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l . A i l in i - theory of  Administrat ion

The theory to be presented here is so s imple that  i t

borders on the ludicrous yeq in my view and rny exper ience,

relat ively ;oowerf  u l  in explaining what makes f  or  success I  and

what makes for fa i fure,  in an organisat ion.  I  then def ine an

organisat ion as a social  system with an expl ic i t  goal :  there

i  s  a nrodrrr- t  f  ^  }a^ nrnArrnnA 
' .err  = ' l  l . '  A^f  inabf e in tefms Oft  uruqrr f

goods and/ or services.  Thus, dny company producing goods/services

is an (cconomic) organisat ion;  any pol i t ical  party or interest
' i^  -  / / - - . r l iJ- i r :a1) rrrcranisat ion- str i rz inn Far nn>1_S fOf i tSYM}J ID q \ |JVrILrVqI, /  VIYqI! ! rqurvrr ,  JLrrVfrrY rv!  9uqJ

r . rembers or c l ients in gcneral ;  any mi l i tary uni t  is  a (r . r i l i tary)

organisat ion v lhose goal  in the f i rst  run,  is c1estruct ive rather

than constrLrctive, aftelfdards adninisterl-ng the outcone; rnd An\/

universi ty or inst i tute is a (cul t -ural)  organisaLion, producing

educat ion,  research and/or some type of  pract ice.  My ovrn

exper ience is f rom pol i t ical-  and cuftural  organisat ions,

nar l -  i  r : r r  I  ar l  v f  rom the lat ter .  tsut  I  th ink the mini- theorv

presented bel-ow is appl icable across the board, .

I  assume any organisat ion to be grounded jn t t re basic

div is ion between producers and genqurner_g; the Iat ter  being

known as customers,  c l ients,  c iv i l ians,  and sinply c i t izensl

in the four cases ment ioned above. Someti-mes the consumers are

mernbers of  the organisat ion,  dS in the case of  an econornic

cooperat ive or a pol i t ical  party only cater ing for  i ts own

rnembers,  a mi l i tary uni t  only protect ing i ts own soldiers,

or a universi ty organised l ike a monastery rv i th no window to the

outside. B ut  usual ly consurf lers are also found among non-members.

or onlv there.

Then amongf the producers,  there rs usual ly
a relat ively c lear dist inct ion between decis ion make::s and
decis ion j -mplementers (workers and funct ionar ies,  the, , foot fofk, ,
the soldiers,  teaching and research assistants,  and so on).
Final ly,  among the decis ion makers,  there is al_so a div is ion,
in most cases, between t lee top person ( the director-general ,
the president,  the genei :a l ,  the director/directors/president

and some l<ind of  governing councir  or  execut ive cornmitcee or
both,  which are s imply referred to as the Board.



l rhe resul- t  is  a structure,  as indicated in Figure 1:

ts 1dr1r6 | Orqanizat ions:  A Structural  Approach
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As ment ioned, the organisat ion as a jur id ical  person

may have di f ferent borders f rom the borders indicated herer €rs

I  have included the customers as parts of  the organisat ion.

The role of  the organisat ion,  as rnent ioned, is to make

goods and services avai lable to the consumers,  for  instance

secur i ty to c iv i l ians,  when the organisat ion is rni l i tary.  One

would then assume that consumer sat isfact ion is a maior qoal ,

nar 
^^ 

l . ,  +L 
- !I lvuvt l !JLI lqLgoods' , .u- theirdirect ion.But

one should also assume that producer sat isfact ion is a major

nnal nnr-  nnl lz in the sense of  the consumFrs of fer incl  somethinourr r r rY

in return (  payment for  the goods and services,  loyal ty and

grat i tude, obedience, aI l  of  these three combined in the case

of the cul tural  organisat ion),  but  afso in the sense of  the

producers themselves being sat isf ied.  Af ter al l ,  "worker

sat isfact ion" is today l is ted as a very legi t imate goal  even

in the most econornical ly or iented enterpr ise,  or  facLory ior  that

raatter.  The quest ion is hov,z to obtain al l  of  th is.

The ni in i - theory to be proposed here is s imply based

on two axioms:

r  )  Cycl ical  interact ion in the organisat ion as a

necessary condi t ion for  sat j -sfact ion and performance

i i  ) Mult i lateral  interact ion in the organisat ion as

a necessary condi t ion for  sat isfact ion and performance

There is certainly nothing epoch-making in these two

axioms, they are rather t r iv ia l  the r ,vay they are formulated.,  but

const i tute a basis for  a l -most everything we know today about

part ic ipat ion,  co-determinat ion,  sel f -management,  democracy at



the crrc lan i  sat  ion

nl aar l  r ;  r^rhon J-horz

Ievel ,  and so on. This is seen part icular ly

Ara Frrnrpqqed As diacrremq- aq in Firrrrro 2z

h i  
^r1ra 

)  . Orqanisat ions:  A Process Approach
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In these f igures the smal l  c i rc les stand for persons

in the four posi t ions ( for  s impl ic i ty,  there is one president,

Lr,vo board members,  f  our workers,  and eight consurners )  .  In

the organisat ion to t f re lef t ,  dubbed "BAD" there is one way f low

of interact ion and only bi lateral  re lat ions adding up to a

sirnple hierarchical  structure;  in the organisat ion to the

r ight ,  termed "GOOD", Lhe squares stand for meet ings/coI lecLive

actors, /mult i lateral ism and the l ines wi thout arrows for

bi lateral-  re lat ionships both v/ays.  Thus, the president has

now becorne a part  of  the Boardr possibly pr imus inter pares

and they share al l  informat ion and decis ion-making. R;gether
! r .^ . ,  t  - . .^  ' -^^! inos wi f  h f  he workers_ qhar ino al  l  informatronLlrey rrqvE I t tgcLfrrYo vvf  urr  L l rs rrrsr l r r \J qrr  ! r l rv!

and decis ion-making and together these two have meet ings wi th

consumers shar ing al l  informat ion and decis ion-making. Informat ion

and decisrons are at tached to interact ive cycles and there is

a lot  of  nul t i lateral isni  in adCit ion to the most obvious form

of human interact ion,  the bi lateral  form.

One may object  to th is that  the boxes could be erased

from the f igurc and al l  f i f teen people could s imply s i t  together

around a table and work i t  out  amons the f i f teen of  them.



This may be perfect ly t rue for f i f teen people,  but  harcl ly

for l5O, l - ,5OO, 15,OOO, 15O,OOO. There may be good arguments

in favour of  avoiding such big organisat ions,  but then i t  should

also be noted that even at  the level  of  f50,  mult i lateral isrn

shows clear ly i ts l imi tat ions.  For that  reason the model of

the "GOOD" organisat ion uses Chinese boxes: the f i rst  box is

the organisat ion in the e><tended sense advocated above, the

second box is the organisat ion as usual ly conceived of ,  as a

jur id ical  ent i ty,  and the innermost box is the decis ion-making

nucleus. The inner box may be accountable to the tn iddle box

^^^ r- ,a ^Iar- t .  cd/ . ,cIcr- t .e i  1.- . '  ^-r  Ihem: fhc middlect l lLf  CVCtI  IJC e!suLsL{/  JsrsuLCU uJ ql IU al l tu l rY Lrrs l t t r  L l rL I

box may be accountable to the outer box and even be sel-ected/

elected among them. In that  r^Jay, \ ' /e get wiLhin th is paradigm

most of  the ideas of  organisat ional  democracy. E ut  the examples

now to be givenare of  a much more tr iv ia l  nature.

In fact ,  1et  us start  wi th the appl icat ion of  these

ideas in the f ie ld of  very ordinary day to day administrat ion.

One of  the rnernbers reports to vrork in the morning and says,

pol i te ly,  "What a beaut i fu l  morning! The sun is shining!"

There is no response whatsoever f rom the people present.  In

other words,  axiom 1, the cycl ical  one, has already been broken

from the very f i rst  moment.  Depending on his psychological

incl inat ion,  h is response lv i l l  be "what is wrong with them?"

or "v/hat is wrong with rne?",  possibly both.  I  only ment ion

this to make the tr iv ia l  point  that  cycl ical  interact ion is

consi-dered a matter of  course among equals;  i f  absent,  i t

becomes a matter of  major concern,  l ike the husband whose tender

kisses meet wi th no response or the wi fe whose excel lent  food

meets wi th no expression of  grat i tude (unless the two have

establ ished that th is is the nature of  their  cycle).

l ' /hat  then, is the relat ion between unequal  part ies?

The president wi thdraws to his of f ice and starts wor l<ing. He

draf ts a let ter  and wri tes on a s l ip of  paper "Tel l  l ,1r  X.  that

the meet ing is tomorrow at  3 pm" and hands both pieces of  paper

to the secretary.  The secretary types the let ter ,  f i les the

copy and rnai ls i t ,  cal fs the person who accepts the cal l  for  the

meet ing,  cont inues with her make-up and cal ls i t  a day.

The president,  of ten wi thout knowing i t ,  is  lef t  f rustrated,



because two br-r lbs have been igni ted on hi-s mentaf  screen, a

let ter  bulb and a message bulb.  They have not been ext inguished

by two simple counter- f lows that would const i tute a cycle

l-  naal-har r^r i  f  h his interact ion in i t iat ive:  a copy of  the let ter  back,

and a note scr ibbled on the message sI ip,  "Cal led,  he says okay."

To this one may object  that  the president vrould have

anf fan t -ha la l - l -or  far  q inninrr  :nd f  h: . l -  r " rnrr ld ho' ln a 
^\7^la 

r^rarr ld.rury,  u

have been establ ished. I f  th is were the f inal  act  in any

administrat  j -ve sequence, f  i l ing that  copy would e><t inguish the

sequence, part icular ly i f  the secretary sends a s l ip of  paper,
r l -^^. '  € i laA ' rnAo- l ra=r l inn rz f i fe c losedtt .  Bul  thal  worr ld onlvuvjy_I  r r  ,  .  uq L Lfrq vrrrJ

f inal ise the sequence for the president,  not  for  the secreiary

unless he in i t ia ls i t  wi th an okay. Aft-er al l ,  the ext inct ion

of an administrat ive sequence is an i rnportant event in . .1

-^ i^^! ;^. .  ncrqqihlv sonethincr J_r l  l rc r-olc l - r ret-ed- i f  not  in aur9crrr lJaLIUrlT [JvJDrurJ ovlrrsurr ! r1Y uv vs ucrsv!quEu'  r !

fest ive mood, dt  least  wi th shared knorvledge that i t  has happened.

As to the message: unless the president gets the report

back, and unfess he is a very carefree or carefess president,

he wi l l  leave with a scnse of  being unful f i l led,  of  sonething

- r  ̂ ^  i  " .^  mL at  has something to do r ,v i th president dissaLisf  act ion,t tLf  JJlrrY. r r r r

and as he himsel f  is  a member of  the organisat ion,  i t  is  re levant

f  r - t r  j -  he rroal  of  f  he crrcreni  sat iOn aS wel_1 as f  c- t r  ' i  J_ q,  ooerat iOn invt

other direct ions.

So rnuch as seen from the president 's point  of  v iew; v,rhat

about the secretary? I f  as a general  ru le act io is fo l lowed

by react io,  quest ion by response, in i t iat ive by fo l low-up, or

counter- in i t lat ive,  then i t  is  not  obvious that her l ights have

l .aan avt-  i  nar ' i  s [s6]  (ac cept ing,  now, the customary gender div is ion

in organisat ions )  .  The i l resic lent  has his agenda, his mental

screen with bulbs l i t  or  unl i t .  The secretary rnay have hers,

an obvious one being whether what she has done is to the sat isfact-

ion of  the president/organisat ion or not.  Some feedback evaluat ing

her performance is important.  But equal ly or even more i rnportanl

may be el ic i t ing her opinion, which then rvould quest ion the whole

v/ay in v lh ich th is sequence was in i t iated :  messages or ig inat  ing

f rnm j_he nraeidont i_n fha qonrotrrrz
Iuvrr  U ,

lnz l  
-+;  

I  I  
- r  arr i  nn r^r . i  , i -h

nl lu,  SL-LI I  5LCyf l rg WfLr l

the f  i - rst  axiorn,  one way of  avoiding this,  would be for the



president Lo starL the day with a discussion with his secretar ies,

comparing the agenda with l i t  and ext inguished l ights for

everybody so to speal< on the table,  designing the dry,  d iv id ing

the work.  This could then end roi  th a s imi lar  meet ing at  the

end of  the dry,  comparing jo int  agendas with jo int  performance.

And at  that  point ,  when mcre than two people are invofved, one

would already be in the domain of  the second axiorn,  that  of

rnul t  i lateral  i  sm.

At th is point  one may object  that  th is approach would lead

to too many meet ings.  I t -  rn ight ,  unfess good rout ines have

been worl<ed into the system. But i t  should be pointed out that

working with cycles and mult i lateraf ism is more taxing for the

indiv idual  member,  requires rnore part ic ipat ion,  nore energy,

more in i t iat ive,  than one-vray f  l -ows and bi lateral ism. The bad

organisat ion per mits much more detachrnent.  A good organisat ion

requires invol-vement as the pr ice f  or , - l - ' l  
. ,  l . ' i  ahar

IJr  gJLr l i rctrJ l -y ,  r r rv l rs!

level-s of  organisat ional  perforrnance and higher fevcls of  sat is-

f  act ion among producers as v ' reI l -  as consumers.  Many dis l - ike that  pr ice.

Let us now go outside the organisat ion in the narrow sense

and involve the customers.  Goods and services are of fered,

customers take thern on, but in the bad organisat ion that is also

al l  that  hapoens. Feedbacl< in terms of  wi l l inqness to take

them on with a counterf low in the form of payment is too

undi f ferent iated. Al l  languages have expressi-ons of  undi f ferent-
i  r {_ ad r^cnn hc6 -  11.11.- .11^A ( \ t  I  Cqq indi  r - : f  . i  no t rT :m harorr  nnf  h i  na mrrnh!qLEu rsJIJvr lJE, r t tv!s u!  rEJ- I l luf  Ud.Lf  l i9 y r tuLrr l r r9 I t tuurr

rTrore -  such ds,  I {a i  in Japanese, Yeah in American, Real fy in

Engl ish,  Rikt ig in Norwegi"an, Ach so in German, etc.  As a rule

the react io or response has Lo have a speci f ic i ty that  comes

closer to matching the level  of  speci f ic i ty in the agenda of  the

organisat ion.  I f  af ter  count less consul tat ions among president,

board and workers in an organisat ion count less improvernents have

been introduced in the products,  a response merely in terms of

a (sI ight ly )  increased demand is insuf f  ic ient ,  and l . r i t l  leave

the members f rustrated. For more detai led responses, they

sometimes hire a market research organisat ion that goes at  their

job systemat ical ly,  met iculously,  and in a very speci f  ic  r i ld.rrr le rr  but

r , r i f  h nrrac1- inng that Of ten mi rror the aoenda of  thc nrOdUCe1. Sur lu qYsrrvLq v!  Lr ls t / !L

rather than the aqendas of  the consumers. Direct  interact ion

woul-d make agenda rnatching possibf  e,  establ ish a common ranguage,

and produce more speci f ic  react io,  response, possibly even counter-

i -n i t iat ivef



But then the h-^l^1^n i^ +l- , i+ i+ nirr  l - rayruufgl l r  ab LlrqL rL r i roy uc

nai nf  r r l  f  nr  the hi  char I  orrol  q l -^ ho evnncaA rn l - rnnnc+ avnl  i  n i . l -yqarr !uf  !u!  urrg rr fYrrsr  fcvErJ Lv:Jv g IJv-Eu LU Irut luSLt e PTfLIL

responses from the lo iver lerels,  as vrhen the Board te l ls the

president the t ruth as they see i t ,  the workers te l l  the Board

the truth as they see i t ,  and the consumers te l l  the organisat ion

the truth as thev see i t . React ions as expfosive bursts of

anger f rom the outer boxes to the inner,  f rom the lov,zer levels

to the higher,  can be seen as the outcome of accumulated

frustrat ion due to insuff ic ient ly cycl ical  informat ion(with

feedbacks, and feedbacl- ,s on feedbacks,)  -and due to excessive

bi lateral ism. Universi t ies get student revol ts that  v ' /ay,

professors get the assistants against  them, and Lhe rec' tor  gets

the professors as hj-s/her sworn enemy. Ancr aI I  of  them toqether

mi ohf one dav ne]-  f  he \ /or \ /  had2' i -  i  r ra 
-^=^Lion f  fOm the f  eSt Of** jY-" , ,*Y*

soci  etv that  a l -so considers i  tsel  f  t rar f  nf  +ho ont-  arnr i5g f  or

cul tural  product ion and consumption the end consumers.  l96B!

Let us now turn to the second axiom and f i rst  focus

on the relat ionship between the president and his board.  I t

is  obvious what is meant by bi lateral ism: the organisat ion is

run by the president set t ing up separate deals wi th each

rnember of  the board,  poSsibly even wi lh each v,rorker,  of l  a do uL

des basis:  I  g ive you this,  you give me that.  The deals

are not known across the board.  I f  a person suspects that  he

has come off  rather wet l ,  he may be dis incl ined to share the

informat ion lest  that  might produce anger in others vaho in their

struggle for  an equal  shar ing of  scarce resources, woufd be in

conf l ic t  wi th hirnsel f  .  But the member vrho suspects that  he may

have gotten too l i t t le may also lce dis incl ined to share that

informat ion,  fest  h is poor deal-  is  seen by everybody as a s ign

of the low esteem in vrhich he is held.  Obviously,  only a

nnr^rorf  r r l  l lchar i  cmaJ- i  nrr  nraei  donl-  can nl  r r r  +hn +l-r 'aY rne garne Lnrs way

successf ul ly,  legi t i ra iz ing that inf  ormat ion is not shared:,  a

less char isnat ic amateur vrho tr ies di f ferent ia l  t reatment wi l l

be revealed imnediately. There j-s no mystigue Olf bitateralisn.

But th is is only one aspect,  the di f  ferent ia l  rer ,vard

aspect.  Possibly rnore i rnportant (and af  so a part  of  the rev;ard



system) is giv ing informaLion in some direct ions and withholding

i t  in others,  naking sone part ies pr ivy to i rnportant informat ion,

others not.  Sometimes informat ion-shar ing may be used as a

compensat ion for  mater ia l  reward def ic i ts,  sornet imes as a part

of  the general  rev. lard.  However that  nay be, the net resul t

is  a very conpl icated system of a highly feudal  nature,  where

board mernbers and working mernbers of  the organisat ion are t ied to

f  he nresi  dent as hi  s,  nerqona' l  r : l  i  enf  s -  crn condi t ions that he a]onevrf  errur,

st ipulates and known, in their  ent i rety,  only to hir- , r .

! ' ' lhere the person running such an organisat ion usual ly

goes wrong is in assuming that the members/workers do not know

each other,  or  at  least  do not compare

informat ion wi th each other.  This condi t ion is of ten sat isf ied

in c landest ine operat ions,  for  instance underground organisat ions

dur ing an 6ccupat ion,or incr iminaf syndicates.  The only person

knowing i t  a l l  is  Fie,  and the moment he shares that knovr ledge

with others,  he raakes the organisat ion more vulnerable s ince the

members wi l l -  have more to te l l  when caught and exposed to pressure,

for  instance in the forni  of  tor ture.  Thus, the l t laf  ia is said

r -n ho 
^r^aniqad in f  h is LSAV- and fhc orosniSat iOn Chaft  iS Of the| |gf 'v lY

"bad t14>e"ras in the operat ion of  a people 's war against  occupatton/

oppression. To f ight  such an organisat ion becomes a painstaking

job of  t ry ing to map i t  by f inding out for  cach member cauqht

vrith whorn he was associating, neaning frqn'whorn he got and to whom

ho crarzo hi  s orders.  s inr :e anv memhpr wnuf d have to have a l inkr rv Ysvv 
vrvvle,  

""1

to some other member of  the organisat ioni  he cannot be operat ing

in a vacuum (fn some cases he does, though, and wif l  probably lose

his l i fe in tor ture s imply because he has nothing to confess.  I f

he had something to confess he may lose his l i fe for  that  reason )  .

But regardless of the reasons there may be for this organisat ional-

structure in t imes of  even extreme cr ises,  i t  does not fo l low,

r^r f  corrrqF -  J-hat th is should be the norm^l  v"rav nf  r lner^+' i  ^^u..oL Lrr ID Jrrvuf  u ,vg Lirg l lv ! l t lqI  vvq)/  v!  vF/Er aLf r19 o11

organisat ion.  Ancr yet ,  i t  of ten seems to be, the reason part ly

being that bi lateral ism is a president 's obvious power strategy,

nar l  I  v hei  no +r.  ̂ + -  i_sat ion aS a rvhol  e mav acor l i re moreIJq!  LtJ vurrry LI IGL Al t  Ur9AIrrJqLMl q- ct  rvrrv!u rrrL(1,  LLvLTL

f ight ing spir i t ,  more sense given to al I  i ts  menbe::sof  being part

nf l  a6\rnl tq 6re1- i  arrm 1'rrz  r^=ni  c i  h^ i  { -  +-L^!  r ' rL.^!har ar.nn^mi r-vr  q vvruuJ rrr /SLIULrrt t r  Uy Ur9ct l I IJrr I9 -LL Ll lctL Wcty.  VVlI t jLare!  evvrrvr l ( !v,

Ootra* ; t t ta"rO or cul tura-1,  the organrsat ion may percerve



i tsel f  as being at  odds vr i th the rest  of  society t  or  i f  not  in

conf l ic t ,  aL feasL in heavy compet i t ion,  and start  th inking

along Lhe l ines of  mi l i tary,  even parami l i tary organisat ions.

There may also be the rat ionale in terms of  the need for quic l<

decis ion-making, for  "uni-cephal isrn" as opposed to"mult i -cephal ism",

the idea that one brain can process informat ion more quic l<ly

than N brains in a meet ing,  and cone up with a decis ion.

Agarn,  I  should not over look that there may be condi t ions

under which this organisat ional-  approach is appropr ia le.  And

one of  these condi t ions,  interest ingly enough, i ldy be the

entrepreneur ia lphaser before,  dur ing and r ight  af ter  the bir th

of  an organisat ion.  Of course, organisat iorsmay be born as

the resul t  of  cycl icalrmult j - lateraI  decis ions,  and cont inue

f  r rnnf  i  nn ina +h^i  \ r7A\7 f  rnm f  ha \7Ar\7 l - rani  nni  nn R.rr f  1*hcr  urru Lr-urr1rr9 Ll .* ,

also be the resul t  of  one personrs in i t iat ive,  and so novel  that

he is onlv nar i -  ' l  v  ahlo f r r  communicate the olr ier : t i rzcq- becauSe i tyulurJ9!v9J'

takes t ime to develop matching mental  screens with suf f ic ient ly

- j^r-  -^^^r-^ srr f f ic ient lv wel l  coordinated with those of  the! !UI1 OYgIIUAJ, Ju! ! IvILl luIJ

' i  n i f  ia |nr-  for  interaCt iOn real  lv  to he c\ '^r  i^- ' r  ' r^+
r r r rurqLv!t  !v!  ! I ILEIqVLIUII  !9qfr j  Lv vE 9/UTIUAI,  IeL orul le

mult i lateral .  I t  should be noted, consequent ly, that  the

el andest i  ne nrAqi  denf r-r i  mi nal  nresi  denf and enfrenrqngur iafrvurr  L t

president probably aI l  have bi lateral ism in common, but also want

f  aar l l - r ra l r  .  I  harr  ara \zor\ /  mrrnh r lanonr ianf 
- .h 

rannrf  c ] -  l r  =f  cnmof h i  nn
- , , , !  

afe Vefy fnuCh dependent oir  !E1,v!urr  Lr lqL rvrrrsLrr !11y

fr i^r- ' r^^ +hrnrrnh fha fr^- : '1 ^ ^h-;--  ^ f  Ol .def that  t .heV haVeLIfr iKlP:\  l lP Ll I IvuyI t  u l lE ! !qYf lc UTIqI I IJ Ur Ul \Jgf  L11O-L L--- l

woven together in a pyramid wi th Lhemselves aL the apex.unf i l tere<l

by the sycophants that tend to surround an organisation leader of that type.

In fact ,  the more bi lateral ism, the more two-way interact ion rs

needed lest  the organisat ion becomes total ly aut ist ic,  incapable

of processing any responses to the st imul i  they emit .

I f  b i lateral ism is combined with cycl ical  interact ion,

what then about the opposi te combinat- ion,  the fourth possi-ble

category,  mult i lateral ism combined with one-way interact ion?

This is certainly possible and would take the shape of  the board

and t-he pres jdent together working as a mul- t i l -ateraf  commit tee,

cor i rmunicaLing i ts f  indings to the workers,  f  eel ing no neei .  f  or

any response whatsoever.  The f indings wi l - l  take the shape of

SOPs, standard operat ing procedures, .  The task of  the decis ion-

users is to j -nplement the decis ions of  the decis ion-makers,  and

that is all there is to it.
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This structr:re can also be operated relative to consumers as is

so of ten done in the Yugoslav system referred to as "sef f -

m:naoeman1.rr  .  a l l  prOducerS in the organisat ion in fact  make

decis j -ons as a conmit tee,  possibly indirect ly through delegates

from al l  levels and sectors.  But that  decis ion is communicated

as a product to the customers,  wi th no feedback envisaged from

the customers beyond the inart iculated feedback of  money-backed

demand; jn other words, ttre undifferentiated market response.

And then there are other combinat ions possible,  for

instance, mult i lateral ism and feedback everywhere except between

the president and the board.  There is no reason why the model

should be consistent.  Moreover,  the board,  the workers and

the customers could have their  own mult i lateraf  organisat ions,

meet ing bi lateral ly wi th the president,  the presic lent  + board,

anr i  t -ho nracident + board + workerSr r€spect ively.  But th is

is not the place or the occasion to t ry to map systemat ical ly

al l  such possibi l i t ies.  The major point  has been made.

Two factors have been seen as necessary condi t ions,  both for

organisat ion perfornance and f  or  producer and consun'rer sat isf  act ion

(the three not being the same thing):  cycl ical  interact ion,

and mult i lateral  i -nteract ion.  I t  has been pointed out that

one-wav i  nterar: t  i  on and /or bi laLeral  interar: t  i  on mev be Lhe better

approach under some condi t ions.  But in the long run, they wi l l

tend not to work and also to counteract  the condi t ions under

which they are effect ive. And l -horr  r^r i  I  I  ^n^ 
' l  i  lz^enq up -L_LKe a one-way

streeL suchas- for  jnstance -  unreciprocated love or development

assistance: adding frustrat ion to insul t ,  and vice versa, wi th

decreasing performance relat ive to capaci ty,  and dissat isfact ion

and unrest  everywhere t i l l  the organj-sat j -on dis integrates or fades

away and dissolves.  Except,  that  is ,  i f  the orqanisat ion is

kept al ive art i f ic ia l ly  through external  inputs such as f resh

people (part icular ly on the top) who have not yet  gone sour,

and the resources such as money or t ime -  meaning that s low

funct ioning is accepted as normal and natural .
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2. Further explorat ions:  Four cases examined

The four cases are organisat ions where I  personal ly

have played a certain role,  and af ter  sorne t ime have preferred

to wi thdraw, whol ly or part ly.  iVhat f  am now going to do is

to examine these four cases in the l iqht  of  the mini- theorv

presented above, but not necessar i ty as r . ,  apologi .  s. ,a.  
- I  

am

not t ry ing to distr ibute blame on persons, nor to exonerate

mrrcal f  nn. l r r  t ry ing to fook cool ly at  the operat ion of  four

organisat ions,  d l l  of  them in the sphere of  cu1tural  organisat ions,

^^^ ' i -*^ ' i  
L^ "-roduce educat ion and/or research and/or pract ice.UED rYrrsu LU P

CASE 1":  The Inter-Universi ty Centre,  Dubrovnik,  Yugoslavia(tUC)

At the expl ic iL level  th is organisat ion was br i l l iant ly

conceived by i ts founder,  Professor fvan Supel<,  a leading f igure

in Yugoslav but part icular ly Croat ian pol i t ical  and intel lectual

l i fe,  when he v,ras rector of  the Universi ty of  Zagreb. Being an

organisat ion of  cooperat ing universi t ies f rom al-1 over the worId,

i  I  t . rnrr ' l  A a-n =nise courses in a bui ld ing in Dubrovnik,  at  a Iow

n:r{- in i^r{- inn fee for students,  br inging in professors,  i f  possible

f  inanced by rnember universi t ies ohich wouf d al-so provide scholar-

chinq fnr i -ho SLudentS. A Director-general ,  a nOn-YugOSlaV,

would funct ion as rector;  and a Deputy director-general  f rom the

Universi ty of  Zagreb as his l -ocaf counterpart ,  both of  them

ex of f ic io members of  an execut ive commit tee, in turn appointed

by the IUC Counci l ,  the governing body of  the organisat j_on.

The uni t  produced would be a course last ing f rom a ferv

days to a couple of  weeks, possibly repeated over several  academlc

\ tA=rc hr i  nni  nc +^nal-  har f  ho c:ma anA /ar new ne1^ s1-1ns bOth aSJ \ 'q!  s t  qrrv/  vL rruvv I rL!  JvrrD I

partrc ipant-s and research persons. I  was the f i rst  Director-

general  of  the organisat ion,  appointed Apr i l  L973, funct ioning

unt iL L916 Ftart jxg suf i IEI : I973, organis ing the f i rst  course January

I914, and v;orking qui te intensively over a per iod of  four academic

years t i l t  I  resigned as of  31 December L916, but carry ing out

dut ies in connect ion wi th courses planned unt i t  Apr i l  L977 ) .

I  resigned over tvro issues: funds that had been donated to

courses at  the IUC and a.ctual ly deposi ted in an account in Hamburg

under my name (because the IUC did not have jur id ical  personal i ty) ,

vr 'ere used for other purposes and could not be accounted for .  And,
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l -hara r^rrc nrassure on diss j -dent prof  essors,  a lso at  the Univers j - ty.v-  - ,

nf  ?.aaraln n^f  1-n nrn:ni  ca courses.

In analysing this,  I  th ink I  woul-d take as a point  of

departure,  a rather t r iv ia l  idea in organisat ionaf sociology:

tha imn' l in i r  organisat ion,  the hidden agenda. fn th is impl ic i t

" .g"" i="@. 
of  Croat ia and the Universi ty of  Zaqreb

would be major actors.  In a federat ion l ike Yugoslavia rnember

republ ics wiLl  be jealous of  each other and tend towards

separate foreign pol ic ics,  including separate academic foreign

-^1 j  ^ i  ^^ ^ ' "brovnik being a part  of  Croat ia,  and a very popularI : ,UTAUTU>. UL]t

resort  not  only in Croat ia,  or  Yugoslavia,  or  Europe, but at

the wor l -d level ,  an inter-universi ty centre at  th is place

presented i tsel f  as a ntajor opportuni ty for  the Republ ic of  Croat ia,

throrrrrh 1-hc IJn i  rzarqi  i  ru of  T.aaroln ta col-  
^n 

i  ndonanr lanf i  r lani_ i  f  rz
,  uv \J--  ! r ruulrLrruslru fvLr lL!LJ.

Part  of  th is could be seen as a counterbalance to the major

republ ic of  the federat ion,  Serbia;  at  the more mr:ndane level ,

opportuni t ies woul-d open for professors at  the Universi ty of
ry^*-^v '  +^ ^^^?ciate wi th foreigners f rom aI1 countr i_es,  invi t ingoa9Lvp LU o>J\

them as research persons with the hope of  reciprocat ion in the

form of invi tat ion to their  p laces. Al l  of  th is natural ,  very

hurnan, and nothing part icular ly sensat ional .

The crux of  the matter was very s imple and wi l l  be found

in al l  four examples:  there is an inner nucleus in the board,

and the inner nucleus uses the expl ic i t  organisat ion to promote

the goals of  the i -mpl ic i t  organisat ion.  On the execut ive

commit tee there were also,  i -ndeed, members of  the Universi ty

nf v=araA : l fhnrrnh nnl-  ha^aqc:r i l ru in +he maior i | - rz Of COU1Set  
qL rr t  LfrE rrLcrJvrrLy.

they had their  separate meet ings in Zagreb Lo discuss IUC matters,

supplemented by other members of  that  universi ty community (and

others),  c lose to the major source ot  funding, universi ty and

republ ic author iL ies.  AssuninV, now, the fact  that  the bui td ing

in Dubrovni l< was under their  command, the permanent funct ionar ies

working thee on the staf f  of  the Universi ty of  Zagreb, and that

the bui ld ing was also used to house a centre for  post-graduate studj-es

of the University of Zagreb, one had to realise that it would be alnxrst inhuran

to expect that  these people,  dt  a l l  t i rnes,  would be abfe to

1-aan f  ha ^vh1 iCi t  and the imnl i  n i  t  
^rd^ni  saf  i  ons qenar:ate.vr Yqrr ! -qLf v l lD DEyqr

Meeting among thenLselves the hidden agenda would be the open

agenda. And on that agenda, of  course, would be such i tems as
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how internat ionaf funds, part icular ly i f  they were in excess

of what was needed for the c{)urse for which they were dest ined,

might be transferred to other purposes badly in need of  funding,

and how local-  pol i t ical  demands could be met,  possibly so as

to obtain rnore f  unding. In pract ice,  the Iat ter  rneant that

the people associated with 16s magazine, PRAXIS shoul-d be kept

in the background, even excluded at  least  as persons. AnC, i f

they were nevertheless able to organise courses because of  some

internat ionaf sol idar i ty f rom outsiders,  Yugoslav students

interested in part ic ipat ing in these courses should at  least

nn1- ha ai  rzan {-  ha na-aqcarv f  r rnr l i  nn
l lvL vg Y!vgr l  Lr fE rrsugJDqrJ !urruf  l rY.

I ,  as Director-general  of  the inst i tut ion,  accepted

nei ther the mismanagernent of  funds, nor the ban on dissident

professors;  the former for  obvious reasons but also for  the

reason that the account was in my name, and I  was accountalc le

to Norwegian tax author i t ies,  the second for equal ly obvious

reasons, but also for  the reason thal ;  on my agenda, vras the idea of

I I rc contr ibut ing to democrat isat ion of  pol i t ical  debate,  not only

in Dubrovnik and Croat ia and Yugoslavia,  but  a l -so in Europe and

in general .  From this point  on i t  is  interest ing to see how

the hidden power nuclerrs on the execut ive comrni t tee behaved,

and that br ings us back to the problems of  cycl ic and mult i lateral

act ion.

The non-cycl ic aspect becomes clear in a tact ic that

can be descr ibed as fo l lows: " th is is the way we do i t  here

in Zagreb/ Croat ia/vugoslavia" . As an empir ical  statenent t l i r t

might be true; the intent ion,  however,  was to make i t  a normat ive

statement "and you better not interfere wi th i t " .  I t  was a

pure case of  one-way interact ion,  not asking for any dj_scussion,

just  Lo accept the disappearance of  money and the disappearance

of r :orrrses- Aq a matter of  f  act .

fh is posi t ion,  however,  somehow had to be communicated

and that is where the second point  enters:  b i lateral ism. The

internat ional  members on the execut ive commit tee had to be persuaded

that th is was the correct  stand. The way to do i t  was to ta lk

v,r i th them one at  a t ime, avoidingthe "di f f icul t "  Director-general ,

=nrl  =rzni  r l i  nn +ha J- ranqn:ron/- \7 nr1. .1\ / i  dad hrr  A mrr l  f  i  I  af  ar=l  cal_# i  nnqttu qvv!UII IY Lrru L!srrouq!urr9J IJ!vvrugu vy q rrru!Lf  IqLEIqI  JELU!trY.

^!  +r ' ' i^  ^^ i - - -  i t  should be added that to many people an under-nL Lr l fJ tJu!rrL
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ef 'nr l i  nn f  n +he ef  f  ect  that  " thus i t  is ,  and thus i t  wi l l  re l la in"
rs seen as a higher or deeper level  of  und.erstanding, acquiescence
l -^- .1 *^ -  ^. , -^- \7m far qrrh1- la lue_Lng a SynonJ ouvurc c!  .  Needless to Sdy, when the
murt i lateral  encounter f inal ly took place, the " facts of  l i fe"
\ iora rnnan#azir  ,  wi th the except ion that some formula was found
whereby the bank account could be in the name of the ruc,  but  then
In another counLry fess str ict  v,rhen i t  comes to l imi tat ions on
who can have bank accounts,  and rvho not.

This,  however,  in no way means that the impl ic i t  organisat ion
and the hidden agendas prevai- led.  The general  turrnoi l  surrounding
this contr :oversy and m.y resignat ion in part icular,  but  even more
part icurarry,  publ ic i ty of  the whofe issue in the foreign press
(something that impl ic i t  organisat ions wi th hidden agendas never
l ike )  stayed the hand of  the party machinery at  more central
levels.  The dissidents were permit ted to cont inue vrr th their
courses, af though Yugos]av student part ic ipat ion was sabotaged.

From the"mismanagement of  funds" issue nothing has been heard
F\/Fr qinno i5 far  as r  know. one reason for th is may be thatv4rrvu,  q!

i t  boi l -ed down ro exposure versus protect ion of  a part icufar
personr partrcular ly i rnpor l -ant  in the whole organisat ion,  a
person who simply had behaved stupidry by not rnakinq his use of
the funds at  least  semi- legi t imate.

l4orale:  be aware of  impl ic i t  organisat ions and hidden
agendas. Iv lore part  j -curar ly,  be aware of  the hic lden persuaders
that operate bi lateral ly i -n order to get their  one-way commands
through without ever having to expose them to a rnul t i lateral
discussion. on the other hand, i t  is  a lso c lear that  some of
the condi t rons for renouncing on r igorous ad.herence to these
n- i  

-^. i  ^ l  ^^ ^ l -+pr rrrurp_Les octained in the yugoslav set t ing:  a one_party hierarchical
rulq border ing on dictatorship. Some people wi l l  draw from this
the conclusion that one should accept a bad organisat ion rather
than having none at  a l ] .  Others vr i l l  draw from i t  the conclusion
that i f  one cannot have a good organisat ion,  then better have none
at al l .  l , ty  conclusion would be :  let  those who want to cont inue
with a bad organisat i -on do so and those who do not r ,vant,  f ight
for  the good one hoping thereby to obtain a compromise somevrhere
in the middle. r  th ink that  was more or ress the f  inar-  outcorne.
And the net outcome was not bad: the dissidents have a forum and
the ruc is blossomj-ng, bigger ( i f  not  necessar iJ_y better)  than
a\76 r
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CASE The United Nat ions Uni-versi ty (UNU)

This t ime the focus is on a member of  the Uni ted l {at ions

system, or ig inal ly argfued by the then U.N. Secretary-General  U Thant,

in 1969. FIe envisaged an organisat ion more focusing upon educaLion;

the outcome was an orqanisat ion for  research that in the f i rst

^^- ' i  ^ , r  r ' - r  rLrpp hi  cr  reqearr-h nrocrrammeq in the f  ie lds of  foodIJE!fVU rrqu LrrrgE urY !EDgq!urt  y!vYrqtr t r r rgD

and nutr i t ion,  environment and energy and human and social  develop-

ment.  There was a rector in charge of  the U.NII  as an organisat ion

(Dr James N. Hester,  former president of  New York Universi ty) ;

a v ice rector in charge of  each research programme (Dr Kinhide

l4ushako j i ,  a Prof  essor of  Sophia Universi ty in Toi<yo, was in

r-h:rno nf  fho human and social  development programme);  and I

mrzqal  f  r rTaa director of  the biggest project  wi th in that  programme,

the Goals,  Processes and Indicators of  Development Project t (GPID).
.nha nrnianr " 'hen i t  wasful ly operat ivea about three years af terI : - "Jvvu' lY,

' :  '^  a!  - - !  ^^- iL I977 ( in Dubrovnik ) ,  had thir ty sub-projectsfuJ Juq!L n[J!

and about the same number of  research uni ts in countr ies and

organisat ions scattered around the vaor lC v,r i th a considerable

^-nzr, ,n+ . i  n^ ^€ work. i  no naner:s and researchers involved.v! vvvrr \ r r rY yqIJUI

Horvever,  f rom the very beginning, the project  was marred
' l . r rz Ana n:r*  i  arr- l  : r  nral ' r - l  am 

-ather 
essenf i : l  f  rnm +ha 

^cint  ofLr19

view of  research: there was no provis ion for publ icat ion,  not

even any certainty that  Lhe researchreports wculd be publ ished.

Under the contract  wi th the UNUr. the research products became

1- ha nranar#, ,  Cf the Uni ted Nat iOnS UniVers i  tv aeeord i  r\Jr  rne urrr te( ]  r \dt-LOIIS unt_ve- __ _r **  j rg to a

standard U. l l .  contract  forrn.  TheUNU could decide whether to publ ish

anr l  hnr^r  l -^  nrrSl ig|1,  rVi thOut COnSult inq the aUthOrS. AS aHsr

consequence some papers vJere publ lsf ,ea that the authors did not

want to have publ ished (  they were merely administrat ive notes )  ;

of her nAners thaL the authOrs \ /erv mrrr-h rvanted 1_ o nrr l r '1 i^ t  ^  i  *^^vLrfu!  uqlrsrJ LrrqL uf  ls  quulrvrJ vur J r i ruulr  !vqrrLgv Lv PUUIJ_>11 5I11ut i

in their  eyes, they were adequate research products,  were denied

nrr l - r ' l  . i  nr l -  inn under UNU aUSpiCeS. TrUe, the aUthOrS t^/ere then

lef t  f ree to publ ish them elsewhere, but in the meant ime much

t ime had elapsed and in the f ie ld of  development theory quick

publ icat ion is almost a must in order to be up te date wi th ever

changing theory ancl  pract ice.  Tt  belongs to the picture that

those v;ho took such decis ions at  the UNU Centre in Tokvo were verv
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wel l -paid U.N. funct ionar ies,  vrhereas the authors who had

nrcrdrrr-or l  f  he r" i r  t rnder ccrrr : l  l ru orr f  ramelrr  qJ- lpapers ( ] r_q so

contracts wi th the UNU. Nevertheless,  leaving many other

aspects of  the s i - tuat ion aside, Iet  me just  focus on this one,

and ask the same quest ion as above: where do the two axioms

from the mini- theory enter? The answer is that  they enter

wj- th the c lar i ty of  a textbook example,  a perfect  i l lustrat ion.

First ,  ds usual ,  there v,ras no feedback in th is organisat ion.

Letters were Ief t  unanswered t i I I  the condi t ions producing the

Iet ters no J-onger obtained, not in the sense that a problem had

been solved, but in the sense that the chance of  solv ing the

problem had passeo by.  On the other hand, d.ecis ions were

comrnunicated from the top, meaning fron funct ionar ies to researchers

iv i thout any, or at  least  wi thout much, expeclat ion of  any feedback:

these were simply statements of  command, dressed up as facts.

There werc meet ings,  even many of  them, where project  d i rectors

were cal led to Tokyo to have conferences with the programme

vice-rector.  On these occasions many things were expressed,

but there were usual ly very fevr indicat ions that they ever had

any impact.  Rather,  such meet ings were used for one-way commun-

icat ion of  UNU Centre decis ions.

Second, there was no real  rnul t i lateral_ism.

True, oI l  the directors of  the research uni ts in the GPID project

had meet ings,  dt  least  once a year,  wi th the GPID project

di ranJ-nr :nd r ' l  I  1-ha nrnianl  Ci feCtOf S O1 the hUman and SOCialuv!,  etrrv

developrnent programrne had meet ings at  feast  once a year v, i i th

the corresponding vice rector.  He, ort  h is s ide,  had many

maa]-  inac '^ ' i i -h the Other v lce-rectors and with the rector Of the UNU,! r rYp

and afso part ic ipated in the meet ings of  the governing body

of the UNU, the UNU Counci l  wi th i ts 24 members rnore or less

knowledgeable of  the goals,  processes and ind. icators of  good

raca:rch l'rrrr- presumably put together to represent gender, nationrdiscipllne,

Obviously,  i t  is  not  the same to rneet one person from the

fevel  above, or a box further inside in the system, as that

person may have his own hrdden agenda, playing levels and boxes

against  each other,  or  wi th each other i  for  purposes of  h is otr 'n.

I f  a person at  one level  is  t roubled by decis ions taken at  the

Ievel  above, the only remedy is to rneet rnul t i l_ateral ly wi th
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+r-,^+ r^, ,^r  -ot  onIv wi th "his"  renresentat iVe. TO haVe theLIIAL f  EVEI T I IVL vrrr I  eJur l

case presented through a representat ive is not the same i

as a very minimunu the meagre subst i tute of  having the case

nreqenf ed i  n ' . ' - i  r -  i  na ni  rnr l l3 led tO al l  members Of the levelvv! r  urrrY t

abover irnight perhaps be acceptable. But that was never perrnitted.

This is a major reason behind the drar, . r ing in Figure 2z

the three boxes stand for mult i lateral ism of one level  wi th the

level  above; mult i - lateral ism at the same level  or  in the

same box being taken for granted. Only that  way is direct

communicat ion possible s ince there is no way of  knowing how

the issue j -s presented when onl-y one connect ing l ink is used,

such as the project  d i rector or the programme director ( the

vicertector)  . Needless to sav th is also obtains st i l l  one

level  fur ther down. Researchers might have the same problen

relat ive to GPID, because of  representat ion through the head of

the research uni t  only,  as the GPID mig'ht  have relat ive to UNU

because of  representat ion through the head of  the human and

social  development programme only.  But much was done to avoid this.

Again,  just  as in the preceding case, there is a l inkage

between absence of  cycl ical  interact ion and absence of  t rue,  d i rect

mult i lateral ism. " lv lu l t i latera] isrTr"  through a representat ive

makes i t  impossible to have a feedback. Decis ions at  the

fevef above can in pract ice no longer be argued beca.use the

navf maa]- inn 1si ' l l  l re next Ved1.rand LO 1.eonen fhe disr :USSiOn iSj  v l rurr  urrs vrrv

almost impossible.  One may accept the representat ive's word

that " I  d id my best" .  But the representat ive is afso in the

di- f f icul t  s i tuat ion of  not  being able to prove that content ion

because nobody from the level  below was present.  Or,  i f  they

were present,as sonet j res happened in UNU meet ingsr{  those meet ings

were consul tat ive only,  t rue decis ion-making always being done

elsewhere, on sorne other occasion'  in c losed circ les.

As a resul t ,  conf l ic ts betrveen the UNU Centre of  h ighly

paid internat ional  c iv i l -  servants essent ia l ly  interact ing v; i th

the UNU CounciJ,  and the UNU Periphery ' f  very poor ly remunerated

researchers accumulated, and there was no resolut ion mechanism.

Research papers accumulated. even more quickly as working papers,

and there was no organisat ion wi th cycl ic and nul t i lateral

interact ion provided to decide €he form of publ icat ion.  In

addi t ion,  the t ime factor was arways there: ,  t ime has a tendencv
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just  to cont i -nue running, regardless of  the speed of  organisat ional

metabol isrn.  Instead of  what obviously should have been the

case, a Uni ted Nat ions Universi ty Press (UNUP) eager ly sol ic i t ing

manuscr ipts,  immediately rvorking on them to demand improvemenrs,

the U\IU Centre developed a pattern of  resistance against

research outputs,  regarding them as nuisance rather than opportgni ty.

O:r  the other hand, the UNU also had i ts posi t ive

aspects:  even i f short  on vert icaf  mult i lateraf  interact ion

for decis ion-making, i t  was long on hor izontal  and highly

^"^r  i^-1 *" ' r ! i lateraf  interar: f ion- hr incino respFrr-herq tooe1-heruJUf I9ql  l l tuILrIALgIAf f  I ILCIAULMI,  Ur I I I9-- .J

to seminars and conferences. And al l  th is took place under the

UNU auspices,  providing a minimum of protect ion for  vulnerable,

somet imes even pol i t ical ly exposeQ researchers.  Important factors!

My own di lemma in th is connect i -on was to str ike a

balance between the desire to get out of  an absolutely impossible

si tuat ion where publ icat ion is concerned, whi le at  the same t ime

preserving the UNU as a resource for those in the GPID system who

wanted to keep i t  as such, in spi te of  i ts  poor perfornance where

publ icat ion possibi l i t ies were concerned. rn short ,  r  preferred

indiv idual  resignat ion,  r , raking an adequate publ icat ion procedure

a condi t io s ine qua non for my or{n cont inuat ion.  No adequate

steps v/ere taken by the UNU centre to redress that gr levance,

nor have any steps been taken since that f  know of.  The UNU

Centre s imply seems to see those decis ions as their  prerogat ivel

i -n total  contradict ion wi th al l  pr inciptes of  academic f reedom.

of course, the point  is  not that  a researcher has an undisputed

r ight  to have whatever he produces pubr ished -  that  woulo be

equal ly j -ntolerable The point  is  that  he has the r iq.ht  to

discuss and to know with whom to discuss the condi t ions for

publ icat ion,  vrhat should be r :v ised and how, and i f  the

condi t ions are not met,  the r ight  to go el-sewhere i rnmediately.

I  th ink he afso has a reasonabl-e expectai ion that an organisat ion

paying for the research is interested in publ icat lon.  so,  the net

resul t  was that those who wanted publ ished a (considerabre )

number of  bool<s outside the Ui lU, and those who wanted to cont inue

benef i t ing f rom the two posi t ive aspects of  the UNU, did so

and publ ished a tr ickle inside the Ui. t rUF even i ladequately processed.

Coi lc lusion: real  muf t i lateral ism, not f  ake, is needed. The

cards on the tablel-and, more part icular ly:  worker co-determinat ion
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in the process that const i tutes the just i f icat ion of  the whole

organisat ion,  !c_get_the products out.  And in th is case the

workers are the researchers,  the products their  papers.

Why did i t  not  happen? Because the UNU Centre i tsel f  was

an interested organisat ion,  wi th a hioden agenda. Perhaps

f  hor;  \^TAro n^t  rer l ' l  r r  i  nf  oroqf ad . i  n nrrhl  i  ^^+.. :  ^^^ ^-r  ^-_--_r *caLl-ons, anq even saw

the researcher as a threat.  Perhaps they were rnore interested

in keeping al ive and growing, alv;ays promising that a new

progranme was taking shape where the ' !eal"  research would come out,

as dist inct  f rom the raisunderstandings that had so far governed

the organisat ion,  a l rvays holding out new pronises,  hopeful ly

in return for  new funding. Publ icat ions,  in short  real  research

output and not working papers masquerading as publ icat ions,

*- i  ^r . !  'h^ 
at ib le With the crne I  of  t  hp exnl  i  r - . i  t  r r rcr :* . i  ^  -+ 

. i  ̂ ^l r r rYrrL uE uvrrr l ,quJvrs wrLl l  Lrrs Yvqf,  v!  Lrrc EAprf ,uf  u vr  gct t I I5dL_LuI l ,

but not of  th is power and v,real th-seeking organisat ion wi th in

the UNU system. Of course, the matter is more compl icated

than this,  but  the hypothesis is suf f ic ient  to br ing out Lhe

rna3or point :  an impl ic i t  organisat ion wi th a hidden agenda of

that type vrould not have been able to stand up against  t rue

nul t i lateral isn.  Consequent ly,  a l l  was done to thwart  the pr inciples

CASE 3: Cursos Internacionales Benidorm Universidad de Al- i -cante
(crnupl

The present author,  to some extent nxot ivated negat ively

by the f rustrat ions f rom fUC in Dubrovnik (  see above )  and

posi t ively by a desire to contr ibr-r te,  however l i t t Ie,  to the

democrat isa:  j  on proccss in c; .a in 5y l :u i ld i : rg an inst i tut ion

for infornecl  debate on current j -ssues, took the i -n i t iat ive to

create a summer universi ty in the province of  Al icante tn L976.

The process tool< a long t ine,  s ince i t  v;as a quest ion

of f  inding the r ight  "actors".  But the forr ." ,u la that  f  inal ly

ar"araaA nrarzn, i  sonehow to be the r i  crhf  one: hr i  nc| i  nrr  1-  ooetheru vr lU. J!  r r ryrr ty UVyU LrrLr

four actors,  the Municipal i ty of  Benidorm, the Province of

Al i r -ante_ f  he TTnirzorci l - rz nf  Al  inan]-  a . -d the Savinos Bank Of,  qrru uqv rrrvr

the Province of  Al icante (and l" lurc ia)  -  the f  at ter  being an

ins' t i tut ion v; i th considerable cul tural  and social-  obl igat ions

and resources. The idea of  having i t  in Benidorm vras not ivated

hrr {-  ha r io-  i  
-o 

1- n hr i  nn cnmol-h i  n^ an r^ CUltUf aI  intO a tOV,Zn

not necessar i ly  known for i ts cul tural  assets.  l .1y tasJ< v,ras
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to convince the acLors that  th is v;as possible,  a process that

took about four years.  But in 19BO the formula stuck ano

i t  vras decj-ded to start  the fo l lov,r ing year.  And so, we did,

vr i th about seven part ic ipants and l5 resource persons the

f i rst  year,  198I,  fo l lowed by 90 part ic ipants in 1982, I50 in

l9B3 and close to 4OO in L984.

f  consider the organisat ion a success'  so wLrat is discussed

here js the problem of how to r , rake a good inst i tut ion better.

Again,  through cycl ical ,  and mult i lateraj ,  interact ion.  By

Sn:n i  eh l  ar , r  l_ho rrn i  rzorqi  l - r ;  nf  thp nr^\ / i  nne haq m^n^n^. - . - . . , r - - IY On

tert iary educat ion in the provincer so of  the four actors that

\ . ra16 hrnr:alr f  intO fhe niCtrrra i+ c^ n l i^^-s^ ^1?a1. thatwsIs,JrvuYI lu ! I1Lv ul IE yrvLurE, !L JVVII  UgUqlt tE Vgry VI(

the Universi ty of  Al icante v,ranted Lhe upper hand. The person

appoinled for that  purposer 3s the head of  the organisat ion,

a Univer:s i ty of  Al icante professor,relnrtd.  to the board,

essent ia l ly  consist ing of  the deans of  that  unJ-versi ty,  but  not fornral ly

to thre persons organis inq the courses. To the course

directors he presented one-way comrnands presented as decis ion-

nr.aking f  rorn a board r-naccessible to the course directorsrdnd

bi l -ateral isn,  str ik ing deals,  and very di f ferentdealE with di f ferent

course directors (  a pract ice also knovan from the IUC in Dubrovnik

v; i th sone course directors and resource persons accornraodated at

very posh hotels,  others -  usual ly those f inanced internat ional ly,

meaning not f rom the Universi ty of  Zagreb -  in considerably more

modest condi t iorrs) .  At  the same t ime, eu€st ionnaires v/ere

distr ibuted to part ic ipants to el ic j - t  their  opinion, and since

f he nar i  i  r - i  nants nn' l  v knew the side of  the CIBUA f  aci  no them

( me,an i  nrr  .nrrrSe directorS and research ncrs.)nncl  )  -  hp could inl /e!  rvr l r ru r  /  ,

facL use part ic ipants to cr i t ic ise the layer in betrveen, those

who real1y did the job.

A srnal l  organisat iory meet ing only a couple of  weeks every

year,  a smal l  problem. But the structure is interest ing and

br ings out nore c lear ly a point  inpl ic i t  in the two foregoing

cases. We are deal ing vr i th an organisat ion embedded in another
i^-r :^" .  I ike theIUq from the Universi ty of  Zagreb pointvIYAlI f , -ALf VII  t

of v ierv,was a part  of  that  universi ty CIBUA, f rorn the Universi ty

aF A' l  i  
^=nf 

a nni  n. l -  nf  rz i  a ' . '  ' ,73e a narf  nf  that  One. The .- t rOlr l  er ;v:urvt  Yrsr t /qr  L urrqL vrre.  r f  ls  y lv_vrElrr

in the two cases was the same: col l rse cf i rectors ancl  resource
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nrqnnq \ .dcre nOt neCeSSaf i lV On the I In i . '^--  i+. ,  ^ f  n;-  '  t
r i (JL rreuessd.rJ_. . r  _^,-versl_t 'y  oI  Lagrea/

I In ' i  r rarq i  f  rz nf  Al icante staf  f  ,  had no ident i ty wi th those

organisat ions,  not even any knov,r ledge of  thern.  To them these were

indananrranf Sqrnmer SChOOIS, not a th i rd Or fOUrth SUmiTIer termYUrruerr  u !

run by a universi ty,  on the basis of  i ts  ov, /n resoLlrces.
(-anqanrronr l rz,  3n aCrniniStrat ive StrUCtUre SUitable fOr the

management of  a new schoof or f  acul ty was eminent l -y unsui tabl-e

in th is case, not draur ing on the new resources, their  exper ience,

ideas, wishes. And cycl ical  mult i lateral ism was so simple:  a l l

that  was needed, f  rom t-he very beginningr \ , /dS a meet ing between

the director and the course Cirectors i -n order to mal<e

decis ions for the next year,  pending the approval  by the Universi ty

board.  And in a corresponding vein,  a neet ing betv. ieen course

director,  resource persons and part ic ipants in order Lo evafuate

the session that just  took place, before everybody leaves.

So, r .vhy did such events not take place? At one level

^t  - .^  -  I  . '^  i  ^  because that rvould const i tute an al ternat.rveu! al ia lySf b,

power centre and quest ion the author i ty of  the Universi i -y board.

At another lcvel  of  analysis,  i t  vrould chal lenge the author i tv

of  the directorr ,  rnake the discrepancies and even contradict ions

in his bi latera-I  dcals t ransparent,  sub;ect-  h im to contrad. ictory

ideas -  in short ,  possibly f i rore than he could handle.  A person

of l imi ted char isna and abi l i ty  r . r rght  have to resort  to one-way bi-

lateral isn i f  he does not have suff ic ient  conf i -dence in more

nar1- i  c i  naforv orcran i  qaf  i  onal  structures .  Under suCh structureS

he himsel f  would become niore anonymous, more l ike a funct ionary.

I ie i  nn ^no-\ . ra\ /  b i lateral isrn,  in other wordS author i tar ian

sf r r r r -1_ rrreq, _ | ra , . r i  11 l . r r r  
' l^ f  in i t iOn Stand orr f  and r-onn4pgSlguslerr  qrrq vvirr lJr

' ^^^:  +:  ^-^r  1" f  or  what he rnight not possess personal ly.  And thus i tIJUJf Lf  UrrCrIry

became.

CASE 4 z Universi t6 t louvel le Transnat ional-e (UNI-T )

t r 'Je are deal ing here wi th a very special  organasaraon,

a"n outcor.re -  in a sense -  of  a coo]:rerat ive cal led Iv lutuel les

G6n6ral-ede France (MGF),  prod.ucing, distr ibut ing,  and

consuming heal th food in considerable quant i t ies throughout

Franno / l . r r r1-  
-art iet t ' l  

ar lv in Lhe Paf iS 1.e1^r inn)-  inr-reaci-^r . 'r rqrruu \vuu frr  Lrru rqrrJ rsyLvtLl  |  ! i lu!gqJrI IyrJ

also internat ional ly -  said to involve IBO,OOO fami l ies.
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With several  sales points in Par is,  thc organisat ion provides

a consid.erable range of  foodstuf f  s for  i ts  mernbers,  and in

addi t ion a smal-1 surplus out of  vshich some Universi ty act iv i t ies

- lectures,  d iscussions, some research -  can be f inanced.

f  was asked to becolrerector of  that  part  of  the systen Spr ing 1984,

acceptedr anclrvas appointed in a touching cerernonl i  in Br i t tany,

August L9B4 and started rrror l<ing in Par is,  ear ly Novenber the same

\ .zc^r.  I . Inf  nrJ-rrnatol  r r  -  j -  he fv iGF neonl  e had rr f  orrrnf  tFnrr  to
"L 

+J ,

inform m.e that they had been exposed to major insul- ts in the

Franch nraqq were involved in L4 I ibel  courtcases, that  the

owner of  the house thev had rented and used for commercial  as

weII  as f  lecr,gl ing acadeinic act iv i t ies had refused to cont inue

the lease. So when I  arr iveo the si tuat ion v, 'as qui te di f ferent

f  rorn vrhat I  had expected and had been shown.

However,  these di f  f  icul t ies v/ere of  mi-nor inportance

relat ive to the organisat ional  structure r , ; i th which i  was

going to become acquainted. That I "1GF had as enemies the

communists (because trade unionised industr ia l  v,rorkers played

no role in the organisat ion),  the social ists (because IUGF
ni 

^ 
nat ^^^1'  nor would have been interesl-er i  i  n nrrhl  i r -  f  r rndi  na \uru r ivL JEg^t rrur wvu!u rrqvs vggrr  JI ILgIEJLcU I I I  yu,JIrL rut tu l r rv, ,  t

the I iberals/conservat ives (because MGF was cooperat ive and

non-capi taf ist  as an econornic organisat ion),  and the fascists

(because the organisat ion vras racial ly completely open and Lhe

president rvas a Canadian Indian )  ,  was only to be expected

in a country hyster ical ly afraid of  "Green" in i t iat ives and part ies.

Resistance was to be counted upon and the press carnpaign was

a part  cf  i t ,  as was also the di f f rcul ty in f inding adequate

quarters,  including the ci rcuinstance that the Rector of  the

Sorbonne, the President of  the Academie de Par is,  s inrply

cancel led the agredlent for  the present author to give ]ectures

at their  rented amplr i theatre in the Sorbonne, because of  the

associat ion wi th Ul 'JI-  T/MGF.

iJhat I  had not expected, however,  v/as an organisat ional

structure essent ia l ly  based on one-v. /ay conmunicat ion and

lc i lateral isn.  At  the apex this t i rne v,ras a president,  a-

man even cal l ing hirnsel f  and being cal led l4an, as erudi te as

a Renaissance personal i ty,  t remendously char isrnat ic in short
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: - - - ' |  !L-  s i fe of  the nerson character ised in Case 3 above.Ju5L Lrre UPPU-.---  r - .

Convinced that he v,ras the necessary condi t ion for  the

survival-  of  the organisat ion,  the ar-r t -hor i tar ian way of  running

the structure was the natural  vJay. Of course there v las and

is a board,  consist ing of  IUGF people c lose to him and hardly

rnuch in disagreenent r ,v i th him. The acadernic act iv i t ies of

Ut i I -  T wi th a rector (mysel f  )  ,  a v i -ce-rector f  or  publ ic relat ions

and art ist ic act iv i t ies r  and a secretaqz-generalr  then becorne

moralrz r i  ha^+ ^^^^* l iv  :# r .7^r-+ 1 f :nado cnrnal-hinnl :LgIgrJ t  qL UsJL, AII  dI ,PErrUl  t  aL WUI >L A !ququs r  Dvl iLsLIraI lY

decorat ive to present tct  the outside wor ld.

After a short  r ,vhi le,  I  invi ted the people nost concerned,

innlrrdino l -ha nroqidont f r - r r  :  r roo1_inrr  a\ /ar \ /  I ' r i r i : r r  :J-  ? n m fnf  r rvf  ur lvurrL,  J t  . , . .

^;  ^^"^^ ^ ' r  1 ^anr. ' i  na nrr1- ors and tO make deCiSiOnS. ThiS becaf i leuISL UJJ CLf r  lJErIUlrrY 1:Lq U Lsr ;

an absolute necessi ty for  the s i rnple reason that the president was

very rarely avai l -able.  Everybooy was asking f  or  h im, rvai t ing f  or

him. i . fhen he mater ia l ised, he preferred. bi lateral ism, of ten

or a \ /et-v insnir- incr r-herar. f r - r .  Rrr f  eorral ' l ru of ten i ]_ fufnecf OUtq vu!f  f i r r f / f ! r r rY

that  r , ' rhen the rnatter was sornev, ihat  c losefy scrut in ised, decis ions

were meaningless because condj- t ions f  or  their  real- isat ion (such

ds, f  or  instance, a minirrum of funding) were not present.

The rneet ingsr dh exercise in cycl ical  interact ion also

invol-ved secretar ies.The presi-dent ei ther did not arr j -ve at  a l l - ,  or

arr ived too late to part ic ipat ,e in t i re discussi6ns but then

released some informat ion that nacr-e the whole discussiel-1 -  including

decisions up to that point - look r j -diculous, or on rare occasions

part ic ipated, and then the meet ing quic lc ly becane e:<trernely

emot ional- .  The tvJo axioms in the mini- theory,  when real ised,

are consistent wi th t i ly ths about real i ty only rvhen t t rey are shared

hv al l  narf  i r : ; - - - .^ ! -  T- lh is case there ruac aoain en exnl i r : i fvf qrr  yq!  LauIrVqI lL>. I l l  Lr laD uqJg LI IgIE lvqJ qyqrt l  qrr  L^yrrur L

organisaLion, U\ l I -T.  and an impl ic i t  organj ,sat ion v; i th a hidden

agenda, I \1GF, r ' ; i th i ts board which only part ia l ly  over lapped

r . r . i+h J-ho'-^r+inin:ntq ' in t -ha E'r i r l : r r  rnao. l - i^^-  / rn sziAi f i^n fhowf Lr l  Lr lg yo!  LrvryqrrLJ Lrt  Lr lE r  !  ruqJ rLrEgLrrrvJ.  \  a l r  auuIL!vtr ,  LrrL

deqree of  overfai l  was even unknown as the rnembership of  the l " lGF

board was, and st i l f  iq very f  ar  f ror , r  c lcar) .  At  the same t ine
+r^^ ' i r^ ' .+ ---^ +r-^ ^ ' -1. '  one vrho could release funos and releaseqlE 

lJrgJILte '1IL VVOJ Lr ls UrrrJ t

administrat ive act ion;  decis ions not agreed to by him could be

si lent ly sabotaged by funds bcing unavaj- lable and/or r i lErf lpo\rz€r
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equal ly unavai labfe.

This unfortunate state of  af fa i rs c l inaxed rvhen an ef for t

to br ing some clar i ty into the s i tuat ion by producing a par.rphlet ,

\zFr\7 mrrnh r^rantar i  i r rz roalar ViCe-feCtOf an<l  secfc. |_afv ^^^^-- ' lVs!J l t tuul l  wql lusu vJ !9uuv!,  v les !svLv! ql lv JUvlELq!J YEIIgIq! t

in order to have a "v is i t ing card" to present to al l  the

organisat ions wi th \ , rhom we wanted to work,  a lso f  ef  1 through.

l4yster iously,  i t  was never pr: inted in spi te of  having passed

the board and been approved. Final ly the prcsident repor+-ed

that he had sent the r , ranuscr ipt  to his lawyer and the lavryer had

c:. i  r t  n^ . i  + nnrr  I  d nn# l . ra 
-- inted. On demanri . i  no the reaSOnSr rvt  Lrrv ! !

why, no ans!/er \4Jas proCuced, and i t  was strongl-y advised not

to nake direct  contact  vr i th the lawyer as th is was the president 's

pr ivate lawyer,  a lso used in the defarnat ion cases ( the vrr i t ten

ju.dgement of  those cases, consictered favorable to t4Gb-,  h as never been

r.rade avai lable ei ther)  .

Conclusioni  iJhere the preceding case was a case of

non-char ismat ic povrer,  t ry ing to rnake i tsel f  great by acquir ing

posi t ional  s iatus,  th is seens to :e a case of  h ighly char isrcra+- ic

power not want ing to del :ase i tsel f  by accept ing the rules of  the

ganc of  a more part ic ipatory o: :ganisat ion.  The costs,  that

people disappear because they feel  superf luous, fut i le,  ut i lLzed,

redrrndanl-  can he kent l  or^r  1-"  ;  ̂  i  * -  them that better t inesrLuui !uql IL,  vql l  Us J\gyL IUW pJ 
I , !Vrt I f  DrI IY

v; i1 l  cone in the futurq or by subst i tut ing for  those r ,vho leave

nannla nnl-  rzaf  ac(^r ' l ta inted rVi th the real  State Of af fa i rS.juu

A high turnover in the "hired" echelons of  th is non-organisat ion

is therefore to be expected.

But at  the sar: le t ime t l ie condi t ions nent ionect above,

the clandest ine combined with the entrepreneur ia l '  obtain to

the point  that  the outside vror ld probably v,z i I l  suspect that  the

organisat ion is cr iminal ,  i f  not  in the sense of  engaging in

viol-ence or i l l ic i t  accunulat ion of  weal th,  at  least  in the sense of

t rx,r i i t ical  subversion (which is v ' rhat  the organisat ion is accr-rsed

of,  see Les Ev6n6ments de Jeudi ,  l9B5).  The char ismat ic

person, the guru,  the person who sees, vr i l l  a l - r rost  a l lvays be

at var iance v" ' i - th contemporary socrety,  vrhether in fact  he is

the precurscr of  sornething ne\ ' /  that  vr i l l  J :e guaranteed easier

condi t ions of  f i fe tomorrowr or is on a s idetrack of  h istory.

Combat becomes a \ , /ay of  l l fe,  and the higher the pressure f ron
Lr- '^  ^" !^ i  

^^ 
*he mclre st tnr- lo1. t  f  or  the Char i  snraf  i  r :  ners^--r  i  f  "LI lg VULJaLtg t  LrrL rr lvru Ju|JLJvI L !U! LI IU (- l lqr  rJrrrcrLrU l 'JLr DUlId. I l -  Ly
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f rorn a group increasingly shar ing his myt l :s,  never chal lenging him,

increasingly becoming l i l<e a sect .  The sectar ian character ist ics

are nart Iv a oroduct of  the s l t r roundinos- end arp J-hen reinforced

by the surroundings (  in a sense corrcct ly )  feel ing that Lheir

hypothesis was correct .  People who want to normal ise the

-:^- !  i^*  not  in the sense of  wi thdrawing f  ron struggle louturrJqrrrJqLfvrt  r

in the sense of  making i t  more accountable to i+sel f  and to

others,  wi l l  be seen as not unclerstanding the gravi ty of  the

^' i+"- ! i^ '^  - -C in addi t ion as underninino the r :har i  snar ' i  c 'n. ' r \^7orDrLUqLrUl l t  q l r lL t r r r  qu!{rufvr l  qJ urrugrr I r r r f r ry ul tE ul lcr !JJr.rdLfu iJUwEr

ccntre in a quruocracy.  Of course, a guruocracy wi I I  a lways have

some of the t rappings of  denocracy;  large assembl ies,  meet ings

r^/ i f  h sneer-heq --^ ^^-F^---1ceS and niueh acclaim of  the nronosal  sWILII  J|JggVrrgJ OIru fJgL!V! l i iqt lVED 
qIIu l iLUglI  OUUIAIILL UI Ll lL urv| /vJqrJ

nr1+ f  nrr^r=rr i  But the inner vrork incq of  f  he svst  en v; i f  I  be
-yquJJJuUl( tyv-

verv f  ar  f  rorn dpnor-ra1_ i  r - -  or  p\ /Fn nArJ- i  r - i  natnrrz i  n l -ha f1O1. evul fquru,v!Yqlu

rnodest sense put forwarci  in thrs paper.  The members wi l l

develop the idea that i t  1s better that ' 'we are al l  wrong and
1(-" ,- n

go e{ ing together than to have a spl i t  in the organisat j -on

(meaning the inner organisat ion,  not the t rappings) i  and the guru

knows best.

I I  short :  just  the opposi te of  the spir i t  under ly ing a

good organisat ion as def ined here.  And, more part icular ly,

the opposi te of  the spir i t  of  never-ending quest ioning, under ly ing

a universi ty.
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? Some conclusrons

I hope by t j te four cases to have cler.ronstrated that the

analyt ical  paradigrn based on the tr ,vo axiorns has a certain

explanatory power.  At  the sarTre t ine,  i t  may also be that the

ful ly part ic ipatory organisat ion is too disorder ly,  too unstructured,

too "entropic",  and for that  reason possesses insuff ic ient

energy i i r  t imes of  cr is is (and bir th is a cr is is!)  to real ly

act .  I t  is  very rnuch better at  mobi l - is ing creat iv i ty and a

securer sense of  wel- l - -being, dt  aI I  1eve1s, but creat iv i ty,  I ike

proposals,  nay be rnutual ly desl-ruct ivq r , , ; iLh one idea ca.ncel l ing

+ho nf  hor ac nnnncnA +A +lrp q, i  no' l  p-ni  nd6:dnesq r-nmi ncr OUt Of,  sr  r r i f  i ruLuttuoJ vvr: t l r lY

the inspired fcader on the Lop of  a very order ly organisal-- ion,

the vis ionary. In short ,  there is a case for non-cycl ical  bi lateral isat ionl

Maybe the case could even .be made in favour of

osci l lat ion between the tv,ro patterns,  one for cr ises and one

f or sai l ing in rnore quiet  r , raters.  A social-  organisat ion

dist inct ion of  that  k ind r . roufd be cornpat ib le lv iLh a personal i ty anc
organisat ion dist inct ion between more entrepreneur i  a1/auLhorLLarLan /

more denocrat ic personal i t ies,  vr i th obvious hypotheses as to

v ' rho belongs where ano v,rhen. There is an obvious di f  f  icurty,

h orve v e r : ] eg_b__o_f__ ry n_q D_qq4 r_qg !_r.__olr_. The author i ta-r ian

ncrq.)nal  i tv  r l12t '  h3n^ ^rFq. i  d ino . ) \zFr - j - - r r rn WhiCh|Js!Jvr iq! IuJ rrLqJ rrqI IY urI ,  ursDrvr l lY vvg! ql t  v!YarrrJaLIL

undergoes structural-  change towards a much more cycl ical  way

of doing things and more mult i lateral isn.  i ie can no Ionger

act .  ouL his personal iLy in th is set t ing,  lvhich then becomes

the sett ing for  a basic conf l ic t  between the personal i ty

structure of  the leader and the organisat ion structure.  Sooner

or later one wi l l  have to y ie ld.  The sarne appl ies to the

onnn. l i l -  e r-onrhina' l_ inn ] -  ha der ' ror-r :J_ ic norq^nal  i l .  \z  
^n 

f  nn nfl r lgulv l l , iJulJvl lqrrL]v l luv| l |v !

a structure which can only operate on total i tar ian Ieadership:

both wi l l  suf fer ,  one wiI I  have to y ie ld.  These transi t ion

nar iazlc mrrr  ha \ r^rv nainFr ' l  Fnr orzarrrhndV inrrOlrred- and fOfJvvul  f l tvvrvvu, qr

the leader to cont inue, a lot  of  personal  char isma nay be

indispensable.  But char isma can only hold the organisat ion

together;  more substant ia l  inputs are need.ed for the organisat ion

fa nrnrfrrna ra>1 nrr fnrr f  cLV yr uLrugE !  go!  uu uPu LJ .
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I t  may have been noted that in the case studies

nreqenfed . i  n rr--^ r  ^^^+;^h ^€ +1^ j^  ^ancr_ a j -h i rd elementtJ!sourrusu rrr  LI IE JgUVtlU JCUL!Vrr  V! UIIJ Pq[/Er t  q Lr l r Iu

-^! . . -1 1. ,  . . - r^ ^E ^.r i  J-e of  f  en _ f  he h. i  dden aoenda.WCtJ O.U LLrd.  I IY l t tdUU UJg V! \ . , {UI us vI  LCII ,  Lrrg r l IUUglt  AqCl

The structure was always the same: the top leadership had

an agenda di f ferent f rom what was put on the table for  Iower

levels.  There were basic aoals at  stake: Croat ian nat ional ism

in one case; the survival  of  a t iny new member of  the Uni ted

Nat ions fami ly of  organj-sat ions,  and part icular ly the survival

of  the leadership lv i th thej-r  rather handsome salar ies in the

second case; the survival  of  a certain power structure wi th

certain indiv iduals and a part icular sty le of  Ieadership

6v-d+ -r  \z +ha ^nnosi  te of  what iS demanded hv l -he f  wo af  iOmS in

Lhe third case' ,  and the survivaf  of  a part icular ly char ismat ic

leader wi th a hidden agenda located in the deeper recesses

of a br i l l iant ,  but  somewhat out of  touch with real i ty,  mind

in the fourth case. I  th lnk these goals were hardly made

av^t  ia i f  6r '^h at  the innermost levels.  The croals wFre s ' i  mn' l  vr r re 
Yvq!J vve!u rr l r r I / !J

l - : l ron Far arrnf  ad : l  rhnrra\  i t  WaS af SO f  et t  that  th is ShOUld

not be communicated to the unini t iated.

I  only want to point  out  that  th is th i rd efement

is noth:-ng but an expl ic i t  consequence of  the two axioms.

The hidden agenda is impossible when the organisaLion is

truly muft i lateral- ,  involv ing al l  levcls,  not  only the top

level ,  because the cards have to be placed on the table,

v is ib le for  anyone to look at .  Orders to act  that  do not

seem compat ib le wi th the informat ion avai lable wi l l  lead to

quest ions,  quer ies,  open opposi t ion,  and then to dialogues,

debates,  new decis ions i f  the organisat ion is mult i lateral

and cycl ical .  The hidden agenda is exact ly what is to be

expected when the two axioms are not respected, they wi l f

lead to a f  eel ing of  det ight  v.rhen a person becomes in i t iated,

cor ls idered trustv;orthy enough to become party to the hidden

agenda. But the rest  of  the organisat ion v,r i l l  be marginal ised

hv qrrch 661 j  6.  i  ae ha ni  rzon qeamanf ad rr i  a1q5 Of What the

organisat ion is doing only,  be f ragmented away from each

nthar ind nanar: l l rz crr l - r ionlgl l  tO a heaVi lv rzert i r :a l  d iViSiOnt  urrs vg!  u luqf

of labour between those who are in the know and those vrho

are not,  penetrated and manipulated by the lat ter .  In short ,
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the c lassical  exploi tat ive organi-sat ion,  and even i f  i t

may work better under some part icular c i rcumstances, the

organisat ion i tsel f  is  the ant i thesis of  democrat ic values.

To this,  however,  Lwo object ions may legi t imately

be raised, one addressing i t -sel f  to the general  theory,  and

one to the case studies.

First ,  I  have tr ied to show that disrespect

for the axioms may have two consequences. But I  have not

given any case showing how respect for  the axioms vr i l l  fead

in nnq. i t i r ro aarranaaa I  Thinkino i -  hr . ] t r r rh m\7 6\rrr t  F.-onsequences l  -  -xper lence
with organisat ions,  the reason, in a sense, is very s imple:

al ' l  these oroanisat ions that are reasonablv r-vr- ' l  i r -  and mult i -

lateral  do their  r ,vork every day, they funct ion,  they produce

:nr l  fha cafJ-  innq far rorqnnal-r l r r  r raaf  i rzA :nd h=rct l iL l  dI  e LI le 5- 
-  -  

LIV e dI I ( - t  l lappy

acl  i rz i t -v of  hrrman l re inos- RLl t  thev Are not br i l l iant !  Thev
-^.-Jrr I9- I

! l -^  6^L^* ia l  OUt Of Whjr-h orr l inarrr  d- , ,  L^ r^. .  r j ! -  is  made_ors LrrE l r roLEr f ,ot  vuL v!  wlr lvr l  ururr ta!y udy L(J udy I-LIL ^! \s\^v,

not ef for ts to bui ld new inst i tut ions,  implement new vis ions.

t  am thinl<ing of  the Internat ional  Peace Research Inst i tute,  Oslo

v,rhen i t  became more quiet  af  ter  the f  i rst  entrepreneur iaf  per iod;

f  am thinking of  my exper iences with count less and rather

stabi l ised universi t ies.  And I  am pressed to admit  what then

becomes the major concfusion of  th is paper:  when the two

axioms are sat isf ied,  the organisat ion funct ions,  is ahle to

,  but  perhaps not able to handle

maior chanqes rn environment,  to t ransforrn i tsel f  fund-amental lv.

The inescapable conclusion is the need for a pattern of

osci l lat ion,  making the author i tar ian intervals as br ief  as

possible.

$eg-gl1|  are these not essent j_al Iy the comments

of a pur i tan Norwegian, taking things too ser iously and

want ing everything to be expl ic i t? Possibly,  y€s.  But for

democracy to work maybe things have to be expl ic i t  and

have to be taken ser iously.  Thc organisat ion is not a play-

+hinn Far cnmol.rndrr  
^n 

{-  nn.  +ha nr^ani  Sat iOn l fe lonoq tO-, , ' , ,Y 
uvy t  vr  Yqrr f  

-qLrvlr  
vsrvI IY.

everybody and not only to the insiders,  but  in a sense also

to those who are in contact  wi th the organisat ion,  the
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interact ive part  of  the environment.  l4oreover,  I 'm not at

al l  so convinced that the presumably more subt le cont inental ,

-*r  - - . .+ r  ^"r  - r ' l  v  sot i f  hern Ettroneanq -  i  n the SOuth-eaSt Or theelru Pq! LIUUIq! rJ JvuLl lL!rr  !u!vysq11J, rrr

south-wcst,  wi th their  count less hidden agendas and super-complex

patterns of  b i lateral ism with deals in al I  d i rect ions at  the

same t ime, serving as a c loak for an essent ia l ly  d ictator ia l

exercise of  power,  are abl-e to achieve so much more than we

sfower,  Iess imaginat ive and more pur i tan northern Europeans.

In short ,  I  acknowledge the signi f icance of  more general  socio-

cul tural  factors,  here,  but th ink they tend to wor l< in favour

of  the theory advocated rather than to disconf i rm i - t .

How often have f  not  heard "Johan, do not take i t  so ser iously!" ,

meaning that manipulat ion and exploi tat ion should just  be

permit ted to cont inue, wi th a lot  of  smal l  people being made

use of ,  a l though -  admit tedly -  not .  necessar i ly  against  their

wi l l .

And at  that  point  I  choose to stop. As long as human

beings are producing something, whatever i t  is ,  and cannot do

so al-one, there wi l l  be organisat ions -  meaning that organisat ions

are terr ib ly important,  not  only in order to understand society,

but in order to understand the human condi t ion i -n general .

And whenever I  turn around I  f ind the two factors pointed out

in the axioms to be signi f icant,  a lLhough not necessar i ly  in the

same wav in al l  crrc lanis,af  ions.  Their  ramif icat ions are ar

al I  levels,  intra-personal  and inter-personal ,  intra-group and

inter-group, intra-societal  and inter-societal .  And that

should const i tute more than suff ic ient  basis for  paying more

attent ion to organisat ions as a social  molecule out of  r ,vhich more

complex social  conf igurat ions are made. -  for  instance in the

studi-es of  such macro phenomena as peace and development.


