actions.  It appears that those senior managers who are able to deal with sustainability well do so because they have determined what obstacles are presented and who is presenting them.

The six senior managers do not appear to be differentiated by management versus staff orientation as shown in Ling’s study.  Nor would they be expected to be.  Senior managers, by virtue of their appointment, would be expected to have a general perspective and, in doing so, they each might be expected to traverse the range of technical, consultative, dialectic and transpersonal characteristics that Ling (1998, pp. 156-8) used to categorize his participants – see Figure 7-4.  Instead, the senior managers demonstrated behaviour on a different plane – one of diversity that is enabled by the ability to traverse a power/parity dimension.  As shown by the faint line in Figure 7-4, power can be seen to give way to parity when moving from a technical to transpersonal orientation.  This relationship uncovers a sensitivity of Ling’s approach in that it appears to distinguish between lower and senior level managers.


One of the participating senior managers – assigned the metaphor of Coach – was not a chief executive, but a middle manager, albeit one with substantial responsibilities.  The Coach could be perceived as tending strongly toward a strong management orientation and a domesticating function, that corresponded to the consultative positioning observed in some of Ling’s participants.  (Ling did acknowledge that his participants assumed several if not all of these functions, but it was implied that their tendency was to remain predominantly in the mode of one function).  Having said that, the Coach is not quite as one dimensional as the curriculum co-ordinators of that study.  The Coach displayed a propensity for all four functions defined by Ling.  Yet, the other five senior managers participating in this study – all chief executives – perhaps demonstrated considerably more fluency in each function and appear to have employed them appropriately.  This suggests that senior managers who are effective at dealing with sustainability issues have a sort of gracefulness and fluidity in their discursive practices.  These characteristics of ‘gracious talk’ as discussed in Sub-Section 6.3.5 appear to have enabled them to achieve co-operation amongst diverse people through focusing on ‘thanksgiving’ or appreciation.

7.5 Gracefulness and Fluidity as a Characteristics of Senior Managers

Each chief executive was concerned with transforming and then domesticating activities, but none was limited to these functions.  People’s rights and duties were aligned with the moral order and then supported by speech acts congruent with sustainability objectives.  For example, the Educator engaged in helping people understand the need to change to, and where they would be when the change had been completed.  With the objective of the change achieved, the Educator helped people to realize the need to uphold what they had achieved.  Similarly, the Coach realized people’s weaknesses and enabled them to cope with difficulties.  When they had overcome obstacles, the Coach worked with people to keep them on track.  In a similar way, the Patient Pursuer created opportunities for people to realize for themselves that sustainability issues needed to be dealt with appropriately.  When they had achieved a level of enlightenment and adopted the required behaviour, the Patient Pursuer provided structures to keep sustainability issues in the forefront of everyone’s minds.  In this way, senior managers appear to have been appreciative (Foulkes 1989, p. 149) of efforts of others and built on what they had done well, with the expectation that they would persevere and exceed their own achievements.

Perhaps the best example of fluency and aptitude for correct selection of the appropriate social functions is the Sagacious Conscience, who dealt with financiers who constantly questioned the value in supporting the Silverwood research and development team.  The Sagacious Conscience always had statistics at hand to reinforce financiers’ intention to continue supporting Silverwood.  When situations arose that required uptake of the sustainability cause, the Sagascious Conscience was able to put a convincing argument together and harness strong allies to sell the message.  While these may be perceived as being the same processes, there are subtle differences.  In reinforcing current behaviour of financiers, the Sagacious Conscience would perform a Technical function that focused on continuing progress towards previously agreed sustainability objectives.  However, when it was necessary to change the opinion of a new person in a decision-making role, the Sagacious Conscience would perform a Consultative function.  In these cases, the Silverwood chairman was enlisted to engage in a session where the new decision-maker would be enabled to come to the conclusion that ongoing financing of Silverwood was incontestable.  In dealing with government bodies, the Sagacious Conscience would perform a Dialectic function that involved consideration of institutional / governmental structure and bureaucratic agency through critical inquiry and discussion.  In discussions with the researcher, the Sagacious Conscience performed a Transpersonal function that created an opportunity for the researcher to draw out findings for himself.  These shifts appeared seamless in conversation.

First Among Equals entered into the community to invite participation and drew out their ideas.  These ideas would then be incorporated into broader plans to enable people to see their input become components in the larger structure.  Having achieved consensus, reassurance was provided by First Among Equals to reiterate the need to adopt and retain the sustainability approach. The Master’s Apprentice similarly solicited knowledge from stakeholders.  However, while First Among Equals appeared to be incorporating others ideas to create a sense of ownership, the Master’s Apprentice was building personal knowledge to enable a better decision.  Having established an appropriate level of knowledge, the Master’s Apprentice appointed appropriate people to implement changes in the community.  When changes had been realized, the Master’s Apprentice endeavoured to incorporate changes into policy and legislation through the institutional process.

Rather than being alternate social functions as seen with Ling’s participants, the senior managers involved in this research appear to have treated these functions – perhaps holistically – as progressing linearly.  That is, both domesticating and transforming functions were harnessed when the situation called for them.   It may be that the ability to treat these two processes holistically is an indication of competence for the most senior positions.  Furthermore, in the pursuit of dealing with sustainability and OEI issues, the senior managers all appear to have aligned the needs of their organization with the needs of the various stakeholders they encountered.  This aligning process would see various iterations of domesticating and transforming functions, perhaps with several concurrent paths occurring to deal with different issues.  If this were the case, it would imply that competent senior managers have a perception that enables them to perceive the social order that influences the discursive action taking place in their organizations.  In doing so, they deal with the various components of the social order.

7.6 Creating a Complementary Social Order Through Social Flux

Recalling the social constructionist model introduced in Chapter 3, it is apparent that positioning is an outcome of discursive action that occurs when people act within a social order.  Discursive action – or conversation – is influenced by positions when the conversation commences, the story line and the speech acts that occur.  All of these things happen at the intersection of the four components of social order (Figure 3-5C).  To deal with sustainability issues it is necessary to have a social order that is complementary to the sort of issues being confronted.  The senior managers appeared to alter the social order in such a way that enabled sustainability and OEI issues to be dealt with appropriately.  How this occurs can be understood through the social constructionist model, if a link is included between the place the positioning occurs and discursive action.

In Chapter 3 a gaze-like social force was alluded to.  That force appears to affect how ideas are accepted and used.  In a way, this reflects Foucault’s gaze, but it is the residual effect of such a force that is of interest here.  As will be shown in this Section, social flux is an effective term to describe this social influence.

Gaze is part of what prevents people from doing what Michael (1973) refers to as ‘learning to learn’.  As was shown in Section 3-5-1, gaze can impose predispositions that blind people to appropriate decisions or behaviour.  In dealing with sustainability issues, people need to look beyond gaze to question concepts, perspectives, old categories and standards of judgment that may limit thought. First Among Equals facilitated this process by ‘framing’ and helping subordinates by ‘managing the distress’ as they would ‘critique the issue’.  These sorts of changes enhance one’s capacity to approach situations in new ways and create a datum for development of fundamentally new skills (Senge 1990, Schein 1997).  Before these changes can occur, the residual of gaze needs to be neutralized.

As implied by discussions in Chapter 3, gaze is insufficient to explain residual effects, but something like gaze contributes to understanding why people differ and need to resolve differences of opinion through negotiation.  Gaze serves as a foundation for a construct that explains residual or predisposed preference; the construct of social flux (not to be confused with the symbolic act of flux defined by Johnson (1990)).  The author draws on electromagnetic theory to introduce flux.
7.6.1 Broadening of Gaze to a Construct of Social Flux
There appear to be limitations to Foucault’s gaze especially when attempting to understand how managers’ behaviour can enable or obstruct appropriate deliberation of sensitive issues.  Murray (1990) provides a construct that takes a step toward resolving this limitation.  Interested in how persons are ‘understood not simply as products of structures, but as actively involved in the reproduction of those structures’, Murray (1990) merges Foucault’s gaze with ideas of other philosophers.  The perspective offered by Murray has been engaged in this research to construct a wider gaze-like phenomenon with a potential for the conceptualization of some sort of residual social phenomenon; a residue depicted by the social constructionist model (Figure 3-5C).  Such a force could enable or oppose as well as legitimize or de-legitimize.

Dawkins (1976) introduced the idea of cultural genes that he referred to as memes.  Memes are those social characteristics that define one society from another.  In the same way that genes are passed through biological chains, Dawkins suggested that his memes would replicate through social relationships.  Similar to genes, only worthy memes would be accepted and passed on.  Something like a management gaze could be seen to be inclined to replicating itself and obstructing competing memes.

A manager’s influence is like an electric current.  It occurs when the manager takes action and it stops when the manager’s action stops.  However, some residual influence remains after the manager’s action stops.  For example, when a person turns their conversation from one issue to another, the memory of their message continues to influence those they had just dealt with.  Others remember what is important, and they gauge their behaviour to conform to managers’ preferences.  Direct management action results in direct influence, but how might residual influence occur?  An explanation could be found in electromagnetic theory as introduced in Appendix B.

7.6.2 Extrapolation to a Social Context

When people talk about being ‘charged up’ by a situation, their comments could be analogous to a residual charge that exists in an object after an electrical current has been passed through or in proximity to the object.  Here, that residue is referred to as flux; Harré and Slocum (in press) identify the need ‘to study the flux of social life’ if the complexities of ‘stretches of social life’ are to be understood.  With that in mind, the analogy of electromagnetic flux discussed in Appendix B has sensitized the author to realize the possibility that a social flux affects social order.
As shown in Figure 7-5A, a social flux could be used to explain the residual social forces that exist in any society.   This social flux could be considered a type of mask that alters perception.  Both Foucault (1977a, 1977b, 1978, 1986 and 1988) and Goffman (1959 and 1963) spoke about masks and masking; Foucault (1978, p. 130) suggested that unmasking results in identifying the truth and motive; ‘the challenging of taboos’.  Goffman spoke about taking down masks in terms of ‘dis-identifiers’.  Austin (1997) suggests that change initiators can ‘mask the tradition-challenging intent of the social change by advocating for the change within the current goal structure of the organization’.  Similarly, Neimark (1990, p. 104) suggests that ideology is masked in common sense.  Consider how the widely accepted quality management tool, Failure Mode Effects and Analysis explores and prioritizes design and process issues that could go wrong.  Should there be a parallel process – to understand disruptive social forces – that should be taken prior to negotiation about sensitive or unfamiliar issues?  If so, should the components of the social constructionist model provide categories for such an inquiry?


With a construct of social flux it is possible to envisage how sub-categories of effects can be derived – organizational flux, to denote the flux imposed by an organization; financial flux, to denote the flux imposed by the financial community.  For example, the financial community has approached the sustainability movement with a residual that causes sustainability to have become an accounting exercise. Rather than dealing with social and environmental issues, as discussed in Sub-Section 2.3.3, these are reduced to financial terms.  All of these sorts of flux describe the subsets of force that affect the set of solutions to issues to be dealt with.  Figures 7-5A and 7-5B demonstrate the creation of social flux and the channelling of a social force.  Dynamics of the social constructionist model cause residual social flux.  This flux can alter discursive action and resulting positioning.  Foucault (1986, p. 151) alluded to the residual nature of this flux.

‘True discourse, liberated by the nature of its form from desire and power, is incapable of recognizing the will to truth which pervades it; and the will to truth, having imposed itself upon us for so long, is such that the truth it seeks to reveal cannot fail to mask it’.

Schein (1997) argues that, in order to develop the capacities needed to deal with contemporary issues, one must undergo a learning process that is functionally equivalent to coercive persuasion.  This implies that there are residual forces affecting individuals and perhaps organizations.  In this research, positioning theory will enable the identification of actions taken by senior managers to deal with residual social flux.  That is, we can show how they develop the right set of capacities to enable themselves and others to accept the challenge of dealing with sustainability issues.

7.7 How Senior Managers Deal with Sustainability Issues

Participants in this research were selected because they were known to have dealt with sustainability issues (or other OEI issues) successfully.  Furthermore, their achievements have concerned long-term changes to the way their organizations have approached sustainability (or other OEI issues).  It has been determined here that their success can be explained by their ability to alter what has been described in this thesis as the social flux.

Senior managers participating in this research appear to have realized the need to alter the social order described in Figure 7-5A and their ability to do so through discursive action as shown in Figure 7-5B.  It is put forth that their actions – to vary story-lines, positions and speech acts – have altered the social flux, which is a reverse to the implications of the conjoined situation implied in Figures 7-5A and 7-5B.

Assuming a position that enabled them to change the way people view sustainability issues, and positioning others as being aware of the need to deal with sustainability issues and willing to do so, senior managers appear to have entered into discursive action.  They appear to have adopted a story-line regarding the need to deal with sustainability issues and made use of speech acts.  This process affects them and others such that the new way of approaching sustainability issues results in repositioning.  However, this behaviour does not deal with the long-term change.  For this to occur, the components of the social constructionist model need to be altered.

As shown in Figure 7-6 (fold-out), the participants in this study have taken action to alter the moral order, local system of rights, duties and obligations, and public and private actions.  These changes led to an altered social order that is conducive to dealing with sustainability issues.  As such, the social flux has been altered and consequently the discursive action has been altered.  With these fundamental changes to the way people conduct themselves, new positions can be assumed without constant reinforcement.

7.8 Aligning the Social Order through Freedom of Speech
That senior managers take steps to confront the social order when dealing with sustainability issues could suggest that they are sensitive to the components of the social order.  They assume a duty to engage in a freedom of speech about what needs to be dealt with.  Namely, the perceived rights of people, the duties people should undertake to perform, the underlying moral order, and their own actions as senior managers are all dealt with by senior managers who do deal with sustainability issues.  This suggests that the answer of dealing with issues lies in aligning the social order to best support resolution of issues.  As will be suggested in Chapter 8, such a freedom of speech could be explained by Foucault’s ideas, such as those expressed in parrhesia (Foucault 1985b).

The four components of the social order could be perceived to alter the social order in a similar way as levelling control knobs on a physical platform.  In other words, four adjustments need to take place.  First, the rights that people perceive they have must to be confirmed and corrected.  Second, with an appropriate system of rights in place, people need to understand the duties that they are required to perform.  Third, there needs to be an appropriate moral order in place that supports rights and duties.  Fourth, senior managers need to ensure that their own actions and the actions of others are congruent with what is expected from their subordinates.  These four components interact to place the social order in an appropriate plane of reference for sustainability issues to be dealt within.

7.9 Implications of Conclusions for Practising Leaders
In reflecting the findings of this research on various organizations that have had difficulty with dealing with sustainability and other OEI issues, the author perceives that some senior managers may overlook their obligation to lead.  While Deming (Deming 1986, p. 248, Walton 1989, pp. 69-70, Gabor 1990, p. 22-3) explains that leaders should not regulate people, he could be interpreted as suggesting that leaders should regulate the social order, to direct people towards effectively dealing with issues.  In not dealing with the social order in this way, managers may be undermining their intentions to deal with sustainability and other OEI issues.

This research has powerful implications for practising managers who want to effectively enable the resolution of dealing with sustainability and other OEI issues.  It has been shown that six senior managers alter rights, duties, morals and actions to align the social order of their organizations to the issues that need to be dealt with.

For successful resolution of sustainability and other OEI issues, business leaders could emulate the way that participants in this research have dealt with the social order.  It may well be that those organizations that do not deal with sustainability and other OEI issues simply overlook the social order and fail to align it appropriately.  The insight gained from this current research provides a basis for ongoing investigation into the duties of senior managers to establish appropriate social order.  For example, further exploration could be conducted of companies that are perceived to deal well with OEI issues.  This could be compared to companies that are perceived to not deal well with OEI issues.   Foucault’s unique and penetrating ideas may well craft further building blocks in the structure of a theory to explain how senior managers deal with sustainability and other OEI issues.  As discussed in Section 7.6.2, perhaps the ideas developed in this thesis provide the basis for a cultural failure mode and effects analysis.

Reflection in Chapter 8 will explore these conclusions presented in this Chapter further.
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SOCIAL


FLUX





Discursive Action





Speech Acts





Story-line





Position











Tri-polar Discursive Action


Figure 7-5 B








    Public &


  Private


Actions





Local


   Moral


      Order





Duties


& 


Obligations





     Local


  System


of Rights





Social Constructionist Model 


Figure 7-5 A





Berti – The only way you can become sustainable and really get the rate of improvement that you need is getting people working at the right levels right across the business connected to what it is you are trying to do and committed to it.





Kim – You spend a lot of work in trying to help people to change.  A message that says there is one thing that is more important than financial performance, and that is the safety and environmental performance.  I was the line directly responsible for that (sustainability issue); it is hard not to be as CEO.





Robyn – We have to be focused on issues that are intangible.   It makes me feel that I have more work to do, because I accept personally responsibility.  This guy makes them feel really special – we have put him in a special uniform - it is above and beyond what you would expect.





Ange – It really was a case of making them understand that they really are under enormous threat from current concerns about the environment and that we were the only avenue for them to have the opportunity to do anything about it.





Leslie – The context is that it is one of an introduction of a set of new ideas for discussion amongst the community.  Without actually giving them the answer – it is the framing – it is managing the distress. 





Hillary – People now seem to be recognizing that sustainability is something that should be supported.





Berti – We couldn’t keep on doing what we were doing – pursuing the take make and waste type processes.  A lot of the people making purchasing decisions do not really understand from a sustainability perspective.





Kim – The climate of communications was poisonous at that stage.  I think that we were remiss in putting messages which were very clear about what we wanted in terms of financial results, but less clear about the need to maintain the priority in terms of safety and the environment.





Robyn – Expectations are that much higher.  My argument is why can I not take my service (and) push the boundaries.  I come up against HR people who do not understand the drivers in my business; a candidate that I might include they might exclude by using a different set of criteria.





Ange – His arguments were largely that they have to recover their costs.  He was prepared to walk away from it and that would have been disastrous.  All the evidence is that the boards are dominated by people with short-term thinking.  I think they prefer that they did not have to invest in it.





Leslie – Discipline training influences the way people conceive an idea of problems and solutions. It pre-empts a whole series of options and the ways that they do it.  I threw that ritual and that style clean out the window and said ‘no, it is all your’s to define’.





Hillary – I spent a lot of time explaining that there are tradeoffs and we can work different things out to get the outcome we want.     I assumed that it would be accepted; I did not realise that most of them do not understand.





Berti – The chairman initiated our sustainability cascading process.  Raising people’s consciousness and getting the sustainability ethic embedded in the business and realty getting that connection.  We are quite active in trying to send the message out and communicate that to our clients.








Kim – Most of these problems are resolvable; if a manager is the kind of person who gets out and around and talks to people and listens to people and demonstrates he is prepared to react, then the atmosphere gets changed and so it is really an inditement of the kind of managers.





Robyn – Because you are management, you have got to ….  We always look for ways we can go above and beyond.  It is above what you would expect.  We are offering a readymade solution.  There were a lot of visits from senior management to ensure that there were familiar faces (for staff to see).





Ange – The alliance chairman and I met with this chap.  I prepared a document on the positives and negatives.  I am putting to government that someone has to start doing some planning here.  I ensure they do understand what we are trying to achieve on their behalf.





Leslie – ‘This is what I am all about and I am basically here to listen to you and to help you to respond’.  It builds their security, reliance and trust.  That I said, ‘Yes, you are right, that was wrong and this is what we will do about it’, sent a signal.





Hillary – You just have to persist in your arguments.  The next year I came back better prepared with more information.  I would not consider my understanding as detailed as my staff; I learn from them.  I am involved in forums.





Berti – We needed to fundamentally change the business.  We couldn’t keep on doing what we were doing; pursuing the ‘take, make and waste’ type processes.   The vision talks about being restorative; we are not just looking at being sustainable, but through that education process with like-minded people.





Kim – Broadly speaking, the consciousness has increased dramatically.  It is the basic difference between short-term and long-term shareholder value; and any company which expects to be of significance in the longer term is going to be engaging in sustainable activities.





Robyn – I am prepared to be frustrated up to a certain point, but beyond that point I go to executive management and say ‘Hey guys this is just not working’.  We continue to fight against the inertia of ‘I know how to do it this way’.  When faced with the ‘event’, the expectation was that the staff would perform.





Ange – They have got to be seen to be responsible in dealing with the environment.  I have gone to a great deal of trouble to ensure that they understand the potential impacts of not continuing to support us.  Say to the chief executive, ‘One of your key areas are that you will need to ensure that’.





Leslie – I have indicated that one of the major areas of impact should those ideas be picked up and endorsed by the community is that the annual report of the institution would need to reflect a TBL accounting approach.





Hillary - It is important that we spend a lot of time getting them to understand.  The momentum has swung.  So, it is easier for us now to go to them and talk about sustainability issues.





Questions


rights of others to assume they can deal with sustainability issues dismissively





Redefines


duties of people to include dealing with sustainability issues





Alters the 


local moral order such that sustainability issues are perceived as 


being important 


to deal with





Does acts to 


1. support the message that sustainability is important and 


2. not undermine the message.





Altering the Social Flux to Enable Sustainability to be Dealt With


Figure 7-6





- Social Flux





- Discursive Action (leading to positioning)











