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differences who live in a world of scarce resources. That puts power and conflict g

decision making.

ona
position power, but they must vie with many other contend.-

5 { leverage. Different contenders bring distinct beliefs, values,
and interests. They seck access Lo various forms of power and compete for their
share of scarce resources in a finite organizational pie.

From a political perspective, goals, structure, and policies emerge from an
ongoing process of bargaining and negotiation among major interest groups,
Sometimes legitimate authorities are the dominant members of the coalition, as
is often true in small, owner managed ofganizations. Large corporations are often
controlled by senior management rather than by stockholders or the board of
directors. Government agencies may be controlled more by the permanent civil
servants than by the political leaders at the top. The dominant group in a school
district may be the teachers’ union instead of the school board or the superinten-
dent. In such cases, rationalists recoil because they see the wrong people setting
hat exercising powerisa natural part of

the agenda. But the political view suggestst
r to their advantage will be winners.

D:NG_.UW contests. Those who w.uﬁ; and use _qu_..,_._...
isely or justly. But

‘There is no guarantee that those who gain power will use it w
power and politics are not inevitably demeaning and destructive, Constructive
politics is a possibility—indeed, a necessary option if we are to create institutions

and societies that are both just and efficient.
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orn to a wealthy but unorthodox family, Aruna Roy decid

in life that her mission was to do something for H_._mﬁwﬂc& early
getting @ master’s degree from the University of Delhi %MMMEE
one of the few women who passed the national test to aws EE&HHM
civil service. Thrilled at first, she gradually became Eﬁ:n&cuam by
the rigid, hierarchical Indian bureaucracy and concluded she DE_M
do more out of government.

She joined a non-profit her husband had founded in a poor rural village. It was
pot an easy transition. She had to walk miles to get there, the village lacked elec-
tricity and Tunning water, and the women she hoped to work with were initially
suspicious. But Roy persisted, adapted to village life, made friends, and worked
on issues of children’s education and income generation. Through several years
of travel and discussion, she came to a clearer sense of what rural women needed
and built a support network of individuals and agencies willing to help on her goal
of systemic change.

Roy then took another, even more radical step. She recruited a few allies who
shared her vision, and together they moved into a two-room hut in 2 remote vil-
lage. They began by building relationships, Jistening, learning, and looking for
ey helped a nearby village rectaim 1,500 acres

opportunities. One came when th 1
an

previously misappropriated by a well-connected landowner. Ower time, Roy /
her group built a support base. In May, 1990, they were able t0 _u:pm.m 5%““5
people together to form a new organization, Mazdoor Kisan Shakii Sanga!

(MKSS), or Worker and Peasant Empowerment Union.
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1. Smiths point about (74
cus for managers at every level:

tisk the e

sk and power of the president is to articulate the

s agenda. OF all the big games 5
i €

-5, the agenda game must be wop Rt

ess of the presidency and the capacity of any presiden,

ssing the nation’s political attention and its epgy,
aritics. From the standpoint o”._:ﬁo&_.u the

o or three tap

to have immutable logie, but political reality jg

it contains no automatic agenda. Order must b

« never come neatly packaged. The bigger the job, the harder j; i to

wade through tter and find order amid chaos. Contrary to Woody Afley,

SECCEss gires more than just showing up. High office, even if the

hent enjoys great personal popularity, is no guarantee. In his first year a5

< dent. Ronald Reagan was remarkably successful following a classic strategy

for winning the ag da game: “First impressions are critical, In the agenda garne,

4 swift beginning is crucial for a new president to establish himself as leader—

to show 1“2 nation that he will make a difference in people’s lives. The first one

hundred days are the vital test; in those weels, the political community and the

public measure a new president—to see whether he is active, dominant, sure,
purposeful” (Smith, 1988, p. 334).

Reagan began with a vision but withoul a strategy. He was not a gifted man-
ager or strategist, despite extraordinary ability to portray complex issues in broad,
symbolic brushstrokes. Reagans staff painstakingly studied the first hundred days
of four predecessors. They concluded that it was essential to move with speed and
focus. Pushing competing issues aside, they focused on two: cutting taxes

and reducing the federal budget. They also discovered a secret weapon in David
Stockman, the one person in the Reagan White House who understood the fed-
eral budget process. “Stockman got a jump on everyone else for two reasons: he
had an agenda and a legislative blueprint already prepared, and he understood
the real levers of power, Two terms as a Michigan congressman plus a network of
key Republican and Democratic connections had taught Stockman how to play
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mapping the Political Terrain

i« foolhardy to plunge

INto a minefield without kg
ol ried, yet managers _.:_f.u.:m:m_,.,._ doitall the
little or no effort to scout and magts

wing where

timne. They
 the political turf, p; :

gecty four steps for developing a palitical faspe urf. Pichayly 11593}

explosives are
launch a pey initiative

1A
] ug-

|, Determine channels of informal communication

b

_r_..._:j._.,__. ﬁ_.:._nmm.:._.”_ agents of palitical influence
3. Analyze possibilities for mobiliving internal and skl i
nal players,

4. Anticipate counterstrategies that others are :_.ﬁ:_. to m:ﬁ__.,_“_..

_.:__.w._.._:_: offers an example of planned chan g¢ in a large povernment agency in
Belglum. The agency wanted to replace antiquated manual bty with g m.c.:q
Rt n..;#i.mmw computer network. Proponents of the new system had little
understanding of how work got done. Nor did they anticipate the interests and
power of key middle managers and frontline bureaucrats. It seemed .
the techies that better data meant higher efficiency. In reality, fromtline bureau
crats made little use of the data, They applied standard procedures in 90 percent of
cases and asked their bosses what to do about the rest. They checked with supervi-
sors partly to get the “right” answer, but even more to get political cover. Because
{hey saw no need for the new technology, street-level bureaucrats had incentives
to ignore or work around it. After a consultant clarified the political map, a new
battle erupted between unrepentant techies, who insisted their solution was cor-
recl, and senior managers who argued for a less ambitious approach. The two
sides ultimately compromised.

A simple way to develop a political map for any situation is to create 2 two-
dimensional diagram mapping players (who is in the game), power (hew much
clout each player is likely to exercise), and interests (what each player wants}.
Exhibits 10.1 and 10.2 present two hypothetical versions of the Belgian burean-
cracy's political map. Exhibit 10.1 shows the map as the techies sawit. They m%nn.&
little opposition and assumed they held the high cards; their map implied .m.p:_nr
and easy win, Exhibit 10.2, 2 more objective map, paints a very different picture.
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Bargaining and Negotiation

We often associate bargaining with commercial, legal, and labor transactions.
From a political perspective, though, bargaining is central to decision making,
The horse-trading Kanter describes as part of coalition building is just one of
niany examples. Negotiation occurs wheneyer two or more parties with some
in conflict need to reach agreement. Labor and

iterests in commeon and others
money and offer good jobs to

managerment may agree that a firm should make
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harply on how to balance techni-

_.__:u._:w.n.p.z but t.:ﬁ W
managers in the NASA space program
the shuttle flights, but at key moments differed s
cal and political trade-offs,

A fundamental dilemma in negotiations

and “claiming value” (Lax and Sebenius, 1986
naom.ﬁm:...m

is choosing between “creating value”
), Value creators beligve that suc:
-essf i i _ i cearching for a win-win
cessful negotiators must be inventive and in searching
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ncused on the task at hand,

ncus on interests, not positions. If you get locked

toverlook better ways

to achieve your goal, 4

p Diavid treaty between [srael and Egypt. The sides
. _. y draw the bou vdary hetween ":_n. twao countries.
[ dra i ! /

Egypt wanted all of it back. Resolution

looked at underlying interests. [srael was con-

¢ on the border. Egypt was concerned

gypt from the time of the Pharaohs.
I of :.:_ Sinai back to Egypt while demili
1981). That solution led to a durable

s to invent options for mutual gain instead of
ve that comes to mind. More options increase the
itz recognized this in his dealings with ﬁ..c:smn
ently, “Could you do a demo at COMDEX?"I
created gains for both parties

" rds of
strategy is to insist on objective criteria—standa

inni
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tle Computer, that Microsast

was buying his operating svs-

€ only 530,000 more thag the

L
M. Gates gave IBM a great pric
paid for it. But he retained the rights to Yicense it 1o anyone else. At
flea atop IBM's elephant. Almost no one except Gates

computer Eman by anyone

. time, Microsoft was a

consumers would want an 1BM

v new PC instant _.._:, Mﬁg 1EM couldn’t Hmrw gozm_._ of them, W

a vear, Microsoft had licensed MS-DOS to fifty companie

5, and the number kept
(Mendelson and Korin, n.d.). Twenty vears later, onlookers who won-

v Microsoft was so aggressive and unyielding in batling government
ast suits might not have known that Gates had long been a dogged valu

claimer.

A classic treatment of value claiming is Schelling's 1960 essay The Strategy of

ich focuses on how to make credible threats. Suppose, for example,

Lonfect,

that I want to buy your house and am willing to pay §250,000. How can [ convince
vou that I'm willing to pay only £200,0007 Contrary Lo a cOmMmon assumplion,
I'm not always better off if I'm stronger and have more resources. If vou i,ﬁ,m
I'm very wealthy, you might take my threat less seriously than you would ..M_ 1
can get you o believe that $200,000 is the highest [ can go. Common sense 4150

i I freedom of action. Yet
sngoests th Fae =r off if 1 have considerab
suggests that T should be better e hacli o Pk i

[ may get a better price if | can convince YO
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v stubbe
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¢ and freedom while comvinclig the other side o the
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1d preferences, S0 that whal seems valuable to one

My |y

tordenendent decisions. What each party does affects
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able to predict what the other will dg while

wants o he

ch play

the oth _
ahility to reciprocate.

limiting the others

1 PR SEPRA PR M
ore m_.___pm._._. r A cat _._....,wmﬂ_.ﬁ___ .m.u_ﬂ.__._...nv._. B's fe 2! _.Z_rﬁ.w.?rﬂ_.m_.r frie more _—Jm-.__t

A is. The more A can keep
and IBM—the belter,

m.ﬂ__...:_
TH.._....uHm —as Bill Gates did with Seattle .ﬂ_,..:.,._q_l;ma

dicions use of threats rat

[ o 1
r than sanchions., PE.,E.", Ihay

ing involves

« Bargaining !
¢, go on strike, ¢ brealk off negotiations. In most cases, they

reaten to use for
to bear the costs of carry

prefer o
A threat works only if your apponem

« Making a threat credible is cruck

Lelieves it. Noncredible threats weaken your bargaining position and confuse

the process.

Jation of the appropriate level of threat 15 a
£ » . R=ad

vou may think I'm weak. If 1 overthreaten, you may nat believe me, may break

off the negotiations, or may escalate your own threats.

ey eritical, I I underthreaten,

value and claiming value are both intrinsic to the bargaining pro-
ide how to balance the two? At least two questions are
win solution? And will you

Creating
cess. How do you dec
important: How much opportunity is there for a win-
have to work with these people again? If an agreement can make everynne better
off, it makes sense to emphasize creating value. If you expect to work with the
same people in the future, it is risky to use scorched-earth tactics that leave anger
and mistrust in their wake. Managers who get a reputation for being manipula-
tive, self-interested, or untrustworthy have a hard time building the networks and
coalitions they need for long-term success.

Axelrod (1980) found that a strategy of conditional openness warks best when

negotiators need to work together over time. This strategy starls with open and
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llaborative behavior and maintains the approach if gk
Z 11 the a i
other Tesponds iy
L1 EEOHat
; AC Opponent Makes 3
b . g version of tit oy fat-
1o unto you. Axelrod’s research found that s condit;
¥ O

4L
worked better than even the maost _.:.u:n_.;:__..&m_uo_

kind.
O respunds apcorg.
collaborative move, Tt
do unto others as th

(f the other party becomes adversatial, howeyer 4t

) . ) y the ny
gly and remains adversarial untj
. effect, a friendly and forgiv

ey
; nal openness approach
. | ven ical adve
A final consideration in balancing collaborative and a
. Bargainers o fren deliberately inisrepresent th

ics.

riarial strategy.

. dversarial tactics i5 eth-
SIr pusitions—eyen though soci-
s it A ; unethical Bk, 1578}, This leads to a
cicky question for the manager as politician: What ACtions are

|most universally condemny Iying as

ethical and just?

MORALITY AND POLITICS

flock (1987), Burns (1978), Lax and Sebenius (1986), and Messick and Ohme
{1998} explore ethical issues in _.,m_p.ma.__,._.:m and organizational politics. Block’s
view asserts that individuals empower themselves through understanding; Jr“.w
iichis of organizational politics as we know it works against people taking
_..rié_;_.?.z._ﬁ.. We empower ourselves by discovering a positive way of _cn._.z,m
political. The line between positive and negative politics is a tightrope we have to
walk” (1987, p. xdii).

Block argues that bureancratic cycles often leave individuals feeling vulnerable,
powerless, and helpless. If we confer too much power on the erganization or ath-
ers, we fear power will be used against us. Consequently, we develop manipulative
strategies Lo protect purselves, To escape the dilemma, managers need to support
organizational structures, policies, and procedures that promote empawerment.

The

must also empower themselves,

H

Block urges managers to begin by building an “image of greatness’ —a vision
of what their department can contribute that is meaningful and worthwhile,
‘Then they need to build support for their vision by negotiating a binding pact of

agreement and trust, Block suggests treating friends and opponents ditferently.
ult and most interesting

Adversaries, he says, are simultaneously the most diffic
flective to pressure them: a better strategy 15

people to deal with, It is usually ine
r vision,

to “let go of them! He offers four steps for letting go: (1) tell them you .
{2) state your best understanding of their position, (3} identify __,EE.B::E_._:MH_H
to the problem, and {4) tell them what you plan (o do without making demands.

Is a variation on Axelrod’s strategy of conditional openness.
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v
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i the best disinfectant” That was why Aruna Roy was 58 passionate about making
sovernment more transparent. Keeping others in the dark has been a consistent
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One device involved creating the appearance of congestion in the GEEEE wﬁ....u
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any congestion (Oppel, 2002, p- Al).

actually moving any energy or relieving
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and Political Agents

am Walton started his merchany career in 1945
n 1345

the second-best variety store ip 4 small rura] HHMWMW._UEWE
From that humble beginning, he built the world's _mm,m,ﬂ., REH HM}.?

nan two million “associates” Wal-Mart is the _.,...EEM. .MM..
est employer and, for both better and worse, one of the most ﬁci.q..qmm
s on the globe. More than 90 percent of American

With more t

house-
holds shop at Walmart stores every year, expecting the company to

keep its promise of “always low prices” (Fishman, 2006).

Wal-Mart's impact is both subtle and pervasive, as is Mustrated in a little-
known story about deodorant packaging. Deodorant containers used to come
packed in cardboard boxes until Wal-Mart decided in the early 1990s that the
boxes were wasteful and costly—about a nickel apiece for something consumers
would just toss, When Wal-Mart told suppliers to kill the cardboard, the boxes
disappeared from everyone’s shelves. Good for Wal-Mart had to be good enough
for everyone else. The story is but one of countless examples of the “Wal-Mart
effect”—an umbrella term for multiple ways Wal-Mart influenices consumers,

- : ishman, 2006).
vendors, employees, communities, and the environment (Fishmar
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. the impetus for cha s a i m..._.n..nﬁ.". o
_ ANEE Wis 3 significant disrum
nions developed 1o the context of the ind o
. of the industrial revolution,

¢ of f f 5" i
_ mily farms. The civil rights movement
d geographic shifts for black citizens, The amti
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.q : ar war with a draft
rhteen-vear-old male in the Uni ;

| y he United States, “Green”
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IR Cosis O ETOWINE prosperity

fed every

. “including pollution,
ls and species, and global warming—became increasingly

{ 1ardd Lo discount, o each case, changing conditions intensified digsar-
ctlon for disent anchised groups. Each reflected a classic script for revoiutions:
of rhsing expectations foliowed by widespread disappointment.

Lgiial  mapeius for change came from grassroots :._:__u.u._..".__.._bm 4

i -the formation af trade unions, civil rights groups, student move
cpvironmental groups. Elites contested the legitimacy of grassroots
J Lagnched coercive blocking tactics. Employers often resisted unions,

s everylhing from lawsuits to vielence, The civil rights movement, particu
Loty e i carky stages, experienced violent repression by whites. Efforts 1o sup-
prvss | i movement reached their apogee at Kent State University, when
menbiers of the Ohio National Guard fired on student demonstrators. Greens
Lave been enpaged in a long battle against business and political leaders who
mate the signiticance of environmental threats and resist what they see as the
essive vosts of proposed remedies, In every Arzb Spring country, authorities
in Libya and Syria, {he tesult has been blood-

LS T8
ied 1o clamyp down, Par icubarly
e and tens of thousands of deaths. )

i : 5 ve

{tense opposition. grasstoots groups fought to .ms

i itical © ovement might
rights embodied in law, policy, o political change- mba” Em. s
: i sition § suffere
have failed had it been weaker or itS apposition stronger. Ead
ryive and grow.

I every case, despite

wetbacks but mobilized enough powes to s
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Nutt (19803, for example, conducted a revealing analysis of loc
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ﬁ._ﬂﬁ
U programs Tor comprehensive changes in rural education, Thesa

e that eeceived penerous, long-term federal funding to gey

J ICCUTTIHE SCeario,

administration learned of the opportunity to obtain a sizable

WerIel furding.

* 1

2 A small group of administrators met 4o develop a proposal for improving

some aspect of the educational progran. (Tight deadlines meant that the

process was usitally rushed, with only @ few people involved.)

pproved, the administration announced with pride and

! competition, the district had won an award

and ._,a.n.u..n._”_r:;::_ when teachers %H.n,r.?._r_" the news with resistance, criticism, and

veen teachers and the funding agency, administra-

tors interpreted teacher resistance as a sign of defensiveness and unwilling:

6. The new program became a politicy fo

othal] feach
Fr ; : er s
community members, and the school hogrg in o, _ 'th parents,
. 05 o
mary goals. The ensuing battles produced PPusing the Project’s pej-

oy ore disharmany, oo
conflict than tangible improvemeny i1 education OTIY, MHstrust, ang

§ Jolned wi

The programs studied by Deal and Nutt represented exy
mp

i € Circumstances *
pot in crisis. The change efforts were well gl

les of top-down
The districis were
ed and blesseq by the federa] gov-
&5 set off heated politica) battles In

r £ 3 L r

rs found themselves outgunned. Only one supering-
ved over the B f ‘ o
dent survived over the program'’s fiveyear lunding ¢y

change efforts under comparatively favoral]

ernment. Yel across the board, the new initjary

many cases, administrato

cle,

In most instances, administrators pever anticipated a maijor
::.,_.. Wwere _.._.Juu_ﬁ."&m._.: HMu_an U_,.Dﬁ_u,wmﬁ M.HDMHN.D; wers ¥
pood for everyone. They ov

political brattle
Progressive, effective, and
erlooked the risks in Proposing change
else was expected to carry out. As a result, they were
__.._.Ln:_n_ of the n.xmur.nﬁﬁn_ TEku_..m,

that someone
showered with antagonism

A s
Countless efforts mounted by

patiern appears repeatedly in other attempts at change from zbave.

chief executives, frustrated managers, hopeful study
teams, and high-status management consultants end in failure. The vsual Him_#
uming that the right idea (as perceived by

the idea’s champions) and legia-
'phion neglects the agendas and power
of the "lowerarchy” —partisans and groups in midley

mate authority ensure success. This assun
el and lower-level positions,

who devise creative and Eum?_m:um Wavs to resist, divert, tndermine, lgnare, of

overthrow innovative plans,

ORGANIZATIONS AS POLITICAL AGENTS
Org

cal agents in larger arenas, or “ecosystems’

ations are lively arenas for internal polirics. They are alse active politi-
(Moore, 1993}, Because organirations
pend on their environment for resources they nieed to survive, they are inevita-

1]

bly enmeshed with external constituents whose expectations or demands must be
heeded, These constituents often speak with loud but conflicting voices, adding
1o the challenge of managerial work (Hoskisson, Hitt, johnson, and m:rme.Hﬂ...
2002). As political actors, organizations need to master many of the basic skills

o L o - vironment,
O individual managers as politicians: develop an agenda, map the emvi

L o
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sedd their private interests more

was largely a
- Johnson and his
: than the Orporation’s. Financial stakes
was often driven by issues of Power, reputation, and
wanted the prize, byt ¥ou could win by losing and
In the competitive frenzy, both sides bid ton much, and the win.
chk with an overpriced albatrose,

. yit the game

orytne

Mahisco LBO ecosvstemn lasted only until the bruta| bidding war was
I-Mart’s, are durable, lasting for

an oryanization’s role in an ecosystem affects how it can
[l pursit of its own interests

iy ccosystems, like Wintel's and Wal

fn sl R B

with the overall well-being of the ecosystem.
majar issue for small players with only marginal influence,
al for “keystone” firms like Wal-Mart that sit at the hub of an

not be u

55 Vil

Wal-Mart is successful because it igured out how to create, manage

evolve an incredibly powerful business ecosystem. Over the years

wal-Murt took advantage of its ability to gather consumer informa-

thon 1o coordinale the distributed assets of its vast network of suppli-

ers. Wal-Muart made a point of tracking demand information in real
e, “Uhe key was that it decided 1o share this information with its
supplier networle It introduced Retail Link, the system that still deliv-
ers the most accurate, real-time sales information in the industry to
Wal-Marl partners. Wal-Mart was unique in the retail space in omnw.
g this kind of service, turning Retail Link into a critical supply chain
bl [lansiti and Levien, 2004, pp. 1-2].

; : - svstem, but sees less
Fishiman agrees about Wal-Mart's dominant role in its ecosyster

sy results:
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Public Policy Ecosystems

[ sector policy iremis lrmd

[virtually every government activity,

1 e g
ufacturers, travelers, legislators, and

¢ I

I
¢ i e e witeriess, airpd

e ex
dulive prarlicipaitts 1o the commercial aviation ecusystem

¢ Lllted A
ver for devades, Charped with divergent goals of defending safety, promoting

[1R[

rinistration has been a troubled key

es, the Pedeeal Avilion J

ol the mdustry, and keeping its own costs down, the FAA has

perennlally come under heayy fire from victuatly every direction, Feeble oversight

somelimes permitted marginal carriers to shorteut sitfety but continue flying. An

alr tradli dernization plan rang up billions of dollars in bills, but twenty years

[ater had ) elded fow results

When Masion O, Blakey took over af the Federal Aviation Administration
i 2002, she was determined to fix an air travel system battered by ter-

ks antivuated technology, and the ever-turbulent finances of the

artline “_.“L:.rm; Five vears _._.._._“.r._“. as she prepures o m_”n.,.*,_ down on m.n.m.__.

19 f._:.u_::.,..in.?.:.

o

its clear she failed. Al Cve
earrived. €

. Tything ahay
eater are the risks, the

{ the costs in lost productiv

..._rm...,cmrp
the iger dact
v Pastenger headaches
¥ # RMOs everyone has a by
ctions, lost baggage and -
2almeri and Epstein, 2007, p- 1

ssed conne O Story

wasted hourg g the tar

came of the FAAS troubles were interna) An earls
.d the General Accounting Office had

c-oriented culture essential tg estal

u .
F Teport rom whar was

faulted the apency F
aulted the apencys lack of a

v.
lishing a cultyre of a¢ i

. s of account;

anil coordination” {Dillingham, 2001). But almost =

e constituency’s problem created trouble

..—__...\h._.hﬂ._.. I !
lity
. EVeTY mave it made (o solve
. tor others. Muoch of the
15 ccosystem; Nobady is in charge. The varioys Players in the
riines, small aircraft owners, labor unions,

fault fay in
systen, including
: politicians, airplane manufactar-
ors, and executives with their corporate jets, are locked in permanent warfare as
(hey fight to pratect their own interests. And the FAA, a weak agency that snmn_.m
Congressional approval for how it raises and spends money, seems wnﬂﬁmr_n of
Lreaking the gridiock” (Palmeri and Epstein, 2007,

Education is another illustration of a complex policy ecosystem. Evervane
thinks good schools are important. Families want their children to acquire the
ingredients for success. Businesses need well-trained, literate graduates, Econo-

sts and policy u:mfmma stress the importance of human capital. Teachers want

hetter pay and working conditions. Taxpayers want to cut frills and keep costs
down. Almost no one believes that American schools are as good as they should be,
is little agreement about how to make them better. One popular remedy,

but the
enshrined in federal law in the "No Child Left Behind" Act, emphasizes tests and
incentives: measure how well schools are doing, reward the winners, and penalize

i

e losers. But many teachers and parents argne that overemphasis on metrics and
sanctions is crippling teachers and driving out essential learning opportunities.
Another popular cure for educational ills is giving parents more choice about
which schools their children attend. One version of school choice is vouchers,
grants that families can use to send their children to private schools. Another is
charter schools—publicly funded, quasi-independent educational enterprises,
Proponents of choice argue that parents would seek the best school for their chil-

dren and that the ensuing competition would have an invigorating effect on public
ouchers and charter schools

schools. But school administrators maintain that ¥
of the neediest students.

drain away resources and exacerbate the challenges

it 5
Organizatians as Political Arenas and Political Agents W..u.|




236
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SUCCEss EVED

s-Government Ecosystems

Busines
gs inevitably intersect in @ multitude of ecosysten
) “relems,

and husiz

GRG) discusses one example: _,_..,,_3::_#._::...: companies, E,,,.,..z.nmeﬁ and

jor thre

SO {1
ent, A N

ich sell at a much la
rrade association, an interorganizition coalition, T

to drug companies profit margins is generic ___Em_
[ ) L -M.

Wl

price than brand-name equivalents, In the Uniteq

tes, the indus

ares to prohibit the sale of generic drugs, oste,.

lobhied many slale tegisl

also persuaded the American Medicy)

ily to protect consumiers The
selation (AMA) to permit drups to be advertised by brand name in its i

Consumers normally buy whatever the doctor prescribes, and drug compa.
inted dactors to think brands rather than chemical names. As a result of the

nics wi
M A advertising income tripled in seven years, and the manu-

policy shift, the A
facturers strengthened the position of their respective brands (Perrow, 1986),
The ccosystem shifted with the rapid rise of a newly powerful group of play-
ers: insueers and managed care providers. The growing market dominance of 2
few Jarge insurers dramatically reduced the bargaining power of physicians and
used their growing political leverage to push physicians

drug companies, Insur
ric drugs. In an eflort to save consumers money

te prescribe less expensive gene
neric equivalent

state legislatures began o require pharmacists to ofter the ge
when a brand name is prescribed. Pharmaceutical companies fought back with
televised ads encouraging patients to ask their doctors tor brand name drugs.

Drug companies are not alone in their attention to politics. Firms search fever:

ishly for sources of competitive advantage. One such source is “governmen! pol-
of markets (through

ations, subsidies, and
. and the $i%

LLO— 1. i i i
icy, which determines the rules of commerce; the structure
barriers to entry and changes in cost structures due to regul

taxation); the offerings of goods and services that are _.,m:_:mﬁv_w

Reframing Organizations

pfm
arl

flapid

rkets based on government subsidjes and
4 gnai ntaining access to those who make publ
ortant political goal” (Schuler, Rehbein, and ¢py
palitically active firms use a range of m:uﬁmp.?ﬂmm 2002, p. 659).
al g : s for
pencies (Schuler, Rehbein, and Cramer, 2002), Fedpy
(n Chapter Seven, We noted the company'y sophistica
seaple redEx has been equally agile in Managing jts
wew York Times described it as “one of the mast m:HS.__
lobbies in the capital” (Lewis, 1996, p, Al7). Fed
considerable time in Washingrton, where he i Tegary
Ldvocate. Tt was Mr. Smith who hita labbying m_n_

vr.: F.—.mmmm.. D_UJKW. 0] C.m:n._&..v Wm.m__:. D..m_.
ﬂ 1 ¥ I } ..E ca m ._w,. 1
C Doy c AV e 'v.. ER4T5TY

_:msm:n.ﬁm BOVErnment
Lustrates the Possibilities,
ma_.n.mﬂcmnr 10 managing
political mu,,.:::am:_.,,_:o
dable and successfyl corpo-
Ex CEO Fred Smith “spends
led a5 Federal Expresss chief
quaded Congress to allow the fledgling Lompany naﬂhwm““m.mq__wwwu ___w.__pa: S
its cargo, rather than the small planes to which it had been .E...HWEME S
the watershed event that allowed the company 1 Brow toits _u.q.wmmin d dqu_ dmm
pasition with almost $10.3 billion in business” (p. A30) o

rafe

Fedx's political action committee ranked among the nation's top ten, mak

generous donations to hundreds of congressional candidates. its _ucmwn _ﬁ:ﬁ,
adorned with former legislative leaders from both major political parties. Its cor-
porate jets regularly ferried officeholders to events around the country. All this
ity paid off. In October 1996, when FedEx wanted two words inserted into
1923 law regulating railway express companies, the Senate stayed in session a

w extra days to get it done, even with elections only a month away. A first-term
senator commented, “T was stunned by the breadth and depth of their clout o

re” (Lewis, 1996, p. ALT7).
A similar coevolution of business and politics occurs around the world:

No one would dispute that business and politics are closely intet-
twined in Japan. As one leading financial journalist puts it, “If you
don't use politicians, you cant expand business these days in Japan-
that’s basic.” Businessmen provide politicians with funds, peliticians
provide businessmen with information. If you wish to develop a
department store, a hotel or a ski resort, you need licenses and per-

missions and the cooperation of leading local political figures. And it
n area is slated for development,

is always useful to hear that a certai
tarts, when land prices

preferably several years before development s
are still low |Downer, 1994, p. 299].
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bottled water. That kind of dominance at hath E.uam of the
spectrum—dominance across a huge range of merchandise and
dominance of geographic consumer markets—means that market can-
italism is being strangled with the kind of slow inexorability of 2 boa
r. It's not free-market capitalism; Wal-Mart is running the

ket. The newly merged Procter & Gamble and Gillette has sales in
cxcess of §64 billion a year—nat only bigger by far than any other con-
sumer products company, bat bigger than all but 20 public

lic companies
of any kind in the United States. But remember: Wal-Mart isn't just

%G5 number-one customer; it’s P&G's business. Wal-Mart is bigger
than P&G's next nine customers combined. That's why businesspecple
are scared of Wal-Mart. They should be. And if a corporation with the
scale, vigor, and independence of P&G must bend to Wal-Mart’s will,
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CONCLUSION

1zations are both arenas lor internal po

ics and palitical agents w

" ith thej,
own tgendas, resources, and strategies. As arenas, they house COmpetitigy, and
i offer a sctting for the ongoing interplay of divergent interests and agendas, 5,

nas rules and parameters shape the game to be played, the players oy the

=4 oy B

S,

pursued. From this perspective, every significant Organiy.

e
Andat

1],

tional process is inherently po

As agents, organizations are tools, often very powerful tools, for achieving h,
purposes of whoever controls them. But they are also inevitably dependen on
their environment for needed support and resources. They exist, compete, and

in business or political ecosystems with clusters of organizations, eay
pursuing its own interests and seeking a viable niche. As in nature, relationships
within and between ecosystems aré sometimes fercely competitive, somefimes
collaborative and interdependent.

A particularly urgent and controversial question is the relative power of orga-

I

zations and society. Giant multinational corporations have achieved scale and

resources unprecedented in human history, Critics warry that they are dominat-
ing and distorting politics, society, and the environment, Others argue that orga-

ations retain their clout only by adapting to larger social forces and responding

to the needs and demands of customers and constituents.
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The Symbolic Frame

What i

-

familiar ternys

_.E.v

1BLS OT associations copme tq mind when ¥ou thig
i

American flag

Nazi

General Motors

Princess Diana

%1

Declaration of Independence
Al Qaeda

McDonald’s

Pearl Harbor

Barack Obamy

k about each of thege?

It is likely that you had emotional, even visceral, reactions to many of these

- Each refers to a specific person, group, place, or event, and ¢ach
also dcquired symbolic resonance. Symbols carry powerful intellectual and
¢Motiona) messages; they speak to both the mind and the heart.




