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FOREWORD

Gabriele Morello

When w e were children , m y sister s an d I  used t o follo w tw o order s o f time
prescriptions: Mama' s time and Papa' s time . Our mother (wh o as I write is 104
years old and mentally in perfect shape) , born to a German family, expected us
to be punctual, precise, and exact . Duty came before pleasure , treats had to be
earned, meal s and bedtime were fixed and had to be respected. Our father, a
very creative Sicilian, was more flexible, approximate , and adaptable . With him
we di d no t nee d t o b e rigorousl y o n time . Excuse s wer e easil y accepted ;
sometimes h e himself forgot wha t he had tol d us to do.

We stayed i n th e cit y of Palermo durin g the winter , and live d i n th e coun -
tryside o n a  far m i n th e summe r months . Althoug h the far m i s only 30 kilo-
metres from the city, time habits there are different. I n both places, the concept
of time does not seem to be of great concern to local people. Attitudes towards
it differ, however . I n the city, appointments have a more precise meaning than
on th e farm . Th e city-dweller s claim tha t 'punctualit y mean s t o forese e th e
delay o f the others' , bu t thi s doe s no t sto p peopl e followin g schedule s an d
procedures. At school, classes du e t o be given at 9 o'clock start—when 'punc-
tual'—at 9.15 . This fifteen-minut e dela y rul e i s known a s 'quart o d'or a acca -
demico'. O n th e farm , a  dela y o f u p t o on e hou r fo r an y appointmen t i s
acceptable. 'Un'ora  e puntamento' expresse s this idea in local dialect.

I do not kno w if farmers' tim e follows everywher e the cyclica l pattern base d
on seasona l rotatio n describe d i n man y books . On ou r far m i t was certainl y
perceived as more moving and flowing than in the city of Palermo, where past,
present, an d futur e ar e mor e clearl y experience d i n th e min d a s separat e
entities. I n the city, when we say 'next year', this may be any time between th e
following yea r and th e nex t thre e years ; on th e farm , 'nex t year ' depend s o n
normal weather conditions: rainfall , temperature , the sirocco wind, and s o on.
Since weather conditions are never normal, 'next year' does not mean very much.

In th e traditiona l Sicilia n culture , greate r importanc e i s give n t o huma n
wisdom and experience than to the notion tha t time is money. 'Everything has
its own time' , 'Ever y time come s an d goes' , are mor e popula r proverbs tha n
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'Lost time is never found again' , 'Tim e and tid e wait for no man' , an d simila r
sayings indicating that tim e is an economic resource not to be wasted. Recent
research show s that , whil e Sicilian s exhibi t littl e toleranc e whe n face d wit h
short hold-up s an d irrelevant delay s (henc e our antipathy to queuing an d our
frequent us e o f car horns) , we ar e mor e likely to accep t lon g delays, a s i f we
were participants in a long story with a far-off end . The Teatro Massimo, one of
the fines t theatre s i n Europe, was closed for twenty years for restoration.

To be sure , althoug h a  background o f enduring custom s stil l exists , i n th e
199os much wa s being don e i n terms o f economic development an d cultura l
change, and a 'new Sicily' was rapidly emerging. Ideally, the community shoul d
preserve an d conciliat e th e bes t feature s o f traditio n wit h innovatio n an d
progress.

Profane time and sacred time also had differen t rule s when we were children,
as to some extent is still the case in 2001. Carrying out errands, attending spor-
ting events, o r going to a movie do not requir e any special dress , while festiv -
ities, goin g to church , an d publi c holidays do . Sant a Rosalia , patro n sain t of
Palermo, i s still commemorated on 15 July, and celebrations tend to be draw n
out ove r two days before an d tw o days after .

I finished high schoo l and went throug h universit y earlie r tha n my school -
mates. I t was in those years , I  think, that m y biological time tended t o inter-
nalize rhythmi c changes , followin g a  faste r temp o than m y peers. I  skippe d
three years at school and achieved two degrees in the time it normally takes to
get one. Give n the fac t tha t I  was eager and impatient , thi s was perhaps du e
more to restlessness tha n t o intelligence .

I soon develope d th e habi t o f doing several things a t the sam e time, rathe r
than on e afte r th e other . Such behaviour fitted well to my work environment,
where i t wa s norma l fo r peopl e t o interrup t wha t the y wer e doin g an d d o
something else, give different appointment s for the same time, and talk over the
phone while dealing with visitors. This is the most striking difference in conduct
to which I  had t o adap t whe n commutin g betwee n Ital y and othe r countrie s
years later. It was not so much a problem of punctuality, which certainly had a
different meanin g for me in Palermo, London , and Amsterdam, bu t rather the
monochrome versus the polychrome mode (in the sense of Hall (1983) ) that was
to be adapted in Northern Europe .

My interest in research on time started in the late 1950s with a project called
the Internationa l Research Projec t o n Evaluatio n (IRPE) , funde d b y the For d
Foundation. This project attempted t o assess the effect s o f management devel-
opment programmes at Istituto Superiore per Imprenditori e Dirigenti di Azienda
(ISIDA) an d i n seve n othe r Europea n graduate school s o f business adminis -
tration. We conducted a n experimenta l desig n aimed a t measuring what cog-
nitive effects, i f any, management programmes had produced on students' time
perception, duration , sequence , periodicity , timing, an d tempo . A s a profes -
sional statistician, I saw the fascination of 'measuring the unmeasurable', as my
Dutch colleague Peter Nijkamp call s this kind of exercise.
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Indeed, incidences o f numerical logi c applied to time have been man y an d
diverse, dating back to before the days when Plato held that 'the form s of time,
mobile image of eternity, revolve according to the law of numbers'. Distinctions
between differen t dimension s an d meaning s o f time alway s attract our atten -
tion—clock time versus social time, mental time versus biological time, personal
time versus Newtonian time, physical time versus metaphysical time—and it is
never clea r when an d where observe d relation s support th e speculation of the
theorists. I n m y ow n studie s I  have concentrate d mostl y o n th e wa y people
perceive tim e i n differen t culture s an d professions , an d o n th e relationship s
between time and behaviour in the area of management and consumer behav-
iour. In doing so , my main instrument s fo r measuring time perceptions have
mostly been of a quantitative nature, includin g th e measuremen t o f attitudes
towards the past , present, and futur e usin g Semantic Differential techniques .

Now that the time span i n front o f me is shorter than th e time span behin d
me, and experience and wisdom tend to have more space, I am no longer sure
that thi s approac h bes t enable s scientist s t o achiev e vali d result s i n th e
advancement o f the stud y of time. Throughout the history of science, as we all
know, debates on  qualit y versus quantity have been lon g and fierce. It  seem s
that even the difference in approaches has to do with different attitudes towards
time. As Ilja Prigogine (1994:17) puts it: 'Scientists do not read Shakespeare an d
humanists are insensible to the beauty of mathematics... this dichotomy exists
for a  much more profound reason, which lies in the way in which the notion of
time is incorporated into these tw o (scientifi c an d humanist) cultures. '

Whatever the scop e o f the debate s o n time and temporality , and n o matte r
which researc h methodologie s are  used , it  seem s to  me  tha t scientist s are
increasingly sharin g th e vie w tha t th e understandin g o f socia l time—no t t o
mention the operational possibilities t o use it in 'better' ways—cannot be frozen
into any rigid o r schematic for m tha t leave s out whatever has t o do with atti-
tudes, feelings , emotions , hopes, fears , an d th e othe r forms o f human expres -
sions tha t mak e up th e existentia l natur e o f time. This is the reaso n why this
book, whic h doe s no t fal l int o th e tra p o f unilatera l thinkin g bu t give s a n
account o f different viewpoint s an d experiments , should b e read with interes t
and pleasur e b y al l thos e wh o wan t t o tak e th e tim e t o understan d mor e
about time .

Gabriele Morello
Palermo, 7 June 2001
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CHAPTER

1
Choreographing Time and
Management: Traditions,
Developments, and Opportunities

Barbara Adam, Richard  Whipp,  and  Ida  Sabelis

INTRODUCTION

Time i s a n essentia l featur e of socia l an d organizationa l life . I t i s ou r prim e
organizing tool . Peopl e us e tim e i n orde r t o create , shape , an d orde r thei r
worlds. And yet, despite it s importance , we take ou r tim e value s an d use s of
time largely for granted. This not only applies to one's daily life but i s also true
for academi c theor y and busines s practic e alike . Making Time  is concerned to
bring tim e t o th e forefron t o f managemen t theor y an d practice . I t seeks ,
accordingly, t o mak e explici t wha t ar e currentl y th e man y implici t tempora l
assumptions that underpin management thought and action. It emphasizes the
richness o f the tempora l dimension s involve d an d th e wealt h o f competin g
attempts to order, regulate, and contro l time in the ac t of managing. The point
is to describe and explain this temporal complexity as it occurs in management
by working with a variety of specialist perspectives , such a s strategic manage-
ment, organizationa l theory, decisio n making , industria l relations , an d mar -
keting. Furthermore, a deliberate attempt is made to set the experience of more
traditional industria l setting s alongsid e thos e a t th e forefron t o f th e 'ne w
economy', such a s the compute r industry.

Time i s currentl y a  fashionabl e motif . A  popula r tim e consciousnes s ha s
emerged fro m publi c attention t o th e millennium—seen , fo r example , i n th e
accounts of the evolution of timepieces or the exhibitions on the establishmen t
of the Greenwich meridian. During the 19905 , the notion o f 'time management'
become a  central feature o f management training , and th e busines s shelve s of
bookshops are populated wit h self-help texts on how to manage a n individual' s
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time. In contrast to these guides, Making Time  provides neither instant recipes
nor simpl e persona l blueprints . Rather , it s contributions offe r insight s into a
much broade r tempora l domain , extendin g concerns to  encompass the  more
complex an d paradoxica l natur e of temporal relation s in both th e theoretica l
and practica l sphere s o f management. Man y commentator s regar d the tim e
line o n th e x  axi s o f their graphs , uniforml y calibrate d b y the calenda r an d
clock, a s a  sufficien t mean s o f capturing time in thei r work on management .
The major theme of this collection i s to challenge that assumption. The authors
in the volume recognize the pervasiveness o f industrial time in both manage-
ment and academic discourse . Where they differ i s in giving full recognitio n to
the way that people create their own sense o f time alongside the officia l tem -
poral apparatus o f the cloc k and diary.

Making Time  aims t o spark a debate i n the field of management tha t doe s
justice to the richness of the temporal features of contemporary organizations.
Importantly, th e volum e represent s th e chanc e t o shar e a  mor e develope d
language o f tim e fo r describin g an d understandin g organization s an d thei r
management, using broade r concept s suc h a s 'rhythmicity ' an d 'timescape' .
Equally, th e boo k has relevanc e t o practitioners . Th e conventiona l thinkin g
locked withi n th e industria l tim e framework offer s littl e t o organizations tha t
are trying to come to terms with the problems raised by new technologies and
seeking to release th e potentia l o f those technologies throug h unconventiona l
work patterns . O n a  wide r scale , th e contributor s t o thi s volum e shar e th e
central belie f that developin g an understanding o f the socia l relations of time
and managemen t i s a precondition t o securing practices that ar e sensitive t o
the changing conditions of a global economy and it s inherent paradoxes.

In this first chapter we introduce readers to key time and management issues
and locate Making Time  in its wider academic and public context. We take two
routes to this end: the first takes us along the historica l path o f time in man-
agement studies . Th e secon d guide s u s throug h th e track s tha t hav e bee n
opened u p by time studies and theoretical perspectives on the social relations
of time . Nex t we consider som e o f the methodologica l issues tha t aris e fro m
identifying time in management a s the explicit focus of attention. The last task
is to introduce the chapter s with thei r authors ' disciplinar y location an d par-
ticular tim e focus .

APPROACHES TO TIME IN TH E
STUDY O F MANAGEMEN T

Any attempt t o summarize the subjec t of management require s caution. Th e
study of management has become a huge sector of economic endeavour in its
own right. Estimates in 2001 identify an $8 billion global industry that embraces
a wid e rang e o f actors . Thes e includ e no t onl y managemen t scholar s an d
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educators bu t als o consultants , commentators , an d policy-makers . A s th e
popularity o f managemen t a s a  subjec t an d qualificatio n gre w i n th e lat e
twentieth century , so a n interestin g phenomeno n appeared : wha t onc e ha d
been a subject investigate d largel y by academics becam e les s exclusive . Thos e
being studie d i n various industrie s an d sector s began t o captur e an d recor d
their own experience and knowledge of management. The corporate university
and th e writing s o f managers an d consultant s no w si t beside th e mor e con-
ventional academi c forms .

At th e sam e time , th e diversit y o f the managemen t are a ha s continue d t o
grow fro m it s inceptio n i n th e US A in th e middl e o f the twentiet h century ,
through its take-up by Europeans in the 19605 and its wider international sprea d
from th e 19805 . The subjec t has alway s born the imprint s o f its paren t disci -
plines: economics and psychology in the early phase in the USA, with a marked
contribution from sociolog y and anthropology during its expansion in Europe.
The result is that management has produced an elaborate collection of writers
who draw from contrastin g intellectua l traditions . Th e scope of its specialism s
is striking . An exercis e b y th e UK' s Economic and Socia l Research Council
(ESRC 2001: section F8) on researc h trainin g i n business and managemen t i n
2001 highlighted the existence of competing orientations to research (positivist ,
realist, interpretative , and post-structural ) an d th e presenc e o f a catalogue of
established specialism s suc h a s accountin g an d finance , strategy , marketing,
organizational behaviour, operations management, and international business.
On the one hand, suc h a  profile cautions against eas y generalization give n the
scale and scope of both the subject and its adherents. On the other, it also gives
a sens e o f th e opportunitie s fo r th e exploratio n o f tim e withi n th e fiel d o f
management.

Engagement with a Dominant Time Rationale

In spit e o f this heterogeneity , a  first look at the work of management writer s
produces a  clea r impression . Durin g the developmen t o f managemen t a s a
formal field of study, a strong temporal dimension has been present, anchored
to an essentially linear understanding of time. Until the last two decades of the
twentieth century, rationalism predominated. This outcome is entirely consist-
ent wit h th e characte r o f managemen t a s a  subjec t an d it s evolution . Th e
expansion o f the moder n economy in it s Western context gave rise to a  par-
ticular form of organization, with an emphasis on management a s the means of
controlling resources in order to secure certain organizational goals. Time was a
potential barrier to achieving those goals (Thompson 1967), as Dirk Bunzel (this
volume) shows in his identification o f the 'centrifuga l forces ' tha t organizations
produce. The undisputed aim of management has been to control time not to
problematize it .



4 BARBAR A ADAM , RICHAR D WHIPP , AN D ID A SABELI S

The same imperative has informed most management research , as seen, for
example, i n the work of Taylor and the n Fayo l in the firs t two decades o f the
twentieth century , throug h t o th e human-relation s schoo l i n th e inter-wa r
years, and the rise of planning in the post-war era. During the twentieth centur y
scholars progressivel y investigate d ever y aspec t o f th e functionin g an d cir -
cumstances o f management. I t is understandable that they should have worked
predominantly withi n the temporal framewor k that both informed the action s
of thos e wh o wer e th e subjec t o f thei r researc h an d suffuse d th e industria l
society o f which the y were a  par t (se e Pamela Odi h an d Davi d Knights , thi s
volume). Th e sam e poin t coul d als o b e applie d t o mos t Wester n historians .
Thus, a s Alf Rehn (this volume) reminds us , the dominanc e o f linear time , as
embodied in the clock and calendar, may appear somewhat narro w and limited
as a  way of conceiving o f time, but i t has provide d an essentia l elemen t o f a
major socio-economi c form.

It would , however, be inaccurat e fo r time scholar s t o categoriz e the broa d
field of management a s entirely monochrome i n its approach to time. Importan t
exceptions exis t i n al l the main paren t discipline s an d the specialism s withi n
management (se e Das 1991) . Some indicative examples reinforce th e point . In
psychology, McGrath and Kell y (1985) in their work on what they call 'time and
human interaction' embrace both 'dominant' and Variant conceptions of time'
(1985:17-42) and a 'network of time frames ' (1985: 50) as they build their frame-
work fo r a  socia l psycholog y o f tim e an d work . Thrif t (1996 : 220-30) , fro m
geography, use s notion s o f time consciousnes s an d socia l theory to open u p
the jointl y tempora l an d spatia l component s of , fo r example , internationa l
finance. Economic s to o ha s scholar s wh o argu e fo r alternatives t o th e over -
arching neo-classica l paradigm. Shackl e (1972) , fo r example, presents a  broad
critique that challenge s th e rationa l temporal core of market equilibria, while
others, suc h a s Langloi s (1986) , operat e i n th e 'ne w institutional ' framewor k
that give s primac y t o th e operatio n o f time i n th e contex t o f institutions i n
economic processes .

The record of sociology as a contributory discipline to the management field
in relation to time is different i n a number of respects. Some sociologists have
pioneered th e joint us e o f time an d socia l theor y i n orde r to understan d th e
operation o f specific types o f organizations . Zerubave l (1981) , fo r example , i n
trying t o mak e sens e o f medical institutions , uncovere d a n arra y of 'hidden
rhythms' tha t permeat e the  wor k of health-care staf f in  the  USA . The French
tradition of industrial sociology has similarl y produced alternativ e accounts of
the time-orderin g pattern s of work and domesti c lif e (Grossi n 1974). Until th e
late 19905 , however, management wa s not regularly the principal objec t of this
kind o f study. Yet a concentration o n th e wa y time is experienced by people,
which doe s no t fi t neatl y wit h manageria l preoccupations , ha s produce d
important results .

Perhaps on e o f the mos t notabl e outcome s fro m thi s vei n o f research ha s
been th e formatio n o f a  networ k o f tim e specialist s wh o operat e o n th e
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boundary o f sociolog y an d organizations . Clark , fo r example , playe d a  lea d
role i n linkin g th e tempora l framework s foun d i n bot h anthropolog y an d
industrial sociolog y an d par t o f the Frenc h Annales school , i n hi s studie s o f
organizations (1985) . The assumptio n o f a  dominant , singula r cloc k time wa s
directly challenge d whe n h e demonstrate d th e pluralit y o f chronologica l
codes, for example, that coexis t both within and between organization s (1990) .
Others (se e e.g . Starke y 1988; Whipp 1990 ; Hassard 1996 ) used suc h finding s
as th e startin g poin t fo r thei r ow n empirica l investigations  o f ho w peopl e
in differen t sector s attemp t t o construc t an d orde r tim e (se e als o Bluedor n
and Denhard t 1988 ; T. C. Smith 1988 ; Das 1991) . By making us e o f the critica l
orientation o f organization studies , Burrel l (1998 ) ha s confronte d the receive d
wisdom i n organizationa l thinkin g i n relatio n t o tim e an d it s shapin g b y th e
broader Wester n preoccupatio n wit h linea r image s o f lif e an d death . Othe r
specialisms withi n managemen t hav e mad e thei r ow n us e o f the notio n of
the subjectiv e constructio n o f tim e i n orde r t o questio n th e orthodo x tem -
poral assumption s behind , fo r instance , industrial-relation s system s (Blyto n
et al. 1989).

Masking Time and Making Time in Strategic Management

One area of management studie s that came to represent, and some would argue
dominate, the entire field during the last two decades o f the twentieth century
was strategic management . It s growth has bee n prodigiou s and th e result s of
work i n thi s specialis m hav e touche d virtuall y al l others . A s Lyles (1990 : 363)
noted, the strategic dimension ha d become pervasiv e across not only manage-
ment bu t als o othe r socia l sciences . Th e appearance o f a clutch o f millennial
'Handbooks on Strategic Management ' reinforce the centralit y of this special -
ism (see e.g. Faulkner and Campbel l 2002). Strategic management is , therefore,
an appropriat e candidat e to inspect mor e closel y i n orde r t o sho w wha t rol e
time play s i n on e o f th e cor e aspect s o f th e stud y o f management . A s will
become clear , while time may be officially represented in a way that apparentl y
conforms to the industrial time model, a more diverse sense of time is richly but
implicitly present .

Various overviews of the character and evolution of the strategic management
domain charted it s multi-phase developmen t fro m th e 1940 5 to the close of the
century (Whip p 1996; R. Grant 1998) . Tabl e 1. 1 offers a  summar y an d outlin e
introduction t o th e subject . The rout e travelle d b y the writer s i n thi s are a i s
instructive i n relatio n t o th e rol e o f time i n tw o senses : the changin g subjec t
matter o f strategic managemen t an d th e varyin g conceptual orientation s tha t
have bee n employed . A s Table 1. 1 indicates, th e agree d conten t o f strategi c
management i n the 1950 5 and 1960 5 was essentially planning an d forecasting.
During th e 1970 s and 1980 5 emphasis shifte d to a  wider analysi s of , first , th e



Table 1.1. The evolution of corporate strateg y

Key dimensions

Dominant
theme

Main issues

Organizational
implications

1950s

Budgetary
planning an d
control

Financial contro l
through
operating
budgets

Financial
management

1960s

Corporate
planning

Planning growt h

Rise of corporate
planning
departments an d
five-year forma l
plans

1970s

Corporate
strategy

Portfolio
planning

Diversification
Multidivisional
structures

Quest for global
market share

Period

Late 1970 s to
early 1980s

Analysis of
industry and
competition

Choice of
industries,
markets, and
segments, an d
positioning
within the m

Greater industry
and marke t
selectivity

Industry restructurin g
Active asse t
management

Late 1980s to
early 1990s

The quest fo r
competitive
advantage

Sources o f
competitive
advantage
within the firm

Corporate
restructuring
and busines s
process
re-engineering
Refocusing an d
outsourcing

Mid- to late
1990s

Strategic
innovation

Strategic an d
organizational
advantage

The virtual
organization

The knowledge-based
firm

Alliances and networks
The quest fo r
critical mas s

Source: base d o n R . Grant (1998 : 18).
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relevant industries and markets, and, later, the structures and resources of the
firm that coul d underpin th e ques t fo r competitive advantage. In the 1990 8 a
more radical move occurred. Strategic management was forced to confront th e
unprecedented feature s of the reinvention of entire industries and market s by
the innovative application of digital technology. In addition, new virtual organ-
izational forms appeared. Finally, the search fo r sources o f innovation an d th e
knowledge that i s required were pre-eminent concerns. As Ronald E. Purser's
chapter in this volume shows, the implications fo r conventional framework s of
the temporal ordering of organizations are immense .

If the disruption t o the subjec t matte r o f strategic managemen t during this
progression has become acute, then the effects o n the interpretative schema of
academics hav e bee n n o les s marked . Th e corporat e strateg y an d plannin g
tradition, with it s heavy reliance o n linear , quantifiabl e notions o f time, ha s
been sustained . Th e paradigm of neo-classical economic s an d it s Newtonian
assumptions dominate s there. Yet, since the 19605 , a steady flow of revisionist
and new approaches hav e appeared. Whils t the author s i n question hav e not
made time a separate objec t of their study, nevertheless the insights that the y
have offered ad d up t o a  formidable catalogue. Well-known examples include
the work of March and Olse n (1976) , who revealed th e irrationa l behaviou r of
managers and the haphazard implementation of strategic programmes and the
implicit tempora l maelstro m within organizations . Mintzber g (1978 , 1994) has
offered a  sustained critiqu e of the hygienic accounts of strategic management,
presenting direc t challenge s t o th e undu e rationalit y o f th e successio n o f
models that ar e charted i n Table 1.1. He and other s have emphasized tha t th e
formation an d implementation o f strategic decision s ar e difficul t processe s in
their own right, informed by competing imperatives and multiple logics. During
the 19705 and 19805, work on the political and cultural aspects of such processes
produced detailed account s that laid out an array of inherent temporal features
(Pettigrew 1977 ; Hickson e t al.  1986) . Thes e include d th e comple x cycle s of
decision makin g an d th e subtl e aspect s o f timin g an d sequencing . (Fo r
accounts i n thi s volume tha t addres s thes e issues , se e the chapter s b y Tom
Keenoy et al. and Ida Sabelis.)

In due course such work reached its fullest expressio n in the sub-specialism
of strategi c chang e (fo r a summary , se e Whip p 2002) . Whilst mos t o f these
scholars did not formall y use the conceptua l frameworks o r vocabulary of the
time specialist s fro m sociology , th e tempora l implication s o f th e sub-fiel d
accumulated. In the 19905, some working in the area made the first attempts to
link th e tw o i n a  forma l way (se e Whip p 1996; Noss, this volume) . Wilson' s
summary (1992 ) o f the strategi c chang e are a i s notable fo r th e wa y i t draws
attention t o the differen t type s of change processe s throug h a  taxonomy that
is buil t o n th e recognitio n o f th e pluralit y o f tim e an d th e distinction s
between continuity, evolution, and transformation (1992: 20). It is in this spirit
that thi s volume wishes t o mov e forwar d an d t o exten d th e brokerin g effor t
more fully .
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Contemporary Opportunities

Today, any attempt to reinforce the potential links between the body of work on
time theory and those interested i n time within management (no t to mention
those who deal indirectly but productivel y with the tempora l aspects o f man-
agement) i s supporte d b y a n advantageou s institutiona l academi c setting . I t
was highl y symboli c an d certainl y instructiv e tha t the U S Academy of Man-
agement conference for 2000 chose the theme of 'A New Time'. Even a cursory
glance at the programme (AoM 2000) points to the way management researchers
could relate to the problem of time in both the subject matter of their projects
('web businesse s an d time' , 'speedin g u p wor k an d time ' (By) ) an d a t th e
abstract leve l ('cultur e an d perspective s o n time ' (B8) , 'time an d multileve l
research (Bio)) . The brokering project at the heart of this collection of essays is
assisted b y such event s a s well as by the followin g conduciv e features o f th e
current managemen t field : th e creativ e adoptio n o f time theor y b y certai n
management researchers ; the spontaneou s discover y o f the pluralit y o f tim e
within th e ne w economy ; and th e paralle l developmen t o f a non-Newtonian
science. The following gives a suggestion of some of the opportunities available
from thes e three activities.

In it s recen t growt h th e managemen t fiel d contain s notabl e example s o f
writers who fal l int o th e firs t category in the wa y they exploit the theoretica l
literature o n tim e i n thei r work . At an abstrac t level , van de n Bosc h (2001 )
explores some of the core models of strategic management armed with a clear
appreciation o f th e distinction s betwee n th e objective/physica l dimension s
of tim e an d th e subjectiv e aspect s o f 'temporally related beliefs , value s an d
behaviours' roote d i n huma n perceptio n (2001 : 72 ; see als o Mosakowsk i an d
Barley 2000). He also interrogates those who employ classic theories such as the
resource-based theory of the firm or the punctuated equilibrium model in order
to show how 'key concepts i n strategy are time based' (van den Bosch 2001: 71).
Meanwhile Collin s (1998 : 134-5), in rangin g across contrastin g specialisms i n
management, raises the issues of 'temporal interconnectedness' and 'temporal
embeddedness' i n relation to change within organizations. By doing so he is able
to signal the limits of managerial action and identify how, for example, previou s
actions 'constrain the present an d futur e trajectorie s of the organization ' (se e
also Gersick 1991; Chia 1997; S. Cummings forthcoming). At the empirica l level,
others have taken the opportunity to base their detailed investigations of indi-
vidual firms and sectors o n key temporal concept s fro m outsid e thei r subject .
Vreiling's work (1998) on the steel sector , fo r example, i s founded on his obser -
vation that : 'Apar t fro m functionin g i n time (i.e . continuity) phenomena als o
change ove r time . T o admi t tha t strateg y formatio n i s functionin g i n tim e
remains rathe r stati c withou t admittin g tha t strateg y formation i s changin g
through time . Thi s mark s a  move fro m a  synchronic (simultaneous ) proces s
towards a  diachroni c (historical ) process.' (Vreilin g 1998 : 6). The chapter s i n
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Part On e o f this volume b y Laurid s Heda a an d Jan-Ak e Tornroos , Christia n
Noss, Pamel a Odi h an d Davi d Knights , an d Al f Reh n are example s fro m thi s
tradition of a time-sensitive management literature .

The second occurrence, which has placed time at the centre of management
writers' thinking, is the diffusion of new technology. The majority of mainstream
accounts o f management discusse d i n the previous section were and ar e con-
structed agains t the dominanc e of the corporat e form . Suc h structures are in
the proces s o f disintegratin g i n th e fac e o f microelectronic s an d commun -
ications technologies . Staf f an d th e supplier s o f services an d resource s wh o
have been accustome d t o relatin g to a  single , divisional-based compan y may
now be disperse d i n loose federa l o r project-based networ k structures , mad e
possible by appropriate software .

Conventional corporat e calendar s no longer apply . Start-u p ventures i n the
computing industry, for example, change form more than a  dozen times within
the first year of their existence. Furthermore, the rules and bases of competition
have also been the subjec t of extreme disruption. The phenomenon o f 'hyper-
competition' (Ilinitch et al. 1998) refers to the way existing markets are entered
and thei r established operation s dislocate d b y fast-moving firm s tha t rel y o n
rapid product o r service innovation an d th e creatio n o f new bundles o f com-
petences tha t enabl e them t o adopt aggressiv e pricing policies. The new for m
of competitio n als o feed s of f th e deman d b y consumer s fo r highe r qualit y
and choic e informed by the us e o f new technology, such a s the Internet . The
accepted temporal strategies of management, suc h as long-term planning, break
down. They have been replaced by the problems of simultaneity and electronic
interaction i n al l areas o f business; thes e extend fro m computer-aide d design
and production to the electronic structuring of supply chains and the reworking
of markets due to e-commerce. For both those who work in such organizations,
and those who research them, the temporal issues are at the heart of these new
challenges. The chapters i n Part Two of this volume by Ida Sabelis , Nishimoto
Ikuko, Emma Bell and Alan Tuckman, Heijin Le e and Jonatha n Liebenau, and
Paul Sergiu s Koku explor e adaptive an d responsiv e management practice s i n
the contex t of far-reaching changes in technology and marke t conditions.

A thir d opportunit y fo r th e fusio n o f th e managemen t an d tim e domain s
comes fro m furthe r afiel d i n th e shap e o f what i s sometimes calle d the 'ne w
science'. At the ris k of oversimplification, a smal l numbe r o f social scientists
have taken seriously the questioning of the seventeenth-century foundations of
the natura l science s an d thei r relianc e i n tur n o n th e machin e imager y of
Newton an d Descartes . Instead the y have turned t o th e theorie s o f evolution
and chao s tha t hav e arise n acros s th e discipline s o f physics , biology , an d
chemistry (Kauffma n 1995) . Alternatively, they have drawn o n non-Newtonian
metaphors such as the hologram to guide their work towards an elaboration of
complexity (Keenoy 1999). The emphasis in the new approaches is not so much
on the stud y of parts to understand a  whole but o n comprehending complete
systems and the relationships within such networks (Wheatley 1999:10). Whilst



10 BARBAR A ADAM , RICHAR D WHIPP , AN D ID A SABELI S

the elaboration of the new approach is still in its infancy outside the natura l
sciences, attempts are being made to adapt and apply its ideas to social systems
and organization s (Mario n 1999). Some believe the propositio n o f complexity
theory, that order in the universe emerge s naturally out of chaos, could in due
course be applied to explaining the operation of phenomena suc h as the World
Wide Web . Other s hav e use d th e metapho r o n organization s (Stace y 1992) .
Attention ha s bee n give n t o th e wa y tha t smal l action s ca n b e source s o f
complex patterns of change. Localized adjustments may have implications for a
business as a whole. The examples of the stock market and the 'zero-tolerance'
policy o n pett y crim e i n Ne w York and it s subsequen t effec t o n al l crimina l
behaviour in the cit y are frequently cite d in this context.

These ideas are yet to be widely adopted i n management studies , but the y
have attracted the attention o f those who address time and change processes.
Brown an d Eisenhard t (1998) , fo r example , tak e th e lac k o f predictabilit y i n
current environment s a s the reaso n fo r organizations to adjus t continuousl y
their orientation betwee n order and chaos. At the heart of their argument is the
need fo r organizations to identify th e natural rhythms and tempora l pacing of
their organizational environments and to respond to the timing cues that result.
The chapters in Part Three of this volume by Ronald E. Purser, Dirk Bunzel, and
Tom Keenoy et al. are examples of the insights to be gained by employing such
alternative constructs.

Overall, th e contemporar y settin g i s a  positiv e on e fo r a  rapprochemen t
between time specialists and management studies. In the context of such strong
possibilities, what help can the time specialists provide both to understanding
the role of time in relation t o management and to advancing this joint project
forward? In the next part of this introductory chapter we explore the temporal
canvas from which and agains t which the field of management has developed .
This involves us in detailing the specific temporal colou r patterns of industrial-
ization as well as showing their location within the broade r outlines of socio-
cultural activity. The themes and scope are deliberately wide-ranging. While the
work detailed in the previous sections of this chapter came mainly from within
the field of management, what follows is based on research in time studies and
seeks to build connecting bridges from tha t direction.

TIME THEORY FOR THE FIELD OF MANAGEMENT

Every society embodies the temporal relations of its past and present members
and institutions . Thi s i s s o becaus e al l culture s ancien t an d moder n hav e
established collectiv e ways of relating to the pas t an d future , o f synchronizing
their activities , of coming to terms with finitude , and thes e stil l constitute an
integral part of our present today: to have a relationship to time and finitude is
a mark of human culture . How we extend ourselves into the pas t an d future ,
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how we pursu e immortality , an d ho w we temporally manage , organize , an d
regulate our social affairs, however , have provided a key to cultural difference s
from prehistor y to the present .

Nature an d culture , i t i s traditionall y argued , hav e differen t mean s fo r
overcoming transience an d finitude. In nature, continuit y i s achieved throug h
regeneration an d reproduction . Cultura l permanence , i n contrast , i s created
through art, writing, all forms of record keeping, and th e developmen t of insti-
tutions. I n addition , contro l ove r tim e itsel f ha s bee n accomplishe d b y
re-creating tim e i n artefactua l form—tha t is , i n calendars , clocks , an d stan -
dardized worl d time . Thi s culturall y constructe d tim e coul d the n be used t o
reform socia l practice s s o a s to sui t econo-politica l purposes . Eac h historical
epoch wit h it s ne w form s o f socioeconomi c expression , therefore , simulta -
neously restructures it s social relations o f time. Thus, we can sa y that cultura l
expression i s inextricably bound t o the socia l relations o f time.1

This long history of cultural transcendence o f the times of nature has lessened
some o f the huma n dependenc e o n bu t no t overcom e ou r rootednes s i n th e
rhythmicity of the cosmos , th e seasons, and the times o f the body. The move-
ment o f earth, moon , an d su n continue s t o affec t al l life o n eart h and , irres-
pective o f calendars an d clocks , time zones , an d one standardized world time ,
our lives continue to be bounded b y birth and death , growth and decay , night
and day. This embodied time is lived and experienced alongside , despite , and in
conflict with the culturally constituted socia l relations of time. In our daily lives
we weave in and out of these different kinds of time without giving much thought
to th e matter . Whil e space, place , an d boundarie s ar e tangible , time i s lived
and experience d a s the invisibl e other . It is embodied knowledge , lived rather
than theorized. 'We take our time values for granted,' proposes Rifki n (1987 : i),
'never stopping to consider the critica l role they play in defining social order. '
When thinking about management fro m a  temporal perspective , i t is therefore
important to understand not only the contemporary condition but also some of
the background forces an d th e processes tha t gav e rise to its present forms .

As par t o f the dee p structur e o f taken-for-granted , unquestioned assump -
tions, tim e shape s not only everyday understanding bu t also the theories that
social scientist s develo p t o explai n thei r world . Up unti l th e earl y 19905 , th e
explication o f social time was considered t o be a fringe activity of social science.
At the beginning of the twenty-first century, this is no longer so. The interest in
social tim e i s burgeoning. Majo r conference s ar e devote d t o tim e an d a  sig -
nificant numbe r o f key social theorists have made i t a  central feature of their
current work.2

1 There are numerous fascinating book s on the subjec t of time and culture . Reference t o a
small selectio n o f thes e i s therefor e inevitabl y arbitrary . Th e followin g nevertheles s ar e
reasonably representative examples: Eliade (1949/1954) ; Dunne (1973) ; Bourdieu (1979) ; Le Gof f
(1980); Kern (1983) .

2 Fo r example , Serre s (1982/1995) , Virilio (1991*2 , 1995 )̂ , Castell s (1996) , Melucc i (1996) , an d
Bauman (1998 ) have incorporated chapters on time in some of their current publications. This
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In this part of the introductory chapter we want to make explicit the tempora l
underpinnings of modernity and management in industrial society. We want to
show modernity with reference to it s very unique socia l relations , structures ,
and institutions of time. As a result, we discuss modernity with reference to four
Cs: the creatio n o f time t o huma n desig n (Ci) , th e commodificatio n o f time
(€2), the contro l of time (Cs),  an d th e colonizatio n wit h and o f time (C4).

Ci. Creation of Time to Human Design

To understand the contemporary role of time in management requires that we
appreciate some of the backcloth agains t which it has developed. Ou r first task
is to consider the change from social life embedded in the earth's rhythmicity to
social organizatio n aroun d th e huma n creatio n o f clock time, the shif t fro m
time in things and processes to a decontextualized time where one hour is the
same irrespective of whether it is summer or winter in Los Angeles, Reykjavik,
or Cape Town. This means focusing on abstraction , decontextualization , an d
rationalization as  processes that underpin the project of modernization.

Clock time has a  number o f features that ar e fundamentally different fro m
the tempora l processe s of nature: where nature' s rhythmi c cycle s ar e marked
by variance, the hourly cycle of the clock is invariable and precise. Where each
rhythmic retur n i n an d o f natur e i s simultaneousl y a  context-dependen t
renewal, the return of the same hour of clock time is independent from contex t
and content . Wher e animal s an d plant s hav e tim e encode d i n thei r being /
becoming, the time expressed by the cloc k is external to and abstracte d fro m
the processes i t measures. This means that the kind of time that is encoded in
the clock is very different fro m the cosmic, planetary, and terrestrial times upon
which it is based and which it is to measure .

Difficulties clearl y arise when the invariable measure is imposed as the norm
on highly context-dependent, rhythmic, and variable situations and processes.
Thus, for example, we know that not all working time is the same: night-time is
different fro m daytime , weekends and festiv e days are different fro m weekdays.
The idea o f working 'unsocial hours ' acknowledge s that ther e ar e significan t
differences i n th e apparentl y neutra l workin g hours , an d man y a  strik e an d
labour disput e ha s arise n ove r thi s issue : while al l hour s ar e th e sam e fo r
machines, thi s i s not th e cas e for people. Furthermore, the length o f working

literature i s growing fast across the ful l rang e o f social-science disciplines . Social theorists wh o
have take n a n earlie r lead include : Moor e (1963) ; Sorokin (1964) ; Hagerstrand (1975) ; Carlstein
et al . (1978) ; Gidden s (1979 , 1981) ; Zerubavel (19790 , 1981 , 1985) ; Thrif t (1981 , 1988) ; Clark (1982) ;
Jaques (1982) ; Kern (1983) ; Ingold (1986) ; Melbin (1987) ; Rifki n (1987) ; Young (1988); Young an d
Schuller (1988) ; Harve y (1989) ; Nowotn y (1989/1994) ; Adam (1990 , 1995) ; Hassar d (1990) ; Elia s
(1992); Lash and Urry (1994); Urry (1995,2000). Their work in turn is rooted in the classical contri -
butions b y the founder s o f the majo r social-science  perspectives : Mar x (1857/1973 , 1867/1976) ;
Weber (1904-5/1989) ; Durkheim (1915) ; Mead (1932/1980) ; Schutz (1971) .
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day matters, because ou r bodies are rhythmically organize d an d dependent on
periods o f rest an d recuperation. 3 Lik e othe r organisms , we are tune d t o th e
diurnal and seasonal rhythms o f our earth. These rhythms constitute the silen t
pulse of earthly being.

There i s widesprea d agreemen t amongs t socia l scientists 4 tha t th e parti -
tioning and structuring of the day into decontextualized segments and stretches
of tim e wer e firs t introduced an d perfecte d in th e numerou s monasterie s o f
medieval Europe. Weber (1904-5) elaborated the link in The Protestant Ethic and
the Spirit o f Capitalism,  where he made the connection t o a range of monastic
orders, including the Benedictines, the monks of Cluny, the Cistercians, and the
Jesuits. He argued (1904-5/1989 : 118, 154) that the purpos e o f such rationalize d
conduct was to overcome the natural state: the strict time discipline was to fre e
monks from thei r dependence o n impulses and the world of nature. I t trained
them objectivel y as workers in the servic e of God and wit h i t ensured th e sal -
vation of their souls. Gradually, Weber suggested, this concern for rational action
and proper time keeping spilled over into the countryside and the marketplace,
until, by the end of the fourteenth century, it became a duty, an integral part of
Protestant righteou s conduct . Th e negative tim e disciplin e o f preventing any
'waste of time' was fused with the more active one of intensifying efforts—tha t
is, with the mov e towards maximum speed an d efficienc y (Foucaul t 1979:154).

Western and Westernized societies have adopted thi s reified, abstracted tim e
and it s rationalized control as a social, economic, and educational strategy . In
the sixth century, when the Benedictine monks first introduced fixed and pre-
set times for each of their activities, this was a revolutionary practice. Today it is
neither questione d a s a practice nor doubte d a s a principle: it is simply taken
for granted . It has become the 'natura l state' for the Western way of life and its
organizations. As such, i t form s par t o f the dee p structur e fro m whic h man -
agement theory and practice have arisen .

Clock time had bee n graduall y adopted worldwide , but no t unti l the en d of
the nineteent h centur y wa s i t imposed  acros s th e glob e a s standar d time .
Standard time brought to an end the myriad of local times and dates used by the
peoples of the world. During the early part of the nineteenth centur y travellers
moving fro m th e eas t t o th e wes t coas t o f th e Unite d States , fo r example ,
encountered differen t loca l times in every town they went through until, after a
lengthy and comple x process, in 1883 the U S railroads inaugurated a  unifor m
time (Bartky 2000). By 1884 Greenwich was installed as the zero meridian and the
earth divided into twenty-four equal zones, each one hour apart. Though it took
many years for this standard tim e to be adopted worldwide, its establishmen t
constituted th e beginnin g o f the global  day, a day made u p o f the sam e dis-
embedded twelv e hours irrespective of context and numbe r of daylight hours.

3 Summarie s o f the extensive research on shif t work, fatigue, and accident s ar e cited in Luce
(1973) and Moore-Ed e (1993) .

4 Fro m Webe r (1904-5/1989 ) t o Mumfor d (1934/1955) , Foucaul t (1979) , L e Gof f (1980) , an d
Zerubavel (1981) .
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Closely associate d wit h th e globalizatio n o f the da y i s th e developmen t o f
world time, a globally synchronized, unifie d time. At 10.00 a.m., i July 1913, the
Eiffel Towe r transmitted th e first time signal across the globe . Wireless signals
travelling at the spee d o f light displaced loca l times and established on e time
for al l people o n this earth. The year 1913 marked the beginnin g of world time
(Luhmann 1982: 289-324; Kern 1983) . The institution of world time became a n
essential material preconditio n fo r the global network of trade, finance , trans -
port, and communication . Today, it underpins th e dail y operations, coopera -
tions, transactions, and management of local businesses, globa l organizations ,
and transnational corporations .

This global structuring with the aid of a time created to human design has to
be differentiate d fro m th e globalizatio n o f industrial tim e an d it s associate d
economic value s a s a n unquestione d norm . I n th e latte r cas e i t i s th e tim e
values and the social relations o f industrial tim e that are being imposed  a s well
as adopted  o n a  worldwide basis. To be 'modern ' an d 'progressive ' means t o
embrace th e industria l approac h t o time. Toward s the latter par t o f the nine -
teenth century, for example, Japan (Nishimoto 1997) and Russi a (Bauman 1998)
proceeded to 'Westernize ' their social relations of time. The political leaders of
both societie s considere d thi s t o be a  prerequisite t o becomin g fully-fledge d
industrial nations. They realized that there was a heavy economic and political
price to be paid fo r any deviance fro m th e industria l norm .

The fac t tha t cloc k time, world time, standard  time , an d tim e zone s hav e
become predominan t vastl y increases the difficulty o f recognizing th e role this
created tim e play s i n everyda y life . Othe r tempora l principle s fad e int o th e
background. They become invisible . Cloc k time acts a s a  lens throug h which
social relations an d structure s are refracted . I t affect s ho w industrial societies
define and regulate the temporal structures of socio-economic life. It influences
how businesses, organizations , an d transnational corporations ar e managed .

Ca. Commodification of Time

Time i s money . Thi s unquestione d assumptio n permeate s contemporar y
Westernized economi c activit y an d it s management . Fo r thi s belie f t o b e
internalized as a central economic fact of management, two preconditions had
to be fulfilled: th e sin of usury had to be transformed into a positive economic
principle and production had to shift from use value to abstract exchange value.

In his book Time,  Work  an d Culture  in the Middle Ages  (1980) Le Goff write s
on the problem of usury and time . He quotes a  text from th e twelft h centur y
that lays out clearly the Christian position o n trading with time.

The usurer act s in contraventio n t o universa l law , because h e sell s time, whic h i s th e
common possession o f all creatures. Augustine says that every creature is obliged to give
of itself: the sun is obliged to give of itself in order to shine; in the same way, the earth is
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obliged to give all that i t can produce, as is the water . But nothing gives of itself in a way
more i n conformit y wit h natur e tha n time . Lik e i t o r not , everythin g ha s time . Sinc e
therefore the usurer sells what necessarily belongs to all creatures, he injures all creatures
in general, even stones. Thus, even if men remain silent in the face of usurers, the stones
would cry out i f they could, and thi s is why the churc h prosecutes usury. This is why it
was especially against the usurer s that God said: 'When I take possession o f time, when
time is in my hands s o that no usurer can sell it, then I  will judge in accord with justice.'
(G. d'Auxerre, 1160-1229, Summa aurea, HI. 21; quoted i n L e Goff 1980 : 289-90 n . 2)

At th e en d o f the thirteent h centur y the autho r o f the Tabula  exemplorum
wrote: 'Since usurers sell nothing other tha n th e hope o f money, that is , time,
they are selling the da y and th e night . But the da y is the time o f light and th e
night the time of rest. Therefore they are selling eternal light and rest. ' (quoted
in Le Goff 1980: 290 n. 2). From this Christian perspective , the trade in time was
theft becaus e i t wa s trad e i n somethin g tha t canno t belon g t o individuals ,
hence th e charg e o f usury . A s long a s th e notio n o f earnings o n tim e wa s
rejected outright , capitalis m an d th e mone y econom y coul d no t develo p (Le
Goff 1980: 29-30). The commodification of time therefore relates to a shift fro m
understanding th e time-mone y relatio n a s th e si n o f usury t o viewin g i t a s
central to a  virtuous, rational actio n i n the servic e of God.

Interest and credi t had bee n known and documente d sinc e 3,000 years BC in
Babylonia and societie s hav e taken a  socio-moral and religiou s stance o n the
matter. Interes t and credit , moreover , ar e always indicativ e o f a specific rela-
tionship to time and the future. In 1311 the Council of Vienna still confirmed the
taking of interest as a sin. Only in the late Middle Ages have historians identified
a noticeabl e chang e o f hear t i n th e Church' s position. 5 This , the y suggest ,
opened th e door for the huge banking systems o f the merchants o f the citie s of
northern Italy in which time as interest soon became a fact of economic life. With
the religiou s acceptance o f interest achieve d b y default , and th e Protestants '
ascetic pursui t o f profit secularized, the transformation of time from sacre d gif t
to secular objec t of trade was secured. Clock time, the create d tim e to huma n
design, was essential to this change i n value and practice .

Equally importan t wa s th e chang e fro m a n emphasi s o n us e valu e t o th e
utilization o f time as abstract exchang e value. All the endlessl y different prod -
ucts o f work have differen t us e values, which are always context and situatio n
specific, a s is clearly the case with, for example, the use value of a table, a coat,
an operation, an d a  pension plan . However, when we want to exchange some-
thing for money, a third value has to be introduced to mediate between the two.
Unlike th e us e value , whic h i s context an d situatio n specific , thi s mediatin g
exchange value has to be context independent. The common, decontextualized
value by which products, tasks, and services can be evaluated and exchanged is
time. Not the variable time of seasons, ageing , growth and decay, joy and pain,

5 Se e particularly th e wor k of Le Goff (1980 ) an d Wendorf f (1980, 1991).
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but th e invariable , abstrac t tim e o f th e cloc k where on e hou r i s th e sam e
irrespective of context and emotion. Only the quantitative, divisible time of the
clock is translatable int o money. Onl y in this decontextualized form , a s Marx
(1857/1973: 140-3) showed , ca n tim e become commodified , on th e on e hand ,
and a n integra l componen t o f production, o n th e other . I n Marx' s analysis,
therefore, cloc k time i s the ver y expression o f commodified time.6 That i s to
say, the use of time as an abstract exchange value is possible only on the basi s
of 'empty time', a time separated from conten t and context, disembodied fro m
events. Only as an abstract, standardized uni t can time become a  medium for
exchange and a  neutral value in the calculatio n of efficiency an d profit .

Not al l time i n management , however , is of this kind. Beyond this specifi c
human construction , tim e i s marke d b y qualitativ e variation . I t i s lived an d
experienced i n widely differing ways . Periods of high stress are differen t fro m
times whe n routine s dominate , time s o f economic growt h are differen t fro m
loss-making periods. Furthermore, unlike clock time, the time of life and social
existence is temporal—that is, marked by change, transience, development. It is
rooted in birth and death , growth and decay. It is the past and future gathere d
up in the present. I t is origin and potential .

Money, however, has a cluster of characteristics that differentiate i t from thi s
social time. It is cumulative—money begets money. It is non-ageing and non -
decaying. I t i s universally applicable an d exchangeable . Despit e the time-is -
money equation , however , tim e i s no t lik e money . Time passes outsid e ou r
control while money can be consumed at an intentional pace or it can be left to
grow. For people the accumulatio n o f days and year s means ageing , growing
older and therefor e closer to death , while the accumulatio n of money means
growth of wealth—that is , growth that potentially could continue indefinitely.
As a constitutive dimension of our lives, time is lived, generated, and known. As
a resource, it is used and allocated . As a commodity, it is exchanged for money
on the labour market. Unlike money, however, time cannot be externally stored
or accumulated . Whils t mone y stand s i n a  direc t quantitativ e relatio n t o
value—the more the better—this is clearly not the case with time, otherwise the
time of prisoners would have to be accorded maximum value.

The economy is , however, traditionally conceived of in terms of an endles s
circular flow of money: from firm to workers to goods and services back to firms,
with the accumulate d surplu s needing to be reinvested bac k into the system .
This perpetua l flo w o f money is the economi c equivalen t o f Newtonian par-
ticles i n motion : abstract , decontextualized , detemporalized . I n bot h th e
Newtonian science and the economic perspective the physical environment is
external to—tha t is , exclude d from—th e conception . Whil e mone y ma y b e
endlessly circulating and growing, however, each transformation in the physical

6 O n the issu e o f commodified time, see also Giddens (1981 : 118-20, 130-5), Harvey (1989),
and Ingol d (1995)-
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world involves a one-way direction of energy and information exchange, where,
once transformed, the resources can no longer be used for the same work in the
next round of exchanges: the petro l used for driving a car is dissipated int o th e
environment a s pollution ; afte r thei r use , commoditie s en d u p a s wast e o n
the rubbis h dump . Thus, the economi c exchang e o f money may be conceive d
in abstractio n bu t th e econom y operate s i n socio-natura l environments . Thi s
means, managemen t to o i s situated . I t i s alway s embedde d an d contextual ,
subject t o entropy , unequa l demands, relations of power, an d econo-politica l
(not just individual ) interest s a t th e socia l level . As a socia l activity , manage-
ment operates with a complexity of different time s and in multiple time frame s
where th e context-specifi c timin g an d tempo of interactions and transactions
matter. Th e move between thos e time s i s achieved withou t givin g thought t o
the matter . Th e weavin g i n an d ou t o f differen t form s o f time i s a n accom -
plishment tha t tends no t to form par t of the explici t repertoire of management
tools. Instea d i t i s source d fro m a  deepl y sedimente d stoc k o f sociall y con -
stituted, taken-for-grante d knowledge.

Yet, despite the obvious diversity of time, the assumption tha t time is money
underpins an d dominate s managemen t theor y an d practice . Fro m thi s eco -
nomic perspective on time there arise for management a number of pertinent
consequences: whe n time is money, then the faste r somethin g move s through
the system the better i t is for business. Accordingly, for management, efficienc y
and profitability are tied to speed. When time is money, time compression an d
rationalization scheme s becom e managemen t priorities . Taylorism, Fordism,
flexibilization, an d just-in-tim e productio n hav e bee n logica l development s
arising from this foundational premises. When time is money, any unused time
is money wasted, hence the move towards non-stop production and shif t work,
first identified by Marx in 1867, and ultimately th e 24/7 society (2 4 hours, 7 days
a week) . Whe n tim e is  money , any  tim e tha t doe s not  easil y translat e int o
money come s int o conflic t wit h th e dominan t relatio n t o time—fo r example ,
family time , carin g time, th e intens e period s o f love an d creativity , seasona l
variations, difference s i n persona l experience . Thei r discord i n th e tim e eco-
nomy o f money need s t o b e manage d an d minimized . An y time tha t i s no t
exchangeable fo r money eithe r fall s outsid e the economi c framewor k o f eva-
luation o r i s filtere d throug h tha t wa y o f thinking abou t an d evaluatin g th e
world.

Finally, 'tim e i s money ' mean s tha t capita l ha s a  built-i n cloc k tha t i s
constantly tickin g away . Thi s inevitabl y lead s t o carefu l calculation s wit h
respect to the time that equipment is used, labour i s paid for, materials spend
in warehouses befor e the y ar e used i n the productio n process , an d good s are
stored an d i n transi t and/o r li e o n shelve s befor e the y ar e sold . Fro m suc h
economic tim e calculation s i t i s a  shor t ste p t o th e nee d t o contro l tim e a s
a manageria l too l fo r th e achievemen t o f desired ends : economic , scientific ,
and political.
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Ca. Control of Time

With its commodification, time has become a scarce resource and its control a
central task for management. This involves being faster than competitors, on the
one hand, and shortening the time per operation and speeding up the turnover
of resources, on the other . Times when nothing happens—breaks and pauses ,
waiting an d res t periods—ar e considere d unproductive , wasteful , los t oppor -
tunities tha t nee d t o be eliminate d o r at leas t minimized . Time compressio n
and intensificatio n o f processe s ar e attractiv e mean s fo r managemen t t o
increase efficiency .

This argumen t wa s firs t presente d b y Mar x (1867 ) i n 'Capital',  volum e I ,
where he argued that, in a context of competition, commodified labour time as
abstract exchang e valu e ha d t o b e intensifie d i n orde r fo r employers t o sta y
competitive an d profitable . Competition , he proposed, will compel employer s
to intensify the energy expended b y workers.
It imposes o n the worker an increased expenditur e o f labour within time which remain s
constant, a  heightened tension of labour-power, a  closer filling-up of the pore s of the
working day, i.e. a condensation o f labour, to a degree which can only be attained withi n
the limit s o f the shortened  workin g day. This compression o f the greate r mass o f labour
into a  given period no w counts for what it really is, namely an increase i n the quantity of
labour. In addition, to the measure of its 'extensive magnitude', labour-time now acquires
a measure o f its intensity, o r degree o f density. Th e denser hou r o f the lo-hou r working
day contains mor e labour, i.e. expended labou r power , than the more porous hour of the
12-hour workin g day . (Mar x 1867/1976: 540)

The means by which this intensification is to be achieved are manifold and can
involve manageria l approache s focused o n the us e o f machinery, o n the on e
hand, and the rationalization, mechanization, and reorganization of labour, on
the other.  All in turn are underpinned b y a quantitative approach to time. One
of the rationale s fo r the industrial/izin g societies ' approac h t o tim e compres-
sion i s thus t o b e sough t i n th e quantification , decontextualization, rational -
ization, and commodification of time and in the calculation of time in relation
to money, efficiency , competition , and profit .

The managemen t o f this speeding-up , a s we sho w in thi s book , has bee n
achieved b y increasing activity within th e sam e uni t o f time (introductio n of
machines and the intensification of labour—its compression) and/or by reorgan-
izing th e sequenc e an d orderin g o f activitie s (Tayloris m an d Fordism) . The
control o f time, however, is not exhausted b y time compression. I t includes in
addition th e slowing-dow n o f processes, th e rearrangemen t o f past, present ,
and future , th e reordering o f sequence, the transformation o f rhythmicity into
a rationalize d beat , th e mor e effectiv e us e o f peak s an d troughs , an d th e
elimination an d externalizatio n o f al l unproductive time s fro m th e process. 7

7 O n the processes of time control, see Nishimoto (1999), as well as Moss, Nishimoto, and Bel l
and Tuckman , this volume.
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Castells (1996 : 439 ) therefor e argue s tha t tim e i s no t jus t compresse d bu t
processed. Clearly , bot h compressio n an d processin g ar e advance s i n th e
control o f time.

Electronically constitute d instantaneity is a logical extension o f the modern -
ist tim e projec t o f creation , commodification , control , an d colonization . I t
constitutes the holy grail of the ques t for  increasing speed: compression dow n
to point zero . It brings with it powers that had previously been the preserve of
god(s): th e supernatura l powe r t o b e everywher e a t onc e an d nowher e i n
particular.8 Th e physica l constraint s o f bodies i n spac e ar e transcende d b y
twentieth-century developments in transmission. Movement of information has
been dematerialized . There is a paradox here that has been widely commente d
on: a  preconditio n t o mobilit y i n cyberspac e i s the immobilit y o f embodie d
beings: interaction ca n take place on a global level without participants having
to leave their offices. Suc h structural relations and processes, which arise fro m
the contro l of time, tend to be beyond th e contro l of those involved , since th e
combination o f instantaneit y o f communicatio n wit h simultaneit y o f net -
worked relation s n o longe r function s t o th e principle s o f cloc k tim e an d
mechanical interaction . 'Th e new level of interconnectivity', as Poster (1990 : 3)
points out, 'heightens the fragilit y o f social networks'. This means, i n a context
of globally networked electronic communication, that the increase in mastery is
accompanied b y a decrease i n control and the intensificatio n of the tempora l
logic ha s paradoxica l consequences. 9 Thu s the tempora l complexit y involved
needs t o be negotiated . Thi s requires additiona l manageria l competencies . At
the ver y least , handlin g the tempora l complexit y involve s th e following : th e
electronically networked temporalit y (instantaneity , simultaneity , immediacy ,
real-time interactions, non-sequential and non-linear discontinuous processes),
which is combined with clock time (externalized , invariable, decontextualized,
spatial, quantitative, linear, and sequential), which, in turn, is superimposed on
the tim e of living and socia l processes (embodied , system specific , contextual ,
irreversible). While some logic s and aspect s tak e priorit y over others, non e i s
completely negate d i n it s displacement . Al l are mutuall y implicating a t th e
same time as their meaning and importance are altered.

This extrem e spee d coupled  wit h multiple , simultaneous, reflexive connec -
tions pose s management problems a t the leve l o f perception, understanding ,
expectation, and action : i t constitutes at al l these level s a largely unconquered
reality. Socia l scientist s hav e a n importan t rol e to pla y here , elaboratin g th e
time connections, showing how the contro l of time can lead to loss of control,
and identifyin g acces s points for alternative action. I t is here that the sociolo-
gical problematizatio n o f tim e i s highl y pertinen t t o managemen t whos e
undisputed aim , as we noted above , is to control time.

8 Se e also Virilio (iggia , 19950) an d Purser , thi s volume.
9 Fo r extende d argument s o n th e contradictor y logics , se e Ada m (1990 , 1995 , 1998 ) and

Castells (1996) .
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C4. Colonization with and of Time: Past, Present, and Future

There ar e tw o side s t o th e colonizatio n o f time : th e globa l impositio n o f a
particular kin d of time, o n the on e hand, an d th e incursio n into the hour s of
darkness and the time of successors and predecessors, on the other. In the first
case, Western clock time and commodified time have been exported across the
globe and impose d a s the unquestioned an d unquestionable standard . Thi s is
colonization with  time, which has been discussed above already. In the secon d
case, night-tim e an d th e futur e ar e brough t unde r huma n control . Thi s i s
colonization o f time, of which we want t o outline some examples here .

First, with the establishmen t o f gas and electricit y towards the latte r par t of
the eighteenth  century , th e nigh t coul d b e colonized , the perio d o f daylight
artificially extended to twenty-four hours.10 Darkness was no longer a barrier to
around-the-clock, machine-based production . Night work, shift work, and non-
stop consumption are changes in the organization o f social time that follow in
the wake of these technologie s bein g established. I n combination with global
electronically networked communications , the subsequent colonization o f the
night ha s fundamentall y altere d th e managemen t context : wha t happen s
during the hours of the night, in another's working day, in another part of the
world, inescapabl y feature s i n th e dail y managemen t o f transnationa l cor -
porations an d more local companies wit h global business networks.

Secondly, from it s very inception the industrial economy was focused on the
future. The future i s understood with reference to the threat or benefit i t holds
for the present. The economy therefore operates in the sphere between present
and futur e with a view to use the futur e t o secure the present. To achieve that
task, i t borrow s fro m th e futur e t o financ e th e presen t o r i t hedge s agains t
potential futur e disaster s throug h savin g an d insurance . Thus , Giddens sug-
gested i n hi s Reit h Lecture s tha t 'Moder n capitalis m embed s itsel f int o th e
future b y calculating futur e profi t an d loss , and thereb y risk , a s a  continuous
process' (Giddens 1999: 2). The future is drawn into the activities o f the present.
Nowotny (1989/1994) conceptualizes those temporal incursions as the 'extended
present', a s a  futur e tha t i s organized , regulated , tamed , safeguarded , an d
foreclosed now.  The following example s can serve to illustrate the argument .

Since th e sixteent h centur y th e insuranc e syste m ha s redistribute d risk . It
makes projections about the future o n the basis of a known past and promises
to compensate financially future los s in exchange fo r payments in the present .
Whether thi s economi c engagemen t wit h th e futur e operate s a t th e private ,
commercial, or (welfare ) stat e level , it is based on th e belie f that the futur e i s
amenable to human regulation and design in the present. Insurance forms part
of the unquestione d contex t of contemporary management.

See the definitiv e tex t on thi s matter by Melbin (1987).10
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Today most money i s made on the speculativ e marke t tha t trades not wit h
goods but wit h future s an d th e volatility of small difference s betwee n curren-
cies. Financia l tradin g i n stocks , futures , an d derivative s relie s heavil y o n
electronic communication . I n combination with its relationship t o the future ,
this exercise in temporal control has extensive effects on companies that largely
elude managemen t control . Future s market s trad e no t i n good s bu t i n tim e
alone (Bode n 2000) . They are bet s o n futur e price s o f the stoc k market , cur-
rency prices, interest rates, even on the entire stock market indices. The trade in
time, whic h wa s estimate d a t $1 8 trillion fo r 1999 , equals th e entir e stoc k of
productive fixed capital of the world. There is, however, an important differenc e
between th e tw o kind s o f trade—th e trad e wit h good s an d th e trad e wit h
futures. While the trade with goods requires economic and financial stability to
flourish, the speculation on, and trade with, time requires volatility. The higher
the volatility, the greater the quick extractive returns. The difference spells trouble
for management irrespective of its precise subject area. While the futures market
creates wealth o n th e basi s o f volatility, the tas k for management (whethe r of
goods and services ) is the creatio n o f stability.

Thus, w e ca n se e ho w managemen t i s activel y engage d wit h th e futur e
through a number of economic strategies . In all cases a radical present orienta-
tion make s parasiti c us e o f th e future . However , in a  contex t o f networked
instantaneity, th e increas e i n master y i s onc e mor e accompanie d b y loss of
control. Thi s loss i s due t o th e massivel y increased speed , instantaneity , an d
networked connections . Instantaneit y involve s real-time processes acros s the
globe couple d wit h th e eliminatio n o f linear cause-and-effec t relations . Thi s
means no t onl y volatility and with it a massive reduction in security, stability,
and predictabilit y but als o los s o f time t o reflec t an d ac t i n th e intervenin g
period between cause and effect . 'Throughou t the modern era', writes Bauman
(1998: 57), we have grown used to the idea that order is tantamount to 'being in
control'. Today, he suggests, 'no one seems to be in control. Worse still—it is not
clear what "being in control" could, under the circumstances, be like' (Bauman
1998: 58). Unintended consequences creat e a no man's land beyond design and
action with far-reaching consequence s fo r management practice . In a  context
where control is the undisputed objective , networked instantaneity poses huge
challenges. Fo r management , thi s change d contex t therefore  mean s ne w
orientations, theories , an d practices . Tim e is at the centr e o f this chang e an d
therefore need s t o feature explicitl y in the re-vision.

On th e basi s o f the fou r C s of industria l time—creation , commodification ,
control, and colonization—it has been possible to identify some principles and
processes of change with their accompanying paradoxes. We have been abl e to
show how the syste m of temporal coordinate s i s changing. First, clock time as
the dominant, naturalized temporal perspective is undermined by the results of
its ow n logic . Th e problem s o f instantaneity , simultaneity , networke d con -
nections, an d tempora l volatility have bee n superimpose d o n th e linearit y of
clock time. An d clock time in turn , w e need to remember , ha d bee n overlai n
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on the variable an d contextual times o f life and nature. The resulting amalga m
of contradictor y temporal principle s constitute s the presen t tempora l contex t
of management .

Secondly, th e leve l o f (a ) time contro l and (b)  tempora l reach i s changing .
Again this is not abou t one system replacing another. Rather , it is about inter-
penetration an d mutua l implication . Al l the historicall y established form s o f
temporal control and reach continue to exist and coexist with the new increased
and intensifie d levels in an ofte n conflictua l an d paradoxica l relation. Thirdly,
with transmissio n technologie s operatin g a t th e spee d o f light , speedin g u p
is no longer an optio n an d economic  advantag e ha s t o be achieved b y other
means. In other words, being faster than competitors is one economic principle
for profi t creation that comes to grief when communications technologies reach
the spee d o f light. New means o f time control for profit includ e flexibilizatio n
and the creation o f simultaneity. Ther e is a need, therefore , to understand the
temporality of processes and developments as well as to grasp the implications
of those changes. This, however, i s not an easy task given that the temporal i s
largely take n fo r granted an d it s complexit y does no t fi t th e rationalis t eco -
nomic paradigm. Onc e one takes account i n management theor y and practice
of these characteristics , an d recognize s the multipl e temporalities of both th e
phenomena and their contexts , th e results ar e unsettling fo r the managemen t
tradition. I n so doing, one has change d bot h the problem s and th e potentia l
for solutions .

A NOTE ON APPROACHES TO TIME-SENSITIVE
RESEARCH IN THE FIELD OF MANAGEMENT

Providing a response to the challenges posed in the previous section s canno t
be achieved by narrow specialization. The contributors to this volume, accord-
ingly, come from a  wide range of academic disciplines tha t span from business
and organization studies , industria l anthropology, industrial relations, history,
marketing, an d philosoph y t o sociology . Thei r researc h specialism s exten d
from chang e management t o financial services, human-resource management ,
marketing, organization theory, strategic management, and social theory. Some
authors hav e publishe d extensivel y o n th e subjec t o f tim e (Adam , Le e an d
Liebenau, Odih and Knights , Purser, Whipp), others have discovered time as a
means t o provid e nove l access t o thei r respectiv e area s o f expertise (Bunzel ,
Hedaa and Tornroos, Keenoy, Koku, Tuckman), while for a number it has been
a central feature of their Ph.D. research—currently and in the more distant past
(Adam, Bell , Lee , Nishimoto, Odih , Sabelis, Rehn) . Despite their considerabl e
academic diversity , however, the contributor s t o Making  Time  ar e unite d i n
their broa d orientatio n t o th e subjec t matter . Th e cohesio n arise s fro m a n
openness t o transdisciplinary exploration , a  particular tim e sensitivity , and a
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serious engagemen t wit h th e tempora l complexit y o f socia l relation s an d
institutional processes .

The origin s o f thi s volum e reflec t thes e characteristic s o f diversit y an d
cohesion. Most of the contributors were involved in three academic meetings in
2000 on time an d managemen t an d tw o of the thre e editor s were involved in
each event : th e thir d 'Tim e an d Management ' conferenc e in Palerm o hoste d
by th e Istitut o Superior e pe r Imprenditor i e  Dirigent i d i Aziend a (ISIDA )
(co-organized b y Morello, Adam, and Sabelis) , the working  group on 'Organ -
ization, Management and Time' at the European Group for Organization Studies
(EGOS) conferenc e i n Helsink i (convene d b y Whipp) , an d th e all-academ y
symposium on 'Timescapes in Management' at the US Academy of Management
conference i n Toronto (involvin g Adam, Purser, and Whipp) . It became clea r
that al l the eventual contributors to this volume were trying to do justice to the
richness of  the  tempora l feature s of  contemporar y organization s and  man -
agement an d seekin g to share a  more developed languag e of time. It was their
overlapping concern s ye t multilatera l thinkin g tha t provide d th e impetu s fo r
this volume.

The field of management ha s alway s drawn o n a  wide range o f disciplinary
sources. I t i s therefore no strange r t o transdisciplinar y research . Takin g time
seriously similarl y involve s a n opennes s t o bodie s o f knowledg e i n allie d
academic discipline s and furthe r afield . Sinc e tim e permeate s the entiret y of
existence, ever y conceivabl e disciplin e ha s studie d th e tempora l relation s
appropriate t o it s spher e o f expertise . Give n tha t human s ar e als o livin g
organisms and subject to the rhythms of our planetary system, the time theories
of mos t othe r disciplines , a s w e hav e indicate d earlier , ar e o f relevanc e fo r
understanding th e time of institutions, economic activity , and socia l relations .
It i s not surprising , therefore , tha t management scholar s concerne d with th e
temporal aspect s o f their subjec t matte r shar e a n opennes s toward s crossin g
disciplinary boundaries . Thi s i n tur n facilitate s reflexivit y an d a  mor e self-
conscious approach to one's own disciplinary traditions . Heda a an d Tornroos,
for example , bring together th e world of myth and th e real m o f management .
In the proces s the y gain an expanded  appreciatio n o f mythology, a new pers-
pective o n thei r ow n spher e o f expertise, an d a  nove l explanator y device fo r
managerial processes .

To develop a sensitivity for the temporal dimension o f organizational life an d
social relations means being attentive to what tends to be taken fo r granted. It
means seein g wha t i s normally disattended , wha t i s just below the surfac e of
socio-economic interaction and somewhat opaque. Such sensitivity is extended
not only to the subjec t matte r o f research but als o to theory and method. It is
a deepl y reflexiv e proces s tha t involve s constan t checkin g acros s domains :
observations against theory and underlying assumptions, theory against experi-
ence, practice against models. Given the enormous scope for this sensitivity t o
be developed, it is not surprising that i t can take many forms. The chapters by
Dirk Bunze l an d To m Keenoy  and colleague s ar e jus t tw o o f a  numbe r o f
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examples tha t coul d b e cited . As a consultan t t o th e Seasid e Hotel , Bunze l
almost 'b y accident'  cam e acros s th e underlyin g rhythm o f the organizatio n
when he was looking for an explanation for what to him, as an outsider, seemed
inexplicable. Keeno y an d colleagues , i n contrast , kee p comin g a t thei r dat a
from differen t tempora l vantag e points , enmeshin g thei r subjec t matte r i n a
web o f encoded an d decode d pasts , presents , an d future s unti l th e tempora l
multilayeredness o f collectiv e decisio n makin g become s palpable . Wherever
and i n whichever form i t is applied, time sensitivity expands and deepen s th e
analysis.

Finally, the contributors to this volume are united in their engagement with
temporal complexity . An explicit focus o n time force s u s t o conceive o f man-
agement i n a  much mor e complex, contextual , and interdependent wa y than
tends t o b e th e cas e whe n th e tempora l dimension s ar e ignore d o r merel y
translated into th e x  axi s on a  graph. Thi s i s so because tim e i s a multileve l
dimension of our lives and a concentration on any one aspect implicates all the
others. At the structura l leve l we are concerned with: time frame an d point in
time; temporality , whic h encompasse s al l chang e processes ; tempo , whic h
covers spee d an d pace ; timin g an d synchronization ; duratio n an d it s other ,
which i s instantaneity; sequenc e an d it s other , whic h i s simultaneity ; rhyth -
micity and past, present, and future . All can be regarded as the interdependent ,
mutually implicatin g aspect s o f time . Thi s tempora l complexit y i s concep -
tualized b y Adam (1998 ) a s a  timescape. I t encompasses no t merel y the com -
plexity o f tempora l feature s bu t th e inseparabl e unit y o f time , space , an d
matter, and it acknowledges the centrality of context and reflexivity with regard
to the researcher's position in the research process. The key structural features
of th e tempora l complexit y ca n b e summarize d a s show n i n Bo x 1.1 . This
timescape i s t o b e understoo d a s a  heuristic , a  conceptua l schem a t o ai d
engagement wit h tempora l complexity . In additio n t o the multipl e structura l
features, the complexity of time encompasses the historically constituted socia l
diversity, parts o f which we have begun to outline above. The contributions to
this volume show how this complexity in relation to management is played ou t
and negotiate d i n th e individua l an d institutiona l spheres , th e privat e an d
public sectors , and the socio-cultural, economic, an d political levels .

Taking accoun t o f the tempora l complexit y in managemen t ha s knock-o n
effects. I t suggests th e need fo r changes no t onl y in management practic e bu t
also in the social sciences' theoretica l and empirical research traditions. Unlike
earlier approache s t o the stud y of time in management wher e qualit y super -
seded quantit y an d socia l tim e was considere d mor e appropriat e tha n cloc k
time, th e contributor s t o Making  Time  recogniz e an d embrac e th e multi -
layeredness o f organizationa l tim e an d associate d tempora l relations . The y
acknowledge an d appreciat e th e pioneerin g wor k tha t shifte d th e balanc e
towards a more qualitative understanding. They build on that work but then go
beyond it. They understand the multiple structural and social aspects of time in
management not as alternatives, not as either/or choices, but in relation to each
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Box uu Temporal features of tiraescape

Time frame Past Duration—Instantaneity
Time point Present Sequence—Simuteyielty
Temporality Future Repetion rhythm beat
Tempo Cause^lffect^Time kg
Timing

other, an d the y gras p an y one i n the contex t o f the others . Clearly , not ever y
contributor reconceptualizes hi s o r her field of expertise i n it s entirety. Taken
together, however, the contributions to this volume complement eac h other . As
such, Making  Time  i s a  re-visionar y project tha t speak s t o th e fiel d o f man-
agement a s a  whole . Th e followin g overvie w outline s ho w th e contributor s
approach thi s task .

OVERVIEW OF THE CHAPTERS

Part On e offer s a  variet y o f theoretica l perspective s o n th e timescape s o f
management an d draw s o n empirica l dat a t o illustrat e th e theoretica l argu -
ments. Unde r th e headin g 'Maskin g Time , Makin g Time : Rethinkin g Basic
Assumptions', the contributors target conceptual matters and taken-for-granted
assumptions an d explor e their effect s o n social practices an d structures .

In 'Toward s a  Theor y o f Timing: Kairology i n Busines s Networks' , Laurids
Hedaa an d Jan-Ak e Tornroo s argu e tha t manageria l thinkin g fundamentall y
alters whe n time s an d timing , rathe r tha n the dominan t fixed cloc k time, are
taken into account . Through the distinction betwee n Chrono s and Kairo s they
view managerial processes as 'streams of events' and argue that a new approach
to time i s needed t o develop an ey e for the unexpected . Suc h temporal sensi -
tivity, they argue, i s a pertinent management strategy for company survival .

Christian Noss focuses on the time dimension i n change management. I n his
chapter 'Takin g Tim e Seriously : Organizationa l Change , Flexibility , an d th e
Present', Noss suggests that the challenges faced by contemporary managemen t
are primaril y phenomena o f the present , while the strategie s fo r dealing with
them ar e pas t an d futur e oriented , thus incapable o f dealing with crises , sur -
prises, and discontinuities. Accordingly, the author argues the need for a shift in
managerial emphasi s fro m th e pas t an d futur e t o the dynamic present .

Pamela Odi h an d Davi d Knight s locat e tempora l perspective s i n curren t
marketing theory and argue for an approach to time that transcends the domi-
nant linea r perspective . In 'Now' s the Time ! Consumption an d Tim e (Space )
Disruptions in Postmodern Virtual Worlds' the authors work with a multilayered
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view of time, linking the managemen t worl d of consumption an d distributio n
to processes o f power, identity, and knowledge.

'Time an d Managemen t as a  Morality Tale, or "What' s Wron g with Linear
Time, Damn It?"' offer s a  philosophical perspectiv e on contemporary approa-
ches t o tim e i n management . I n thi s chapte r Al f Reh n identifies the implici t
moral projec t tha t underpin s muc h o f the time-base d researc h i n th e man -
agement field. While Rehn himself may be chasing a chimera—'the possibility
of an epistemology without an ethics'—his chapter gives much food for thought
when h e argue s th e nee d fo r researcher s t o mak e thei r dispositio n know n
instead o f masking their analysis as dispassionate, objectiv e study.

In Par t Two the relationshi p betwee n theor y and practic e is reversed. Here
the empirical data are foregrounded against the backcloth of theory. Emphasis
is o n 'Tempora l Strategie s i n a  Rapidl y Changing World' . Informatio n an d
communications technologies featur e heavily , but b y no means exclusivel y in
these chapters .

Ida Sabelis heads off this section with a report on research conducted in the
Netherlands on top managers' time strategies. In 'Hidden Causes for Unknown
Losses: Time Compression in Management' th e autho r addresses the issu e of
temporal compression . I n thi s chapte r Sabeli s i s concerne d t o produc e a
layered view on 'wha t is happening' in organizations when time becomes th e
explicit focus of attention. Typically this chapter shows how 'compression' (only
thinkable fro m a  rational view on time) causes paradoxica l effects : enhancin g
efficiency ('savin g time') , o n th e on e hand , an d acceleratio n ('producin g
pressure and stress') , on the other.

With th e nex t chapte r w e mov e fro m individua l managers ' strategie s t o
Nishimoto Ikuko' s discussion o f an entir e industry' s tempora l strateg y in th e
pursuit o f increasin g profits . Nishimoto' s historica l analysi s focuse s o n th e
Japanese automotive industry and show s that th e just-in-time (JIT) system of
production has not arisen from somethin g deep in the Japanese character but
has to be understood, instead, as an explici t economic strategy in which time
plays a  centra l role . I n 'Cooperatio n Engineered : Efficienc y i n th e "Just-in -
Time" System ' th e autho r argue s fo r a  mor e comple x understandin g o f th e
socio-economic an d sociocultura l processe s involve d i n th e developmen t of
corporate strategies in an economic context of global competition.

While information and communication s technologie s play a crucial role in
the individual and corporate strategies discussed in the first two chapters of this
part, they become the primary focus of attention in the chapters that follow. In
'Hanging on the Telephone : Tempora l Flexibilit y and th e Accessible Worker',
Emma Bell and Alan Tuckman take time to the heart of organization theory and
show how socia l tim e affect s th e definitio n of the employmen t relationship .
Using dat a fro m ethnographi c researc h i n th e U K chemical industry , the y
describe the consequence s o f temporal irregularity , as organizations deman d
increased flexibilit y fro m employees . The y argu e tha t technolog y doe s no t
liberate huma n labou r fro m cloc k time bu t instea d enable s managemen t t o
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overcome spatia l boundarie s an d achiev e mor e effectiv e surveillanc e an d
control.

The literatur e o n tim e compressio n an d rationalizatio n i n wor k an d pro -
duction processe s form s th e backcloth agains t whic h Heiji n Le e and Jonatha n
Liebenau develop their analysis o f management in the context of new informa-
tion and communicatio n technologie s (ICTs) . In their chapter entitle d ' A New
Time Discipline: Managing Virtual Work Environments' the authors show how
ICT has enabled new working patterns such a s teleworking, virtual teams, an d
virtual organization s an d the y addres s th e tim e discipline , control , an d flex -
ibility, on the on e hand, an d the importan t issu e o f trust, on the other .

In 'Th e Us e o f Time b y Managemen t an d Consumers : A n Analysis o f th e
Computer Industry ' Pau l Sergiu s Kok u explore s organizationa l marketin g
strategies aroun d announcin g an d pre-announcin g ne w product s an d thei r
effects. The chapter is concerned with the issue of timing as a means of gaining
a strategi c marketin g advantag e fo r th e company . Th e researc h show s tha t
timing o f pre/announcements affect s consumer s an d competitor s i n differen t
ways. Timing, Koku argues, therefore needs to become an explicit dimension of
any effectiv e marketin g strategy.

The contributor s t o Par t Three , 'Th e Tempora l Implication s o f Alternative
Approaches t o Management' , ar e eac h i n quit e differen t way s breakin g th e
boundaries o f social-science conventions , using time to find alternative ways of
doing managemen t research . Her e i t i s no t jus t th e subjec t matte r tha t get s
more complex; these authors allow their respective subject matters to penetrate
deep int o the ways they do and write their theoretical an d empirica l research .

Ronald E . Purser explore s an d criticall y evaluate s th e so-calle d 'real-time '
perspective associate d wit h th e ne w media o f instantaneous digita l commun-
ications. Drawing on the work of French postmodernist theoris t Paul Virilio, the
chapter examines , a s well a s makes speculation s about , th e cultura l implica -
tions o f digita l technologies . I n 'Conteste d Presents : Critica l Perspective s o n
"Real Time " Management ' Purse r criticize s th e no w popularize d notio n o f
'real-time' technolog y management fo r its narrow technological determinis m
and instrumenta l disregar d fo r live d tim e an d consider s alternativ e topo -
graphies of time that involve the development of a participatory consciousness .

Drawing o n a n ethnographi c accoun t o f a n Australia n hotel, Dir k Bunze l
demonstrates how , unde r condition s o f a  coexistenc e o f multipl e tempora l
frames, member s o f th e organizatio n symbolicall y creat e a  share d sens e o f
simultaneity. I n 'Th e Rhyth m of the Organization : Simultaneity, Identity , and
Discipline in an Australian Coastal Hotel', Bunzel shows how the rhythm of the
organization represents a fundamental aspect of organizational identity. On the
basis of his findings he concludes that the concep t of rhythmicity can centrally
inform futur e researc h i n the intra - and inter-organizationa l domain.

Tom Keenoy , Clif f Oswick , Peter Anthony, David Grant, an d Iai n Mangham,
finally, investigat e th e rol e o f emotio n i n seemingl y rationa l processe s o f
decision makin g i n a  U K university context . Agains t the backgroun d o f th e
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decision-making literature , 'Interpretativ e Times : The Timescape o f Decision
Making' illustrate s th e concep t o f timescape s b y showin g how , ove r time ,
irrational aspects o f the decision-making process are rationalized through pro-
cesses o f reconstruction o f 'what reall y happened'. Givin g us various aspect s
and perspectives on the discursiv e strategie s involved, th e author s sho w how
the reconstructed past in the rationalized present is influenced by several layers
of mutually implicating time experience.

The overall aim of this collection is a creative one: to bring together scholars
of managemen t and  tim e in  a  joint venture. Consequently , this chapte r has
been a t pain s t o recogniz e both th e mutua l implication s o f time an d man -
agement an d the largely separate previous efforts mad e by students fro m eac h
domain. Buildin g on work  from eac h tradition , we argu e that t o understan d
management in temporal terms call s fo r the recognitio n no t onl y of the his -
torical forces that gave rise to it but equall y of the culturally rooted character of
time and management. The opportunity arises, therefore, for all concerned no t
to take tim e for granted bu t t o question our in-built assumptions about tim e
within management . B y taking seriousl y the diversit y of socia l relation s an d
institutions o f time an d managemen t w e ca n mov e beyond a  preoccupatio n
with binary notions of clock and social time. Furthermore, addressing the range
of tempora l form s foun d i n management ma y be a  vital step toward s coping
with tim e i n a n er a o f technological interconnection . Th e author s o f the fol-
lowing chapter s suppl y som e initia l example s o f ho w t o carr y forwar d thi s
approach t o the subjec t of time and management .
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CHAPTER

2
Towards a Theory of Timing:
Kairology in Business Networks

Laurids Hedaa  and  Jan-Ake  Tornroos

INTRODUCTION

The concept of Kairology is derived from the ancient Greek, but largely unknown,
god Kairos , who was assumed to be in contro l o f the righ t moment, o r god of
the mor e contemporar y notio n of Timing. This chapter i s an essay abou t ne w
avenues fo r th e basi s o f manageria l thinkin g an d theorie s wit h a  tempora l
focus. Th e chapte r look s specificall y a t th e rol e o f time an d timin g throug h
event analysi s in management theory . First , the impac t o f change and stability
on model s an d theorie s i n managemen t ar e developed . Secondly , the rol e of
temporality, change aspects , an d timing related to the contemporary busines s
environment i s highlighted . Thirdly , a  perspective o f new direction s o f man-
agerial thinkin g wit h a  tempora l focu s i s developed . Fourthly , proposals ar e
made for a new research strateg y and manageria l practice. Kairology  i s a term
denoting the theory of appropriate timing for action in differentiated manageria l
situations an d contexts . Traditional management theor y deals with autonom -
ous actor s working in a  world of organizational routines . A novel perspective
should b e concerne d wit h heteronomous  actor s i n a  world o f complexity an d
surprises embedde d i n a  network of interdependencies. I f this i s the case , we
need a  new management theory . Managers do in fact reac t to surprises as new
opportunities o r threats. They never do this alone; they always discuss, negoti-
ate, or  experimen t wit h new  variations of  actions withi n relevan t tim e spac e
through interaction. Interaction moves from heteronomy, not to full autonomy ,
but rathe r t o a  stat e o f homonomy  ( a neologis m fo r th e middl e betwee n
autonomy an d heteronomy , where relevan t partner s throug h interactio n hav e
arrived to a  sor t o f common understandin g fo r acceptable behaviour—tha t is,
shared rule s or norms). We can say that events contro l man, not the other way
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around, a s genera l manageria l thinkin g seem s t o propose . Th e essenc e o f
timing deals with this fact. When managers ar e timing correctly, they can handle
or understand event s and event trajectories. But appropriate timing may not be
understood a priori, but only recognized a  posteriori. Even t analysis and timing
of acts in a stream of events can be used as a possible strategy for partial control
of compan y destin y ( a predetermined cours e o f events ofte n hel d t o b e a n
irresistible power or agency).

It i s almost trivia l to point t o the fac t o f increasing turbulenc e i n ou r time .
Turbulence within the environment i s increasing, both because of the growing
pace o f technological , social , an d othe r developments , an d becaus e o f th e
growing interdependence o f organizations across sectors, the positive feedback
from whos e action s ca n generat e instabilit y (Chil d an d Kiese r 1981) . I t i s a
characteristic o f industrial , matur e societies , tha t differentiatio n and , hence ,
interdependence increase. It is increasingly meaningless to talk about individual,
autonomous actor s who decide and act as passive recipients . Rather we should
realize tha t actor s ar e dependent o r interdependent, limite d or stimulated b y
other actor s i n networks creatin g opportunitie s an d impediment s fo r action.
'Actors are no t full y i n contro l of the activitie s that ca n satisf y thei r interests ,
but find some o f those activitie s partiall y o r wholly under the contro l o f other
actors' (Colema n 1990). To produce even a simple final good requires the parti-
cipation o f numerou s organization s throughou t th e valu e chain , or , mor e
precisely, th e valu e net—eac h contributin g with a  decreasin g fractio n o f th e
value-creating process, as increasing differentiation and specialization, emphas-
izing core competencies , continu e to take place. We witness:

• a  small world getting smaller as enabling technologie s reduce the frictio n
of time an d space ;

• nationa l an d industrial deregulatio n breakin g down protective walls;
• globalizatio n leading to increasing competition;
• th e emergence of new regional markets;
• ne w demands fo r ever higher quality , lower prices, and faste r deliveries ;
• shorte r product lif e cycle s and faster tim e to market;
• radica l changes—discontinuities—surprises .

(See e.g. Ohmae 1995; Castells 1996; Dicken 1998.)
In response to  these new  environmenta l force s affectin g the  busines s firm,

new objectives and focuse s o f attention hav e emerged, for example:

• shareholde r value ;
• stakeholde r value;
• huma n capita l utilization;
• intellectua l capita l measurement s an d management;
• networ k capital creation ;
• socia l responsibilitie s and ethics;
• environmenta l concerns .
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And a plethora of new management fads, buzzwords, and three-letter acronyms
swarm the business world: TQM, QFD, BPR, TBM, TPM, KSF, EVA, SCM, KAM,
CRM, PPM, HRM, JIT , ABC, SBU, MBO, USP , TBC...

New an d mor e environmenta l complexities , ne w an d mor e manageria l
concerns, new and more management technologies,  and faster pace contribute
to managers ' los s o f control . Increasingl y the y los e autonom y an d becom e
heteronomous actors , an d increasingl y succes s become s a  functio n o f good
luck an d timin g whe n managers decide for and ac t i n an unpredictabl e an d
fast-moving future . Or , in the word s of Toffler (1970) : there ar e many possibl e
futures. Based on the foregoing, the role of time and timing in management an d
marketing i n busines s network s form s th e contextua l perspectiv e i n thi s
chapter. It is divided into the followin g sections.

First, we look into the environment where firms operate and relate this as an
exposition int o th e frame s o f referenc e in managemen t theory . Th e secon d
section deal s wit h the  tim e concep t and  especiall y timin g fro m a  network
perspective. Actor networks and especially the notion of event networks and the
role o f timin g ar e presente d i n thi s section . Th e thir d sectio n present s a
managerial model , whic h treat s timin g an d outcome s fro m bot h a  chrono -
logical an d a n intentional time perspective. Th e model frame s the discussio n
about time , even t networks , an d timin g int o a  theoretica l whole . Th e fourt h
section o f th e chapte r summarize s th e discussio n an d present s possibl e
research strategie s an d practica l manageria l implication s usin g timin g an d
event networks as points of departure.

TIME, STABILITY, AND CHANGE IN EVENT NETWORKS

Time-based competitio n (TBC ) is a  buzzwor d i n managemen t aimin g a t
creating competitive advantage s through the shortenin g of lead times. Time is
viewed from this perspective mainly as being chronological or absolute. Another
view i s th e intentiona l o r kairologica l view o f time , whic h ma y als o infor m
strategy an d becom e a  time-base d competitiv e too l (se e Bo x 2.1) . Chung
exemplifies thi s with the Honda-Yamaha war and how Honda was the winner
through better commitment and performance of its labour force. He states that:

There are two dimensions of time: Succession and Intention. Issues in lead-time reduction
mainly dea l wit h th e measuremen t o f time an d therefor e belon g to th e dimensio n of
succession. While it is important to reduce lead-times, it is equally (if not more) important
to addres s th e intentiona l dimension o f time. After all , a strong winning desire and a n
unyielding fighting spirit are what it takes to compete successfully. (Chun g 1999: 300)

Time is also always related to space. What takes place in time is having a spatial
implication (existenc e in rea l world o r i n th e mindset s o f humans). What i s
existing in space i s also affecting an d relating to time and tempora l processes.



'Space and time should be simultaneously considered in developing and
implementing any competitive strategy' (Chung 1999: 307).

Time also relates to different time scales (Zaheer et al. 1999). The term strategy
usually means to look ahead and towards a changing competitive position in
time-space of a company. Corporate strategy is intentional in this sense. Time
lag takes the perspective of cause-effect dimensions looking at time as
separating two connected events in a specific social setting. Reaction time or
'latent periods' are other connotations of time lags. This can be understood by
using Clark's notion that time-lag-oriented research has 'the intention to dis-
cover the ways in which effects emerge at some time after the initial inter-
vention' (Clark 1985: 39). In event-network terms, the events affecting networks
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Box 2.1. Oironos and ICairos

The ancient Grebes recognized two concepts of time, symbolized by the two gods«
Chronos and Kafam Chronos was father o f the Horae and of the might? god Zeus
He represents linear, ctumtttative, and aH-consurning time. He Is in control of the
past, present, and ftittire. He ensures the orderly experience of Me, and the appear-
ance of Atop, makteg them look newer or older. Prom Chronos comes chronology
defined as the science that deals with measuring ttoe by regular dî ions and that
assigns to events to r prope r dates.

Kairos was the youngest son of Zeus (Ketean 1969). He wasyoung, with winged
feet and , most distinctly , has a  long forelock t o m e mids t of snorter hair Thi s
forelock was symbolic of me 'right time' that must be sefced before it 'flew' away
The Greek s used the word t o give sense o f a decisive point o r place in time . It
informed the Isest choice' of a particular time (Montesano 1995:169). Kairos points
to the significance of bom ttoe and the particular place in which an event occurs-
the chronotype, me intersecta of timt and place. Kairotie moments potentially
destabilize our belief system {Bakhtin 1981).
Mchard Onians (i»/i973) has mentioned that besides 'the right ttae' or 'time,

liness', Kairos also carries a spatial metaphor, that of a critical opening, me earliest
Greek uses of the term, in bom archery and weaving, referred to a <a penetrable
opening, an aperture', through which an arrow or a shuttle must pass. Dale L
Sullivan (1902 ) refer s to this as a  window of opportunity. The kind of truth that
conies through this 'window* is mat which is 'unveiled' or revealed, not one mat
lends itself easily to analysis and study. Or, as Pawl Trflich (1963 ) notes! the 'right
time' cannot be predicted: The holy spirit blows where it will/

According to Carolyn Mflter 6994), Kairos tells us to look for the particular
opportunity in a given moment, to !nd-~or construct—an opening to the here and
now, in order to achieve something there and men. Pointing as it does to me ways
that situations change overtime, to relationships between past and future, to the
ways that one moment differs from the next, i&iros seems to be a natural tool for
examining discourse that emphasizes change, development progress, Chronos
splits time into past-present-foture, whereas Kairos is positioned belween 'not yef
and 'never more'.
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can materialize and become rea l afte r a  time lag from where a prior connecte d
event has been created. Defining and understanding the 'roo t cause' are ofte n
triggering acts.

Business networks are also influenced by time lags because o f the existenc e
of reaction times of different kind s (delays in decision making and deliverie s of
goods and information , political decisions , an d regulations) . Waiting costs  for
network actors , caused by delayed solutions , ar e the consequence. In business-
networks research, this materializes, for example, in the form of so-called black
holes (Hedaa 1999). Black holes are found where willing and abl e actors cannot
act because o f unfavourable opportunity structures in a  network.

In this chapter we deal with another time-based issue , which i s timing. One
definition o f timing i s 'selection or the abilit y to select for maximum effec t o f
the precise moment fo r beginning or doing something' (Webster's  1993) . Timing
is a  situational time concept , which relates t o a  discernible even t i n a  strea m
of othe r event s i n time-spac e i n orde r t o achiev e intentiona l outcome s (for
example, profits in the future) . I n a network context, timing is defined by us as
confluent event  trajectories i n a network of interrelated events.  Timing can hav e
both chronologica l an d intentiona l content s (o r more precisel y a  continuu m
with both absolut e and intentiona l meanings ) (Chun g 1999). We base our view
of tim e a s event s appearin g i n time-spac e (Heda a and Tornroo s 1997) . Th e
event concept is used here as a way to look at time as event streams in business
networks. Th e contextual element is framing the way temporality, an d spati -
ality, come to terms in this settin g (Heda a and Tornroo s 1997; Chung 1999).

Business network s ar e define d as set s o f connected exchang e relationship s
between (mor e tha n two ) busines s actors . Bot h stabilit y an d chang e char -
acterize busines s network s (For d 1990 ; Moller an d Wilso n 1995) . I n business
markets firms are developing busines s relationship s wit h specifi c actor s in the
upstream a s wel l a s th e downstrea m o f activitie s i n th e valu e chai n o r net .
Business relationships ar e often o f long-term nature. This does not mea n tha t
they are everlasting or do not change . Mutual adaptations an d investment s i n
relationships occu r continuously . Interdependenc e create s a  nee d fo r indi -
vidual networ k partner s (o r actors) t o chang e an d adap t i n relation t o othe r
partners. Actors , activities , an d resource s ar e involve d i n exchang e fro m a n
actor-network perspective (Hakansso n and Snehot a 1995) .

We have defined events as 'an outcome of acts or changes caused by man o r
nature' (Heda a and Tornroos 1997: 6). Events are temporally specific outcome s
of performe d acts . Event  networks  are time-base d connecte d even t relation-
ships. Even t networks (EvNs ) hav e the followin g characteristics .

• Th e smallest uni t o f analysis i s an even t dyad (tw o interrelated events) .
• A n event i s always an outcome o f human act s o r caused b y nature.
• Actor s (or nature) are mediators o f events.
• Event s are always contingent o n the existence of some antecedent events .
• Objectively , event networks have no beginnings and no endings .
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• Seemingl y similar event s ar e differentiated by their positio n i n time an d
space an d through their loadedness .

• Event s may be loaded by the past or the future, and/o r by the source or the
affected object s (e.g . actor loaded).

EvNs ma y appea r a s stream s o f interconnecte d event s (even t trajectories) .
Intentional timin g i s abou t matchin g th e firm' s positio n fo r emergent even t
trajectories in intelligent competition with other firms. In the industrial-network
approach, the firm is basing its existence and marke t relationship s on doin g
business with other firms in the form of actor networks. Occasional, accidental,
and rando m processe s ar e als o a t pla y i n th e intertwined , globa l economy ,
where firms with limited network horizons act in networks of relationships with
other firms, suppliers, customers , an d competitors .

How does management theory address these issues? In this chapter we try to
pinpoint som e time-relate d issue s in orde r t o look a t mor e process-oriente d
aspects o f management theory.

STABILITY AND CHANGE IN MANAGEMENT THEORY

The essentia l drive r of management i s performance, to achiev e objectives , to
get result s throug h an d wit h othe r people . Usually , people's capabilitie s an d
motivation to do a certain job explain performance. The means to get the right
quality of workers for a task are recruitment, training, and appropriat e deploy-
ment of sanctions. In a stable and therefore predictable world, it is possible for
management t o establish routines an d control that the workers follow instruc-
tions. The task is solved by the coordinatio n an d integratio n of differentiate d
specializations o f constituent huma n an d physica l performative elements. By
repeating activities , workers and managemen t mov e down the learning curve
and increas e effectivenes s an d efficienc y i n performance—tha t is , increasing
output consistency and quality at decreasing costs. The opportunity structure is
static and wel l defined, an d timin g is obtained throug h planning , scheduling ,
and organization.

People obtain procedural knowledge—canonical and non-canonical practice
(Brown and Duguid 1991)—and they are involved in relationship learning, where
incremental change s i n roles , authority , communication s channels , informa -
tion technologies , standar d operationa l procedures , an d share d vocabularie s
take plac e (Marc h e t al.  1996) . Deviation s fro m standar d o r performanc e
expectations drive the people-to-task relationship towards equilibrium, steady
states (Bertalanff y 1950) , an d homeostasi s (Kat z an d Kah n 1966 ) throug h
negative feedback . Thi s is the worl d of Chronos, where ex-ante prescriptions
and normative theories thrive.

This closed-system approach to organization and management conies unde r
attack whe n a  syste m open s u p t o th e environmen t an d get s involve d with
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external interaction processe s t o obtain inpu t t o the syste m an d t o dispose of
its output. The stable and controllable opportunity structure becomes dynami c
and partl y unpredictable . Organization s confron t non-routin e event s an d
experience surprises . Resourc e dependency (Pfeffe r an d Salanci k 1978) repres-
ents particular problems for organizations in high velocity environments, where
'changes in demand, competitio n and technology are so rapid and discontinu-
ous tha t informatio n is often inaccurate , unavailable , o r obsolete' (Eisenhardt
and Bourgeoi s 1988: 816). The opportunity structur e obtain s dynami c networ k
properties rathe r than hierarchical characteristics . This is the worl d o f Kairos,
where ex-pos t explanations an d descriptive theories prevail.

Kairology denotes a theory of timing (coinciding events) under condition s of
uncertainty (fo r the Kairolog y concept, se e Kirkeb y 2000). If the wron g event s
coincide, i t i s bad timin g o r ba d luck . I f the righ t event s coincide , i t i s good
timing or good luck. The problem is, of course, that we are only partly in control
of th e appropriat e even t constellation . Busines s networks ma y b e define d a s
connected dyad s o f firms , wher e a  dya d i s tw o firm s an d th e relationshi p
between them . Dyad s of firms are connected i n the sens e tha t what happens
(events) in one dyad conditions o r are conditioned by what happens (events) in
another dya d (Coo k an d Emerso n 1978) . Event s also for m network s i n con -
nected even t dyad s (Heda a and Tornroo s 1997) .

The model presente d i n Fig. 2.1 attempts t o elucidate relationships betwee n
two differen t way s o f seeing th e busines s world . One triangle collapses tradi -
tional thinking (individual, autonomous actor s creating routines). Predominant
business thinking and textbook s usually take the perspectiv e o f the individual
actor—that is , manager or company—and build analysi s an d prescription s o n

Fig. 2.1. Two triangles relating to management theor y and practice
Source: Hedaa (1997) .
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the assumptio n tha t individua l actor s ar e autonomous . Als o performin g a
situation analysis—that is, industry and company analysis—is aiming at building
new or re-engineering ol d routines t o creat e a  better fit between the interna l
and th e externa l worl d o f the company . Hence , volatility and dynamis m ar e
dealt with as abrupt, infrequent adaptiv e changes in order to create periods of
stability, a s deal t with i n Greiner' s seminal HER  articl e (1972) : 'Evolution an d
Revolution as Organizations Grow'.

The othe r triangl e take s departur e fro m th e antonym s o f th e traditiona l
approach, identifyin g a system where actors are heteronomously embedde d i n
networks and acting on or enacting surprises. One wonders if this model of the
business world fits reality better than th e former triangle. If so, we need a  new
management theory. Managers do in fact react to surprises as new opportunities
or threats. They never do this alone; always they discuss, negotiate, or experi-
ment wit h ne w variation s o f action s withi n perceive d relevan t time-space .
When they act, it is always a function of some prior interaction. Interactio n i s to
move fro m heteronom y no t t o ful l autonomy , but rathe r t o a  state o f homo-
nomy (a neologism for the middle between autonom y and heteronomy, where
relevant partner s throug h interactio n hav e arrive d a t a  sor t o f commo n
understanding fo r acceptable behaviour and shared rules or norms).

The latter part of the overlapping triangle model may help us in understanding
how companies interact an d why it is important fo r arriving at a better-situated
and contextualize d se t o f actions fro m whic h on e ma y choose specifi c inter -
actions (Heda a 1997).

A MODEL OF TEMPORALITY AND TIMING IN
BUSINESS NETWORKS

Time an d temporalit y hav e bee n mor e extensivel y studie d withi n sociolog y
and othe r socia l science s tha t could enric h th e understandin g o f change an d
evolution o f business network s (see e.g. Gurvich 1964; Clark 1985; Adam 1995) .
Developing model s abou t th e processua l dimension s o f busines s network s
require, to our notion, an excursion int o other socia l sciences. Using ideas and
theories a s springboards fo r a  more coheren t understandin g o f these mainl y
socially constructed  busines s network s ma y b e a  promisin g avenu e (fo r a
closer examinatio n o f the us e o f the networ k metaphor , se e e.g . Araujo an d
Easton 1996) .

The networ k approac h t o marketin g use s temporall y loade d term s an d
vocabulary. Th e us e o f theoretica l construct s an d th e relatio n t o practica l
research, theory, and models is raised here with the perspective taken on time,
on timing , an d especiall y throug h interconnecte d event s i n understandin g
business networks .

When peopl e explai n thei r presen t favourabl e situatio n o r position , the y
often refe r t o anteceden t circumstantia l luck : 'Well , I  happened t o b e a t th e
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right plac e a t th e righ t time with th e righ t kind o f solution.' The y admit tha t
they exis t unde r situationa l constraint s beyon d thei r ow n control. Situationa l
constraints that regulate action either by supporting a certain set of activities or
by impeding certain othe r activit y sets may be referred t o as opportunity. In a
world of change, time becomes timmg when a n opportunity and an individual
readiness t o seize i t coincide .

The processual approach to marketing and management deal s with temporal
and spatia l change . When using events a s temporal entities , the term proces s
denotes ho w things change ove r time in the for m o f event trajectories. In con-
text, timing is seen here as the situational act in the form of a discernible event,
which is made in a certain resource constellation with other actors (individuals,
departments, an d firms) . These actor s directl y or indirectly contribut e t o th e
value ne t and influence competitors an d othe r actors in the markets .

The model (see Fig. 2.2) highlights the core perspectives concerning timing in
business networks . At one end of the model we have the world of Chronos and
order, a t the othe r en d unpredictabilit y an d th e worl d of Kairos. Performance
has tw o dimensions a s well. The role of motivation an d capabilit y a s a  facto r
together with the opposite, but related force, o f timing/luck an d the prevailin g
opportunity structure . Order and routines ca n be found in the Chronos world
(reducing lead times , syncronizin g deliveries , JIT-managemen t practices , an d
so on between network actors) .

Timing requires the abilit y to sense trends, tastes, an d combinations o f new
relationships and change in present networ k constellations. Findin g new ways
of combining former relationships (upstream or downstream) or connecting and
investing into new relationships belongs to the world of Kairos. Both dimensions

Fig. 2.2. Performance criteria in a two-dimensional time-spac e
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should be considered. The four upper boxes in the model relate to performance
in the time-space of Chronos versus Kairos (stability versus velocity). Capability
and motivation relate more closely to the actor (firms, departments, individuals)
in firms. Opportunity structure and timing relate more to the favourable moment
and timing of new actions as prerequisites for success in the forthcoming future
event trajectories. The notion of both stability and change of business networks
falls well into this type of modelling, where both aspects should be considered.

'LET'S GO FISHING'

In a n even t network , perspective timin g ma y b e define d a s confluent  event
trajectories. To illustrate this definition, let's go fishing. The fisherman and th e
fish exist in two independent stream s o f events. In order for the fisherma n t o
catch the fish (good timing or good luck) and the fish to be caught (ba d timin g
or bad luck) a number of compatibility conditions and acts must coincide. First
of all , a  favourable locational opportunity structure fo r fishing is water rathe r
than soil . Secondly , the fisherma n mus t us e som e kin d o f technology t o ge t
access to the fish world (fishin g equipment , traps , or bait). Thirdly, the fisher-
man ma y o r may not hav e experienc e o f good places t o fish, or he ma y have
knowledge as to how to recognize a favourable biotope and time (dee p or low
water, spring or autumn, morning or night). The more relevant knowledge and
experience the fisherman possesses, the more likely it is that fish will be caught.
But fish may have experience as well, so they can recognize what traps or bait to
avoid. The important thing to notice is the limitation in control of events by any
one of the involved actors in the interaction. But also that the actors (fisherman
and fish ) ca n increas e o r decrease th e probabilit y o f catch throug h choic e of
opportunity structur e (fo r example, mutua l availabilit y an d proximity ) an d
timing (synchronicity), rather than through the more direct factors of capability
and motivation. Hence, the Kairology of fishing may impact o n the probabilit y
of outcome bu t ther e is no certainty o f obtaining specific results .

KAIROLOGY IN THE DYADIC EVENT CONFIGURATION
WITH REFERENCE TO BUSINESS MARKETING

Let us now move on to a more abstract discussion of interaction a t the level of
the dyad . We have defined an event a s 'an outcome of acts or changes caused
by nature ' (Heda a and Tornroo s 1997 : 6). An event mus t have a n informative
content i n orde r to b e notice d (sensed) . Weick (1995: 86) raises th e question :
'How do you know when a n even t should be ignored (t o let it pass) o r some-
thing t o pursue? ' An d he adds : 'Th e sam e uncertaint y occur s whe n peopl e
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Fig. 2.3. Dyadic event configuratio n

notice salient, novel, unusual an d unexpected cues . Occasionally those cues are
pursued. Usuall y they are not.' The information in an event mus t b e sufficien t
to overcome a certain threshold t o be perceived and become a  stimulus fo r an
actor, whethe r tha t acto r i s th e creato r o f the even t o r som e othe r actor . A
threshold ma y be defined as either (i ) the amoun t o f time and inpu t necessar y
for sensin g an event or (2) that intensity of stimulus from a n event below which
there is no response. Som e events are noticed only by the actor who created the
event, some are sensed onl y by others, and some ar e noticed b y both the event
creator and som e othe r actor s (se e Fig. 2.3).

We notice event s through a  system of  receptors. A receptor is that par t of  an
organism that , i n cooperation wit h th e nervou s system , detect s wha t goe s o n
(that is , receives stimul i from ) outsid e o r insid e th e organism . Receptor s are
highly differentiate d t o specifi c stimul i t o allo w perceptio n processe s lik e
touching, hearing , seeing, tasting , and smelling . Receptors specialized t o sense
events emanating in the external world are named exteroceptors. Some of these,
proprioceptors, are specialized in detecting position and movements of objects/
events. Organisms also include internal oriented receptors, introceptors, aiming
at detectin g stimul i arisin g insid e th e body , suc h a s pai n o r hunger , an d
probably ambitions .

We interpret the existence o f these receptor s in organisms as a proposition—
namely, that actor s and associate d acts  (pragmata ) are a function o f (response
to) events . Wh y els e shoul d w e b e equippe d wit h ou r senses ? Thi s i s als o
mirrored in the fac t that a loss of one or more receptor functions i s classified a s
disability, because reduce d functio n o f receptors impede s detectio n o f events
and thus invalidate s our action repertoire .
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The ne w normativ e respons e t o globalizatio n i s flexibility . Organizations
must reac t fas t t o event s i n globa l business . I n orde r t o react , organization s
must b e abl e t o detec t wha t i s going on an d selec t a n appropriat e response .
Being close to the customer (availability and proximity) may also be interpreted
as a means of timely detecting (visibility) and reacting to changes in custome r
needs (synchronicity , expressed through events at the customer or in supplier-
customer relationship) .

In an event perspective we posit that business events are connected, and that
these connections are mediated by pragmata and enactment. We cannot think
of an y even t tha t i s no t connecte d t o a n anteceden t event , i n on e wa y o r
another. Incoming orders for new supplies do not come out of the blue. Neither
can w e think o f any pragmata o r enactment s withou t connection s t o experi -
enced prio r events, o r expected futur e events . I n a  sense al l organizations ar e
event-based organizations . I t becomes especiall y clea r when thinking of news
media (reportin g events), hospitals an d fire-fighting service (repairing events),
legal court s (settlin g events) , insuranc e companie s (compensatin g events) ,
security firms (preventing events), advertising agencies (creating events). From
these example s i t can be seen tha t som e firms tend to specialize according to
type of events they deal with (even t composites).

Also intra-organizational differentiation take s place based on event special-
ization, an d o n even t composites , determinin g role s an d rol e relationships .
Most organizatio n diagram s wit h incumbent s an d role s implicitl y illustrat e
composite events by design. Actors are selected, instructed, and trained to notice
and react to specific events , and to ignore most other events. If they go outside
their assigne d receptors ' real m an d actio n space , employee s ma y be tol d 't o
mind thei r own business'. If relevant an d importan t event s take place outside
the organization that have no corresponding exteroceptors in the organization,
then a crisis is likely to occur, sooner or later. Application of new technologies
has hampere d o r eve n wipe d ou t whol e nationa l industries . Contemporar y
business marketin g ideologie s o f concentratin g o n existin g customer s an d
customer retention , an d particularl y attending t o key accounts, a t the cos t of
getting new customers, may exclude access to important informative events for
addressing demands o f the futur e markets .

Composite event s als o configur e themselve s throug h evolutio n (even t vari-
ation (natural) , event selection, and even t retention) . Each period of time may
be see n a s a  latent perio d fo r a  numbe r o f different an d mutuall y excluding
future even t trajectorie s (tha t is, cumulative sequences o f linked events). It is
like snowballs collecting events on their way down the slope of time. Only at the
end of the slope will it be possible t o determine which on e of the snowball s at
the beginning accumulated most events on the way down, or if the initial events
caused a n avalanche . Alfre d Marshall's , an d late r Arthu r Brian's , theor y of
increasing returns may be an appropriate parallel exemplified by an account of
why the VH S variety of VCRs was selecte d ove r BetaMax and Syste m 2000 in
consumer preferenc e (VH S positive externalities , o r event s supportin g VHS,
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sympathetic t o this specifi c variety, increased it s attractiveness for consumers,
suppliers, an d provider s o f auxiliar y services , despit e a  technolog y claime d
inferior t o BetaMax) .

Much o f ou r learnin g take s plac e throug h observin g th e outcom e o f ou r
own acts. I f we sense tha t ou r act s concur with our intentions i n the resulting
events, we tend to repeat these acts whenever we want the event to occur. If the
resulting event disconfirm s ou r intentions , w e tend t o adjus t our act s i n new
trials. Learning is a lot easier if the event occurs immediately after the act, and if
we can observe and hence experienc e th e relationship betwee n ac t and event .
Delays i n feedbac k ofte n creat e ambiguit y abou t enactment s an d pragmata ,
which mean s tha t actor s nee d man y mor e trial s i n orde r to establis h prope r
relationships between act s and events . The effect o f human skin' s contact with
poison iv y appears twenty-four hours afte r th e touch . This delay makes it dif-
ficult fo r man t o identify th e exac t source among many possible causes of skin
eruption, especiall y i f one does no t know the length o f the incubatio n period .
Even more difficult , th e mushroo m Paxillus involutus  is edible only about te n
times, afte r whic h i t destroys your kidneys for good. The combine d lengt h of
reaction tim e an d cumulativ e potentiatio n o f the mushroo m wa s discovere d
only a generation ago.

In the dyadic event configuration learning becomes even more complicated.
In Fig . 2.3 we combine tw o actor-act-event cycles, A and B . The relationshi p
between events and actors is denoted 'images'. There are four images in a dyadic
event configuration: AA, AB, BB, and BA , of which onl y two ar e accessibl e fo r
any one of the two actors involved. Actor A can, within limitations, sens e Event
A (imag e AA) and Even t B (image BA), bu t ca n onl y guess about ho w Acto r B,
also in a limited way, senses Even t A (image AB) and Even t B (image BB). Here
again, time lag and additive effec t o f separate event stimul i complicate learnin g
and, hence, complicat e timing. Furthermore, separation by space an d cultural
distance disturb s image congruencies an d get s in the wa y for Kairos. Because
our receptors hav e limited reach in dyadic event configuration , we spend a lot
of time in trying to make sense of fragmented an d ofte n puzzling contradictory
images.

In undisturbed , stabl e dyadi c relationships , experienc e an d experienc e
exchange an d transfe r throug h generation s ma y disclos e pattern s an d even t
trajectories concurren t wit h refine d expectations . Bu t when dyadi c relation -
ships expan d int o wide r network s o f man y actor-act-even t cycles , ou r
requisite variety of receptors and mental faculties becomes insufficient. Nobody
today wil l deny tha t busines s firm s exis t i n a  globa l maelstro m o r vorte x of
events, som e of which have global reach and impact al l business firms one way
or another . W e have spen t aeon s figurin g ou t wha t goe s o n i n th e min d of
human beings , we have been occupied for generations with understanding how
people decide and behave, bu t very little has been done t o understand Kairos,
how event s ar e connected . Researc h has bee n focuse d o n actors , pragmata ,
acts, an d enactments . They are much les s observable than ar e events . Hence,
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much o f our understandin g i s based o n speculation , whic h o f course i s no t
wrong pe r se . However, management fad s see m t o replac e eac h othe r a t a n
increasing spee d (recentl y fo r example : tota l qualit y management , benc h
marking, jus t i n time , busines s proces s engineering , learnin g organizations ,
team development , empowerment , an d relationship marketing) . Most of these
fads ar e too l base d rathe r tha n base d o n understandin g o f th e underlyin g
phenomena th e tool s shoul d dea l with . The y dea l mor e wit h pragmat a an d
enactment tha n wit h event s and images . The fads als o respon d t o managers '
need fo r being in control . Evolutio n o f tool applications (variation , selection,
retention) and the short duration of fads may indicate that control mechanisms
and methods ar e based on illusionary notions of autonomy and independence ,
where notion s o f heteronomy an d (inter ) dependence ma y be a  more realisti c
foundation fo r management and marketing theory .

OUTLINE FOR A RESEARCH STRATEGY AND
MANAGERIAL PRACTICE

Research Strategy

We have looked at temporality as a continuum of both Chrono-time and Kairos
temporality in time-space. Event networks and actor networks both affec t th e
outcome regardin g the timin g o f event s i n th e for m o f relational tim e (tha t
is, contextual element s embedde d i n th e flow of events fro m th e pas t t o th e
present an d t o th e future ) (Haline n an d Tornroo s 1995) . Both normative an d
descriptive theorie s relat e t o busines s marketin g strateg y i n network s (se e
Fig. 2.2). The normative one s have been dominating th e world of Chronos. The
contemporary turbulent environment o f business create s disorder and unpre -
dictability. Timing is a key word to find a match betwee n possibl e favourabl e
outcomes o f acts  betwee n even t trajectorie s coincidin g i n time-space . A
research strategy , base d o n th e foregoin g discussion , shoul d tak e a  holisti c
perspective o n tim e an d timin g i n framin g th e worl d o f actors  a s bein g
heteronomous, rapidl y changing, loade d wit h surprises , and increasingly net-
worked. Luc k and surprise s are usually no t include d a s a  part o f managerial
strategy. Manager s thin k the y shoul d kno w ho w t o mak e decision s unde r
uncertainty and try to predict the coming future . We feel that it is important t o
address an d realiz e the existenc e o f non-controllable an d unpredictabl e real -
ities an d mak e 'sense ' o f i t a s a  par t o f th e networke d environmen t wher e
firms operate . Havin g th e abilit y t o rea d cue s an d mak e sens e o f change s
and possibilitie s i s a  par t o f a researc h strateg y when notin g tha t th e world
consists o f heteronomous actors , is networked, an d i s filled with surprises (cf.
Weick 1995) .
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Managerial Practice

From a  managerial poin t o f view, noting temporality and timin g forms a  core
competitive too l in marketing and managemen t i n networks i n the turbulen t
global economy. The  presented triangl e with heteronomy, surprises , and  net -
works of actors could be a way to expand managers ' understanding of reality in
time spac e (Fig . 2.1). Chung (1999)—i n a  simila r manner—note s th e rol e of
extending tempora l realitie s fro m chronological , absolut e tim e notion s t o
include time-based, intended, socia l time constructs as a strategy. Management
buzzwords and managerial tools developed for obtaining more efficient marke t
strategies have, so far, predominantly used managerial routines in order to find
more efficien t tim e use in decreasing lea d times , time-to-marke t models , an d
JIT managemen t practice s i n th e valu e net . Timin g is the ar t o f sensing an d
reacting to environmenta l change s a s intended an d unintende d cue s and sig-
nals fo r coming events . Fro m a  network perspective relationship s wit h othe r
firms are in focus. Network management ha s mainly the following objectives to
consider (i) establishing new relationships, (2) developing existing relationships,
or (3 ) dissolving non-profitable relationships. Ne w combination s o f relation-
ships for m resourc e constellations (networ k capital) to meet corporate object-
ives. Ne w investments an d change s i n existin g business network s can creat e
resource constellations to prepare for a new and unpredictable future. Kairology
is a theory of timing in a stream of coinciding event networks and the random,
accidental, an d potentiall y favourable upcomin g even t networks in the future .
Sensing an d makin g sens e o f cue s extracte d fro m imaginatio n abou t th e
coming time and requirements may be an important prerequisite for success—
whether understood a  priori or a posteriori.

Performance relate s both to the Chronos part of time and to the Kairo s part.
Seeing th e futur e possibilitie s an d th e impac t o f surprises a s a n opportunit y
structure fo r corporate performanc e leads t o a  focu s o n flexibility and rapi d
reaction rathe r tha n focu s o n bein g bi g an d powerful . Whe n firm s positio n
themselves i n a  networ k with othe r actors , the y ca n reduc e uncertaint y an d
create common structures to meet environmental turbulence .



CHAPTER

3
Taking Time Seriously: Organizational
Change, Flexibility, and the Present
Time in a New Perspective

Christian Noss

INTRODUCTION

Despite th e fac t tha t tim e i s underlyin g an y chang e processes , i n general ,
conventional organizational discourse still depicts the problem of change mainly
from a  'content' view. If time plays a role at all , it is rendered to be o f inferior
conceptual importance . It will be argued that the dominant time perspectives
that ar e implied in contemporary managerial thinking prove to be a retarding
element a s far as an enriched perspective o n change and a conceptual consid-
eration and integration of organizational flexibility are concerned. In particular,
the fact that today's organizations have to deal with an emergent environment ,
which is increasingly hard t o determine an d never stands still , underlines th e
need to reformulate the organization-environment relationship as a relationship -
in-time. Therefore, a new conceptual outline of flexible and 'movable' organiza-
tions i n a  relentlessl y changin g environmen t i s suggested . Moder n system s
theory and a social-phenomenological conception o f the present time serve as
the conceptua l point s o f departure. Implication s for a  ne w chang e manage -
ment are addressed.

THE TIME DIMENSION IN CHANGE MANAGEMENT CONCEPTS

During the secon d hal f o f the twentiet h century , numerous approaches were
developed in the field of change management, all of which provided substantial
strategies t o maste r chang e requirements . Prominen t example s ar e concept s
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of planne d chang e (fo r example, strategi c planning , strategi c management ,
organizational development), concepts of transition management (fo r example,
managerial implication s o f life-cycle approaches) , and/or concept s depictin g
change a s a  transformatio n projec t (fo r example , punctuate d equilibriu m
models).

Focusing primarily on these content-oriented aspects, the second importan t
dimension that is constitutive for any change in general is underrepresented in
management an d organizatio n thinking—that is , the dynami c basis o f change
processes and, closely connected, the conception of time. It is the first thesis of
this contribution that the predominant change management concepts rest on a
simplistic view of the time dimension in general and the 'movement ' of organ-
izations 'in time' in particular. To be more precise, most contemporary concepts
of organizationa l change reveal at least tw o severe time deficits .

First, whereas every organization is confronted wit h its own history, present
developments, and th e coming future, i n so far as it has to deal with (all) three
time dimensions, contemporar y management thinking focuses a t best on only
one time dimension as the relevant time implication. Some concepts ar e solely
future oriented, others rely on an exclusive orientation towards the past. So far,
no concept integrates all three time horizons.

Secondly, th e tim e dimensio n o f the presen t i n particula r remain s largel y
unconsidered. It is still a blind spot in management thinking about change and
development. Fro m a  tempora l poin t o f view thi s i s problemati c because —
empirically—organizations ar e face d wit h a n emergen t (o r contingent) envir-
onmental context . This basic emergenc e i s structurally related t o the presen t
time. Fo r the managemen t o f organizations thi s implie s the nee d fo r special
competencies in institutional flexibility—that is, special capabilities that help to
handle emergen t developments a s they currently unfold.

Future or Past as Dominant Time Implications

If we  tak e a  close r loo k at  contemporar y change managemen t thinking , two
basic conception s o f time becom e obviou s that remin d u s o f Gould's differ -
entiation (1987 ) between 'time' s arrow' and 'time' s cycle'.

'Time's arrow' stands for the notion of time as a relatively homogeneous and
linear sequenc e o f events wit h th e futur e a s th e ultimat e poin t o f reference .
Concepts explicitly based on this time perspective are, for instance, all planning-
oriented approache s (Ansof f an d MacDonnel l 1990) , a s wel l a s al l kind s o f
change-project models—of organization development, for instance (Cummings
and Worle y 1993). Within those concept s only planning is able to giv e reason
to an y kin d o f manageria l action . Th e underlyin g assumptio n i s abou t th e
following: becaus e th e worl d i s complex , environmenta l an d organizationa l
developments ar e uncertain an d ambiguou s in nature; a 'good ' managemen t
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works on this uncertainty and tries to solve the resulting problems in advance.
In order to do so, managers need a, potentially, total overview of the condition s
and constellation s o f future aspects , events , and developments .

The basic vehicle to obtain this perfect overview is planning. Planning informs
management—via the results of comprehensive analyses—about environmenta l
complexity o f the futur e alread y i n th e presen t an d enable s managemen t t o
design 'reasonable' action steps, which are codified in the form of plans (Brew s
and Hunt 1999). While undertaking action steps and implementing thes e plans,
management 'moves ' th e whol e organizatio n toward s th e formerl y analyse d
future, disrupted only by (contingent) environmental disturbances o r the inter-
mediated results of control. In such cases, revisions of the once formulated plan
might become necessary, as it is also the case when future projections or basic
preferences o f management chang e for any other reason .

In thi s scenario , tim e seem s t o be a  linear and homogeneou s medium , an
interval between a  present stat e and the future . B y this, time appears divisibl e
into phases and interval s o f any scope. Long-range, medium, an d shor t tim e
frames ca n b e differentiate d b y managemen t a t wil l (Weihric h an d Koont z
1993:134). Time itself has no real quality or meaning, beside the fact that, for pure
logical reasons, i t is needed t o combine intentions an d actions . The (artificial )
time frame s mak e i t possibl e fo r al l activities to b e projecte d an d rationall y
organized—through more detailed plans, milestones, and the like. At the same
time, if the future is covered with a net or grid of projected connections of times
and action s (plans) , then th e futur e itsel f become s 'controllable' ; complexity,
thus, becomes manageable. Fro m this point of view, the futur e i s seen a s the
ultimate poin t o f referenc e fo r an y manageria l action . I t i s regarde d a s th e
controllable extensio n o f th e presen t stat e o f affairs , bot h bein g integrate d
through the quality-les s medium o f time (Wildavsk y 1973).

'Time's cycle' interprets  the flow of time as a repetition of similar activities,
events, o r trajectories. The primacy lies in the past , which is—because o f the
inherent assumption of similarity of events over time—understood as the basic
'container' o f present an d futur e state s o f the world . The notion o f time as a
cycle underlies—in a more implicit but, nevertheless, strongly influential way—
the punctuated equilibrium approaches (Gersic k 1991) and, as the name already
indicates, th e life-cycl e concept s o n organizationa l chang e (Quin n an d
Cameron 1983) -

Life-cycle model s depic t th e developmen t an d chang e o f institution s i n
strong analogy to biological processes of growth and maturity (van de Ven and
Poole 1995). The basic argument is that the unfolding change of an organization
follows a n inner logic or inherent programme that regulate s the successio n of
events and evolutionary phases. In this line of thinking, birth, growth, maturity,
decline, death, or renewal form the basic development of an institution in which
each stag e is seen a s a necessary precursor of the succeedin g stage or phase .
Thus, the core features o f change li e in the basic programme, which—once an
organization's development i s 'under way'—is embedded in the organization' s
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history. I n thi s perspective , the cause-effec t relationship s ar e assumed t o b e
stable an d prefixe d ove r time. The organization' s developmen t i s encoded i n
the initia l basi c programme , which , fo r instance, become s obviou s whe n th e
change trajector y is repeated a s the resul t o f an organizationa l renewal .

Punctuated equilibrium models reveal a somewhat simila r line of thinking in
so far as—once again—a deterministic succession of phases is assumed, which
unfold du e to a  past drive n logic. The Punctuated Equilibriu m Paradigm con-
ceptualizes organizationa l chang e a s a n alternatio n betwee n lon g periods of
organizational stability and relatively short eruptions of transition and dramatic
shifts (Romanell i and Tushma n 1994 ; Sastry 1997). In phases of stability, which
are conceived o f as equilibrium periods , organizations establish basic orienta-
tion pattern s an d system s design . B y and larg e these basi c feature s sta y th e
same fo r a  lon g time , accidentall y modifie d b y mino r adjustment s and/o r
incremental variations.

The reaso n fo r thi s continuit y i s t o b e see n i n a  phenomeno n t o whic h
Gersick (1991 ) refer s a s 'deep structure'. Deep structures are established during
an organization's past development . They encompass certain core features, as,
for instance , basi c beliefs , powe r distribution , an d organizationa l design .
Stemming fro m th e past , dee p structure s largel y determin e a  system' s actua l
behaviour. Thus, they lead an institution towards a quasi-natural inertia, which
represents a  relatively stable stat e o f affairs . I n othe r words , the behaviou r of
systems i n convergenc e (equilibrium ) period s become s nearl y predictable .
Compared t o the enriche d repertoire of possible actions , which characterize s
organizations in an initia l state o f their development , deep structure s simplif y
and narrow the fram e o f action (D . Miller 1993). Under these conditions organ-
izational change i s possible onl y in th e for m o f an institutiona l revolution— a
more o r less sudden punctuatio n o f (artificially ) normalize d processes , whic h
bring abou t confusio n an d disarra y in a n organization' s lif e (Schreyog g an d
Noss 2000).

Because o f the equilibriu m logic , all organizations' problems , which finall y
evoke change processes , ar e clearl y to be located i n the pas t evolutio n o f the
institution. Thus , organizationa l history , materialize d i n th e for m o f dee p
structures, becomes the ultimat e reservoir of all problematic developments. At
the same time this logic delivers the very reason why in transformation phases
the ol d deep structure s must crumbl e and finall y becom e substitute d by new
patterns, whic h i n tur n serv e a s th e foundatio n for the nex t dee p structure s
(and s o on).

The Forgotten Present

Since eithe r futur e o r pas t i s accentuate d a s th e primar y time referenc e in
contemporary management thinking , the concept and time horizon of the pre-
sent are trivialized or completely neglected (Mosakowsk i and Barle y 2000: 802).
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For logical reasons, th e planning-oriente d managemen t approache s trea t th e
present as a homogeneous and undifferentiated point  on a linear time axis that
is o f concer n onl y because i t i s th e necessar y startin g poin t o f al l plannin g
endeavour. Th e presen t i s th e initia l poin t o f th e distinguishe d perio d o r
interval during which the formulated plan is valid. It is the logical enabler of the
plan to get started. From the point of view of an imaginary time axis starting at
t0 and moving over t+1, t+2, t+3, and so forth unti l t+n, the present basicall y
equals the poin t t 0 (Weihric h and Koont z 1993). The same present-less condi -
tions hol d tru e fo r the cyclica l an d equilibriu m model s o f change. I n thos e
concepts th e present a s a time horizon i s principally dispensable because th e
evolution o f an organizatio n i s encoded eithe r in the basi c programme o f the
life cycl e o r i n th e alternatio n logi c of the equilibriu m perspective . Although
the specifi c developmen t o f a socia l entity might no t b e foreseeable in every
detail, nevertheless, those models assume the logic  of the change processes to
be wel l known. Therefore, th e presen t i s a  logical result o f the successio n o f
stages o r phase s o f past developments . Th e actua l tim e horizo n itsel f i s no t
considered t o be a  source of organizational problems in it s own right. So the
present might be there, but it can appear only as a symptom of any problematic
situation and neve r as its reason.

To sum up, the present situation, which every organization has to face every
day, i s not represented as a problematic time horizon conceptually. Empirically,
however, al l organizations operat e an d thu s chang e during or in the present ,
which implies that the present time represents the basis for the simultaneity of
existing organizations. In reality, this present time is far from being unproblem-
atic: because o f the complexit y of multiple environmenta l developments an d
interdependencies tha t evolv e an d co-evolv e simultaneously (Starbuc k 1976:
1106), the present time is the ultimate horizon for the emergence of all expected
and unexpected event s and contingencies.

In addition, the presen t tim e is hard to recognize within the dail y activities
and operations. Under normal conditions no person or organization is aware of
the fact that acting is possible only in the present. And, moreover, it is even hard
to see or name what the presen t exactl y is (Shackle 1972: 278). Is it the minut e
that i s just going to disappear—o r te n minutes , o r one hour? One way to get
notice of the deceptive present time is to turn attention to extraordinary events,
when normal development s and operations are disrupted—when the ongoing
moment make s the differenc e (Heiric h 1964: 390) .

Prominent (empirical ) findings demonstrate the problems of a sudden burst
in the dail y operations of an organization . In these  cases , disturbances o f the
normal function s an d condition s i n organization s tak e place a s sudde n sur -
prises. I n particular , enquiries int o crise s have show n th e dramati c effec t o f
such emergent events. Prominent cases, for example, the Bhopal or Challenger
catastrophes ar e expressin g the danger s fo r organizations an d environment s
in a clear voice (Shrivastava 1987; Starbuck and Milliken 1988). They make sense
of the fac t that it is possible fo r the actua l situation or the 'present time' of an
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organization to be suddenly transformed in an unforeseen manner, irreversibly
disrupting the normal flow of events and redefining organizational history and
future fro m on e moment t o another .

With respect to the problems of flexibility and adaptability, an enriched tim e
perspective, whic h encompasse s th e presen t time , i s indispensable . Flexibl e
systems ar e those tha t hav e specifi c capacitie s t o maste r a  great many o f the
problems mentioned, even i f these ar e new in their basic character and , thus ,
unpredictable. Tha t mean s flexible and i n this sens e adaptiv e system s revea l
special competencie s i n managing the contingenc y (o r emergence) o f pheno-
mena tha t n o pla n ca n forese e an d n o cycli c perspective ca n represen t i n
advance.

In orde r t o develo p a  realisti c perspectiv e o n chang e i n genera l an d
organizational flexibility in particular , a  ne w conceptua l fram e i s needed— a
theoretical fram e tha t incorporate s a n enriched , i n a  wa y mor e comple x
view o f organization s an d environment , thei r simultaneou s operatin g an d
co-processing, an d th e natur e an d relevanc e tha t tim e play s i n suc h a  con -
stellation. The new concept shoul d incorporat e the tim e dimension i n a  very
basic sense and should be able to offe r a  new way of reformulating manageria l
action systematicall y a s action-in-time . Therefore , i t ha s t o b e buil t fro m a
completely dynamic an d time-centred paradigm.

In the followin g the ne w conceptual basis is built in two steps. First , central
insights of the work of E. Husserl and G. H. Mead will serve as the initial starting
point, focusin g o n thei r conceptualizatio n o f (social ) tim e an d emergence .
Since the management o f organizations is the main subject of this contribution
and since neither Husserl nor Mead was concerned with organized systems, in
a second ste p the focus will be extended to the field of modern system s theory
(MST)—strictly speaking, to the work of N. Luhmann. With respect to the so far
trivialized time perspective, the proposed reformulation wil l offer a  conceptual
way o f integratin g al l thre e tim e dimensions , locatin g socia l entitie s i n th e
empirical relevant time of the present , and relating all phenomena o f past an d
future systematicall y to the present time horizon.

TOWARDS A PRESENT-BASED CONCEPTION OF
SOCIAL TIME

The Time Constitution of Individuals and Social Situations

In hi s well-know n phenomenological enquiries , Edmun d Husser l (1928/1964 )
focused o n th e differen t way s i n whic h huma n consciousnes s work s an d
operates. He found out that the basic mechanism is a relentless reproduction of
ongoing 'nows' . Tha t mean s that , i n th e huma n consciousness , th e worl d is
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intentionally represented through an endless flow of impressions. Human con-
sciousness differentiate s betwee n a n inner an d a n outer perspective, between
the world an d th e representatio n of its phenomena. This i s accomplished b y
being aware of itself and the inner processing, on the one hand, and the ongoing
world outside , o n th e other . Thus , huma n consciousnes s draw s a  boundar y
between inne r an d oute r processe s recognizin g tha t bot h operat e simultan -
eously in time.

According to Husserl's insights, the basic operation of human consciousnes s
takes place durin g the actual present, constituted b y the always new emergin g
flow o f impressions , whic h (finally ) disappea r throug h a n ongoin g transfor -
mation and modification into retentions. Moreover, this basic processing of the
actual her e an d no w i s transcende d o n th e basi s o f reproduction s o f pas t
experiences and anticipations into the future. By this the human consciousnes s
is abl e t o reflec t itsel f an d g o beyon d th e actua l momen t o f impressiona l
operating. I n summary, human consciousness is bound t o operate durin g th e
present time, but within this operating it is basically able to create remote time
perspectives and, therefore, extend the present durin g the present time .

George Herber t Mea d (1932/1980 ) elaborated a  basic conceptio n o f huma n
agents actin g in tim e tha t i s quite simila r t o Husserl' s position a s fa r a s th e
importance o f the presen t time is concerned. According to Mead, the world is
composed, exists , an d operate s a s a  successio n o f objective event s tha t ar e
happening in the present. 'We live in a visible world, within which what is seen
is existent a t the momen t a t which it is seen. Ever y distant objec t is at present
existent' (Mea d 1963: 517). In orde r t o exist , thi s implie s th e necessit y o f th e
objects t o b e permanentl y reconstituted . Object s o f the worl d are , therefore ,
objects o f becoming;  their basi c mod e o f being takes th e for m o f events. Fo r
Mead 'objects' are of all kinds, such as individuals, organisms , o r physical arte -
facts. These are not 'once and for all time' invariantly given, but—with reference
to Whitehead' s vie w (1929)—(individual ) processe s o f spatio-tempora l inter -
sectings, whic h mean s that al l events (o f the becomin g objects ) hav e specific
perspectives and locations in space and time.

It i s fa r beyon d th e scop e o f thi s contributio n t o elaborat e o n Mead's —
admittedly abstract—thinkin g in more detail. The point to be made here is the
temporal constitution of the world and its relevance for social situations. In The
Philosophy o f the Act (1938/1950) Mead transferred central insights of his theory
of temporality t o the social context , redefinin g social situations a s taking place
in the present and identifyin g human act s as the constituting events.

Central to Mead's conception of temporalized intersubjectivity are the phases
of the act . Generally speaking, Mead (1938/1950: 3) conceptualizes individual s t o
be engaged in a  permanent proces s o f (selective) readines s to respond t o any
external (environmental) stimuli. For Mead, the 'normal way' of organisms and
humans actin g i s to process i n a direct 'behaviouristic ' way , without an y dis-
turbance fro m 'impulse ' o r stimulus t o response . Therefore , eac h ac t i s con-
ceptualized a s an elementary event and as such it is irrevocably bound to time.
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Each act involves a spatio-temporal perspective of its own and happen s i n the
actual or , in Mead's words, the 'specious ' present .

With respec t t o tim e th e mos t intriguin g proble m arise s whe n th e ac t i s
disrupted an d canno t fin d it s completion i n the 'phas e o f consummation'. In
such cases an inhibition of the act follows that calls for reflection and finally for
overcoming the inhibitio n (Mea d 1938/1950 : 24). During the inhibite d act , th e
individual reflect s o n th e (present ) situatio n and , moreover , th e factor s an d
developments that—stemmin g fro m th e past—hav e finally led t o th e actua l
situation as well as possibilities for further continuing. In other words, while the
concrete act is inhibited, the individua l is preoccupied with reflexive processe s
and the consciou s mind o f the individual shape s o r creates tim e and the tim e
horizons of history and future tha t are exclusively related to the inhibited ac t in
the actua l situation . Thus , a  uniqu e syste m o f time i s create d b y th e actin g
individual with time reference s that are at his or her disposal .

Finally, these theoretical component s ar e constitutive for Mead's conception
of th e socia l reality . Because eac h sociall y engage d individua l realize s hi s o r
her specifi c tim e perspectiv e (aspect s o f present-now, history , and future ) i n
communicative acts , Mead (1932/1980 : 47) conceptualizes the socia l world as a
simultaneous an d ongoing interchange of perspective intersectings of time and
space. Sociality , this become s clear , i s a purely temporal phenomeno n b y its
very nature foreseeabl e t o a  limited degree only . Moreover, a s being bound t o
the co-presenc e o f different actors , i t i s principally a complex human endea -
vour (Schut z 1967; Adam 1995: 80). According to Mead' s thinking, socia l inter-
action take s plac e i n a n enriched , temporall y extende d present , potentiall y
establishing new time references within the passage of time (Tillman 1970). In a
modern language one could interpret this to come close to the notion of 'social
construction o f time' (R . Butler 1995), providing the very reason why in reality a
plurality of time systems i s operating simultaneously.

The Time Constitution of Social Systems

In this contribution organized social systems are the systems of major concern,
which moder n system s theor y (MST ) depicts a s communication s system s
(Luhmann 1990 , 1995). This means tha t the y 'consist ' o f communication; thei r
basic elements are self-reflexive communicative acts (Luhmann 1982: 69). Faced
with environmenta l complexity , social systems hav e to be selective an d partly
ignorant in order to handle tha t comple x environment. I n other words, organ-
izations ar e no t abl e t o dea l wit h th e environmenta l worl d a s a  whole; they ,
therefore, hav e to reduce environmental complexit y to a workable level so that
their member s can  act  upo n it.  By  doing this , system s inevitabl y establis h a
difference, a  systems boundary between themselves an d the environment. As a
result, each system itself remains complex, but i t is always less complex than its
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environment. Th e continuing existence o f the syste m i s secured by perman-
ently maintaining the systems boundary (Luhman n 1995).

The system s boundar y is a  boundary o f meaning—not ever y incident tha t
occurs in the environment is meaningful for every system—but, with respect to
time, i t i s als o a  tim e boundary , sinc e no t ever y event i n th e environmen t
necessarily implies a corresponding system's event or (re)action. Although MST
is based upon the observation that systems and environment (co ) operate and,
thus, (co-)evolv e simultaneously durin g the presen t (Luhman n 1995: 185), the
existence of the systems boundary points to the fac t tha t (self-reflexive ) socia l
systems are able to operate on the basis of their own arrangement of event and
process times or their own time-reckoning system (Clar k 1990).

Empirically, this provides the very reason why (different ) socia l systems can
act and/or react instantaneously or with a delay, perform specifi c programmes
very fast or with reduced velocity, synchronize their actions in a rather complic-
ated way , o r operat e o n th e basi s o f relativel y simpl e sequence s o f step s
(Luhmann 1995: 41). Moreover, by means of self-reference, thes e systems estab-
lish thei r ow n perspective s o f pas t an d futur e i n a  higher-leve l present; a n
extended one , i n which communication abou t pas t an d futur e incidence s i s
possible withou t th e immediat e disappearanc e o f the meaning  o f the com -
municated event s (Luhmann 1982: 289). These higher-level time references are
based on the usage of time-bridging 'mechanisms' like systems experiences (for
example, collectiv e memory, organizational culture , and s o on) and/or beha-
vioural expectations (fo r example, structura l dispositions, an d so on).

To conclude, their special mode of time constitution enables social systems
to integrat e references of past an d futur e simultaneousl y within a n extende d
and enduring present, synchronous to the actual present in which communic-
ative events are emerging and disappearing. In consonance with similar insights
from othe r social theorists (Gurvitc h 1964; Lewis and Weigert 1981; Adam 1990),
in MST time is understood as a social quality in its own right, which is created
and perceived systems-specifically in many different ways.

ORGANIZATIONS IN A TEMPORALIZED CONTEXT:
IMPLICATIONS FOR MANAGEMENT

The main insight we can learn fro m th e process theories i s that organizations
are permanently operating in a temporalized world—they are, basically, entities
of becoming (Chia 1997). Within the temporalized world, organizations are bound
to the present. As a whole, the present is constituted by emerging events, which
are th e result s o f the unfoldin g actions an d interaction s o f the participatin g
systems. I n thi s view , al l organization s evolv e an d operat e simultaneously ,
which at the same time implies that the next emerging events are foreseeable to
a limited degree only. In a temporalized world, one situation emerges out of the
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selections o f its predecessors . Principally , each organizatio n has a  surplus of
possibilities fo r action, which explain s why the environmenta l condition s are
complex and th e specifi c constellatio n o f the 'next ' emerging situation finally
remains underdetermined an d opaque in many respects .

In takin g thi s temporalize d contex t seriousl y a s th e conceptua l poin t o f
departure, MST and Husserl's and Mead's concept reveal the fac t tha t reflexiv e
social entities (human consciousness, interacting individuals, and organizations)
are operatin g o n th e basi s o f at leas t tw o presents , th e actua l 'now ' (i n the
following referred to as 'time layer I') and an extended present (i n the followin g
referred t o as 'time layer II'). Both time layers are simultaneously 'used' by all
social entities as a time frame for action formation, but both are totally different
in nature. Fig. 3.1 summarizes them and provide s an integrative overview.

If the analysis so far is accurate, the two time layers do not only comprise the
general contextual features for human acting, they also provide the basic frame
of reference for management fro m a  temporal poin t o f view. Thus, each time
layer implie s specifi c startin g point s fo r a  temporall y enriche d managemen t
concept. I t will be argued that each one reveals qualities o f its own and in this
sense uniqu e possibilitie s an d restriction s fo r organizational managemen t i n
general and the management of change and flexibility in particular.

Management and Time Layer II: Reflexive Planning

Opposed to the managemen t approache s mentione d a t the beginnin g of this
contribution, the reformulated concept reveals a primacy of the present, at least
with respect to the ongoing operating-in-time of the social entities. However, as
far a s reflexive manageria l action is concerned, it also has to accept the special
relevance of the future (Mintzber g 1994: 291). For logical reasons, the intende d
shaping and developmen t of an organization are possible only with respect to

Fig. 3.1. The time layers of social entities



56 CHRISTIA N NOS S

the future , althoug h the y ma y be motivate d b y past  experience s (Wals h an d
Ungson 1991) and—as concrete and actua l action steps—can take place only in
the time horizon o f the present.

But, i n contras t t o th e planning-oriente d concepts , th e reformulate d per -
spective depicts future, no t as a frame o f factors, which is easily to be stabilized
and (simply ) reached a t a  late r poin t i n time , but a s a  permanently movin g
horizon, which ca n neve r really be approached . I n this sense , ' a horizon i s a
boundary whic h move s bac k a s w e mov e towar d it ' (Taschdjia n 1977 : 41).
According to th e concep t o f a temporalized world , the future—a s wel l as th e
past—emerges as a perspective of an operating entity during the present. Being
in a fundamental way both the projection of the present, on the one hand, and
an important facto r that influences and defines the present, on the other hand,
the futur e is  a reflection of  the presen t and  change s as the (emergent ) present
changes! In this perspective, th e futur e ha s to be seen as an open horizon for
the existin g present , whic h ha s roo m fo r severa l mutuall y exclusiv e futur e
presents (Luhman n 1976 : 140). So, future an d presen t are interrelated by thei r
very nature an d bot h are permanently moving (Luhmann 1982: 302; 1995: 89) .

As the future is a moving boundary, a  horizon fo r reflection, projections an d
expectations ca n b e onl y preliminary (Da s 1991). Thu s plannin g activit y ha s
to be fundamentally reformulated . I t should no w be seen a s a self-observin g
(reflexive) activity , which tries not t o forecas t futur e state s of the world but t o
provide orientation to the dail y activities of the organization and evaluat e th e
possible rang e of  corresponding actions and  re-action s of  the environmenta l
forces (o r perhaps better : the othe r organizations in the environment) . In th e
reformulated perspective , plannin g ha s th e tas k o f minimizing th e distanc e
between th e desig n process o f a system's intention s an d th e development s of
the world that are actually happening (Brow n and Eisenhard t 1997). Therefore ,
within reflexiv e plannin g intende d actio n step s ar e substantiated mor e expli-
citly on the basis o f tentative an d actual syntheses o f the environment than on
detailed and fine-grained analyses—as, for instance, strategic management ha s
recommended since the 1980 5 (Schendel an d Hofe r 1979) .

If tim e i s taken seriously , the imag e o f the futur e a s a  well-defined project
can no longer serv e as the dominant orientation for organizations. I n (partial)
accordance t o what Nowotny (1989) argues , it has to be replaced by the notion
of an extende d present . But, unlike Nowotny' s basic argument , thi s does no t
necessarily impl y tha t organization s i n a n extende d presen t becom e full y
controllable and easily manageable. Reflexiv e planning does not finally lead to
an infinit e tim e compressio n an d i n thi s sens e a n unproblemati c 'rea l tim e
management'.

From a n organization' s poin t o f view, the present-base d extensio n itsel f i s
first of all a cognitive and not a technical phenomenon. I t is more analogous to
the individual or 'Being' caring for his or her futur e i n Heidegger's sense (1926 7
1962). According to centra l insights of his phenomenological analysis , i n every
moment o f existence th e Bein g is engaged i n drawin g a  temporally extende d
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picture o f him o r hersel f ('tempora l ecstasis') , which—becaus e o f th e fac t o f
existential care—a t an y time feed s bac k to th e actua l an d ongoin g presen t of
being (Skoldber g 1998) . Therefore , wit h respec t t o intentiona l actin g (a s far as
individuals ar e concerned ) o r managemen t (a s far a s organization s ar e con -
cerned), the actual being-in-time of a reflexive entity has to be understood a s an
ongoing processing o f a cognitive future/present tensio n during the present .

Reflexive plannin g i s n o longe r preoccupie d wit h formulatin g completel y
finished and , thus , 'valid ' plan s bu t wit h creatin g 'steerin g impulses ' fo r th e
ongoing interactio n an d co-processin g o f organization an d environment . Fo r
this reaso n i t i s muc h mor e focuse d o n th e us e o f real-tim e informatio n
(Eisenhardt 1989), which is continuously communicated throughou t the organ-
ization. Reflexiv e planning , therefore , open s th e perspectiv e toward s a  per -
manently ongoing learning endeavour (Schreyog g and Noss 2000).

Moreover, with respec t t o th e environmenta l conditions , reflexiv e plannin g
has to face a world of temporalized complexity (Luhmann 1978; Noss 1998). As is
the cas e wit h an y plannin g activity , (even ) reflexiv e plannin g i s necessaril y
selective in its  effor t to  reduce thi s environmenta l complexity . Because of  the
empirical fact that all selective acting is confronted with the ris k of failure, th e
operative selectivit y o f (reflexive ) plannin g ha s t o b e compensate d b y over-
arching processe s o f environmenta l 'scanning' . Thes e scannin g operation s
take th e characte r o f a  'second-orde r observation ' o f th e ongoin g system -
environment interactio n (vo n Foerster 1981 ; Schreyogg and Steinman n 1987) .
In principal, they have to proceed synchronousl y t o the planning activitie s and
extend th e actua l reflectin g an d manoeuvrin g proces s o f a n organizatio n i n
time, focusin g o n fa r mor e remot e future s an d providin g informatio n an d
experiences that stem fro m th e organization' s history (Luhman n 1982: 304) .

Management and Time Layer I: Instantaneous (Re) organizing

By contrast, management an d management problems in time layer I are totally
different i n character and origin . As mentioned, the tim e on time layer I indic-
ates th e incessan t emergenc e o f new 'news' . Thus, time layer I comprises th e
elementary time of the actua l world, in which events are occurring and, afte r a
limited span of becoming, finally disappearing. This actual time gives reason to
problems a s sudde n surprise s o r crise s tha t n o reflectio n ca n forese e an d i n
which al l expectations finall y have to fai l (Shackl e 1972) .

As th e conceptio n o f a  temporalize d contex t revealed , the actua l (present )
time implie s a  surplu s o f possibilities for furthe r continuatio n (tha t is , 'tem-
poralized complexity'). Within the moment o f occurrence the elements enlarge
or narrow the possibilitie s for the followin g ones  t o take a specifi c for m (o r in
the socia l worl d 'meaning') . Therefore , th e occurrenc e o f concret e event s i s
emergent in nature and, thus, foreseeable or expectable to a very limited degree



58 CHRISTIA N NOS S

only. Consequently , an y concep t o f intentional (change ) management ha s t o
acknowledge tha t the conjunction o f time and events on the basic time layer is
finally not controllable  (Luhmann 1997).

The circumstance s o f tim e laye r I  resis t an y effort s o f direc t contro l o r
steering in a fundamental way. For logical reasons, managerial acting is depend-
ent o n the existenc e o f an (a t least minimal ) extended tim e horizon in which
temporal remot e event s an d action s ca n b e integrated . On the basi s o f this
integration—which all meaning-operating social systems typically form during
reflection—intentions and expectations can be generated, which in turn are the
preconditions for any managerial activity. The central problem is, however, that
reflection alway s takes (a t least some) time into account, whereas in the basi c
time layer , time and event s ar e fundamentally couple d an d emerg e togethe r
(or simultaneously).

Moreover, this points to the related problem that something always happens
during or simultaneously with any reflection process of individuals or planning
process o f organizations (Mintzber g 1994: 239). Under conditions o f simultan-
eity, cause-effec t relationship s ar e largel y suspended ; a  grea t dea l o f wha t
happens simultaneousl y wit h reflexiv e manageria l processe s (lik e planning )
cannot b e influenced by the sam e reflexiv e manageria l operation s (Luhmann
1997:45) • Therefore, organizations need special managerial capacities to deal with
the problems of the actual and emergin g flow of 'nows'. A managerial concept
that want s t o tak e tim e seriousl y int o consideratio n ha s t o conside r thes e
special problems and at least has to provide a perspective for a solution.

Up unti l now the classica l answe r t o th e problem s o f the actua l presen t i s
contingency planning, stil l the mos t centra l ingredient o f all kinds of prepara-
tion for crisis and/or other unforeseen events. But, with respect to the concept
of a  temporalized context , thi s specia l for m o f planning ca n hel p t o a  very
limited degre e onl y (Quarantell i 1988: 374). The actua l moment whe n event s
finally amount to a  critical situation i s a transformation of a potential o f pos-
sibilities into fact s t o which an organization ha s t o react . The intention t o be
prepared fo r al l possibilitie s i s finall y no t realizable , sinc e al l plannin g
(including contingenc y planning ) i s necessarily selective i n nature, an d in the
world of time not only all possible constellations of the emerging events but all
possible change s o f the constellation s mus t b e ex-ante  imaginabl e o r obser-
vable to planning in order to be successful .

Thus, institution s hav e t o tak e othe r manageria l potential s int o account —
that is, management capacities, which have to be generally held in store and are
able t o ac t immediately the problemati c situatio n unfolds . Researc h findings
indicate that th e mos t promising candidate fo r such a  task is to be located in
the managemen t capacit y of organizing. Serving as a  generator o f immediate
actions, an organization's configuration comes into the foreground (Ilinitch etal.
1996). Special capacities for absorbing environmental stimuli, information, and/
or knowledg e as wel l as specifi c capabilitie s fo r coordinating an d dispersin g
them internally are starting points that emphasize the unique problem-solving
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potential of organizations' functioning. This finally opens the perspective to the
more recentl y discussed 'flexibl e forms' , whic h n o longe r treat reflectio n an d
action a s two (totally ) separat e sphere s bu t hel p t o approximat e o r integrat e
them i n an institutional contex t (Volberd a 1998).

Most importan t i n thi s respec t i s th e structura l capacit y o f ubiquitou s
communication—that is , the possibilit y of an organization' s member s organ-
izing their relevant communicative arena according to the actual emergence of
the problematic situation. The concluding point of such a line of thinking is the
organization, i n whic h communicativ e structur e an d leadershi p ar e abl e t o
change corresponding to the environmental conditions and where new impulses
are immediately transformed into systems operations and/or structural disposi-
tions. So far, such 'instantaneous ' organized forms have been much discusse d
with referenc e to th e capabilit y o f organizationa l improvisatio n (Weic k 1987;
Moorman and Miner 1998) and are particularly to be found in specific branche s
of arts . Formations of modern jazz orchestras o r theatre group s are organized
social systems and, as such, they operate on the basis of a diversity of structures
(social, musical , dramaturgical , fo r example), rely on a  division of labour, an d
are basicall y engage d in  performin g or  producin g somethin g (Bastie n and
Hostager 1988).

But the y procee d i n a  totall y differen t wa y from othe r organizations . The y
integrate their operations without pre-fixe d programmes ; by improvising they
are looking for the next possibilities for action; and, while communicating and
acting, th e member s decid e whic h ar e th e nex t step s t o b e carrie d out .
Apparently, for those kinds of organizations real surprises do not exist , because
the structur e itsel f has a  high degre e o f ('built-in' ) emergenc e and , therefore,
every ne w emergin g even t i s absorbe d o r integrate d int o th e operation s
instantaneously.

The 'organization structure' , if one wants to label it in the traditiona l way, is
underspecified itself and there is—so to speak—a necessity for emerging events
to b e pulle d int o th e ongoin g processe s i n orde r fo r systems ' operation s
(reproduction) t o carr y on . I n thi s stat e o f affair s flexibilit y ha s becom e a
general competenc y o f such organizations . It i s no extraordinar y feature tha t
has to be added artificially .

CONCLUSION

This contributio n explores the relationshi p o f organizations an d environmen t
from a  temporal point of view, focusing on possibilities for managing flexibility
and change . I t is argued that, in the world of time—no artificia l world but th e
world in which we live—it is short-sighted to understand managemen t eithe r as
exclusively plannin g an d thu s futur e oriented , o r a s pre-programme d an d a
past-driven set of activities. With the subjec t matter reformulated, the specifi c
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character of management ha s changed fundamentally. The main features of the
new conceptual outlin e are as follows .

• Organization(s) , environment , an d managemen t ar e conceive d o f a s
processing i n paralle l an d simultaneousl y durin g the movin g horizo n of
the present time .

• Th e reformulation of the primary time conception is not only an important
issue fo r the elaborate d perspectiv e bu t th e vie w of differen t manageria l
capacities i n combinatio n wit h thei r tim e implication . A s indicated ,
management shoul d b e seen as a basic systems operatio n i n the presen t
time. A s suc h i t i s conceptualize d a s a n orchestrate d endeavou r wit h
specific foca l points , whic h clearl y differentiat e tempora l requirement s
and manageria l competencies .

• I n thi s respect , reflexiv e plannin g (an d processe s o f higher-orde r
observation) coul d b e identifie d t o manag e th e extende d presen t an d
provide revisionable expectations and rationalizations of past experiences .
In addition , a  'fluid ' mod e o f organizing helps with the problem s o n th e
ultimate actual time layer and keeps the system flexible and open for even
instantaneous change . For this reason th e reworked concept i s composed
of functional  equivalents,  in whic h on e o f the m take s th e leadin g par t
according to the problems to be solved.

So far , the elaborate d perspectiv e consist s mainl y o f conceptual considera -
tions. I t surel y needs additiona l clarifyin g ho w specifi c time-base d manage -
ment approaches could be further developed in order to meet the requirements
of eac h tim e laye r in a  more practica l sense . Furthermore , empirical insight s
are needed concentrating on the possible ways in which the two time layers and
the correspondin g manageria l competencie s shoul d b e combine d and/o r
synchronized in an institutionalized context .



CHAPTER

4
Now's the Time! Consumption and
Time-Space Disruptions in
Postmodern Virtual Worlds

Pamela Odih  and David  Knights

INTRODUCTION

Linear, irreversible , measurable , predictabl e tim e i s bein g shattere d i n th e networ k
society, in  a  movement of  extraordinary historical significance. But we are not  jus t wit-
nessing a relativisation of time... The transformation is more profound; i t is the mixing
of tenses to create a forever universe, not self-expanding but self-maintaining, not cyclical
but random , not recursiv e but inclusive ; timeless time , using technology to escape th e
context of its existence, and t o appropriate selectively any value each context could offe r
to th e ever-present . (Castell s 1996: 433 )

There i s littl e doub t tha t virtua l realit y an d advance s i n globa l electroni c
communication involve a more intense compression of time and space than we
have previously experienced. In the microelectroni c world of virtual commun-
ication, time has to be seen muc h more as tied to the socia l context o f its use
rather than as an unproblematic medium whose neutrality permits comparison
and communicatio n acros s divers e boundaries . Thes e very boundaries are  in
disarray a s w e begi n t o realiz e tha t ever y communication i s a  prosthesi s o r
projection o f a unique identity . Instantaneous communicatio n an d consump -
tion mean that we no longer experience a common time 'in' which we all live in
more or less mutual relevance , but, on the contrary , events in cyberspace ar e
simultaneously global and local, representing a unique and unrepeatable period
of time (Ada m 1990; Ermarth 1992). Global communications throug h the Inter -
net make possible a new kind of relationship between place and space; in effect,
'through their capacity to transgress frontiers and subver t territories, they are
implicated in a complex interplay of deterritorialisation and reterritorialisation'
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(Morley an d Robin s 1995 : 75). Places ar e n o longe r rationall y define d an d
ordered b y thei r boundarie s an d frontiers . Instea d o f demarcatin g places ,
the boundary becomes 'permeable , a n "osmoti c membrane" , through which
information an d communicatio n flow ' (Morle y an d Robin s 1995 : 75). Con-
sequently, previously distant tim e and spac e relativities now form par t o f the
daily interaction o f global communities, financia l markets , business corpora -
tions, academic institutions, and so on.

As a comparatively new discipline, marketing has aspired ever since its early
development to emulate the positive sciences, and, in particular, economics and
psychology (Shet h and Garret t 1986). Departing from thi s traditio n w e extend
Foucault's early epistemological analysis o f biology, linguistics, and economic s
(1973&) t o adop t a  genealogica l analysi s o f marketin g i n moder n an d post -
modern time-space.  More specifically , i n this chapter, we move from repres -
entation to discourse in an attempt t o resist the 'closur e of meaning' (Derrid a
1978) aroun d time-space . I n thi s sense , deconstructio n uncover s th e socio -
historical and political assumptions that sustain representational discourses of
time-space. However, i t is not jus t th e discursiv e meanderin g of intellectual
postmodernists tha t i s affectin g ou r conception s o f time. At a practical level,
current materia l transformation s i n microelectroni c communication s an d
cyberspace relation s ar e producin g a compressio n o f space an d tim e tha t i s
incompatible with distribution and marketing practices that see m caugh t in a
representational tim e warp.

The concer n o f thi s chapte r i s t o argu e that , despit e th e theoretica l an d
empirical disruptions to linear and universalist conceptions o f time and space ,
marketing discourse s o f consumptio n ar e reluctan t t o abando n representa -
tional time-spac e i n favou r o f more contextuall y grounde d understandings .
This i s unsurprising in the sens e tha t marketin g i s a discourse tha t seek s t o
control, predict, or manage the consumer . The indexical character of social lif e
where meaning is tied to the social context of its expression and use (Garfinke l
1967) can only leave marketing 'throwing its arms in the air' in despair. It could
be argued, then, that this chapter anticipates the possible demise of marketing.
Unless i t relinquishes its mission of control over the consumer , it will remain
out o f sync with the way people live their lives. Yet, if it reflects the diverse and
context-dependent characte r o f time an d space , marketin g loses it s clai m t o
technical expertise in the contro l and prediction of consumer behaviour.

The chapte r begin s b y identifyin g th e representationa l root s o f marketing
conceptions o f tim e an d it s powe r effects . I t prepare s th e epistemologica l
ground fo r a discussion i n the secon d sectio n o f the thre e dominan t repres -
entational approache s t o tim e within th e literatur e on distributio n an d con -
sumption in marketing. The 'objectivist', 'subjectivist' , and 'social ' approache s
to tim e ar e criticall y examined respectively , before , i n th e fina l section , w e
address th e implication s fo r consumptio n an d distributio n o f bot h micro -
electronic technolog y an d postmoder n sensibilitie s o n conception s o f tim e
and space.
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REPRESENTING TIME-SPACE AND
CONSUMER SUBJECTIVITY

Although there are a variety of frameworks fo r understanding what constitutes
marketing knowledge , a  central feature is its unproblematic allegianc e to pos-
itivist methods within an empiricist epistemology. In its fervour to be recognized
as a  scientifi c discipline , there i s an almos t universa l claim t o objectiv e neu-
trality within the discours e of marketing (Hunt 1983). Science is, above all else,
an empirica l activity embedded i n objective observation devoid of judgement,
interpretation, and othe r forms o f subjective mental operations . I n an attemp t
to emulate the succes s and prestige of scientific practice , marketing treats the
objects of its investigation a s coterminous with the objects of nature. This is the
positivist tur n tha t discount s an y ontologica l discontinuit y betwee n socia l
phenomena an d th e worl d of nature (I . D . Douglas 1970) . Marketin g thereby
reduces the complexity of its subject matter to a set of quantifiable independent
and dependen t variable s tha t ar e amenabl e t o causa l analysi s throug h com -
parative study and/or statistical manipulation. The social world that is the 'raw
material' o f marketin g i s assume d t o exis t independentl y o f th e observer ,
although mad e knowable onl y through sens e perception and thereby repres -
entations o f actions an d events . I t can b e though t o f as a  stable , predictabl e
structure compose d o f a network o f determinate relationships between con -
stituent parts. Reality is to be found in the concrete behaviour and relationships
between these parts . Alongside other representational epistemologies , market-
ing subscribe s t o a  correspondenc e theor y o f knowledge, where th e trut h o r
accuracy of statements is seen to reside in some direct correspondence with the
reality they describe. Within marketing, there is little epistemological question-
ing of the 'reality ' o f representation fo r language is seen unproblematicall y to
mirror reality and in so doing to provide the means of 'uncovering' the essential
structures and dynamic s of the socia l world.

In th e sam e wa y that knowledg e an d 'control ' o f the 'natural ' worl d have
been made possible through scientifi c method s an d engineering technologies,
so it is thought that society can be measured and 'controlled' once the 'correct'
techniques of analysis are devised and developed. Within this technical-rational
view of knowledge consumers are knowable, limited entities, the characteristics
of which can be captured i n the same way as can any natural objec t of science.
Thus, fo r example, in orde r to b e abl e to generat e representations o f markets
that facilitate profitable distribution for corporations, it is necessary to objectif y
the consumer , the effec t o f which is to 'normalize ' consumption .

This objectificatio n o f th e consume r wa s unproblemati c i n pre-marketin g
days when there was a shortage of productive goods such that effective deman d
exceeded supply . Anyone with surplus income or wealth was a consumer and
would seek out the supplier without the latter having to make the kind of effor t
that is today seen as marketing, sales, and distribution. Mass production began
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to chang e al l that,  bu t again , i n it s earl y days , consumer s wer e see n a s a n
aggregated mas s an d consumption simpl y about consumers having the effec -
tive means (tha t is, money) to purchase products. The famous Ford declaration
that 'you can have any colour as long as it is black' reflected the fact that simply
buying a  car was sufficiently distinctiv e no t t o have t o be bothered abou t it s
colour. Efficient productio n and growing affluence mean t that mass consump-
tion bega n t o reac h point s o f saturation an d ther e wa s the potentia l dange r
of suppl y exceedin g demand . Bartel s (1986 ) claim s tha t 'interes t i n advert -
ising increase d aroun d 1900...a s buyers ' market s bega n t o replac e sellers '
markets...' (1986 : 192). This appears t o have been th e turnin g point fo r mar-
keting an d advertising , althoug h i t wa s no t unti l th e secon d decad e o f th e
century tha t basi c concept s i n marketin g 'emerge d an d wer e crystallised '
(1986:193) an d unti l around 1940 that 'mer e description was subordinated to a
management viewpoint ' (1986 : 204). Interestingly at a  more conceptua l level ,
Sheth and Gardne r (1986 : 212) argued that early developments perceived mar -
keting as exclusively about 'economic exchange' and therefore not about other
kinds of human behaviour and emphasized th e power of the marketer to influ -
ence o r contro l consumer behaviour . Axiomatic to thi s concep t o f economic
exchange is a notion of transactions as 'one-time exchanges of values between
two parties wh o have no prior or subsequent interaction ' (Easto n and Arauj o
1994: 74)- The identities of parties are of limited significance as 'transactions are
assumed to be perfectly replaceable across parties with similar utility functions'
(Easton an d Arauj o 1994 : 74). Discursively, the 'pur e transaction ' seductivel y
contrives t o detac h th e exchang e relationshi p fro m it s embeddednes s i n a
plethora of densely woven temporal conditions. Transactions have no historical
context a s th e 'histor y o f pas t relation s i s immateria l an d al l element s o f
exchange ar e containe d i n sharpl y define d tim e frames ' (Easto n an d Arauj o
1994: 74) . Rather , timeless agent s ar e represented  a s engagin g in a  zero-su m
game of self-seeking opportunism. We have elsewhere (Odih and Knight s 2000)
described this discourse of time as 'objectivist' .

The assumptio n tha t bot h underlie s bu t als o legitimize s th e 'objectivist '
approach is a utilitarian belief in the utility of time as a unit that is readily given
a monetary value (Becke r and Michae l 1973; Berry 1979). So, for example, time
can be used to price products in relation to the labour cost of their production
or simpl y t o measure  th e opportunit y cos t o f time spen t o n consumption .
When abstracted fro m it s context, it is no surprise to find the 'clockwor k pre-
cision' of this objective notion of time applied to a wide variety of instances an d
issues. So time is conceptualized as , for example, a controllable scarce resource
(Becker 1965) and a  'pressure' in decision making (Enge l et al. 1990; Dhar an d
Nowlis 1999). In each of these examples, it is clear that time (and space) are like
commodities—that w e accumulate , possess , exchange , lose , save , o r wast e
(Knights forthcoming).

Although objectivist studies have time as their focus, they fail to problematize
either it s conceptualizatio n o r it s use . Tim e is not a n 'emergent ' concep t i n
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these studies ; rather , i t i s predefined i n advanc e o f whatever i s being studie d
(Adam 1990). Moreover, in treating time as objective, external, and invariant , a
position o f neutrality is assumed producing a consciousness tha t is capable of
being everywhere and nowhere in particular, 'a consciousness a t once immob-
ile an d omnipresent ' (Ingol d 1993: 155). The objectivis t positio n present s a n
untenable reality, an independence from th e specific , contextua l vantage point
of observation .

Time-Space Cognition

The epistemologica l condition s conduciv e t o objectivis t discourses o f time-
space were radically questioned i n the igGo s as the ensuin g focus on exchang e
of values admitted othe r non-economic aspects o f behaviour to be included in
the remi t o f marketing. It also returned t o a  traditional economis t vie w of the
consumer as sovereign, and therefore to a concentration on the psychology and
motivation behind buye r behaviour. Thi s was a time when a  simple objectifi -
cation o f the consume r becam e problematic. 1 Objectifications ha d t o becom e
more sophisticate d an d involv e the segmentin g o f the marke t int o a  range of
types o f consumer . A t first , segmentatio n appeare d t o b e n o mor e tha n a
managerial respons e t o an external (market ) environmen t (Knight s and Sturdy
1997)- However , th e intensificatio n o f competition , flexibl e productio n tech -
nologies, an d increase d consume r sophisticatio n and/o r heterogeneit y began
to play their part i n promoting new ways of understanding th e marke t or what
might be see n a s a  heightened marketin g orientation (W . R. Smith 1956). Fully
confirming th e rol e tha t Foucaul t (1973& ) sa w th e huma n science s fulfilling ,
segmentation practices within marketing soon began to draw on the assistance
of th e scienc e o f psycholog y t o provid e mor e precis e an d evidence-base d
constructions o f different subjects . It is as though the objectificatio n o f groups
in time-spac e require d a  serie s o f subjectifyin g method s an d procedure s
to interpre t thei r underlyin g meaning , albei t i n th e guis e o f 'needs' , values,
and desires .

While not rejectin g the positivis t paradigm, cognitive subjective approaches
recognize tha t tim e doe s no t exis t a s th e exclusiv e propert y o f a n externa l
object. Instea d i t i s said t o resid e i n the min d o f the subjec t that experience s
time. Subjective notions o f time focus , therefore , o n th e cognitive , perceptual

1 W e are talkin g in ver y generalized or gran d narrative terms here simpl y t o provid e some
sense o f the development s that were occurring. Clearly, ther e ar e numerou s exceptions that
could be understood only through detailed investigations of the specific and localized contexts.
Competition i s the majo r stimulan t for a  compan y to engag e in marketin g and distribution
strategies and this will occur differentially accordin g to a range of circumstances. Prior to mass
production, this would occur particularly when limited income meant that consumers had t o
be persuaded to buy goods and fro m on e source rather than another.
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apparatus b y whic h individual s comprehen d tim e (Hirschma n 1987 ; Gibbs
1993)- Because consciousness , th e mind , o r reason preced e al l human experi -
ence, tim e i s presumed t o represen t a  synopti c vie w that th e subjec t ha s of
events (Elia s 1992). As the repositor y o f time, the min d i s objectified a s a phy-
sical property of the brain in exactly the sam e way objectivists trea t tim e as a
property of external objects. While seemingly existing in the subject rather tha n
the object , no t surprisingly , tim e remain s unilinea r an d fixe d rathe r tha n
polymorphous and fragmented. Indeed, a cognitive conception of the subject is
equally objectivist, so that the distance betwee n the two perspectives is one of
degree rather tha n kind . An example to illustrate the parallel between th e two
perspectives ca n b e see n i n consume r decision-makin g model s (Enge l e t al.
1968; Howar d an d Shet h 1969 ; Bettman 1979) , wher e th e 'memor y construct '
plays a pivotal role. Represented as an objective observable entity, this memory
is presume d t o stor e semanti c informatio n (Bettma n 1979 : 57), which the n
leaves wha t i s calle d a  memory  trace  tha t i s activate d b y consciousnes s a t
appropriate points in time.

This physica l conceptio n o f min d perceive s memor y i n a  machine-lik e
fashion suc h tha t a  spark o r energy input ca n release th e pas t fro m th e raw ,
physical matte r wher e i t is believed t o reside . In short , i t is assumed tha t th e
past is carried forward in time by the brain's physicality (Arcaya 1992: 303). The
account of memory that underlies this understanding of consumption has been
heavily criticized (e.g. Strauss 1966; Zimbardo et al. 1971; Arcaya 1992), particularly
in relatio n t o it s disembodie d perspectiv e o f time an d space . As numerous
phenomenologists (e.g . Husser l 1928/1964 ; Merleau-Pont y 1945 ; Heidegger
1971) argue , memory is (re)constructed in and throug h time-space events. Any
reinvocation of the past from physica l fragments (fo r example , the recognitio n
that a n existin g product i s in nee d o f replacing) o r intangible influence s (for
example, a n advertisemen t fo r a more advance d versio n o f a product) in th e
present require s th e individua l t o engag e i n a  'bi-temporal ' (Straus s 1966)
splitting of consciousness. Subjectivis t accounts fai l t o recognize how subjects
do not simpl y restore the pas t fro m memor y when buying products but ofte n
reconstruct themselves as they reinterpret the past to coincide with anticipated
or desirable senses of the present o r the future (se e Keenoy et al., this volume).
Individuals ar e capabl e o f uniting the litera l with th e virtua l an d linkin g one
temporal orde r (th e present) with other s (th e past an d future) . Withi n a phe-
nomenological frame o f reference, tim e is inextricably bound u p wit h places ,
spaces, an d the body. For people 'd o not so much think real time but actuall y
live it sensuously, qualitatively' (Urr y 1995: 6).

Indications o f a  paradigmati c shif t are , however , eviden t i n th e anti -
positivistic researc h (Arnd t 1985 ; Foxall 1986 , 1987, 1990; P. F . Anderson 1989;
Hirschman and Holbrook 1992). Arndt (1985), for example, argues that marketing
has for too long been dominated b y a highly reductionist structural-functional
approach (a s eviden t i n th e memory  construct).  H e contrast s thi s wit h a
'subjective worl d paradigm ' draw n fro m socia l constructivis m an d symboli c
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interactionism. Thi s 'interpretivist ' approac h has , i n recen t years , gaine d a
considerable followin g i n consumer behaviou r (se e Hirschman an d Holbrook
1992; Brownli e e t al.  1994) . Th e increasin g popularit y o f 'interpretivist ' an d
'interactionist' perspective s ha s resulte d i n th e emergenc e o f radica l altern -
atives to linear discourses o f time and consume r behaviour .

Shopping for Subjectivity in Social Time-Space

A socia l approac h draw s largel y o n a n interactionis t perspectiv e wher e th e
meaning of anything, including time, is seen as profoundly to do with language
considered a s a medium and outcome of social interaction. Material objects are
seen t o embod y a  syste m o f meanings, throug h whic h w e expres s ourselve s
and communicate wit h each other . In their capacity as consumers, individuals
engage with a proliferating multitude of goods for the purposes of 'fashion[ing]'
(Bauman 1988: 808) a distinct and differentiate d subjectivit y at the leve l either
of the individua l o r of the grou p and subcultur e (fo r example, youth). Indeed,
consumerism ha s mean t tha t consumptio n ha s becom e a  wa y o f lif e an d
one o f th e mos t importan t source s o f identity , perhap s displacin g th e pre -
eminence o f work and occupatio n i n th e lat e twentiet h century . Identit y in
this formulation does not relate to fixed attributes of personality or self, still less
to certai n fixe d form s o f behaviour . Instead , a s Gidden s (1990 : 54 ) argues,
identity lies now 'in the capacity to keep a particular narrative going'. What this
signifies i s tha t ever y person i s onl y a s 'good ' a s hi s o r he r las t 'claim ' t o a
particular identity . I n premoder n societie s wher e identitie s wer e primaril y
ascribed a t birth through kinship and blood lineage or acquired through affina l
ties o f marriage, this precariou s an d unendin g proces s o f achieving and sus -
taining one's identity through social activity was unknown. However, in modern
society, identity becomes eve r more absorbing as it is precarious and i t begins
to b e th e measur e o f life— a flui d reflexiv e proces s instantiate d throug h th e
time-space events, which it also serves to constitute (Mor t 1988; Giddens 1990;
Lefebvre 1991) .

There is a wide range of social approaches to time within consumer research.
Some merely replace the objectification o f time and/or the subject with equally
reified structura l o r cultura l conditions o r cause s o f their production. Within
such discourse s (e.g . Nicosia and Mye r 1976 ; R. Graham 1981 ; Gronomo 1989;
G. Davies 1994), consumer subjectivity is constituted as an emergent property of
specific structurall y determinant tempo-spatia l processes . A  more activ e sub-
ject i s t o b e foun d i n th e 'experiential ' tempora l model s o f Hirschman an d
Holbrook (1992 ) an d Bergada a (1992) , an d th e 'relativity ' tempora l mode l o f
Gibbs (1993) . Here time and spac e are conceptualized no t a s standing outside
the self and its cultural, stratified, or gendered contexts to determine the subject
of consumption . Rather , identit y i s embedde d in , an d constitute d through ,



68 PAMEL A ODI H AN D DAVI D KNIGHT S

time-space 'events' that are themselves i n continuous flux and reformation as
the self-reflexiv e monitorin g o f action an d interactio n unfolds .

However, fe w of these researcher s theoriz e th e powe r an d knowledg e rela-
tions that serv e t o constitute linear time . They , therefore , ar e unable to app -
reciate th e socia l processe s throug h whic h alternativ e conception s o f tim e
are subjugate d o r obscure d b y th e dominanc e o f linear time . Moreover , b y
failing t o engag e theoreticall y wit h th e discursivel y constitute d existenc e o f
linear time, social approaches contribute to many of the everyday assumption s
of linear time—that is, they take it for granted as a given and inevitabl e part of
our socia l existence . Despite problematizing social conceptions o f time, thes e
approaches continu e t o reinforc e the hegemon y o f linear time , an d thereb y
inadvertently contribut e t o marginalizing their ow n discourse . Tha t i s to say ,
the intimate and irreducible ti e between time and social lif e is remaindered as
we are seen t o busy ourselve s wit h meeting the routine s an d ritual s o f linear
time a s impose d o n u s b y a  masculin e an d institutiona l pragmatics . Ye t a
simple reflectio n o n everyda y lif e woul d revea l t o u s tha t subjectivit y i s no t
stable, continuous , and consisten t a s and between distinc t linear time frames .
Rather, i t i s historically an d culturall y contingent , discontinuous , potentiall y
fractured, an d multiple (Knight s and Odih 1995,1997). In order to reflect furthe r
on these problems, i t is helpful to embark o n a deconstruction of linear time .
This ca n b e conducte d no t jus t a t a  theoretica l leve l o f analysin g power -
knowledge relations but also at the practical leve l of observing the power effect s
of wha t migh t b e see n a s a  cyberspac e revolutio n i n communicatio n an d
distribution.

MARKETING IN POSTMODERN TIMES

Abstraction today i s no longe r that o f the map , the double , the mirro r or the concept .
Simulation i s n o longe r tha t o f territory , a  referentia l bein g o r a  substance . I t i s th e
generation o f models o f a  rea l withou t origi n o r reality ; a  hyper-real. Th e territor y no
longer precede s th e ma p no r survive s it . Henceforth , i t i s the ma p tha t precede s th e
territory—PRECESSION OF SIMULACRA—i t i s th e ma p tha t engenders. (Baudrillar d 1983: 2).

The postmodern conditio n suggests that we are experiencing an intense phas e
of time-space compression an d thei r fragmentatio n bot h globall y and locall y
(Harvey 1991) . Unparallele d advance s i n communication s technolog y hav e
intensified, fragmented , an d dramaticall y delineate d comple x valu e chain s
inducing a  'systemi c perturbatio n i n th e sequential ' orderin g o f time-space
(Castells 1996: 464). One might suggest this intense time-space compression is
simply an intensificatio n of the dilemma s tha t have , fro m tim e to time, bese t
capitalist procedure s an d thei r demand fo r a constant revolutio n of the force s
of production . Whils t th e economic , cultural , an d politica l response s ma y
not b e exactl y new, the rang e o f these response s differ s i n certai n importan t
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respects fro m thos e tha t hav e occurre d before . Th e intensit y o f time -
space compression i n Western capitalism sinc e the 1960 5 with al l of its emer-
gent features of excessive ephemerality and fragmentatio n in the politica l and
private, a s wel l as i n th e social , real m doe s see m t o indicat e a n experientia l
context tha t make s th e conditio n o f postmodernit y somewha t distinctiv e
(Harvey 1991) .

Consider th e fat e o f location dependen t concept s suc h a s marke t segmen -
tation, in the ligh t of instantaneous globa l communication. Castell s (1996: 428)
describes how the technologica l infrastructure of a globally networked society
defines a  ne w spac e o f financia l market s an d communication , glacia l i n it s
dimensions as it imposes 'its logic over scattered, segmented places'. The new
'space of flows' is about technologically facilitated connection rathe r than our
material places. New media precipitate a  disconnection o f localities from thei r
cultural, historical , geographic meanin g an d a  reintegratio n 'int o functiona l
networks, or into image collages, inducing a space of flows that substitutes for
the spac e o f places' (Castell s 1996: 375) .

Consider als o th e cyclica l rhythm s o f busines s processe s an d consume r
markets (Morga n 1997). Innovations in communication, production, and distri-
bution hav e radicall y developed ou r relationshi p wit h these  tempora l cycles ,
resulting i n thei r becomin g compresse d an d relationa l (Ada m 1990 ; Papows
1999)- There ar e no longer common times and space s 'in ' which we all live in
more or less mutual relevance. On the contrary, time and space are constituted
as a  loca l definition , a  dimensio n o f a n event , a  uniqu e an d unrepeatabl e
location o r period (Ada m 1990; Ermarth 1992). In the writing s of Castells (1996:
467) th e 'spac e o f flows ' i s see n t o engul f tim e b y dissolvin g th e sequentia l
ordering of past, present, and future 'making them simultaneous thus installing
society i n eterna l ephemerality ' an d precipitatin g a  'timeles s time' . Ther e is
clearly intensity and tensio n (Coope r and La w 1995) around postmoder n tem -
poral-spatial relations that were perhaps not so evident within representational
regimes wher e th e boundarie s betwee n on e tim e an d anothe r o r differen t
spaces were more clear-cut .

Whilst appearin g t o embrac e th e marketin g possibilitie s o f postmodernity,
consumer researc h reflect s tension s aroun d postmoder n time-spac e i n it s
reluctance to relinquish an epistemological allegiance to representational linear
time. Rapidly developing information technology is often seen as enabling 'mass
customization', 'one-to-on e marketing' , an d th e developmen t o f long-term
'marketing relationships ' (Shet h an d Sisodi a 1997 ; Ahola 2000 : 2) . Wigan d
(1996) describe s e-commerce , a s enablin g uniqu e opportunitie s fo r personal -
ized interactivit y an d spontaneou s 'marketspace ' accessibility . Clea r infer -
ences are made , her e an d elsewher e (Shet h and Sisodi a 1997; Venkatesh et al.
1998; Ellio t 1999) , t o th e differentiate d instantaneous , fragmente d time s an d
spaces o f postmodern consume r culture . However , o n close r inspectio n th e
rhetoric o f 'customer-centric' , 'fluid-marketing' , an d 'empowere d consumers '
(Elliot 1999 : 120) ofte n conceal s a  specifi c notio n o f th e subject , self , an d
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subjectivity—one tha t w e intend t o revea l a s discursively aligning with linea r
time's Cartesian  Cogito.

The 'Subject' of Marketing in Postmodern Time-Space

Venkatesh, Meamber , an d Fira t (1998 : 303) , in a  fascinatin g and enlightene d
article, describe th e new marketing frontier tha t i s cyberspace as follows :

... there ar e some feature s o f cyberspace not foun d i n the rea l space . Virtual environ -
ments are both marginal (in the sense that they are not accorded equal status with real
life) environments and simulated environments. They do not need physical referents and
individuals can experience virtual conditions not encountered in the real world. People
can construc t virtua l object s i n cyberspac e an d interac t wit h them  bot h a s rea l an d
imaginary objects .

Cyberspace as a  'marketspace ' (Papow s 1999), eliminates th e physica l restric-
tions betwee n buye r an d seller , thu s enhancin g th e exchang e valu e o f thi s
interaction (Venkates h et al.  1998; Papows 1999) . Cyberspace s a s vehicle s fo r
interactivity are 'not only cognitive spaces bu t behavioural spaces an d experi-
ential spaces ' (Venkates h et al . 1998 : 306). Cyberspaces permi t 'considerabl e
exploration o f the kin d unattainable in the rea l world ' (Venkates h et al. 1998:
306). Bu t cyberspaces , accordin g t o thi s an d man y simila r discourse s (e.g .
Papows 1999 ; Ahola 2000) , ar e no t 'real ' spaces . Thus , fo r example , whe n
exploring the construction of identities online, Venkatesh e t al. (1998: 318) state
that 'th e individua l i s abl e t o protec t his/he r rea l identit y an d rever t t o i t
without having to surrender his/her entire persona to strangers'. Bu t surely this
is the sel f of objectivist and subjectivist linear temporal models? For, if the self is
recognized a s embedded i n and throug h time-space 'events' , so as to reflec t
and reproduc e the m i n it s ow n image , the n cyberspac e wil l provid e fo r a
context in, and through, which to construct a sense of self. Thus there can be no
'real' extra-discursive time-space in which the self might retreat. Moreover, the
dualistic opposition between 'real ' and 'unreal ' clearly partakes of a modernist
epistemology.

Modernity, amongs t othe r things , i s abou t th e creatio n o f truth, th e uni -
versality of reason, the disciplinin g o f the soul , mastery and contro l (Foucaul t
1973&). Venkatesh e t al. (1998 ) partake o f a modernist discourse in so much a s
they identif y a  temporal origin— a 'real ' sel f unaffecte d b y its encounter wit h
cyberspace—that is assumed t o authenticate th e existence of a 'real'. This dis-
course appears, therefore , t o reflect and reproduce a  representational episte-
mology, which ascribes language the function of mirroring an 'objective reality'.
Elsewhere we have argued tha t the meanings an d values privileged by repres-
entational epistemologie s naturaliz e pervasiv e form s o f gende r power -
knowledge relations (Knight s and Odi n 1995, 1997; Odih 1999). I t might suffic e
here t o stat e tha t representationa l linea r tim e i s premise d o n th e rationa l
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ordering an d contro l o f time-space and th e denia l o f differance;  i t knows n o
Other. I n thei r continuou s an d systemati c reference s to a  'non-real ' market -
space, Venkates h et al.  (1998 ) serv e to reproduc e th e discursiv e conditions of
linear time and, in so doing, unintentionally partake in the subjugation of their
alternative discours e (Knight s an d Odi h 1995) . Th e unintentionalit y o f thi s
discursive effec t i s particularly significant  when on e reflect s o n thei r enlight -
ened description of 'Cyberspace as the Site of (Marketing) Control' . In this final
section o f their paper , Venkatesh e t al . (1998 : 319) , describe ho w '80 % o f th e
Internet is now completely occupied by merchants of commerce'. Despite their
astute sense of foreboding and concerns for the protection of civil liberties, this
narrative o f contro l continue s t o b e informe d b y a  discours e o f time-space
predicated o n mastery and control . It is only when time-space is conceived as
homogenous, empty , an d representationa l tha t i t ca n b e associate d wit h ' a
desire to kno w what th e socia l i s in totality ' (Gam e 1991: 26). In th e followin g
section we begin to explore an alternative discourse of marketing and consume r
subjectivity in postmodern time-space.

Performativity, Self and Subjectivity in Postmodern Time-Space

Postmodern writer s suc h a s Baudrillar d (1983 ) hav e identifie d contemporar y
consumer and multimedia culture to be producing a surfeit of images and signs
that give rise to a world of simulations tha t efface th e distinction between the
real an d th e imaginary , a  depth-les s aestheticize d hallucinatio n o f reality .
Baudrillard (1975 ) describe s how increasingly in postmodern consumptio n th e
commodity assume s it s importanc e a s a  sig n rathe r tha n somethin g tha t i s
useful. I n line with Saussurian semiotics, this understanding o f representation
goes beyond th e reductiv e notion o f the sig n as a vehicle of meaning and sig-
nification. Rather the relation between sig n and referent is completely arbitrar y
'determined by its [their ] position i n a  self-referential syste m o f [floating ] sig -
nifiers' (Featherston e 1991 : 85). In thi s sense , significatio n means simpl y dif-
ference an d nothin g else . For Baudrillard (1968/1996) , the onl y meaning tha t
signs retain is their difference fro m other signs. Signs are entirely self-referential,
making no attemp t a t significatio n o r classification , their onl y point being to
make a temporary impact on our consciousness. It might help here to reflect on
the countles s time s yo u hav e watche d a n advertisemen t an d momentaril y
deliberated abou t it s tenuous link s to a  recognizable object, product, o r even
experience. Similar reflections hav e lead Baudrillard (1983 : 4) to state that 'it is
no longer a question of imitation, nor o f reduplication, nor even of parody. It is
rather a  question o f substituting signs of the rea l for the rea l itself. '

This detached status of the code enables a bypassing of the 'real' and opens up
what Baudrillard (1975) terms a 'hyper-reality', where the hype or simulation—
the signifier of the signifier—is what is 'real' and the direct focus of consumption
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(Rodaway 1995: 251). Often-cited examples of hyper-reality include Disney Land
(Rodaway 1995) , them e park s (O'Rourk e 1990) , an d shoppin g arcade s (Mors e
1990; Roje k 1993) . Collectivel y thes e author s describ e ho w postmoder n con -
sumers in hyper-reality experience disorientation, confusion, and bewilderment
as they become subject to an unceasing barrage of abstract images, sounds, and
artefacts. Mors e (1990 : 193) , for example , usin g th e concep t o f 'distraction' ,
describes the de-realized spaces of the 'shopping mall' as inducing a sensation
of floating, 'a partial loss of touch with the here and now'. Completely separated
from th e outsid e world , shoppin g arcade s constitut e a  non-spac e 'o f bot h
experience an d representation , a n elsewher e whic h inhabit s th e everyday '
(Morse 1990:195). They induce an 'attenuated fiction effect ' (Mors e 1990:193), a
liquid flow between level s o f attention an d differen t ontologica l state s (Fro w
1997). Liquidity in the sense that de-realized 'non-spaces' invite forms offlanerie.
Resembling, vicariousl y participative aimles s strollin g 'a s everyda y shoppin g
activities are foregrounded as if on a theatre stage' (Shields 1992: 6). Intriguingly,
Morse's subjects (1990:193) are conscious agents who know 'a representation is
not real, but nevertheless momentarily closing off the here and now and sinking
into anothe r world' . Conversely , Baudrillard's world o f simulacr a (1983 ) dis -
places th e coheren t reflexiv e an d responsibl e modernis t sel f an d i n it s plac e
presents u s wit h a  fragmented , multivoca l plethor a o f tempo-spatial 'event' -
based subjectivities.

Central to Baudrillard's world of simulacra and hyper-reality (1983) is a loss of
a sens e o f history an d th e fragmentatio n of tim e int o a  serie s o f perpetua l
'presents' where experiences of a multi-phrenic intensity break down any sense
of permanency, stability , or unity regarding the self . Indeed, Baudrillard iden-
tifies hyper-realit y as ensuin g dramati c discontinuitie s i n th e contextua l link
between the subject and its specific world. In the 'third order of representation',
technologies gain their own momentum, providing a simulacra of actual events
effacing any access to a 'real', which itself is an effect o f the code system (Sarup
1996: in). Advertising provides an apt and particularly pertinent exampl e here .
Advertisers are constantly involved in complex processes o f meaning transfer ,
whereby commoditie s com e t o b e imbue d wit h cultura l meaning s onl y
arbitrarily linke d t o th e referen t tha t the y originall y signifie d (Fira t 1994) .
Advertising in th e curren t er a live s on th e playfu l an d self-reflexiv e natur e of
postmodern culture . Advertisers 'attach signifiers t o disparate object s and just
as quickl y detac h them , al l i n th e nam e o f novelt y an d play ' (Knight s an d
Morgan 1993 : 227). In th e hyper-rea l worl d o f postmodern advertisin g every-
thing mutate s int o everythin g else , al l is image, appearance , an d simulation .
Reflect o n th e indiscriminat e pillagin g o f th e pas t i n th e shap e o f rhetro -
advertisements. And the more recent tendency to reincarnate Hollywood idols
for th e purpos e o f selling products th e like s o f which are , a t best , arbitrarily
associated with their lifetime. Time as a function o f position, as a dimension of
particular self-referentia l events , i s fractured , multiple , an d discontinuou s i n
these postmodern advertisin g practices. Moreover , the search for an authentic,
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integrated sel f throug h identificatio n is displaced, disrupted , an d fragmente d
by th e 'pure ' sig n tha t reside s withi n a  self-referentia l tempo-spatia l contex t
and almost  coincidentall y collide s wit h 'products ' (whic h ar e themselve s
mere signs) .

In the absenc e of a coherent o r unified subject , it is increasingly difficul t t o
speak o f temporality in terms o f memory, narrative, an d histor y (Homer 1994:
4). Rather , the T , ego, cogito of postmodern consume r subjectivit y exists for a
situationally specifi c duratio n the n disappear s o r undergoe s transformatio n
into some new state of being (Ermarth 1992). Condemned to a perpetual presen t
and the immediacy of seemingly random unconnected signifiers , we are subject
not only to a multiplicity, but also to a continually shifting set, of identities. This
suggests a radical break from the conditions of late modernity where 'identity is
the creatio n o f constancy ove r time , tha t ver y bringing of the pas t int o con -
junction with the future ' (Giddens , as quoted i n Clarke 2000: 219). For a notion
of identit y a s a  process , projec t relie s upo n a n organizin g futur e tim e
sequentially linked to a  past an d presen t (Clark e 2000: 219). In the absenc e of
this signifyin g chain , ou r sens e o f identit y become s increasingl y tens e an d
insecure, a s meaning i s perpetually deferred , constantly slippin g beyon d ou r
reach. Jameso n (1984 ) describe s postmoder n cultur e as characterize d b y styl -
istic diversity and heterogeneity , a n overloa d o f imagery and simulation s tha t
have lost an y sense o f a point o f reference, or stable object of representation .
Time and space have collapsed into a perpetual 'present ' in which the past has
been severe d fro m it s historica l contex t 'i n orde r t o circulat e ane w i n th e
present, devoid of its original meanings but contributing to the cluttered texture
of our commodified surroundings ' (Springe r 1996: 40). The outcome, according
to Jameson (1984) , is historical amnesia, and, in its extreme pathological form, a
schizophrenic inability to sustai n a  coherent identit y (Springer 1996).

The fragmentatio n o f time int o a  serie s o f 'presents ' violate s an y sens e o f
signs and images linked by narrative sequences; there are only vivid immediate
isolated affect-charge d experience s o f presentness o f the world—o f intensitie s
(Jameson 1984). For us, the marketspace of the Internet provides an emblematic
medium fo r whic h t o demonstrat e th e provisionalit y o f postmoder n sub -
jectivity. In the writings of Baudrillard (1988) and Sobchac k (1991) the fla t surface
of the compute r scree n becomes a n allegor y for depthless selves. As Sobchack
(1991: 257) explains, 'only superficial beings without "psyche" without depth ca n
successfully manosuvr e a  space tha t exist s solely to display' . In this discourse,
the spac e o f th e Interne t i s n o longe r a  context , providing fo r continuitie s
between time, movement, and event (Sobchack 1991: 257). Rather, 'space is now
more ofte n a  "text " tha n a  "context" ' (Sobchac k 1991: 231-2). And electronic
selves assume a seemingly limitless array of identities at the drop of a keystroke
(Poster 1995; Turkic 1995; Springer 1996). In this discourse , the transien t space s
and place s o f postmodern time(s ) appea r a s seductive hosts t o unique multi-
faceted form s o f consume r subjectivit y (Poste r 1995 ; Turki c 1995) . Fleetin g
transient performe d selve s (J . Butle r 1990) , vicariousl y meandering amongs t
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virtual arcade s ar e samplin g infinit e lifestyle s seductiv e i n thei r promise s o f
new context-dependent personas.

Postmodern disruption s i n ou r experience s o f spatia l an d tempora l con -
tiguity have dramatically transformed identity construction such that identities
have becom e 'eminentl y contingen t an d continuall y reproduce d i n specifi c
discursive contexts ' (Trib e 1993: 4). The fleetin g presenc e o f multivocal con -
sumer subjectivitie s couple d wit h thei r incessant , unceasin g performativit y
suggests the need for modes of representation that radically depart from al l that
went before .

Marketing i n th e moder n worl d ha s bee n characterize d b y a  belie f tha t a
relatively fixed system o f human need s coul d be discovere d for differen t seg -
ments o f th e consume r market . I n it s mor e sophisticate d rendition s an d
especially within innovativ e advertising , thes e needs ar e seen a s socially con-
structed an d thereby open to being formed and furnished by those seeking to
sell their products and services . From this perspective , products and service s
can be seen as solutions lookin g for a problem to solve. Distributors that have
moved thi s fa r withi n th e framewor k o f modernis m hav e les s difficult y i n
confronting the challenge of postmodern markets, where consumption involves
the exchange of signs (Baudrillard 1975,1983) that are 'free floating'—not tied to
an objec t of signification but simpl y circulating in a  space o f signifiers. How-
ever, there ar e danger s i n consumer researc h o f the challeng e t o representa -
tional time and space simply involving its negation and replacement with th e
free-floating an d self-referentia l significations of time.

Despite the postmoder n tendencie s fo r time to become contingent o n an d
fragmented aroun d loca l circumstances , ther e i s n o escap e fro m th e uni -
versality of linear time as constituted b y the clock , schedules , timetables, an d
work routines (Ada m 1995). While virtual reality is clearly beyond linearity an d
concreteness, ou r way s o f relating t o cyberspac e technolog y readil y take s a
linear temporal sequence as we allow ourselves to be controlled by its routines
feeling the ever demanding pressures to provide instant responses to messages.
Indeed, non-linear temporal experiences seem easily caught up in the percep-
tions of time that are tied to more local, social, gendered, ethnic power relations
(Kendall 1998) . Consequently , n o matte r what i s th e leve l o f disjunction an d
discrepancy, loca l sociall y constructe d conception s o f tim e ar e mediate d
through a universally imposed linear time. Much of the reason for this is simply
the practica l on e o f a  necessit y tha t timetable s an d schedule s b e take n fo r
granted, but it is important to realize that this conceals or obscures the power-
knowledge relations in which the linear time and concrete space are embedded.
This chapte r ha s attempte d t o introduc e linea r time-spac e a s existin g in ,
and through, a plurality of discourses tha t are informed, and inform, particula r
types of knowledges that com e into being through relations of power. Repre-
sentational time-spac e i s thu s recognize d a s emergin g throug h discursiv e
formations an d discursiv e practice s tha t privileg e specifi c regime s o f trut h
while suppressing or subjugating discourses that do not conform to and concur
with the regim e of truth thereby established (Foucaul t 1982).
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Because o f their attachmen t to subjectivitie s tha t ar e a  product o f specific
social categories such as gender, status, age, and so on, conventional marketing
strategies ar e no t wel l designed t o mak e sens e of , let alon e advis e on , distri -
bution i n the microelectroni c an d postmodern age . Cyberspac e render s pro-
blematic th e continue d segmentatio n o f markets usin g traditiona l categorie s
and in accordance with objectified dimension s o f time, space, and subjectivity.
As e-commerce i n retailin g begins t o expand , i t has t o b e aske d whether th e
products and services can remain as tied as at present to particular segments of
the market . A s soon a s digita l televisio n set s ar e universal— a consumptio n
trend tha t ha s alread y bee n guarantee d b y th e eventua l withdrawa l o f non-
digital services—i t wil l no t b e possibl e t o segmen t th e marke t betwee n th e
computer 'nerds ' and 'the rest', let alone along categories of age, class, ethnicity,
or gender. Internet usage will be as simple as changing channels o n TV and th e
fascination o f shopping i n th e comfor t o f one's ow n home wil l presumabl y
appeal t o almos t everyone . Bu t eve n th e subsequen t possibilitie s o f mas s
customization ma y have difficult y i n convincing the consumer , for , in general,
it ha s simpl y sough t t o concea l th e tru e characte r o f th e mass-produce d
commodity b y embellishing i t with an individuall y designed (tha t is , custom-
ized) servic e wrapper.

CONCLUSION

This chapter has been concerned to raise questions about time and transforma-
tions within the field of consumption an d distribution , as we move beyond the
mechanical ag e and th e norm s o f modernity. Interestingly , time represent s a
taken-for-granted concep t tha t remain s largel y unexplored an d unquestione d
even when it is the focus of social attention—for example, during the change to
the new millennium. Where the issue is explored, all too often analysis is guided
by an operationa l definitio n of time, which relates to its measurement. With a
few limited exceptions , time is presupposed as an objective , quantifiabl e phe-
nomenon divisibl e int o discret e an d disembodie d units . Thi s i s reflecte d i n
linear tim e and it s measurement through th e mechanisti c calculation s o f the
clock. Hegemonic in its power effects o n everyday life an d science , linear time
is represente d a s i f i t wer e tim e pe r se . Situationall y embedde d o r specifi c
contextually bound experiences of time and its diversity are, as a consequence,
understood throug h th e mediatin g filte r o f linear time . Firml y embedde d i n
linear representation s o f time, qualitative variations that preced e thei r quan -
tified representatio n ten d t o be disregarded , as does also the vas t experiential
chasm that divides embedded times and their second-order constructs. Steeped
in our dominant linea r consciousness o f clock time, we transcend th e finitud e
of the event , 'fle e i n th e face ' o f its present  value, and accep t th e illusio n of a
stable identit y despit e a n experienc e o f continuous chang e an d uncertainty .
Deterministic i n structure , 'reality ' lend s itsel f t o accurat e observatio n an d
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measurement b y appropriate research instruments . I t is axiomatic to this for m
of knowledge tha t time (and space ) shoul d b e conceptualized as abstract and
fixed immutable units existing outside the human subject .

However, more recently fractures an d fissures in the hegemony o f time as a
fixed object have increasingly surfaced. It cannot easily be established whethe r
this is a result of the cultural impact of Einstein's theory of relativity or simply a
product of contradictions and inconsistencies arising when time is so detached
from the  huma n subjec t of its ultimate embodiment . A  response to  these dif-
ficulties i s th e developmen t o f psychological discourse s tha t offe r alternativ e
'subjectivist' an d socia l tempo-spatia l models . In effect , thes e models provide
different source s of the representation o f time as existing respectively in mind
and socia l interaction , but the y remain wedded t o time a s being unilinear in
form an d havin g a  fixe d conten t o f finit e meaning . But , whether objective ,
subjective, or social conceptions prevail , 'now's the time' for deconstruction to
uncover th e socio-historica l groundin g an d politica l rol e o f representational
knowledge abou t time . Fro m wha t ha s bee n sai d abou t th e masculin e pre -
occupation wit h representin g realit y a s a n orderl y structur e withi n whic h
identity is readily secured (Knights forthcoming), the link between a hegemony
of linea r tim e an d gendere d power-knowledg e relation s canno t b e ignore d
(Knights and Odi h 1995; Odih 1999).

It has been our intention within this chapter to identify marketing approaches
to time as reinforcing, t o various degrees, the hegemonic status o f linear time.
What we are hinting a t here i s that i t is not s o much feminis t resistanc e tha t
might hav e th e greates t impac t o n puncturin g the balloo n o f masculine dis -
courses of linear time. Rather, linear time could be most threatened precisely by
a masculine-driven interest in pursuing microelectronic communications an d
cyber relations . Whil e this ma y be par t o f a continuin g struggl e t o secur e a
range of identities through control of their content over the cyber waves, it may
also mark the earlies t signs o f a disruption o f hegemonic linear time as a  sig-
nificant conditio n an d consequenc e o f masculine discourse s o f mastery an d
manipulation. Wha t i s interesting , thoug h highl y speculative , i s whethe r
through the disruption o f linear time we are witnessing the imminent demise of
marketing.



CHAPTER

5
Time and Management as a
Morality Tale, or 'What's Wrong
with Linear Time, Damn It?'

AlfRehn

INTRODUCTION

Although i t seems tha t tim e has been activel y discussed i n the socia l sciences
ever since the sudden proliferation of 'seminal' books in the 1960 5 (Fraisse 1963;
Moore 1963; De Grazia 1964; Gurvitch 1964; Sorokin 1964), the iggo s and onwards
have quite clearly been a period with an abundant interes t directed towards the
temporal. It has also been a period when time studies have filtered into popular
culture, with a number of  books on time selling fairly well to the general public
(e.g. Lightma n 1993 ; Gleick 1999 ; Griffiths 1999) . Tim e ha s becom e a  'topic' ,
something you might even hear politicians ponder, and the multifaceted nature
of time is no longer discussed merely in the halls of academia bu t in magazines
and on 'Oprah'. And in all these arenas, just as in scholarly writing on the issue
of tim e a s a  socia l phenomenon , th e consensu s i s astounding . Ther e i s no t
merely one time, that rigid linear flow of clock time, but a  veritable plethora of
times and rhythms and flows and what not. In a sense, talking about social time
has truly become par t o f the ongoin g moralization that we call culture.

Alfred Cell , who in the general field of time studies is better known for his The
Anthropology o f Time  (Cel l 1996) , ha s i n a n essa y o n barte r an d gif t exchang e
ironically remarked tha t ther e exist s a  penchant conceptuall y to organiz e dif-
ferent way s of  economic behaviou r accordin g to  a  simplifie d and  moralisti c
principle (Cel l 1992:142):' "Gift-reciprocity-Good/market-exchange-Bad" is a
simple, easy-to-memoriz e formula. ' Althoug h h e goe s o n t o poin t ou t tha t
this myopia  i s being addresse d i n moder n economi c anthropology , i t i s stil l
interesting t o not e tha t th e inherentl y critica l project o f analysing alternative
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economic systems can be summarized i n such a simple manner. The positing
of on e aspec t o f the studie d realit y as Good and th e othe r a s Bad (or at leas t
Worse) seem s lik e th e kin d o f trivial , non-reflexiv e methodologica l erro r a n
undergraduate woul d commit . Seasone d researc h professional s shoul d b e
immuned to this kind of moralizing in their work, and, if they do choose to mor-
alize for political reasons (as would be the cas e in, for example, works with an
agenda of raising awareness), they supposedly will make their stand an explicit
one. In reality, we know that this structure of objectivity/explicit subjectivity is
untenable. For political reasons, research with an agenda needs to present itself
as objective, whereas pure objectivity in research a s a social endeavour might
be a logical impossibility .

Turning to the field of time studies , and specificall y t o the questio n o f time
and management, a  similar structure emerges. The origin of this chapter lies in
my (late r aborted ) attemp t to write a  book on temporary organizing, and m y
later dilemma in trying t o com e t o terms with m y own prejudices regardin g
time. As any reasonabl y enlightened junio r scholar would, I almost instantl y
became enamoured with the notion that the 'normal ' way of viewing the tem-
poral was insufficient and quite possibly a capitalist conspiracy. Somewhat later,
though, I  experienced wha t ca n bes t b e describe d a s an epistemo-existentia l
crisis. I realized that I  was capable of regurgitating the party line regarding the
ills o f linear time on cue , but I  really did no t kno w why linear time was bad .
Unconsciously I seemed t o have bought into the following , a  version of Cell's
'easy-to-memorize formula' :

Linear-homogeneous-capitalism-Bad/Circular-heterogeneous-critical-Good

The proble m was , an d stil l is , that I  have n o rea l proo f tha t 'heterogeneou s
chronological codes ' (Clar k 1990) are superio r in an y way, pragmatic o r epi -
stemological, to the old-time religion of a linear and uniform time. Sure, quite a
few excellen t studie s hav e been conducte d wher e heterogeneou s times hav e
functioned a s a  perspective o r variable (e.g . Whipp an d Clar k 1986; Das 1987;
Dubinskas 1988) . Sure, people will listen an d frequentl y pay fo r lectures an d
consultations where the ways of a homogenous time culture are maligned. And,
importantly enough for a junior scholar, it is far easier to get 'temporally sen-
sitive' material published, making linearity-bashing a viable career move. But,
even though these are excellent points , they do not address the issue. The fact
that one can live a good life and have a fine career with/on the conviction that
linear time is Bad does not say anything about linear time as such. I can easily
find quit e brillian t studie s tha t car e no t a  whi t fo r th e pluralisti c natur e o f
the temporal , and , althoug h i t i s a  logica l tautology that a  stud y o f hetero-
geneous time codes must pay attention to time, there is nothing in the adoption
of a  perspectiv e tha t prove s tha t thi s perspectiv e i s superio r t o an y other .
Unless, of course, we can actually derive some sense of understanding, of'Aha!'
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(Koestler 1970) , ou t o f the mer e mentio n an d referenc e to time , which woul d
make the issue a  socio-psychological one .

This chapte r wil l deal , therefore , wit h th e issue s o f ho w linea r tim e i s
approached i n the stud y of time an d management . I  will argue tha t ther e i s a
general tendency toward s moralization in these studies, and that linear time in
effect stand s i n fo r the Villai n in their narrative s o f time. I  will further sugges t
that a  more reflexiv e and less condemning vie w of 'clock time' would enhance
the stud y of temporal processe s i n organizations . I n a sense I  am callin g for a
cultural turn , a n appraisa l o f time studie s a s an academi c culture . Thus , thi s
chapter i s itself a moral project , a political cal l for reflection.

TIME STUDIES AS VIRTUOUS TALES

In their views of time, it may be perhaps tha t ancien t culture s were more sophisticated
than we are today . For example, Minoa n society upon th e islan d o f Crete developed a
culture in which there was an aversion to the straight line— Th e Minoans had an ethics
of geometr y (Lachterman , 1989 ) whic h reflecte d a  belie f i n 'lif e afte r life ' wher e th e
'sleeping' dead were buried in the foeta l position. Arguably, this shape i s not unlik e the
coiled snake and it s poten t symbolism fo r another civilization . (Burrel l 1992: 169 )

The quote above is from Burrell' s 'Back to the Future: Time and Organization', a
text that i s fairly often referenced in the field of time and management. Dealin g
with a wide range of issues related to the dimensio n o f time in social theory, it
has the Minoans as a recurring theme, an d tries to make a strong case for anti-
linearity. Instead, it argues for a 'spiral' conception of time, one that combines
the directio n o f the linea r wit h th e recurrenc e o f the cyclical . Burrel l returns
to this theme a  few years later with 'Linearity, Control and Death' (1998) , where
linear time is equated with railroads, which in turn are equated with the move-
ment o f armies , war , an d th e Holocaust . I n th e firs t case , th e Minoan s ar e
portrayed a s sophisticated merel y through thei r curiou s moral condemnatio n
of straigh t lines , wherea s i n th e secon d cas e th e possibilit y t o reac h deat h
effectively makes linearity a metaphorical evil a priori. In both cases, statement s
regarding the ills of linear time are presented a s fact, with little or no argumen-
tation. The ease wit h which tim e i n general an d linearit y in particular ca n b e
presented a s a  universally moral issu e makes fo r a speedy argument , an d th e
reader i s presented wit h views that ar e extremel y difficult t o disagre e wit h o r
meet critically . In Burrell' s texts , you ar e basically placed i n a  position wher e
you fee l you cannot b e interested i n linearity without becomin g eithe r uncul -
tured o r standing o n the sid e of military aggression or worse. Looking at som e
other texts on time and social theory, this tendency seems widespread. There is
a constant evoking of themes meant t o stir up feelings . Burkhard Sievers (1990)
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in effec t claim s tha t th e permanen t natur e o f th e moder n corporatio n i s
synonymous with a lack of understanding with regards to death. In Adam (1995)
the first line of the introduction is a quote from a lo-year-old boy: 'When I think
about time I think that it won't be long before I  am old and die. ' Argue against
either an d yo u wil l immediatel y fin d yoursel f apologeti c fo r bein g suc h a n
insensitive clod . The n ther e i s th e cultura l turn . Levin e (1997 : pp . xii-xvi )
extols th e carefre e attitudes of his Brazilia n students , and seem s ashamed of
being punctua l when other s ar e not . Edward Hall repeatedly refer s t o Native
Americans arguing for 'the other dimension o f time' (th e subtitle o f his book),
arguing less than subtl y that th e tim e reckonin g of the Hop i is more natura l
than our s (Hal l 1983: ch. 2) . Argue agains t the m an d yo u migh t very well fee l
yourself instantly turning into a bigot and a racist. The reader is encouraged to
find her own examples.

Of course , such dramatization migh t be inescapable i n any form o f writing.
As, fo r example , Vladimir Propp (1958 ) an d Kennet h Burke (1950 ) hav e gon e
some wa y towards showing, the ac t o f telling a story, any story , by necessity
introduces specifi c motif s and functions . I n orde r t o sho w that something is
worth doing, a Villain and a Goal must be established, among other things. For
time studies, being an interdisciplinary field, this brings in a twofold dynamic .
In order to show that time studies i s worthwhile at all, it is necessary to con-
struct an opposition, those who 'take time for granted' (Lee and Liebenau 1999:
1035). In addition, one has to create a starting point internally within the field in
order to construct a  quest, something t o combat, someone to vanquish:

The authors in thi s collectio n aim t o challeng e th e linear , rationalist time logic which
characterizes management discourses by adopting a contrary view. They emphasize th e
richness of the tempora l dimensions involved and th e wealth of competing attempts to
order, regulat e an d contro l tim e i n th e ac t o f managin g Th e author s revea l ho w
qualitative aspect s o f tempora l relation s an d practice s engage with th e rationa l time
economy o f management. (Fro m the boo k proposal o f this volume)

We 'challenge' , w e ar e 'contrary' , an d w e 'reveal' . I t i s almos t a s i f we tim e
scholars were a  band o f guerillas in the mist , comin g dow n upo n th e estab -
lishment like the wrath of God. But at the same time we situate ourselves at the
very vertex of thinking, pondering the eternal questions and the foundations of
ontology. We are deep thinkers, battling ignorance—a truly romantic tale. But
such a  tale requires a very specific ba d guy . He cannot be too smart , but stil l
powerful. He should a t the same time be the Established and something we all
know t o b e contingent . Th e Linear and hi s cohort s (th e rationalists an d th e
un-reflective) have thus been designated Villains. Such a starting point makes it
possible quickl y and deftl y t o creat e a n argument  fo r tim e a s a  necessar y
dimension o f reflexivity, givin g the schola r a  soli d foundation from whic h t o
continue an argument. Taking a contrary view to linearity might therefore be a
necessary starting point for studies on time and management , but i t is not a n
unproblematic one .
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ON THE ETHICS OF TIME STUDIES

It i s difficul t t o fin d faul t wit h tim e studie s a s a  field. Few disciplines contai n
quite as many and quit e as varied good intentions. Helg a Nowotny (1994) wants
to emancipat e th e individual , helpin g he r t o achiev e ' a tim e o f one' s own' .
Furthermore, tim e studies can in her treatment be a way towards the subversiv e
forms o f experience tha t post-industria l ma n yearn s for . Robert Levine (1997 )
wants to help bring forth a 'multitemporal society' , one where different culture s
can understand eac h other, continuing Hall's project (1983) to show that Western
time notions ar e not superio r and may be inferior . Roy (1960) makes a heartfelt
case fo r the creatio n o f meaning i n tedious work , showing how 'banan a time '
can b e a n ac t o f seditio n agains t th e heartles s corporation . Simpso n (1995 )
discusses how a more nuanced view of time is necessary in creating an ethics in
this technologica l age . Importantly and timely , Adam (1998 ) want s t o sav e th e
environment through a greater sensitivity to 'timescapes'. There is a plethora of
work, particularly in the field of time and management , whic h a t least i n par t
tries to show that awareness o f different ways to pattern the temporal will bring
about greate r understanding betwee n me n (e.g . Ebert and Pieh l 1973; Schriber
and Gute k 1987; Dubinskas 1988; R. Butler 1995). And, fittingly, in th e literature
on management an d organization , tim e ha s repeatedl y been referre d t o a s an
important aspec t i n organizationa l life , wit h th e implicatio n tha t enhance d
knowledge o f time will lead t o improvements (e.g . Gersick 1988,1989; Gherardi
and Strat i 1988; Blyton etal. 1989; Hassard 1991; Ramaprasad and Ston e 1992; Das
1993). As can be seen, it is a wide range of (ethical) projects that can be fitted in
under the auspices o f time studies , fine and laudable attempts, united in trying
to improve the (organizational ) world through more attention to the temporal .

Now, when we study time and management , we are trying to say something
either about how we think organizations should be understood or about how we
think the y shoul d b e (efficient , responsible , money-making , good) . The pro -
blem i s tha t wit h a n epistemologica l categor y such a s tim e i t migh t no t b e
possible to differentiate between the two. Ian Hacking (2000) has remarked that
the notion o f things being socially constructed—and I would wish to argue tha t
the analysis of time in organizations and management falls within this category—
is a t th e ver y least implicitl y related t o th e ide a tha t th e thin g bein g studie d
could be totally different. I f time reckoning is 'socially constructed', it could be
constructed differently, and a n analysis of how we view time might be impos -
sible t o disentangl e fro m normativ e prescription s regardin g ho w w e shoul d
view time, and consequentl y tha t whic h i s studied through thi s vantage point .
Claiming tha t ther e ar e othe r tempora l dimension s besid e th e linea r tim e of
management an d planning is a call for taking these into consideration, a project
of raising awareness with definite connections to altering practice. As the notion
of time we hold does in fact structure the world around us in a specific way, the
neutrally presented 'new ' notion(s) must i n fact logicall y be synonymous wit h
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the presentation o f a new world. What seldom become s very clear, though, is
whether the authors and time scholars engaged in these projects see themselves
as neutral observer s just stating fact s o r participants with their own personal
notions of how the world should be. In many cases, the fact that the presented
'new' conceptions of time are put forth in such a manner as to make the authors'
wider agenda viable is presented no t a s a political move, but a s statements of
science. To present the 'linea r time of management' as false o r insufficient is
synonymous with presenting an alternative, a way in which one thinks organ-
izations should function. More succinctly put: if time structures our world, time
studies migh t never be abl e to be full y neutral , but ar e in part a n attemp t t o
change the world. Within the field of management and organization theory this
tendency becomes even more pronounced, owing to the empirical nature of the
field. In addition, this field can itself be described as practical ethics, born out of
moral philosoph y an d concentratin g o n doin g wel l (ambiguit y very muc h
intended).

But is all this a problem? There might be no reason why a discipline could not
be based upo n a n ethic s an d functio n mainl y throug h it s striv e toward s th e
good. From a postmodern viewpoint, it might even be a more excusable strive
than the strive towards the truth (cf. Rorty 1979; Lyotard 1984). Within the scope
of thi s chapte r th e proble m i s not tha t tim e studie s function s throug h mor-
alizations, but that it tries to hold up a front o f objectivity in a position where it
is clea r tha t a  choic e o f perspective mus t hav e a t leas t a  mora l component .
There can in this perspective be no fundamental way to state that linear time is
better or worse than say cyclic time, as this by necessity is a moral choice. And,
though a moral choice is absolute in the sense that it is by its holder thought to
be logical and necessary , this does not mea n tha t i t can be held to be global.
The research  communit y can ver y well hold ont o it s prejudices , but canno t
claim scientifi c objectivit y to such claims.

In the cas e of management, th e clai m i s that th e 'normal ' stance , wher e a
strictly linear view of time is adhered to, is insufficient, becaus e it hides among
other things the lived rhythms o f the individual s working under the regime of
the clock (see e.g. Thompson 1967; Zerubavel 1981; Adam 1995: 84-106). But what
is here meant by 'insufficient'? Logically, it would refer to a case where we cannot
fully understand the phenomenon in question from th e origina l perspective—
that is , linea r time . Bu t wha t i s th e phenomeno n i n question ? I f i t i s a n
organization, th e choic e o f perspectiv e wil l b y necessit y alte r th e observe d
phenomenon (cf . Maturana an d Varel a 1980; Morgan 1986). An organization
studied through the perspective of heterogeneous times is not the same thing as
an organization observe d wit h the belie f that time i s homogeneous. If we are
discussing econom y in general, the sam e point stand s (Gallo n 1998) . What we
can say is either that we feel ou r knowledge to be better, making it a matter of
taste, or that our new picture of the organization is better for some other purpose.
Opposing linear time perspective could be a  way to improv e working condi-
tions (Perlow 1999), improve the standing of women in the workplace (Forma n
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and Sowto n 1989) , o r just generall y show suppor t fo r the working  man (Roy
1960). But in none of these cases is a clear theory of time necessary, were it no t
for th e fac t tha t i t make s th e greate r argumen t see m mor e neutral . Wha t
arguments o n tim e i n processes o f organizing do i s that the y implicitly make
the clai m that adoptin g mor e perspectives on a subject by necessity result s in
an improved picture, a statement tha t lends such adoption scientific credibility.
The logic of this thinking is that tim e i s so complex an issu e tha t on e canno t
handle i t with simpl e categories , an d therefor e one mus t wan t t o replace th e
relatively straightforward idea of a linear time with something more multifaceted.
Such an argumentation seems faultless, were it not for the one element missing:
power. B y redefining th e basi s o f knowledge, tim e bein g th e epistemologica l
category, time studie s tries to establish a  power relation (cf . Foucault 19730).

The ris k i s that , b y becomin g a  discipline , on e wit h it s ow n journa l (th e
admittedly excellent Time and Society) an d more conferences than one can shake
a moderately sized stick at, time studies are frightfully close to becoming Theory
and, i n this process , prescriptive . By presenting the 'tim e o f management' a s
wrong a priori and 'attention to time' as the way to right this wrong, one easily
falls into the trap of presenting dogma as research, preferences as science. Marx
(1867/1976) needed to create a view of time in capitalist society that would make
his thesis regarding the oppressio n o f the proletaria t feasible, an d accordingly
presented th e case o f working time under industrialism in the manner h e did .
Still, however pleasing we find the argumen t ( I happen to find it tremendously
attractive), i t neve r doe s anythin g beside s presentin g another  vie w o f time .
He does , naturally , argue tha t thi s i s the correct  view , but fail s t o notice tha t
it i s so only because i t is in line with his ethics . The result : a cadre o f devout
believers who are unable to adapt th e theory to contextual changes (cf . Guille t
de Monthoux 1983). Likewise, a t the momen t a t least , the prescriptio n o f time
studies ca n b e summarize d i n th e simpl e formul a I  bega n with : Linear -
homogeneous-capitalism-Bad/Circular-heterogeneous-critical-Good. Thi s
is the Theory , and , i f time studies cannot escape this , i t will lose much o f its
own dynamic . I t wil l become a  Keepe r o f the Flame , an d tim e studie s migh t
degenerate int o mer e jargon . As Walter Nash argue s i n Jargon:  It s Uses  an d
Abuses, theory can simultaneously be 'shop talk ' whilst moving towards 'show
talk', a way of impressing the notion of unassailable truth upon the uninitiated.
If tim e studie s ca n muste r th e sam e degre e o f reflexivit y toward s itsel f a s i t
demands fro m othe r disciplines, much would be won.

What thi s woul d entail , though , i s a  certai n humilit y o n th e par t o f th e
individual researcher. I started the writing of this from a  simple question: 'Why
does everybod y hate th e linea r so? ' Th e answer is : 'They don't. ' Bu t the mor-
alizations inheren t i n th e stud y o f time an d managemen t creat e th e fiel d i n
such a  way that certai n prejudice s become entrenche d an d certain discourse s
are taken as true a priori. Statements such as 'time is socially constructed' ar e
part an d parce l o f thi s approach , discursiv e titbit s tha t ar e rarel y though t
through sinc e the y correspon d wit h th e worl d view the communit y o f time
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studies hold s o n to . This world view makes u p a  culture , an d th e possibilit y
to analys e tim e unaffectedl y i s mad e impossible , an d mayb e moot , b y th e
boundaries drawn up by such a culture. Still , to be a researcher takes a certain
reflexivity toward s one s ow n biases . T o retai n epistemolog y withou t aban -
doning th e ethic s woul d deman d tha t researcher s mak e thei r disposition s
known, instead o f treating (o r worse, masking) the analysi s o f time an d man -
agement a s a  fiel d fo r objectiv e an d dispassionat e study . Opennes s t o th e
necessary ethical element o f epistemology might enrich the study of time, and
at the very least i t would lessen th e self-importanc e thereof.

As a  furthe r observation , i f we wer e t o tak e tim e wholl y seriousl y a s a n
objectively approachable issu e in the writing of management and organization
theory, w e woul d i n additio n com e u p agains t a  majo r problem : tha t th e
temporal does not respond well to theorizing. Any statements we make within
the languag e gam e o f theory automaticall y mak e ou r statement s abou t tim e
seem fixed and static , an d therefor e lac k temporalit y i n thei r reflection . Thi s
can b e seen , fo r instance , i n th e histor y Hassar d (1996 ) write s wit h it s rigid
ordering of metaphors. Also , any more plural approach i s quickly subverted by
the inheren t linearit y of writing, something tha t can be discerned i n Burrell's
texts where the argumen t fo r less linear perspectives are presented i n a clear,
coherent, and very linear way (although Burrell's Pandemonium ca n be read as
a valiant attempt a t perverting the linearity of argument). And, even if we were
to pass these hurdles, the problems presented i n the beginning of this chapter
make themselve s known . T o think tha t th e questio n 'Wha t i s time? ' ca n b e
answered i s a  fallacy . T o mak e statement s beginnin g with 'Tim e is . . . " i s a
continuation o f this fallacy . Tim e ca n neve r b e approache d i n thi s fashion,
simply because any and every attempt t o define tim e leads us into a recursive
and everlastin g spiral o f definitions and thei r definitions . Thi s holds for typo-
logies a s wel l as matrixes , fo r plurivocalities a s wel l as clear-cu t attempts a t
definitions. Any and al l of these ar e based o n the ide a of a thing-out-there as
well as on the possibilit y t o catc h th e tempora l an d fix it to a  page. And this
notion create s a  foundatio n fro m whic h tim e studie s ca n b e projecte d a s a
scientific endeavour .

LINEAR APOLOGIE S

So, why not instead take a step back, and assume that time, to a great degree, is
just as it seems t o be, a rather homogenous flow in one direction only, meas-
urable b y clock s and calendars ? I t seem s tha t th e hardes t thin g t o d o fo r a
scholar i s accepting that a  thing sometimes migh t be just as it appears, or , in
the harshe r word s o f Ludwi g Wittgenstein : 'Nothin g i s s o difficul t a s no t
deceiving oneself. ' In the Blue Book, Wittgenstein ponders thi s particular prob-
lem, ho w peopl e try to stud y things lik e tim e by defining the m an d creatin g
taxonomies. But, he says, most things cannot be contained in such devices. And



TIME AN D MANAGEMEN T A S A  MORALIT Y TAL E 8 5

thinking that the lack of clear meanings for words and concept s is a deficienc y
or a  cal l fo r researc h i s lik e sayin g tha t th e ligh t fro m m y (Wittgenstein's)
reading lam p i s no rea l ligh t a t all , simply because i t lacks clear boundaries .
Similarly, I  find little to be gained fro m sayin g that th e notio n o f linear time—
which, afte r all , w e (also ) liv e with an d usuall y experienc e littl e difficult y i n
doing so—is faulty just because thing s get fuzzy a t the edges .

We could infer that , on the whole, the field of time studies takes itself far too
seriously, an d tha t th e epistemolog y o f tim e studie s coul d b e enhance d b y
irony. Here I refer to the work of Richard Rorty (1989,1998), who has repeatedly
argued that , i n orde r t o develo p a  thinkin g tha t ca n handl e th e complex ,
ambiguous, and often paradoxical nature of human socia l existence, one needs
to adop t a  stance h e has calle d ironical,  the opposit e o f which in Rorty' s par-
lance i s metaphysics.  An ironical thinker never takes her se t o f basic beliefs a s
eternally true, but is able to question them simultaneously and work with them.
In time studies there exists the implicit basic belief that their role as a discipline
to a great degree is that o f questioning and critiquing linear and homogeneou s
views of time. As reasonable a s this sounds , particularl y within the cultur e of
time studies , i t does no t follo w tha t thi s i s the onl y possibility for developing
theories of time. In the field of business studies, there is the implicit notion that
the rol e o f such studie s lie s i n th e improvemen t o f organizations, by making
them eithe r mor e efficien t o r mor e humane . But , as reasonabl e a s thi s als o
sounds, ther e i s no logica l reason wh y this shoul d be th e aim . I t is only if we
take th e scholar' s greate r projec t int o consideratio n tha t suc h step s becom e
sensible. Choosing to do so we have accomplished and accepted the pragmatic
turn, an d ca n i n the traditio n o f American pragmatism concentrat e o n devel-
oping theory that accomplishes what we want to accomplish, creating theories
that should be analysed through what they do instead of an assumed universal
truthfulness. Bu t this take s irony , fo r then w e ca n n o longe r pose a s neutra l
thinkers, merel y stating facts . Neithe r can we then claim  that linea r time i s a
faulty wa y t o vie w time, merel y tha t i t i s insufficien t fo r what w e wish t o d o
through time studies . Then linear time will finally be free .

I have at the beginning of this chapter put forth the argument that linear time
has got a bad reputation, and that this well-meant bias may even have hindered
time studies. But by this I do not mean to criticize the work done in the study of
time and management . M y aim is not to present a new dogma. Rather , I would
like to exhor t student s o f time t o become aware  of the multifacete d nature of
their project s i n th e sam e manne r they/w e ar e tryin g to mak e othe r peopl e
aware of the multifacete d nature o f time. When it comes t o the studie s I  have
referred to , in most i f not al l cases I  admire an d respec t these . The y are ofte n
brilliant, witty, and thoughtful . But they are never final, not i n that they would
be abl e t o presen t a  mor e complete  pictur e o f time . A s Wittgenstein (1973 )
stated: 'I t i s not ne w fact s abou t tim e tha t we wish t o find . Al l the fact s tha t
concern u s ar e ou t i n the open . I t is instead th e us e o f the nou n "time " tha t
mystifies us. '
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C H A P T E R

6
Hidden Causes for Unknown Losses:
Time Compression in Management

Ida Sabelis

It's al l a sort of relativity. The faster you live , the more time stretches out. To
a nome, a year lasts as long as ten years do to a human. Remember it. Don't
let i t concern you. They don't . They don't eve n know.

(Terry Pratchett , 'Introduction ' t o Truckers,  1998) '

INTRODUCTION

As a reaction to the instrumental way in which 'organizational culture' has been
'discovered' an d use d b y practitioners an d consultant s sinc e th e 19805 , som e
anthropologists have entered the realm of organization studies to shed light on
values, habits , an d th e taken-for-grante d aspect s i n the worl d o f organization
and management . I n a  research projec t conducted fro m 199 6 to 2000 , Willem
Koot and I  studied the lives , views, and opinion s of top managers 2 of big organ-
izations and institutions in the Netherlands.3 The main goal of the research was
to fin d ou t ho w to p manager s survive  ami d th e increasin g 'complexity ' o f

1 Fro m Terr y Pratchett , 'Introduction ' t o Truckers,  i n Pratchet t (1998) . 'Nome ' i s i n th e
original version , referrin g t o a  typ e o f gnomes . O f course , th e us e o f thi s ter m shoul d b e
regarded as one of the unparalleled wordplay s of this author, who in my opinion shoul d be read
by ever y person intereste d i n time—if onl y to rende r cloc k time relative.

2 Involve d were thirteen CEO s and tw o senior executives of 'big' firms and institution s (over
1,000 employees) .

3 Th e research wa s a  project of Willem Koot and myself . It was published a s Over-Leven aan
de Top:  Topmanagers  in  Complexe  Tijden  (Surviving  at  the  Top:  TopManagers  in  Complex
Times). (Utrecht : Lemma 2000) . We used severa l method s t o 'shar e time ' wit h the executives ,
entering vi a lif e storie s an d continuin g with discussion s ove r thei r view s o n contemporar y
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modern times. 4 My parallel goa l was to discove r how time(s ) ar e involved in
everyday management practic e in order to make time dimensions explici t and
demonstrate the multiplicity of times in a world that is usually considered to be
dominated and inspired by singular, linear clock time. In this chapter I focus on
one of the time themes, compression, to show how an explicit time perspective
in management researc h helps t o expose paradoxes in the everyda y reality of
management. Compression can be viewed as a theme in itself: the reduction or
condensation of tasks withi n a  time frame, th e struggl e ove r performance b y
doing more in less time, the dynamics arising when things are left out ' in order
to concentrate on what is considered a  core task. Simultaneously, compression
can b e see n a s a  consequenc e o f acceleration , paradoxicall y reinforcin g its
cause as compression leads to an increase of acceleration and a loss of 'quality'
in managerial work.

MEANINGS OF COMPRESSION

The topi c o f compression emerge d i n severa l way s durin g the whol e o f m y
research. Initially it was addressed by one of the managers as a 'side topic', just
mentioned i n a  story about curren t changes i n management practice . When I
was reflecting upon the interviews, the idea of compression as a time topic kept
lingering in my head. I t kept popping up: in remarks about how to deal with
flows of information , i n stories abou t manageria l strategies , an d i n solutions
for managerial problems that were presented as unquestionable matters of fact.
Compression seeme d t o b e on e o f th e mai n strategie s fo r surviva l i n th e
managerial world, be it compression of information, of meeting times, of working
hours in a week, or, on a more general level, of management as a profession and
a process o f work.

Before I can present compression from the research, I should like to start with
a definitio n o f the term . According to Webster's  Dictionary,  't o compress ' i s
defined a s 'to reduce the volume, duration, etc. of, by or as if  by pressure' (1991 :
201; emphasis added) . The synonyms are listed as: 'to condense, expres s con-
cisely' (1991 : 201). The use of the term is explained as : 'to make more dense or
compact, t o express in fewer words , to concentrate , increase the strengt h of ,

society, manageria l issues , an d thei r persona l way s o f dealin g wit h al l this , their  'surviva l
strategies'. Also , the researc h entaile d observation s (weeks ) and analysi s o f documents .

4 Complexit y i s a  mor e o r les s commo n descriptio n fo r 'ou r times' , addressin g severa l
phenomena as they emerge in contemporary (post ) modern society. In the research we drew, for
instance, o n Latou r (1991) , Bec k (1992) , Hand y (1994 , 1998) , Watso n (1994)—an d mor e recen t
literature, focused on 'management', by Pahl (1995), Knights and Willmott (1999), and Watson and
Harris (1999) . 'Complexity' emerges in relationship with ambiguity, risk, turbulence, an d chaos.
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leading to the definitio n o f 'to reduce'. From a formal linguisti c point of view,
most o f the layer s of meaning foun d i n the researc h ar e alread y present . Th e
use of prepositions in the definition is particularly interesting. Three dimensions
of time arise . 'T o reduce duratio n o f pressure' leads to a  view of compression
as a  helpful phenomenon : i f pressure ca n b e reduce d i n time, i t may help i n
finding or keeping balance—less time under pressure may seem a  healthy way
to gai n ('free' ) tim e fo r othe r things . T o reduce duratio n b y pressure implie s
something different : th e shortenin g of , for instance, a  time fram e availabl e for
performing a  task either b y putting pressur e on the tim e fram e itsel f (shorte r
time frames fo r meetings) or by compressing the contents o f what has to hap-
pen in a given time frame. The preposition 'by ' also presupposes th e possibility
of pressur e fro m th e outside , thereb y reducin g the fre e wil l o r the individua l
choice of subjects under thi s kind o f compression. In a  general sense ther e is
nothing wrong with having time frames tightened from the 'outside' , as long as
reduction throug h thi s pressur e enable s on e t o reac h th e desire d goal s o r
address managemen t problem s wit h th e necessar y tim e an d attention . Th e
Eigenzeiten of managerial processes are relevant in this context. Some problem s
just need 'ripening ' o r extensive communication fo r some time . Alternatively,
problems nee d t o b e considere d fro m severa l perspectives , whic h als o take s
time. Sometime s a  fixed time fram e i s necessary to produce an y outcomes at
all. Yet the reductio n o f duration b y pressure fro m th e outsid e ma y increas e
the amoun t o f experience d o r perceive d pressur e an d thereb y caus e unex -
pected or undesired effects. This may happen, fo r instance, when the reduction
is experienced a s unfair , whic h i n tur n ma y increase th e perceive d pressure .
Finally, we have the definitio n 't o reduce duration as if  b y pressure'. The 'as if
asks for a critical review of compression tha t i s experienced, compared wit h a
supposed nee d fo r compressing. Thi s sense o f the wor d includes th e political
use o f pressure , th e strategi c applicatio n o f 'haste' , th e delegatio n o f time -
consuming task s to others (who are supposed to 'have' more time), and a per-
ceived understanding o f what people may perform within time frames—that is,
the status attached to 'haste' and 'bein g busy'. All of these will be addressed in
the examples below.

The description of compression as 'concentration' combined with 'increasing
strength' i s interestin g fro m a  tim e perspective . Th e linguisti c description s
suggest that the definitions are applied to material objects; they have a differen t
sense whe n applie d t o time o r times. Th e concentration o n tim e a s duration
suggests a concentration o n temporality leading to a tighter time frame. Or , to
put i t another way, it might even lead to the experience of a shorter time fram e
with th e ai m o f increasing productivit y where thi s ma y ver y wel l no t b e th e
case. I  shal l retur n t o thi s poin t whe n I  present th e empirica l data. Anothe r
aspect t o conside r fro m th e definitio n o f compressio n i s 'compressio n b y
condensation'. I n physics , condensatio n i s known a s the transitio n of a sub-
stance fro m on e stat e t o th e other—fo r instance , gasse s int o liqui d form .
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An example is water condensing from the air on single-glazed windows when it
is col d outside . O r w e kno w ho w liqui d condense s int o a  soli d substance ,
usually throug h th e use of a compressor—the principle b y which, fo r instance,
water is turned into ice for many Dutch skating rinks. Substances may even be
transformed by this process on the molecular level: in chemistry condensatio n
is used t o describ e a  clas s o f chemical reaction s 'involvin g the unio n o f two
or mor e atom s o r molecules.. . to for m a  usuall y mor e comple x molecule '
(Webster's 1991 : 203). In the relationshi p betwee n time(s ) an d th e performance
of tasks the suggestio n coul d b e made that , unde r pressure , task s (molecules ,
atoms, or units) ar e condensed int o differen t (merged ) outcomes . Though this
comparison may not be full y viable , i t seems an interesting point of view: the
possibility tha t task s o r performance s coul d b e completel y transforme d b y
the experienc e o f compressio n i n th e condensatio n sense . Th e ide a o f th e
convergence or merger of different data , pieces of information, communicatio n
(saying mor e i n les s words) , o r eve n politica l strategie s make s on e wonde r
about th e outcome of decisions mad e unde r pressure .

For a better understanding, i t is also important to view compression as a term
in everyda y use . A n anecdote ma y illustrat e th e poin t I  want t o mak e here .
Increasingly, product s are compressed to save transportation an d storage spac e
or as a service for customers. Last summer my daughter needed a  new bed, so
we went t o one of the shop s o f a European-wide furniture chain . To transport
the bed I  had borrowed a  van from a  friend, expectin g th e transportation of a
double-sized mattress would not be possible in my little car. We were supposed
to wai t fo r ou r orde r i n th e basemen t o f th e shop . W e waited an d waited ,
looking at the door of the storage rooms, expecting a huge mattress to arrive in
its usual , rectangula r size . Afte r a  tim e w e noticed a  woman shoutin g ou t a
number—she was getting red with impatience because no one reacted. She was
standing beside a  little cart with a  huge round pack on it—to our surprise this
turned out to be the mattress we had been waiting for: fully compressed, taking
up less than a quarter of its expected space . The van seemed rather superfluou s
and w e were easil y capabl e o f carrying the thing , even u p t o m y daughter' s
bedroom, which is reachable only by a typical Dutch, very narrow staircase. To
make a long story short: it took the mattress several weeks to inflate and reac h
its desired siz e and th e mattres s i s never eve r going to be carrie d ou t o f that
room unles s w e find a  way of compressing i t again . This anecdote illustrate s
several characteristics o f compression: compressio n serves some good, at least
practical, purposes , dependin g o n the context . However, it also illustrates the
importance o f de- compression: one must be aware of the full range of tasks impli-
cit in a problem. And, once de-compressed , a  huge effor t i s needed (including
special equipment ) t o regai n a  possibl y desire d stat e o f re-compression . I n
terms of time this suggests compressio n a s a process of 'loops', disregarding th e
specific nee d fo r compression i n relationshi p t o certai n task s within variou s
contexts. Withou t negatin g it s advantages , sometime s th e proces s o f com -
pression, de-compression , an d re-compressio n enlarge s (total ) duration : th e
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reduction of duration may be the desired outcome for some people, but i t can
produce more work for others.

The everyda y use o f the ter m compressio n i s illustrativ e in othe r way s a s
well. There is a limit to which people, objects , time frames , o r work processes
can be compressed . Littl e creativity is needed t o see the connectio n betwee n
physical object s tha t crac k under to o muc h pressur e fro m compressio n an d
people under such conditions: if time pressure increases too much, people too
can 'crack' . Th e societa l an d academi c attentio n t o topic s suc h a s burnou t
point to the relevance of recognizing huge pressures that can cause a great deal
of pain . But , without neglectin g th e seriou s damag e don e t o som e people ,
that explanatio n i s a  littl e to o facil e fo r th e exploratio n o f compressio n i n
top management . Th e relationship s ar e usuall y more comple x an d pressur e
changes ove r time—in top management th e high pressure leading to crack-up
is usually avoided, by 'delegating' (i n terms o f time: externalizing) pressure t o
others or by 'planning' periods of pressure to be alternated with relaxation. Let
us tak e a n exampl e i n whic h th e outcom e i s no t s o evidentl y damaging .
Imagine the pillo w of a couch bein g compresse d whe n I  sit o n it . As soon a s
someone els e decides t o si t next t o me, the compressio n cause d b y the othe r
person cause s m e to lif t a  bit, and , though thi s ca n make m e fee l uneasy , n o
harm is done. Yet the picture here is that compression at a certain point, or for a
certain time , increase s pressur e elsewhere . Startin g fro m compressio n a s a n
aspect (o r a consequence) o f acceleration, thi s give s an idea of how compres-
sion ca n b e diverte d t o other s an d t o othe r contexts—insid e o r outsid e th e
organization.

Problems o r event s ar e cope d wit h o r deal t wit h a t differen t level s an d
by othe r people . Tw o consequence s o f compressio n o f thi s kin d shoul d b e
mentioned. First, compression ca n cause repressio n elsewhere , deliberatel y or
inadvertently. Secondly, if this is applied at random, the 'receiving' party cannot
easily decide from where the pressure came. This is more or less the picture of a
huge organizational pillow on which many people plop down and get up again,
causing an d liftin g pressur e al l th e tim e unti l everybod y get s 'use d t o th e
rhythms' o f constant pressur e and lifting .

To su m up : compressio n implie s pressur e o n an d withi n tim e frame s an d
other tempora l aspect s wit h implication s bot h withi n an d outsid e organiza-
tions. I t thereby provokes a change i n th e actua l duratio n o f work processes.
However, the proces s o f compressing is often diffus e i n the sens e tha t cause s
and effect s ar e har d t o discriminate . Compression encompasse s a  cluste r of
phenomena, causing real or assumed pressure on people and their time(s), and
change o r transformatio n o f tasks, an d possibl y also triggerin g a decreas e i n
the mos t importan t wa y o f communication, th e expressio n an d exchang e of
meaning(s) i n words. Investigating processes o f compression in the contex t of
causes an d effect s an d fro m th e perspectiv e o f multipl e tim e dimension s
should therefor e she d som e ligh t o n underlyin g experiences an d sometime s
unexpected, maybe even unintended, effects .
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COMPRESSION AND MANAGERIAL WORK

Various modes o f compression nee d t o b e addresse d i n orde r to analys e th e
empirical dat a availabl e i n m y research . Firs t ther e i s th e questio n o f what
(task, process , strategy ) i s bein g compresse d o r reduce d i n time , fo r wha t
reason(s), an d with what outcomes and consequences. Then i t is important to
assess whe n compressio n i s applied , bot h a t a n individua l a s wel l a s a t a
more collectiv e leve l (context , team , age , an d habit s o f work) . Finall y i t i s
essential to find out how this is brought about: by internal o r individual desire
or drive , b y pressure fro m th e situatio n o f the individua l (tha t is , including
position, branc h o f business, an d typ e o f organization), b y a  perceived nee d
(that is , fea r o f competition, idea s abou t globalization , striving fo r a  uniqu e
position) or, most likely, by a combination of these factors. Taken as a whole, it
seems importan t t o asses s when , how, in what tim e frames , an d wher e com-
pression occur s in order t o draw conclusions abou t the effect s o f the proces s
and the possible 'loops' in time that will, without doubt, have an impact of their
own. For this purpose I  should like to introduce some of the remarks made by
top managers , which triggered my interest i n the topi c of compression i n th e
first place.

The very first remark was by the vice president o f a consultancy firm, Daniel
Lievegoed.5 I n ou r fina l meetin g (ou t of seven) , I  asked hi m t o reflec t upo n
some remark s h e ha d mad e earlie r abou t acceleratio n a s on e o f th e mai n
societal changes over the previous twent y years. He answered:

I have a strong feeling tha t practically everything I experienced can only be regarded as
part o f this acceleration Ther e is something like 'building times'—Tom Peters calls it
compression, not unrightfull y so . Compression is not som e kind of condensation, as we
tend to think. Compression i s putting more information into less memory by leaving out
an excess of information. If you look at the lates t technological developments, the ar t of
leaving things out is called compression. Then what is left i s the essence and this essence
can again be compressed. You can transfer i t with less time into less memory space. The
idea of compression is not condensation, which would make things less manageable. It is
a relief actually, leaving things aside or out—it is predominantly an answer to the wish or
the perceived need tha t things have to happen faster.. .

Various aspects of the issues I have raised so far are illustrated in this quotation:
the aspec t o f reduction—that is, of information—the rejection of condensatio n
(and thereb y o f transformation) , and relie f abou t th e possibilit y o f dealin g
with 'the essence' of one's job. And very clearly the purpose o f the exercis e is

5 The names o f the participant s hav e bee n changed , no t onl y t o protec t thei r persona l
sphere, but also to enhance the quality of the analysis. For some it provided more 'openness' in
the meetings , and , afterwards, it  turned out  to  be  importan t on  a  differen t level : it  avoided
readers being detracted from the analysis because of the images they already had of some of the
well-known people in the research.
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presented a s a consequence o f acceleration. Differen t aspect s o f the concept of
compression are also apparent, whether of an intuitive or an associative nature .
First Daniel expresses the idea of 'building times', which implies a rational an d
manageable vie w o f work an d tas k performance . This i s als o relate d t o th e
principles o f just in time as they are assumed t o have been 'imported ' durin g
the 19805 from Japan (compare the critical remarks about JIT by Nishimoto, this
volume). The idea of 'excess'—that is, including excess of information—is als o
mentioned. Thirdly , th e cultur e o f th e ne w econom y an d th e I T business
(compare the chapter s by Lee and Liebena u and by Koku for an elaboration of
the assumption s i n thi s 'culture' ) ha s a n effec t o n hi s view of the proces s of
compression an d reduction , within a  system tha t reduce s informatio n to bits
and bytes , promising the (future ) possibilit y of further reductio n of the essenc e
by compressing i t again (an d again , and again...?) . Daniel' s remark s sugges t
that he is equating compression with computerization. To find out more about
this, i t ma y b e illustrativ e t o elaborat e furthe r o n Daniel' s backgroun d an d
professional lif e below. I follow this with examples from othe r top managers to
show how they deal with compression .

Compression and a Lack of Memory

Daniel Lievegoed is a very thoughtful, hard-workin g person. Born into a  well-
to-do famil y i n th e north-wes t o f the Netherlands , wit h link s t o well-known
industrial families, he followed a career path in which he worked for most of the
big Dutch-based firms in the food and IT business. He insists that al l his career
moves 'cam e upon him'; he never reall y 'strove ' for a career: 'It just came my
way, I  don't thin k I  ever deliberately made strategi c choices ; they [th e oppor-
tunities] just crossed my path. I  was in a certain area and I  did my best within
that. I  never fel t th e urg e fundamentally to dig into things.'

In the 19605 he was one of the first Dutch students to take courses in the USA,
which gav e hi m a n advantage , especiall y i n th e fiel d o f computerize d MI T
systems. I n orde r t o ge t som e practic e i n business , hi s firs t jo b wa s i n th e
corporate planning department of one of Holland's big food companies, working
closely with the CEO s of the firm. This job was intended as a stepping stone for
a 'real job'; yet they had to 'tap him on the shoulder ' before he completed th e
formal application . Danie l recount s tha t h e wa s rathe r nervou s abou t th e
selection process and that when he got through and told his boss that he would
leave the firm, the ma n burs t int o laughter , as he had know n about i t al l the
time. Afterwards h e learned:

that was the wa y it was always done. Later I applied i t myself! And it turned out t o be a
necessary experience for the job that followed. Yet, at the time, it just felt peculiar; it may
have been a pre-designed path, but i t didn't feel that way Fo r me it was the first time I
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was in touch with real, hard life—... [later on, work became] a continuing process during
which you learned to forget abou t hours...

When I ask him i f he remember s how long the applicatio n procedure took,
he does not remember . He does not remember a  lot of things anyway . During
the interviews a pattern emerges, both for the choices he has made during his
career and for how he remembers situation s and 'the way things went': 'I don't
think I  eve r chose : i t alway s happene d t o me , th e invitatio n fo r a  job , th e
circumstances...'. This is also expressed in his ways of dealing with problems,
whether o f a managerial o r private nature:

is. How did you deal with tha t [problem] ?
DL. I  don' t remember . Fro m tha t tim e u p t o ver y recently I  have live d with

tensions, problem s a t home, problems a t work—it is no excuse for not doin g
both thing s right.. .

is. So that's you r way?
DL. Yes, to pres s ahead , t o g o on—and again— I don't look back... takes m e

half a n hour to get over frustrations—
is. What happens then , during that half-hour?
DL. I  don't know , some kind of suppression I  guess...

Suppression may be one of the important aspects of compression, as it is a way
of 'leaving things aside or out'. If one can suppress the need to reflect upon, for
instance, wha t cause s frustration , o r i f one i s capabl e o f avoidin g reflectio n
about the longer-term consequences of a decision, life becomes a lot easier. But
what effec t doe s tha t have o n the decision s take n an d th e strategie s applie d
later? Does it enhance the qualit y of a decision and ca n it result in a situation
where in the end the gains of the compression proces s ar e lost? If, in decisio n
making, the proces s o f information gathering is shortened by leaving relevant
information aside , it may well be that this 'failure ' comes back to the decision-
maker later, resulting in longer time being spent o n a  topic than ther e would
have been in the first place.

Reflection i n top management i s also influence d by other tim e frames . The
duration of tenure in top management might be of importance here. Strikingly
it was Daniel who pointed t o the fas t 'turnover ' of top managers, citin g how in
big firms CEOs tend to have a three-year cycle—the first year to get used to the
organization and to clean up some of the mess left by predecessors; the second
year to develop 'new' ideas about how to put a  personal stamp on the organ-
ization; and the third year for implementing the 'new ways' and to get out again
before th e disadvantage s o f the strateg y became full y visible . Daniel tends t o
talk about this phenomenon i n a joking manner; he himself left th e rat race of
industrial to p manager s som e year s ago , a s he fel t h e lacked a  good balance
in hi s time , money , an d socia l relationships . 'I f yo u don' t confor m to thei r
methods, you are not take n seriously anymore and then thi s little world loses
all attraction.'
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The overal l pictur e o f compression , accordin g t o Danie l Lievegoed , i s a
combination o f being swept along (in his career), suppressing reflectio n during
work, an d a  (selective ) lack o f memory , possibl y cause d b y th e spee d wit h
which he has learned to deal with tasks in his work. It seems that remembering
is a time-consuming activit y and no t appreciated , o r maybe no t functional , in
his type o f business. A s for context, he seem s t o have conforme d to the spee d
and the superficiality of his surroundings: acceleration come s from th e outsid e
as a marker of 'how things are in business'. There seems to be only one choice,
surrendering t o i t o r leavin g th e business , a s h e ha s finall y done . However ,
before w e broade n th e scop e o f compression , w e shoul d tur n t o ho w i t i s
experienced b y some o f the othe r managers .

Juggling—but Sometimes a Bit Fuzzy

Pieter d e Waar d i s Presiden t o f th e 'HBO-Raad ' (Counci l fo r Institute s o f
Higher Education ) an d CE O o f on e o f th e institutes . H e i s a  highl y
intelligent, careful , an d conscientiou s man , wh o i s clea r abou t th e strategi c
choices in his career ('business would just not be my world'). Yet this does no t
prevent hi m fro m bein g affecte d b y compression . T o illustrate th e contex t of
acceleration an d compressio n i n hi s dail y practice an d ho w h e deal s wit h it ,
I shoul d lik e t o presen t a  larg e par t o f th e conversatio n i n whic h thi s topi c
came up:

PW. I  neve r fel t th e pressur e o f thing s tha t wer e lef t undone . Durin g universit y thi s
changed... we wer e s o bus y wit h al l kind s o f things . Lot s o f weeken d with. . . I
remember havin g si x weekends full y planned , bein g a  boar d membe r o f thi s an d
that—and still , lookin g back , i t wa s a  ver y relaxe d perio d [laugh s an d sighs] . Bu t
that's what it is: looking back you remember being occupied and yet I think 'what did
I d o really?'.. . I thin k i t ha s t o d o wit h efficiency . Yo u can jus t d o more , i t accu -
mulates. An d yo u wil l b e abl e t o b e active , working in a  goal-orientate d way fo r a
longer period . Unti l you reac h a  limit—fo r m e tha t is 60 [hours] . I  can kee p up wit h
that fo r a long time.. .

is. Do you eve r have less?
PW. Oh, yes, I worked forty hours a week more often tha n sixty . But all right, sixty hours is

reasonable. Yo u ma y b e bus y wit h perhap s thirt y differen t tasks . An d yo u hav e a
better performanc e because yo u d o mor e things ; you become mor e efficien t unde r
pressure. Fo r m e ther e i s a  lin k with bein g s o bus y that I  sto p planning . Bu t the n
things g o wrong. I  can b e s o busy that I  become les s successful . And then I  reach a
point wher e I  have t o pul l mysel f together an d decelerate : stop , tak e tim e ou t an d
make choices.. .

is. And you hav e t o smoot h awa y things? When doe s tha t happen ?
PW. Well , i f ther e ar e to o man y thing s a t a  time , b y mail , b y phone . Bu t ther e i s a

pattern in that and I  usually notice it quite early. Then I  can handl e i t quite well and
I ski p things.. . in orde r t o creat e peac e fo r doin g th e thing s I  reall y fin d
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important. Actuall y I  ca n sa y that , paradoxically , peac e ha s increase d ove r th e
years...

is. Peace ha s increased.. .
PW. Yes, in the sense of the things I do... even if it is too much and I  cannot avoid it, I just

compress thing s or perform a  task less well . But that's a decision: I  do i t within th e
given tim e an d tha t shoul d b e it . There ar e increasingly mor e task s an d responsi -
bilities, but a t the same time I don't fee l tha t stres s o r pressure i s increasing. On the
contrary, I  don't fee l stressed .

is. Let me just take one point out of this: you say that over time you improved in dealing
with the workload , by thinking ' I just let it be'. Has it ever gone wrong?

PW. Oh, yes, it goes wrong from tim e t o time.. .
is. What happens then? I mean, hav e you ever been ove r the edge.. .
PW. Once—I don't know how to explain that well. I was mixed up with other things. I had

flu—and I  thought 'Hey, there is more to this...'—Then I dropped out for a couple of
weeks. I was dealing with different topic s from nowadays . I  was President of the Free
[Anthroposophist] Schoo l an d I  was expecte d t o dea l wit h finance s al l b y myself .
There wa s no financia l syste m whatsoever , a  rea l mess . I t was like skating on thin
ice... and I was responsible .. . They have no idea about money, you are the only one
and s o what you say is right... well, I couldn't cope with that, I  had n o grip... That's
the onl y memory o f really—if I  would have carrie d on there.. . Someone els e would
really find that a  point fo r falling ove r the edge.. .

is. Did it take a  lot o f time and concentration?
PW. Yes, from th e poin t o f worrying it took twenty hours too much . I  couldn't cope with

that at all— It's a matter of concentrating on the things I really have to do. It is not a
question o f perfectionism—i f I  hav e t o d o te n things , well , the n I  d o the m les s
thoroughly, in less time and I  am perfectly happy with that, because i t is a conscious
decision.

In Pieter' s accoun t w e fin d som e similaritie s wit h Daniel' s position : to p
management mean s tha t a lot of tasks, decisions, and things 'to handle' arrive
on one' s desk . Pressur e increases , whic h i s sometimes a  healthy thin g ('on e
becomes more efficient') and  sometimes a  bad thing (' I decide to be a bit more
"sluggish"'). Survivin g all that mean s 'leavin g thing s out' , bu t als o finding a
balance betwee n wha t i s still experienced a s productive and where compres -
sion becomes 'edgy ' in the sense tha t things get out of hand. The idea of doing
things less well also derives from havin g to cope with multiple responsibilities .
The main differenc e betwee n Danie l and Piete r (apar t from th e differenc e i n
professional context ) is that Pieter has a more philosophical attitude: he keeps
'looking back ' (remembering ) and tryin g to lear n fro m forme r situations . H e
'steps out ' when he feel s tha t the qualit y of his effort s i s decreasing. H e con-
sciously tries to reflec t upo n hi s wor k in term s o f 'balancing' an d estimatin g
where and when compression i s still 'functional ' o r where risks may occur. He
would never agree with Daniel Lievegoed that even the essence of things could
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be compressed again , as he i s very much aware of the limit s of compression—
some task s just need thei r 'ow n time' . At a certai n poin t on e i s lef t wit h te n
things to do, and these  ar e all equally important—you juggle, though the ball s
may not be kept in the air all that elegantly. And he acknowledges 'rhythmicity'
in the sens e of accumulation o f experiences as a  factor, no t jus t for efficiency ,
but als o for effective performance .

We ma y conclud e that , althoug h Pieter  doe s experienc e th e risk s of com-
pression, he finds other ways of dealing with it—in being reflective, by taking a
more holisti c vie w of other aspect s o f life , an d i n acceptin g tha t sometime s
tasks and responsibilitie s ar e deal t with in a  less effective manner . Yet , even if
this suggests that Piete r deals better with compression tha n Daniel, we should
acknowledge tha t man y o f th e problems , demands , an d responsibilitie s i n
higher educatio n dea l wit h longe r time frame s tha n i n business . However , if
non-profit institution s continu e t o adop t th e sam e method s an d outlook s
as profit-making businesses, wil l it not be just a question o f time before Pieter
is confronte d wit h th e sam e ambiguit y a s Daniel ? Thoug h th e ai m o f m y
research is not a  comparison o f individual traits in order to gain a representa-
tive patter n o f compression , i t i s interestin g t o loo k a t th e experience s an d
attitudes o f a top manage r positione d 'between ' Danie l and Pieter , someon e
who views the topi c from a  different angle , in a  different professiona l context:
Dick van Roden.

Dealing with Flows of Information

Dick van Roden is Permanent Secretary of one o f the Ministrie s in The Hague.
As suc h h e is , a s a  colleagu e t o th e Minister , the CE O of th e organization .
Ministers change every four years, but he is the 'constant factor'. In the context
of to p managers , h e migh t b e considere d 'i n between ' administratio n an d
business, becaus e h e deal s wit h both . Fo r him th e mai n compressin g facto r
at th e individua l leve l i s hi s positio n betwee n politic s an d administratio n
and betwee n th e demand s fro m societ y and business . I n addition , fro m hi s
background as an (urban ) planner , he has developed  an explici t view on time
and time-relate d topics , resultin g i n severa l brochure s an d report s b y hi s
organization, wit h a  strong lin k to environmenta l policy and a  cal l for decel-
eration. He can talk for hours about the more philosophical aspects o f time(s),
the importance of social time versus economic time, and the role of 'emotional
time', a term that he himself claims to have coined and introduced into politics
and hi s everyda y practice o f management . I n dealin g wit h question s abou t
the dail y practice of his wor k and hi s vie w on societa l chang e ove r the pre -
vious decades , w e discussed th e topi c o f compression i n relationshi p t o th e
increasing flow of information, expressed by computerization in managemen t
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practice an d i n societ y a s a  whole . Dic k start s fro m a  mor e abstrac t level ,
stating:

Computerization—that i s a very important phenomenon i n our society—bu t what i s its
basic trend? It is all hidden in the drive to 'want to know everything' in our life—and th e
fact tha t w e want t o know , to comprehen d wit h ou r brains . I f you conside r tha t lif e i s
so limited an d w e have a n averag e of, say, eighty years t o 'hav e i t all'.. . This al l leads
to ou r desir e t o participat e in the flow of information. I n fac t thi s represent s the real -
ization of how limited we are in a  lifetime. In that sense, yes, information is a problem.
Computerization, however , is not—it i s al l about the selectio n o f relevant information,
choosing information. We seem to be incapable of doing that because o f the huge avail-
ability of information we have nowadays. We cannot decide what is relevant. You have to
know about thi s and that—an d what abou t th e rest?—Jus t leave it be! And the driv e to
think that we have to do i t ever faster, th e acceleratio n of it all, wanting to have and d o
everything within this life.. . it all has t o be shortene d and fas t an d accelerating . We are
always in a hurry, always rushing.

But then, immediately , he turns to the practica l level, saying:

And if I ask you something and you want to give me the righ t answer, you [researchers]
just take a book or ten fro m th e shelves and you think you have got it . .. we all try it that
way. But , when I  get a repor t tha t is longer than two or three pages, i t cannot be well
thought through . I t i s sen t bac k becaus e o f it s length . I t ha s t o b e don e withi n tw o
pages—if you can't d o that, you're doing a lousy job and you haven't taken the tim e to
consider the essence of what you want to convey. It takes an enormous amount o f time to
produce relevant information. And we do not take enough time. So we give information a
huge 'spin ' an d i t just cannot al l get through and i t cannot al l be relevant.. .

In the cours e of the interview Dick comes back to the nature of his respons-
ibilities, hi s Ministr y being on e o f th e fe w dealin g wit h long-ter m decisio n
making (i n his view) , but hi s mai n poin t abou t compressio n i s made i n th e
above quote . Acceleration is there, flow s o f information are increasing , neces -
sitating compressio n o f informatio n a t th e manageria l level . Thi s cause s a
somewhat tense , o r eve n paradoxica l relationshi p betwee n a  rathe r holisti c
view o f time dimension s an d a t th e sam e tim e th e necessit y o f compressin g
important informatio n int o th e 'maximum ' o f a  two-pag e note . Thoug h h e
realizes the importance o f qualitative good information, you cannot 'di g your-
self int o a  three hundred page report , wher e yo u can't find any orientation'.
Two patterns emerg e from hi s story. First, the fac t that , as a top manager , you
must rely on short reports in order to survive in the flow of information. Though
this proces s appear s logical , the 'essence ' o f the information , on which final
decisions are made, may well lack breadth. Dick refers t o criteria only in terms
of 'density ' an d 'clarity' . Though h e ha s definit e ideas abou t tim e frame s for
decisions an d th e risk s involved , h e find s himsel f i n a  positio n betwee n th e
speed o f politics and hi s desire to be an intellectual .

The second patter n i s the way in which increased flows of information and
the paralle l nee d fo r compressio n caus e mor e wor k fo r othe r level s o f th e
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organization. A consequence of compression, in the sense of time saving for top
management, i s more work and tim e investment fo r other people . A report is
sent bac k if it is not considere d sufficientl y 'dense' ; others 'should have spen t
more time' and are asked to do it again in order to keep strictly to the essence of
the contents . This means that , i n order for decision making at the manageria l
level to be effective , mor e time has t o be spent in the organizatio n to 'hav e it
all'. This can be done only if either more people ar e brought in , or the peopl e
already there lear n how to proces s more informatio n in less time . This again
creates further responsibilit y for management: not how to manage information
itself, bu t ho w t o hav e th e informatio n manage d elsewhere . Th e increasin g
warnings abou t burnou t coul d point t o the fac t tha t thi s proces s als o cause s
stress in the organization and that the need for distilled information contributes
to the problem.6

Dick's case illustrates that compression of information has a  direct effec t o n
the spee d o f decision making, the dept h o f the matter s considered ('yo u can' t
have i t bot h ways') , an d th e effect s o f acceleratio n i n politics . H e definitel y
'uses' compression as a coping strategy, though at the same time this gives him
distance fro m som e of his 'products' : where he see s the losse s o f acceleration
and compression , h e back s ou t personally . I f not , h e woul d 'g o mad' . Thi s
pattern of top managers being concerned about the possible risks of their work
recurs throughout the research . Some of the managers back .out of the conver-
sation altogethe r i f we reac h thi s poin t i n th e conversation ; other s jus t sa y
something lik e the y ar e sorr y 'bu t th e problem s wil l outliv e me... ' . Her e
another time aspect comes in: the dimension o f taking into account the effect s
of compression over a longer period of time illustrates the emergence of 'loops
in time' . Ultimately , compression ma y necessitat e spendin g mor e tim e o n a
problem o r a  task because o f the reflexiv e (tha t is , backfiring) natur e o f man-
agement processes . Whether i t i s the spendin g o f tax money o n unnecessar y
planning and projects o r on the cost s of burnout, soone r or later these factor s
have to be taken into account and they may well cause a greater loss over time
than th e short-ter m gains of compression.

CONCLUSION

Compression a s a  focu s fo r investigating management processe s reveal s ho w
acceleration affect s th e dail y practice of processing information, juggling with

6 'Burnout ' i s reported t o b e increasin g in th e Netherlands : according to a  recen t survey
approximately 4% of the Dutch population, a quarter of a million people, suffer fro m burnout in
a more or less severe manner (Volkskrant,  2 5 Mar. 2000). Apart from th e numbers, there seems
to be a fast growing section of young people, mainly young women (without children), who are
experiencing this.
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tasks an d decisio n making , an d th e comple x view of th e tim e dimension s
involved. Compressio n i s largel y experience d a s 'comin g fro m outsid e th e
organization', a s a n effec t o f th e societa l flywhee l o f th e industria l world ,
infusing organizations and not allowing people to ignore it. As a phenomenon it
is not questioned ; i t is considered 'the way it is'—so people are engulfed b y it,
inclined to view its inevitable advantages largely without questioning its effects .
Here management strategie s come in: compression seems to be an individual
strategy, an organizational necessity, and a societal norm.

Compression ha s a  definit e rol e i n th e area s o f processing information ,
decision making, competing, and surviving. It is a highly complex phenomenon
and i t i s difficul t t o assess whether i t bring s abou t transformatio n (o f views,
decision outcomes , strategies , individua l o r persona l views , organizationa l
goals, and so on.) or not. But assumptions can be made that this is the case, as
so man y instance s poin t t o a n increas e o f short-term managemen t an d th e
surrender o f managers to it.

Positive effects o f acceleration ar e listed by top managers mainly in the area
of 'processin g information' : compressio n i s a  way o f leaving things ou t an d
getting to the 'essence ' of things, probably parallel to the view of the compu -
terization o f society expressed b y Danie l Lievegoed . It i s hard t o ge t a  clear
picture of what this 'essence' is supposed to be, apart from 'off-the-cuf f estima -
tions, whic h impl y eve r shorte r tim e frames : i s i t minima l informatio n for
decision making and a comfortable overview so that one can delegate the more
time-consuming work to others and still be in control? It would appear that, to
succeed in management, an ability to draw out 'the essence' from a n overload
of information i s essential.

Looking at managerial work through th e focus o f compression reveal s para-
doxical effect s i n an d ove r time . Manager s ten d t o us e th e ter m solel y in a
positive sense. My research shows how ambiguous the meanings and effect s of
compression are , especially regarding long-term effects o f organizational pro-
cesses. Compression is seen by the managers simultaneously as a solution for
acceleration an d a s anothe r copin g strateg y i n a n acceleratin g world . Th e
possible 'losses ' ar e no t understoo d o r acknowledge d becaus e o f pressures ,
the nee d fo r quick action, an d a n accepte d leve l of (rational ) efficiency . Thi s
underpins the taken-for-granted character of compression. If you do not comply
with it , you ar e 'out'—yo u shoul d fin d anothe r jo b o r yo u shoul d no t hav e
been in this position in the first place. How does this fit in with the proclaimed
need for creativity, invention, empathy, and open-mindedness (no t to mention
sustainability) in modern management? Compression ('gaining time') promotes
acceleration by implying that rational reduction of information, emotions , and
alternatives is necessary to reach organizational and individual goals. The image
of compression is heavily influenced by the rationality o f computerization and
automatization. N o on e seem s t o b e reall y i n charg e o f decidin g wha t i s
essential in flows of information. The criteria in deciding what is 'essence' and
what is 'fuss' ar e vague. Yet, computers are not creative by themselves and in a
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way are rathe r tim e consuming , a s mos t o f us hav e experience d on e wa y or
another. Further questioning the taken for granted, as with compression, might
reveal the disadvantages o f using only rational time understanding an d leaving
out th e genuin e tim e neede d fo r responsible , human-sized , an d perhap s
selectively decelerated management .
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7
Cooperation Engineered: Efficiency
in the 'Just-in-Time' System

Nishimoto Ikuko

INTRODUCTION

Kanban, kaizen,  'tota l qualit y control' (TQC ) and 'qualit y circles ' (QC) , 'flexi -
bility', an d 'multipl e processing'—sinc e th e 1980 5 Wester n companie s hav e
introduced concepts and practices such as these into their plants in the United
States and Europe. They have done so to emulate Japanese cost-saving methods
of production, o r 'lean production', as it is known in the United States . Some
figures may illustrate how the introductio n o f such 'Japanese ' manufacturing
techniques improved Western companies' performance . According to figures in
1989, the average number of hours required to manufacture a car in Europe was
35.5, an d i n th e Unite d State s 24.9 . In a  199 3 survey th e figure s decreased .
In southern Europ e the hours were reduced to 22.9 and in American plants t o
22.4. Th e sam e research , however , show s tha t Japanes e transplant s i n North
America took an average o f 17.4 hours to produce a car, while Japanese plants
located in Japan needed 16.5 (Womack etal. 1990: 85; Kochan et al. 1997: 93). The
gaps are clearly diminishing; Western companies are fast catching up. Yet at the
end of the twentieth century Japanese companies stil l seemed t o be in a more
competitive position.

The 'Japanese ' productio n syste m seek s low-cost , high-qualit y products ;
it also attempts t o manufacture a variety of products in relatively small quan-
tities to meet the diverse and fluctuating demands o f the market. Its basic ide a
is to produce what is needed, a t the time needed, an d in the quantity needed .

This chapter is based on research conducted fo r my article ' "Harmony" as Efficiency: I s "Just-
In-Time" a  Product o f Japanese Uniqueness?', Time  and Society,  8/ 1 (1999) , 119-40 . Japanes e
names in thi s article , includin g mine , ar e writte n i n the orde r use d i n Japan—namely, th e
surname first followed b y the given name .
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The 'Japanese' method is thus seen as an alternative to Fordism, which is based
on th e principl e o f mass production . Ford , an automobil e company , se t th e
norm fo r manufacturing system s i n th e firs t hal f o f the twentiet h century ; its
'alternative' in the second half of the century also came from a car manufacturer,
Toyota. As against Fordism , the Japanes e syste m i s ofte n calle d Toyotism , or
more formall y th e Toyot a productio n system . I n industria l production , tim e
and profi t have an inseparable relationship . Maximization of profit i s achieved
by minimizatio n o f productio n time . Cos t i s save d b y savin g time . Toyota' s
fundamental ai m i s t o maximiz e th e profi t b y savin g costs ; i n orde r t o sav e
costs, it attempts to eliminate all waste, including 'unproductive time'. It is very
symbolic that Toyota' s method o f acquiring profit i s also popularl y known a s
JIT, o r th e 'just-in-time ' system , bearin g th e wor d o f time i n it s appellation .
Benjamin Franklin' s maxim o f 'time is money' i s clearly alive and wel l in thi s
new approac h t o profi t making . Toyot a i n thi s regar d ma y agre e completel y
with Alfre d P . Sloan , onc e presiden t o f Genera l Motors , who sai d tha t th e
business of the automobile industry was not to make cars but t o make money.

My concern i n thi s chapte r lie s i n reviewing the just-in-time syste m i n th e
light o f time. On e ma y immediatel y thin k o f kanban,  o r informatio n contro l
used for the delivery of parts and supplies . Under a strict timetable, it embodies
the quintessentia l featur e o f Toyota' s mechanism : th e precis e timin g o f
delivery, wit h a  comple x an d multilayere d syste m o f subcontractors , an d
'clockwork-like meshings ' tha t 'tick ' (Monde n 1981 , 1991: 98-136; Frui n 1992:
256). Speed-u p i s another importan t issue . Ever y worker a t th e assembl y lin e
experiences th e computerize d contro l of work. Finally, there is the principle of
getting mor e wor k ou t o f eac h uni t o f production . Force d overwork , i n th e
most tragi c cases , lead s no t onl y blue-colla r worker s bu t als o white-colla r
workers to deat h (Sakum a and Ohmor i 1991: 16-25).l M y purpose, however , is
not th e exploratio n o f such practices . Th e tempora l elemen t I  would lik e t o
examine may fal l into a more general category of time, efficiency. M y concern,
more specifically, i s the efficienc y achieve d not by individual skilfulness bu t by
teamwork. I am concerned about this because, while working as a team is a very
common experienc e in th e moder n divisio n o f labour al l over the world , it is
often treate d with a  culturis t emphasis o n Japanese uniqueness. Som e recog-
nize tha t th e just-in-tim e system i s a  rationa l manufacturing technique built
upon an d develope d fro m th e Wester n manufacturin g system (Schonburge r
1982; Cusumano 1985) . Others, while allowing this point, nevertheless maintai n
that Japan' s rise to a n industria l powe r i s largely due t o the uniquenes s o f its
culture o r traditiona l organizationa l structur e (Dor e 1973 ; Ouchi 1981) . When
the culturist s stress assets from th e past , their argument s concentrate aroun d
concepts tha t attemp t t o characteriz e th e Japanes e b y thei r preferenc e for
collective activit y an d thei r respec t fo r 'harmony ' an d 'cooperation' , thu s

1 Durin g my studies at Manchester University another Japanese student told me tha t two of
her uncles , who ha d bot h been working for Toyota, had die d from overwork .
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helping t o reinforce the familia r dichotomy of 'Western individualism' versu s
'Japanese teamwork'. Japanese companies, on their part, too, stress the need for
harmony an d cooperation . Fo r these reasons , thi s articl e wil l reconsider th e
just-in-time system fro m tw o perspectives; on e i s to examin e management' s
repeated stress on cooperation focusin g on metaphors that appeared in mana-
gerial discourse; the secon d i s to review the developmen t o f industrial techni -
ques in Japan in the ligh t of its post-war politica l history.

THE QUESTION OF COORDINATION

Modern industr y takes th e for m o f a  divisio n o f labour . Ca r manufacturing,
handling a s man y a s 20,000-30,00 0 parts , involve s a  particularl y comple x
division an d subdivisio n o f labour. Whil e it is much mor e efficien t t o make a
car this way than for one worker to do everything alone, it is also true that some
elements o f wast e aris e precisel y becaus e th e wor k i s divided . Toyotis m
removed the 'play' element from work (that is any non-productive time), as did
Taylorism and Fordism. But Toyota's engineers were no mimics. They achieved
something tha t the American industria l architect s failed to see . Toyot a tech -
nicians did not think that the sum total of maximum efficiency in each process
was automatically identica l with th e shortenin g o f the tota l productio n time .
Taylorism distinguished value-adding from wasteful motion , in the sequence of
the individual' s work; Toyota distinguished profitabl e processe s fro m wastefu l
ones within th e whol e productiv e sequence . The company sa w a number o f
unprofitable point s involvin g 'in-betwee n labour ' i n existin g manufacturin g
practices. Its primary concern was, while pursuing efficiency, how to reorganize
the sequenc e o f work, and therefor e eliminate wastefu l time .

Toyota, a Japanese automotive company, began to see the necessity for a new
method when i t faced a practical question . Toyota' s historiograph y tell s us an
anecdote. I n his struggle to manufacture passenger cars in emulation o f Ford
and General Motors, who were operating in Japan with considerable gain in the
19308, Toyoda Kiichiro (1894-1952) , th e founde r of Toyota Motor Corporation,
decided t o purchas e th e lates t an d th e mos t sophisticate d machin e tools .
Contrary t o hi s expectations , mechanizatio n wa s unsatisfactory ; i t di d no t
produce a  dramatic effec t o n overal l efficiency. Eac h machine ha d a  differen t
efficiency leve l an d machine s wer e completin g th e job s a t differen t speeds .
Kiichiro, seeing the synchronizatio n o f time as the critica l aspect o f manufac-
turing efficiency , envisage d a  manufacturin g process wher e eac h phas e syn -
chronized wit h each other i n a smooth and coordinated flow. He then 'wrote
the words "just in time" \jasuto  in  taimu] on  a banner and hung it on the wall'
(Toyota 1988: 69).

In productio n i t i s no t onl y machine s tha t nee d synchronization . Suc -
cessfully efficien t productio n involve s a n effectiv e coordinatio n o f thre e



COOPERATION E N G I N E E R E D 10 7

elements: material s an d huma n motio n a s wel l a s machinery . I n a  factory
where a  number o f workers with differen t level s o f skill and experienc e work
together, som e ma y complete a  task more quickl y than others . I t i s manage-
ment's task to teach a 'slow' worker how to abandon wasteful motion an d work
efficiently. Thi s is where Toyota' s engineer s begi n t o speak in metaphors .

TEAMWORK AN D SPOR T METAPHORS

Ohno Taiichi (1912-1990) , IIT's chief architect , dre w the analog y between pro -
duction an d sports . 'Wor k and sport s hav e man y things in common', becaus e
both work and sports are 'done through teamwork.' But not all sports serve as a
good example . lapanese traditional sport s such a s sumo wrestling, kendo,  and
judo ar e inappropriat e analogies , fo r the contender s compet e throug h indi -
vidual skill and strength. I t is organized team sport s that can explain the nature
of factory work: 'in modern industry , harmony among people i n a group, as in
teamwork, is in greater demand than the ar t of the individual craftsman' (Ohno
1988: 23). Ohno found the metapho r o f baseball mos t suitable ; he liken s pro-
duction to the defenc e aspect o f the game .

... a player in the outfield has nothing to do as long as the pitcher has no problems. But
a problem—the opposing batter getting a hit, for example—activates the outfielde r wh o
catches the ball and throws it to the baseman 'jus t in time' to put the runner out. Managers
and supervisor s in a  manufacturin g plant ar e lik e the tea m manage r an d th e batting ,
base, an d field coaches. A strong baseball tea m has mastered the plays ; the player s can
meet an y situatio n wit h coordinate d action . I n manufacturing , the productio n tea m
that has mastere d th e just-in-time system i s exactly like a baseball team that play s well
together. (Ohn o 1988: 8)

Teamwork i s a  ver y importan t elemen t i n IIT . Ohn o repeatedl y explaine d
successful operatio n b y cooperation throug h a  variety of other sports , such as
eight rowers in a boat race, eleven players on a football team, and the six players
in a volleyball team. The idea is repeated in lapanese compan y 'transplants ' in
the Unite d States . Lauri e Graham (1995) , hersel f working in a  Subaru-Isuz u
factory i n Indiana, also notes th e company' s us e o f the team/spor t metaphor .
For the automotive company a person working in the factory is not a worker; he
or she, in the firm' s euphemism , i s an 'associate' , a  member o f a team. As the
company explains , 'Team leader s ar e highly skilled Associates, like basketbal l
team captains.. . A group leader is like a coach, responsibl e fo r several teams.'
At the end o f daily morning meetings, Graham records, 'Team members would
huddle in a manner simila r to that o f a sports team before a game' (L . Graham
1995: 69, 108; see als o Fucin i and Fucin i 1990: 43-4).

The track relay race has served as another powerfu l metapho r fo r production
processes. I t involves four individuals , whose skil l a t passing the bato n affect s
the overal l speed. Likewise , in the collectiv e work of manufacturing, 'the parts
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should b e hande d ove r a s i f they were batons ' (Ohn o 1988: 25). This analog y
marvellously correspond s t o tha t use d b y Kamat a Satoshi , a  journalis t wh o
worked for Toyota as a seasonal worker, when he described the precise moment
of the chang e i n the shift : 'Th e first shift end s a t 2:15 pm. Already, the ma n o n
the nex t shif t i s standing besid e me , waiting for me to finish. As soon a s I pu t
my hammer dow n on the belt , he picks it up an d begins precisely where I lef t
off. A  baton pass , an d neatl y done , too ' (Kamat a 1983: 23-4). In a  track relay,
unlike in a swimming relay where every swimmer swims an equal distance onl y
after th e foregoing swimmer ha s touched the wall, 'a strong runne r ca n mak e
up for a weak runner' in a relay zone. The same goes for manufacturing. 'If a n
operator i n a  late r proces s i s delayed , other s shoul d hel p se t u p hi s o r he r
machine. Whe n the work  area return s t o normal , tha t worke r should ge t th e
baton an d everyon e should return to their positions' (Ohn o 1988: 25).

We hav e see n som e example s o f metaphorica l expression s use d b y th e
management o f car manufacturing companies. Ou r question i s why JIT needs
to b e promote d wit h suc h analogies . I n Toyota , Ohno' s answe r (1988 : 25) is,
'In work and sports, it is desirable for team members to work with equal strength.
In actuality this is not always the case, particularly with new employees who are
unfamiliar with the work.' Under Toyota's harsh working conditions, the rate of
absenteeism an d turnove r i s high . Wit h bot h regula r an d seasona l workers ,
whether b y dropout , transfer , o r completio n o f the term , ther e i s a  constan t
flow of incoming and outgoing workers. In terms of cost saving, the use of new
recruits and seasonal workers may be advantageous; however, frequent change s
in deployment and the use of workers unfamiliar with the operations can be the
source o f delays in production. Kamata , the said journalist, fo r instance, too k a
full mont h t o becom e 'independent'—namely , t o b e abl e t o handl e th e
assignment withou t an y help (Kamat a 1983 : 42, 87). When one worker' s delay
can cause delay s in the subsequen t processes , such delay s must be compens-
ated for or even prevented throug h collective work. It is no exaggeration to say
that withou t mutua l assistanc e th e whol e schem e i s impossible ; nothin g i s
produced 'jus t in time'. It is indeed the system of mutual assistance tha t fills the
gap betwee n th e advantag e o f cos t savin g an d th e disadvantag e o f usin g
inexperienced workers . There i s a  practica l necessit y t o mak e a  high leve l of
synchronization possible . 'Teamwork ' an d 'cooperation ' therefor e ar e b y no
means 'cultural ' or 'traditional', as some Japanologists would like us to believe.
If ther e ar e indee d harmon y an d cooperatio n i n th e Japanes e organizatio n
of labour , the y ar e manufacture d harmon y an d engineere d cooperation .
Cooperation, in short , is efficiency .

In order to emphasize thi s point , we may turn to some Western theory and
experience. Ma x Weber argue d tha t capitalis m i n th e Unite d State s i n it s
highest development assume d 'the character of sport' (Weber 1904-5/1958:182).
When the emphasis  wa s placed upo n gainin g the highes t score , he foun d th e
metaphor appropriate . I n the sam e decad e durin g which Weber was writing,
Frederick Taylo r explaine d befor e th e U S Specia l Hous e Committe e th e
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importance of cooperation between workers and management. He spoke usin g
the simil e o f baseball. A  worker learning efficien t motion , h e said , was lik e a
baseball player learning the best form; management givin g instructions was like
a coach giving signs and orders .

The players have not onl y been tol d the bes t way of making each importan t motion or
play, but the y have been taught , coached, and traine d t o i t through months o f drilling.
And I  think that ever y man wh o ha s watched first-class play , o r who knows anything of
the managemen t o f the moder n basebal l team , realize s full y th e utte r impossibilit y of
winning with th e bes t tea m o f individual player s that wa s ever gotte n togethe r unles s
every man on the team obeys the signals or orders of the coach and obeys them a t once
when th e coac h give s those orders ; that is , without th e intimat e cooperatio n betwee n
all member s o f th e tea m an d th e management , whic h i s characteristi c o f scientifi c
management. (Taylo r 1912/1947: 46)

Both Taylor and Ohno use the baseball metaphor , but sligh t differences ca n
be detecte d betwee n them . Whil e the forme r stresses cooperatio n betwee n a
worker an d management , th e latte r place s emphasi s o n cooperatio n amon g
the workers. Baseball is a game of both offenc e an d defence , but Ohn o focuses
exclusively o n th e defenc e aspec t o f th e game . Th e stres s i s wort h noting .
Offence, afte r all , is  the  batter' s individua l fight  agains t the  pitcher . Onl y in
defence is the analogy between sport and cooperation i n teamwork all the more
appropriate.

COOPERATION IS EFFICIENCY

The idea of cooperation a s efficiency i s familiar in European economic theory .
Quoting G. R. Carling, Marx (1867/1976: 447), for instance, wrote in Capital:  'The
strength o f the individual man i s very small, but th e union of a number of very
small forces produces a collective force which is greater than the sum of all the
partial forces, so that merely by being joined togethe r thes e forces can reduce
the time required, and extend the field of their action.' He referred to this under
the headin g o f 'Cooperation'. Once divided, labour shoul d no t b e lef t divide d
but mus t be efficiently coordinated. If each process of work is not linke d wit h
the others , th e divisio n of labour eventually produces inefficiency . 'Th e isola-
tion o f th e differen t stage s o f manufacture , consequen t upo n th e employ -
ment o f manual labour , add s immensely t o th e cos t o f production, th e los s
mainly arisin g fro m th e mer e removal s fro m on e proces s t o another ' (Mar x
1867/1976: 463-4).

This i s precisely th e poin t upo n whic h Mar x disagreed wit h Ada m Smith' s
account o f th e divisio n o f labou r a s efficient . Mar x gav e a n exampl e o f th e
coordination o f divided labour through glass-making (glass-blowing) in which
five specialized workers (a bottle-maker, a  blower, a gatherer, a putter-up, and
a taker-in ) wor k together. 'Thes e five specialized worker s are specia l organ s
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of a  singl e workin g organism tha t onl y act s a s a  whole , an d therefor e ca n
operate only by the direct cooperation of all five. The whole body is paralysed if
only one o f its members i s missing' (Mar x 1867/1976: 466).

The whole interrelated labour process thus 'creates a continuity, a uniformity,
a regularity, an order, and even an intensification of labour, quite different fro m
that foun d in independen t handicraft s or even i n simpl e cooperation ' (Mar x
1867/1976: 465) . If production i s a  continuou s operation , i t i s no t difficul t t o
imagine that all sorts of pressures will be placed on each part not to be late, let
alone absent . Thi s i s al l fo r th e purpos e o f achievin g maximu m efficiency .
Marx detected the presence o f 'peer pressure' in this arrangement. 'I t is clear',
Marx (1867/1976: 464-5) points out, 'that the direc t mutual interdependence of
the differen t piece s of work, and therefor e of the workers, compels each one of
them to spend on his work no more than the necessary time'. Efficiency i s not
achieved simply through the divisio n of labour; it involves the questio n o f the
time spen t o n eac h labou r process an d th e establishmen t o f the connectio n
between the processes. Toyota simply put this principle into practice in its own
way given new technological circumstances. Cooperation, therefore, i s nothing
new, nothing peculiar t o Japanese culture .

LEARNING FROM WESTERN TECHNOLOGY

Now, we may need t o consider t o what degree the so-calle d Japanese system
owes it s formatio n t o cultura l a s wel l a s institutiona l legacies . Delbridg e
(1998: 208) raises the issu e whe n h e urge s u s to ask the questio n abou t 'ho w
"Japanese" th e Japanes e methods are' . In spit e o f culturist arguments, a  dif-
ferent stor y is told about the making of the just-in-time system. It needs t o be
remembered tha t Ohn o go t th e ide a o f implementing JIT from a n American
supermarket during his visit to the United States in 1956. He was staying in the
country to learn about American techniques of car manufacturing. Ohno's visit
was in no sense a special case. Its implication will become clearer if we consider
Japan's technologica l developmen t i n the wide r contex t o f post-war politica l
history. I n th e mids t o f the col d war , when nation s al l over the worl d were
being grouped under either the American military alliance or the Soviet camp,
the Unite d States , spurre d b y th e outbrea k o f th e Korea n War i n 1950 , saw
the advantage of providing American technical expertise, including patents and
licences, fo r th e forme r enem y a s wel l a s othe r Asia n countries . Suprem e
Command fo r Allie d Power s (SCAP ) official s invite d a  numbe r o f American
experts to Japan to conduc t seminars , whic h include d W . Edwards Deming's
lecture in 1950 on ideas of quality control. The United States, in turn, received
many Japanese delegations . In 1953 and 195 4 a total of fifty-three small group s
visited, an d i n 195 5 alone fiftee n mission s reachin g a s many a s 17 4 members
went t o th e Unite d State s t o stud y industrie s suc h a s stee l an d automobil e
(Saxonhouse 1983:162; Hein 1993: 109; Morris-Suzuki 1994: 167) .
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Another aspect o f post-war history should not be forgotten. In the aftermath
of war and subsequent post-war social turmoil, Toyota management's effort s t o
recover thei r operation s di d no t brin g th e satisfactor y result s the y expected .
With the condition s stil l worsening, the managemen t followe d financial guid-
ance fro m Genera l Headquarters o f the Allie d Occupation Force s (GHQ ) and
the subsequen t Japanes e government' s deflatio n polic y i n 1948 . Yet, recon-
struction wa s al l th e mor e difficult . Managemen t the n resorte d t o cuttin g
wages, an d dismisse d surplu s labou r i n 1950 . The massiv e lay-of f lea d t o a
ten-month labou r strike, one of the biggest strikes in post-war Japanese history.
(Another larg e strik e too k place i n Nissa n i n 1953. ) Durin g the period , man -
agement succeeded i n firing union leaders and crushing militant unions, whose
organizing activitie s wer e gainin g strengt h unde r a  ne w Labou r Unio n Law
enacted wit h the GH Q initiative. In this way, from th e earl y stages of post-war
history, Japanese labour unions were emasculated an d organize d by the com-
pany to creat e a  downward communicatio n channe l t o serv e th e interest s of
management. The final step taken by management was to appoint Ohno Taiichi
as th e unio n presiden t (Cusuman o 1985 : 137-85; Dohs e e t al.  1985 : 133-41) .
Culturists presen t th e cours e o f Japanes e labou r organizatio n a s unilinear ,
a smoot h trajector y with littl e trac e o f conflicts. 2 Thei r vie w the n serve s t o
make post-war radical unionism invisible . Emphasizing the company's fate as a
whole, th e ideolog y of class conflic t was replaced with the discours e of coop-
eration (Gordo n 1993: 375) .

It i s not onl y car manufacturing techniques tha t Japanes e engineer s learn t
from th e Americans . JIT' s ide a o f tim e savin g i s withou t doub t base d o n
Taylorist time-and-motion studies . William Tsutsui, in his analysis of the recep-
tion of scientific management in Japan, for instance, asserts that JIT is 'an heir
to the Taylorist agenda' and a 'revised TaylorisnY (Tsutsu i 1998:184,187). Japan's
concern fo r scientific management wa s almos t coterminou s with tha t i n th e
United States. F. W. Taylor's Th e Principle o f Scientific  Management  (1911 ) wa s
translated into Japanese just two years after its publication in the United States.
Japanese concern for and absorption of Western technology can be traced back
even further. Putting forward slogans such as 'a rich country and a strong army'
(fukoku kyohei)  an d 'encouragin g industry' (shokusan  kogyo)  t o catch up with
Western nations , th e Japanes e government , sinc e it s establishmen t i n 1868 ,
systematically introduced Western institutions and technolog y in almost every
sphere includin g law, politics, economy, medicine, education, railways, archi-
tecture, as well as art. When it comes to military technology, Japan's learning
started much earlier, in the 18505, still under the Tokugawa reign.3 At these initial
stages o f 'modernization', 'hire d foreigners ' or foreign expert s were invited t o

2 A  somewhat similar view of unbroken continuity can b e see n in T. C. Smith (1988) , one o f
the fe w examples from literatur e on th e Japanese sense of time available in English .

3 Th e feudal government was opened up by Tokugawa leyasu in 1603 in Edo, now Tokyo, and
ruled by the Tokugaw a family fo r about 260 years until 1867.
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Japan and appointed to help establish systems of Western methods throughout
Japan. When Japan has been learning Western systems since the latter half of
the nineteenth century , it seems rather strange to characterize the formation of
the production system as the 'Japanese' model and attribute it exclusively to the
country's past asset s (Voge l 1979/2001).

THE SHOCK OF JAPANESE ASCENDANCY

For all his insistence on the Tokugawa legacies, Dore (1983), an expert on Japan,
precisely becaus e o f hi s exquisit e sociologica l insight , seem s t o contradic t
himself when he sees organizational affinit y betwee n two modern institutions :
a Japanese factory and the military. 'The firm [Nippon Electric Company (NEC)]
has very close connection with the Self-Defense Force s and makes a strenuous
effort t o recrui t former soldier s an d NCOs ; 2,500 of its workers and a  tenth of
its foremen are ex-soldiers' (Dor e 1983: p. xii). Significantly, the similarity is not
limited t o th e Japanes e SDF . Dore claim s tha t Toyot a eve n resemble s th e
American army. 'Joining Toyota as a regular worker', Dore (1983: p. xii) suggests,
'is indeed rather more like joining the army in America than like going to work
for General Motors'. Such contradictions and persistent arguments over Japanese
uniqueness, i n turn , seem t o lead t o a  question that need s t o be considered :
'why did Western corporations respon d to Japan's industria l ascendancy i n the
way they did?' Admitting the increasing competitiveness of Japanese companies,
Western counterpart s bega n t o conside r th e possibilit y o f introducin g th e
'Japanese' manufacturing system. They pondered th e questio n of the cultura l
difference, wonderin g t o wha t exten t i t woul d b e feasibl e t o introduc e th e
'Japanese' system that ha d it s roots in Japan's unique tradition . On the othe r
hand, when the Japanese governmen t an d companies tried to import Wester n
systems and methods, it did not occur to them to raise such a question. There
was n o roo m fo r questioning th e conflic t betwee n Japanes e collectivit y and
Western individualism . Th e issu e o f cultur e wa s totall y irrelevan t t o them .
Is there not then a  psychological barrier, as it were, in the Western mind?

When Vogel's Japan a s Number On e appeared i n 1979, it shocked the world
as well as the Americans, to whom the book's message was primarily addressed.
It wa s disturbin g partl y becaus e th e titl e suggeste d th e demis e o f Western
supremacy o f industria l production . Ther e seems , however , another , mor e
fundamental reaso n behin d it : tha t th e America n position a s th e economi c
superpower was now being conceded to an Asian country, which 'only recently
had lai n in ruins and bee n dismisse d a s a "fourth-rate nation"' (Dowe r 1999:
557). In almost ever y industry Japanes e companie s surpassed their American
counterparts, achievin g 'the Japanese miracle' . The United States , in guiding
Japan into the industrial world, 'had single-handedly created it s own nemesis'
(Morris-Suzuki 1994 : 167). Having tried t o catc h u p wit h th e Wes t an d whe n
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industries finall y reache d Wester n level s o f competitiveness i n th e capitalis t
market, Japanese companies wer e not seen to be engaged i n the same lucrative
venture. Th e Western counterpart s sa w them a s being drive n an d motivate d
by something entirel y different . No t on th e sam e plain , th e Japanes e seeme d
to belon g t o a  distinc t non-huma n categor y o f 'economi c animal' . (I s th e
same tru e o f Taiwan , Korea , Singapore , an d Hon g Kong , whic h ar e likene d
to th e imaginar y creature s o f Vogel' s Th e Four  Little  Dragons  (1991)? ) Th e
Japanese ar e heterogeneous , thu s the y nee d t o b e analyse d fro m a  differen t
perspective: 'many... presumably expert accounts end up speaking of "secrets"
and "miracles" which ultimatel y trace back to some non-discursive real m and
quasi-mystical bonding uniqu e t o Japan ' (Dowe r 1986: 312-13). Th e Japanese,
it should be admitted , too , hav e attribute d thei r growing economi c powe r t o
their uniqueness .

CONCLUSION

The just-in-time system, as I have tried to demonstrate, has nothing to do with
Japanese uniqueness; i t is not the product of Japanese culture or the Tokugawa
legacy, bu t th e outcom e o f th e carefu l study , application , an d developmen t
of th e Western—primaril y American—system. Car manufacturing techniques ,
quality contro l an d tota l qualit y control , industria l engineering , scientifi c
management a s well as the inspiration for the kanban system—all are imitations
of th e America n system. The so-calle d Japanese model , mor e precisely , is all
but ' a hybri d Japanese-America n model ' (Dowe r 1999 : 558). Manufacturin g
techniques an d device s wer e introduce d i n Japa n a t a  particula r historica l
moment. Politically, they were introduced in the years of American occupation
and developed  i n th e perio d o f east-west polarization . In th e ligh t o f labour
history, the experiments began in times of low wage costs, just at the beginning
of unionism. The companies' repeate d emphasis on harmony, cooperation, and
teamwork i s the conceptua l fortificatio n to ensure the smoot h runnin g o f the
system buil t o n comple x an d minut e division s an d subdivision s o f labour.
Whatever their analyses may be, however, Western proponents of the Japanese
system enthusiasticall y recommend it s adoption a s a  means t o catch up with
Japan's efficiency . A  sociologist urges peopl e outsid e Japa n t o 'embrac e th e
quality circles , embrac e th e assumption that workers can willingly contribut e
initiatives... to improv e efficienc y i n th e fir m o f whic h the y ar e members '
(Dore 1983: p. xxxvi). Womack and hi s co-authors uncritically extol the system,
believing that i t wil l 'sprea d t o al l corners o f the glob e for everyone's mutual
benefit'. The y too argue that responsibilit y involved in labour 'means freedom
to contro l one' s work—a big plus—' (Womac k et al. 1990: 12, 13). But where i s
workers' freedo m whe n workers cannot determin e ho w many hours they wil l
work, and ar e forced t o do overtime against their will? It is as well to remember
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that hDor e use d th e analog y o f th e arm y t o characteriz e Toyota—th e army ,
where not freedo m bu t absolut e obedience i s required.

We migh t recal l a  repor t o n a  fire in Februar y 1997, which brok e ou t i n a
factory making parts for Toyota (Aisin Seiki Co.). The sudden halt of the supply
of parts by the incident, it was thought, would bring total paralysis. The parent
company was afraid tha t i t would be a  fatal blo w to its proud efficien t manu -
facturing system , give n th e firm' s hig h leve l of time coordinatio n a s wel l a s
complex multilayered webs of subcontractors. The damaged factory was in fac t
forced to suspend its operation for three days. But it returned to almost normal

operation in only six days. Reports on the disasther and the subsequent recovery
tended to shed light on the rapidity of the company's responshe to the crisis; the
speed, indeed, is striking. Yet we must not forget what was behind the swiftness:
the heavy burden on workers. In order to make up the leeway, a decision was
made to bring in a  temporary change o f the shif t i n some o f the productio n
lines, fro m th e two-shift , sixteen-hou r labou r t o th e three-shift , twenty-four-
hour operation , with mor e frequent overtime work. Further, some Saturdays,

which had been days off work, were made into working days, while other
Saturdays, which had ordinary one-shift patterns were changed to the two-shif t

operation. The labour union eventually had to live with such company policies

(J. Lee i999fl,fr : 141-2) . Behind the phenomena l recover y from th e disaste r lay
workers' 'cooperation'—tha t is, compliance.
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8
Hanging on the Telephone: Temporal
Flexibility and the Accessible Worker

Emma Bell  and Alan Tuckman

INTRODUCTION

In thi s chapte r w e consider the impac t o f flexible working time arrangement s
on the UK chemical industry. We focus on annualized hours agreements, which
provide managers with a strategy for extending workers' temporal availability.
First, however , an d i n orde r t o begi n t o explor e som e o f the consequence s
of thi s tempora l redefinitio n of the employmen t relationship , le t u s conside r
the followin g examples , i n whic h manager s describe  som e o f the difficultie s
encountered i n implementing annualized hours .

There was a rumour around Eastha m that , a s soon a s we put... in [annualize d hours] ,
Dixons sold more answerphones than they've ever sold any day o f their lives. And with
the B T systems now, and fanc y phones , you can, you know.. .
Where we have tried to cal l people in, you'll phone their house and they'l l be getting the
wife [t o answer the phone ] now—or you won't get an answer [at all]. I've got to the stage
where i f I can't ge t anybody, I'll just cal l the contractor s in .

Other storie s fro m ou r researc h tel l o f employees' hom e telephon e number s
having been changed and pagers being sabotaged. These accounts seem to reflect
specific acts  o f resistance t o annualize d hour s agreements , an d t o represen t
strategies fo r survivin g the syste m o f 'cal l out' , whic h thi s for m o f tempora l
flexibility relies on. The examples are drawn from tw o separate and independ -
ent pieces of case study research on which this analysis is based. The first is an
ethnographic investigatio n int o tw o chemica l companie s conducte d durin g
1996-7, and the second a  longitudinal interview study of two different chemica l
companies undertaken between 1990 and 1997. On four of the five sites on which
research was conducted, annualized hours agreements had been introduced.
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Although these two pieces of research were conducted entirely independently
and focuse d o n different aspect s o f employment relations within the chemica l
industry—one o n paymen t system s (E . Bel l 1999 ) and th e othe r o n flexibl e
working practices and employe e representation (Tuckma n 1998; Tuckman and
Whittall 2002)—bot h highligh t th e importanc e o f tempora l change s withi n
the employmen t relationship . Th e introductio n an d operatio n o f annualized
hours became the focus of separate papers presented within the 'Organization ,
Management an d Time ' strea m a t th e EGO S i6t h Colloquiu m (E . Bell 2000 ;
Tuckman 2000). As well as making us aware of each other' s research , through
the conference we were able to recognize strikingly similar patterns of resistance
to annualized hours within our data, even though the empirical work had been
conducted a t differen t time s an d i n differen t locations . However, while ther e
were clea r symptom s within ou r dat a o f what Noo n and Blyto n (1997 ) would
describe a s 'avoidanc e strategies' , w e interprete d thes e behaviours—th e
changing o f telephone numbers , us e o f answer machines , o r othe r strategie s
adopted b y workers under annualize d hour s contracts—a s mean s o f accom-
modating new temporal arrangements .

This chapte r therefor e begin s b y explorin g th e implication s o f tempora l
irregularity associated with the flexible use of working time. It focuses on chan-
ging employment practice s within th e chemica l industry and in particular on
the introductio n o f annualized hours agreements . Whereas overtime and shif t
work have i n the pas t represente d th e principa l mean s throug h which man -
agement ha s sough t t o exten d th e perio d o f daily productive activity (Blyto n
1989), annualize d hour s agreement s provid e management wit h an alternativ e
strategy fo r expandin g workers ' tempora l availability . This i s partly because ,
unlike overtime, which requires that the employee is financially compensate d
for th e intrusion int o his non-work time, annualized hours treats work beyond
what was formerly denne d a s the standar d da y as part o f an expandabl e day,
which can be compensated for by fewer work hours on a later day, rather than
by additional paymen t (Blyto n 1994) .

The chapte r als o consider s som e o f th e mor e genera l implication s o f
annualized hour s for the temporalitie s o f work organization. In particular, the
flexible use of working time under annualized hour s agreements can be asso-
ciated with a  shif t toward s a  more open-ended definitio n o f work time. This
reflects a  broader societal transition enabled b y the increase d desynchroniza -
tion of time and space , so that the us e o f particular spaces a t particular times
becomes steadil y less predictable (Harve y 1989; Glennie and Thrif t 1996) . Th e
expectation that employees become more temporally flexible is realized in part
through the process of time-space desynchronization. This enables employers
to expec t workers to become more adaptable , bot h i n terms of the times an d
places they d o their jobs, a s well as the rang e o f tasks they ar e willing t o do
within the m (Blyto n 1992) . I n addition , tempora l flexibilit y represent s a n
attempt t o desegregat e work from non-work , based o n the remova l of former
rigid, rule-based time-measurement structures , which have been a characteristic
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of modern, bureaucratic work organizations. Temporal flexibility has reverse d
patterns o f time-segregated schedules , which allowed an apparen t separatio n
of hom e fro m pai d work . Thi s enable s th e increase d penetratio n o f wor k
accessibility eve n fo r lower-status non-professional employees lik e chemical -
process workers . Ou t o f thi s conflatio n o f privat e an d publi c role s an d th e
reversing o f th e privatizatio n withi n th e househol d (Goldthorp e et al.  1968;
Zerubavel 1981) we see the emergenc e of management's idea l of 'the accessible
worker'. Thi s chang e i s facilitate d no t jus t b y flexibilit y within contract s o f
employment but als o by technologies which make employees 'ever-available' .

The replacemen t o f overtime, a s a  means o f covering for th e exigencie s of
continuous process manufacturing, wit h annualized hours agreement s can be
seen as an attempt by management to standardize the value of work time. Time
spent a t work is in this way defined in terms of a more homogenous time code
(Clark 1990) , b y takin g al l units o f working time t o b e o f equal financia l an d
social value. This despite the existenc e of irregular events in the calenda r year,
such a s bank holiday s o r weekends, tha t giv e some tim e period s greate r sig-
nificance tha n others . B y requiring worker s t o b e accessibl e durin g periods
when they are away from the work site, annualized hours agreements make the
boundaries between workers' public and private time less distinct. Specifically ,
within such contracts we find unscheduled tim e that i s designed fo r 'call-out',
where the site worker is available for duties outside routine shift patterns. Away
from the site in short or long periods of 'non-work', they are accessible for work
and expected to be readily available to cover for absences or other exigencies. At
times o f suppose d 'privatization' , the y are , almos t literally , expecte d t o b e
'hanging on the telephone' waiting for a possible call-out. The erosion of these
rigid boundaries between publi c and privat e time is enabled b y the us e of the
telephone, instea d o f the clock , as the key device through which the tempora l
availability of an individual shift worker is negotiated. In this way, the telephone
provides the means by which the boundaries between public and private time,
work and non-work , are blurred.

THE OWNERSHIP OF PUBLIC AND PRIVATE TIME

Time ownership is commonly defined in terms of the dichotomous relationship
between owners ' time , the tim e fo r work, an d ow n time , the tim e fo r leisure
(Blyton e t al . 1989 ; Adam 1990) . This distinctio n i s seen a s a  reflectio n o f th e
struggle for control over time within the capitalist system, as a means of exploit-
ing labour (Starke y 1988). Hence 'management tries to master time in order to
prolong i t while labou r trie s to maste r time in orde r t o shorten it ' (Gurvitc h
1964: 44). The clock is claimed to be the central technical time-measuring device
that ha s enable d th e regulatio n an d exploitatio n o f labour . It s dominance ,
according to Thompson (1967) , is marked by the shif t away from disputes about
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the imposition of clock time in factories, fights against time, to contest over the
detail of work time arrangements, fights over  it. Control also relies fundament-
ally on the association o f time with money, which turns time into a  malleabl e
commodity. Time is thereby constituted a s a scarce an d exploitabl e resource ,
able to be measured, bought, sold, and spent 'thriftily ' (Ingol d 1995). As a result
of this process, time has become a  means o f defining labour itself, in terms of
'man hours', rather than merely a means of structuring any given work activity
(Adam 1990).

Within industrial sociology, attention ha s been drawn to the social construc-
tion o f organizationa l tim e withi n specifi c productio n sector s (Clar k 1985;
Whipp 1987) and areas of management (Whipp 1994; E. Bell 2001), which means
that i t i s n o longe r possibl e t o conceptualiz e tim e a s a  single , unitary , an d
absolute system. Furthermore, the development of information and communic-
ations technologies, combined with new forms of flexible working, implies that,
in a  numbe r o f wor k contexts , th e cloc k i s n o longe r th e dominan t tim e
instrument. Instead , the tempo o f modern lif e i s increasingly defined b y com-
puter technology that fundamentally changes the way people relate to time by
bringing its measurement belo w the threshold of human consciousness (Rifki n
1987). This same technology also allows the immediat e surveillance of workers
through th e 'electroni c panopticon ' (Sewel l an d Wilkinso n 1992) . However ,
while th e continuou s monitorin g o f processes withi n chemica l plant s allow s
a degree of employee surveillance, we are concerned here with a more diverse
and emergen t technolog y includin g telephones , cellula r phones , answerin g
machines, an d pagers , whic h w e se e a s enablin g th e constructio n o f th e
accessible worker beyond the physica l boundaries o f the workplace.

Time spent a t work can also be understood relative to time spent away from
it. In organizational research, domain analysis has provided a basis for under-
standing th e tempora l and spatia l nature of this relationship (Nea r et al. 1980;
Staines 1980). Domain analysis takes various spheres of life to be identifiable in
terms o f their tempora l boundaries , althoug h analysi s can be based o n quit e
different hypotheses. First, there are compensatory analyses, which suggest that
human sacrific e in  one  context , such as  work, tends to  be  mad e up  for  else-
where, for example in the home. In relation to work, this position is illustrated
by th e star k fac t tha t mos t worker s must actuall y turn u p a t wor k in orde r
to receive thei r wages (R. Edwards 1979). Consequently, time is spent a t work
primarily because one's bought labour is directed there (Willi s 1979), mainly as
a means of enabling a certain life outside it (Goldthorpe et al. 1968). In contrast,
the alternative , 'spillover ' hypothesi s suggest s tha t attitude s an d behaviour s
within a  work context have a  ripple-like effect o n othe r sphere s o f life (Nea r
et al. 1980).

The spillover hypothesis draws attention to the way in which use of work time
has a n impac t o n tim e spen t outsid e work . However , i t continue s t o char -
acterize time in terms of a dichotomy betwee n work and non-work . Our ana-
lysis o f annualized hours stresse s th e interpenetratio n o f work an d non-wor k
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domains, privat e an d publi c time , followin g th e expectatio n o f increase d
accessibility of employees. As such we have drawn heavily on ideas develope d
from Zerubavel' s studies of work time and organization in the hospita l setting .
Zerubavel's work pays attention to the processes whereby temporal segregation
is achieved . Thi s form s th e focu s fo r discussio n i n th e nex t section , befor e
moving on to our consideration o f annualized hours .

THE ACCESSIBLE WORKER

The main focus of the work/non-work dichotomy has been on the use to which
time i s put. Thi s ca n b e contraste d wit h th e distinctio n betwee n publi c an d
private time (Zerubave l 1981), which concentrate s o n the exten t t o which on e
remains accessible, regardless of how this time is actually spent. Hence, in some
time periods we must be accessible t o others, whilst in others we may legitim-
ately be inaccessible. However , accessibility to one group of people associate d
with one role is likely to make an individual inaccessible to others; accessibility
to a n employer , fo r example , i s likel y t o mak e th e employe e inaccessibl e t o
friends an d family . I n thi s way , tim e regulate s th e socia l accessibilit y o f th e
individual within the segmente d socia l circles that defin e variou s roles within
modern life . Public time is 'sociopetaT, deliberately designed to promote estab-
lishment o f social contac t an d dra w people together , whereas privat e time is
'sociofugal', deliberately meant to prevent or discourage the formation of social
contact (Zerubave l 1981) . However , neithe r publi c no r privat e tim e exist s i n
absolute form; instead they are hypothetical construct s that help us to assess the
actuality o f temporal situations . 'Privac y and publicit y ought t o be viewed as
the ideal-typical polarities of a continuum rather than a conceptual dichotomy'
(Zerubavel 19790 : 39) . Each moment o f an individual' s tim e ca n therefor e b e
regarded a s a  combinatio n o f both privat e an d publi c elements an d locate d
somewhere alon g this continuum. Mos t importantly for Zerubavel, an impor-
tant socia l functio n o f time i s to keep these privat e and publi c spheres o f lif e
apart. Thi s i s becaus e 'th e competin g claim s o n individual s b y th e variou s
social circles with which they are affiliated an d th e often-conflictin g demand s
entailed b y the variety of social roles they play make the institutionalization of
periodic withdrawal from publicit y into privacy absolutely essential to modern
life' (Zerubave l 1981: 140) .

Broadly speaking , working  time i s a  for m o f publi c time , sinc e i t i s char -
acterized by situations in which the individual plays a role demanding only his
or her partia l involvemen t (Goffma n 1959) . The partiality of work role involve-
ment reflect s the distinction between person and role, private an d public self .
Therefore, i t is in the domai n o f work that th e tempora l segregation of private
from public spheres of life is best appreciated and the maintenance and erosion
of these boundaries ca n be observed .
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It i s also fro m th e notio n o f private time that the possibilit y of social inac -
cessibility arises. Zerubavel suggests that private time introduces the possibility
of 'territoriality', a niche of accessibility in which we expect to have a high degree
of control over our own social inaccessibility. Although the privacy or inaccess-
ibility borne o f territoriality is never absolute , it s importance a s an analytica l
concept i s the ke y to ou r understandin g o f social time use . I n th e contex t of
occupational roles , he argue s tha t i t has becom e generall y accepted tha t th e
individual has a basic right to be inaccessible at certain times and has a right to
claim contro l o f his socia l accessibilit y durin g hi s privat e tim e a s a  kin d of
possession. Hence, 'it is officially agree d today that the person's accessibility in
his occupationa l rol e is restricted to th e tempora l boundarie s o f that par t o f
his time which he has "sold" ' to the organizatio n (Zerubavel , 1979^: 46). Time
beyond these boundaries, in the for m o f 'overtime', may be requested, but th e
individual also has the right to refuse. This is particularly true in organizations
that operat e 'aroun d th e clock' . Zerubave l draw s attentio n t o th e tempora l
rigidity o f modern society , where th e patternin g o f events i s dictated b y th e
schedule, th e calendar , an d th e clock . This, he argues , provides a  rule-based
structure tha t actuall y protects  man y individual s fro m bein g 'swallowed ' b y
'greedy institutions' (Zerubave l 1981:166). Following his logic, it is the deregula-
tion o f employment relations , allowin g for increased flexibility, that reverse s
this bureaucratic trend and allows for the creation o f 'the accessible worker'.

In higher-statu s occupationa l roles , Zerubave l (1981 ) argues , tim e scarcit y
carries a  premium , and  individua l 'ever-availability ' has  becom e a  symboli c
expression o f being professionally committed i n a way that i s indirectly indic-
ative of professional status and socia l value. Hence the us e o f cellular phone s
has becom e a  modern statu s symbo l fo r the corporat e executive in the sam e
way that th e 'deliberat e refrainment from eve r taking one's telephon e of f the
hook' (Zerubave l 1981: 146) was a  forme r symboli c displa y o f a  valued socia l
quality. Ever-availability is most often associate d with professionals, where the
individual is conceived of as inseparable from hi s or her occupational role. As a
general rule, flexible boundaries of temporal accessibility are usually associated
with higher-statu s occupations , an d mor e rigidl y define d boundarie s wit h
lower status .

In his ethnographic study of hospital life , Zerubavel (19790) accounts fo r th e
occupational difference s betwee n doctor s an d nurse s i n terms  o f their socia l
accessibility. Fo r doctors , ever-availabilit y i s suggeste d t o b e a  fundamenta l
professional obligation . Electronic 'Weepers' mean that they can be reached a t
any time, and no periods of time are completely private. In contrast, nurses are
paid b y the hou r an d ar e expecte d t o b e activ e in thei r rol e onl y within th e
temporal boundaries o f their dut y periods. The rigidity of these boundaries of
accessibility is built into the nursing system through fixed arrival and leavin g
times. In contrast to doctors, who always appear to be 'on call', nurses may be
at their workstation but stil l able to claim legitimately that they are not yet on
duty. If nurses are asked by a supervisor to work overtime, they have the right
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to refuse , and , i f they agree , the y ar e pai d a t a  significantl y higher rate , fo r
having relinquished thei r claim over some o f their private time .

Having se t ou t som e o f th e concept s associate d wit h a  time-ownershi p
perspective, the remainde r o f this chapte r undertake s to examine som e o f the
specific tempora l issue s tha t ar e raise d a s a  resul t o f the implementatio n o f
annualized hours agreements . Zerubavel' s work, which we have considere d a t
some length , both identifie s accessibility as central to understanding tim e and
points toward s th e technolog y tha t facilitate s this . Ou r analysi s wil l enabl e
us to explore the possibility of resistance to accessibility by focusing on some of
the survival strategies utilized by workers in order to protect possession of their
private time . I t will demonstrate tha t th e boundarie s betwee n work and non -
work tim e hav e bee n erode d throug h th e introductio n o f arrangements tha t
require increase d socia l accessibility . Fro m there , th e chapte r wil l
consider the possibility that annualized hour s agreement s represen t a  strategy
that will lead to the emergenc e o f the accessibl e worker.

ANNUALIZED HOURS AND TEMPORAL FLEXIBILITY

Annualized hours agreement s allo w employers to relate the hour s worked by
employees mor e closely to production requirements , by calculating an overall
number o f workin g hour s base d o n a n averag e twelve-mont h period . Th e
various systems incorporate vacation time and days in lieu of statutory holidays
into a n overal l annualized total , s o that hours can be directe d t o times i n the
year when productio n demand s ar e greatest. They thereby ac t to blur the dis-
tinction betwee n holiday s an d res t days , workdays , and weekend s (Desmons
and Vidal-Hal l 1987) , by placing the sam e value on the working day no matte r
where in the calenda r year it falls. Estimates in the late 19908 were that at least
600,000 employees in the UK were working on some form o f annualized hours
system (IDS 1999), although there were claims that this number could reach two
million (IDS 1996). Agreements have been common in the employment of shift-
workers in continuous-process industries (Beaumont and Hunte r 1996).

Schemes diffe r i n detail and i n relation to specific shif t patterns , but the y all
allow employer s t o relat e th e hour s worke d b y employee s mor e closel y t o
production requirements . Employe e availabilit y is expande d b y calculatin g
overall working hours based o n an average twelve-month period, so that hours
worked ca n b e varied according to demand , u p t o an annualize d norm . Each
pattern include s som e unattache d o r unschedule d tim e t o accommodat e
anticipated o r unanticipated fluctuations. Annualized hours shif t pattern s also
include unrostere d o r reserve d hours , whe n employee s ar e expecte d t o b e
available for work if required. Shif t patterns include relatively lengthy periods of
non-work in the roster , referred to as the '1 6 days' at one sit e or 'long break' at
another. Despit e difference s i n th e detai l o f particula r annualize d hour s
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agreements, some basi c similaritie s emerge: they present t o the employe e a n
irregular pattern of working time, based not only on changing shift patterns, but
also on the anticipation of periodic call-out, which encroaches on private time.

Current pressure towards mor e flexible time us e tends to be based on dis-
mantling the notio n o f 'standard hours' an d the accompanyin g wage systems
that provide premiums for 'unsocial' or 'non-standard' time usage (Paga n and
Lallement 2000) . Th e introductio n o f annualized hour s thu s form s par t o f a
broader manageria l searc h fo r an alternativ e to the 'overtim e culture' , which
has bee n blame d fo r producing a n upwardl y spirallin g desir e t o wor k more
overtime a s par t o f a  trade-of f o f non-wor k tim e i n exchang e fo r increase d
income (Blyto n 1989; IDS 1999). The tendency t o work overtime in the U K has
been furthe r reinforce d by the paymen t o f low basic pay rates, particularly in
the employmen t o f male , manua l worker s within manufacturin g industrie s
(Blyton 1994). Some annualized hours contracts are introduced by managers in
response t o a  real or perceived crisis , such a s possible site closure or redun-
dancies. Thi s not onl y allows a cost cutting through the abolitio n of overtime
payments, but als o offers a  means of overcoming irregular demands on labour.
Workers are drawn to accep t suc h changes i n the belie f tha t they may create
increased securit y of employment.

Managers in the chemical industry have argued that one of the advantages for
workers of an annualized hours contract is that it increases employees' time out
of work, in comparison with an overtime system. This is suggested to lead to an
improvement in the worker's overall quality of life. Many employees, however,
perceive annualized hours to be a threat to their control of working time, which
is claime d t o b e th e on e resourc e tha t is , a t leas t partially , stil l within thei r
control. Lack of choice about tim e use ca n b e resented by workers, who ma y
have to take time off when it is allocated, when the res t of the famil y i s out a t
work or school, for example, and not necessarily when they want it. In addition,
imposed period s of time away from work can be perceived by some as leading
to 'enforced periods of unwanted idleness' (Heye s 1997: 74). Being available for
call-out, t o provid e holiday, sickness, an d absenc e cove r for teammates, ca n
become like having 'a grey cloud looming over you' and a potential disruption
to planne d non-wor k activities. While employees appea r t o se e lon g breaks
within th e shif t patter n a s a  respit e fro m th e increasingl y intensifie d work
regime, this is fragile, sinc e the threa t o f call-out still prevails.

Despite continuou s proces s productio n withi n the  chemica l industry —
seemingly the epitom e o f the logi c of linear time frames—there ar e also con-
tinuous although irregular demands o n labour . As Adam (1998 : 140) has pu t it :
The idea l o f industrial productio n i s for everythin g to be standardized . Thi s
means dail y rhythm s designe d t o secur e maximu m efficienc y o f operation. '
But, sh e continues , 'i n agriculture , more than an y other industry.. . there are
limits to the extent to which seasonal and daily variation can be rationalized to
conform t o a de-contextualized and de-temporalize d standard'. We must look
beyond the immediate plant and technology to see what differing time regimes



FLEXIBILITY AND TH E ACCESSIBL E WORKE R 12 3

articulate. Even within such a regime as a chemical plant there are limits to the
degree they can be standardized. On e site in our studies, for example, was pro-
ducing fertilizers and was therefore precisely articulating the interface between
the linearit y o f chemical proces s wit h th e cycle s o f agriculture. Working pat-
terns on the site needed to reflect the seasonal demands on the product, despite
the potential fo r continuous an d regular production throughout the year. More
generally, irregularity may be because of the need for cover for absenteeism, th e
cycles o f shutdown an d maintenanc e o f the plant , o r th e demand s o f som e
emergency. Traditionally these fluctuations have been accommodated throug h
overtime working . However , overtim e recognize s 'social ' tim e throug h extr a
payment an d a  differentia l wag e fo r working outside sociall y accepted times .
Under an overtime system, working nights represents somethin g different fro m
working days, and bank holidays an d weekends are more valuable than week-
days, whereas , unde r annualize d hours , al l tim e segment s becom e homo -
genized and standardize d an d are considered equa l in value.

Annualized hours agreements als o mean that employees d o not perceive as
clear a  direct or temporally sequentia l relationshi p betwee n call-ou t and sub -
sequent payment , a s unde r a n overtim e system . Manager s implementin g
annualized hour s agreement s encourag e worker s to se e the benefit s of a sal-
aried system , i n providin g the m wit h a  mor e predictabl e monthl y income .
Employees, however, may continue t o dwell on the fac t tha t there i s no extra,
additional payment for call-out, now that an estimation o f these hours has been
previously calculated int o the system. This response ma y relate to their struc-
tural position , sinc e deferre d gratification ma y be mor e acceptabl e t o white-
collar workers, who ar e in a  stronger structura l positio n an d therefor e have a
more trustin g relationshi p with th e futur e (Ada m 1990) . As job insecurit y is a
dominant featur e within all  our case studies , this may be reflected in  workers'
responses t o the annualized hour s system .

Employees fal l int o tw o categories i n terms o f their response t o annualize d
hours, dependin g o n the way that th e agreemen t i s calculated. First , there are
'time-winners wh o ar e money-losers' . Fo r employee s wh o formerl y worke d
high level s o f overtime , th e introductio n o f annualize d hour s mean s
a significan t reductio n i n thei r overal l earnings . The y d o no t perceiv e th e
increase in time spent away from work adequately to compensate them for this
financial los s an d the y ma y b e resistan t t o providin g holiday, sickness , an d
absence cove r for others without the incentiv e of overtime payment. I n som e
cases, they may eve n decide t o take a second job—fo r example , truck driving
during th e 'lon g break ' betwee n shif t patterns . Th e secon d grou p consist s o f
'time-losers who are money-winners'. Employees who have not tended to work
overtime can gain an increase in pay as a result of annualized hours agreements
based on the aggregation of overtime requirements. In the past, however, these
workers were not under any obligation to be on 'standby' or to respond to 'call-
out', whereas under annualized hours they can find their non-work time eroded
to ensure the maintenanc e o f a system to which they are not committed .
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Although some workers do not fall neatly into either category, most recognize
there are winners and losers within the system. Some employees i n our study
worked well beyond th e require d call-ou t hours, but th e intensity o f work lef t
little available time for compensation throug h time of f in lieu. At one site , th e
trade unio n foun d som e resurgenc e a s shop steward s monitore d th e upwar d
drift i n call-ou t an d workin g hours . Annualize d hour s ca n the n giv e ris e
to discontent, leading to the adoption of  strategies of resistance to  the erosion
of individua l socia l inaccessibility . Mos t notable amon g thes e i s the struggl e
over availability for 'call-out' . This form o f resistance relies on telephone use .
Tactics involve arranging for wives or partners to answer the telephone, filtering
all telephon e call s usin g a n answerin g machine , o r eve n changin g th e
home telephone number . In this way, workers attempt, on an individual basis,
to secure a more favourable balance between the hours that are worked and the
hours that the compan y has paid for. Managerial counter-strategies, however,
are also diverse. They include the 'banning ' of telephone answering machines,
invoking disciplinary proceedings agains t employee s who do not make them-
selves available for call-out, and bringing in outside contractors to do the work.

Conspiring against thes e individualisti c strategies of resistance, however , is
the proces s whereb y annualize d hour s system s becom e 'self-policing ' (Lloy d
Smith an d Wilkinso n 1996) . This is the resul t o f peer pressure , which ca n b e
brought to bear on any individual employees who are putting pressure on the
system. This ensures that the control of work time is achieved via worker, rather
than managerial , supervisio n a s a  resul t o f arrangement s fo r call-out . Fo r
example, i f a team membe r fail s t o respon d t o call-out , his teammate wil l b e
contacted. If the second team member finds out that he was called out because
of hi s colleague' s lack of responsiveness, thi s ca n develo p int o a  situation of
reciprocal absenteeism , a  practice known a s 'stickin g it ' (E . Bell 1999) or 'th e
knock' (Heye s 1997) . In this way, self-regulation ca n cause workers to 'turn on
each other ' i n a  way that undermine s workforc e collectivity . This can under -
mine th e socia l cohesio n o f th e shif t teams , s o that , i n th e cas e o f force d
substitution o f cover , workers ' ange r wil l b e directe d toward s thei r absen t
teammate, rather than a t the compan y (Heye s 1997).

CONCLUSION

The introduction of annualized hours agreements in the chemical industry has
enabled the requirement of social accessibility within lower- status work roles that
have been traditionally protected, as well as regulated, by the 'dominance of the
clock'. Annualized hours, and in particular the mechanism of call-out, represents
an attemp t t o debureaucratiz e accessibilit y throug h th e remova l o f rigi d
boundaries that have traditionally segregated private from public time, in lower-
status occupational roles, especially in modern, bureaucratic organizations.
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According to this analysis , the telephon e and no t the clock is constituted a s
the primary technological device tha t enables management to expect worker s
to be socially accessible even when they are not physically present. Moreover ,
the condition of being on call whilst at home provides an example of the 'delic -
ate combinatio n o f actual privac y and potentia l publicity , and indicate s tha t
private an d public time do not for m a  mutually exclusive dichotomy, bu t are ,
rather, polarities of a continuum' (Zerubave l 1979 :̂ 50-1). The analysi s there-
fore support s the notion that time discipline can, and indeed does, exist within
organizations independent o f clock discipline (Glennie and Thrif t 1996) . Rather
than liberating employees from clock time, the telephone enables management
to overcome certain spatial boundaries between work and non-work in order to
extend mor e effectivel y an d contro l th e tim e o f its employees . However , the
telephone also enables strategies of resistance to time control. Devices such as
the 'hom e answerphone ' enabl e employee s to protec t thei r privat e time and
resist erosion of it.

The analysi s als o suggest s tha t increase d socia l accessibility , and perhap s
even 'ever-availability' , ar e being constitute d a s an expectatio n withi n lower -
status occupational roles. These findings run counter to Zerubavel's prediction
(1981:153) that ever-availability is 'a gradually dying phenomenon'. Instead they
suggest that the rigid boundaries tha t characteriz e lower-status work roles are
gradually being eroded and, as a result, workers' private time is less protected.
This leads us to suggest that time is becoming less institutionally regulated and
progressively recast  a s a  matte r fo r individualized negotiatio n an d potentia l
conflict between employe e and employer .

Finally, the analysis calls into question the dichotomous distinction between
work and non-work , defined either in terms o f time ownership o r in terms of
the use to which time is put, that has tended t o form th e basis of much work-
time analysis. We suggest that the notional divide between work and non-work
is a n increasingl y problemati c dualism . Th e distinctio n betwee n publi c an d
private time therefore provides an alternative , more subtle framewor k fo r the
analysis of time use i n work organizations.



CHAPTER

9
A New Time Discipline: Managing
Virtual Work Environments

Heejin Lee  and Jonathan Liebenau

INTRODUCTION

For the most part, we live under a regime of temporality that has its origins in
the early to mid-eighteenth century (Thompson 1967), but there is evidence that
this is changing. Even beyond the actua l experiences o f those who seal foreig n
contracts over their mobile telephones, the virtual work environment provide s
us with th e opportunit y to experimen t wit h ne w form s o f time discipline. I n
particular, much can be learned from the extension of concepts of the multiple
and qualitativ e notion s o f times  (Whip p 1987 ; Glennie an d Thrif t 1996) , i n
contrast t o rigid concepts o f time discipline based o n clock time.

In thi s chapter , w e appl y an d exten d Glenni e an d Thrift' s argument s t o
understand th e temporal potential in new work environments. New structures
such as the virtual office , virtua l teams, and virtual organizations requir e ne w
working pattern s an d provid e opportunitie s fo r th e emergenc e o f new tim e
disciplines. These emerging forms are represented here by virtual work environ-
ments wher e set s o f peopl e fro m differen t places , tempora l locations, 1 an d
sometimes differen t organization s wor k together , primaril y b y interactin g
electronically. The first section present s ho w time discipline s are reflected i n
management an d wh y tim e discipline s an d thei r change s ar e importan t i n
managing employees in contemporary organizations. Section two presents two
contrasting notion s o f time an d dimension s o f time disciplin e a s suggeste d

1 Tempora l location ' i n a  broa d sens e ca n refe r t o an y o f a  variet y o f tempora l
circumstances, including tim e zones , nigh t working , o r differen t schedules . See Box 9.1 for a
narrow meaning of the term.
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by Glenni e an d Thrif t (1996 ) an d w e appl y the m t o th e discussio n o f tim e
disciplines in virtual work environments. Then in the third section we introduce
some concept s o f time we have develope d i n th e contex t o f information sys-
tems research (H . Lee 1999; Lee and Liebenau 2000) to compare time disciplines
in conventional an d virtua l work environments. Trus t is also included fo r this
purpose. Finally , we conclude with implications an d a research agenda arising
from wha t we have discussed .

TIME DISCIPLINE AND MANAGEMENT

In hi s classi c pape r 'Time , Work-Discipline, an d Industria l Capitalism ' (1967) ,
E. P . Thompson showe d tha t th e shif t i n tim e sens e tha t was shape d b y th e
mechanical cloc k affected labou r disciplines. The new capitalist manufacturing
systems made use of the clock and clock time to discipline workers and intern-
alize new work practices. In this process , th e 'tas k orientation' o f time organ-
ization i n whic h wor k proceeded t o 'natural ' rhythm s (thin k of labour fro m
dawn to dusk in a farming community) gave way to 'labour timed by the clock'.
Task orientation i s characterized b y least demarcatio n betwee n wor k and life ;
the workin g day lengthens or  contract s accordin g to the  task . New capitalis t
manufacturing system s di d not allo w for this pattern o f working and impose d
rigid tim e discipline s instead . Time d labour implie d a  clear divisio n betwee n
work and life . Thompson' s accoun t o f time discipline s ha s dominate d discus -
sions of the relationship between tim e and society in England in the early days
of industria l capitalism .

Rigid time disciplines , of which Thompson gav e an account , have extended
to influenc e managemen t thought s an d practice s i n succeedin g periods .
Scientific-management movement s i n th e nineteent h an d earl y twentiet h
centuries inherited this tradition of time disciplines. This was epitomized by the
time study of Frederick Taylor (1947). Taylor developed time study as an effor t
to gain control ove r the job. Mass production systems applied by Henry Ford
subjected worker s to the rhyth m o f conveyor belts. Abiding by rigid time dis-
ciplines is often describe d i n a typical scene where workers are clocking in and
out b y inserting a card into a  clocking machine. Eve n in the human-relation s
approach (May o 1945) , th e belie f in rigi d time discipline s a s a  mai n too l fo r
controlling labour was not questioned. While Taylor dealt with the organization
and contro l o f the labou r process , th e practitioner s o f human relation s dealt
primarily with the adjustment of the worker to the process (Braverman 1974: 87).
Likewise they were finding way s to select , train, and adjus t th e worke r to th e
rigid tim e discipline s establishe d b y thei r predecessors . Th e rigi d tim e dis -
ciplines tha t wer e shape d o n factor y sho p floor s t o contro l manua l workers
were als o extende d t o offices . Braverma n (1974 ) reveale d ho w th e scientifi c
management i n general and the rigid time disciplines in particular invaded and
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controlled the world of office workers, who were deceptively described as white
collars or 'mental' workers.

Time disciplines ar e still important i n managing organizations and control-
ling employees, an d th e internalizatio n of time discipline continues t o play a
role in organizations i n the twenty-firs t century . Anderson-Go ugh e t al. (2001 )
show how the internalization of time discipline changes trainee accountants to
professional ones. It provides a key to socializing the trainees. Anderson-Gough
et al. examine the socialization of trainees into beliefs about their time and the
firm's time , and th e flexible boundaries betwee n them. In this process , audi t
trainees were made readily to accept weekend work at clients for stock counts
as a  common featur e o f their early years of training. They also acknowledged
the importance of the annua l cycle of work activity and time pressures, and in
the busy season (January to March) no one 'could afford to be ill' (2001:109). In the
accounting firms studied, overtime was accepted as a norm. 'Service to clients'
was used t o 'rationaliz e overtim e for trainees', an d the y were taugh t t o 'pu t
client's deman d an d loyalty to the audi t "team" ahead o f those fo r study and
"private" time ' (2001 : 113) . In summary , th e organizationa l socializatio n o f
trainee accountant s int o particular form s o f time disciplin e and thereb y time
consciousness is a fundamental aspect of securing and developing professional
identity.

However, there are often case s where the discrepancy between the expecta-
tions for the time discipline of employees and managers leads to conflict. Despite
the widespread use of flexible work and it s high publicity, some managers are
still reluctant t o allow their employees to work in flexible patterns, especiall y
in tempora l terms . The y tend t o believ e tha t rigi d tim e disciplin e typicall y
represented b y '9 to 5 ' is the best way to control employees. This obstinacy to
maintain norma l workin g hour s become s a  problem , particularl y whe n i t
comes to working mothers who are struggling to maintain a  balance betwee n
work an d childre n (Panorama  2000) . The y typicall y blame thei r managers '
reluctance to allow for flexible work. When professional wome n as k for a dif-
ferent typ e o f time discipline , thei r manager s generall y insist o n keeping th e
rigid time discipline that they worked in throughout their career and that they
regard as a symbol of their authority .

Information an d communication s technologie s hav e recentl y enabled ne w
working patterns and new organizational forms such as telework, virtual teams,
virtual organizations, and so on. 'Virtual' implies a fundamental transformation
in temporal aspects o f work and organization . One possibility is the reunion of
work an d lif e tha t have been separate d sinc e th e impositio n o f timed labour
and rigi d time disciplin e i n earl y industria l capitalism . Commonly , the clea r
distinction between work and life , an d th e lines between work and home , are
blurring among som e teleworkers . One o f the difficultie s facin g manager s i n
virtual environments is the contro l of employees who work  out o f their sight .
Information technologie s themselve s provid e increasingl y reliabl e tool s fo r
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managers controllin g remot e workers , fo r example , b y measurin g networ k
connection time . When they ar e implemented , however , the merit s o f virtual
working such a s flexibility begin t o evaporate .

Therefore, th e tim e disciplin e tha t wa s shape d b y the adven t o f industria l
capitalism an d has sinc e dominate d managemen t though t may be challenge d
in th e informatio n ag e as many tempora l (an d spatial ) constraint s ar e trans-
formed an d transcende d b y technological developments . Rigi d time discipline
may not b e an effectiv e too l in virtual work environments. A  new type o f time
discipline i s required an d ma y alread y be working in the curren t practice s of
virtual work. Inspired by Glennie and Thrift' s analysi s (1996 ) o f time discipline,
we aim to characterize thi s new type of time discipline an d compar e thi s with
the conventiona l on e b y examinin g element s o f tim e disciplin e an d othe r
temporal notions .

COMPOSITION OF THE TIME DISCIPLINE

In orde r t o understan d wha t effec t technolog y migh t hav e if , for example , a
virtual working environment is to supplant a  set of office-based procedures , we
must be abl e to analyse the tempora l characteristics of work procedures.

E. P. Thompson stressed the shif t from 'tas k orientation' to 'time orientation'.
This shift include s 'one from natural , irregular, and humanely comprehensibl e
time, blurrin g wor k an d leisure.. . to a n "unnatural " lif e tyrannize d b y th e
clock an d time d labour ' (Glenni e and Thrif t 1996 : 277). Initially new tim e dis-
ciplines wer e impose d externall y by system s o f communicatin g tim e t o th e
workforce an d enforcin g continuous wor k during the workin g day. Then they
became internalized as everyday time senses among the labour force, and came
to dominat e societ y as a  whole a t the sam e perio d when reliabl e mechanica l
clocks became widespread amon g the population.

Admitting tha t Thompson' s accoun t ha s ha d immens e impacts , Glenni e
and Thrif t (1996 ) argue that there has been much change in understanding time
and time disciplines in the socia l sciences and humanitie s since 1967, the year
when Thompson' s pape r was published. In contrast t o emphasizing time dis-
ciplines base d o n cloc k time , the y emphasiz e th e multipl e an d qualitativ e
nature o f times. They also question the concep t o f time discipline and sugges t
that i t must be elaborated . Focusing on the multipl e and qualitativ e nature of
time, the y attempte d t o reformulat e Thompson' s account . Th e multifacete d
nature of the concep t of time discipline is also centred on thei r reformulation.
In this chapter , we aim to contribute to such elaboration , too.

In the nex t sectio n we present the tw o pillars o f Thrift an d Glennie' s refor -
mulation as a  starting point o f our characterizatio n of new time disciplines in
virtual environments.
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Clock Time and Social Time

Thompson's rigi d time disciplin e is based o n cloc k time. Cloc k time i s char-
acterized a s homogeneous an d divisible in structure, linear and uniform i n its
flow, objectiv e an d absolute , tha t is , existin g independentl y o f object s an d
events, measurabl e (o r quantifiable), and a s singular , with on e an d onl y on e
'correct' time (McGrath and Kelly 1986:29; Hassard 1989:17). This concept is the
dominant on e in our contemporary society, and i s closely associated with th e
development o f industrial societ y (Clar k 1985 : 45-51; Bluedor n and Denhard t
1988: 302-3). It is also the basic assumption upon which our society relies for its
operation and management . Cloc k time is a fundamental part of many organ-
izational contro l processes. I n management, tim e has been closel y related t o
productivity. An organization is considered more productive or efficient when it
shortens the period of time it takes to accomplish a given amount of work. Time
is viewe d a s a  resourc e tha t shoul d b e 'measure d an d manipulate d i n th e
interest of organizational efficiency an d effectiveness ' (Bluedor n and Denhardt
1988: 303) . Thi s concep t o f tim e ha s dominate d practic e an d researc h i n
management. As seen at the beginning, the time discipline based on clock time
has also remained influentia l i n different school s of management though t and
practice.

Since Thompson's paper , th e stud y o f time has grow n (Glenni e an d Thrif t
1996: 278) and time is no longer conceptualized as a single unitary and absolute
system. Instead , tim e i s seen a s intrinsically manifold , multiple , an d hetero -
geneous, which is represented b y the ter m 'socia l time'. Proponents of social
time i n managemen t an d organizatio n studie s (McGrat h an d Rotchfor d 1983;
Clark 1985; Bluedorn and Denhardt 1988) argue that the clock-time concept is a
very limited notion, and too simple to understand organizationa l phenomena .
The clock-time concept should be complemente d b y concepts tha t have rich
implications fo r a  deepe r understandin g o f organization s i n th e contex t o f
culture (Schein 1992). Bluedorn and Denhard t (1988 ) emphasize the plurality of
time. Although our lif e is so embedded i n time that people simply regard it as
unchangeable an d take n fo r granted , 'tim e i s fundamentall y a  socia l con -
struction that varies tremendously between and within societies' (Bluedorn and
Denhardt 1988: 300). For example, the clock-time concept is just one historical
concept that evolved with the development of capitalist society, and on which
the contemporary industrialized Western societies are based. Whatever aspects
of tim e ma y b e emphasized , an d whateve r the y ma y b e called—socia l tim e
(Lauer 1981) , organizationa l tim e (Gherard i and Strat i 1988) , subjectiv e tim e
(Das 1993) , an d s o on—the y shar e a n underlyin g assumptio n tha t tim e i s
socially constructed. I t is also assumed tha t th e clock-time concept should be
complemented b y these concept s of time (Lee and Liebena u 1999).

While conventional time disciplines are firmly based on clock time, the con-
cept of social time will be increasingly necessary to understand time disciplines
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in virtual environments. Fo r example, virtual teams ten d t o involv e people of
different affiliation s o r traits—that is, from different professions, different organ-
izations, an d differen t nationa l cultures , t o nam e a  few . Thei r respons e t o
temporal markers—fo r example , deadlines—o r thei r attitude s t o tempora l
norms—for example , punctuality—may differ, i n some cases primarily because
of psychological factors, i n other case s because o f engineered feature s such as
reporting systems or incentive schemes, al l of which are under the influence of
culture i n it s broades t sense . I n virtua l environments , therefore , tim e dis -
ciplines get complicated and need to take into account different notions of time
each individua l or group in virtual teams ma y have.

The Dimensions of Time Discipline

While th e ter m 'tim e discipline ' ha s bee n use d i n th e singular , Glenni e an d
Thrift (1996 ) argu e tha t i t shoul d b e see n a s a  multifacete d concept . I t ha s
three dimensions : standardization , regularity , and coordination . Standardiza -
tion means the degree to which people's time-space paths are disciplined to be
the sam e a s one another's . Regularit y refers t o th e degre e t o which people' s
time-space path s involv e repetitiv e routine . Coordinatio n i s concerned wit h
the degre e t o whic h people' s time-spac e path s ar e discipline d t o connec t
smoothly wit h on e another's . Thompson' s conceptio n o f tim e disciplin e
represents a  particular combination o f high degrees o f standardization, regu-
larity, and coordination .

Glennie and Thrif t sugges t that variou s permutations o f these element s ar e
possible. Fo r example , Fordis t factor y disciplin e involve s hig h degree s o f
standardization, regularity , an d coordination . Othe r sort s o f industria l
arrangements that function efficiently ar e also easily found. Flexible production
systems ar e less standardized o r regularized than thos e o f Fordist production,
but involve more intense coordination .

In virtua l environments, these dimension s an d thei r combination s becom e
more complicated. Work in distributed environments may require other aspects
of tim e discipline . Diversificatio n i s normall y place d befor e standardization .
Time discipline in virtual environments should be able to accommodate irregu-
larity. Coordinatio n also requires much mor e sophisticated skill s than tha t of
other work arrangements.

CHANGING WORK PRACTICES AND CHARACTERISTICS
OF NEW TIME DISCIPLINES

To describe th e characteristic s of time disciplines appropriate for virtual work
arrangements, w e furthe r emplo y some notion s o f time an d temporalit y tha t
we have developed i n the stud y of time and informatio n systems (H . Lee 1999;
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Lee and Liebenau 2000) . Trust is also considered, as it has become one of the
essential aspect s o f understanding an d managin g virtua l work arrangement s
(Handy 1995).

Monochronicity, Polychronicity, and Time Discipline

There ar e tw o differen t way s o r culture s in whic h peopl e organiz e time an d
process tasks, particularly at work: monochrome and polychrome. In the former,
people do one thing at a time, while in the latter several things are done at once.
This distinction is extended to imply that individuals following the polychronic
way of working place less value on temporal order , accept events as they arise,
and engage in multiple activities simultaneously, whereas people following th e
monochrome way seek to structure activities and plan for events by allocating
specific slot s o f time to eac h event' s occurrenc e (Barle y 1988: 158).

Hall argue s tha t 'withou t schedule s o r somethin g simila r t o th e M-tim e
[monochrome] system, it is doubtful tha t our industrial civilization could have
developed a s it has' (Hall 1983: 48). This corresponds to Thompson's account on
clocks and the shapin g of the rigi d time disciplines in early industrial capital-
ism. The monochrome system is one of the foundations of the time disciplines
argued b y Thompson . On e o f th e implication s o f Thompson' s wor k i s tha t
capitalist work disciplines or ways of working were made possible by the wide-
spread us e o f reliable mechanical clocks . As clocks were the definin g techno -
logy of Western Europe in the seventeent h t o nineteenth centuries , computers
define this age (Bolter 1984). Here we make a similar point that information and
communication technologie s ar e changin g th e wa y o f working, especially i n
terms o f temporality . Fo r example , mobil e computin g technologie s enabl e
people to involve themselves simultaneously in several tasks that are located at
different places . Even before we reap the supposed benefits o f third-generation
mobile communication s devices , we already mix work and persona l lif e whil e
being engaged in neither. This happens as we use our mobile telephones on the
train o r check e-mails at airport public Internet terminals. Therefore, th e time
discipline develope d t o regulat e monochrom e wor k patterns require s modi -
fications to regulate polychronic work patterns.

In common managemen t practice, monochrome procedures are considered
to be superior to polychronic ones. Schein (1992), for example, considers mono-
chronic time to be easier to control and coordinate. Monochronicity is seen to
be well suited to the management of large systems. As such, most organizations
take it for granted a s the onl y way to ge t things done efficiently . O n the othe r
hand, polychroni c tim e i s considered t o b e mor e effectiv e fo r building rela -
tionships an d fo r solving complex problems. I t i s therefore regarde d as more
suitable fo r th e earl y stages o f a n organization , fo r smalle r systems , an d fo r
organizations where one gifte d perso n is the centra l point of coordination.
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When information technologies are substantially involved in work processes,
however, th e opposit e ma y happen . Informatio n technologies ar e frequently
introduced for the purpose of disrupting temporal order by shifting the ways in
which peopl e structur e thei r work patterns. When this i s done consciously , it
can b e integrate d int o standar d managemen t practice s suc h a s system s o f
reward and sanctions , or offic e architecture . Increasingly we see that informa-
tion technologie s ar e enhancin g th e polychroni c dimension, an d thi s shoul d
not be left out of organizational analysis. Conventional time disciplines may not
be suitable for those working in the polychroni c way in virtual environments .

Furthermore, we need t o distinguis h betwee n tw o separate , thoug h closely
connected, domains to which discussions about monochrome and polychronic
times can be meaningfully applied (H. Lee 1999). The first domain relates to the
way in which tasks and events occur in a temporal sense. We call it the 'temporal
behaviour of events and tasks' . While some events take place in an unexpected
temporal way—tha t is , irregularly, sporadically, unevenly and no t followin g a
fixed schedule—others come in an organized temporal way—that is, regularly,
following th e predetermined , o r a t leas t predictable , sequence. Th e forme r i s
polychronic, the latter monochrome. The second domain relates to how workers
organize their time to deal with tasks and events. This is concerned with ways of
working, or the 'tempora l behaviour of workers'. Some may deal with tasks and
events spontaneously as they arise and may perform several things in any order
during a  give n period o f time, whether the y occu r regularl y or not . This i s a
polychronic way. Others may deal with events regularly at specified times and
conduct on e thin g at a  time, designating some slots of time for specific tasks .
This is monochronic. Fig . 9.1 shows modes o f temporal behaviour.

Fig. 9.1. Modes of temporal behaviour
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In th e upper-lef t area , event s tak e plac e i n a  monochrom e way—tha t is ,
regularly, in sequence, and at specific times. Workers in charge also operate in a
monochrome way ; the y normall y perfor m on e tas k a t a  time . I f a  prope r
arrangement i s made in order to coordinate temporality, things are more likely
to mov e smoothly . Thi s mode wel l describes th e tempora l profil e o f conven-
tional manufacturin g systems. Rigi d time disciplin e can cop e with managin g
and controlling workers working in this arrangement .

In the lower-right area , events take place in a polychrome way and workers
operate in the same way. They can deal with tasks spontaneously a s they arise
and perform several tasks at a time. In this case, tasks are expected to be com-
pleted properl y an d i n a  timel y manne r withou t a  separat e coordinatin g
arrangement unles s there is too much work loaded on each worker. This mode
describes th e tempora l profil e o f virtual work environments where tasks ten d
increasingly t o tak e plac e i n polychrom e ways an d worker s ar e increasingly
expected t o work polychronically to deal with the tasks occurring in this way.
Therefore, conventiona l tim e disciplin e t o dea l wit h monochroni c way s of
working cannot work properly in this polychronic pattern .

Temporal Dimensions of Business Processes

Temporal dimensions (Lee and Liebenau 2000) were developed a s heuristics to
investigate ho w informatio n technology affect s temporalit y i n organizationa l
work b y describin g an d analysin g change s i n temporality . The y are a  se t of
concepts (Box . 9.1) that are devised to represent various aspects of temporality.
They are based o n some previous research o n time, which examined temporal
aspects o f social organization in the workplac e (Zerubave l 1981; Schriber 1986;
Schriber an d Gute k 1987). The six dimensions were used to describe tempora l
shifts i n business processes caused b y a new information system (H. Lee 1999).
The tempora l dimension s ar e her e use d t o describ e tempora l difference s
between th e nature of work for which conventional time discipline was made,

box 9.1. six dimensions of temporality of business processes

dimension definition

duration
temporal location

sequence
definition
cycie
rhythm

the amount of time spent to complete a task or an activity
the location of acvtivities and task at particular points over
the continuum of time: when they task place

the orter in which activies and tasks rake place
the fixed time by when by when work is to be done
the periodic regularity in which workis completed repeatedly
the alternation in the intensity of being busy
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on th e on e hand , an d tha t o f th e wor k tha t i s bein g conducte d i n virtua l
environments o n th e other.  Thereb y we demonstrat e tha t conventiona l tim e
discipline canno t affor d t o contro l th e ne w pattern s o f workin g i n virtua l
environments.

Generally, the duration that is required to complete a task in virtual environ-
ments i s significantl y reduce d a s compare d wit h tha t i n conventiona l wor k
arrangements. As related materials are almost instantaneously downloaded and
uploaded fro m th e Interne t an d corporat e intranets , an d transmitte d amon g
team members, expectations for shorter duration are getting increasingly higher.
Conventional work disciplines, which normally require direct inspection of the
processes o f work, cannot mee t these expectations .

One of the assumptions o f virtual work is that virtual workers are 'always on'—
that is, available any time—though this assumption can cause a problem on the
side of employees. A s we can access the Interne t a t any time and transaction s
can be made independently o f any working period, managers tend to assum e
that virtual workers should be accessible any time. To put i t another way, work
can be done in any temporal location—that is, any time. Therefore, time discip-
line devised to control work that is supposed to be done at a particular physical
location at a particular time period may not be appropriate for the virtual work
that i s conducted b y geographically and temporally dispersed workers.

Sequence also makes a  difference. Normally , there are rigid procedures tha t
should b e followe d i n conductin g tasks . Peopl e ten d t o fee l uncomfortabl e
when the y fin d thi s sequenc e changed . Th e Interne t i s equippe d wit h th e
facility o f 'hypertext', which provides an alternative to linear reading. It allows
people to read by instant needs o f being inquisitive, i f the object s of the need s
are available (that is, linked), not dictated by the order. Now that the Internet is
so widely used an d embedde d i n work, new attitudes toward s sequencing are
emerging and changin g sequences ar e more easily accepted. Thi s also affect s
the wa y work is organized in terms of sequence.

Deadlines are a constant, stati c presence in our working lives and solidify our
schedules. We can observe , however, that virtual work practices shif t th e con-
cept and allow us to renegotiate the structure of deadlines. Increasingly, people
can assume personally appropriat e deadlines , after the last of which collectiv e
actions ca n b e taken . Largel y th e difference s i n duration , tempora l location,
and sequence provide the opportunity to place deadlines at different position s
in the cours e of a task.

Interaction among collaborators is conventionally marked by a combination
of day/week/month/year demarcations and task cycles. As duration, sequence,
and deadline s shift , ne w cycles are allowed to appear in virtual environments.
Conventional tim e disciplin e i s base d o n thes e demarcations . On e repres -
entative demarcatio n i s th e weekdays ' 9-10- 5 workin g hours . Muc h wor k i s
organized on this basis. In virtual environments, the demarcation of this cycle is
increasingly blurring. Even a basic tool like electronic mail has impacts on work
time. 'Nine-to-five, five days a week, and two weeks off a year starts to evaporat e
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as the dominant bea t to business life. Professional and personal messages star t
to commingle: Sunday is not s o different fro m Monday ' (Negropont e 1995:193).
There are also possibilities o f charting and managing numerous simultaneously
operating cycles.

Rhythms o f 'busy-ness ' als o shif t whe n w e us e electroni c medi a t o tak e
advantage of the opportunity to condense or disperse our working effort. Virtual
environments equippe d with electronic media put virtual workers under pres-
sure with the expectation that they should be available any time and impose the
discomfort that comes with the anticipation that they could become busier and
busier. Simultaneously , the y als o giv e some discretio n b y which worker s ca n
choose when they are busy. For example, e-mail allows people to change their
working rhythms by accumulating messages , o r even messages o f one particula r
type, and getting 'busy' with them a t a chosen time .

Trust

Conventional managemen t practice s suc h a s Taylorism and Fordis m assum e
that employees gather to work at a common plac e like factory shop floors and
offices durin g a designated period of time. This assumption can be represented
by a panopticon metaphor , where the management ca n observe employees to
control them . I n thi s panopticon model , tim e i s tightly regulated throughou t
the workin g hours , an d al l th e contro l mechanism s ar e grounde d o n th e
assumption that workers cannot be trusted to work hard and efficiently without
supervision an d surveillance .

Thus one of the key difficulties facing managers in virtual environments is the
control o f workers who work out o f their sight. Here the panoptico n mode l i s
not applicabl e a t leas t i n th e physica l sens e o f the term . I t i s comparativel y
easier t o manag e peopl e wh o ar e physicall y presen t i n a  particula r plac e
between certai n fixed hours than thos e who are distributed in differen t time s
and spaces . Information technologies themselve s provid e managers with tools
to control remote workers, for example, by measuring network connection time
by the minut e an d eve n b y the second . Whe n thi s typ e o f control i s imple-
mented, however, it tends to be considered by employees as surveillance rather
than a s an acceptable level of management control . Many mobile workers feel
that companie s us e technologie s t o contro l the m b y monitorin g thei r pro -
ductivity and locatio n (Davenpor t and Pearlso n 1998 : 54). Then th e merit s of
virtual working such a s flexibility begin t o evaporate. Thi s partly explains why
trust ha s becom e a  ke y word i n managin g virtua l arrangements . Peopl e i n
virtual organizations ar e supposed to be more reliant on each other and requir e
more trus t tha n thos e i n traditional organizations . According to Handy (1995) ,
the increasing 'virtualization ' of today's organizations prompt s management t o
address the issue of trust. In virtual organizations where people need not be in
one place t o deliver thei r servic e and communicat e electronicall y rathe r than
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face t o face , trus t is one o f the importan t measures fo r managers to rely on t o
manage a  group of people whom they do not see .

In this changed environment , employees want more control over their time,
not necessarily fewer hours. Organizations also reconsider the appropriatenes s
of th e rigi d time disciplin e t o contro l the tim e o f their workers . Some organ-
izations are judging their employees by performance, not by time. They assess
people by what they produce, not when they produce it and how long it takes.
Thus significant changes in  management style s and skill s are required. Virtual
offices deman d radica l new approaches in the management sid e to evaluating,
educating, organizing, and informing workers (Davenport and Pearlson 1998:54),
and o n the employees ' par t a  certain leve l of self-discipline tha t ha s not bee n
necessarily require d i n previou s systems . Self-directio n an d self-contro l ar e
likely to be a  basis o f social control in virtual work environments (Ishay a and
Macaulay 1999) . Paradoxically , i n thi s ne w environment , tryin g t o stic k
to conventiona l tim e managemen t i s a n indicatio n o f poo r managemen t
(R. Reeves 2001). However, managers accustomed t o live and wor k in the rigid
time disciplin e o f the industria l ag e may fin d uncomfortabl e this ne w man -
agement practic e based o n trust.

As seen above , virtual environments ar e suppose d t o requir e more trus t t o
manage people who cannot be monitored conventionally and controlled directly
than traditiona l arrangements with face-to-face contacts . However, the type of
trust i n th e virtua l contex t canno t b e th e sam e on e tha t i s typically built o n
shared experience s over time while team member s go  through a lengthy team
maturation process . Her e we sugges t 'swif t trust ' (Meyerso n et al.  1996) as a
type of trust that may be able to explain the trust in virtual environments. The
concept was developed to explain behaviour in temporary teams such as film

Box $.2. Characteristics of conventional and virtual time disciplines

Conventional time disciplines Virtua l time disciplines
Clock time Socia l time

* sharing one time standard in a •  possibl y multiple and qualitative
shared physical place time s operating

Dimensions of time discipline Dimension s of time discipline
» standardization »  diversificatio n
* regularit y »  irregularity
* coordination •  coordination

Monoehronicity Polyehronicit y
Temporal dimensions Shift s i n temporal dimensions
No trust, control Trus t

* assessment based on processes •  assessment based on performance
and time an d results

» trus t built through experiences «  swif t trust
over time
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crews, theatr e an d architectura l groups , an d cockpi t crews . 'Swif t trust ' ha s
been used to show how individuals wh o are thrown togethe r quickl y become
productive i n spit e o f not developin g soli d interpersona l relationships . Swif t
trust occurs when team members assume that, like themselves, the other team
members have been filtered for reliability and competence. Member s set aside
their suspicions and swiftly get into a trusting role. The team is keen to address
the task at hand. Thus, they become productive quickly without going through
the evolutionary and lengthy team maturit y stages.

Box 9.2 compares characteristics of conventional an d virtual time disciplines
that have been discussed so far.

CONCLUSION

New technologies offe r manager s new form s o f time discipline . Thi s i s wha t
E. P. Thompson showe d fo r the origin s of factory forms o f production system,
though with some limitations (Whip p 1987; Glennie and Thrif t 1996) , and it can
be applied t o virtual work environments, too . When virtual environments sub-
stitute fo r traditional offic e procedures , fo r example, when previousl y mono-
chronic practices become polychrome, new forms o f time discipline appear or
are imposed.  Tha t migh t happen a s a n unintende d consequenc e o f the ne w
applications. Thi s chapte r ha s show n ho w analyst s ca n discern th e key tem-
poral characteristic s o f existing work and ca n als o judge how specifi c appli -
cations, b y perhap s thei r architectur e o r functionality , migh t affec t thos e
temporal characteristics.

Although Barley (1988) show s that some interventions transform supposedl y
detrimental, 'chaotic ' polychrom e practices int o efficien t monochrom e ones ,
this i s no t a n inevitabl e consequenc e o f the applicatio n o f new technology .
Other studies (e.g . H. Lee 1999) demonstrate ho w change s ca n bring effectiv e
polychronic characteristic s int o previousl y 'locked ' monochrom e work . The
significance of these observations abou t the potential malleability of technology
is tha t manager s o r othe r decision-maker s hav e choice s an d consequen t
responsibilities ove r the tempora l effect s o f their interventions. They have th e
opportunity to use new technology to increase surveillance and labour intens-
ity, o r t o promot e autonom y an d th e virtue s of time disciplin e governe d by
trust. Therefore , propose d technologica l intervention s shoul d b e assesse d i n
relation t o thei r tempora l impact . Thi s can b e don e throug h a  consideration
of th e element s o f time disciplin e an d th e assessmen t o f the ke y tempora l
dimensions.

The tempora l structur e o f set s o f task s i s significantl y disrupte d b y th e
introduction o f new informatio n technologies , an d ne w form s o f informatio n
technologies migh t reinforc e o r forcefull y alte r eithe r sequentia l o r paralle l
forms o f working. It is also necessary to se e whether workers have developed
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norms to accommodate certai n kinds of temporal structures. Anderson-Gough
et al.  (2001 ) sho w ho w th e internalizatio n o f tim e disciplin e i s importan t
in workplace socialization. This observation warrants a  question of , for exam-
ple, ho w thi s kin d o f tempora l socializatio n ca n happe n i n virtua l wor k
environments. Ther e is a clear need for  empirical study.



CHAPTER

10
The Use of Time by Management
and Consumers: An Analysis of
the Computer Industry

Paul Sergius  Koku

INTRODUCTION

This stud y was conducte d a s part o f my broader interes t i n innovation s an d
information asymmetri c conditions . Here , I  focu s rathe r narrowl y o n ho w
managers i n th e compute r industr y strategicall y use th e elemen t o f time i n
releasing new-produc t information . T o guid e th e enquiry , I  develope d an d
tested tw o hypothese s o n tim e whos e implication s ar e sufficientl y broa d t o
make them useful t o managers i n other competitiv e industries .

The element of time has been used by management in several different ways
to gai n a  competitiv e advantag e ove r rivals . Fo r example , manager s ofte n
strategize using the element o f time together with other assets to gain the first
mover's advantage by being the first to introduce a new product, enter a  new
market, o r expand it s distribution channel . Similarly , othe r manager s us e th e
element o f tim e t o shap e thei r strategi c decision s t o b e a  marke t followe r
instead of a market leader. Indeed, using time as an important strategic variable
that goes into the equation of production calculus is a well-established practice
in management .

With new-product introduction, however, comes another crucial use of time.
In this instance, management decides on the timing of releasing news regarding
the innovatio n o r new product. The heart o f the timin g issue involved in this
context i s that managemen t make s a  decision wit h regar d t o whether t o us e
preannouncements or announcements as a means to communicate the innova-
tion o r ne w produc t t o th e externa l public . Preannouncin g a  produc t i s
defined a s releasing information on a  product to th e publi c in exces s o f fou r
weeks, typicall y severa l months , i n advanc e o f the product' s arriva l o n th e
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market (se e Eliashber g and Robertso n 1988) . Fo r example , Microsof t use d a
preannouncing strategy to release information t o the market, indicating that it
would come out with Windows 95, for over eighteen months before the product
arrived o n th e market . Similarly , Intel preannounce d th e Pentiu m I I micro-
processor chi p b y makin g informatio n available o n th e produc t i n exces s of
twelve months befor e the produc t became availabl e o n the market .

Announcing a  ne w product , o n th e othe r hand , i s releasin g new-produc t
information t o th e publi c withi n fou r week s o f the product' s arriva l o n th e
market. For example, IBM, in lanuary 1986, released information on its powerful
XT model s les s tha n fou r week s befor e th e product s arrive d o n th e market .
Similarly, in October 1986 Data-Point without any prior news release unveiled
its new workstations to broaden it s office automatio n line .

In thi s study , I  combin e th e traditiona l linearit y concep t o f time—past ,
present, an d future—i n a  production and consumptio n spac e usin g informa -
tion as the common thread. I  argue that management i n producing firms (I use
the term 'producin g firms' to distinguish, in this case, firms that releas e new-
product informatio n fro m consumin g firms, which, simila r to households, are
also i n th e marke t t o purchas e th e ne w products ) us e th e pas t an d curren t
information that they gather on products and consumers (household s and other
consuming firms) to shape th e products that the y bring to the marketplace a t
some futur e poin t (th e term 'products ' i s used i n the generi c sense t o refe r t o
services as well).

Consumers als o us e th e informationa l cue s a s wel l a s informatio n tha t i s
currently mad e availabl e i n th e marke t b y the producin g firm s t o plan bot h
their current and future consumptions (purchases) . This information-gathering
process i s simultaneou s an d continuous . I t i s simultaneou s because , whil e
producers, o n the one hand, ta p into the consumers' purchas e intention s and
feelings abou t curren t an d futur e product s through th e extensiv e us e of mar-
keting research, as they plan thei r new products, the consumers , o n the othe r
hand, ar e als o gatherin g publicl y availabl e informatio n (whic h ha s bee n
released throug h announcement s o r preannouncements) t o revise their inten-
tions an d plans .

Furthermore, the dynami c natur e o f conditions i n the marke t an d th e eco -
nomic environment s i n general als o directly impinge on the consumer' s pur -
chase intentions . As a result , th e consume r i s often updatin g hi s informatio n
base an d similarl y revising his consumption intentions . Becaus e this update d
information i s usefu l t o producin g firm s i n plannin g production , i t to o i s
sought, making the information exchange and gathering process continuous in
addition t o being simultaneous .

Within this broad oute r perimeter o f how management an d consumer s us e
time, the focu s o f this study is to examine how the elemen t o f time is used, by
producing firms, in designing a  communication strateg y through which new -
product informatio n i s released to the public. Specifically, I examine how firms
and consumers simultaneously use time in their respective decisions to launch
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Fig. 10.1. Time, production, and consumptio n space

and purchase new products in the computer industry. I use preannouncements
and announcement s o f new products as the critica l linchpin of time between
producers an d consumers . Th e importan t questio n I  wish t o answe r i n thi s
study is whether one means of communication—that is, preannouncement or
announcement—accords a  producin g fir m a  differen t financia l result . Eve n
though the stud y focuses o n the compute r industry, its results could produce
insights tha t coul d be invaluabl e to th e practitione r in othe r industries , par -
ticularly in deciding whether to use preannouncements o r announcements a s
a means to communicate new-product informatio n to the public.

I will attempt to answer the question of whether there is a financial advantage
in th e mod e o f communicatio n use d b y th e producin g fir m b y examinin g
stock price returns associated with preannouncements and announcements of
innovations in the compute r industry. I chose the compute r industry because
it i s on e o f the mos t competitiv e industries . As a resul t o f the intensit y of
competition, th e industr y enjoy s on e o f th e highes t rate s o f new-produc t
innovation, which in turn allows preannouncements and announcements to be
commonly used in the industry.

PREVIOUS STUDIES

Apart fro m bein g a  subjec t o f many philosophica l enquiries , interes t i n tim e
in the world of business has been more than cursory. Because of its role as an
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important strategi c tool, time has been the focu s o f several studies i n business
and economics. These studies can be divided into two main groups—the macro-
level studie s an d micro-leve l studies . Th e macro-leve l studies dea l wit h tim e
concept i n the econom y in general—for example , 'cloc k time' and cycles . The
economic cycle,  the tim e tha t i t takes an econom y to move from a n economi c
downturn throug h a n economi c recovery , i s on e o f th e mos t well-know n
macro-level studies o f time in business an d economics .

The micro-level studies of time in business ar e focused on the application of
time at the firm level. Most of these studies examine time in the innovation an d
production processes a s well as in the management o f inventory. For example,
Kohli, Lehmann , an d Pa e (1999 ) examin e th e shortenin g o f the new-produc t
innovation process . Specifically , the authors examine the relationship betwee n
the shortenin g o f th e incubatio n tim e an d th e performanc e o f th e produc t
in th e market , an d conclud e tha t lon g incubation tim e mean s i t would tak e
the produc t a  long time to reach peak sales . A study such as  this is  important
because mor e effort s ar e being devoted t o shortening the time spen t betwee n
conceiving of a product idea to bringing the product to the market, thus a richer
knowledge base, not only on the efficiency aspect s of the production phase, but
also on the effectivenes s o f those efforts , i s important.

Another aspec t o f tim e i n th e new-produc t innovatio n proces s tha t ha s
received a significant amount of research effort i s the diffusion o f new products.
New-product diffusio n i s the lengt h o f time  tha t i t takes a  new-produc t ide a
from conceptio n t o creatio n an d adoptio n b y the ultimat e use r (Roge r 1983) .
Bass (1969) , Dodds (1973) , Akinola (1986) , Bayus e t al.  (1989) , and severa l othe r
studies applie d th e basi c an d differen t variation s o f th e Bas s (1969 ) mode l
to forecas t diffusio n o f innovations i n a  wide are a o f products an d services ,
including, but no t limite d to , retai l service , industrial technology, agriculture,
educational, pharmaceutical , an d consumer durable goods.

In searchin g fo r new way s t o reduc e productio n costs , student s o f time i n
business turne d thei r attentio n t o inventor y managemen t an d time-and -
motion studies . Thes e effort s yielde d suc h ne w managemen t technique s a s
the just-in-tim e approach an d th e mor e efficientl y designe d workplac e tha t
characterized McDonald' s restaurants an d th e productio n platforms o f Volvo,
the automobil e manufacturer . Th e far-reachin g contribution s o f time-and -
motion studies also led to the creation of an alphabet soup of acronyms derived
from othe r time-base d studies , som e o f which ar e les s productiv e bu t wer e
undertaken becaus e o f management's penchan t fo r fads—issues discusse d i n
other part s o f this book.

Equally important , but les s wel l studied , i s how business organization s us e
the elemen t o f time a s a n integra l par t o f thei r communication s strategy —
particularly ho w businesses us e tim e i n communicatin g innovation s t o thei r
public. Also of interest is how the publi c reacts (i f it reacts at all) to an advanc e
notice o f a  product' s arriva l on th e market . These issue s ar e th e concer n o f
this chapter.



144 PAU L SERGIU S KOK U

THEORETICAL UNDERPINNINGS

Because new-produc t informatio n could b e a  usefu l intelligenc e t o a  firm' s
competition, th e decisio n t o preannounc e o r announc e coul d hav e majo r
financial consequence s fo r a firm (Kok u e t al. 1997). Depending on conditions
in th e industry , there coul d b e severa l advantage s t o th e fir m a s wel l as t o
consumers when a new product is preannounced. By preannouncing, potential
consumers o f a  produc t ar e provide d wit h sufficien t tim e t o adjus t thei r
expectations, while current customers are given time to prepare for switching.
In som e cases , both th e curren t an d potentia l customer s are given sufficien t
time t o prepar e mentall y an d psychologicall y to lear n ho w t o us e th e ne w
product before the product arrives on the market. Innovating firms also benefit
from preannouncin g becaus e the y use preannouncement s t o shor e u p thei r
reputation a s bein g o n th e cuttin g edg e o f innovation an d t o kee p compe-
tition away.

The product life cycle suggests that products that are currently the consumers'
favourite an d th e manufacturers ' cash cow will sooner o r later become obsol-
ete. As a result, firms that do not introduc e ne w products will also soone r o r
later go out of business. To avoid this unwanted consequence, firms continually
launch ne w products , and , t o communicat e informatio n abou t thes e ne w
products or their innovation to the marketplace , firms either preannounce o r
announce them. Because preannouncements are advance notices to the public,
they indirectly reveal the preannouncing firm's competitive edge.

Thus, preannouncements als o alert competition to what the preannouncing
firm is currently working on. This way, preannouncements tak e away the ele -
ment o f surprise that an innovating firm would like to visit on its competition
(giving competitors n o tim e to reac t befor e th e produc t reaches th e market).
By preannouncing , a  fir m become s vulnerabl e t o pre-emptiv e move s fro m
competition. Th e decisio n t o preannounc e o r announc e must , therefore , b e
weighed carefully b y taking the associate d advantage s and disadvantage s into
consideration. I t shoul d b e note d that , i n additio n t o informin g curren t an d
potential consumers , a  preannouncement ca n be used to send a  signal to the
preannouncing firm's competition about the extent of the preannouncing firm's
arsenal. Suc h tactics ar e ofte n use d to ward of f competition and leav e a field
open to the preannouncing firm.

If investors in the marke t perceive preannouncing a s a wise strategic move
that would increase the financia l positio n o f the firm, which could happen if
preannouncements ar e successfu l i n scarin g competitor s away , they woul d
desire mor e o f the preannouncin g firm' s stocks . Thi s increase d deman d fo r
the firm's stocks will lead to a rise in its stock price and a subsequent increase
in th e stocks ' returns . However , i f th e marke t participant s perceiv e a  pre -
announcement a s an unwise disclosure of a firm's strategic position tha t wil l
subsequently hav e negativ e financia l impact s o n th e firm , the y wil l reac t
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Fig. 10.2. Preannouncement an d announcemen t dya d

negatively by selling off the firm's stocks. This will depress the firm's stock pric e
and lowe r it s stoc k returns . I n thi s case , preannouncement s an d announce -
ments hav e a  direct connection t o a  firm' s stock price performance. I  develop
two hypotheses o n the basi s o f the discussion s above .

First, i t i s importan t t o realiz e tha t th e industr y structur e ha s a  significant
impact o n ho w the marke t an d therefor e stock prices reac t t o preannounce -
ments an d announcements . Becaus e of the fluidity o f resources an d th e eas y
mobility of brain power , which fuel s al l the innovation s i n the industry , inno-
vations in the computer industry , particularly innovations in the software area,
can be very easily mimicked. Furthermore, unlike consumers o f other durables
such as cars, refrigerators, and washing machines, consumers o f computers and
computer-related products , particularl y households , d o no t experienc e hig h
switching cost s o r significan t learning time . Moreover , preannouncements i n
the computer industr y have not been particularly useful i n scaring competitors
away, thus they can be seen a s an unwise exposure of a company's arsenal . As
such, I  hypothesize that :

Hi: Stock prices will decrease with preannouncement s in the compute r industry.

Unlike preannouncements, announcement s (informatio n released clos e t o the
product's arriva l in the market ) stil l maintain th e elemen t o f surprise an d d o
not expose the announcing firms to pre-emptive strikes from thei r competition .
Thus, I  hypothesize that :

Ha: Stock prices wil l increase wit h announcement s i n the compute r industry .
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DATA

I collected new-product information released i n the compute r industry in th e
United State s usin g th e Wall  Street  Journal Index.  Fo r completenes s an d t o
reduce error, I cross-checked all the data generated fro m th e index in the Wall
Street Journal. I chose th e Wall  Street  Journal a s the onl y source o f our dat a
because o f it s reputatio n fo r providing reliable coverag e for business-relate d
news an d t o preven t mistake s fro m possibl e doubl e countin g o f events. The
data covered a  period of ten year s between 1980 and 1989.

Because ou r metho d o f analysi s involve s lookin g at th e change s i n stoc k
prices tha t ar e associate d wit h preannouncement s an d announcements , I
limited th e dat a t o firm s tha t wer e publicly traded. I  obtained a  tota l o f 143,
computer-related, new-product pieces o f information. Using the definitio n of
preannouncements an d announcements , I  determined tha t 71 (50 per cent ) of
the 14 3 new-product-relate d pieces o f information released durin g the perio d
in th e compute r industr y wer e preannouncements ; 7 2 (5 0 pe r cent ) wer e
announcements.

I obtained dat a on stock price returns using Center for Research in Security
Prices (CRSP ) tapes, and avoided confounding events by screening the data for
other corporat e event s tha t migh t hav e ha d significan t impac t o n th e stoc k
price. Specifically , I eliminated preannouncement s an d announcement s tha t
were made by the sam e firm within on e week of each other, or within a week
before o r afte r a  significant corporat e event . Those events included such cor-
porate news as the hiring of a new CEO, news of a pending lawsuit, and news of
a product recall .

ANALYSIS

I use d th e standard  even t stud y methodolog y pioneere d b y Fama , Fisher ,
Jensen, and Rol l (1969 ) i n finance to detect the impact of unanticipated event s
on stock prices. This methodology is now widely used in marketing and man -
agement (se e Kelm e t al. 1995; Koku e t al. 1997), and allow s us to measure  th e
market's reaction to new-product information. To examine the effect o f time on
the market' s reactio n t o new-produc t information , I compared th e market' s
reaction to preannouncements and announcements.

The technique use s the efficient  market  hypothesis  (EMH) , and th e rational
expectations model  (REM) . The former argue s that publicly traded asset prices
reflect al l the informatio n that i s publicly available, while the latte r maintains
that curren t asse t prices represent thei r discounted stream s o f future income .
Using thes e tw o theoretica l model s togethe r wit h th e marke t model,  I  ca n
investigate the effec t o f time as embodied i n new-product information o n th e
profitability o f firms .
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The market model succinctl y combines th e EM H and RE M and argue s tha t
return o n asset s i n the marke t mode l ar e linearly related. I n algebrai c terms ,
Rit = ai + 0iRmt+£it, where R zf is the return to firm i at time t , Rmt is the retur n
on th e marke t portfoli o a t tim e t , an d e it i s th e erro r term . I  estimat e th e
unknown parameters (a , and /?,- ) in the model using returns data, and an equally
weighted marke t portfoli o fro m th e CRS P tapes . Th e estimatio n perio d con -
sisted o f 22 4 day s ( t—24 5 t o t—  21). The market' s reactio n i s measure d a s
ERj, = R,-r - at  - PiR. mt. The excess abnormal return is the difference between the
actual and the predicted return during the period t  — 20 to t0.1 take the day that
the preannouncement o r announcement i s printed in the Wall  Street  Journal as
t0, and therefore the day that information was released as day t^.

If the new-produc t information contains ne w and unanticipated news , the n
the exces s returns are not equa l t o zero—that is , E(e i>t) ^ o. Good news tha t is
unanticipated wil l resul t i n positiv e exces s returns , whil e ba d new s tha t i s
unanticipated wil l resul t i n negative abnorma l returns . I  argue that bot h pre -
announcements an d announcement s ar e use d t o conve y equall y importan t
news t o th e marketplace ; however , th e onl y essentia l differenc e betwee n th e
two is the differenc e i n the strategic deployment o f the time variable. I use th e
two-sample means tes t t o tes t fo r equality o f means o f the abnorma l return s
generated from preannouncements an d announcements. Th e null hypothesis is
that ther e i s no difference i n the means .

If ther e i s no differenc e i n th e effec t o f preannouncements an d announce -
ments, then ther e will be no differenc e i n the means .

RESULTS OF EMPIRICAL ANALYSIS

I analysed the result s in two steps. First , I computed the abnormal returns an d
their f-values to determine thei r level of significance. Secondly , I used the two-
sample mean s tes t o f independent sample s t o tes t fo r the equalit y o f mea n
abnormal returns of preannouncements an d announcements .

The mea n abnorma l return s fo r preannouncements o n da y t_ 1( th e da y o n
which information on the new product was made public, is -0.0657. This is not
significant an d therefore does not support Hi. However, it is interesting to note
that the direction of the abnormal returns is as predicted—negative. The mean
abnormal return s o f announcement s o n da y t_ l i s 0.0902 . This i s als o no t
significant, an d therefor e doe s no t suppor t H2 ; ye t agai n th e directio n o f
the abnorma l return s is a s predicted—positive . Th e coefficien t o f variation of
the preannouncemen t i s 989 per cent , while the coefficien t o f variation of the
announcements i s 794 per cent . The coefficient s o f variations suggest that th e
abnormal return s o f announcements ar e less disperse d relativ e t o th e mea n
than the abnorma l returns of preannouncements.

The results of the equalit y of means tes t are presented i n Table 10.1. Because
the nul l hypothesis state s tha t ther e i s no differenc e i n th e means , I  use th e
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Table 10.1. Two-sample means test for equality of abnormal returns
of announcements and preannouncements on day ?_ t

Variable Mean Sample
size

SD SE

Announcements 0.090 2
Preannouncements -  0.0657

72
71

DF

0.7171
0.6498

Equal variance 1.3 6 14 1 0.175 5
Unequal variance 1.3 6 14 0 0.171 6

F NUM DF DEN DF
Test for equality of
variance 1.2 2 7 1 7 0

0.0845
0.0771

0.21

two-tailed tes t to evaluate the results. The results show that there is statistically
no significant difference i n the means. Even though the results of our empirical
analysis did not come out as theorized, they nonetheless offe r som e interesting
insights that have several implications. The findings of this study regarding pre-
announcements contras t with the findings of Koku etal. (1997), who concluded,
after analysin g preannouncement s an d announcement s i n a  cross-sectiona l
study of twenty industries, that financia l markets react positively only to pre-
announcements an d no t t o announcements . Th e lesson fro m comparin g th e
results o f thi s stud y wit h Kok u e t al.  (1997 ) i s tha t th e market' s reactio n t o
preannouncements i s industry specific and not a generalizable effect. This con-
clusion i s als o consisten t wit h Klei n an d Leffle r (1981) , wh o foun d tha t pre -
announcements ar e a strategic tool in the manufacturing industry.

While the mean abnormal returns associated with preannouncements are not
statistically significant, their negative direction indicates that there are no direct
monetary gains from releasing information on new products in advance of the
product's arriva l i n th e marke t i n th e compute r industry . Why then i s pre-
announcing so common in the computer industry? This study does not directly
answer this question; however, it is clear from the intensity of competition in the
industry that products in the computer industry have, on average, a shorter lif e
cycle than products an d service s i n othe r industries—fo r example , the phar -
maceutical and automobil e industries. Thus, unless the R  & D department o f a
firm engaged in manufacturing in the computer and computer-related industry
is prolific in coming out with new products, the firm will, in general, have a very
short life . Furthermore, because o f the intensity of competition, which has led
into a short product life cycle in the (computer and computer-related) industry,
it is possible that patents in the industry no longer offer th e kinds of protection
that patents offe r i n such other industries as the automobile and the pharma-
ceutical industries. Thus, the monopoly of future stream s o f income that could
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be derive d fro m innovation s a s a  resul t o f a  paten t protectio n i s n o longe r
effective in the computer industry. After all, the product will be obsolete in about
three years. Preannouncing new products in the absence of such protections is,
therefore, tantamoun t t o revealin g freely one' s competitiv e strateg y in a  very
competitive industry—hence the negative mean abnorma l returns .

The questio n onc e agai n arises , wh y the n i s preannouncin g s o commo n
in th e compute r industry ? Although the stud y doe s no t directl y answe r thi s
question, i t does proffe r som e plausibl e reason . Becaus e of the shor t produc t
life cycl e and imminen t deat h o f non-innovating firms, there mus t be advant-
ages associated wit h being perceive d a s being on th e cuttin g edge o f innova-
tions i n th e industry . Th e opposit e perceptio n coul d hav e sever e financia l
consequences.

For example, i t would be difficul t fo r a firm that i s perceived to have a short
life to secure lines of credit, as not many firms will be willing to sell on credit to
a firm that may not be around to pay its bills. Furthermore, because of lack of
viable products i n the 'pipeline' , such a  firm will probably have a  poor credit
rating, which in turn wil l translate int o higher costs for borrowing money an d
doing business. Because of these reasons, no firm would like to be perceived as
lagging behind in innovation. Rather , they would like to be perceived as being
on th e forefron t o r a t leas t havin g new product s i n th e pipeline—henc e th e
propensity to preannounce i n the industry.

A poignant lesso n embedde d i n these  result s i s the fac t tha t preannounce -
ments ca n indee d b e th e double-edge d swor d tha t mus t b e wielde d rathe r
carefully. O n the one hand, they can be an effectiv e instrumen t t o take to war.
They can be used to win fame an d it s associated fortunes . O n the othe r hand,
they can be fatal , eve n to one's own self-interest.

What about announcements? Th e results of this study on the market's reac-
tion to announcements ar e also not statisticall y significant; the y are, however,
consistent wit h Wittin k et  al.  (1982) , who  examine d stoc k pric e reactio n to
announcements o f new products in the computer industry and concluded that
there wa s no significan t reaction . However , th e fac t tha t th e mea n abnorma l
returns ar e positive i s indicative o f gains tha t coul d be had whe n one' s com -
petitors are taken by surprise. Ironically, one's consumers are surprised as well;
this does not appear to be a problem in the computer industry, where switching
costs ar e relatively insignificant, a t least with households .

CONCLUSION

I have in this study attempted t o examine quantitativel y the simultaneous us e
of tim e i n productio n an d consumptio n space . Specifically , I  have examine d
the reactio n o f the financia l market s to new-produc t preannouncement s an d
announcements i n th e compute r industry . I  argu e tha t preannouncement s
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(information released in advance of a new product's arrival in the market) and
announcements (informatio n release d clos e to a  new product's arrival in the
market) serv e as a critica l linchpin o f time between consumer s and th e pro-
ducers of goods and services . Thus, an enthusiastic consume r response t o the
type of information released b y producers would have profi t implication s for
the firm. This in turn would translate into a higher demand for the producer' s
stocks, and resul t in positive abnormal returns. The opposite is also true.

While giving an advance notice (preannouncement) reveals a firm's strategic
position, it has been argued in the strategic-management literature that it also
enhances th e firm's reputation and gives consumers adequate time to prepare
for cost s associate d with switching . Ou r analyses o f the typ e o f informatio n
released (preannouncement s an d announcements ) i n the compute r industry,
however, show that there is no significant negative stock returns associated with
preannouncing. However , the negativ e directio n o f the stoc k returns I  foun d
suggest that there could be disadvantages associated with preannouncing in the
computer industry . Thi s i s generall y consisten t wit h th e assertio n tha t pre -
announcements i n the computer industry unnecessarily aler t the preannoun -
cing firm' s competitio n an d therefor e erod e th e firm' s competitiv e position .
This explanation may be particularly true in the computer industry, because the
short product lif e cycl e may make the monopol y of future stream s o f income
conferred throug h patent protection less effective .

The exten t o f these disadvantage s i s mitigated b y some majo r advantages .
Possibly the penalty that the market exacts on firms that do not preannouce—
which, i n th e market' s perception , translate s t o absenc e o f products i n th e
pipeline—far outweighs the dangers associated with preannouncing. The results
also see m t o sugges t tha t consumer s i n th e compute r industry , unlik e con-
sumers in other industries such as the automobile and other durable consumer
appliances (washing machines and the like), do not need much time to prepare
psychologically o r financiall y fo r switching . A s such, preannouncin g a  ne w
product does not offe r consumers much benefit as far as advance preparation is
concerned.

It is important to realize that, while I have focused onl y on the time variable
in new-product information, there are new-product information variables, such
as th e informationa l content o f the new-produc t information—fo r example ,
detailed versus non-detailed information (see Koku et al. 1997)—that I have not
addressed. Because all pieces of new-product information are different i n terms
of th e degre e o f useful informatio n provided to th e public , a  measure o f th e
level of detail of new-product information is essential in explicating differences
in th e intensit y wit h whic h th e marke t react s t o new-produc t information.
Detailed new-produc t information will convey much more to the market and
the consumer about the new product than non-detailed new-product inform -
ation. However, time being our focu s i n this study, I have acted as though all
other variables were held constant and allowed only the time variable to vary as
in announcements an d preannouncements.
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Time i s one o f the mos t widel y studied concept s i n philosophy , sociology,
and lately in management, but the capacity of the dimension of time to be both
ally an d enem y i n managemen t need s t o b e studie d further , particularl y in
more quantitative terms. After all , its effects coul d translate into real numbers,
both i n money—pounds , dollars , marks—and agai n in time—weeks , months ,
and years. Tangible contributions are yet to be made if quantitative model s are
to b e develope d t o captur e differen t aspect s o f strategic time-based models .
Diffusion model s have started us in the right direction, but the story needs to be
updated.

Future studie s tha t quantitativel y mode l tim e dimension s i n new-product
information could provide a deeper insight . For example, instead of truncating
time into a simple dichotomous variable of preannouncements and  announce-
ments a s I have done in this study, treating time as a continuous variable and
examining its  impac t on  produc t deliver y vis-a-vis the stoc k market reactio n
could provide a useful insight . Furthermore, the insight s that coul d be gained
from marryin g the concep t of time to the information content o f new-product
announcements coul d have far-reaching implications.
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CHAPTER

11
Contested Presents: Critical
Perspectives on 'Real-Time'
Management

Ronald E.  Purser

INTRODUCTION

The real-time perspective has served as the foundation for the formation of new
economy companies, as well as the adoptio n of e-commerce business models .
Regis McKenna' s book, Real Time  (1997) , seize d th e day , as i t opens wit h th e
invitation: 'Imagin e a  world in which tim e seem s to  vanish and  spac e seem s
completely malleable . Wher e the ga p between nee d o r desir e an d fulfillmen t
collapses t o zero. Where distance equal s a  microsecond i n lapsed connectio n
time' (1997 : 3). The ideal for McKenna is to eliminate time entirely, to shrink to
zero the gap or temporal distance between desire and the object of desire. With
the emergenc e o f digital technology, time negatio n i s becoming a  reality , for
digital technolog y compresse s th e distanc e betwee n 'her e an d there' , 'no w
and then'.

Time compression of this sort, which for McKenna is the cause of celebration,
is fo r Pau l Virilio a  matte r o f deep concern . 'Wit h acceleration, ' write s Virilio
(1995&: 35), 'there is no more here and there , only the menta l confusion of near
and far , present an d future , rea l and unreal— a mix of history, stories, and th e
hallucinatory Utopi a o f communicatio n technologies' . Geometr y i s negate d
with real-tim e technology , a s on e ca n b e nea r anythin g i n cyberspace , n o
matter wha t th e distance . Hence , the nee d fo r cumbersome network s o f dis-
tribution i s abolished, an d muc h physica l movemen t ca n b e eliminated . For
example, commuting is replaced by telecommuting; attending meetings is no
longer necessar y wit h th e availabilit y of e-mail , groupware , and vide o con -
ferencing; goin g to schoo l is seen a s a  laborious inconvenience in the ligh t of
the choice s that distanc e learning now offers .
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Real-time technolog y compresse s tempora l distances , creatin g a  sens e o f
'instantaneity' b y processin g informatio n a t increasingl y faste r speeds . It s
concern, however , is with the future , whic h i t aims to contro l through digital
technology. Instantaneit y supersede s th e future , replacin g i t wit h a  despa -
tialized, dehistoricized, and detemporalized present (Ada m 1988; Jameson 1997).
The result is a managerial temporal orientation that is fixated on instantaneity,
and an increasingly limited attention span . Knowledge is reduced to knowledge
of the present, a bundle of information that can be instantaneously consumed .
In so-called real time, there i s no histor y or future—no tim e available for ser-
ious reflection o r creative imagination. Nowotny (1988: 14-15) notes this trend:
'We are about to abolish the category of the future and replace it with that of the
extended present... The category of the future is shrinking towards becoming a
mere extensio n o f the presen t becaus e scienc e and technolog y have success -
fully reduce d the distance that is needed t o accommodate their own products'
(emphasis in original) .

Interestingly enough, the acceleratin g forward trajector y o f real time has it s
source i n th e past , an d it s acceleration i s only the continue d acceleration  of
past routines. Information processing necessarily depends on programs that are
stored in computer memory, which are coded in the past. Managers operating
in real time are forced to 'think and act immediately' (McKenna 1997), yet instant
responses necessaril y fal l bac k on learned routines and unconsciou s cognitive
biases (Purse r et al. 1992). Operating in rea l time thus make s the futur e mor e
unknowable than ever. Rather than developing the ability to engage the changing
realities o f thei r situation , manager s fin d themselve s tryin g t o ma p learne d
routines and algorithms onto what time presents. Their instant responses always
come a moment too late, and fas t is  never fast enough . The real-time manager
is caugh t i n a  continuou s instan t replay , with eac h performanc e demandin g
greater speed and efficiency. The 'speed-slippage-more speed' model is a vicious
causal loop, intensifying th e inadequacy o f a limited attention span.

Real time is a  mode l o f reality, a n approac h tha t i s based o n what Arendt
(1958/1998) calle d th e 'means-en d paradigm' , accordin g to whic h th e ai m of
any action or strategy is to do whatever it takes to bring about a desired result.
In thi s model , tim e i s conceptualize d a s a n obstacl e t o th e attainmen t o f
future desires . McKenna (1997 ) goes on furthe r t o define what he means b y to
operate an d t o d o business  i n 'rea l time' : 'Almos t al l technolog y toda y i s
focused on compressing to zero the amount o f time it takes to acquire and use
information, to learn, to make decisions, to initiate action, to deploy resources,
to innovate. When action an d response ar e simultaneous, we are in real time'
(McKenna 1997: 4). Typical innovations an d application s o f real-time techno -
logies are heralded in the popular business press and digital zines as a positive
advance b y bot h consumer s an d producer s alike . Rarel y ar e suc h real-tim e
technologies assesse d fo r the disorientin g effect s the y may have on ou r per -
sonal, social , an d collectiv e perceptions . Eve n McKenn a (1997 ) recognize s
that real-tim e technologie s wil l alte r ou r cultura l sensibilities , bu t hi s
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rhetoric bespeak s o f a n uncritical , inexorable , economi c an d technologica l
determinism.

These instances o f instant satisfactio n change ou r fram e o f reference. They
provide differen t pattern s an d signal s fo r setting expectation s an d fo r judging
what i s reality , what i s truth o r fiction , wha t i s good o r ba d service , what i s
satisfaction. The cultural and value-laden patterns of our society change as we
are taught by our environment to adapt to new ways of doing things (McKenna
1997: 5) .

McKenna does no t discriminat e between ou r sens e o f time passing—what I
refer t o a s live d tim e o r 'psychologica l time'—an d compresse d cloc k time .
Indeed, McKenna (1997) no t onl y conflates clock time with lived time, but h e
privileges clock time and it s associative links to technology as deterministic of
our consciousness . H e defines his position, stating:

Real tim e i s wha t I  a m callin g our sens e o f ultracompresse d time an d foreshortene d
horizons in these years of the millennial countdown. The change in our consciousness of
time i s the creatio n o f ubiquitous programmable technology producing results a t th e
click o f the mous e o r the touc h o f the butto n o r key. Real time occurs when time an d
distance vanish, when action and respons e ar e simultaneous. (McKenn a 1997: 4-5)

McKenna's Real Time is among a genre of management books that dictate the
need for  greate r spee d and  acceleratio n in  organizations , and  highligh t the
importance of challenging time limits. These books share a common and flawed
assumption: objective , physical time is superimposed ont o lived/psychological
time, and conceptualize d a s time per se. In other words, the ideas pu t fort h i n
these books do not distinguish the acceleratio n of technological time from ou r
psychological time consciousness . Fo r example, McKenna's conception of real
time has a  psychological-time component a s evidenced i n hi s observation  of
'our sense of ultracompressed time' , bu t h e devote s th e entir e boo k to a  dis-
cussion o f economic an d technologica l imperatives fo r shortening clock-time
units. Further , th e implici t conceptualizatio n o f time a s mone y i s treated a s
incidental an d unproblematic . Adam (1998 ) argue s that associatin g time with
money actuall y ha s th e effec t o f 'detemporalizin g time' , makin g i t int o a
quantifiable commodity that is decontextualized and disembodied from events.
Mechanized an d commodifie d tim e is dissociated fro m th e contingen t flux of
everyday life .

Real time promises autonomy and independence fro m th e flu x of life, bu t it s
method fo r doing so is to deliver us up t o the construct s of the past . As Adam
(1998) put s it , rea l tim e doe s no t depar t fro m th e mechanisti c principl e of
repetition withou t change— a standardized orde r that i s intolerant o f all vari-
ation. I n addition, once time is equated with money, human consciousnes s i s
entrained t o th e rhythm s o f th e dominan t economi c order , conditione d t o
follow th e demand s fo r the maximizatio n o f speed. I n thi s respect , th e real -
time perspectiv e ca n b e viewed a s a  tempora l regime , characterized b y such
assumptions tha t tim e i s exclusively objective, decontextualized, an d externa l
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to huma n consciousness . I n essence , McKenn a an d othe r author s o f 'fast '
books in thi s genr e have privilege d cloc k time, albei t a n accelerate d version ,
and commodifie d it,  ignoring the fac t tha t human and  socia l time cannot full y
be explained b y the former .

DROMOSPHERIC POLLUTION AND CHRONOSCOPIC TIME

Real-time technologies are radically altering our everyday experience o f space,
time, and knowledge. Spatia l distance and temporal relie f are collapsing, whil e
our creativ e intelligence i s diminishing. Spac e feels mor e claustrophobic, a s if
it was closin g in o n us . I n a  contex t o f increased capacit y fo r instantaneou s
communication, tim e i s accelerating an d knowledg e is becoming more volu-
minous, but simultaneously more superficial, as our attention i s distracted an d
overloaded. The benefits appea r to be a double-edged sword. We are attracte d
to the convenience o f being technologically connecte d i n 'real time', yet we are
often overwhelme d b y th e increase d demand s tha t com e wit h bein g wired ,
plugged in (Gleic k 1999) . In this respect , ou r 'rea l space ' i s increasingly being
crowded ou t b y th e networ k o f digital device s a t ou r fingertips—e-mail , cel l
phones, voicemails , palm pilots , and th e Internet . Entice d by the increases in
efficiency tha t thes e real-time  technologie s offer , we  als o ten d to  fee l mor e
stressed out by the increasing demands made o n our time and attention. New
advances an d change s i n the world happen wit h such rapidit y that we find it
difficult t o keep up. With little time available to digest experience, or reflect o n
intentions an d actions , knowledge tha t coul d improve the qualit y of our lives
seems ou t o f reach.

As pointed ou t in the introduction to this chapter, the ultracompressed tim e
speed of a real-time environment demands instant reactions to events. The time
required for sound human judgement, communal reflection, and deliberation—
the sor t o f relie f necessar y fo r makin g sens e o f th e world—i s simpl y no t
available in real time. Perhaps the greates t dange r and threa t to our tempora l
ecology ar e th e erosio n o f human judgemen t (Postma n 1993) . Conside r thi s
futuristic scenario , which illustrates th e los s o f temporal relie f o n th e huma n
mind:

You can cal l for a dual-language text of Marcus Aurelius, or the lates t paper in Malay on
particle acceleration . You r reading can b e interrupte d b y the appearanc e o f a friend i n
your portfolio, a  look at the actua l weather i n Djakarta , a  film clip of Lyndon Johnson's
inaugural, or , for that matter , anything , summone d b y voice, available instantaneously ,
and bille d t o you r centra l account.. . The ma n o f 2016.. . is n o longe r separate d fro m
anyone. Any of his acquaintances ma y step into his study at will—possibly twenty, thirty,
forty, o r fifty a  day . I f not constand y interrupted , h e i s a t leas t continuall y subjec t t o
interruption, an d thu s th e threshol d o f wha t i s urgen t drop s commensuratel y N o
matter how petty a matter, a coworker can appear to the man of 2016 in a trice. Screening
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devices o r not , th e moder n paradig m i s on e o f tim e fille d t o th e brim . Potentia l
has alway s been th e overlor d of will, an d th e ma n o f the firs t paradig m finds himself
distracted an d draw n i n differen t direction s a  hundre d time s a  day.. . (Helpri n 1999:
263-5)

We have given little serious consideration i n organization an d managemen t
studies to  the fac t that the new information economy is producing an invisible
form o f pollution wit h ver y real consequences—wha t Pau l Virilio (1997 ) call s
'dromospheric' contamination. The term dromospheric come s from th e Greek
dromos, meaning a  race, running. Virilio's 'dromology' (1997 ) i s an apt term for
the stud y o f speed i n society, and ho w the dynamic s o f power are tied to th e
acceleration of socio-technical systems. Dromospheric pollution has to do with
the unperceive d contaminatio n o f 'tim e distances ' an d compressio n o f ou r
'depth of field ' (Virili o 1997: 40). Just as physical pollutants released b y the ol d
economy excee d th e carryin g capacity of the Earth' s ecosystems , s o the tem -
poral pollutants that are being released by the new economy are exceeding the
carrying capacity of the human nervous system and consciousness. The will-to-
speed unleashes th e absolute speed o f real-time technologies, annihilating real
space. The result: a loss of appreciation for the vastness and qualities of space, a
dimension tha t provided protected intervals of time, periods of delay and relief
between event s an d action . Managemen t no w occur s i n a  technologicall y
mediated landscape , i n th e virtualit y of nonspace,  an d i n the temporalitie s of
distraction (Mors e 1998: 102) .

Real-time technologie s are , i n effect , distortin g an d diminishin g ou r per -
ceptual 'depth of field'. According to Virilio's theory, a fundamental perceptual
distortion i s occurring because o f a mutation o f our cultura l aesthetic. W e are
moving from th e passive , small-scale optic s of geometric linear perspective, to
the activ e large-scal e optic s o f digita l media . Small-scal e optics—whic h i s
derived from the linear perspective, a development in art during the Renaissance
period—is an extension of human vision as expressed in painting, photographs,
and film. An apparent an d visibl e horizon serves as a  key point o f perceptual
orientation fo r making sens e o f scale an d perspective , and a  deepe r horizo n
grounded i n ou r collectiv e imaginatio n i s instrumenta l i n derivin g meaning
from ou r situated experience. For some thing or object to exist, it literally must
stand out against the background of a horizon. The depth of field in small-scal e
optics i s based o n th e preservatio n of spatial distance, giving rise to suc h dis-
tinctions a s 'nea r versus far' , 'her e versus there' , an d s o on. I n contrast , with
real-time/large-scale optics, time moves at the speed of light, erasing distinctions
based on spatial distance. Having instantaneous access from any point in space
to virtually any other point in a 'real-time instant' renders such spatia l notions
as 'near versus far', 'her e versus there', meaningless. The result: a distortion of
our depth o f field and fundamenta l disorientation .

The 'transapparen t horizon ' o f digita l media supersede s physica l an d cul -
tural horizons, where 'the far prevails over the nea r and figures without dens -
ity prevai l ove r thing s withi n reach ' (Virili o 1997 : 26) . Moreover, real-time
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technologies introduce a 'bug' or mental virus into the perceptual field as a new
transapparent horizon , generate d purel y b y digita l medi a an d electroni c
transmission o f images that takes hol d ove r the norma l boundar y line o f the
physical horizon , an d als o plays havoc o n th e dee p horizo n o f our collective
imagination and memor y (Virili o 1997).

In wha t amount s to  a  fundamenta l confusio n of  natural , collective , and
technological horizons , Virili o posit s tha t dromospheri c pollution , i f lef t
unabated an d unregulated , wil l lead to a  sharp loss of cultural memory and a
degradation o f collective imagination. Virilio (1997 : 25) laments this loss a s

a practical consequence of the emergence of a third and final horizon of indirect visibility
after the  apparen t and  dee p horizon:  a  transapparen t horizo n spawne d by  telecom -
munications, that opens up the incredible possibility of a 'civilization of forgetting', a live
live-coverage societ y that has n o futur e an d n o past , sinc e i t has no extensio n an d n o
duration, a society intensely present here and there at once—in other words, telepresent
to the whole world.

In contrast , McKenn a (1997 : 6) rejoices in thi s state o f affairs , a s he exclaims :
'We will increasingly find that the technologie s o f speed wil l not giv e us th e
time to see or plan beyon d the horizon . We will have to think and ac t in rea l
time. We cannot choos e to do otherwise.'

'We canno t choos e t o d o otherwise? ' Thi s technological imperative sound s
dangerously totalitarian. For McKenna, the demand for speed overrides human
intelligence an d judgement. Fast decision makin g in real time requires instant
answers. In order for us to 'adapt' , we will have to develop a hyperintelligence
(we have no choice) , that i s situated no t in the horizon of human-scale optics ,
but in the transapparent horizon . Hyperintelligence is pure algorithmic know-
ing, indifferen t to , and decontextualize d from , loca l spatio-temporal horizons.
The totalitaria n overtone s ar e indicativ e o f th e fac t tha t th e techno -
fundamentalism inheren t i n th e real-tim e perspectiv e will redefine an d alte r
the ver y meaning o f human intelligence . T o think an d ac t in real-time terms
requires a certain kind of wilful blindnes s to the past and future .

From Chronological to Chronoscopic Time

Virilio (1977/1986 , 1980/1991, i995&,c, 1997 , 2000) ha s gon e t o grea t lengths t o
show that the essenc e o f post-war telematics involve s the virtua l eliminatio n
of both spatia l an d tempora l distances . Spee d is no longer limited by moving
across geographic distances by means of physical transport—that is, movement
through chronologica l time . Rather , spee d i s equate d wit h real-tim e dat a
transmission moving at the spee d of light—giving rise to what i s now under -
stood as instantaneity. Virilio characterizes this digitalized speed-up as a shif t
from chronologica l to chronoscopic time.
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A key driver of chronoscopic time is the shif t to digital interactive media—the
conduit for an instantaneous mod e of production and consumption . Thi s shif t
entails a  dramatic transformation in form s o f cultural communication , i n ou r
sensibilities an d conceptio n o f knowledge, which ar e imperceptibly changin g
our lived experience in space and time. As communication i s increasingly being
transmitted throug h th e medi a o f digital , real-time technologies—wher e vas t
increases i n speed and expanded volume are key drivers—the form of everyday
culture shifts to keep up with the rapid transmission an d exchange o f informa-
tion. Not only does cultural life become increasingly commodified as it is forced
to adap t t o th e frenzie d pac e o f chronoscopic time , bu t basi c capacitie s fo r
sharing meaning—the stuff cultur e is made of—begi n t o atrophy (Rifki n 2000) .
Instead o f sharing meaning, o r engaging in what Borgman n (1984 ) refer s t o a s
'focal practices' , cultura l activity is reduced to the transmission o f information,
for th e expresse d utilit y of procuring ephemeral desire s an d increasin g con -
sumption (Simpso n 1995).

Chronoscopic time, however, is still bound to and dominated b y a clock-time
world, bu t i t represent s a  movemen t awa y fro m a  cultura l rhyth m base d o n
analogue an d spatia l sequences , t o a  world punctuated b y distinct , identical ,
still, digita l time unit s (Rothenber g 1993: 205). Symbolically, such a  shif t fro m
chronological to chronoscopic tim e is analogous t o the differenc e i n how time
is read out on an analogue versus a digital watch. Chronological time is apparent
in the mechanica l an d sequentia l movemen t o f the analogu e clock , as we 'tell
time' b y notin g th e spatia l locatio n o f hour an d minut e hands . Unlik e their
analogue counterparts , digita l clocks continually flash an instantaneou s read -
out o f the tempora l presen t instant . Digita l clock s flash a  'real-time ' display ,
erasing the sens e o f transitional sequentia l movement . I n som e respects , i t is
not so much that we 'tell time' when looking at a digital clock, as that the clock
'tells us'.

The shift fro m chronologica l to chronoscopic time involves a radical change
in tempora l orientatio n an d th e ver y means b y which w e make sens e o f our
lives. I n a  chronologica l world , tim e a s duratio n wa s coupled  wit h spac e a s
extension. Calendar s an d clock s served a s the dominan t mean s fo r regulating
and synchronizing political, social, and economic activities. The emergence of a
chronoscopic worl d parallel s th e advanc e o f electroni c dat a transmissio n
technologies, which send and receive signals at the speed of light. This amounts
to a  new time standar d based on real-time capability for instantaneity, an d an
accelerated perspectiv e focused o n intensive duration of the 'the real' momen t
replacing extensive duration of history.

The extensive time of history, chronology, and narrativ e sequence implode s
into a concern and fixation with the real-time instant. What used to comprise a
narrative history—sense making based on knowledge of the past , present , an d
future—contracts int o th e buz z o f a  flickerin g present . Fo r Virili o (1997) , th e
metaphor o f 'photographic exposure ' replaces th e sensibilit y of time as a suc-
cession o f moments o f present duratio n and tha t of extension i n space. Digita l
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media produce a temporality akin to photographic time, where time does not so
much pass or move sequentially, but erupts , is exposed, and breaks the surfac e
(Virilio 1997: 27). Rather than making sense o f time through th e unfoldin g of a
narrative (before , during , after), tim e is perceived more in terms of abrupt an d
discontinuous irruptions of varying intensities (underexposed, exposed, under-
exposed). Virilio claims that real-time technologies have an effec t o f narrowing
our tim e sense , refocusin g ou r attentio n exclusivel y o n the present , o r wha t
Benjamin (1993 : 32) simply calls 'now-time' . Thus , a ke y feature o f real-time
technologies is that they function a s a sort of monochronic filter that screens or
cuts ou t concer n fo r the pas t an d future . Notin g this trend, Virili o (1997 : 137)
states: 'th e time o f the presen t worl d flashes u s a  glimpse on ou r screen s of
another regim e o f temporalit y tha t reproduce s neithe r th e chronographi c
succession o f the hand s o f our watche s no r th e chronologica l successio n o f
history. Outrageously puffed u p b y al l the commotio n o f our communicatio n
technologies, the perpetual present suddenl y serves to illuminate duration.'

High-impact media messages are designed to captivate attention, narrowing
our tempora l orientatio n t o a  flashin g serie s o f no w moments . A  constan t
stream an d barrag e o f media image s result s i n a  distracte d for m o f hyper-
attention. The real-time instant of economic transaction eclipses the consumer's
sense of situated presenc e in time (Wood 1998). Indeed, in chronoscopic time
the postmodern subject is constituted as a dutiful consumer , what Deleuze and
Guattari (1977 ) woul d cal l a  'desirin g machine' , o r Baudrillar d (1983 : 57 ) a n
'operator withou t subjectivit y or interiority' , a  human termina l who click s a
mouse to satisfy every passing whim and desire .

Because tim e i n chronoscopi c environment s i s experience d a s flashes , a
'series o f pur e an d unrelate d presents ' (Jameso n 1997 : 26) , i t become s
increasingly difficul t t o construc t an d weave together one' s lif e a s a coherent
narrative (Sennet t 1998). Postmodern temporality

can be characterized as an attitude toward time or an experience of time that... places
emphasis upon maximum intensity in time, not the living in time that would be a form of
praxis, but a  more passive fascination o r playing... The result is a flashing pointillism, a
lived experienc e a s a  series of disconnected intensities . Not being able to commi t to a
future o r t o tak e th e pas t seriously , the postmodernis t make s d o wit h th e present .
(Simpson 1995: 144)

As Paul Klee (quoted in Virilio 1997:10) put it , 'To define the present in isolation
is to kill it.' Virilio likens the psychological experience of chronoscopic time to a
sort of 'time freeze' .

Temporal Alienation in Real Time

In the chronologica l epoch, modern collective malaise was expressed in terms
of alienation : alienatio n manifeste d i n form s o f withdrawa l o r feeling s o f
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estrangement from one's spatial surroundings—for example, alienation towards
poor workin g conditions, urban sprawl , and larg e impersonal bureaucracies .
Other psychologica l maladie s suc h a s depressio n wer e symptomati c o f such
spatial alienation . Metaphor s for  depression are  primaril y spatially oriented ,
'feeling down', 'downtrodden', 'under the weather', and so on. In chronoscopic
environments, tempora l alienatio n become s mor e salient . Woo d (1998 ) des -
cribes tempora l alienatio n a s a  mismatch o r discordanc e betwee n rational /
clock time an d live d time . Similarly , McGrat h (1988 ) notes the importanc e of
such mismatches between rhythms of clock time and subjective time as sources
of stres s i n organizationa l settings . Tempora l alienation i s contingent o n tw o
key factors tha t ar e inversely related: (i ) th e degre e to which on e obey s clock
time; and (2 ) the sens e of one's own presence (Woo d 1998: 97). In other words,
the mor e on e tend s t o embod y an d obe y th e mechanical/digita l rhythm s of
clock time, the greate r the feelin g o f loss of situated presenc e i n time.

Common symptoms of temporal alienation ar e chronic stress, various forms
of rage (which are expressive of an intensified impatience), and work addiction.
Such behaviour s ar e roote d i n th e temporalitie s o f distraction—consolidated
and perpetuated by habitual routines enacted in the dail y operation of digital
real-time technologies. Just as the mechanical clock commanded and regulated
social behaviour in the industria l era , the real-time perspective transmitted by
digital media is also taking command of social and organizational life. Consider,
for example , ho w telecommunication s an d computin g technologie s hav e
blurred the boundaries between work and home. People now talk about having
'24/7' access , meaning , o f course , tha t wit h th e electroni c prostheses  o f cell
phones, e-mail, voicemail, faxes, pagers, and palm pilots they are continuously
'plugged in' to the globa l information network. Even Steve Jobs, the ma n who
made i t hi s mission t o ge t an Apple computer on everyone' s desk , confesses
how intrusive these devices have become in his own life, and just how obsessive-
compulsive his behaviour has become as a result of having '24/7' access :
Technology cut s bot h ways . It's a  double-edge d sword—with hig h bandwidth t o m y
home i n place, peopl e ca n sen d m e e-mai l over the Interne t an d I  receive i t instantly .
What this means i s that they learn very quickl y that , i f I want to , I  can respon d imme-
diately, even if I am sitting at my computer at home at midnight. But this also means that
if I don't respond instantly, there's no cover for me to hide behind. So, at nine o'clock at
night, when I'm wit h my family, it' s very hard to resis t the urg e to take fifteen minutes
and go check my e-mail. It really has invaded my personal life, I  have to say. It follows m e
everywhere, there is no escap e anymore , (cite d in McKenn a 1997)

What Jobs fails to recognize is that the increase in technological bandwidth ha s
led to a subsequent narrowing of his temporal world. He, like millions of others,
is ensnared by the demand s o f 'real time', is experiencing a diminishing sense
of 'real presence' in lived time. One wonders eve n when Jobs is with his family
in the evenin g if he i s really 'there', 'full y present' ?

The automatisms associated with the habitua l use o f real-time technologies
are no t onl y insidious , bu t als o pervasivel y demandin g o f conformit y
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(Morse 1998 : 118). As Jobs admits above , th e compulsiv e checking of e-mai l
throughout th e da y i s no w a  commo n occurrenc e an d expectatio n i n
managerial work . Distracted attention an d compulsiv e behaviour ar e highly
correlated with immersion in real-time work environments. Performing tasks
half-aware, talking on the cell phone while driving in traffic, an d other so-called
multitasking activities are not only signs of temporal alienation, but als o illus-
trate productiv e form s o f discipline that ar e no t imposed , bu t self-initiated ,
requiring ver y little surveillance . Morse (1998 : 118) , drawing fro m Foucault' s
Discipline and Punish (1979:103), argues that the disciplinary power of real-time
technologies (and its associated mental states of temporal distraction) are built
upon an 'empire of the habitual' and 'layer upon layer of built environment and
representation', or what she refers t o as 'zones of ontological uncertainty'.

Chronoscopic tempora l environment s ten d t o foste r wha t appear s t o b e a
postmodern form o f malaise—what Rappaport (1990) call s 'telepresssion'. Th e
symptoms o f telepression combine a  cognitive hyperactivity that i s immobil-
ized and fixated on the present. As outer events are accelerating at a rapid pace,
telepression manifest s as a  defensiv e reaction to a n unknow n futurity . Des -
cribing the typical profile of the telepressed individual, Rappaport (1990:191-2)
states:

The futur e o f this typ e o f individual doe s creat e a n illusio n o f successful futur e exten -
sion the y have 'marks' on their time lines that give the appearance o f plans. The typical
problem, however , i s that th e futur e i s narrowly define d i n term s o f present busines s
plans, so that the futur e i s usually not ver y distant. I n addition, thi s 'near-futur e exten -
sion' i s often crowde d an d unrealistic . Th e overconcentratio n o f goals make s th e tem -
poral experienc e o f this person disjointe d becaus e tim e movin g too quickly means tim e
not personally controlled. I t is precisely this sense of no control that causes th e feeling of
'inauthenticity' that Heiddegger expounde d i n his philosophical work . The experience of
desynchronization with objectiv e tim e create s the genera l feelin g that ther e i s no clea r
purpose t o life .

... It is possible t o sail a boat, for example, withou t charts or a compass. However , the
absence o f a chart prevents th e possibility o f a journey. One is limited to 'day' sailing, so
that new destinations an d new challenges ar e out of reach. Eventually the same seascap e
and circumstances wil l produce a  tedium no t unlike the absence o f meaning associate d
with a  present-centered existence .

Rappaport's clinica l observation s are suggestiv e o f an ofte n overlooke d rela-
tionship between time and meaning . Indeed, knowledge of time is intimately
tied to the meaning and th e quality of our lived experience, as the research of
Ida Sabelis (this volume) on top manager s shows . Nihilistic attitudes towards
life i n th e ne w econom y are becomin g mor e widespread . Relationship s and
activities are viewed in instrumental terms, subject to a calculative means-en d
analysis, 'What' s in it for me/the corporation? '

Sennett's lates t critiqu e (1998 ) o n th e persona l consequence s o f th e ne w
capitalism goe s t o th e hear t o f tempora l alienatio n an d complement s
Rappaport's analysi s o f telepression. Fo r Sennett , temporal alienation i n th e
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new economy , wher e ther e i s 'n o lon g term' , i s manifes t i n th e demis e o f
character. Character , according to Sennet t (1998 : 10), is shaped b y the 'ethica l
values we place on our own desires and o n our relation to others' . Th e loss of
long-term commitments , the destructio n of loyalty, an d th e inabilit y to dela y
gratification mak e character development difficul t an d se t our inner lif e adrift .
Yet, the lack of temporal attachments i s propagandized (b y those who stand to
benefit) a s th e sor t o f 'competencies ' neede d t o flouris h i n th e ne w flexible
economy. Fo r Sennett (1998 : 62), such a n appetit e for flexibility tha t demand s
weak temporal attachments i s pathological, as it encourages a greater tolerance
for fragmentation.

REIMAGINING TIME

Clock time can be thought of as an 'extension' that, according to Hall (1983: 29),
is a n 'externalize d manifestatio n o f huma n drives , needs , an d knowledge' .
Extensions function like language in culture , and whe n the y tak e o n a  lif e of
their own, we are engaged in what he calls 'extension transference'. Extensio n
transference is apparent when the substitute takes the place of the process that
was extended. Commenting on ho w this occurred with clock time, Hall (1983 :
131) states , 'Thi s principle is illustrated by the wa y in which we have taken ou r
biological clocks , moved them outsid e ourselves , and treated th e extensio n as
though they represented th e only reality.'

Industrialization o f cultur e wa s imbue d wit h th e cloc k metaphor , whic h
permeated image s o f socia l organizations . Wit h th e real-tim e perspective ,
extension transference shifts t o the computer , the new cultural idol. Extension
transference involve s a  kind o f collective amnesia . Cloc k tim e i s a  collective
representation for organizing social and economic activities, which has become
abstracted and detached from its roots in consciousness. This process resembles
what Barfield (1988 ) refers to as modern idolatry. We commit idolatry in the way
we relate to clock time and it s real-time compatriot, for we have forgotten tha t
temporal phenomen a ar e a  collectiv e representation , a  huma n creation , a n
extension o f a deepe r topograph y o f time. We are idolater s no t becaus e we
create idols, but because of our blind worship of externalized clock time. We are
left wit h a  moder n pictur e o f tim e tha t ignore s th e centra l rol e o f huma n
consciousness an d imagination , and , in so doing, treats tim e as an independ -
ent, external phenomenon (whic h we have slavishly to adapt to) .

Given the insight s of twentieth-century physics, i t is commonplace to know
that th e activit y of the observe r i s implicated i n what i s observed. While per-
ception relie s on sens e organs , it is human consciousnes s tha t perceives . I t is
also a n epistemologica l truis m t o recogniz e tha t th e phenomena l world , the
world of appearances, i s not t o be equated with the ultimate reality. When we
see a 'chair', ultimately what is 'really there' is but a  pattern of moving particles.
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Barfield's famou s analog y (1988 ) o f th e rainbo w can hel p she d ligh t o n th e
epistemological issue having to do with temporal phenomena. When a rainbow
appears in the sky, we can al l point to it. But if we were to actually walk over to
the en d o f the rainbow , an d loo k directly at it , there would no t b e anything
actually there. What we call a rainbow is the conjunction of particles of water,
the sun , an d huma n vision . Lik e a  chair , th e rainbo w i s a  collective repres -
entation. It is not a hallucination, for we all claim and agree that we see such an
entity called a rainbow.

We ca n exten d thi s analog y to time , sinc e tim e i s also a  collective repres-
entation. While we all can point to the clock and agree that time is passing, if we
go to look directly for time, we cannot find it. Even our sense of the present is a
conventional notion , a  relative term. I f we attempt t o look for the present , i t
slips away. Time appears to be always moving, never fixed. The 'present' (an d
for tha t matte r th e pas t an d th e future ) i s very much lik e th e presenc e o f a
rainbow, the outcom e of a very powerful collectiv e representation. Moreover,
the presen t i s not independen t o f some objec t tha t change s a s we normally
assume. So-called rea l tim e appear s to b e a  counterfeit . A s Morse (1998 : 23)
states, 'rea l time depends fo r its very existence on the creation o f unreal time
that can mimic the clock'.

One reason time is such a slippery concept to understand is because it is not
based i n matter . Ou r conventiona l approac h i s t o trea t tim e a s som e inde -
pendently existent objective referent. This seems misguided, as we do not have
any sense organs for perceiving time. Noting this fact, Adam (1998) argues that,
in order to appreciate the complexity of time, we need to embrace our sensual
embodiment an d ta p th e evocativ e powe r o f our imagination . As she states :
'Since w e hav e n o sens e orga n fo r time , w e need—eve n mor e tha n fo r th e
landscape perspective—the entire complement of our senses working in unison
with our imagination before we can experience its working in our bodies and
the environment . Such an effor t a t the leve l of imagination is needed i f we are
able to take account in our dealings with the environment' (Adam 1998: 55). It is
interesting t o not e tha t 'pre-perspectiva T culture s (Gebse r 1985 : n) wer e no t
detached fro m thei r ow n collective representation s a s we are with ou r per -
spectival world view. Barfield notes that, for us moderns, 'the only connection
of which we are consciou s is the externa l on e through ou r senses . No t so for
them.' Given our bias toward the senses, it is understandable then why we have
so little connectio n an d suc h a  superficia l relationshi p t o time , which is not
material i n nature . Thi s lead s u s t o conside r tha t th e epistemologica l lin k
between tim e and mind, between huma n being s an d the phenomenal world ,
may be of a different, perhap s 'super-sensory' order. That order, as suggested
by Barfield , i s one o f participation, or, t o us e Coleridge' s term, the 'primar y
imagination'. To function a s moderns , w e have suppressed ou r awarenes s of
participation wit h the representationa l natur e of the phenomena l worl d as a
whole, including that of time. Our dominant mode of thinking relies on models
(constructed fro m analytica l though t abou t thought ) an d w e perceiv e suc h
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models as if they were actually and literally true (rather than as representational
and relatively true). In this sense, we have gained the ability of scientific rational
analysis, attained the powers of perspective by positioning ourselves as separate
from phenomena , bu t al l a t th e expens e o f maintaining a  non-participatory
consciousness. As noted above , this has been the function o f modern idolatry.
Thus, i t shoul d com e a s no surpris e tha t tim e ha s bee n regarde d a s totall y
independent o f our own consciousness an d suc h empt y notions a s 'real time'
accepted uncritically .

Recognizing th e rol e o f participation an d imaginatio n i n th e figuratio n of
temporality leads us to consider other topographies an d texture s o f time. Our
dominant cultura l concep t o f tim e ha s bee n limite d t o th e topographica l
surface—a spatialize d view of time—which has led to our propensity to idolize
outward-directed extensions . A s an alternative , a  focu s o n th e participator y
nature of temporal perception can help us to 'own' and take more responsibilit y
for ou r ow n extensions . Critica l to this proces s i s an examinatio n o f how pri-
mary imaginatio n (o r figuration ) construct s ou r collectiv e representation s o f
temporal experience . Rathe r than limiting ou r participation t o th e surfac e of
time, participator y consciousnes s offer s u s a  wa y o f explorin g th e comple x
topography o f 'whole time' . Reimaginin g time t o be a  complex, multidimen -
sional whole can serve as a counterbalance t o the real-time perspective with its
insatiable appetit e fo r speed, power, and negatio n o f lived human experience .
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The Rhythm of the Organization:
Simultaneity, Identity, and Discipline
in an Australian Coastal Hotel

Dirk Bunzel

INTRODUCTION

While the issue of time has recently received increased attention in the field of
organization studies , rhythms  and thei r role in the creation of (organizational)
identity ar e issue s stil l t o b e discovere d fo r th e field. 1 Thi s chapter , then ,
attempts bot h raising awareness o f the issue of rhythmicity and illustrating its
relevance to organization studies. Accordingly, I will describe aspects o f organ-
izational lif e a t an Australian coastal hote l that see m t o convey a sense o f the
rhythm o f the organization. 2 Based on thi s account , I  will briefl y addres s th e
constitution o f rhythms an d reflec t o n thei r rol e within society , highlighting
their socially integrative function. Linkin g these thoughts back to the example

A numbe r o f peopl e hav e offere d helpfu l advic e an d comment s o n differen t draft s o f thi s
chapter. Most  notably, I would like to than k Chris Baldry, Stewar t Clegg, Jef f Hyman , Holland
Munro, and Richard Whipp, as well as the participants of the 'Organization, Management and
Time' strea m o f th e i6t h EGO S Colloquium , wher e a n earlie r versio n o f thi s pape r wa s
presented.

1 A notable exceptio n is Zerubavel's study (19790 ) o f the tempora l structure of hospital life .
2 Th e accoun t provide d i n thi s chapte r i s base d o n finding s o f m y Ph.D . research , a n

organizational ethnography that focused on issues of power and identity within a five-star hotel
on the  Australian east coast . During the fourteen-month research period, I conducted forma l
and informa l interviews with managemen t an d staf f i n th e hotel , worke d togethe r with , o r
followed, managers in the conduct of their everyday routines, and attended regular meetings by
management a s well as training courses an d othe r socia l events . Additionally, I recorded m y
personal experience of life at the hotel (for example, routines, rituals, ceremonies, extraordinary
events) includin g the (varying ) aestheti c compositio n o f th e hotel . A s will becom e clear , a
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of the hotel, I will argue that, today, the socially integrative function of rhythms
unfolds aroun d th e creatio n o f a sens e o f simultaneity amon g individual s o r
collectives separate d acros s time and space . However, I will also argue that the
subjection t o rhythm s correspond s t o a  certai n for m o f domination . Th e
chapter conclude s b y pointing ou t ho w a  concer n wit h rhythm s ca n infor m
organization studies .

THE NUMBERS, THE RACE, AND THE FAMILY: SYMBOLIZING
THE RHYTHM OF THE GRAND SEASIDE HOTEL

The Gran d Seasid e Hote l i s a  five-sta r luxur y hotel i n a  smal l tow n o n th e
Australian eas t coast . At the tim e i t was studied , th e hote l ha d jus t change d
ownership. Th e ne w Hote l Managemen t Compan y appointe d Ti m Chan g
General Manager to implement a n extensive restructurin g programme. Top of
his agend a i n orde r t o rende r th e Gran d Seasid e Hote l into a n efficien t an d
profitable business was the provision of service excellence. Tim not only intro-
duced a  customer service programme to generate a  culture of service excellence
within the hotel; he also sought to create a  collective form of identity, the Grand
Seaside Family,  t o balance the alienatin g experiences o f the restructurin g pro-
cess an d t o foste r a  commo n sens e o f belongin g amon g member s o f th e
organization. This community, as was made clear , however, was a contingen t
one; i t evolved around the dedication of staff t o the principles of service excel -
lence and, hence, their contribution to the overal l profitability o f the business .
As this may not have been an innate concern t o most employees, managemen t
did no t ceas e stressin g that the organizatio n was in intense competitio n with
other hotels i n the area , fighting fiercely about ever y inch o f the market . As a
result, efficienc y an d excellenc e i n th e provisio n o f custome r servic e wer e
presented a s imperative s t o (economic ) survival and thu s constitute d funda -
mental obligation s t o ever y 'famil y member' . I n effect , th e Gran d Seasid e
Family offered  membership  (identity)  in  exchange for commitment.

The image of the Gran d Seaside Family as a contingent bond was projected
by various means. Training programmes communicated a  proactive attitude to
customer service that sought to anticipate eve n imaginary customer wants and
needs, whil e awards were granted t o staf f wh o delivere d 'service beyond cus -
tomer expectations' . However , staf f wer e als o frequently  reminde d o f thei r
duties and , occasionally , were reprimande d fo r negligenc e o r failur e i n th e
provision of service excellence. Twice a week, during the Morning Briefings, th e
Controller o f th e hote l informe d attendin g manager s an d supervisor s ho w

pivotal aspec t o f m y researc h wa s th e attendanc e a t regula r managemen t meetings , th e
'Morning Briefings', and the account here provided draws substantially on observation notes of
thirty-seven of these meetings , which I coded and entere d int o a NUD-IST database .
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the hotel's latest economic performance figures related to the targets specified
in the budget .

CONTROLLER. We were fully booked again on Friday. We have an averag e rate of
220. 4 5 per cent on Sunday. Monday on 33. So, we are pretty good so far. The
October-Fest seems to be really working well.

BAR MANAGER . Yeah , the y wer e quit e bus y the whol e weekend i n th e bar . It' s
going extremely well.

CONTROLLER. So, we are goin g extremely well for this time o f the year . Only th e
functions-revenue i s still a  bit behind budget , bu t the y wil l certainly mak e
that u p wit h the incomin g conference s now. [Controller  looks  t o one o f the
Conference Coordinators,  wh o nods  he r head.]  Al l the othe r departments ar e
ahead o f budget.

Short pause.
CONTROLLER. As I said. We are going OK so far. We have started this month very

well, s o tha t I  expec t us , actually , t o en d eve n furthe r ahea d o f budget .
Currently, we are just 50 ahead o f budget. But , with this resul t we are just
over last year's result. Last year we had been behind by this time. Remember,
last year we were behind almost unti l February by about 250. Somehow, we
were stil l able t o catch up and finis h 250 ahead of budget.

MANAGER. Tha t wa s quit e amazing . I  mean , thi s wa s actuall y afte r th e boo m
period. And we stil l caught u p an d finishe d ahead. [Many  people  no d their
heads, which  seems to  suggest concurrence.]

CONTROLLER. Yes, it's funny . W e were picking up almos t 2  per cen t pe r da y a t
that time. But again, I don't want us to have to achieve such a miracle again .
So, there i s still a lot to do to not fal l behind again .

She sorts out some of her pages , and continue s t o read from thos e pages .

CONTROLLER. Novembe r looks abov e budge t s o far , but als o no t reall y great .
December is a little bit softer. January and February sitting well so far. But as
I said, we are not tha t well ahead, so we really have to be on top o f the cos t
this time, fro m da y one on . [She  looks up.]  So , that's it.

In respons e t o the readin g of 'the numbers' , managers and supervisor s were
usually expecte d t o repor t o n the activitie s o f their respectiv e departmen t or
unit. Such exchange of information included reports on targets, the announce-
ment o f incidents or activities relevant to the hotel , or strategies developed for
the acquisitio n of new business. Overall , the reading of 'the numbers' seeme d
to conve y variabl e sense s o f urgency t o al l participants wit h respec t t o th e
diverse, spatiall y an d temporall y segregate d busines s operations . Th e les s
favourable the figure s reported , it seemed, the more attendees o f the meetings
stressed thei r effort s to  increase efficiency and  profitabilit y of  the hotel .

Within th e imag e o f th e Gran d Seasid e Family , w e ar e encounterin g a
metaphor commo n i n managemen t theory . The organization envisage d a s a
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sociological organism (Morgan 1997) finds itself engaged in a struggle for survival
in a hostile economic environment. The frequent reference s made by managers
that reminded staf f of market pressure from competitors , budget demands, an d
the importanc e o f performanc e indicator s represente d thi s struggle . Thi s
struggle seeme d t o kno w no differenc e betwee n th e variou s member s o f the
organization and i t seemed t o unite them through a common fate— a fat e tha t
was perhaps best visualized b y a slide that the Human Resourc e Manger pre -
sented t o staf f o n th e occasio n o f th e annua l All-Staf f Meeting.  Thi s slid e
showed a  cartoon wit h two groups o f three peopl e eac h engagin g in a  tug of
war. The whole scene was located on a tiny island, which provided just enough
space for the six people to stand. This small island appeared lik e a platform on
the water— a platfor m surrounde d b y hug e crocodile s wit h widel y opene d
mouths. The rope on which both groups were pulling was already tearing apart,
so tha t eac h grou p wa s abou t t o fal l int o th e se a an d t o ge t caugh t b y th e
crocodiles. Th e Huma n Resourc e Manager commented o n thi s slid e stating :
'Yes, this makes it clear. We are a great team here, and only by working together
will we succeed. '

In th e ligh t o f the metapho r o f the hote l a s a  sociologica l organism, som e
sequences o f th e Mornin g Briefing s als o appea r i n a  differen t light . Durin g
the earl y stage s o f m y research , I  wa s wonderin g wh y 'th e numbers ' wer e
announced wit h a  degree o f regularity unmatched b y any other aspec t o f the
meetings. I  was also puzzle d a s to why the Controlle r would announc e those
figures with an incredible speed, almost bombarding people with targets, per-
formance indicators , and occupanc y rates , givin g them hardl y an y chance t o
keep track with the pace of her reading. After all , I do not recal l that I  ever saw
anyone seriously attempting to jot down those figures. Most of the time, people's
behaviour seeme d t o indicat e attitude s rangin g fro m indifferenc e t o polit e
interest toward s this ritual component o f the Morning Briefings. M y suspicion
that hardl y anyon e wa s seriousl y interested i n th e concret e valu e tha t thos e
figures represented wa s confirmed in conversation s with severa l attendee s o f
the Morning Briefings. 'No , I don't really know what these numbers are about,'
said the Conference Manager. 'And I think most other people don't know either.
Those numbers just give you a  feeling o f how we are going. '

Yet, if no one really understood these figures, how could they provide such a
feeling? And if they were more or less non-intelligible to the recipients, why were
'the numbers' rea d out at all? It was the remark of another manager that unra-
velled the symbolism o f 'the numbers'. O n that occasion , the respective man-
ager characterize d th e Gran d Seasid e a s being 'simpl y a  very number-driven
organization', a statement tha t I could confirm only from m y observations. Yet,
what i f it was no t th e manifest , obviou s meanin g o f the number s a s repres-
enting parameter s o f the hotel' s performanc e that mattered ? Perhaps , i t was
less the concrete value of the numbers announced that mattered; instead, it was
the illustrative phrases and idioms accompanying the reading of those numbers
that gave them thei r particular meaning: 'a feeling o f how we are going' .
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Suddenly, some sequences in the meeting appeared to me in a different light .
Was it possible tha t th e readin g o f those number s symbolize d th e struggl e of
the organization with the market? Emanating from tha t assumption , standar d
phrases such as 'we are ahead of budget', 'we are behind budget', 'we have to
make up ground', 'we are gearing up', and the like, which were routinely uttered
during th e Mornin g Briefing s an d whic h constitute d established part s of the
hotel jargon a t th e Gran d Seaside, receive d a  differen t meaning . Al l of the m
seemed t o symboliz e th e hote l a s struggling , as moving  relativel y t o som e
external entity . I n th e ligh t of this symbolism , on e coul d envisag e th e Gran d
Seaside a s engage d i n a  race  against  th e budget,  th e latte r representin g th e
external forces o f the market . In the logic of this metaphor , phrases like 'being
ahead o f (or behind) budget ' clearly convey a sense o f the organization' s per-
formance, independentl y of the concret e and ofte n unintelligibl e meanin g of
the figures presented. In short, 'the numbers' seeme d to symbolize a particular
collective state o f being: the rhythm o f the organization.

The idea that, by focusing on symbolic aspects of organizational life, we can
sense th e rhyth m o f an organizatio n provoke s a  numbe r o f questions. Mos t
importantly, question s aris e regardin g the  constituent s of  rhythms and  thei r
relevance t o organizatio n studies . Consequently , we shal l no w conside r ho w
rhythms emerg e an d addres s th e rol e o f rhythm s withi n society . Linkin g
these consideration s to the example of the Grand Seaside Hotel, we shall then
address the significance of shared concepts of time to the creation of collective
identities.

RHYTHMS AS LIVED EXPERIENCE

Let us, briefly, consider the constitution of rhythms. Contrary to the objectivis t
'error of seeking the origin of the rhythm within the object' , rhythmicity results,
ultimately, fro m th e creativ e activit y o f th e rhythmizing  consciousness  an d
unfolds around the (dis)satisfactio n o f certain expectations (Abraham 1995: 67).
While sitting in a  train compartmen t an d (initiall y rather unconsciously ) tap-
ping his foot to the sound of the wheels, Abraham analyses the constitution and
efficacy o f rhythmizing consciousness :

I am no longer at the mercy of external forces; o n the contrary , it is now they who obey
me. At just the right time, I tap my foot and instantly I trigger the event. My expectations
have no other meaning: in reality, they are desires, demands, incantations. When the event
occurs, I  experience the satisfactio n of my efficacy . Thus , rhythmizing consciousness is
apprehended as activity, as spontaneity. (Abraha m 1995: 70-1).

Rhythms are spontaneous, creative , and intentional; yet , they also constitute a
particular form o f existence.  It is, therefore, 'erroneou s to speak of a perception
of rhythm or of a perceived rhythm. What occurs, in fact, is the rhythmization of
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perception, a  creation within a  consciousness o f unreality' (Abraha m 1995: 73 ;
emphasis added) . Movements—for example , the tappin g o f the finger s o r th e
sequential step s o f dancing—represen t mediators  tha t no t onl y realize  this
unreality bu t allo w for recognizing the tru e object of rhythmic contemplation:
coessentiality. Yet, the fundamental role of coessentiality does not confine to the
triggering o f rhythmic experience ; it als o represent s the ver y criterion for th e
rhythm thus created. Importantly, such coessentiality includes other individuals.
Hence, tim e (rhythm ) is significantl y involved i n th e creation/experienc e of
intersubjectivity (se e Noss, this volume).

With Abraham, then, we can reject rhythmic objectivism3 and qualify rhythms
as th e creativ e accomplishmen t o f rhythmizin g consciousness , a s a  for m o f
(collective) sense-making. Rhythms are not so much 'products ' of this mode of
consciousness, a s the y represen t a  particula r for m o f being. While this for m
of bein g ultimatel y unfold s fro m a n ac t o f will, i t canno t b e evoke d entirely
voluntaristically. Rhythmizing consciousness is not autarchic: it responds to the
phenomenal world as much a s it imposes rhythmic qualities upon the latter .

THE ROLE OF RHYTHMS IN SOCIETY

Having identified rhythms as a particular form o f being, as unfolding from th e
creative activity of rhythmizing consciousness, we shall now consider their role
within society . Author s fro m th e field s o f anthropology , sociology , o r socia l
psychology have described rhythmicity as the temporality of  nature (Adam 1990),
as the most  fundamental form  o f human time experience (Kaempfe r 1996) , or as
underlying th e normalcy  o f everyday  social  life  (Zerubave l 1981). Th e anthro -
pologist Leroi-Gourhan, for example, conceive s o f rhythms a s underlying any
form o f time and spac e appropriation/construction. 'Rhythms are the creators
of time and space, at least for the individual.  Space and time do not enter lived
experience until they are materialized within a rhythmic frame' (Leroi-Gourhan
1988: 309). Highly significant for the contex t of our argument is Leroi-Gourhan's
assertion that human conceptualizations of time-space—and, hence, rhythms
as a  most fundamenta l form of  time and  spac e appropriation—ar e crucial  to
social integration. During thousands o f years of evolution, the biologica l reality
of human existence has become increasingly superimposed and replaced by an
ethnic orde r tha t i s wholly symboli c i n nature . Thi s proces s o f symbolicall y
'domesticating' time-spac e implie s th e substitutio n o f 'natural ' rhythm s
through rhythm s base d o n socia l convention ; a process tha t render s huma n

3 I n thi s respect , th e titl e o f this chapte r seems somewhat misleading , a s i t suggest s th e
rhythm o f th e organizatio n t o b e a n objectiv e propert y o f th e latter . Instead , thi s rhyth m
represents th e creativ e accomplishmen t o f a  (collective ) rhythmizin g consciousnes s that
imposes rhythmic qualities upon its object o f contemplation.
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time-space into a scene, replacing the 'chaotic rhythmicity of the natural world'
with 'regularized cadences and intervals' (Leroi-Gourhan 1988:313). The rhythms
that rule (post) modern life have changed over time, as have the contexts of their
symbolic creation . Wha t ha s endured , though , i s th e fundamenta l rol e o f
rhythms fo r the appropriatio n o f time (an d space ) and , hence , thei r sociall y
integrative function : tha t is , thei r relevanc e t o th e coordinatio n o f socia l
interaction an d to the creatio n of social identity .

In premodern societies , socia l interaction tende d t o be temporally and spa -
tially confine d t o th e leve l o f loca l communities . Wit h a  simpl e divisio n o f
labour and rare cross-communal interaction , th e regulation and integration of
the grou p activitie s int o a  commonl y share d tempora l fram e appeare d les s
complex and tended to be solved at intra-communal level (Sorokin and Merton
1990). In other words, the predominantly contextualized course of behaviour in
premodern societie s made the integratio n o f different tempora l perspectives
superfluous. Thi s limitatio n o f socia l interactio n t o th e loca l an d intra -
communal leve l mean t tha t differen t concept s o f time—which tende d t o b e
naive, egocentric , group specific , an d socio-centri c (Elias 1988)—could coexis t
peacefully, integrate d int o a  framewor k o f non-simultaneous  synchronicity
(Esposito 1998) .

It wa s no t unti l th e sprea d o f the capitalis t mod e o f production tha t suc h
interactions wer e lifted  ou t o f their contextua l constraint s o n a  broader scal e
(Giddens 1990) . With th e increasin g divisio n o f labou r unde r th e capitalis t
regime o f production, th e issu e o f coordinating socia l activitie s acros s com -
munal boundarie s an d o f integrating people int o a  commonl y share d inter -
communal temporal frame became imminent . I t was the bourgeois society that
brought about a dissociation of social time from individua l time, of public time
from private time, and o f internal time (Eigenzeif)  fro m externa l time (Nowotny
1993). Th e individualization  o f social  time  tha t emerge d wit h modernit y le d
to a  multitud e o f loca l time s an d rendere d th e (temporal ) coordinatio n o f
social activitie s more complex (Elia s 1988). What modernity demands, then , is
an abstract  chronology  capabl e o f integratin g th e variou s unregulate d ye t
interrelated socia l activitie s int o a  non-synchronized  simultaneity  (Esposit o
1998). Th e attempt s t o standardiz e tim e b y makin g i t quantifiable , whic h
marked th e whol e period o f industrialization, ca n b e see n a s tributes t o th e
individualizing an d potentiall y 'centrifugal ' force s release d withi n modernity .
Within th e latter , simultaneit y i s produced , mos t prominently , throug h th e
abstract chronology of clock time, which seeks to govern, meticulously, even the
most mundane socia l activities (Zerubave l 1981).

The diversificatio n o f socia l tim e i n modernit y i s perhap s mos t clearl y
exemplified b y the segregatio n o f home (time ) an d work  (time ) (se e Bell an d
Tuckman, this volume). Significantly, this segregation of social time coincide s
with the developmen t o f new forms o f personal  and social  identity  manifes t in
the dissociatio n o f the individual' s sel f into differen t roles . In this respect, th e
standardization o f time as achieved in abstract chronologies not only facilitates
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the coordinatio n o f social activities but als o has implication s fo r the constitu -
tion o f social identity. Chronologies provoke the creatio n o f an intersubjective
(temporal) frame  o f reference —one tha t make s local experiences o f social time
communicable across local and communal boundaries and that is fundamental
to the creatio n an d maintenance of imagined communities  (B . Anderson 1983) .
In modernity , wher e interaction s ar e increasingl y anonymous , dinstanciated
over time-spac e (Gidden s 1990), a  commonl y share d concep t o f time help s
sustain faith in the existence of a communal bond among individuals separate d
in time-space . I t contribute s a  for m o f (systems ) trust  indispensabl e t o th e
maintenance of such communities (Giddens 1990) .

Today, socia l lif e i s not onl y increasingly fragmented, giving way to a  mul-
tiplication of temporal experiences (Gerge n 1991); society itself seems progress-
ively i n motio n (Virili o 1999 ) with th e resul t tha t 'tim e itsel f become s mor e
dynamic: it develops into accelerated innovation'  (Nowotn y 1993:11; trans. DB).
Increasingly, peopl e discove r tha t the y hav e t o ru n faste r onl y t o remai n o n
the spot , t o kee p u p wit h th e fulminat e development s withi n society —
developments that expose the relativity of any notion of progress (Nowotny 1993:
86): 'plac e become s mor e importan t tha n th e destination : thos e wh o persis t
will stagnate : everything , mos t notabl y th e time , become s rapi d movement '
(trans. DB). Similarly, identity ha s become increasingly saturated , fragmented ,
and tentative . Consequently , bot h socia l tim e an d identit y hav e becom e
increasingly complex and fragil e accomplishment s (Gerge n 1991).

TEMPORAL SEGREGATION AND ACCELERATION OF LIFE
AT THE GRAND SEASIDE HOTEL

With respec t t o bot h th e acceleratio n o f socia l lif e an d th e diversificatio n of
activities acros s spatio-temporal boundaries , th e Grand Seasid e Hote l seeme d
to represent a  microcosmic imag e of contemporary society. Besides its spatia l
segmentation int o 'fron t o f house' (wher e service encounter s tak e place) an d
'back of house', the hote l was segregated along temporal lines. While activities
in som e department s (fo r example, administration ) evolve d aroun d regula r
weekday work and were performed , typically , i n '9-5 jobs', other department s
worked muc h mor e flexible and extensiv e hours . Man y jobs 'fron t o f house'
were buil t aroun d custome r need s o r preferences . Staf f workin g in th e hote l
restaurants or at concierge used to work in shifts, covering large parts of the day
from earl y mornings to late at night. The same applied to jobs in the 'back area'
that catered or supported those departments, suc h as kitchen staff . A number of
other departments had staf f constantly on duty (twenty-four hours a day, seven
days a week) such as the Duty Managers, responsible fo r the safety at the hotel .
Similarly, the reception des k had t o be attended aroun d the clock , despite th e
fact tha t the intensit y of work increased durin g certain peak periods of the da y
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and slowe d dow n considerably a t night . Work a t the conferenc e department,
perhaps th e mos t illustrativ e example , evolve d aroun d a  for m o f projec t
management with lead periods o f up t o several months fro m th e firs t contact
with the client through to the hosting of the event and to the follow-up letter or
interview in th e aftermath . With ever y stage o f this for m o f project manage -
ment, the contact wit h the client an d with the supporting department s of the
hotel becam e mor e intens e an d complex . Th e day s immediatel y befor e
and durin g a n even t wer e th e mos t hecti c an d stressfu l ones . Conferenc e
Coordinators not only had to fine-tune the preparations for the event but also
had t o respond quickl y to assis t it s smooth running , liasing and cooperatin g
with clients an d other departments .

In the contex t of such spacio-temporal segregation and diversity , it may be
useful to think of service provision as a symphony that requires the contributio n
of severa l soloists , al l with their specifi c pea k times, deadlines an d schedule s
(Reeves and Bednar 1995). Rhythms can assist the orchestration of such diverse
activities. The rhythm o f the Gran d Seaside, for example , did no t replac e o r
discard al l othe r tempora l experience s a t th e hotel : th e rhythmi c mod e o f
being is not substitutive bu t coessentia l (Abraham 1995). It integrates the vari-
ous temporal experiences within the hotel into a common rhythmic frame— a
frame tha t
allows us to get free from th e complete synchronizatio n o f each even t with all others an d
to giv e plac e t o completel y independen t rhythms , tempora l projections , accelerations ,
and slowdowns . Thi s hold s particularl y fo r the variou s functiona l precincts o f society :
economy, politics , religion , familie s eac h hav e thei r ow n tempora l organization , wit h
their ow n rhythms, deadlines , priorities , tha t canno t an d mus t no t necessaril y be syn -
chronized wit h thos e o f other precincts . I n order to secure connection.. . it is enough to
be able to stage in each moment what is simultaneous wit h what (or has been, or will be).
(Esposito 1998: 22-3.)

The rhythmic  simultaneity  create d aroun d th e readin g o f 'th e numbers' ,
allowed different department s to run on different clocks , while it also provided
a common 'sense of how we are going'. This way, it signalled the need to alter
the intensity of the work and thus assisted the coordination of various activities
without necessarily levelling or eliminating the diversity desired in the context
of customized service .

Life a t the Gran d Seaside also seemed to have accelerated in the wake of the
restructuring programme. The abolition o r integration o f positions a t al l hier-
archical level s le d t o a  noticeabl e intensificatio n o f work , particularl y fo r
managers and supervisors. Many of those who survived the restructuring found
themselves i n ofte n unfamilia r position s an d ha d t o cop e wit h significantly
increased levels of work intensity and overal l responsibility. Often, the y had t o
work extra tim e o r long hours t o ge t their wor k done. Frequently , suc h tim e
pressures generate d frictions betwee n work and private life .

The metaphorical race  against the budget no t onl y symbolizes the accelera -
tion of life at the hotel; it significantly contributed to the latter. The element of
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fatality tha t underpin s this metaphor seeme d t o unite managemen t an d staf f
and boun d thei r (common ) futur e t o thei r capabilit y o f withstandin g th e
challenges of the race . Simultaneously, the recurren t reading of 'the numbers '
also defined obligations attached to membership. Only those who were fast an d
efficient enoug h t o contribut e t o th e hotel' s performanc e i n th e rac e wer e
considered worthy of being part o f this community.

This constellation seem s significant for contemporary social life well beyond
the context of the hotel. In today's society, the obligation to perform translates
into the deman d t o be fast , quick , efficient. Thos e who ar e slow, who canno t
keep up with the pace of (public) time and life, are not only disadvantaged; they
are als o marginalize d o r sociall y exclude d (Nowotn y 1993) . Perhaps i t i s th e
underlying obligation to contribute, to perform in 'the race against the budget',
that explain s anothe r habitualized performance during the Morning Briefings.
Whenever someone was supposed t o report on his or her department o r func -
tion and had actually no information he or she considered relevant or important
enough mentioning , the usua l repl y was: 'Nothin g from me—jus t busy' . This
phrase reassured the other members of the 'family ' tha t the person concerned
was stil l performing his o r her obligations , despit e th e fac t tha t th e detail s of
this performanc e were considere d a s constitutin g mor e o r les s insignificant
information. I t also conveyed a sense o f movement, of urgency, of keeping up
the pace—no matter what.

In short, we could claim that most departments or units at the Grand Seaside
seemed t o ru n o n differen t schedule s an d ha d develope d differen t interna l
times (Eigenzeiten).  The y were, in effect , running  on different  clocks.  Within the
Grand Seaside's 'race against the budget', speed (a s metaphorical for economic
performance) becam e imperative  to survival of the group . Consequently, both
rhythm an d community  wer e experience d a s interlinked  social  constraints:
individuals were obliged to conform to the tempora l demands imposed  upo n
them a t the ris k of social exclusion .

THE GRAND SEASIDE AS RHYTHMIC COMMUNITY

To some authors , th e diversificatio n an d acceleration of (post) modern life ask
for ne w integrativ e measures (Nowotn y 1993). A s indicated above , th e ritua l
events, ceremonies , an d dail y routine s o f communa l lif e tha t reproduc e
rhythmic simultaneity also help in creating and sustaining a sense of community.
Although th e subjec t o f his consideration s i s the nation , w e ca n extrapolat e
some o f Benedict Anderson's insights (1983 ) t o th e cas e o f the Gran d Seaside
Family: 'Th e ide a o f a  sociologica l organis m movin g calendricall y throug h
homogeneous, empty time is a precise analogue of the idea of a nation, which is
also conceived of as a solid community moving steadily down (o r up) history '
(B. Anderson 1983: 31).
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In the ligh t of Anderson's metaphor , we may suggest that one ought no t t o
conceive o f the hote l a s an entit y rigidly fixed in time-space. The hotel as a
sociological organism appears to live a quite vivid life—drifting alon g the line of
sociocultural standardize d tempora l frames : season , week , day , specia l occa -
sions. I t change s it s fac e wit h th e seasons , offerin g differen t visual , oral , o r
culinary experiences t o it s guests , adequat e t o the occasion . I t contracts an d
expands wit h th e unfoldin g o f the week , swallowing up masse s o f guests o n
Friday night only to ejaculate them agai n on late Sunday . It speeds u p during
peak times in the morning and late afternoon, with guests arriving or departing,
whilst somewhat slowing down outside these periods. In short, the hotel seems
to possess it s very own life and rhythm. While its 'pulse' increases during peak
times (hig h season, weekend , or pea k times o f the day ) when th e rac e i s o n
most intensely, it also enjoys periods of relative rest (of f season , working week,
off pea k times o f the day ) when th e pressur e ease s somewhat . Maintainin g a
basic leve l o f continuity , th e rhyth m o f th e organizatio n thu s give s way t o
different tempos .

The experienc e o f the hote l a s a  socia l organism, th e sensin g o f its 'pulse' ,
which is probably all too familiar to employees and which can be discerned by
guests and externa l observers as well, can be said to represent one of its most
distinctive features. If identity is the 'capacity to keep a certain narrative going
(Giddens 1991: 54; emphasis added), then rhythmic experience, which allows for
sensing 'howwe are going', is a fundamental aspect of that identity. It provides
a sense o f continuity in the fac e o f unsteadiness an d volatility . The rhythm of
the organization integrates the different tempora l experiences within the Grand
Seaside Famil y int o a  communal  rhythm  o f work  (Hatc h 1999) , thu s con -
tributing t o th e trus t require d fo r maintainin g thi s community . As Benedict
Anderson (1983 : 31) explains: 'An American will never meet , o r even know th e
names of more than a handful of his 24o,ooo,ooo-odd fellow-Americans. He has
no ide a o f what the y ar e u p t o a t an y on e time . Bu t he ha s th e complet e
confidence i n their steady, anonymous, simultaneous activity. '

'Nothing fro m me—jus t busy' , use d a s a  standar d respons e durin g th e
Morning Briefings, represent s on e way of preserving such confidence.

THE POWER OF RHYTHMS

From another perspective, the social integration provoked by the rhythm of the
organization constitutes a  form of domination. By this we mean not merely the
subjection of individuals to a common temporal structure. Rhythmic subjection
is not passive ; on the contrary , it is fundamentally active. It not onl y demand s
the creativ e contributio n o f rhythmizin g consciousness ; i t als o implie s a
certain obligation . To achieve the rhythmic coessentiality desired, individuals/
groups have t o act.  Dancing, perhaps th e bes t example , ask s for coordinate d
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movements t o evok e an d sustai n th e rhythmi c experienc e (coessentiality )
desired—in fact, this is what qualifies dancing a s such. In other words, rhythms
are calls  for action.  I n th e contex t o f organizations, such subjectio n take s o n
different forms . Most directly this i s the worker' s subjection t o the rhyth m of
machine technology, a s exemplified in Charlie Chaplin's movie Modern Times.
On a more symbolic level, we could claim that the rhythm of the Grand Seaside
Hotel carrie s a  simila r obligation : th e obligatio n t o perfor m within th e rac e
against th e budget . I n thi s sense , rhythm s ar e experience d a s obligation , a s
subjection toward s som e normativ e demand .

Consequently, we can argue that the rhythmic capacity for social integration
corresponds t o a  certain form o f domination. Mor e precisely, in the contex t of
organizations suc h a s the Gran d Seaside , we can asser t tha t rhythm s subjec t
individuals t o a  certai n for m o f discipline. As Foucault (1979 ) ha s elaborated ,
discipline i s neithe r purel y coerciv e no r descending . Rather , i t implie s bot h
technologies of power  (which are descending , directe d a t others , an d coercive )
and technologies  of th e self  (whic h are self-directed , mor e voluntary , and pro -
ductive).4 Whereas the forme r constitute contro l an d surveillanc e in medieva l
monasteries a s muc h a s in moder n institution s suc h a s prisons , schools , o r
factories, th e latte r ar e vita l t o th e constructio n o f individua l an d collectiv e
identity. Most relevant to the contex t of contemporary organization s ar e those
instances wher e bot h technologie s overla p o r merge , thu s provokin g a  for m
of subjugation  'whic h produce s self-disciplinin g subjectivity ' (Knight s an d
Willmott 1989: 550).

In othe r words , rhythms correspon d t o a  certain for m o f domination. They
not onl y disciplin e individual s b y subjectin g the m t o a  specifi c tempora l
frame—be i t the rhythmic sequences o f a dance, the flow of the assembl y line,
or the dictat e o f 'the numbers'. Thei r power also subjugates individuals into a
self-disciplining identity . Th e member of the Gran d Seaside Family is asked t o
act upon hi m o r hersel f so as to perform well in the rac e agains t the budget .
This way , he o r sh e contribute s t o th e surviva l and prosperit y o f the organ -
ization. 'Th e numbers ' communicat e thi s obligation ; their cal l for action no t
only conveys a  'sense of  how we are  going' ; it  also normalizes  lif e at  the  hote l
and thus imposes a certain rhythmic discipline  upon the Grand Seaside Family.

IMPLICATIONS FOR ORGANIZATION STUDIES

Summing up the main arguments of this chapter, we can say that the reading of
'the numbers ' conveye d to member s o f the Gran d Seaside Family 'a sens e of

4 Fo r the sak e of brevity, this qualification o f both Foucauldian technologies has t o remain
rather crude and superficial . For a more extensive discussion, see Foucaul t (1979 , 1988) and, for
the contex t of the Gran d Seaside Hotel, se e Bunze l (2000) .
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how they were going' in their metaphorical 'rac e against the budget'. It provided
the occasion fo r members o f the 'family ' t o share thei r (temporal ) experience s
and i t helpe d the m coordinat e thei r activitie s b y establishin g a  sense  o f
simultaneity. The 'product' of this process, the rhythm o f the organization, can
be said to have represented a  distinctive (collective ) form of being—the identity
of the Grand Seaside Family significantly evolve d aroun d thi s rhythm .

The account provided in this chapter has some implications for organization
studies. First, our rejection o f rhythmic objectivis m i n favour o f a perspective
that stresse s th e creative activit y of rhythmizing consciousness a s a particular
form o f being make s erroneou s an y attempts at measurement. Rhythmicity is
not periodicity ! Rhythmi c consciousnes s a s creative , intentiona l activit y i s
perfectly capable o f integrating non-periodic events . Instead, our concern was
with rhythms as collectively created meaningful phenomen a and , as such, was
descriptive. It proceeded from a  description of (collective) rhythmic experience
to the identification of contextual factors tha t triggered that experience only to
demonstrate that both were mutually constitutive. Strictly speaking, the reading
of 'th e numbers ' neithe r 'represented ' no r 'caused ' th e rhyth m o f the organ -
ization; it provided occasions for the (collective ) invocation of rhythmic experi-
ence and it was from that that 'the numbers' derived their ('rhythmic') meaning .
In this sense, our approach sought to eschew the representational epistemology
of bot h objectivis m an d subjectivis m (se e Odi h an d Knights , this volume) i n
favour o f a perspective o n rhythms  as lived  experience,  a s (collective ) accom-
plishment o f individual s jointl y sensin g an d makin g sens e o f thei r world .
However, our concern with rhythms has been fa r from exhaustiv e and has lef t
room fo r further explorations . Meetings , fo r instance, are a common bu t cer -
tainly not exclusive occasion for (collective) sensemaking. Further, rhythmizing
consciousness ma y be evoked in very different ways : planned o r spontaneous ,
coordinated or chaotic, habitual or sporadic. Similarly, the reading of 'numbers'
may be one method of evoking/communicating rhythmic experience; yet other
more o r les s effectiv e mean s ma y exis t t o create/conve y suc h experience .
In othe r words , fo r a  bette r understandin g o f the rol e tha t rhythm s pla y i n
contemporary organizationa l life , th e variou s way s i n whic h rhythmizing
consciousness i s evoked and communicated requir e further investigation .

Secondly, a focus on rhythms seems instructive in an era where organizations
have become increasingl y flexible, virtual, and semi-structured . Paying tribute
to this development , a  number o f authors hav e recently focused on organiza -
tional improvisation  drawin g fo r tha t purpos e o n th e metapho r o f Jazz
(e.g. Weick 1998; Hatch 1999) . Today, the argumen t goes , organizing resemble s
increasingly th e performanc e of a Jazz band, wit h various actors improvising
around a  fixed canon of routines ('tunes') . As this chapte r sough t t o demon -
strate, rhythms  provid e a n equall y usefu l concep t t o approac h performanc e
within contemporary organizations . Rhythmi c performance is not entirely rigid
but may be performed within different tempos . This way it allows for flexibility ,
as when the intensity (tempo ) varied with which certain routines at the Grand
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Seaside wer e performed . As rhythmic performanc e i s onl y partiall y ordere d
(semi-structured), i t allows for spontaneity and creativity.  This is important for
the provision of service excellence. While performance at the Grand Seaside (for
example withi n servic e encounters) was generally planned and based on rou-
tines, staf f were also asked to 'expect the unexpected' and to 'exceed customer
expectations'. I n othe r words , we may argu e tha t man y o f the activitie s per-
formed withi n contemporar y organization s are rhythmic. Again , it remains to
future researc h to  approach organizin g as rhythmically arranged process. Such
an approac h ma y b e particularl y usefu l i n th e contex t o f intra - an d inter -
organizational projec t managemen t wher e coordinatio n an d tempora l integ -
ration are complex yet imperative processes .

Finally, a  concern with rhythms can not onl y conceptually lin k the issue s of
coordination, identity , and time ; the sociall y integrative function attribute d to
rhythms closel y relates t o discussion s o f power an d domination . Beyon d th e
well-established rol e that tim e plays within the subordinatio n o f labour to the
factory regime , a focus o n rhythm s allow s for conceptualizing power as being
both enabling and constraining, directe d a t the self and others, submissive and
creative. Further, rhythmic discipline  i s continuous yet sporadic and i s experi-
enced t o varyin g degrees an d intensities . I n othe r words , governance withi n
contemporary organizations may well be conceived of as rhythmic domination.
However, i t still remains to be explored exactly how individuals are socialized
into a  particular communa l rhyth m an d ho w pervasive is the subjectio n thus
achieved.

In sum , th e tas k o f thi s chapte r wa s t o rais e awarenes s fo r th e issu e o f
rhythms and to  demonstrate its  relevance to organization studies. While it has
left a  number o f issues unexplored, I hope that the stor y of the Gran d Seaside
Hotel and its 'rhythmic community' has not merely been entertaining but that
it may have inspired othe r researchers t o pay more attention t o the rhythmi c
aspects of organizational life . However, in order to sense it , 'you have to feel th e
rhythm' o f the organization .
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13
Interpretative Times: The Timescape
of Managerial Decision Making

Tom Keenoy,  Cliff  Oswick,  Peter Anthony,
David Grant,  and  Iain  Mangham

PROLOGUE

Remember, what we are trying to do is to say: 'can we take an incident in a real organ-
ization's lif e an d creat e somethin g ou t o f it which reflect s somethin g o f the wide r level
from whic h w e ca n lear n abou t issue s lik e ou r politics , emotions , dynamics,  change ,
whatever?

This discursive fragment is taken from a  conversation between a small group of
senior academic s conducte d intermittentl y ove r a  perio d o f abou t fourtee n
weeks. Their task was to reconstruct or—perhap s more accurately—attempt to
'relive' a  critical inciden t they had been involved i n before reconstituting i t as
a thirty-minut e script . Ou r task in thi s chapter—which , fro m a  differen t per -
spective, replicates what the academics were doing—is to reconstruct wha t they
said durin g that proces s in order to illustrate the significanc e of 'time' in th e
decision-making process. I n particular , we attempt t o identif y th e timescap e
(Adam 1996) of decision making with a view to reinforming our understanding
of how organizational decisions are shaped an d formulated.

THE ANALYTIC ASPECT

Generally, the linear touchstone assumptio n tha t continue s to underpin mos t
management text s i s that organization s ar e disembodie d rational-economi c
phenomena guide d and informed by the tenets o f legal-rational authority. We
are presente d wit h a n imag e o f managers whos e decision s i n th e presume d
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clinical pursui t o f strategic goals are invariably shaped b y a variety of contin-
gent an d contextua l marke t factors . Thei r behaviou r i s fuelle d b y instru -
mental rationalit y an d th e value s o f efficienc y an d effectiveness . However,
despite Fineman' s characterizatio n o f organization s (2000 ) a s 'emotiona l
arenas', emotio n an d emotiona l engagemen t remai n marginalize d i n the lex-
icon of managerial practice. In our view, emotion has been singularly neglected
and undervalue d i n mos t approache s t o organizationa l analyses . Moreover,
we think it plays an unacknowledged an d perhaps critical role in shaping th e
processes o f socia l constructio n and , i n consequence , infuse s organizationa l
behaviours an d th e interpretativ e framework s participant s deplo y t o under -
stand suc h behaviour . A  fulle r appreciatio n o f th e impac t o f emotion s o n
managerial practice s an d procedure s will , i n ou r view , greatl y enhanc e ou r
understanding o f organizations (see also Edwards 1987; Damasio 1999; Fineman
1999; Ashkenasy et al. 2000).

We set out to develop a  methodology through whic h we could researc h th e
apparent absenc e o f emotio n i n managemen t processes . Ou r approac h i s
informed by the dramaturgical perspective on organizational analysis (Goffma n
1959/1990; Mangham 1986; Mangham and Overington 1987), which problematizes
the more conventional notions of role playing and forces the analyst to confront
a wid e rang e o f issues abou t acto r authenticity , feelings , and identity ; abou t
how organizational actors script their performances; and, more fundamentally,
about ho w actors sociall y construct an d reconstruc t thei r organizationa l per -
formances. Reflectin g th e socia l constructivis t epistemologica l stanc e tha t
informs thi s chapte r (Gerge n 1999; Searle 1999 ; Hacking 2000) , ou r preferre d
approach t o the dat a i s through discours e analysis . Fo r present purposes , thi s
involves contextualizin g the 'drama ' we witnessed an d examinin g th e actors '
discursive practices—that is, identifying how the actors ' utilize and deplo y dis-
cursive resources to (re)construct the 'realities ' of the organization they inhabit
(van Dij k 1985 ; Fairclough 1995; Keenoy e t al. 1997, 2000; Grant et al . 1998) .

The substantiv e researc h focu s i s on th e proces s o f organizational decisio n
making. We needed what appeared to be a universal but reasonably identifiable
managerial process and 'decision making' emerged as , perhaps, the archetypa l
organizational activit y that i s deemed t o be a n essentiall y rationa l 'objective '
activity. One assumption that informs our analysis is the conviction that, while
managerial decisions are often fuelled and conditioned by emotional responses,
publicly they are framed i n terms of legal-rational legitimations. Such assump-
tions inform what migh t be termed 'foundational ' decisio n theory (March and
Simon 1958 ; Cyert an d Marc h 1992) . Subsequen t analyse s hav e consistentl y
acknowledged th e situationa l contex t o f decisio n makin g (Lindblo m 1959;
Cohen et al. 1972); and Mintzber g (1973,1979; Mintzberg and McHug h 1985) has
long emphasize d th e constitutiv e an d generativ e significance of the informal
realm ove r forma l processe s an d structures . However , fundamentally , th e
presumed linea r and  utilitaria n (Etzion i 1961 ) character of  decision processe s
has remaine d largely unchallenged (Marc h 1994; see also Mintzberg et al. 1990).
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For these reasons , decisio n makin g appeare d t o offe r u s a  potentially fruitfu l
empirical focus .

THE METHODOLOGICAL ASPECT

To put the matter sharply, our central methodological problem concerned how
to 'observe ' the impac t o f emotions (howeve r defined) o n a  decision process .
Conventional manageria l sensemakin g (Weic k 1995 ) privileges legal-rationa l
norms and marginalizes emotion a s a legitimate basis of organizational action.
It is a rare manager who would confess that anger , jealousy, love, or guilt was
the prime motivational rationale behind a particular decision. Further, we would
anticipate that the emotive triggers for any decision and the emotive responses
to an y decisio n ar e invariabl y disguised—perhap s eve n suppressed—i n an y
account o f a decisio n (Marsha k et al.  2000). Thus—shor t o f being present i n
'real time'—it is simply not possible to observe such phenomena directly . And,
unsurprisingly, i t i s par t o f ou r argumen t tha t an y conventiona l post  ho c
account o f a decision process will, almost inevitably, be 'explained' in terms of
some emotionally homogenized rationale .

We needed t o devise some means o f providing a non-threatening and—in so
far a s is possible—an emotionally secure environment within which manager s
could discus s decision processe s in a reflexive manner. Thu s we asked a  set of
managers—in thi s cas e a  group o f senior academic s a t a  Graduat e Business
School—to write a short drama, which was to be based around a  critical incid-
ent (tha t is , a  particularl y emotiv e decisio n process ) wit h whic h the y wer e
familiar. Initially , the y wer e require d t o reconstruc t th e decisio n fro m star t
to finis h includin g a s muc h detai l a s the y though t necessar y t o expos e th e
underlying issues , rationales , an d motivations . Thereafter , the y engage d i n a
process o f 'fictionalizing' th e event s in a thirty-minute 'script'. In this respect ,
actors were permitted to change, distort, and invent material in order to 'tell a
better story' . Such a process i s not unproblematic , but, in manufacturing this
artificial 'research space', our intention was to create a  permissive atmospher e
for manager s to 'reflexively reconstitute' a managerial process. (Mor e detail on
the methodology is provided in Oswick et al. 2000; and we have commented o n
some o f the potentia l researc h advantage s o f employing 'fiction ' t o examin e
'reality' i n Oswic k and Keeno y 2001.) Thei r focu s wa s o n th e outcome—th e
script; our s wa s on the discursiv e processe s the y employe d t o arriv e a t tha t
outcome. I n our view, as a research method , i t liberated the managers openl y
to acknowledg e thei r ow n partialit y an d provide d the m wit h th e discursiv e
space to explore the underlying values that informed their decision values and
decision criteri a (se e als o Gerge n an d Thatchenker y i996«,fo) . Tha t said , w e
would certainl y accep t tha t th e proo f o f suc h experimenta l pudding s i s i n
the eating .
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THE DRAMATIC ASPECT

On the surface , th e critica l incident the y decided t o reconstruct was a routine
and intrinsicall y uninterestin g issue : th e absenc e o f any forma l specificatio n
concerning the work roles and functio n o f part-time lecturers . The 'organiza -
tional progress' of the issue is represented in Box 13.1, which reconstructs 'what
happened' i n terms o f the stage s i n a  conventiona l decisio n model . Th e left -
hand side indicates the putative stages; the right-hand side indicates where and
how thos e stage s were accomplished. A s ever with suc h depiction s ther e i s a
decontextualized linea r progres s fro m proble m identificatio n t o proble m
solution.

Hence, formally , i f the organizationa l 'record ' were examined , a  researche r
would find that the Director of the School identified a 'problem' relating to the
apparently casual control s exercised over part-time lecturers. After predictabl y
grinding bureaucrati c consideration , i t wa s decided  t o draf t an d formaliz e a
general job  descriptio n for  suc h posts . Thu s the  issu e appeare d resolved . As
ever with suc h records , there i s no hin t o f anything excep t a  sensible , instru -
mental goa l orientatio n leadin g t o a n organizationall y 'progressive ' decision .
However, in the process of reconstitution, it emerged that the historical context
in whic h th e issu e aros e an d th e wa y in whic h i t was handle d cause d con-
siderable angs t an d frustratio n an d was a source of continuing peripheral fric -
tion eve n afte r i t ha d apparentl y bee n resolved . Significantly , an d perhap s
curiously, no one lost out over the decision; no one was directly affected; but , at
least temporarily, it soured relationships, wa s a continuing source of irritation,
and, apparently , marke d a  se a chang e i n th e atmospher e a t th e Graduat e
Business School.

With respect to our dramaturgical expectations, the actors fulfilled thei r roles.
As anticipated , thei r accoun t indicate d tha t 'i n public ' the y drew on conven -
tional order and efficiency values in processing the decision. Indeed, they were

Box *3 JL The decision process

Decision model Ou r case
Problem identified Unspe-dSie d role of pufc-ttee lecturers
Action Agei«Jtitimat«oip»ittee(s )
Identify parameters 0iso*isl0 p at meettagM
C0Seet evidence Disewio a at meetipgsCs)
Evaluate evidence Dl§cpssiot t at meettog{s)
Identify option! DisaissiOt t at meettagCs)
Evaluate options Discussion at meeting(s)
Decision Job description written
Outcome Problem solved

(s)
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instrumental in devising the 'solution' to the 'problem', even though, privately,
they would not have chosen to make the decision at all. In contriving a preferred
solution, the y acte d ou t th e role s o f goo d organizationa l citizens . However ,
our actor s als o detaile d th e significanc e o f backstag e (Goffma n 1959/1990 )
private conversations i n which defensiv e stratagems were devised, and hinte d
at how these were deployed to engineer both the characte r o f the discussion s
and th e final outcome. All of which is unsurprising, for, unlike minimalist text-
book models , 'real ' decision s are taken i n 'rea l time' an d ar e the artefact s of
historically situate d socio-politica l relation s (no t al l of which ca n b e locate d
'within' the organization ; see below). Our model procedure (see Box 13.1) pro-
jects a  bloodles s rationa l proces s an d give s no indicatio n whatsoeve r o f the
actual decisio n process , no r an y clues about the situate d factors , forces , an d
values informing 'the decision'. Moreover, from thei r reconstruction, it seemed
clear this particular decision was seen as reflecting a much more complex set of
issues and concerns about what could be described as the 'strategic direction'
of the Busines s School . These included : the fac t tha t the Directo r was new to
the job; that he was said to be trying to impose 'alien' values on the organization
and refocus the way actors conducted their affairs; tha t his attempt to formalize
the informal represented a  direct challenge to the pre-existing social norms and
values and, thus, an attempt to change accepted behaviour . In addition, those
who opposed hi m coul d be seen a s representing the 'ol d guard' . In effect , hi s
action appeared t o criticize the way they had run things . As such, he was por-
trayed as a 'modernizer', a 'controller', a creature of the 'establishment' , and a
facilitator o f 'alien' and, by implication, negative values. His 'academic' values
and priorities were said to be different (and , again, 'by definition' not legitimate).
In th e earl y stages o f resimulation (but , significantly, no t later ) his behaviour
was also portrayed a s an attack on academic freedom.

Hence, the decision was both embedded in and the outcome of a complex of
personal, professional , and organizationa l issue s an d conflicts , which , in con-
sequence, meant that the formalized 'non-decision' was like a peace treaty that
(to th e outsid e world) coul d be projecte d as a n imag e of progressive change.
In effect , everythin g change d bu t everythin g remaine d th e same—an d th e
symbolic significance o f the decisio n fa r outweighed its operational impact .

With respec t t o decisio n theory , ou r finding s merel y confir m th e well -
rehearsed critiques o f the conventiona l model s (Whittingto n 1989 ; Mintzberg
et al. 1990). First, as ever, the problem with such terms as 'rational', 'optimal', or
'satisficing' (tha t is, a 'satisfying' but not an optimal decision) is that they are all
reflective o f the detemporalized , linea r machin e mode l o f organization tha t
imposes an idealized invariant sequence on social action and banishes ambiguity
and complexity (see Introduction and Burrell 1998). They bypass the intrinsically
negotiated character of organizing and th e ubiquitou s influence o f historically
situated political , social, and—indeed—personal values . As is well known, th e
latter no t onl y shape perception , interpretation, an d evaluatio n (an d thus th e
presumed natur e o f 'socia l reality') , bu t als o th e decisio n choices . Secondly ,
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while the forma l decision outcome was, by definition, o f a satisficing character ,
as indicate d above , operationa l decisio n value s ma y dra w o n a n indefinabl y
wide variety of motivations and legitimations. Our volunteers mobilized a wide
range o f values t o sustai n thei r collectiv e opposition t o the decisio n tha t ha d
been pursue d b y the new Director. (To complicate the matte r further , i t needs
to be remembered that , while 'opposing' the decision, they had also been pro-
active i n designin g i t t o ensur e th e Director' s presume d contro l objective s
would be subverted.)

As noted above , our interest was not in the issue as such but in the discursive
resources utilize d b y the actor s a s they reconstructe d wha t happene d an d i n
how they translated tha t into a fictionalized script. In this way—if only through
the partia l memorie s o f those involved—w e manage d t o char t ho w the y said
the decisio n wa s made . Initially , ou r empirica l interes t la y i n th e emotiv e
basis o f the decisio n value s actor s use d t o legitimiz e their positions . But , as
events proceeded , i t becam e clea r tha t th e socia l processe s the y utilize d i n
actually reconstructin g an d reconstitutin g socia l realit y are intrinsicall y tim e
dependent.

THE TEMPORAL ASPECTS

We have used Barbara Adam's concept o f timescape (Ada m 1996,1998) to draw
attention t o the complex of mutually implicated temporalities an d sedimente d
'time layers ' embedde d i n th e socia l process(es ) we explored . Th e particular
analytic advantage o f the notion of 'a timescape' is that it permits us to identif y
and discus s eac h differen t tempora l aspect withou t losing sight of the facticit y
of their simultaneous coexistence. At any one moment i n the drama, each tem-
porality unfolds, so to speak, 'at its own pace and in its own time'. For example,
'real-time' socia l action may skip unreflectively ove r the surfac e o f the longue
duree, yet each i s in continuous interactio n with the other . Further , elements
within the timescape coexis t both independently and interactively—thus career
cycles coexis t with an d interpenetrat e annual wor k cycles. In this respect , our
data illustrat e Adam's insistence tha t socia l phenomen a hav e multipl e tem -
poralities and tha t these  temporalitie s ar e mutually implicated.

Initially, perhaps the most obvious point to make is that, with few exceptions,
conventional account s o f decisio n processe s ten d t o projec t the m a s takin g
place in a  'tim e vacuum'. At best, the tempora l aspect s remai n marginalized .
There i s an unreflectiv e assumptio n tha t decision s are self-conscious discrete
proactive 'real-time ' response s take n 'i n th e now' , whic h ca n b e assume d t o
have a  clearly directional impac t o n organizationa l behaviour . But , as we will
try t o demonstrate , bot h th e substantiv e decisio n proces s an d decisio n out -
comes may  be  bette r understoo d as  the enfolde d event s (Keeno y 1999) of the
numerous temporalities tha t can be shown to influence these phenomena.
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Constitutive Temporalities

On the 'surface ' o f our discursive data, there ar e two interactive temporalities
that hav e shaped—som e migh t eve n say , constituted—th e event s w e ar e
attempting to analyse.

First, there is what might be called managerial time. This refers to the linear
calendar an d cloc k time tha t elapse d betwee n th e publi c emergenc e o f th e
'problem' an d th e poin t a t whic h th e 'actua l decision ' wa s made . W e are
accustomed to see such episodes as taking place within defined parameters—as
symbolized by the formal (and appropriately termed) 'minutes' that record and
fix organizational behaviour in space and time. In terms of the calendar, it took
about 6- 8 week s fro m apparen t star t t o apparen t finish . Thi s aspec t o f the
social actio n unfolde d i n rea l tim e an d embrace d th e 'ho t cognitions ' (se e
below) surroundin g th e critica l incident ; th e variou s meetings , bot h forma l
and informal ; th e time-spac e betwee n meetings ; an d th e publicl y declared
'resolution'.

MARK. Th e leas t accurat e record i s probabl y th e minutes , isn' t it , i f you as k
anyone that was there?

However, despit e th e comfortin g precisio n o f allocating 'minutes ' t o 'spent '
managerial time (whatever they describe), in terms of clock time, we can have
no accurate estimate of 'how long' the decision process took. We do know that
the ke y event s too k plac e a t thre e forma l meeting s eac h o f whic h laste d
between two and three hours (and, at which, other issues were also discussed).
But th e issu e itsel f ha d originate d i n a n informa l exchang e betwee n tw o
managers and we also know that, i n between the meetings , a variety of other
informal discussions took place. However, it is important to recognize that even
this account is abstracted from the complex of constitutive temporalities within
which the decisio n was embedded—some o f which went back several years.
The latte r wer e identified , revealed, and , indeed , created  durin g the recon -
struction process .

Secondly, there are what we might call the research  times. These relate to the
temporalities that encompass both the period of 'time' it took to reconstruct th e
decision an d th e tempora l devic e tha t ou r actor s employe d t o acces s thei r
understanding o f the decision process .

In calendar time, the research task—reconstructing the decision and starting
to scrip t th e play—laste d fo r 12-14 weeks , with th e actor s meeting fo r a  da y
or half a  day as and when they could . I n other words , thi s socia l actio n too k
place in intermittent  real time. However, it would be mistaken to assume tha t
'nothing' happened i n between these meetings—ther e is some evidence sug-
gesting that the 'space ' between meetings permitted actor s to reflect privately
and revie w and revis e their previous understandings. Perhap s unsurprisingly,
over time , the y appeare d t o moderat e thei r perception s an d produc e mor e

KEENOY ETAL.
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rounded account s o f what ha d 'reall y happened'. For example, John , initiall y
fairly critica l of the Director , reflected:

JOHN. Yo u know, you actuall y need.. . somebody lik e him i n a  funn y sor t o f
way... Now, we were going along fine before... it's al l about organizationa l
change a s well, isn't it ? I think... maybe we got a bit slack?

Such change s o f view no t merel y aros e fro m individual  reflectio n bu t wer e
also a n artefac t o f the metho d use d t o research  the decision . I n thi s context ,
'researching' the socia l event involved attempting t o arrive at a plausible nar -
rative accoun t o f i t b y 're-experiencing ' it . Th e actor s ha d t o simulat e th e
decision proces s b y attempting t o reliv e their feelings , actions , thoughts , an d
interpretations t o each othe r i n rea l tim e while , a t the sam e time , relating to
each othe r a s colleagues , friends , an d researc h informants . In on e sense , we
might regar d thi s a s a  fairl y bana l process , fo r i t involve s resor t t o th e com -
monplace an d ubiquitous social practice o f attempting to describe 'wha t really
happened' b y goin g through th e 'he-said-she-said ' routin e o f doorste p dis -
course. What seems notable abou t such routines is the extent to which they are
infused wit h temporal reference points employed to 'fix ' reality .

MATTHEW. Right , so.. . let's pu t ou r mind s bac k if we can t o thi s critica l school
staff meetin g which took place where? Here?

MARK. I n thi s very room I  believe.
MATTHEW. During the da y wa s it , afternoon?
MARK. 2  o'clock in th e afternoon .
LUKE. It was a sunny day... [laughter]. I  could go and ge t the minutes i f you like.
MARK. That might be difficult /
JOHN. S o the nex t ite m is /
MARK. 'Nex t ite m i s recruitment , part-tim e lectureship' . Er . . . I ca n wor d fo r

word remember saying 'John, you're down on the agenda as wishing to bring
this item up'. . . yeah, I  can remember.. .

JOHN. I've no ide a wha t I  said... [overlap]
MARK, /or 'brought this item forward' an d there was a palpable silence actually/

... Everyone was waiting/
LUKE. A nice long pregnant pause /
JOHN, /don' t remember , neve r do . I  don' t kno w what happene d bu t I  would

have said that this came up at the research committee . [The  Director]  wante d
to talk about it /

LUKE. No , no , no.. . no yo u didn't . I'l l tel l yo u wha t yo u sai d an d I' m fairl y
certain tha t i t was more or less word for word what you said as well... John
said something alon g the lines of um 'thi s was an issue that cam e up a t the
last research strategy meeting'... 'research committee' rather um... 'given it
had wide r implications' , o r 'give n tha t i t wa s o f interest t o everyone ' tha t
'perhaps this was a better foru m i n which i t might be raised'.. .
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In this exchange, two actors present a t the key meeting appear convinced they
'really know' what was said; but each remembers something different an d they
provide differen t emphases . Th e third actor—whom they are quoting—claims
not t o remembe r wha t h e sai d wit h an y precision . Similarly , not lon g after -
wards, Luke says:

LUKE. I can remember what other people say very vividly at meetings but I  can't
remember wha t I  say...

This is curious; and i t may indicate somethin g abou t ho w we experience th e
'immediate present'. While it seems obvious that speakers and listeners engage
differentially i n socia l action , wh y shoul d speaker s appea r t o remembe r les s
than listeners? It was this phenomena tha t led us to the conclusion that the 'he-
said-she-said' taken-for-granted featur e o f social life i s a much neglected and,
perhaps, fundamental sourc e o f social sensemaking. As a process, it is intrins-
ically social in that i t involves actors relating to each other as significant other s
while providin g (perhaps ) competin g account s i n orde r t o arriv e a t a  mor e
'acceptable' story. During the process, each contribution 'of fact ' appears to be
considered an d reconsidered, refined an d reinterpreted, until the actors arrive
at an albeit temporary agreement as to 'what really happened'. In Weick's terms
(1995), this routine is a highly complex social process grounded in identity con-
struction (and , w e would add, identity confirmation) . Actor s utiliz e what, for
them, are privileged social cues about 'how-the-world-is ' to make an ongoing
social judgement abou t a  particula r even t (tha t is , by it s very nature, sense -
making goes beyond mere description of an event—it involves an evaluation of
competing discursive accountings). Since sensemaking is a reflexive process , it
is necessarily retrospectiv e and th e objectiv e is to arriv e at a  plausible rathe r
than wha t migh t b e deeme d a n 'empirical ' account . I n passing , i t i s wort h
remarking upo n th e exten t t o whic h 'dail y discourse ' i s constitute d b y th e
telling and retelling o f organizational events. This appears to be the discursiv e
wallpaper o f organizational meanings , i f not, indeed—and her e we ar e gues-
sing—much of what passes fo r organizational 'life' .

More pertinently, the fundamental social resource required to enact the 'he-
said-she-said' scenario appears to be virtual  time. We use this term to refer to
the social space routinely constructed by our actors in order to 'tell their stories'
of the decisio n process. In contrast t o the linear character of managerial time,
virtual tim e i s a  free-floatin g cognitiv e resource that socia l actor s emplo y t o
make sense of the present b y locating the present simultaneousl y in the past ,
present, an d future . As such, i t offer s almos t limitless possibilities to—and we
use this word advisedly—speculate about the range of potential motivations an d
explanations of organizational behaviour. However, such speculation i s always
constrained. I n practice, in the process of 'rationalizing' the decision events in
terms o f their 'he-said-she-said ' memories , ou r actors  embedded thei r sense -
making account s i n thei r taken-for-grante d organizational time-space . Thi s
involved calling on a multitude o f episodes from the organizational history and
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mythology; on thei r presume d share d values ; on relate d historie s an d myths ;
and on cognate stories from simila r organizations. In other words, fragmentary
details from other events taking place at different point s in time and in differen t
social locations were employed to make sense of the specific decision they were
analysing. In this respect, 'virtua l time' can be seen as a collective reservoir of
judgemental experience s employe d t o 'fix ' a n ever-transient 'present ' (se e also
Adam 1990: 38-42). Analytically, it is important to note that their engagement in
this process, of itself,  change d our actors' understanding o f the decision process
they were reconstructing. For example, towards the end of their reconstruction,
the participants concluded :

MATTHEW. We've ended up in this position of total ambiguity and uncertainty...
[murmurs of  agreement}.

JOHN. There' s a  lovel y kind o f balance a t th e en d o f uncertainty whic h is.. .
maybe that' s th e wa y the worl d i s sometimes—mayb e that' s th e wa y the
world i s all the time ?

MATTHEW. I think that's the way the world is in good pieces of literature or good
pieces o f dialogue and you'r e lef t wit h an ambiguity.. . if you loo k at... /

JOHN. /Bu t you don' t think that's how i t i s in rea l life ?
MATTHEW. Yeah/
LUKE. /Ye s I'm sur e i t is .
MATTHEW. It's just you don' t usuall y get into these kind of discussions .

Reconstructive Temporalities

It is difficult t o find a suitable generalization to characterize the reconstruction
process. As one migh t expec t fro m academics , i t was a  long-winded, tedious ,
and occasionall y tortuou s process , which—whil e i t lacke d order—di d hav e
some direction . I n retrospect—tha t is , by using the transcript s a s a  guide—i t
appears t o be somewha t chaoti c in that i t was rare for actors to focus exclus-
ively on on e issu e or even t a t a  time. Actors would start t o relat e an episode ,
doubt thei r ow n memor y o r b e correcte d b y someon e else , refe r t o anothe r
similar episod e o f behaviour , reinterpre t event s i n th e ligh t o f som e 'new '
information, cal l up some historical parallel and/or relocate the discussion in a
debate abou t th e loca l or wider politics o f their situation , before returnin g to
their point o f departure. And, at eac h o f these junctures, they could ge t side-
tracked o n th e detai l o f an apparentl y margina l issue . While i t i s possible t o
abstract a  linea r narrativ e fro m th e transcripts , i n ou r view , thi s risk s
misrepresenting ho w actor s reconstitut e 'reality' , becaus e i t obliterate s th e
kaleidoscopic point s o f reference employed t o fix recollected experience . Our
preferred alternative is to say that reconstruction is not a  linear but an iterative
process triggere d b y emotiv e cue s an d shape d withi n situationa l factor s
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(Keenoy e t al.  1999) . I n thi s respect , apparentl y margina l detail s see m t o b e
central t o 'securing' memory:

JOHN. Did h e [really]  sa y that?
LUKE. Yeah , h e did ; h e sai d [John  laughing  in background]  'ho w many time s

might we require them t o be in? ' 'Wha t we actually get for our money ' was
the phrase he  used. . . [murmured assent  in the background].

One particularly striking feature o f their meandering progress is the fac t that ,
even during the script-writing phase of their deliberations, the actors continued
to reconstitute and revise their understanding of how and why the decision was
made. Their 'accounting for' the  decision appeare d to  be a never-ending pro-
cess. Indeed , i t seemed a s i f our actor s wer e 'deciding ' what 'ha d happened '
during the process  of reconstruction (cf . Boje 1995) . In this respect, i t appeared
that they only came to 'know' what had transpired after  they  had reconstructed
it — in making sense o f it, they apparently transforme d the experience . I t was
this particula r findin g tha t le d u s t o focu s o n th e tempora l aspect s o f th e
process and , in particular, the properties o f virtual time.

Virtual time, we suggest, is a sensemaking discursive resource through which
we 'talk out' experience. However, when, as in this instance, the experience is
more emotionally charged than usual, finding appropriate language may prove
difficult. I n ou r view , suc h event s involv e 'ho t cognition ' — an instantaneou s
mixture of adrenal reactions, strongly felt emotion , sharpened perception , and
instantaneous judgement. We feel; we react: the social interaction is not merely
a 'linguisti c exchange' but als o involves a more or less powerful physiologica l
response. O f course, it is impossible to reconstitute such experience . The best
we can d o i s to sa y 'what i t felt like ' b y translating the emotiv e conten t int o
linguistic (linear ) representation s tha t are unlikely to be adequate t o the task.
This might help to explain why our actors found i t extremely difficult t o arrive
at anythin g bu t a  working consensus o n what ha d 'reall y happened' . Virtual
time, i t would seem , necessarily  involve s a n attemp t t o differentiat e th e ele -
ments of 'hot cognition' and — because it is a discursive medium — privileges the
'cognitive' element (se e also Damasio 1999). Given the cultura l marginalization
of 'feelings ' i n organization s (an d th e generall y cerebra l inclination s o f aca-
demics), it is perhaps unsurprising that our actors had difficult y in focusing on
the emotive and favoured 'rationalized ' accountings.

LUKE, /th e whole even t wa s pre-determine d . . . [the Director] wa s goin g along
there to get you basically. In a non- emotional way, nothing personal, but he
was there . . . But you know what I  mean, it' s abou t power relationships/

JOHN. /Oh , it's abou t power , it's al l about power /

But this is not the only time- dependent factor influencin g the outcome of the
reconstruction process . There are a t least fou r othe r interdependent  tempor -
alities tha t th e actor s dre w o n a s judgementa l referenc e point s durin g th e

KEENOY ETAL.
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course of their discursive interactions. Each of these also appear to be implica-
ted i n and, indeed, t o further 'recondition ' memory .

Government policy  cycles.  Contextually , i t i s importan t t o remembe r that ,
indirectly, th e emotio n an d intra-organizationa l conflic t ma y hav e arise n
because o f th e schedulin g o f th e governmentall y sponsore d productivit y
measurement mechanism . Th e Researc h Assessmen t Exercis e (RAE) , whic h
takes plac e i n th e U K about ever y five years, include s a n evaluatio n o f staf f
research activity . Th e nex t exercis e was loomin g an d th e ne w Directo r was
seeking to include everyone in the officia l return . In this respect, the 'problem'
was timely . I n explainin g th e Director' s behaviou r an d motivation s an d hi s
emphasis o n 'performance' , muc h o f the actors ' discussion was taken up with
debating th e impac t o f thi s governmenta l initiativ e o n academi c decisio n
values. They made numerous references to the way in which this had impacted
negatively on the notio n o f academic scholarship .

JOHN. Well, that reflected hi s concern that we get 'value for money'... Do we get
value for money in terms o f RAE publications; 'what are they writing?'... not
what ar e they doing , what ar e they writing.. .

LUKE, /an d researc h income...So , h e extende d hi s origina l remit...An d h e
went o n to say : 'And we have to be sure ' and he used th e word.. . it was an
adamant phras e lik e 'sure' ; 'We have to be sure' or 'We have to ensure' tha t
we get four publication s from anyon e tha t w e appoint t o these posts .

Organizational action  cycles.  Contextually , i t i s also significan t tha t th e deci -
sion outcom e was , t o som e degree , dependen t o n th e calenda r date s o f the
cycle of the school meetings. By chance, the timing of these permitted actors to
engage i n a  rang e o f 'preparator y activities' , whic h ha d clearl y shape d th e
decision. Indeed , withou t th e extr a time , i t i s possibl e th e forma l outcom e
might have been different . Bu t it also reflected th e longer-term developmental
organizational cycle:

MARK [sighing],  /well , yes...Well , it' s jus t par t of. . .a t th e momen t I  fee l
resigned t o i t a s i f it' s par t o f the natura l evolutio n o f the school . I  mea n
almost taking [the Director] ou t o f the equation , I think with increases i n size
and... if yo u loo k bac k a t th e history.. . when I  firs t joined.. . in man y
respects i t was a depressing place to work.. .

Mark went on to reconstitute the problem in terms of a change in management
style.

Career cycles.  Th e actors ' poin t i n thei r caree r cycl e reflecte d no t onl y thei r
judgemental time frames but also their career aspirations and expectations. For
example, some had never known a time when the RAE had not been in place. In
this respect , the olde r actors tended t o be more hostile to the implici t control
objectives o f the decision . This may have reflected bot h their grounding in the
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more traditiona l pre-RA E academi c value s an d als o th e fac t tha t the y wer e
under less pressure to perform.
LUKE. I  mea n hi s [the  Director's]  positio n i s legitimate d i n term s o f th e

RAE... that provides him with a very strong platform tha t this is what ought
to be happening... I do quite like the whole twist about, you know, the way it
starts t o challeng e what' s important.. . I'm fortunate , I'v e go t fou r article s
out alread y so I'm O K for the nex t exercise.. .

JOHN. /[But]  it' s lik e Catch-22 , you see , a s soo n a s yo u ge t four , w e u p th e
number o f submissions [laughter]...

LUKE, /o h yeah, I'm sur e [they]  will . In tha t sense.. . I can affor d t o sa y 'this is
great'... [But] I f I didn't hav e four , woul d I  be i n tha t position?.. . there's a
tension, a  trade-off .

Then, referring to the older managers present , he continued:

LUKE. Yo u don't hav e t o hav e t o worr y about buildin g reputations , yeah?.. .
Now, ou r jobs are still to build those sort of reputations, you know. [Turning
to one o f th e younger managers] Wha t are you , 33?

MARK. I'm 3 5 now so , you know, getting o n a  bit an d it' s a  question o f really
driving for recognition and on e route through to that in terms of the RA E is
output. So there i s a  bit o f a... you know.. . so I could quit e easil y end u p
siding with [the  Director]. Numbers are important the mor e I think about it
[laughter from all\.

Personal life  cycles.  A s thi s las t quot e indicates , th e actors ' persona l bio -
graphies, professional relationships, and persona l life cycles reflected no t onl y
their varying ages (whic h ranged fro m mid-so s to earl y 6os) and socia l com-
mitments bu t als o thei r differentia l knowledg e with respec t t o the rang e an d
type of previous experiences, their political memories, their previous jobs, and
their socio-politica l values.

THE IMPLICATE ASPECTS

It has lon g been sai d tha t a  way of seeing i s also a  way of not seeing . In thi s
chapter we have sought to begin to outline—if not a new—then an alternativ e
way o f investigatin g decision s an d decisio n processes . However , onc e w e
acknowledge th e representativ e limitation s o f linea r accountin g procedure s
and begin t o explore the comple x sensemaking activities o f both thos e bein g
researched an d th e researcher s themselves , a  rang e o f mutuall y implicated
possibilities present themselves for consideration .

We se t out , i n linea r fashion , t o examin e th e relationshi p betwee n emo -
tion an d decisio n making . Intuitively, we fel t tha t ther e wa s something to b e
learned fro m utilizin g th e dramaturgica l perspectiv e t o explor e th e actors '
normally unspoken assumptions an d cover t motivations. And, during our own



THE TIMESCAP E O F DECISIO N MAKIN G 19 5

sensemaking, we have become aware of potential significance of time and tem-
porality for understanding these social processes. As we have tried t o demon -
strate, ther e i s indicativ e evidenc e suggestin g tha t decisio n processe s an d
decision outcomes are not linear temporal processes but draw on a sometimes
confusing comple x of temporal reference points . I t appears tha t decision pro-
cesses implicat e not onl y ongoing judgements about th e perceive d past , pre-
sent, an d futur e o f the organizatio n but , simultaneously , th e perceive d an d
projected pasts, presents, and futures of the individuals involved in the decision
process. Such temporal factors appear to play an unremarked but, on occasion,
critical role in shaping decision outcomes . Thi s is not t o imply that decision s
are not rational; but that—a t least in our instance—the rationality they display
is a  post  ho c sociall y constructe d overla y tha t homogenize s a  comple x of
sometimes incommensurat e individua l rationales into the organizationa l 'life -
world'. In this way, decisions become 'normalized ' and simultaneousl y 'alien-
ated' phenomena for—a s our evidence also indicates—decisions become linear
'rational' phenomena onl y once they have been formall y recorded .

Secondly, to return to the impact of emotion with which we started, it seems
that time passing may play a critical role in mediating the 'experience' of social
reality and , thus , permi t u s t o rationaliz e our feeling s i n term s o f more con-
ventional organizationa l script s an d legitimizin g texts . Th e initia l emotiona l
temper, personal antipathies, and personal motivations gradually became par t
of th e backgroun d 'explanation ' an d wer e replace d b y a  serie s o f ever more
complex rationalizations that permitted actors to distance themselves from their
emotional engagement s an d feelings . I n other words , the phras e 'tim e heals '
seems to have an empirical basis.

Perhaps less surprisingly, in reconstructing it, they also imposed an order and
a logic on it, which the origina l 'experience' itsel f did not possess . I t appeared
that, having 'got beyond' all the emotions, which had fuelled their experience of
the events , gradually they produced a  more rationa l and objectiv e narrative—
that is , they distanced themselve s fro m th e emotion—th e 'hot cognition ' tha t
had been engendered at the 'onset' of the experience. But, crucially, the incident
was n o longe r 'explained ' i n term s o f ho w i t ha d bee n experienced —it wa s
reconstituted i n term s o f 'what reall y happened' . This seem s to sugges t tha t
'experience'—or what we usually refer t o a s 'immediat e experience'—i s itsel f
rather 'fuzzy' . Mor e precisely, we might conclude that our accounts of emotive
experiences are little more than linear rationalizations informed by subsequent
events and rereadings, subsequent knowledge, situated interests, and (re)inter -
pretations o f behaviours . Whil e thi s seem s t o hav e somethin g t o d o wit h
protecting our own sense of identity, we suspect it may also have something to
do with our incapacity to articulate  emotive states. I n short , time has t o pas s
before w e can 'mak e sense' of such events, but, paradoxically, in making sense
of such experience, it seems as if our accounts are necessarily distortions of the
experience itself . I t may be that ther e are no words to describe what happen s
during 'hot cognition' .
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