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ABSTRACT

MARK S. HOLT: The Promise and Peril of Innovation: A Critical Analysis &fdourse,
Power and Identity at an Internet Company
(Under the direction of Steve May)

This dissertation examines creativity and innovation as a pervasive mamageme
discourse that shapes the production of meaning and identity within contemporatisoapita
While the discourse is often seen as a liberating force in the postindustnahey, |
highlight the ways in which it constructs specific relations of power/knowled@beough
analysis of a wide variety of texts produced by the cultural circuit ofadegon, | describe
how the discourse constructs an innovation imperative, which mandates that organizations
compete on the battleground of constant creativity and innovation or perish. The discourse
circulates at the level of business culture and is taken up by organizationsuih gfurs
business transformation. In the second part of my analysis, | describe hogcthe sk
shapes the conduct of an Internet company struggling to innovate in a competitive
telecommunications industry. | contend that the management discourse oftgraatl
innovation functions as an “art of government” for stimulating and regulating the
entrepreneurial capacities of individuals and organizations to meet the demands of an

increasingly competitive global economy.
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CHAPTER 1

INTRODUCTION

“We’re always saying to our self . . . we have to innovate. We've got
to come up with that breakthrough.™ Bill Gates, Chairman of

Microsoft Corporation

“The only sustainable competitive advantage comes from out-
innovating the competition. The bottom line is: Innovate or die.
— Tom Peters, Author afhe Circle of Innovation

From the boardroom to the business press, everyone is talking about creativity and
innovation. They are heralded as the keys to growth, prosperity and competitiveagevant
In an increasingly competitive world, organizations are exhorted to crehiarsovate or
perish! According to Florida (2002), creativity is now the most important form of human
capital in the knowledge economy. It is “the ability to create meaningfuferens” and
envision new possibilities. Innovation, on the other hand, is the ability to take new ideas and
turn them into marketplace reality (Mauzy & Harriman, 2003; Tucker, 2002). YetWibf
this talk about creativity and innovation, little research has examined the povesrsibhns
of this pervasive discourse. Within the last 30 years, there has been an explosion of
academic and management writings about creativity and innovation, driven by atwask ne
of business schools, management gurus, consulting companies, and the media. This
discourse has evolved into a well-defined system of meanings, which is producdutdistr

and consumed by the business world as part of an ongoing project of reform. As one



management consultant wrote, innovation has quickly become “the key idea” that is
transforming organizational life (Lafley & Charan, 2008).

According to a joinBusinessweeBoston Consulting Group 2006 survey on
innovation, 72% of senior executives named innovation as one of their top organizational
priorities. As McGregor (2006) summarized, “In the 1990s, innovation was about
technology and control of quality and cost. Today, it's about taking corporate orgarszat
built for efficiency and rewiring them for creativity and growth” (p. 64). divety and
innovation have emerged as a fundamental business paradigm for several reasdpinsa Firs
highly competitive global marketplace, innovation is seen as the way to aghosvth and
profitability (Tucker, 2002). To survive, organizations believe they must consysteadte
new value by developing leading edge products and services. Second, in an age of
marketing, companies have embraced the concept of organizational branding andilhave
their core identities around concepts such as creativity, innovation, and erdtephgn

Like many business trends, creativity and innovation are presented as th@fiSoluti
to the problems of rapid change and increasing competition. In their besg-belbk,

Lafley and Charan (2008) write: “We live in a world of unprecedented change,simgrea
global competitiveness, and the very real threat of commoditization. Innovatios wotthd

is the best way to win — arguably the only way to really win” (p. xi). In &xt teaders are
depicted as “game-changers” who take bold steps to change the game theiabogareze
playing through innovation. Likewise, management consultants Mauzy and Harrid@@) (2
speak euphorically about the many benefits of creative organizations in deigtingey
demands of a “high-speed marketplace”:

We contend that the successful companies will have established constant, gystemat
creativity. They'll do so to fuel the moment-to-moment innovative responses-a high



speed marketplace demands. They'll do so to maintain imaginative resouraasthat

project operations into a future that will change even faster than the preseritl They

do so to develop, in our here-and-gone business environment, the reliably pliable
foundations from which breakthrough innovations can be launched.

Companies will strive to become systematically creative becaudevitygaays. It

pays financially and it provides a rich array of other rewards: employeeauatoier

satisfaction, incremental growth, the flexibility to match relenttdssge, the ability

to attract good talent, elevated market interest, and strengthened cempetit

readiness (p. 4).

According to these authors, creativity “pays” not only in terms of géingrorganizational
performance but also in creating a “rich array of other rewards.”

Indeed, many management writers contend that the rise of human crestvity i
liberating force in the global economy. Florida (2002) proclaims that ctgatthe driving
force of our time, giving rise to a new class of creative professionalsnehitaasforming
work and communities. Likewise, Robinson and Schroeder (2004) argue that creativity and
the “idea revolution” serve to liberate workers and transform organizationifdgbarative,
high-performing enterprises. As they state, “Why do we call this movemewblaition?

We do so because it liberates people and transforms the way that organizations &re r
changes the nature of the relationship between managers and employees” (p. 2)

While discourses of creativity and innovation are compelling because they ptomise
increase organizational performance and empower workers, they can aésnlie
instantiate new forms of power and control. As Zorn et al. (2000) write, schaatiwviaed
as to whether “these changes make the workplace exciting and empowseyingdeers,

1987) or, instead, lure workers into more embracing systems of control and oppression,
leading them to toil longer and harder for reduced rewards and increaseditp$Boje &

Winsor, 1993; Clegg, 1989; Sennett, 1998; V. Smith, 1997)” (p. 523). Alvesson and

Willmott (2004) assert that management discourses of innovation allow for sgnee dé



autonomy and freedom within the workplace, offering opportunities for creativeamdrk
“micro-emancipation”; however, they conclude that “the language of liberetimore often
used to engineer consent” (p. 442). Given the power of this discourse to shape the culture of
work and the productive apparatus of society, it is important to explore it ireigdegth.

Traditional research on creativity and innovation has largely focused on rmigogmi
the benefits of organizational innovation. Studies in this area have covered afreopies
from managing the organizational climate for creativity to understandingjfthsion of
innovation. For example, Amabile (1996) has written extensively on how to creatghthe ri
conditions for organizational innovation by managing the “stimulants and olsstacle
creativity.” This includes addressing factors such as giving emplorgsstom and
autonomy to perform their jobs, providing a challenging work environment, and minimizing
pressures and undue time constraints. In the area of organizational leasgarshrédas
focused on the need to reduce “learning disabilities” such as homogeneity tagicstra
blindness while enhancing information sharing and team learning (Senge et alyYa99d;
et al., 1999). A significant body of research also continues to explore the diffusion of
innovation, which seeks to explain the spread of new ideas throughout society (Freeman,
1982; Rogers, 2003). As | will discuss in Chapter Two, much of this literature adopts a
strongly rationalist and functionalist approach to innovation.

Within the last 30 years, however, critical organization scholars have reedthie
ways in which management discourses exercise new forms of power and control over
employees. Scholars have variously referred to these emerging formsesfgsow
“normative controls” (Kunda, 1992), “unobtrusive controls” (Tompkins & Cheney, 1985),

and “disciplinary power” (Foucault, 1979). These forms of power operate not through



repression or coercion, but by the power of discourse to shape the “insides — the hopes, fe

and aspirations — of workers” (Deetz,1995). In particular, scholars have notedettgeiece

of entrepreneurial discourses and practices designed to elicit ttregglfizing properties of

employees. Rose (1999) documents the trend since the 1960s and continuing through the

“management of excellence” discourse of the 1980s, highlighting the algfgolitical

and economic interests in forging a new image of the self-actualizing workerrespond

with the growing demands of capitalist enterprise. This was supported pptiea@on of a

whole set of psychological concepts, technologies and assessments for workingetin the s
Since then, numerous studies have examined the role of management discourse in

producing the disciplined, enterprising professional of late capitalism. yuSalaman &

Rees, 1996; Holmer-Nadesan & Trethewey, 2000; Knights & Morgan, 1991). For example,

Knights and Morgan (1991) examine “corporate strategy” as a managerial gestuatr

constitutes “a field of knowledge and power which defines what the ‘real problems’ a

within organizations and what are the parameters of the ‘real solutionshibd ({he260).

As such, corporate strategy discourse constructs a regime of truth in wimagersaaand

employees see the world in terms of strategy. Furthermore, the authwedlaat this

discourse re-constitutes the very subjectivity of the employees a®{stractors.”

Likewise, du Gay, Salaman and Rees (1996) outline the emergence of an organizational

discourse they entitle “the enterprise form,” which emphasizes the neadémizations to

reform their business practices in line with a more market-driven economsy, i turn,

requires organizations to transform the conduct of their managers and emphtyees i

‘enterprising’ subjects. To construct the enterprising subject, the authbliglighe use of

management competencies as one key “technology of power” for transformemgpleyee.



Other studies highlight the self-disciplinary practices of women, spabyfitow
they manage their own subjectivities and bodily comportment to conform to organikzationa
discourses of enterprise. For example, Trethewey (1999) and Holmer-Nadészih&wvey
(2000) analyze how organization’s gendered assumptions and women’s popular success
literature respectively inscribe themselves on the bodies of professionalhwbrough
employee self-monitoring and regulation in order to fit ideal conceptions aléem
professionalism and entrepreneurship. While there are elements @esist their
interview accounts, these studies largely show how women’s professional badies (a
identities) are normalized and made docile in the context of organizational batems.

More recently, scholars have focused on the emergence of a new managerialism in
the global economy, which constructs the enterprising subject in new ways. Uniié the
management paradigm based on stability and bureaucratic control, the nevemadisag
emphasizes adaptability, change and constant creativity toward the naarkégzzamel,

Lilley & Willmott, 1993; Thrift, 2005). Thrift (2005) argues that this new manadjem

constructs a new version of capitalism, or “soft” capitalism, “signifyimg formation’s

adaptive characteristics and its supposedly caring, sharing ethos” (pn 1tis new version

of capitalism, managers are positioned as “creative, fast subjects” whongageen

constant communication to marshal the talents and resources of the organizatiomtthdeal
continuous change. Central to this new approach to management is the importance placed on
creativity and innovation. Innovation becomes a rallying cry and a style &ingdhat

motivates workers to pursue organizational goals with renewed intensity and &shusi

Boltanski and Chiapello (2006) assert that discourses of creativity and innovatpartawé



a new “spirit” of capitalism, which is designed to build excitement and conanitto the
capitalist process.

While this new managerial discourse seemingly provides a more exciting andehuma
environment for workers, others argue these improvements are illusory. &868jthas
written extensively about the culture of the new capitalism, with its empbrasie
flexibility and disposability of labor, and how it poses significant threatsesécurity and
emotional well-being of workers. Likewise, numerous scholars have strassieemendous
disadvantages facing workers in today’s global labor market due to the apangial
contract between employers and employees. In this new environment, jobysedledting
and employees must constantly upgrade their skills to remain employag@el{&rg,

Goodall & Trethewey, 2010).

Purpose

The purpose of this research project is to examine creativity and innovation as a
pervasive management discourse that shapes the production of meaning and idleimtity w
contemporary capitalism. In the first part of my study, | conduct aardiscourse analysis
of popular management writings about creativity and innovation, and describe how the
discourse constructs specific relations of power/knowledge. Drawing upon the work of
Foucault, | argue that creativity/innovation is a large-scale diseutsimation that orders
and naturalizes the world of work in particular ways, constituting worldviews, arggni
practices and social identities. In particular, | describe how the discmnseucts a
business imperative, which mandates that organizations compete on the battleground of

constant creativity and innovation or perish! | describe how the discourse teiscatidhe



level of business culture and is taken up by organizations in pursuit of business
transformation.

In the second half of my analysis, | examine the ways in which the discourse shape
power relations at the level of an individual technology organization. Using ethnographic
focus group and interview data, | describe the efforts of a leading IntenveteSProvider
(ISP) located in the United States to transform itself into a more competitive
entrepreneurial organization by taking up the discourse of creativity/inanyatid how the
mandate to “innovate or die” shapes organizational life in significant wapsrodluce the
concept of governmentality to highlight how the discourse shapes the conduct of the
organization “at a distance” by circulating specific images, forms of ledge, and social
technologies (Dean, 1999; Foucault, 1991). Central to my analysis is how innovation has
become an “art of government” for stimulating and regulating the entreymial capacities

of organizations to meet the demands of an increasingly competitive global gconom

Rationale

This research project is an important area of study for several reasons. Firs
creativity/innovation is a pervasive management discourse that shapes dmepmaty
ethos of business. As I highlighted, the discourse is part of a new managdhali$ras
become hegemonic in the global economy, premised on the values of constant change,
adaptability and creativity toward the marketplace. The discourse shapesdiogy of
managers and directs the conduct of organizations in significant ways. Hpwhiler
innovation is an important element of management thought, few studies have examined the

broad rhetorical sweep of the discourse — its knowledge claims, logics and truth effec



Critical scholars have addressed creativity and innovation as a seriaaajement

programs such as Business Process Reengineering and Total Quality Mamnggaingbats

& McCabe, 2003), as a characteristic of “enterprise” culture (Du Gay, 1996% ame a
aspect of managerialism (Deetz, 1992), but little research has analgzszhtant and form

of the discourse itself and how it shapes the contemporary culture of business.oj€lis pr
will examine the specific content and form of the innovation discourse and describe how i
constructs specific relations of power/knowledge that govern organizatienal i
innumerable ways.

Second, the nature of power relationships has changed significantly over &t last
years, especially within knowledge-intensive organizations and the new economyioiCoerc
and direct supervisory control are no longer viable strategies for managingtivations
and commitments of professionals. Instead, organizations rely on a varietytottsufols
to manage employees. In the context of late capitalism, identity has becoynemadadity
of control, which both produces and disciplines workers. Alvesson and Willmott (2004)
suggest this occurs through a variety of means, including corporate imagegladntrol,
normalization and subjection. This study will contribute to the growing body edines on
identity regulation in the workplace by examining how the discourse ofwtgaind
innovation shapes the individual and collective identities of workers as enterpubjagts.
Furthermore, | highlight how identity regulation in the workplace is increasing|
accomplished through a regime of practices, including the power of corpodate a
employment branding.

Third, while many studies of organizational communication focus on the organization

as the key site of production, this project attempts to examine how larger adibcmlrses



shape power relationships at the level of the individual organization. | introduce teptton
of governmentality to explain how the writings of the cultural circuit of chgmiafunction

to stimulate and regulate the productive apparatus of society “at a didtgraseculating
images, forms of knowledge and social technologies. In the case of the Inbenpany, |
describe how the innovation imperative became a dominant rationality that shaped the
motivations and ambitions of the organization and, in turn, how executives drew upon this
discourse to manage the enterprising capacities of their workforce. ®jastpthen,

highlights how organizations are babverned byandgovernors othe discourse.

Fourth, this project will provide important insights into the culture of work at a high-
tech company. Many important works have contributed to our understanding of power and
control in the world of technology organizations. For example, Kunda (1992) provides a
critical analysis of the rites and rituals of culture at an engineenmgjah of a large
American high-tech corporation. He highlights how management efforts to gramot
culture of informality and empowerment mask a more subtle and pervasive form of
normative control, which attempts to shape the hearts and minds of employees. Many othe
works have addressed the power dimensions of high-tech work as well (Jorgensen, 2002;
Kidder, 1981). This project will contribute to this growing body of literature by igigtahg
how the contemporary emphasis on innovation shapes the pressures and ambitions of
organizations, and how innovation has become a new modality of control that shapes the
culture of work in contemporary capitalism.

Finally, while most studies of business creativity and innovation adopt a functonali
perspective, this study attempts to destabilize the notion of innovation as an unquestioned

“‘good.” By placing creativity and innovation within the larger context of a new

10



management ideology that shapes contemporary business practice, | higkligbiwer
dimensions of the discourse and how it creates new forms of work and subjectivisethat

seemingly more creative and humane yet also more fragmented, straedshdecure.

Research Questions
This project will address a number of important research questions about
creativity/innovation and how it shapes the world of work. | have grouped thes®asiest
into three key themes, organized along the dimensions of discourse, power and identity.

Discourse: What is the content and form of the creativity/innovation disGouksel

have described, creativity and innovation is a pervasive management discoursgahahe
economy. It shapes the ideology of managers and constructs the world of work i distinc
ways. Therefore, this project will address the content and form of the crgminovation
discourse: What is the broad rhetorical sweep of the innovation discourse? Wisat are i
knowledge claims, logics and truth effects? Who are the key purveyors of thersiksand
how does it circulate at the level of business culture? And most importantly, hewihdoe
discourse construct specific relations of power/knowledge?

Power: How does the discourse operate as a form of power to manage the conduct of

organizations and their member¥?hile the discourse of creativity/innovation is a dominant

ideology within the business world, it also operates through specific practices.ufFouca
(1983) defines the concept of governmentality broadly as the “conduct of conduct,” which
involves systematic efforts to manage the behavior of populations. In thisatiesetwill
examine how the discourse of innovation functions to govern organizational life egstrat

ways through the use of specific discourses, practices and technologies. FarghBwose
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(1999) argues that increasingly the media offers representations et“sfyéxistence” by
which individuals come to understand and act upon themselves. Therefore, | wilh@xam
how the discourse of creativity/innovation operates as a form of power througbets oéri
mechanisms: what forms of knowledge are deployed by the discourse? How do media
images shape the identities and aspirations of organizational members? Andenarally,
what are the strategies, practices and technologies used to manageealgadwased
workforce?

Identity: How does the discourse shape the identity practices of orgamszand

regulate the subjectivity of workers?Organizational identity and identity management are

important areas of research within organizational communication and orgamiziatdies.

As Cheney (1991) writes, “Organizations are in the business of identity managérient
controlling members must be concerned about how to (re)present the organizatidmées a
and how to connect the individual identities of many members to that embracingiw®llec
identity” (p. 14). Increasingly, organizations attempt to manage the coramgrand
identifications of employees through the production of powerful forms of individual and
collective identity. In addition, | highlight how corporate branding has becomwaspe
technology for managing the subjectivities of organization members. Theraftss, i
dissertation, | will address how the discourse of creativity/innovation shHapetentity
practices of organizations: How does the innovation imperative shape organakati
identity? How does branding function as a technology of control? How does corporate
identity regulate employee subjectivities while also providing the resofmcessistance?
And more broadly, what are the dynamics and tensions of organizational ideathigh-

tech company?
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In the remainder of this dissertation, | organize my research into fiveahapters.

In Chapter 2, | conduct a review of literature in the area of innovation and masrggem
discourse. As | will describe, economic factors alone do not fully account famdrgence

of innovation as a celebrated organizational practice. | describe how innovatiorisoulrs a
understood as a cultural practice — an active process of sense-making — in vadsth a
network of management gurus, consultants, business schools and media outletfishapes t
production of meaning. Furthermore, | argue that creativity and innovation gpasade
central discourse within a new managerialism, which functions to stimuldtegulate the
enterprising capacities of workers. | then highlight the value of adopfog@auldian
approach to management discourse in order to understand how innovation functions as a
form of power in organizations, which shapes organizational cultures and work-based
identities.

In Chapter 3, | describe my research design and methodology for analyzing the
discourse of creativity and innovation. As | explain, my research design esdimne
interplay between management discourse (or discursive formation) and gvenydaizing
practices. Toward this end, | incorporate two distinct methodologies for amgah@w the
discourse of creativity/innovation shapes organizing practices: Foucauldianrdis
analysis and ethnographic fieldwork. Foucauldian discourse analysis is useduicta
critical analysis of popular management writings about creativity and innavati
Ethnographic fieldwork is used to observe and document the social interactions of eork lif
at an Internet technology company.

In Chapter 4, | conduct a critical discourse analysis of popular managemamgswrit

about creativity and innovation, examining key texts from the cultural circuippab&am.

13



The cultural circuit of capitalism is the main group of stakeholders responsilaesast
amount of knowledge and ideas generated about the economy, especially as itorelate
creativity and innovation. This group is comprised of management gurus, consulting
companies, business schools and the media. In my analysis, | highlight howuha cul
circuit of capitalism constructs a dominant narrative of innovation as both promiserignd pe
which shapes the worldview, organizing practices and identities of organgati

In Chapter 5, | examine the ways in which the discourse of creativity/innovati
taken up by an Internet technology company struggling to survive in a highly ctwepeti
telecommunications industry. Drawing upon the concept of governmentalityribeelsow
the discourse functions as an “art of government” for shaping the conduct of theatiga
“at a distance” and regulating the entrepreneurial capacities of itsoaxoekf

And lastly, in Chapter 6, | discuss my research findings and highlight directions for
future research. | begin with the overall thesis of this research that tberdis of
innovation botlreflects and constructs the world of worl his leads to a discussion of a
number of key findings and conclusions about this research. | conclude by highlighting

future directions for research related to innovation and management discourse.
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CHAPTER 2

REVIEW OF LITERATURE

In this chapter, | conduct a review of literature in the area of innovation and
management discourse. | begin by highlighting how innovation has become a pervasive
discourse in the global economy driven by fundamental changes in the mode of production.
As scholars contend, Western economies have shifted toward a new form of work and
organization centering on the production and transformation of knowledge as a source of
capital. Integral to this new form of work is the increased importance placedativity,
innovation and entrepreneurship. Yet, as | will describe, economic factors alone albynot f
account for the emergence of innovation as a celebrated organizational pradéseribe
how innovation must also be understood as a cultural practice — an active process of sense
making — in which a vast network of management gurus, consultants, business schools and
media outlets shapes the production of meaning. While many scholars haveeelxidia
persuasive power of this industry, few studies have examined the broad rhetclos
the innovation discourse and how it constructs specific relations of power and knowledge.
Central to my argument is that creativity and innovation is a powerful manatjeciaurse
within the contemporary “spirit” of capitalism, which functions to stimulaite regulate the
entrepreneurial capacities of workers to meet the demands of a highly com ghsibal

economy.



Creativity/Innovation and the Economy

According to scholars, Western economies have moved toward a qualitatively
different mode of economic and social organization than the one associated with modern
industrialism (Hancock, 2001). Driven by advances in electronic technologies and
globalization processes, this new era has been variously referred to as pastiHoogi-
industrialism, and the postmodern condition. In the 1970s, Bell (1973) wrote presciently
about the emergence of an “information age” in which “theoretical knowledge” would
become the primary commodity of exchange, giving rise to service industdesraew
professional and technical middle class. In similar fashion, Drucker (1998a¥othe
importance of a new role of “knowledge workers” in the emerging economy, wiieth oa
human capital as its main asset. More recently, authors such as Friedman (200G)idad Fl
(2002, 2005) argue that today’s economy can best be described as an “era ofycteativit
Human creativity has become the key factor of production, giving rise to tecluablog
innovation and creative output in many areas of economic and social life.

Along with the importance of information, authors also describe how processes of
globalization are transforming economic practices. Globalization, in its lstoemteception,
is “the widening, deepening and speeding up of worldwide interconnectednesspeatsa
of contemporary life” (Held, et al., 1999, p.1). Stohl (2005) identifies six dynamic and
interdependent processes that are embedded in most globalization theoriesinclindse
1) the dramatic increase in economic interdependence worldwide, 2) the in&tiosifand
deepening of material, political, and cultural exchanges, 3) the global and fapsddiof
ideas and knowledge enabled through new information technologies, 4) the compression of

time and space, 5) the disembedding of events and institutions, which permits new
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realignments and restructuring of social interaction across time and apdd@), increases in
global consciousness through processes of reflexivity (p. 247). These processes a
profoundly affecting the circumstances of everyday life, especladlprganization of work.
Du Gay (2000) contends that globalization has serious implications for the conduct of
organizations. As he states,
Globalization . . . creates an environment of massive uncertainty. In such an
environment, only those organizations that can ‘stay close to the customer’ —
reflexively reconstituting their conduct to become ever more enterprising and
innovative — will survive and prosper. In other words, the successful management of
globalization and its effects requires constant ‘creativity’ and the continuous
construction and reconstruction of organizational forms that rest less and less upon
'mechanistic,” bureaucratic practices and increasingly upon the develbpfmeare
flexible, reflexive, and hence ‘entrepreneurial’ organizational forms andswadde
conduct (p. 68).
Thus, globalization necessitates that organizations shift from traditionalucuagic
mechanisms of control to flatter, flexible, and more entrepreneurial fdrorganization.
For example, Harvey (1989) describes the shift from the rigid practicesdisim to the
flexible modes of production and social structure characterized by a post-lecadisimic
organization. While Fordism relied upon strong, centralized power controls, with rigid
hierarchies and a clear division of labor, post-Fordism encourages flgxanititinnovation
through the decentralization of power. Leadership is much more distributed, and irdividua

are encouraged to embrace “fluidity, change and the creative use of chaos'n;,M9ig@, p.

348).

Creativity/Innovation and Cultural Context
While these scholars highlight fundamental changes in the mode of production as

explanation for the importance of creativity/innovation in the global economy, otiedasc
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contend that economic factors alone do not fully account for the widespread adoption of
innovation as a business “imperative.” These authors argue that innovation must be
understood not simply as economic practice, but as part of a larger cultural cdntext
meaning construction. For example, McCabe (2002) contends that we must avoid the twin
poles of economic determinism on one hand, and volunteerism on the other. Economic
determinism attributes innovation efforts to external forces or stimuli suebaamomic
cycles or new technologies, and assumes that managers have little influspaee of
action to make decisions about innovation. On the other hand, he also cautions against the
perspective of volunteerism, which views innovation as an inherent part of maneafiertal
to control labor. Following the work of Marx, these accounts represent manates as
“agents of capital seeking to extract surplus value” (McCabe, quotingiNatgir4, p. 509).
As a result, this perspective assumes that managers exercise little lygmey and
reproduce an “ideology of control” as members of a specific clasgocgteAlternatively,
McCabe argues that “Instead what is required is an understanding of innovationcds par
far more complex social process: interrelated to the way in which individuetgret, act
and ascribe meaning to the world” (p. 509). He advocates analyses that focus on how
managerial efforts to implement innovation are embedded within dynamit cociexts
that mediate the relationship between economy and organization. In other words, e argue
for a cultural approach to innovation studies. As he writes,
Culture, as it is used here, is a site wherein the production and reproduction of
meaning occurs through subjective interpretations in a context of political
machinations, power relations and inequality. It is the socially constitutddahas
normalcy that often conceals antagonism, disorder, resistance and oppression. Thus,
culture is seen as the very fabric of organizational life and as such innovaéions a

understood as arising through culture to sustain, reproduce, modify and even
transform it (p. 511).
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From this perspective, innovation is neither a product of economic determinism nor a
generalized ideology of control on the part of management. Instead, innovation is

understood as an interpretive practice shaped by socio-cultural context.

Theoretical Approaches to Organizational Innovation
Now that | have highlighted the importance of a cultural approach to innovation, |
want to provide a brief review of existing literature on the subject of managemenation.
Knights and McCabe (2003) provide a valuable summary and critique of differentittedore
approaches to the study of organizational innovation. In their analysis, theyglttighiee
dominant research orientations: rational managerialist, processualtarad cantrol. Let

me describe each of these approaches briefly, along with their contributions itattbins.

Rational managerialist approach

The rational managerialist approach assumes that managers aré aatorsawho
make decisions based on the cost-benefit potential of any particular innovatiors In thi
approach, there is a strong assumption of economic rationality. Studies thatifgxdnspl
approach include a large body of research on technology and diffusion of innovation
(Freeman, 2008; Rogers, 2003). While this approach may adequately explain the adoption of
straightforward technologies that enhance business performance, it doésatived/
explain why more dubious or ambiguous management practices are taken up by
organizations, such as Stephen Covey’s (198@) 7 Habits of Highly Effective People
Furthermore, it assumes that organizational change efforts follow a liogmegsion toward

increasing levels of efficiency and control.
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More recently, management scholars have broadened their analyses to examine the
political dimensions of organizational life in order to account for the selectiomtafrce
innovations as opposed to others. These studies focus on how management knowledge is the
product of an active management-fashion-setting industry. According to Abi@nhams
(1996), management fashion setters are “organizations and individuals who dedicate
themselves to producing and disseminating management knowledge” (p. 256).

Many studies in this area focus on the ability of management gurus and qusdolta
shape the demand for management knowledge through the power of their rhetoric and
marketing activities. For example, Jackson (2001) provides a detailed rHetnalysis of
three individual management fashions that have gained widespread popularity in recent
years: Michael Hammer and James Champy’s reengineering movempherS@ovey's
effectiveness movement, and Peter Senge’s learning organization. Udiaigtdsy theme
method of rhetorical criticism, Jackson describes the content, style and psoogsehich
each of these management gurus creates a large following of supporters vitra@esl 4o
their vision of change. Most importantly, he critically examines the fapeuetorical
strategies and marketing techniques that contributed to their power and sukttesstrast
to the purely rational approach, the management fashions research providescammex
analysis of the persuasive methods involved in the emergence of management fa&tions.
while this approach offers valuable insights into the rhetorical ability of gurds
consultants to shape management thinking, it is limited in its ability to providedeta
descriptions of organizational life or to explain how managers reproducesbitinese

practices.
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Processual approach

A second theoretical perspective is the processual approach. This approash differ
from the rationalistic perspective by adopting a much less determinidtimaar approach
to the study of innovation. First introduced by Mintzberg and Pettigrew in the 1980s, these
studies attempt to understand the micro-politics of organizational life and havingésa
negotiated among competing parties and subgroups. This approach draws on a dyerse ran
of theories to highlight the plurality of interests within organizations. kamele, drawing
upon the work of Weber and Mead, Pettigrew (1973, 1985) describes the conflictual process
by which various organizational actors generate demands and mobilize supdedisamns
and how this leads to unpredictable outcomes. Another example is Fairhurst’'s (1993)
analysis of the micro-politics of implementing a TQM vision and the contradgcthat arise
between management rhetoric and the actual behavior of the organization. In these
examples, politics is seen as a fundamental process that mediates cgnifiietiests.
However, while the processual approach is more sensitive to the diverse andet:godiet
of organizational life, it still adopts a limited perspective on power. As Knigitkd/eeCabe
(2003) state, “The processual approach lacks a political awareness of how oyaalizat
practices are a reflection of struggles to create and sustain eleatiti competition for
power and status. These political dimensions of organization are not simply ‘contesje
to be considered and planned for in advance; rather, they are inescapable dghtmaics
context, which cannot be anticipated or predicted, nor explained away after the(pvent”

60).
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Critical control approach

The final theoretical approach is the critical control perspective. Ik cbatrast to
the rationalist perspective, the critical control approach views orgamgats sites of power
and control. This approach draws on Marxist and labor process theory to highlight systemi
inequalities in the workplace due to the fundamental antagonism between capiéddand |
(Braverman, 1974). Innovation efforts are seen as part of a general “ideolamtrof’con
the part of management to intensify the work process in an effort to extralcissalue
(Thompson & Warhurst, 1998; Willmott, 1993). For example, Willmott (1993) provides a
critique of the corporate culture literature by arguing that corporatgreydtograms are
designed to elicit the self-managing properties of employees and, thuse@ma@iding to a
general philosophy of control. The strength of this research orientation isglzaes a
central focus on the role of power and inequality in organizational life. Howekide, w
some studies highlight the complex interactions and struggles that chaeactganizational
power relationships (Burowoy, 1979), others can be seen to adopt a strongly deierminis
orientation to the workplace, in which managers and employees exercisetieeagbncy or
space of action.

Given the limitations of each of these theoretical approaches, Knights and&cCa
(2003) argue that what is needed is a more constitutive view of organizational power,
focusing on the ways in which discourse shapes subjectivity in the workplace but also
provides the resources for resistance. Drawing on the work of Foucaukhgimsate a
conception of power that is coextensive with meaning and the production of knowledge. In
the following section, I highlight the advantages of adopting a Foucauldian elppocihe

study of management knowledge.
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A Foucauldian Approach to Management Knowledge

Foucault has contributed substantially to contemporary understandings of modern
power by highlighting the central role of discourse in constituting systéohemination.
Central to Foucault’'s argument is the interrelationship between power and knowladipe, w
highlights the inextricable link between the production of knowledge and the exefcis
power. As Foucault (1980) states, “Truth’ is linked in a circular relation witesys of
power which produce and sustain it, and to effects of power which it induces and which
extend it. A ‘regime’ of truth” (p. 133). Employing a method of historical anatydied
genealogy, Foucault emphasizes the discontinuities and struggles inherent lediggow
production and how what is taken to be “true” is the result of “discursive regimes” tha
become ascendant at specific historical moments.

A Foucauldian perspective is thought to have several distinct advantages for
conducting organization studies. First, Foucault's power-knowledge construct provides
valuable insight into the new and emerging forms of control within organizationseé&sg D
(1998) states, “Foucault’s conceptions of ‘disciplinary power’ and ‘social techaslofy
control’ have been very important in understanding new forms of domination arising in a
variety of social institutions” (p. 152). These new forms of power are embedded in the
discourses and practices of everyday organizational life and exert conbeayit many
subtle mechanisms of culture. However, | also want to emphasize that Feuoandeption
of power is not merely “repressive” of organizational subjects but rathedtiptive” of
knowledge and subijectivity in the workplace. As Mumby (1992) explains, “Foucautsinsis
that power is not merely a constraint on knowledge; rather, power incites knowtellge a

creates its very possibility” (p. 90). A central part of this analysisfadlis on how
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discourse works through its positivity to construct organizational subjects whosex
varying degrees of self-management.

Second, a focus on the “genealogy” of discursive formations has highlighted the
historical construction of power/knowledge regimes. This form of critique hagigerve
undermine the seemingly “natural” and “fixed” position of dominant manageriabigiesl
in the workplace.

Third, a Foucauldian perspective presents a relational form of subjectivitly,whic
rather than attributing some essential, immutable core of “self” to thehls, advances a
linguistic conception of identity—one that is often fragmented, multiplicitous and
contradictory. In this way, a discursive approach offers a constitutive mbidieintity
whereby the individual continuously constructs and re-constructs his/heryderdiigh
social interaction. Thus, a Foucauldian perspective helps to explain how power can be
exercised through the shaping of individual and collective identities.

Last, a discursive approach also suggests possibilities for resistanceucaslle
emphasized, even though individuals are constantly situated in webs of discipbmnaaty
there always exists the possibility for struggle and re-definition of thdweeto the
instability of social relationships (as cited in Townley, 1994).

In summary, a growing number of scholars have adopted a Foucauldian perspective
in their analyses of contemporary organizational practices (e.g., Holadeishin, 1997;
Knights and Morgan, 1991; Townley, 1994; Trethewey, 1999). Using the contributions of
Foucault, researchers have been able to identify new and emerging forms ofnpower
organizational contexts and how these forms of power operate at the level of krowledg

production and discourse.
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Innovation and Management Ideology

Now that I've highlighted the advantages of a Foucauldian approach to management
innovation, | want to describe how creativity and innovation functions as a form of
power/knowledge in contemporary practice. In order to do so, | will situatevieatid
innovation within the larger context of a new managerialism that has becomeomsgem
within the business world, premised on the values of change, adaptability and greativit
Furthermore, | highlight how this new managerialist discourse constructs ‘smiet’ of
capitalism, which is designed to stimulate the enterprising capacitresrkérs and build
commitment to the capitalist process.

Since the rise of industrialization, scholars have noted the emergence of a dominant
ideology that governs management thought. According to Deetz (1993), managéasialism
“systemic logic, a set of routine practices, and an ideology” that has becorasiype in
modern society (p. 222). It does not refer to a particular group of people, but to a dominant
discourse that shapes management thought. In its traditional conception, masagerial
focuses on control as a means of securing identity. Its primary mode of reasqromggr
and money. However, within the last 30 years, scholars have identified the meresrfa
new managerialism within business culture, shaped by the writings of the cciltcudl of
capitalism (Thrift, 2005). This new managerialism (or new wave managemmenédicated
not on stability and bureaucratic control but on change, adaptability and creatiatg tine
marketplace. As Ezzamel, Lilley and Willmott (1993) write, “During tB80s a new wave
of management thinking developed which questioned much of the received wisdom ... about

how to organize and manage companies. In particular, the new ideas challenged tbk value
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bureaucratic structures and organizational controls.... What businesses need today,
according to proponents of the new wave, are leaner, more creative and adapsvef for
organization. These have to be based on the commitment of all employees to shaséd value
(p. 99).

While the old management philosophy emphasized hierarchy and control, the new
management philosophy emphasizes commitment to shared values, a pasieipatoach
to problem solving, and teamwork as a way to deal with the complexity of global lsusines
Most importantly, it encourages managers to organize for continuous changeR@ge &
Cheney, 2000) and innovation (Thrift, 2005). As Zorn et al. write, “The new managjeriali
discourse embodies a powerful bias toward change now operating in boardrooms and on
shop floors.... Like the organizational mantras of efficiency, quality, and cussamece,
change has now come to the forefront of popular managerial thought as a slogan that
prevents debate and its own examination” (p. 517). While change is a critica fefattue
new managerialism, it is also premised on the importance of constant creatiity
innovation. As Thrift (2005) states, “A good portion of these management theories were
directly or indirectly concerned with creativity and innovation, and one way to tdbk a
knowledge revolution inspired by the cultural circuit of capital is as the roatioizof
innovation . . .” (pp. 6-7).

As many scholars have noted, the new managerialist discourse is paréof larg
transformations in the global economy within the last 40 years, givintpresseew form of
“soft” capitalism. Soft capitalism is based on the philosophy that economic sliesesith
“softcharacteristics rather than straightforward technological or cost agesiitHeelas,

guoting Ray and Sayer, 2002, p. 81). These “soft” characteristics include “culture,

26



knowledge and creativity”; “identity”; “values, beliefs and assumptions”; #amel “
psychological realm of life” (Heelas, 2002, p. 82). More broadly, Thrift (2005) conteatds t
“soft” capitalism refers to the “formation’s adaptive charactesstitd its supposedly caring,
sharing ethos” (p. 11). In this view, the world is characterized by increasinguaty,
complexity and change and, therefore, requires that business managers addpiibe
and entrepreneurial forms of work as well as embrace principles of nimbledleptation

and creativity toward the marketplace.

According to Thrift, the chief architect of this new version of capitalisras t
cultural circuit of capitalism. The cultural circuit of capitalism isdiseursive apparatus
responsible for producing the vast amount of knowledge and beliefs about the economy,
especially as it relates to change and innovation. The cultural circuit gisechof four
key stakeholder groups: business schools, management consultants, management gurus and
the media. The first three groups are the main producers of the new managiescdigse
while the last group, the media, is responsible for its broad distribution and cinewatinin
the business world. As Thrift documents, these stakeholder groups have forged alibstanti
ties and levels of collaboration within the last forty years, resultingpmagerful formation.

The new managerialist discourse can be seen not only as a way to reformsbusines
practice, but also as a way to manage the motivations and commitments of ladas. Hee
(2002) argues that soft capitalism is a way of infusing work with meaning amficsigce —
“bringing life back to work.” He states:

Soft capitalism involves narratives, more specific discourses, and pradotidesvith

enhancing commitment and motivation; identifying and unblocking ‘barriers’ to

success; seeking identity (what it is to become/be a good manager or teleghone

centre operative, for example); working as a team or as a compargisixgr
responsibility or initiative; engaging in emotion work . . . . (p. 82)
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Thrift (2005) argues that the new discourse requires managers to “re-enbleanttid, to
“become a kind of charismatic itinerant, a cultural ‘diplomat’ (Hofstede, 196a¥tantly
imbuing the business organization’s values and goals, constantly on a mission to axgblai
motivate an increasingly multinational and multicultural workforce in an asangly global
firm” (p.43). From these analyses, we begin to see the ways in which softigapéad the
new managerialist discourse construct a new version of capitalism premisexvatuies of
creativity, adaptability and continuous change, which is designed to foster cenewe
commitment and enthusiasm for work.

In slightly different terms, Boltanski and Chiapello (2006) argue that the new
managerialist discourse is part of the broader ideological system ofvesfet of
capitalism,” which is a key concept re-worked from Weberian sociology. Sphet‘of
capitalism” is the ideology that justifies people’s commitment to cagitaland which
renders this commitment attractive. According to the authors, the spirit tdlsapihas
undergone a number of historical changes since the late nineteenth centcinyinaloides at
least three periods. The third “spirit” emerged during the 1980s, giving rise tasfmaifs
of organization within the capital accumulation process such as network firersieinand
biotech companies, and global finance. Within the third spirit of capitalism, the authors
highlight the prominence of discourses emphasizing creativity, innovation and patman
change.

In order to successfully build commitment to the capitalist process, Boltartski a
Chiapello argue that the spirit of capitalism must respond to three key questiahss w
stimulating about it, how does it provide security, how does it assure justice@laBtom

refers to what is exciting about capitalism, and how it can generate asthusr his
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dimension typically highlights the ways in which capitalism offers “liberd to individuals

and enables them to grow as persons. The second question emphasizes the forniy of secur
that are offered to those involved, for themselves and their families. And the lagirmques
justice, refers to notions of fairness and equity and how capitalism is cohdteatsense of

the common good. Boltanski and Chiapello explain that the first dimension, stimulation, is
most prominent in management discourse, whereas the others are relativeligueidped.
However, they predict that as the element of stimulation diminishes and peoplédisge

the limits of the new order in terms of security and justice, the spirit oftiapitmust

strengthen these dimensions to stand up to critique. This is an important insight, witich |
take up in later chapters.

For now, it is important to recognize that much of what is exciting about the
contemporary spirit of capitalism is the promise of stimulation that itsifeterms of
creativity, innovation and change. The discourse constructs a compelling visiorkah
the new capitalism in which individuals are super-empowered to use their tatenpgte in
the global marketplace and pursue their dreams. While the discourse takes amt differe
depending on its articulation within various contexts, in general it projects etkaiages,

narratives and knowledge claims about the promise of work in the new capitalism.

Discursive Formations and Governmentality
In analyzing creativity and innovation as a managerial discourse, | a#il dpon
two key theories from the work of Foucault: discursive formations and governityental
According to Foucault, a discursive formation is a collection of “practiedssiystematically

form the objects of which they speak” — a “system of formation” — and “theomelidtat is
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established between them . . . by discursive practice” (as quoted in Dreyfus amaWRabi
1982, pp. 62-63). Fairhurst & Putnam (2004) elaborate further by specifying discursive
formations as “general and enduring systems for the formation and aiticu&ideas in a
historically situated time” (p. 8). As systems of formation, discursive faonmsaerect
regimes of truth by constituting “objects” and “subjects” of knowledge. “Odjjett
knowledge are the constructs and entities that comprise a discipline or satiahtiel
become the targets of investigation and elaboration by its adherents. Fptegxam
Discipline and PunishFoucault (1979) describes the dramatic rise of prisons in the
nineteenth century under the guise of humanitarian reform and how it createteanew
system of legal codes, institutions, disciplines and social categoriegnfiaristering state
power.

In delineating a social field, discursive formations also constitute “ssbjefc
knowledge by discursively positioning individuals in specific ways (such dsgdents”
and “criminals”) and tying them to constructions of the self through consciencgohes
of discursive formations comes from their ability to construct dominant wows\ieat
make it difficult to think beyond them. Foucault (1982) makes this point well when he
states: “One cannot speak of anything at any time; it is not easy to sahisgmetv; it is
not enough for us to open our eyes, to pay attention, to be aware, for new objects suddenly to
light up and emerge out of the ground” (p. 44). In this dissertation, | will examegvige
and innovation as a discursive formation, which is part of the larger ideology of the new

managerialism.
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Governmentality

In addition to the theory of discursive formations, | also draw upon Foucault’s theory
of governmentality. According to Foucault (1980), government is a form of power
concerned with the “conduct of conduct” — that is, “to govern . . . is to structure the possible
field of actions of others” (p. 221). In his famous lecture on “Governmentality,” Bthuca
(1991) describes the emergence of an “art of government” beginning in the sixieetiry
in which political rulers introduced questions of economy — that is, “the correcemainn
managing individuals, goods and wealth within the family” — into management détbe s
This complex form of power, he writes, “has as its tapggiulation as its principal form of
knowledgepolitical economy (p. 102).

Since the publication of this work, scholars have advanced conceptions of
government in significant ways. In particular, Dean (1999) provides a usefulidefiit
government in contemporary practice. He writes:

Government is any more or less calculated and rational activity, undertaken by

multiplicity of authorities and agencies, employing a variety of techniquesoand f

of knowledge, that seeks to shape conduct by working through our desires,

aspirations, interests and beliefs, for definite but shifting ends and with aelsedr

of relatively unpredictable consequences, effects and outcomes. (p. 11)

In this definition, government involves attempts to rationally shape or direct human tonduc
by employing a variety of techniques and forms of knowledge, which are engced b
multiplicity of authorities. The term “rational” emphasizes that governmenties

distinct ways of thinking and includes clear, systematic efforts to mawagieict. Above

all, government is conceptualized as an “art” — an activity that involveg, ‘eragination,
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shrewd fashioning, the use of tacit skills and practical know-how, the employment of
intuition and so on” (p. 18).

According to Dean, government can be conceptualized along three dimensions —
truth, power and identity. These correspond to the episteme, techné and ethos of government
(p. 18). The first dimension, truth, highlights how government involves practices for the
production of knowledge and expertise. Knowledge practices govern subjects by
constructing systems of meaning that define what is “true,” “coregat™ethical.” They
operate through the circulation of specific vocabularies, practices and atnsbape
behavior. In this way, knowledge practices construct a “regime of truth” byawhic
populations come to understand themselves and the world around them. The second
dimension, power, emphasizes the technical aspect of government. Governmens employ
particular strategies, programs, mechanisms and social technologiéisebithe behavior
of individuals and populations. Strategies of government operate through “our organized
ways of doing things” to shape human conduct toward specific ends. And the third
dimension, identity, recognizes that government establishes particulaitiédeand forms of
subjectivity for individuals and collectives. Through its knowledge practicesahditjues,
government fosters, promotes and elicits certain qualities, capaoiiesspositions to those
who are governed. Most importantly, government works through the agency and freedom of
individuals to produce self-actualizing subjectivities. As Rose (1999) writesygrnment]
entails a twin process of autonomization and responsibilization — opening fredapthe
choices of individual actors whilst enwrapping these autonomized individuals within new
forms of control” (p. xxiii). In summary, then, government examines the relatpns

between specific forms of truth by which populations come to understand themselves and the
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forms of governing practices employed to shape their conduct. At the intemsafcthese
two dimensions is the production of new forms of human subjectivity and identity.

Many studies have employed Foucault’'s notion of governmentality to explain how
power is exercised “at a distance” through various techniques and technofogpesrol.
Perhaps the most influential work is Du Gay’s analysis of “excellencedutise in the retail
industry in the UK. According to du Gay (1996), “excellence” can be seen as the lates
discourse of work reform in a long history of attempts to transform workers’ subject
experience of the employment relationship. As he states:

...the government of economic life in the twentieth century has entailed a range of

attempts to shape and regulate the relations that individuals have with society’s

productive apparatus. From ‘scientific management’ through ‘human relations’ up to
and including the contemporary programmes of ‘excellence’, the activities of
individuals as workers have become ‘an object of knowledge and the target of
expertise, and a complex web of relays has been formed through which the economic
endeavours of politicians and businessmen have been translated into personal
capacities and aspirations of subjects’ (Miller and Rose, 1990: 19). In other words,
the identity of the ‘worker’ has been differentially constituted in the changing

practices of governing economic life” (p. 55).

He goes on to explore how the management discourse of ‘excellence’ provides the
means by which the political objectives of neo-liberal government in the UK are
accomplished. What these projects have in common, he argues, is a concern fomiragsfor
work and everyday life according to the principles of the free market, or whebmasto be
referred to as enterprise culture. According to various scholars, erdaenpitisre refers to
both the primacy given to commercial enterprises in contemporary sociegll @s\& set of
enterprising qualities to be cultivated in its members, such as autonomy, eniéagive,
self-reliance, creativity and personal responsibility (During, 2005). @dnthis argument

is that the discourse of ‘excellence’ involves a cultural reconstruction of idantite

workplace, which involves the production of entrepreneurial organizational cultures and
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work-based identities. As a management discourse, “excellence” reqaiisfeom

“reactive to proactive postures” and from “bureaucratic to entrepreneiyied of
management” (Wood, 1989, p. 387). As Du Gay describes, “This ‘enterprising self’ is a
calculating self; a self that ‘calculates about itself, and that works wgehiit order to

better itself’” (quoting Rose, 1987, pp. 7-8). While research on enterprise cukuerdely
emerged as a UK issue in response to Thatcherism, scholars have noted hmseder
broader discourse and set of practices that is shaping economic life more(&tdedy &
Wright, 2008). What the discourses of “excellence” and “innovation” have in common is
that both can be seen as part of new developments in management thought within the last 40
years, which strive to govern economic and organizational life in a more entrepad
fashion.

In this dissertation, | will focus on how the discourse of creativity/innovation
functions as a form of governmentality by activating the enterprmiogerties of
organizations “at a distance” through the circulation of the innovation impeeati/és
regimes of practices. Furthermore, | will emphasize how the discourse #haget-
actualizing properties of organizational members through the production andioegofat
organizational identity. Given the importance of this concept in this studyelabm

discuss organizational identity in greater detail.

Organizational Identity
The concept of “organizational identity” receives a lot of attention in both popular
and academic discourse, yet there is significant debate about what ityatieatis. Popular

conceptions often associate “organizational identity” with the public imsgeused by
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organizational leaders and spokespeople and represented in the names, logoseslohsig
corporate branding. On the other hand, academic discussions cover a range ofdheoreti
perspectives from realist arguments (e.g., organizations are cogetigs with identities,
just like people) to social constructionist (e.g., organizations are sets atigellgction that
produce narratives) (Czarniawska-Joerges, 1994). Given the diversity of meanings
associated with the concept of organizational identity, it is important to definaribus

uses within the literature and how scholars have approached the subject.

Traditionally, research on corporate and organizational identity has been conducted
within separate disciplinary tracks and has concentrated on two differeat Betsature
(Schultz, et al., 2000). The corporate identity literature has focused on how brand identity
creates customer value by promoting an organization’s products and servicegerahise
has highlighted the role of strategy and marketing in communicating idenéty external
stakeholder group. In contrast, organizational identity has traditionallgédoon the
internal culture of an organization by highlighting the experience of organiZatienabers.
More recently, scholars have attempted to promote greater interdisgi@indy by
highlighting common concerns across the organizational identity literature.

Goia, Shultz and Corley (2000) identify three areas of research within the
organizational identity literature: 1) concerns with the identity of individwétsn
organizations, 2) concerns with individuals’ identification with organizations, and 3)
concerns with the identity of organizations. Each of these areas of cerfagentity
within,” “identification with” and “identity of” — represents an importalamain of
research. Although there is significant overlap between these categuaiiésse this three-

fold schema to organize the literature.

35



Studies of Individual Identity Within Organizations

The first area is individual identity within organizations. This area refattés
concern for how individuals construct social selves by adopting different orjan&aoles
or narrative identities. Analytical focus is placed on the processes of idantgtruction
and maintenance, or identity work (Alvesson & Willmott, 2004; Collinson, 2003). Résear
has focused on female engineers (Jorgensen, 2002), knowledge-intensive wadviesso(h
2001; Deetz, 1998), managers (Knights & Willmott, 1989; Svenningsson & Alvesson, 2003),
professional women (Holmer-Nadesan & Trethewey, 2000; Trethewey, 1999)ptesitey
subjects” (Du Gay, 1996; Du Gay, et al., 1996), personality-testing (Holmer-Mad&8a),
Alcoholics Anonymous (Holland et al., 1998), and work relationships in Japan (Kondo,
1990). Many of these studies emphasize how dominant discourses construct the sybjectivit
of individuals. However, they also highlight the tensions and contradictions of personal

identity construction in organizational contexts.

Studies of Individuals’ Identification With Organizations

The second area focuses on individuals’ identification with organizations. These
studies place analytic focus on the individual-organization relationship and how individual
come to adopt various positions of identification, dis-identification, schizo-id&itdn and
neutral-identification (Humphreys & Brown, 2002). As Cheney (1983) describes,
identification is an active process by which individuals link themselves to eleimahe
social scene. Specifically, it relates to the process of how individuals codentidyi with

the interests, values and symbols of an organization. These studies can be piacddovi
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general streams of research: identification processes and corpotate ptbdgrams.

Examples of identification processes include the identity construction of uty\ssrice
workers (Holmer-Nadesan, 1996), the cynicism of employees (Fleming & Spids), and
identity struggle within a university system (Humphreys & Brown, 2002). BExesgil
identification within corporate culture programs include: shopfloor culturei{SoH,

1992), high-tech corporate culture (Kunda, 1992), self-managing teams (Barker, b€93), a

culture management (Casey, 1995; Willmott, 1993).

Studies of the Identity of Organizations

The last area focuses on the identity of organizations. According to Albert and
Whetton (1985), organizational identity arises whenever organizations ask thertgjes
“Who are we?”, “What do we stand for?” and “Where are we going?” It is whahisat,
distinctive and enduring about an organization. This literature explores theigellec
sense(s) of an entity and how organizations produce and maintain a shared sease of “w
ness.” However, these studies also highlight organizational identity apleulti
contradictory and adaptive to change (Gioia, et al., 2000). Thus, a central thenmg iof ma
these studies is the struggle over different accounts of identity. While some $bedi® on
an organization’s internal struggles, others emphasize the relationship béteeen t
organization and its environment and how companies respond to external stakeholders.
Examples of internal struggle over organizational identity include studieso&(Boje,
1995; Smith & Eisenberg, 1987). Studies that emphasize the organization-environment

relationship include the NY Port Authority (Dutton & Dukerich, 1991); hybrid identitfes
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professional services firms (Albert & Whetton, 1985) and narrative identitiesexdiSh
public sector organizations (Czarniawska-Joerges, 1994).

Recently, scholars have begun to theorize a more dialectical approach to
organizational identity research. They highlight the interrelationship betweznal and
external organizational processes. For example, Hatch and Schultz (2004hatgue t
organizational identity can be understood as a dialectical process betweea mikure
and external image, representing organizational analogues of Mead'’s “I” arid ‘Gleeney
and Christensen (2001) argue that organizational identity is best conceived mottasnal
or external phenomenon but as an integral feature of the organizing process in which
“meaning is created, negotiated and managed” (p. 241). They suggest that tledéetierm r
broadly to “a system'’s representations by/to itself and by/to othersis{@msen & Cheney,
1994, p. 224).

In this study, | will explore the dynamics of organizational identity uslintdpi@ee of
the meanings described above. However, | will place special emphasis on teadaption
of organizational identity as the collective sense of an entity. This conceptistdel
explain how organizations attempt to govern organizational life by managimgy@d sense
of “we-ness.” Through corporate branding and other organizational communicatias, effor
companies attempt to convey a strong sense of shared purpose and values. Huolever,
also highlight how the production of organizational identity is shaped by the largeatul
context of business discourse. In particular, | will examine how creétwiovation has
become a dominant ideology and set of practices that shapes the identity practices of

organizations, constructing specific relations of power/knowledge.
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In summary, this chapter has outlined some of the major themes within therdé@erat
on innovation as a management discourse and how it functions within contemporary
capitalism. In particular, | have argued that creativity and innovationlmeustderstood not
simply as an economic imperative but also as a cultural practice thapesidhadiscourse
and the production of knowledge. This discourse is generated and distributed by the cultura
circuit of capitalism, a vast network of management gurus, consulting companiessbusine
schools and media outlets. Furthermore, | argued that creativity and innovatide®psra
central discourse within the contemporary spirit of capitalism, which functiotisnolate
and regulate the enterprising capacities of workers. | then highlightedltleeof adopting a
Foucauldian perspective for understanding creativity and innovation as a formesfipow
organizations, which shapes organizational cultures and work-based identities. In the
following chapter, I will discuss my research design and methodology forzargathe
discourse of creativity and innovation. In particular, | describe the ways aiwiy
research design incorporates two distinct methodologies — Foucauldian discalyses an
and ethnographic fieldwork — to examine the dialectic of management discourse and

everyday organizing processes.
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CHAPTER 3

METHODOLOGY

The purpose of this chapter is to outline my research design and methodology for
analyzing the discourse of creativity and innovation. My research design iethbpithe
work of Gubrium and Holstein (2000) who propose a framework for interpretive practice
based on the interplay of discourse-in-practice (or discursive formatimhs)scursive
practice (everyday talk and text). In their view, discursive formationgitdeghe “what”
of social interaction, while discursive practice constitutes the “how.” flectehis
dialectical approach, my methodology is organized into two main components: 1) a
Foucauldian discourse analysis of popular management writings about creatility
innovation, and 2) an ethnographic study of an Internet technology company undergoing
significant change and innovation. Before discussing these two components of my
methodology, let me briefly describe their different approaches to the stddscobirse

analysis.

Two Types of Discourse Analysis
Communication scholars generally distinguish between two types of discourse
analysis in social science reseamiscourseswhich refers to general and enduring systems
of thought, andliscourse which refers to the study of talk and text in social practices

(Alvesson & Karreman, 2000; Fairhurst & Putnam, 2004). Foucauldian discourse analysis



embodies the first type of discourse analysis. It examines languatjegeas they appear
in historically-emergent discourse formations. According to Fairhurst aimé (2004),
Discoursesare “general and enduring systems for the formation and articulation ofridgas i
historically situated time” (p. 8). In this view, power/knowledge relatioagstablished in
culturally standardized discourses, which order and naturalize the worldiculaarways.
Ethnographic fieldwork, on the other hand, focuses predominantly on the second type of
discourse analysis. It involves the observation and writing of culture at thelexeryday
discourse; courseinvolves the “study of talk and text” in social practices. Fairhurst and
Putnam (2004) elaborate:
Viewed as a local accomplishment, discourse is a medium for social irderati
which the details of language in use and interaction processes are cengahsanc
analysts. Talk-in-interaction encompasses the processes of sendingeiwidgec
messages, that is, conversing. It is “the doing” of organizational discourseashe
text is “the done,” or the material representation of discourse in spoken atagcor
forms. (pp. 7-8)
While these two types of discourse analysis can be difficult to approach in one study
| negotiate these tensions by organizing my research into two distinct shgpteshowing
how they are linked by a common discourse. Through the course of my andliglidight
how the managerial discourse of creativity/innovation shapes systems ohghattiie level
of business culture and how these meanings are taken up and/or resisted by theiorganizat

at the level of local practice. Now let me turn to a discussion of my methodsiargre

detail.

A Foucauldian Discourse Analysis of Creativity/Innovation
In the first part of my research, | conduct a Foucauldian discourse analysis @rpopul

management writings about creativity and innovation by analyzing keyftexighe
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cultural circuit of capitalism. As discussed in the previous chapter, the cuaitgrat of
capitalism is the discursive apparatus responsible for producing and distriietivest

amount of knowledge and beliefs about the economy, especially as it relatesg® ahdn
innovation. In selecting texts for analysis, | have chosen representativigsviiom each of
the four main stakeholder groups: management gurus, management consultants, busines

schools and the media.

Four Stakeholder Groups

For management gurus, | selected texts by individuals who are consideredgmomi
experts or leading authorities in the field of business creativity, innovationgeraeat and
economy and who have published bestselling or noteworthy books on the subject. For
example, | analyzed texts by Thomas Friedman and Richard Florida, whbdthve
contributed substantially to the creativity/innovation zeitgeist with thestselling books on
the economyThe World is FlaB.0(2007) andlr'he Rise of the Creative Clag002)
respectively. In addition, | also selected texts from gurus on organizatoahtion, such
as Gary Hamel (London Business School Professor), John Kao (consultant/formed Harva
professor), Robert Tucker (consultant), and A.G. Lafley (former CEO ofdPr@ctamble).
Hamel has written extensively on the topic of management innovation and is considered a
leading authority on management best practices. Likewise, the other indivelurasent a
cross-section of leading voices in the area of creativity and innovation. &uopkx A.G.
Lafley is the former CEO of Procter & Gamble, who is well regarded amawation leader.

He has written a bestselling book on innovation and is featured regularly irsitateand
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print magazines sharing his story of how he transformed P&G into an innovation
powerhouse.

In regard to management consulting companies, | analyzed the writingiiehtial
firms in management and technology consulting such as McKinsey, Accentuia) Bost
Consulting Group and IBM. These firms represent the leading players in theyndimsth
provide advice to business leaders in the areas of strategy, technology, finance and
operations. For example, McKinsey & Company is one of the world's top management
consulting firms with roughly 90 offices in more than 50 countries around the globe. It
serves three of the world's five largest companies and about two-thirdsF@REJNE
1000. Likewise, IBM is an influential player in the area of computers and tecgnalbigh
is expanding its consulting services in the area of innovation and enterpriseemanag

Collectively, these firms produce a vast amount of information and knowledge for the
business world about management and innovation. In fact, many of these companies have
research arms or institutes that specialize in analyzing future and egeegids. The main
output from these research arms is the production of reports, analyses, and outlook®about t
changing economy. Given the impact of these companies on emerging busissise
research involved reviewing research reports and articles from eachr aiitmpiany
websites to analyze the key messages about creativity and innovation, dBigtisa2008
Global Innovation Outlook 2.(2008).

For business schools, | focused much of my analysis on the writings from Harvard
Business School, and its publication arm, the Harvard Business School Press. HBS#&res
major producer and distributor of the innovation discourse for the business world. It

publishes a diversity of authors from both inside and outside the university and functions
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very much as a clearinghouse for management thought on the topic of creatvity a
innovation. Examples of texts from this stakeholder group include Clayton Chrsgense
The Innovator’s Dilemm&003), Teresa Amabilelglanaging for Creativity2006), and
Hamel’'sThe Future of Manageme(®007). | also analyzed a variety of other popular
management texts written by business school faculty, such as Bessarddisthifovation
and Entrepreneurshif2007) and Robinson & SternGorporate Creativity(1997). The
former is a popular textbook on innovation that is widely used in undergraduate and
postgraduate studies, while the latter is a bestselling management bibek foria business
audience. These texts highlight how the creativity/innovation discourse issinglga
forged by a close partnership between business and academic institutions.

Lastly, in regard to media outlets, | analyzed texts from several popular $sisine
magazines that focus on creativity and innovation, incluieysweelandFast Company
magazine. | selectddewsweelas a primary source because it features an annual ranking of
the world’s most innovative companies compiled by Boston Consulting Group, along with an
analysis of management trends. | incluledt Companynagazine because it is a leading
business magazine that celebrates the innovative spirit of contemporary blesidess and
organizations. As such, it serves as an excellent source of stories and naabatitdke
promise of innovation in the global economy. In sum, I collected and analyzed well over 50

books, articles, magazines and research reports produced by the cultural coapitadism.

Research Methods

In conducting my analysis, | attended to several important methodological. points

First, consistent with Foucault’s theory of discursive formations, | exahnmgortant
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“statements” made about creativity and innovation. According to Foucautnstats are
not propositions, utterances or grammatical features of sentences. Stataraespeech acts
that represent significant and consequential knowledge claims within a sociahdéma
Dreyfus and Rabinow (1982) explain, statements are “serious speech adtsivihaassed
certain institutional tests for validation and are recognized as serious &intis by a
community of authorities or experts. As serious truth claims, statemenégarded as
“objects to be studied, repeated and passed on to others” (p. 48). In analyzing the discourse
of creativity/innovation, | attended to significant knowledge claims made byutheal
circuit of capital, paying attention to the construction of “objects” and “sidjjett
knowledge. In addition, my analysis went beyond knowledge claims to highlight the role of
narrative and emotion in the construction of the discourse. A simple example is the
statement, “Innovate or die,” which is a pervasive knowledge claim in the discodirse.
analyzed its meaning as a form of knowledge, and then determined that it had an ¢émotiona
imprint as well. Furthermore, the statement functioned to construct employsasicular
ways, as enterprising subjects driven by the excitement and anxiety of ionovati

Second, drawing upon key principles of critical discourse analysis, | ernptidse
multi-dimensionality and the multi-functionality of discourse. As Fairdio{i992)
explains, critical discourse analysis (CDA) involves analyzing discauirdegee levels —
texts, discursive practice and social practice — in order to understand the liekeetw
discourse and social change. In my analysis, | attended to the detailecsfehtarts as
well as the production, distribution and consumption of discourse by the cultural circuit of
capital in order to explain larger transformations in work, organizations and economy

Furthermore, | emphasized the multi-functionality of discourse by highlig e ways in
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which language performs three functions in constituting social real@gtional, relational
and identity. The ideational function describes how discourse constitutensyste
knowledge and belief about the world and is seen to construct social reality for rembe
The relational function highlights how discourse constitutes social relaggsnshd forms of
organization, such as the current shift toward more flexible and entrepremearkal
structures and organizational cultures. Third, the identity function emphdszede of
discourse in producing subjectivities and social identities. As Fairclough (20025sa
these three functions operate simultaneously in discourse to produce or transfems sys
power and domination in society. In examining the discourse of creativity/inooyAhti
highlighted how the formation functions as a form of power by constituting worldyviews

organizing practices and social identities.

Ethnographic Study of an Internet Company
For the second part of my research, | conducted an ethnographic study of an Internet
company based in the Southeast region of the United States. To maintain the colitifdentia

of the organization, | will use the pseudonym Orange Planet (OP).

Organizational Site
Orange Planet (OP) is a leading Internet service provider (“ISRYidging
nationwide Internet access and related services to its individual and businesecsis Its
primary service offerings are narrowband, broadband or high-speed, and wirtdasst
access services. It was founded in the mid-1990s during the technology boom driven by the

rise of the Internet. In 2000, Orange Planet merged with another compatipgdtea
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second largest Internet Service Provider in the United States. At the time stidy, the
organization had approximately 2,200 employees in six locations, serving overoh milli
customers.

| secured access to the company through a friend and colleague of mine who worked
for the organization. She was a manager of leadership and talent development, and had been
an employee with the company for four years. | had always been imprgdsed b
commitment and enthusiasm for the organization and excited to hear her many stwies a
its culture. | visited the organization several times to meet some of heaigiodls and get a
sense of what life was like at an Internet startup company. Duringahed, the
organization was undergoing significant change and transformation, and was explkniyg
opportunities for innovation. It seemed like an ideal time to study the organizaud its
evolving identity. In 2006, | submitted a proposal for research to the VP of Human
Resources to study the identity and culture of the organization, with a partozzuardn its
innovation efforts. Given the strong alignment between the purpose of my resegech pr
and the organization’s changing strategy, the Chief People Officer approvadadgyn
May of that year.

Orange Planet was selected as an ideal organization for several reassintheF
company is a knowledge-intensive organization that fits the characeeaacnew economy
company. As an Internet Service Provider (“ISP”), Orange Planet prdeatiing edge
technology services, employs a diverse workforce and is progressive in itgamesmd
practices. This is important because | wanted to study the changing ezperievork in
the post-industrial economy characterized by the excitement and unyesfasthange and

innovation. Second, the company operates in a highly competitive business environment and
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therefore must differentiate itself through continuous innovation and brand identity. In
addition, as a knowledge-intensive organization, the company must compete t@attract
retain the most talented employees. Therefore, the organization providesestingeand
dynamic site for studying the intersection of innovation, work and communicatiorspesce
Third, in response to declining revenues, the company has undertaken a major program of
organizational change and innovation in order to reposition itself for future groeth. F
example, as part of its change efforts, Orange Planet has made sttategjuns to

outsource its call centers, standardize its operations, and enter into new biesihees.

This provides an excellent opportunity to study the innovation efforts of the organiaati,

in particular, how popular management discourses about creativity and innovation shape the

way that organizations manage their businesses and workforce.

Research Methods

To study the organization, | used ethnographic fieldwork and qualitative research
techniques as my primary methods of inquiry and data-collection. As Emersoraritetz
Shaw (1995) describe, ethnographic research involaasérsionin others’ worlds in order
to grasp what they experience as meaningful and important” (p. 2). It inevitablyes
“consequential presence” in which the field researcher develops substlatiahships with
those studied and uses this experience as a source of deeper understanding otine every
lives of participants. The purpose of ethnography is “describing and interptreting
observed relationships between social practices and the systems of mearpagicukar
cultural milieu” (Lindlof & Taylor, 2002, p. 16). Ethnographers emphasize the inmoarta

of providing “thick” description, or detailed accounts, of the lives of cultural members
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(Geertz, 1973). Specific, detailed accounts of social interaction give readeeper
understanding of cultural practices from an insider’s perspective. One of therkefits of
ethnography is that it provides a holistic description of cultural membership, ih tileic
researcher documents many different aspects of a culture’s symboliassrtahworld.

In conducting my analysis, however, | want to emphasize that | am not engployin
ethnography only to describe and interpret the meaning of organizational lifehaxs |
highlighted, this research project involves the use of both critical theorylamohedphy to
conduct a critical analysis of work in the new capitalism. Therefore, thispnogorporates
many of the assumptions and ethics of critical ethnography, which attempsuiat dine
status quo and challenge taken-for-granted assumptions that mask underlyingffoomer
and control (Madison, 2005). In this study, | employ ethnography to provide a detailed
account of the social practices of Orange Planet and how work life was shaped by th
discourse of creativity and innovation, constructing specific relations of poweiédaigsy
that served to constrain the experience of work. Therefore, this project uselsimatiom of
critical and ethnographic methods to describe the complexity of organizational power
relationships at Orange Planet.

For this project, | engaged in extensive observation, interviewing, and background
research of the organization for a period of one year, from May 2006 to May 2007. During
this time, | visited the organization 22 times and logged in approximately 175 hours of
observation/interviewing time. In gathering information about the organizatonducted
the following research activities: 25 individual interviews, 4 focus groupgwenf external
and internal communication materials, and extensive participant observationduatiamnd

focus group meetings were conducted using a stratified random sampling of eespdiaged

49



on experience level in the organization. This process involved obtaining a complede lis
of employees from the Human Resources department, which included information @hout ea
employee’s job title, department, email address and talent zone.

Unlike traditional job classification systems, Orange Planet was osghaccording
to five color-coded talent zones. Employees in the yellow talent zone wer@shgimor
members of the organization such as Accounts Receivable representativesnplolees
in the red talent zone were the most senior members, such as the CEO and Exemitive Vi
Presidents. Based on this information, | randomly selected employeed&dist tvhile
simultaneously accounting for talent zone level and cross-departmentaergptmn. As a
result, study participants included a broad cross-section of employees fronaiffenent
job functions, such as accounting, human resources, marketing, engineering, computer
programming, sales, and operations. | then sent employees an email reghesting t
voluntary participation in the study. In my selection process, | also mades éff@abtain a
representative sample of personnel based on gender and ethnicity. In tcealjdwed 53
individuals across the organization, comprised of 27 males, 26 females, 8 African-
American/Asian/ Hispanics and 45 Caucasians. The organization gave me fisisp@nrto
contact employees directly via email and to schedule the meetings vwotheysight or
control.

The purpose of conducting a stratified sampling of employees was to understand the
unique perspective of each experience level within the organization, especiaiiaes to
issues of power and identity. Therefore, | conducted interviews at six levieés in t
organization: 5 new hire interviews, 5 staff/product manager interviews, 4 seamager

interviews, 5 director interviews, 5 vice president interviews and 1 execute@nasident
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interview. Ideally, it would have been useful to conduct additional executive intenbetv
these meetings were more difficult to schedule.

Focus group sessions were intended to gain the benefit of employee interaction and
understand the degree of consensus or disagreement on issues. | found these itddsgiews
extremely beneficial in gauging the level of support or opposition to organizatitarages.
| conducted these meetings based on three experience levels in the organizatiohiré new
session (8 participants), 2 staff sessions (10 and 6 participants respgdcively
director/manager session (4 participants). Participation in both the indiviteraliews and
focus group sessions was voluntary and conformed to the ethical standards otsoual s
research, including informed consent and confidentiality. Refer to Appendixaciapy of
the Invitation to the Interviews and Focus Groups. Refer to Appendix B for a ctpy of
Participant Consent Forms.

Interview and focus group meetings were conducted using a structured interview
guide. Each focus group was conducted for approximately 1.5-2 hours and covered the
following topics: 1) participant introductions and background, 2) general perceptitmes of t
organization, 3) organizational culture and values, 4) creativity & innovation, 5)
organizational vision and mission, and 6) brand, reputation and marketing. Each interview
was scheduled for approximately 45-60 minutes and covered similar topics asuhe f
groups. Some examples of interview and focus group questions included:

e How long have you worked at Orange Planet? What attracted you to the
organization?

e What is unique or distinctive about the company?
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e The following attributes have been used to describe the culture of Orange Hlanet

what extent do you agree or disagree with them? Why?

- Fun

- Casual/Informal

- People-oriented

- Results-oriented

- Creative/Innovative

- Autonomy to do your job
- Chaaotic/fluid/changing

- Conservative (financially)

e How do you feel about the new vision of the company as a “total communications

provider?”

e What is the relationship between management and employees? Give & specifi

example.

e How would you describe the reputation and the public image of Orange Planet?
Each meeting was digitally recorded and transcribed for analysisr tB&ppendix C for a
copy of the Interview and Focus Group Guides.

The interview and focus group data were analyzed using Grounded Theory (or the
constant-comparative method), which grounds theory “in the relationships betwaeamdat
the categories into which they are coded” (Lindlof & Taylor, 2010, p. 218). To deilit
analysis, | used HyperRESEARCH 2.7, a software package for qualitatiaectesén
developing coding categories, | paid close attention to the language ofpaartciattending
to issues of meaning, repetition and forcefulness. In total, | generated 7éndiffeding
categories using the software. Examples of codes include: new vision, fun culture,
organizational change, public image, stress-turnover, cool company, Googlé, casua

informal, organizational identity, and core values and beliefs. Once | codeddHhzadad

on the language of participants, | also generated larger categotesigiit based on my
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analysis of the discursive formation in Chapter 4. This enabled me to begin arganyzi
data into meaningful themes. However, my analysis involved a constant back-and-fort
process of working from grounded discourse to theoretical constructs and biack aga

In addition to interviews and focus groups, | also conducted a review of internal and
external communication materials produced by the company. One major source of
information in this area was the company’s intranet site called PlaybookboBlkacontains
current news and press releases about the company and also featureprepecisiand
topics of interest to the organization. For example, one topic highlights the company’

“world of talent.” Another includes an internal communications campaigrdcalle
Kaleidoscope, which informs employees about the company’s new vision and erduejale
businesses. Playbook also includes an archive of the company’s marketing campaigns
television. Beyond this research, | also conducted an analysis of the company’s 2005
marketing campaign, entitled “Do you believe anything is possible?” whisHea#ured in
magazines and television ads. For each of these documents, | took detailed notesdand code
them using the software package described above.

The final area of data collection involved conducting extensive participant
observation of the organization as it went about its normal business. This included observing
the organization’s new hire orientation program called Get Connected, which is a one-day
training event designed to give employees an introduction to the company’s busitiess, c
and people. | also participated in a variety of informal gatherings durchgfter work
hours, such as employee lunch meetings and celebrations. To record my obsehtab&ns
detailed fieldnotes both during and after key events and expanded upon them laterrin greate

depth. In general, | followed the note-taking guidelines of Emerson, &rdthaw (1995),
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who discuss a variety of strategies for writing, organizing and trargsfaidnotes into
ethnographic texts. One of the most helpful strategies for writing fielsimae separating
observation notes (ON) from personal commentaries (CN) and theoreticalsr(Jityht
Once fieldnotes were recorded, | coded and analyzed them using the samegwocess

described above.

Methodological Limitations

Before | conclude this chapter, | want to discuss several potentialtiongaf my
research methodology. The first limitation concerns the issue of represamtast.
Specifically, to what extent are the selected texts representativepdghiar management
discourse of creativity and innovation? Certainly an argument can be madetbatre
other texts that could or should have been included in my analysis. However, since the topic
of creativity and innovation includes such a vast collection of writings, one of thengjealle
of this project was limiting the scope to a manageable set of texts. Thetefornot make
the argument that this is a definitive list of texts on management innovationhahitis
typical or exemplary of the body of contemporary writings on the subject. Fopéxa
many of the publications from the Harvard Business School Press are meghhjletexts
that are considered staples of the industry. As a result, | included them st bgchuse
they receive broad circulation in the business world as key sources of management
knowledge. | also selected texts based on their popularity and influence within goragm
business culture. For example, | selected Thomas Friedman and Richatd bémause
their writings have attracted considerable attention in the press and, ak,dnaa® shaped

the contemporary ethos of business in significant ways. Lastly, some ofautyeses were
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informed by my own knowledge of the field of creativity and innovation. As an independent
consultant, | have worked in the area of management innovation for many years and am
familiar with many of the core writings in the discipline. As a result, | dyewny

background knowledge to select texts that represent leading voices in the fields Slatn

Kao and Gary Hamel.

Another limitation of this study involves the issue of generalizability. Spadifi to
what extent are the findings generalizable to other organizations and thessusorld
overall? My answer to this question is that ethnographic research by design is dgriounde
the concrete experience of specific communities. As such, it provides a snapshot of
organizational life at a specific point in time. | examined the commuaorcptactices of an
Internet startup company during a period of intense change and transformation for the
organization as it struggled to compete in a highly competitive telecommunicaiiorssry.

In this sense, my findings are not generalizable to other organizations. Howelerfirst
part of my research, | also argue that the discourse of innovation is part of a new
management ideology that shapes organizing practices more genecaliyilé&the findings
at Orange Planet cannot be generalized to other organizations, | believettneal force
of the innovation imperative has broad application to many settings.

In this chapter, | discussed the design and methodology for this research project.
highlighted how this project was structured to examine the dialectic betweagemaent
discourse and everyday organizing processes. | then described the two spagionents
of this study: a Foucauldian discourse analysis of creativity and innovatmana
ethnographic study of an Internet technology company. | outlined in specifictietail

activities, process and methodological considerations for my project | then cahwitida
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discussion of several potential limitations of this study, focusing on issues of
representativeness, utilization and generalizability.

In the following chapter, | conduct a critical analysis of the mandgiseourse of
creativity and innovation by drawing on Foucault’s theory of discursive foonsatil
highlight how the discourse shapes the production of meaning and identity in thedusines

world and constructs specific relations of power/knowledge.
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CHAPTER 4

THE DISCURSIVE FORMATION OF CREATIVITY AND INNOVATION

In this chapter | examine creativity and innovation as a powerful management
discourse that shapes the production of meaning and identity within contemporatisoapita
Drawing upon the work of Foucault, | argue that creativity/innovation igalscale
discursive formation that orders and naturalizes the world in particular ways{utorgs
worldviews, organizing practices and social identities. By analyzipngekes from the
cultural circuit of capitalism, | describe how the discourse constructsraebasmperative in
which organizations must compete on the battleground of constant creativity and mmovati
or die. As | will describe, the discourse is intimately linked to historical aatdral
transformations in the mode of production but also exercises its own rhetorical hamegs
global business in its own image. | locate this discourse within the historieej@mee of
the cultural circuit of capitalism, which has been the chief architect of the
creativity/innovation discourse since the 1970s (Thrift, 2005).

This chapter is organized into two sections. First, | briefly revisit norétieal
framework for analyzing the creativity/innovation discourse using the pbo€éiscursive
formations, and then explain my rationale for placing creativity and innovation togsther
single formation. Second, | analyze the content and form of the formation anitheXenw
the innovation imperative constructs specific relations of power/knowledge, congtitut

worldviews, organizing practices and social identities.



Discursive Formations

According to Foucault, a discursive formation is a collection of “practicas
systematically form the objects of which they speak” — a “system oftoni — and “the
relation that is established between them . . . by discursive practice” (as qubtegfus
and Rabinow, 1982, pp. 62-63). In its simplest terms, a discursive formation is a group of
statements that construct “objects” and “subjects” of knowledge. “Gbjecknowledge
are the constructs and entities that comprise a discipline or social fiel@é@ntdthe
targets of investigation and elaboration by its adherents. “Subjects” of knoywerite
other hand, are the ways in which individuals are discursively positioned and tied to
constructions of the self through conscience or self-knowledge.

In analyzing the discourse of creativity/innovation, | attend to the sgniffi
knowledge claims made by the cultural circuit of capitalism and how they eonstdistinct
domain of management expertise and practical wisdom in the business world. This domai
of knowledge contains its own set of truth claims, prescriptions and injunctions about the
importance of innovation in the global economy, which shapes the ideology of managers and
the business community in general. | highlight how the chief architect dfifluisurse is the
cultural circuit of capitalism, which includes business schools, managementaotssul
management gurus and the media. These stakeholder groups have forged substamniial tie
levels of collaboration within the last 40 years, resulting in a powerful fawmatn this
chapter, | analyze how the cultural circuit of capitalism constructs the darheieativity
and innovation as a form of management knowledge, and how this discourse shapes the

conduct of business.
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| locate creativity and innovation together as a single discourse formatiet dras
the natural affinities and similarities between the two terms. In the wbM¥gtgenstein,
creativity and innovation exhibit a “family resemblance.” This can be seendmedtly in
the way creativity and innovation operate as a couplet in managerial desc@me glance
at book titles on the subject reveals their close associMiamaging Creativity and
Innovation(Harvard Business Essentials, 20a3psing the Innovation Gap: Reigniting the
Spark of Creativity in a Global Econon(lstrin, 2008)The Art of Innovation: Lessons in
Creativity from IDEO, America’s Leading Design Fi(ielley, Littman & Peters, 2001).
More substantially, the two terms are often used interchangeably to desciibecthss of
“value creation.” For example, Kao (1996) writes: “I define creati\styh@ entire process
by which ideas are generated, developed, and transformed into value. It ersssmwyee
people commonly mean by innovation and entrepreneurship” (p. xvii).

Yet, while creativity and innovation are strongly complementary, they also ha
important distinctions. According to management writers, creativity idantng point for
innovation. Itis conceived as the process of discovery or invention in which individuals
generate new and useful ideas for solving problems. It is often taughtaaeaspof ideation
with specific skills and steps that can be learned and practiced (i.e., tineegoealblem
solving process) (Firestien, 1996; Mauzy & Harriman, 2003). Instead of waiting fo
inspiration to strike, creativity is approached as a competency or disciptier aam artful
discipline. Kao (1996) describes the creative process using a jazz metaphor, wiatts he
“lamming.”

Innovation, on the other hand, is defined as the process of implementing new ideas

within organizational contexts, resulting in the creation of significant changew value.
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For example, Drucker defines innovation as “change that creates a newsioimef
performance” (as quoted in Hesselbein, Goldsmith & Somerville, 2002, p. xi). Altelyati
Tucker (2002) defines innovation as “bringing new ideas to life” and making them “a
marketplace reality” (p. 18). In these conceptions, innovation is more thamigetis the
process of implementing creative ideas to effect change or realizeah@gsv As Amabile et
al. (1996) describe, "All innovation begins with creative ideas . . . we define innovation as
the successful implementation of creative ideas within an organization. In this vie
creativity by individuals and teams is a starting point for innovation; thedirgcessary but
not sufficient condition for the second.” Lastly, many conceptions of innovatiorcithpli
or explicitly involve a financial component. Lafley and Charan (2008), for pbeardefine
innovation as “the conversion of a new idea into revenue and profits” (p. 21).

As these definitions highlight, creativity and innovation are complementang that
designate different stages in the process of “value creation.” Whilévitsestthe dynamic
human process of coming up with new ideas, innovation is the organizational process of
implementing those ideas to realize marketplace value. As | will desaté@ven this
chapter, understanding creativity and innovation as a single formation helgdaio érow
the discourse functions to link the creative aspirations of workers to the demands of

innovation capitalism.

The Innovation Imperative — “Innovate or Die!”
Now | want to turn to an examination of the content and form of the creativity and
innovation discourse. | begin my analysis by highlighting a single, dominant amatlioxeer

feature of the formation. In the global economy, innovation has become a business
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imperative. Innovation is no longer considered a “nice-to-do” activity or a supptal goal

of organizations. It is now theecisive criterion for success and a strategic objective for
every organization and economy. According to the discourse, the companies and countries
that will survive and prosper in the twenty-first century are those that caontlsisieeate and
innovate. Creativity and innovation are heralded as the keys to growth, profitabdity
competitive advantage. As Florida (2002) writes, “Creativity . . . is howdhrsivesource

of competitive advantage. In virtually every industry, from automobiles to fashion, food
products, and information technology itself, the winners in the long run are those who can
create and keep creating” (p. 5). What is most distinctive about the discoussgiris &nd

urgent tone. In the knowledge economy, innovation has become a matter of life and death.
Companies are exhorted to innovate or risk survival. In the vernacular of business,
companies must “Innovate or die (out)!”

The innovation imperative arises from a multitude of texts and appears in ewgrythin
from economic policy reports to popular business magazines. While the imperagwe tak
many different forms, its message is the same. Let me share a feplesa A management
guru on creativity proclaims: “Companies that aren’t willing to take risksat long for this
fluid, protean, constantly changing world. Companies that shun creative risk&may b
undercut by competitors not only with better products and services, but also with better
processes and ways of perceiving new opportunities . . .. The choice is stark.oCiafite
(Kao, 1996, pp. xix-xx). A popular business article warns: "Innovate or die’ is not an idle
threat. It's the harsh reality of the modern, fast-forward economy” (Tis@d@el, p. 1).

The innovation imperative has now become a fundamental tenet of business and economic

knowledge in the global economy and a passionate refrain from the cultural alircaytital.
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Given the broad circulation of this statement, it is important to examine&sing and
effects in greater depth. To do this, | will examine several examples of thetionova
imperative in business texts and discuss how they function as discourse in grgater de
In Making Innovation WorkDavila, Epstein & Shelton (2006) capture the spirit of
the innovation imperative. In the following example, the authors highlight the impeénc
innovation to corporate survival. They write:
According to Peter Drucker, “Innovation is the effort to create purposeful focused
change in an enterprise’s economic and social potential.” That statement ver
accurately positions innovation as the agent of change and a crucial tool for every
CEO. True enough, but it does not capture the fundamental importance of innovation
to competitive survival.
More recently, James M. Kilts, then chairman and CEO of The Gillette Company
(currently co-chairman of P&G after the acquisition of Gillette), rswah up
innovation this way: “We created a simple vision two years ago: Build totadl bra
value by innovating to deliver consumer value and customer leadership faségr, bett
and more completely than our competition.”
He also observed: “You need to encourage risk-taking. One of the themes of our
company is to remember that the opposite of success is not failure but inertia.” Tha

puts innovation in the right context; innovation is critical to growth in a competitive
environment. Without innovation, you stall, your competitors take over, and you die.

(pp. 5-6)

As these authors attest, innovation is much more than a management tool; it is a
matter of survival. In a competitive world, innovation enables companies to grow and
prosper while failure to innovate means they lose ground to their competitors and die out
The power of this statement comes, in part, from the reality of global coimpetiut | also
argue that it derives from the power of the cultural circuit of capitalisrartstauct a
narrative of global competition and economic threat. In this narrative, oagjanz are
faced with the constant threat of “competition” and the imminent prospect oig'tys a

business. To survive in this environment, companies must battle the forces of yertia b
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actively pursuing risk-taking and innovation. As is apparent in this brief exathele
innovation imperative gains its rhetorical force by drawing on the potent metapHeranfdi
death. In this view, organizations must compete on the battleground of innovation or risk
their own survival. The discourse works not only at the level of meaning but also emotion.
The threat of competition and corporate death carries an emotional currencyaofdear
anxiety that is substantial. As | will describe, the emotional logicrofval and growth is a
central feature of the innovation imperative.

Let me share another example from a university textbook on innovation and
entrepreneurship. limnovation and EntrepreneurshiBessant and Tidd (2007) provide a
more complete description of the innovation imperative and its logic of survinatfyr In
the introduction, the authors write:

You don’t have to look far before you bump into the innovation imperative. It leaps

out at you from a thousand mission statements and strategy documents, each stressing
how important innovation is to “our customers/our shareholders/our business/our
future” and most often, “our survival and growth.” Innovation shouts at you from
advertisements from products ranging from hairspray to hospital carestliés deep

in the heart of our history books, pointing out how far and for how long it has shaped
our lives. And it is on the lips of every politician, recognizing that our lifesties
constantly shaped and reshaped by the process of innovation.

This isn’t just hype or advertising babble. Innovation does make a huge diffevence t
organizations of all shapes and sizes. The logic is simple — if we don’t change what
we offer the world (products and services) and how we create and deliver them, we
risk being overtaken by others who do. At the limit it's about survival — and history

is very clear on this point; survival is not compulsory! Those enterprises which
survive do so because they are capable of regular and focused change. It's worth
noting that Microsoft — currently one of the biggest and most successful companies in
the world — takes the view that it is always only two years away fromogixim! Or,

as Andy Groves, one of the founders of Intel points out, “Only the paranoid survive!”

On the plus side innovation is also strongly associated with growth. New business is
created by new ideas, by the process of creating competitive advantaup i fivm
can offer. Economists have argued for decades over the exact nature of the

63



relationship but they are generally agreed that innovation accounts foablasize

proportion of economic growth. In a recent book William Baumol pointed out that

“virtually all of the economic growth that has occurred since the eighteenttrg is

ultimately attributable to innovation.”

The survival/growth question poses a problem for established players but a huge

opportunity for newcomers to rewrite the rules of the game. One person’s problem is

another’s opportunity and the nature of innovation is that it is fundamentally about
entrepreneurship. The skill to spot opportunities and create new ways of exploiting
them is at the heart of the innovation process.

Entrepreneurs are risk-takers — but they calculate the costs of taking adeaght

forward against the potential gains if they succeed in doing something different

especially if that involves upstaging the players already in the game. §pp. 4-

In this passage, the authors highlight the ubiquity of the innovation imperative.
Innovation is everywhere: in company mission statements, in advertising, in toay his
books and in political rhetoric. Furthermore, we see a fuller description of the innovation
imperative and its emotional logic of survival and growth. The survival questionghigh
world of constant competition and economic threat in which “only the paranoid survive”
while the growth question promises the excitement of new ideas, risk-takingeand th
opportunity to rewrite the rules of the game. The discourse works rhetoricsligntdate
the anxieties and insecurities of established companies by raising trex sppscirvival and
competition. Companies who fail to change and innovate risk being overtaken by
competitors. At the same time, however, the discourse presents innovation as tlen"solut
to the problems of growth and competitive advantage. Through innovation and
entrepreneurship, companies are able to “exploit” and “upstage” the competition.w&hus
see how the cultural circuit of capitalism constructs a distinct ratiomdlégggonomic warfare
in which innovation represents the new currency of global competition. As llmkescri

throughout this chapter, the emotional logic of survival/growth helps explain the broad

circulation and impact of the innovation imperative in the business world. Yet, in order to
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understand its full effects, the imperative must be understood within the largextaafrthe
discourse formation.

In the next sections, | describe how the cultural circuit of capital cotstuc
dominant narrative of creativity/innovation as bptbmise and perjlin which innovation
represents the hope of a new age of creative production and empowerment but alsatthe thr
of increasing global competition and economic threat. Furthermore, | highbghthis

worldview actively transforms organizations and identities in accordanketsviiwn image.

Constructing Worldview — “The Age of Creativity”

The creativity/innovation formation constructs a distinct worldview about the
emerging knowledge economy in the twenty-first century. According tdisiceurse, we
are moving from an industrial age to an “age of creativity” in which human mathgn,
creativity and thinking are the primary sources of value (de Geus, 2002; Florida, 2002;
Friedman, 2007; Kao, 1996). Driven by globalization, information technology and the
expansion of knowledge work, this new age is fundamentally transforming the ecamaimic
social landscape. Just as the shift from an agrarian society to indwgtitalism produced
dramatic changes in the force of production, there is a similar shift happedaygas
Western economies move toward a globally connected, knowledge-based ecomoimngy. |
new age, it is argued, human creativity and innovation are the main sources of value and
competitive advantage.

This discourse emanates from many corners of the cultural circuit odleapibut
has been popularized by the works of Friedman and Florida. In his bestsellinghaook

World Is Flat 3.0 Friedman (2007) argues that advances in technology have created a “flat
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world” which has leveled the playing field for all people, enabling individualéwidte to
participate and share in the prosperity of global enterprise. Central tgisent is that the
world has entered a new stage of globalization, “Globalization 3.0,” which reeddfly
widespread access to technology and individual empowerment. As Friedman states, “
dynamic force in Globalization 3.0 — the thing that gives it its unique charact¢ne- i
newfound power for individuals to collaborate and compete globally” (p. 10). In this flat
world, everyone is free to participate in the marketplace of ideas and innovatiodingc
those who have traditionally been excluded from the global economy.

In more complex fashion, Florida (2002) argues that human creativity has become the
driving force of our time, transforming the global economy and society inadi@amays. In
this new era, creative talent is the most highly prized resource in industry arjthe of
economic growth. Florida describes the emergence of a new “creatiséthitsis
reshaping work, leisure and everyday life along the dimensions of their valuetesatyiels.

In contrast to Friedman, Florida argues that this world is not “flat” but “spikie”contends
that while the age of creativity is exciting and liberating for some aterbates inequalities
and economic disparities for others.

Despite these differences, Friedman and Florida both construct a world m“ttac
age of creativity” offers great promise for empowering workers, improwipglistandards
and fostering economic growth. Their work contains a clear utopian element, cogtendi
that the rise of human creativity is a liberating force in the global econamniyifve can
realize its full potential. In the preface to the paperback edition, Florids sta

We live in a time of great promise. We have evolved economic and social systems

that tap human creativity and make use of it as never before. This in turn areates
unparalleled opportunity to raise our living standards, build a more humane and
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sustainable economy, and make our lives more complete. But there is no
guarantee.... (p. xiii)

Yet while these authors emphasize the tremendous opportunity for creative roduttie
global economy, they also highlight a new competitive reality. What begihe asamise
of a new creative age quickly turns into an urgent call-to-action for bolsterimgidan
competitiveness.
The cultural circuit of capital has written extensively about American ctitivpaess
at risk. Both Friedman and Florida highlight the rising challenge of glokaliziat
American economic leadership, such as increasing competition from developingesount
the global war for talent, and America’s outdated education system. Butwleaathors
are just the most visible proponents. Another significant source of the innovation risetoric
former Harvard professor John Kao. In the work of Kao, the threat of competititresats
emotional zenith. Building on the work of Friedman, Kao (2007) describes the gkxbal
competition as a “silent Sputnik” that threatens the security and leadershiprpotthe
United States. In the introductionltsnovation Nationhe writes:
Only yesterday, we Americans could afford to feel smug about our preeminence.
Destiny, it seems, had appointed us the world’s permanent pioneers, foreveg stridi
beyond the farthest cutting edge. . . . That was yesterday. Today, things are vastly
different. Innovation has become the new currency of global competition as one
country after another races toward a new high ground where the capacity for
innovation is viewed as a hallmark of national success. These competitors are

beginning to seriously challenge us as magnets for venture capital, R&D, et tal
and as hot spots of innovation from which future streams of opportunity will emerge.

(p.1)

Meanwhile, our own national capacity for innovation is eroding, with deeply
troubling implications for our future. (p. 2)

Though we still enjoy the lead position, other parts of the world are moving ahead at
a rapid pace. (p. 2)
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It is a crucial moment in time, a historic tipping point perhaps. Just as we are
beginning to slack off, others are stepping on the gas. And, at some point — sooner
than we might think — the curves of our decline and the rest of the world’s ascent will
cross. In tomorrow’s world, even more than today’s, innovation will be the engine of
progress. So unless we move to rectify this dismal situation, the United States ca
hope to remain a leader. What's at stake is nothing less than the future pra@spuerity
security of our nation. (p. 3)
| see a crisis brewing, and it makes me angry. (p. 3)
Today we face a challenge without the obvious pain points of Sputnik, a “silent
Sputnik” one might say, whose symptoms are eclectic and might be ignored if viewed
piecemeal. Taken as a whole, however, they tell a story of grave challenge to our
nation’s future health and prosperity. (p. 30)
In this example, “the age of creativity” quickly becomes “a story of gcha#lenge” that
threatens the prosperity and security of the United States. | highlight hadisttussive
construction of a “crisis” resembles the rhetoric of many periods in idarehistory in
which the threat of competition is used to stimulate the productive apparatwsety sind
spur technological innovation. We see this most clearly in the analog\sibéat ‘Sputnik”
used by the author to recall the start of the space race between the UnésdieSoviet
Union during the Cold War. The space race represented both an ideological and
technological contest for supremacy, which initiated significant invessnrepblitical,
military and scientific work. This discourse also emerged in the early 1980the threat
of economic competition from Japan. Management gurus such as Peters and Waterman
(1982) and Deal and Kennedy (1982) drew on this “crisis” in American business to issue a
rallying cry to organizational leaders for greater forms of cregtand empowerment in the
workplace. However, these efforts also instituted new forms of manageomérai ¢hrough
corporate culture programs.

The works cited above highlight a fundamental characteristic of the

creativity/innovation formation. While it promises new forms of empowernmahteeative
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production, the discourse also constructs a world of constant peril in which global
competition and rapid change threaten our economic and national security. In order to
survive in this world, individuals, organizations and entire economies must compete on the
global stage of innovation or die. It is thigrrative of promise and perihat is at the center

of the innovation formation.

Innovation: The New Currency of Global Competition

The narrative of promise and peril circulates at many levels within the inoiovat
formation. Beyond the works of Friedman, Florida and Kao, the narrative is produced and
disseminated by a vast network of management consultants and gurus who strived® provi
their clients with leading research and advice on the changing global ecohoparticular,
consulting companies such as IBM, McKinsey, Accenture and Boston Consulting Group
(BCG) have developed potent analyses of globalization for their clientsigindight both
the opportunities for collaboration and the increasing threats of competition.

In its 2008 Global Innovation Outlook 2.0, IBM states that innovation is increasingly
“global,” “multidisciplinary,” and “collaborative and open.” The new globalesris driven
by the “widespread adoption of networked technologies and open standards,” which is
“removing barriers of geography and accessibility. Anyone and everyonertiaipate in
the innovation economy” (p. 2). With the death of distance, a strong emphasis is placed on
the importance of collaboration. In a global and connected world, people must wahletoge
in new and integrated ways, capitalizing on a diverse mix of talent and expedrser to
solve problems. Since the world is much too complex for individuals working alone,

innovation must be approached by teams of talented people working together across
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geographic and disciplinary boundaries. Furthermore, organizations must look beyond their
own borders for innovative ideas by collaborating with customers and business partners
worldwide. This is the essence of “open innovation” (Chesborough, 2005). As a result, the
ability to foster social networks inside and outside the organization becomes paramount
Yet while technology and globalization provide newfound opportunities for
collaboration worldwide, the new era also presents significant challergpeifically the
threat of increasing global competition. Most consulting companies havecteaeas or
institutes that specialize in analyzing future and emerging trends, oswiatrefer to as
“prognostication” services. The main output from these research arms is the iprodtict
reports, analyses, and outlooks about the changing economy. In analyzing discourse from
these sources, many chronicle the dramatic shifts taking place in theebafl@wonomic
power between developed and developing countries. For example, Accenture writes about a
“multi-polar world” in which “large multinational companies from emergingkets have
started to assert their clout, fundamentally altering the shape ofighilmad” (Nunes &
Purdy, 2008, p. 1). In this more integrated global economy, emerging and developed
economies compete for the same resources in five “battleground areas”: lbptizafion
of talent, 2) the flow of capital, 3) the battle for resources, 4) the emergenace of ne
consumers, and 5) the new map of innovation.
In more dramatic fashion, Boston Consulting Group (2008) has declared that
“globalization is over!” We now live in an era of “globality” — “a nemdadifferent reality
in which we'll all be competing with everyone, from everywhere, for evenytt{Sirkin,
Hemerling & Bhattacharya, 2008). The authors go on to describe how competition fr

developing countries has rapidly become a “tsunami” wave that challéregédsrhinance of
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established companies in the developed world. In particular, they describepitiw ra
developing economies (RDES) in Asia are fast becoming significant npatketo
established players in the West. These companies have learned from their imgfsourc
experiences and have developed their own innovation capabilities. As a result, lilemle “g
challengers” pose a significant threat to established “incumbents” in the \Wasse
examples illustrate how consulting companies have contributed substantibly to t
production of a distinct worldview where innovation is “the new currency of global

competition.”

Transforming Work and Organization — “Innovation as a Way of Life”

Given the narrative of global competition, innovation has become a battle cry and a
passionate call-to-action for organizational reform from the cultur@litiof capital. It is no
longer just about developing new products and services. Innovation is now a broad mandate
for transforming every aspect of work and organizations, from strategy aratiopgto
leadership and culture. As Lafley and Charan (2008) write, “Innovation is the kehadea
shaping corporate life” (p. 23). Companies are exhorted to remake themselvesamocdy
enterprises where innovation is “a way of life” and “part of the DNA” of titee
organization (Tucker, 2002).

Yet, while the cultural circuit proclaims the necessity of innovation, it alsoesethe
current state of innovation efforts in organizations. For example, Tucker (20023iaddign
compares current innovation efforts to the mating of exotic animals:

In most companies today, the practice of innovation can be likened to the mating of

pandas: infrequent, clumsy and often ineffective. Its practice is largehanged

from 20 years ago. While the world has changed drastically, the practice of
innovation remains ad hoc, unsystematic, piecemeal, and ‘seat of the pants.” (p. 2)
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He emphasizes that organizations must move beyond innovation as exceptional or ad hoc and
make it a discipline with specific systems and practices in place. Iasiaghion,

management guru Gary Hamel (2008) compares current innovation efforts tdyrstagges

of the Quality movement, in which responsibility for Quality was initialplased in separate
departments and administered by specialists. He writes:

If it was possible to make something as ethereal and elusive as Quality dasedd-

capability, why, we wondered, couldn’t we do the same thing for innovation? ... If, as

we believe, innovation is the only way to deliver peer-beating results over the long
term, then it is impossible to be satisfied with a management model in whickiecreat
thinking is sequestered in innovation ghettos or is the occasional, heroic act of those
with the patience of Job and the courage of Richard the Lionheart. Innovation is too
important to be a function, or a department, or a one-time initiative, or an exceptional

act. And it will only become more critical in the years to come. (p. xviii)

With the emergence of the innovation “movement,” the cultural circuit has
championed the need to take a “systemic and comprehensive approach” to innovation and
make it “an integral part of the business” (Davila, Epstein & Shelton, 2006; Tucker, 2002)
Within the last 10 years, a wealth of management books have come out that provide
“blueprints” for turning organizations into systematic, serial innovatorsnniovation to the
Core, Skarzynski and Gibson (2008) argue that organizations must “build a deep, enduring
capability for innovation — one that consistently drives profitable revenue growth and tha
enables the company to maintain a competitive advantage over the longeptesinThey
give the examples of General Electric and Procter & Gamble as two atioov
powerhouses” that have transformed their organizations by championing a compeshens
approach to innovation. Likewise, Making Innovation WorkDavila, Epstein & Shelton

(2006) provide seven “Innovation Rules” for executing innovation as a “management process

that requires specific tools, rules and discipline” (p. xviii). These rules inclydexert
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strong leadership on innovation direction and decisions; 2) Integrate innovation into the
business mentality; 3) Match innovation to company strategy; 4) Manage the teatsin
between creativity and value capture; 5) Neutralize organizational ansb6yli€ultivate an
innovation network beyond the organization; and 7) Create the right metrics and rawards
innovation.

What these approaches have in common is the effort to systematize creativity a
innovation and control the labor process at every level. As Lafley and Charan (2068) st
“For innovation to have a payoff — for it to generate sustainable organic sdlpsodit
growth — it must be integrated into how you run your business: its overall purpose ngbals a
strategies, structure and systems, leadership and culture” (p. 10). Mangeohtih@vation
“blueprints” provide detailed strategies for developing and assessteyseastablishing
metrics and performance measures, creating incentives and rewards, anihgnanag
organizational culture and values. The result is that “innovation” has become shéolate
of cultural control. This becomes more apparent when we examine a dominant metaphor
used by the cultural circuit to describe the ideal innovative organizatiorfatttery.”

The cultural circuit has written extensively about the need to turn organizations into
idea and innovation factories. In “Building an Innovation Factory,” Hargadon ar@hSutt
(2001) write, “Businesses that constantly innovate have systematized the produdtion a
testing of new ideas, and the system can be replicated by practicallyganyzation” (p.

55). A.G Lafley, Chairman and CEO of Procter & Gamble, explains the value of the
metaphor even further: “[At P&G] We began thinking about innovation in new ways. We
started from the premise that it is possible to run an innovation program in much the same

way we run a factory. There are inputs; these go through a series of tratsferm
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processes, creating outputs. It is possible to measure the yield of eadsphoduding the
quality, the end product, and the financial and market results” (Lafley & Charan, 2008, p. 7).
In more philosophic terms, Kao (1996) writes about his hope of creating the “post-
industrial factory” of the future in which “the ‘products’ of this factorg ateas.” He
continues:
And yet it's essential that we keep the old ‘hard’ imagery of the faelong with
the ‘soft’ imagery of [creativity]. We must keep it. . . because in the business
context,thoseopposites work together, or they don’t work at all. We've got to have
creative ideas and the value they represent. And, for all the business reasons
reasons of measurement, discipline, purposeful planning, efficiency at deploying
limited resources, legacies of scale, and division of responsibility — wsiledot
to have factories. (p. 150-152).
In using the metaphor of the factory, we see the driving impulse of the cultorat: div
transform organizations into innovation machines. As such, innovation has become the latest
discourse of workplace reform and a new form of control over labor.
In remaking organizations, the cultural circuit emphasizes two importad afe
reform: strategy and culturéStrategy is important because organizations must conceive new
opportunities and ways to grow their businesses. The discourse highlights the nked to ta
greater risks and manage a portfolio of projects. For example, managemerirgerug&
Hamel (2007) advocate that organizations “think like venture capitalists” whotellocals
and manage risk across a diversity of experimental projects with thet&xpe that some
initiatives will succeed while others fail. This is a dominant knowledge claihinihe
formation and circulates as a “best practice” for all organizations pgrsuiovation.
As part of the emphasis on strategy and risk-taking, the discourse emphasizes the

importance of radical innovation. Radical innovation involves developing products,

processes or technologies that dramatically change the competitivetajrgenarket or
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industry and transform the economics of a businesRathcal InnovationLeifer et al.

(2000) differentiate between incremental and radical innovation and emphasize the
importance of radical innovation for business survival. Without radical innovation, they
argue, organizations risk their ability to compete in the long term with younges, mor
entrepreneurial companies who may develop “disruptive technologies.” As they warn,
“Failure to develop and introduce breakthrough innovations puts established firms at risk of
being knocked out of the game by the entrepreneurial newcomers” (p. 1). They eemphasiz
that “every corporate leader should be pounding the drum for projects aimed at producing
breakthrough innovations” (p. 7).

In a similar vein, Skarzynski and Gibson (2008) write about the limits of
“incrementalism” as a business strategy. They write:

Most companies are under intense pressure to meet relentless growth tdmets

is probably no exception. But what do you do if your organization is experiencing

deteriorating growth rates, as current business models mature and coiosofidzg

its course? ... The hard reality is that “incrementalism” is not going to solvefany

these problems. Companies can no longer hope to significantly grow revgnues b

coming up with a slightly improved version of the same old thing and then selling it

to the same old customers through the same old channels in the same old way.... If
you’re in a mature industry, the only way to meet radical top-line growdkttis by
stimulating demand with products, services and business models that are truly
radical.... What we are arguing, in short is that the only way to meet today’s
formidable growth challenges is not through incrementalism but through radical,

game-changing innovation. (pp. 127-128)

These examples illustrate a central theme of the discourse of innovationniesnpa
must not only innovate, they must innoveddically. Incrementalism will not suffice; only
radical or breakthrough innovation can change the rules of the game and retaevigora
corporate growth. But while radical innovation may provide advantages to some

organizations, | highlight how the discourse works rhetorically to induce all oegimg to

pursue projects that are bold, aggressive and filled with high risk. Furtherheodésdourse
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draws on the emotional logic of survival/growth by highlighting the threat opettion to
companies who fail to pursue radical innovation while emphasizing the tremendous
opportunities for economic growth for those who do. By circulating the emotional currenc
of fear, the discourse of radical innovation shapes organizational decision-makiesspsoc

in substantial and potentially detrimental ways.

Cultures of Innovation

In addition to strategy, the cultural circuit of capital emphasizes the neeahiage
organizational cultures to support innovation. As McGregor (2006) writes: “Innovative
companies build innovation cultures. ‘You have to be willing to get down into the plumbing
of the organization and align the nervous system of the company,’ says James P. Andrew,
who heads the innovation practice at BCG” (p. 66). Alignment is the degree to which the
behaviors of every employee support the organization’s key goals and philosophy. As
Robinson and Stern (1997) state, “Corporate creativity is more sensitive to alighare
any other aspect of business or management. A company has to be strgngly ialiorder
to be consistently creative” (p. 104). As a result, the cultural circuit ategih vast amount
of knowledge and information for aligning both the technical and social systems of a
organization.

The formation is filled with advice for how organizations can systematitalyire”
their cultures and operations for creativity and innovation. This includes efforestoute
reporting lines,” “create physical spaces for collaboration, “team up g@acpbss the org
chart,” and “link rewards to innovation” (McGregor, 2006, p. 66). In addition, the formation

emphasizes the need for organizational leaders to manage the socialcdydamard
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Professor Teresa Amabile (1996) has written extensively on the importarar@rollng the
“stimulants and obstacles to creativity.” As she states, “social faotmyde responsible for
only a small part of the total in creative behavior, but they may account footfedhare of
the variance that managers can do anything about” (p. 3). In its totality, the désaburs
creativity and innovation can be seen to transform work and organizations in substantial
ways. As I've outlined, the formation functions to systematize the work prandssxercise
new levels of control over workers. In the following section, | highlight how the dseour

also produces distinct forms of identity.

Producing Identity — “Innovation Leaders and Creative Talent”

As part of the transformation of work, innovation has become a central discourse in
the production of work-based identities, both organizational and individual. This can be seen
in the extent to which organizations and its members derive significant meadipgrpose
from engaging in creativity and innovation. Many organizations devote a sign#icenint
of time and effort developing strategic visions, mission statements and aoes tradt
highlight their commitment to innovation. Likewise, innovation has become important to the
public image and reputation of many companies. In today’s competitive environment,
organizations develop resonant corporate brands and marketing campaigns thancenter
creativity and innovation in an effort to differentiate themselves in the npdatket On an
individual level, many employees find excitement in the prospect of developdigdezdge
products and services and take pride in being part of an entrepreneurial organizaton. G

the power of innovation to shape individual and organizational identities, it is impartant t
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explore how this is accomplished through the discursive apparatus of the cultwialogir

capital.

Organizational Identity

According to Albert and Whetton (1985), organizational identity refers to what is
central, distinctive and enduring about an organization. It highlights the collsetige of
an entity and how organizations attempt to produce and maintain a shared sense of “we-
ness.” Christensen & Cheney (1994) suggest that the term refers broadly tefi@sys
representations by/to itself and by/to others” (p. 224). In today’s economy, orgarszat
increasingly build their corporate identities around the importance ofwtgaind
innovation. Creativity and innovation represent both symbolic and material sumcess f
companies, signifying growth, profitability, status and competitive advantagel Y
highlight how the drive for innovation does not come ready-made, but must be reproduced
through discourse. | argue that the cultural circuit of capitalism shapes biteoamof the
business world by circulating specific images, forms of knowledge and nasrabveat the
promise of innovation in the global economy, which organizations take up as part of their
corporate brands and organizational identities.

One of the ways that the discourse of creativity and innovation shapes the identity of
organizations is through the production and circulation of innovation rankings and stories
about innovation leaders. In many business magazines, there are annual rartkiemgsost
creative/innovative companies based on survey results. SinceR@Ressweetagazine
and Boston Consulting Group have compiled a highly publicized annual ranking of “The

World’s 25 Most Innovative Companies.” In these issues, the magazine describasehe c
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group of companies that have made the list and provides a snapshot of their financial
performance. One strong message from these rankings is that “creatyaty g he linking
of creativity and financial return is an important element of the innovation fiamait
communicates the promise of innovation and emphasizes the rich rewards thdi@seait t
companies that innovate. A second message from these rankings is that innovation
determines the “winners” and “losers” in the global economy. For the pasalsgyars,
Apple and Google have topped the list as the world’s most innovative companies (Andrew et
al., 2008). As technology leaders, both companies have become legendary for creating
innovative products and services that excite the imagination of users. Their elparats
emphasize the importance of both innovation and revolutionary change. For example, on its
employment website, Apple states: “Part career, part revolution. Donttdxpsness as
usual. Prepare to be inspired” (Apple website, 2010). Likewise, Google’s cermmatity
emphasizes “smart people with the potential to change the world.” (Google w20%ii¢.
As a result of their innovative brands and tremendous success, both companies atke reporte
continuously in the media, describing how they have transformed their organizatébns
industries through innovation.

A key characteristic of the discourse is the lavish praise and excitesezhto
describe the accomplishments of innovation leaders, reflecting a formooivbeship. For
example, inWiredmagazine’s 2007 innovation ranking, Google is described as follows:
“The masters of the universe are busily converting ad dollars into a globarketifiber
lines and data centers. A planetary computer crunching ever-larger mountaisgoébi

invention of historic import. Google’s power to inspire both awe and fear continues to
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grow.” Likewise,Fortunemagazine announced its most admired company for innovation in

2010: Apple Computer. Apple was described this way:
Steve Jobs does it again: Apple is keeping its Most Admired crown for the third ye
in a row. With 250 million iPods, 43 million iPhones, and 32 million iPod touches
sold to date, plus the promise of a game-changing iPad, Apple won this year’s vote by
the highest margin ever for a No. 1. ... Its track record for innovation and fierce
consumer loyalty translates into tremendous respect across businesd’ faigkes
As BMW CEO Norbert Reithofer puts it, "The whole world held its breath befere th
iPad was announced. That's brand management at its very best.” (Fortune website,
2010)

These examples highlight how both companies are described in exceptionallyuybowerf

terms: “masters of the universe,” “most admired crown,” and “the whole wdddtke
breath.” They are revered not only for their innovation but for their global dominance in
conquering markets, which inspires both “awe” and “fear.” While Apple and Googte hav
earned much of their praise, | highlight how the constant circulation of innovatikimgs
and stories in the media functions to shape the aspirations and identifications gérsana
stimulating the entrepreneurial drives of the business world. This is just anplexat how

the promise of innovation contributes to the production of entrepreneurial organizational

cultures and identities.

Individual Identities

On an individual level, the discourse contributes to the production of distinct work-
based identities. As du Gay (1996) contends, discourse “makes up” new ways for people to
be at work. In analyzing the discourse of the cultural circuit, there iseaajeelebration
and affirmation of human creativity. The formation is filled with numerous passage

extol the intrinsic creativity of workers and the importance of cregtigieveryday life. For
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example, Mauzy and Harriman (2003) write: “creativity is not reservearfists, inventors,
creative professionals, and the handful of visionaries who in other venues change the way
everyone understands their lives .... Everyone is born with innate creative abdity, a
creative ability responds to exercise like a muscle. And although not evergyrizera
natural Olympian of creativity, anyone who gets into shape can surely run andndmp a
bounce the ball” (pp. 12-13).

Beyond the celebration of the creative subject, the formation constitutesritieade
of knowledge workers in specific ways. In examining media represerggkioowledge
workers are constructed around a broad set of characteristics such as, paisigtive,
creativity, customer focus, mobility, and speed. Above all, they are reprssntecative
talent who are passionate about their work and strive to make a difference through thei
initiative and imagination. What is most noteworthy is how these media reptesestink
creativity and capitalist enterprise to produce a compelling figure ofdla¢ive/innovative
professional in the global economy.

Let me share an example frdmst Companynagazine to illustrate this point.
Founded in 1995;ast Companys a leading business magazine that celebrates the ingenuity
and innovative spirit of contemporary business leaders and organizations. According to the
company’s websitdsast Companyilluminates the evolution of business through a unique
focus on the most creative individuals in the marketplace. By uncovering best atid "ne
practices, the magazine helps a new breed of leader work smarter andfecbneebf’
(Company website). As Thrift (2005) arguEast Companys a prime example of the
production of work identities in the era of soft capitalism. He highlights how thazimeg

discursively positions managers as “creative, fast subjects” (p. 137). | expans iosighit
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by examining howrast Companyonstructs a portrait of a “new breed of leader” that
provides an exemplar of the creative and entrepreneurial knowledge workee Setected
the “creativity issue” from December 2004 as a representative text.

In this issue, a “Letter from the Editor” introduces readers to a yourkgtimay
director from Bang & Olufsen who is featured in the cover story:

Meet the quintessential fast person in a fast company: Zean Nielsen, difector
marketing for Bang & Olufsen America Inc. He’s on this month’s cover bedais
a prolific idea champion who's helping his organization grow rapidly. . . .

When we began contemplating this special issue on creativity, Nielsesxaetty/

the sort of person we had in mind. Creativity drives growth, and creative people
drive every great enterprise. It's not too trite to say that. These daxesal¢oo

easily caught up in the tactics of competition. We can forget that sustainable
advantage is ultimately a function of a company’s ability to consistgatigrate,
develop, and sell valuable new ideas. Which is to say, creativity is at the heart of
work and business. And as long as there are new ideas, we all have plenty to learn
about where they come from and how they’re brought to life. That's why this issue
of Fast Companys so important.

Zean (pronounced Shawn) landed his big job three years ago at the age of 23,
becoming the youngest marketing director in Bang &Olufsen’s history.tQJusn

an interview with the Danish company, he had to endure eight hours of exams that
tested his IG and his personality, as well as his English and math skills. Tiso yea
later, he was sent to Chicago, where he eventually helped plot strategy tderack t
North American market. Nielsen has since helped plan and open 43 of Bang &
Olufsen’s 60 stores in the United States and Canada.

Think about that. Nielsen is just 26. The fact that he’s been given such responsibility
SO young says a lot about Bang & Olufsen. It is an organization that encourdges a
supports creativity, a flat and lean company where young, talented people are
empowered to make a difference. There’s little hierarchy and no top-down
management. . . . Bang & Olufsen’s culture helps Nielsen realize hizverea

promise. That's why he works 70 hours a week, and loves it. “I find myself leaning
forward on the wheel in the morning to get to work quicker,” he says. “l don't see it
as work. It's a passion.”

... One things for sure: Our economy needs more organizations that value and
encourage the creative spirit. And we need more people like Zean Nielsen who bring
passion, energy, and an abundance of ideas to their work every day. (Byrne, 2004, p.
16)
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In this example, the editor explains why Neilsen represents the peréeaplexof a
“new breed of leader.” He is the epitome of a creative, enterprising poyfaksiAs an
individual, he brings “passion, energy and an abundance of ideas to work every day.” He is
also deeply committed to helping his organization grow. After enduring augjor
recruitment process, he now works 70-hour workweeks to help his company expand in the
U.S. market. Organizationally, Bang & Olufsen is depicted as a new breeohpégy, one
that “encourages and supports creativity, a flat and lean company where \lentegita
people are empowered to make a difference.” This is in contrast to many atigasithat
stifle the innovative spirit with too much bureaucracy. Finally, the editor goes oadigbde
the vision of a dynamic creative economy: “Creativity drives growth, arativeepeople
drive every creative enterprise.” By weaving together themes of perseatlity,
organizational innovation and global capitalism, this example constructs a cognpakige
of the contemporary knowledge worker. Moreover, it illustrates how creativetydent
systematically linked to innovation and the fulfillment of capitalist entexpris

One final example further illustrates the production of the creative and esitegpr
knowledge worker. In 2006, BlackBerry launched a high profile marketing campaign
focusing on the personal narratives of creative professionals who talk abouteyliove”
their BlackBerrys. In these stories, creative professionals and entngjsrehare their
passion for work and describe how Blackberry devices help them live moreeaadi
empowering lives. Each story highlights the personal testimonial of iverkaowledge
worker in the dynamic global economin one example, Nina Garcia, Fashion Director for
ELLE Magazineshares her story:

| am Nina Garcia. | am the fashion director for ELLE Magazine. | love fashios. T
is my life. | think you really have to find something you like and give it 200%. I'm
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passionate about this industry. | love the newness every season, and the opportunity
to be able to see such beautiful things.

| travel a lot, and [when] a photo shoot comes up, before | would have to wait until |
got to a computer and logged in. This way | get a picture of it on my BlackBerry. |
get a J-peg of the image. This already gives me a very good ideats gdiag on
with the layout, with the cover, with what we need to shoot. You need to be first; you
need to have the news first; you need to go see that designer before the mompetit
goes there and sees it. So it's a way of very quickly getting the informthtat you
need.
BlackBerry to me is freedom; it helps me keep connected to the magazine. | can
communicate what needs to be done. | really use my BlackBerry for everytising
my phone, it has all of my scheduling, it has everybody’s numbers, New York, Milan,
Paris, London. When I'm going from show to show, | usually have a BlackBerry and
a little notebook. If something amazing comes down the runway, yes, I'm
BlackBerrying all my editors.
This story illustrates how knowledge workers are constructed in distinct yagsionate,
creative, fast-paced, connected, global, and competitive. Again, we Spedifec linking
of creativity and capitalist enterprise to produce an exciting portréieaénterprising
professional. This professional represents a new type of hero in the global economy
fulfilling their personal dreams for creativity while participatinghe global pursuit of
business innovation. As I highlighted earlier, the cultural circuit of capitaisapes the
motivations and identifications of the business world by circulating spetifiges and
forms of knowledge about the promise of innovation in contemporary capitalism. These
forms of knowledge stimulate the self-actualizing properties of individuadcollectives,
contributing to the production of the enterprising subject at work. What remains tanbe see
how this discourse is taken up and/or resisted by individuals at the level of everyday
organizing processes. This is the subject of the next chapter.

In this chapter, | examined creativity and innovation as a large-scale discurs

formation that constitutes worldviews, organizing practices and socialtidenti
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highlighted how the discourse constructs an “innovation imperative” which maniattes t
companies compete on the terrain of constant innovation or perish. Central to thévmpera
is the emotional logic of survival/growth, which works rhetorically byuwtating a currency

of fear. Furthermore, | tried to show how the imperative is part of a largatinarof

promise and peril, in which creativity and innovation represent the promise of a @éwutag
also the peril of increasing global competition. It is this dominant constnuittat animates
the formation and gives it its rhetorical force within the business world. lolbeing

chapter, | examine how the discourse of creativity and innovation shapes meahelpatk

of an individual organization. Specifically, | describe the efforts of a leadtegiet

company to survive in a highly competitive telecommunications industry, and how the

innovation imperative shape organizational life in significant ways.

85



CHAPTER 5
GOVERNING ORGANIZATIONAL LIFE THROUGH

CREATIVITY AND INNOVATION

In this chapter, | examine the ways in which the managerial discourset¥itye
and innovation shapes work and identity at the level of an individual organization. Using
ethnographic, focus group and interview data, | describe the efforts of a |&adimgt
Service Provider (ISP) located in the United States to transform itseH imore competitive
and entrepreneurial organization by taking up the discourse of creatmityétion, and how
the mandate to “innovate or die” shapes organizational life in significant waytsoduce
the concept of governmentality to highlight how the discourse shapes the conduct of the
organization “at a distance” by circulating specific images, forms of leudye, and social
technologies organized around the promise and peril of innovation. | argue that
organizational leaders take up the discourse as a way to make sense of theaitemyes
facing them due to increasing competition and economic threat. Central toumeatgs
that innovation has become an “art of government” for stimulating and regulating the
entrepreneurial capacities of organizations to meet the demands of an mgtyeasi
competitive global economy.

In the case of Orange Planet, | describe how creativity and innovation became a
central discourse in the production of organizational meaning, identity and peréama

shaping the company’s entire approach to work. Since its founding as a startup cohgany, t



organization had cultivated a distinct corporate identity centered around thesgtahi
creative freedom and the endless possibilities of the Internet. Hows\ke arganization
began to experience economic challenges, there was a marked shift towa@bament
discourse characterized by the “peril” of innovation. According to this diseptire
organization was faced with rapid change, increasing competition and the imrhneahf
“dying” as a business. The only way to survive in this environment was to take gisate
and compete on the battleground of innovation. Guided by the logic of the innovation
imperative, | describe how executives introduced a bold new vision for the company
designed to stimulate the creative aspirations of their people. Furtleetimerwas
accompanied by the implementation of a regime of practices to regulateehaising
capacities and dispositions of their workforce. In particular, I highlight éastoniplogies for
managing the identifications and commitments of employees: the brand ancetsbpet.
Despite these efforts at government, however, the company’s innovation effietnete

with various degrees of skepticism, dissatisfaction and forms of resistantemployees
due to the growing disjuncture (or “gap”) between the promise of innovation and the real
of work for organizational members. This chapter illustrates how the discoursa¥ity
and innovation shapes the conduct of organizations and the production of the enterprising
subject at work, yet is increasingly prone to rupture.

This chapter is organized into three sections. First, | revisit the concept of
governmentality and describe how the discourse of creativity and innovation furagians
art of government for managing the conduct of organizations. Second, | provide an
introduction to the history, growth and challenges of the Internet Service Rravideh |

refer to as Orange Planet (OP). | describe its founding as an Intaneb €ompany during
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the 1990s to its current position as a mature ISP struggling to innovate and survive in a
highly competitive telecommunications industry. Third, | examine the vmeysich the
discourse of creativity/innovation shapes the conduct of the organization through the

production of organizational meaning, identity and performance.

Governmentality

According to Foucault (1980), governmentality is a form of power concerned with the
“conduct of conduct” — that is, “to govern . . . is to structure the possible field of actions of
others” (p. 221). It involves distinct ways of thinking and includes clear, systesfiatits
to manage conduct. Above all, government is conceptualized as an “art” — ay Huaivit
involves “craft, imagination, shrewd fashioning, the use of tacit skills and gabktiow-
how, the employment of intuition and so on” (Dean, 1999, p. 18). In this chapter, | describe
how the discourse of creativity and innovation has become an “art of governorent” f
stimulating and regulating the entrepreneurial capacities of orgamzatAs an art of
government, innovation shapes the conduct of organizations in several specific ways.

First, it circulates a well-defined body of knowledge and beliefs about howrntagaa
organizations in the twenty-first century. Central to this body of knowledge isgtueof
the innovation imperative, which mandates that organizations compete on the terrain of
constant creativity and innovation or perish. At Orange Planet, | highlight how the
innovation imperative constructed a dominant rationality — a “regime of truithiwhich the
organization had to “innovate or die.” This discourse works not only at the level of meaning
but also emotion. It circulates an emotional currency of both anxiety and excitebout

the future, which shapes the actions of organizational members.
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Second, the discourse of innovation disseminates specific strategies, tecsahal
“best practices” for transforming organizations into disciplined innovatarparticular, |
highlight how human resources and finance have become important disciplines for the
management of the enterprising organization. At Orange Planet, | descrilteehiowman
resources function enacted a regime of practices designed to recruitraagereanployees
as creative “talent.” In addition, the organization placed increasing emm@manancial
measurement and controls, which was intended to manage the risks and rewards of
innovation. Together, these disciplines functioned as two key elements in a gfstem
government that regulated the entrepreneurial capacities of employees.

Third, the discourse of innovation elicits the self-actualizing properties ofdodils
and organizations. As | will describe, innovation “makes up” new ways for peopéedt
work by circulating new images and forms of knowledge that shape the emgrpris
capacities and dispositions of workers. Employees are constructed asecfaatipaced
and driven talent who are comfortable with change and ambiguity. In additisn, | al
highlight how the innovation imperative shapes the collective identity of orgemgzan
powerful ways. As Cheney and Christensen (1994) write, organizational idefeity
broadly to “a system’s representations by/to itself and by/to others” (p. B2t)day’s
economy, organizations spend a significant amount of time and money in constructing
images and narratives that convey a strong sense of shared identity. At Blearedel
highlight how the promise of creativity was an important part of the brand ydehthe
organization, which was used to manage and regulate employee performanceeribwe
also highlight how the identity of the organization changed over time as the gompan

struggled to innovate in an increasingly competitive telecommunications ydd&iw that
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I've highlighted the theoretical framework for this chapter, let me introtheebackground,

history and challenges facing the organization.

Welcome to Startup, Inc

The main headquarters of Orange Planet is located on a bustling street in aam upscal
neighborhood of a large cosmopolitan city. At the top of the office building, there is the
characteristic orange logo of the company, a communications “halo” engiticé planet.

As one of the leading independent Internet Service Providers (ISPs), Orandesi{anea/n
for its award-winning customer service and support for the Internetorésbasiness is
providing Internet access through dial-up, broadband and wireless technologies. It wa
founded in the mid-1990s by a technology entrepreneur from Southern California and later
merged with another independent ISP, forming the second largest Interneé $roxider

in the United States. As the story goes, both founders were frustrated byitodydibf
connecting to the Internet in its early days and therefore wanted to stpdruesithat
would make it easier for customers to get online with a minimum of hassles. Tder wfer
the two companies was considered a perfect match between two independemat Bfesct
seen as intelligent, progressive and outside the mainstream of the large Taleocetions
companies.

Like many of the companies born in the dotcom era, Orange Planet experienced
tremendous growth in customers and revenue during the initial boom period of thetJntern
from 1994 to 2000. But as Internet access became a commonplace service, the amganizati
began to experience decreasing subscribers and revenues. Its most lucratess bdsil-up

Internet service, was quickly being replaced by high-speed broadband. Since Qaarte P
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did not own any of its own communications networks, it had to negotiate agreements with the
large telephone and cable companies (“Telcos”) to use their “pipes.” Thisccsegrificant
problems for the company since, with the emergence of broadband, the Telco’s were not
legally required to give the company access to their new technologies, simETr-apfic
cable. As aresult, Orange Planet was limited in its ability to grow itadmssthrough
broadband services. In order to survive and grow as a company, executivey fediothe
take bold steps to minimize their cost structure and invent new business lines aad sburc
revenue. In 2003-04, the company outsourced its entire call center operationsspversea
which involved laying off 1300 workers. This was a painful process for the organization a
began a period of continuous change and uncertainty for employees. In addition to
outsourcing, there were annual reorganizations of business units, with the inevitablke los
jobs at year-end.

In 2005, Orange Planet began to aggressively pursue new opportunities for growth
and innovation. It launched three new entrepreneurial business units as welhés a joi
venture with a South Korean telecommunications company to form a new wirelgssngom
The three new business units included a Voice Services group, which provided phone service
over the Internet (or VolP); a Value-Added Services group, which sold the coipany
proprietary software and toolbar to other businesses; and a Municipal Networks ‘M
group, which partnered with municipal governments to offer wireless accassresaents,
businesses and government personnel. During this same period, the organization launched a
bold new vision for the company: to become a “total communications provider.” The new
vision represented the company’s desire to move beyond its simple roots Bsaaml IS

transform itself into a more competitive and innovative technology compankywii\s
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describe, this was a significant shift for the organization given that it &ditidnally been a
financially conservative company. Now, with the launch of its new business vagiati
Orange Planet was attempting to reinvent itself. As one executive statigedly, “We are
back on an entrepreneurial path!”

Within this dynamic context, Orange Planet struggled to manage both @tiyzmeak
performance and employee morale. While the image of innovation is excitingahdtnact,
the reality of organizational innovation is extremely challenging, stiessél, at times,
chaotic. For Orange Planet, the launch of its new business units required sirtiggligh
a lot of things they had never done before: developing new businesses, reorganizing people
and departments, dealing with cross-organizational jealousies and competition, and
implementing new accountability and financial reporting. In addition, eat¢h 0éw
business units involved a significant amount of risk. Orange Planet was inVestiohgds
of millions of dollars in its entrepreneurial businesses, yet it was erpergesignificant
problems and delays in generating revenue from them. As a result, there wafs a lot

pressure on the organization to deliver results.

Meeting the Chief People Officer

One of my first visits to the organization was a meeting | had with the ClopfePe
Officer to introduce myself and explain the purpose of this research projead. been
working with the VP of Human Resources up to that point, but it was time to get thal offic
“green light” from the CPO. Orange Planet is led by a small team ofitexex who are
informally referred to as “the suits” by the rest of the organization. [@eps label, many

of the executives can be seen wearing Hawaiian shirts to the office. éffusias started by
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the CEO, and now has become part of the personae of the leadership team. ThenHawalii
shirts symbolize the cool, creative culture of a startup company.

When | met the CPO in his office, he was friendly and welcoming, and in
characteristic fashion, dressed in an orange Hawaiian shirt. But he wasrgJa@metired.
After some initial small talk, he explained that he had just returned from eakdag
executive retreat discussing the strategy of the company.

“We are operating in a very tough market,” he said, “competing agaigstdable
and phone companies, in a stiff regulatory environment. We have a lot at risk.” | could see
that he was exhausted.

“It sounds stressful,” | commented.

“Yes,” he replied, “but a good stress.” He was only half convincing. He went on t
explain: “If you can’t deal with ambiguity and change, this is not the plagetor Things
change rapidly here. Orange Planet is not for the meek and mild.” Then, he addeel, “We
at war.”

| would soon realize that the metaphor of “war” was not an exaggeration. In the
mindset of the executives, the company was competing for its own survival, goiggingt a
the large cable and phone companies yet increasingly being squeezed out okéhe imar
this environment, the only way to survive and grow was to aggressively pursue nevg source
of innovation. It would mean investing hundreds of millions of dollars in new business
initiatives, with no guarantees of success. It would also require a conceoiedoeff
transform the culture and workforce of the organization to deliver on its newivesia

In this chapter, | argue that the discourse of innovdiaih reflects and constructs

the world of work As | discussed in the last chapter, creativity/innovation is a largge-sca
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discursive formation that orders and naturalizes the world in particular ways$e tiki
discourse is intimately linked to material changes in the mode of productitsn éarcises

its own rhetorical force, shaping global business in its own image. At Oraanyet Al

highlight how the discourse of innovation transformed organizational life in signifivays,
constructing specific relations of power/knowledge. According to the discoouese, t
organization was faced with constant threat and imminent danger. The only way to survive
in this world was to take bold risks and compete on the battleground of constant creativity
and innovation. In the mind of executives, it would require transforming the organizati
from a creative, quirky startup company into a more mature, innovative technology
organization.

However, the peril of innovation is only half of the story. | also want to highlight
how the innovation imperative constructs an equally powerful narrative of promisecim whi
innovation represents the hope of a new age of growth, empowerment and creative
production. | argue that these two elements of the discourse function togethaping the
meaning of work in contemporary capitalism and governing the conduct of organizations
Therefore, before discussing the ways in which the discourse of innovation codséructe
world of peril, | want to highlight how the promise of creativity shaped the ideamdywork
culture of Orange Planet from its earliest days as a startup companyyvatidshwas

specifically engineered to stimulate the enterprising capacitiesrievs.

94



Branding Organizational Identity: The Promise of Creativity

At Orange Planet, one of the ways in which the discourse of creativity and iromovati
shaped the conduct of the organization was through the production of identity. Since its
founding as a startup company in the mid-1990s, the organization had cultivated a distinct
corporate identity centered around the promise of creativity and innovation. Tadseithc
everything from the mission and values of the organization to the physical desgofote
space. All of these elements worked together to construct a distinct peysohtlé
organization as a cool, creative, high tech company. As an “art of governmeghliglnt
how the discourse of innovation circulates specific images and narratives aboontisepr
of work in contemporary capitalism, which are designed to shape the aspirations of an
increasingly knowledge-based workforce. The narratives highlight the powerosftion
to transform organizations from boring, bureaucratic structures into credivemic
enterprises filled with opportunity and excitement. Above all, the discourse cosistruc
compelling vision of work in which individuals are super-empowered to use their talents,
compete in the global economy and pursue their dreams. As Boltanski and Chiapello (2006)
assert, the discourse of creativity and innovation is part of the stimulation of wagknew
“spirit” of capitalism, which is designed to build excitement and commitmehtetodpitalist
process.

At Orange Planet, | highlight how branding was an important technology for
constructing the identity of the organization as a creative and dynantigpstampany.
According to Levine (2003), “Branding is the creation and development of a speéeiiitity
for a company, product, commodity group, or person. It is carefully designed to present

qualities that will be attractive to the public, and it is meant to be developed andiptpet
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for the long haul.” (p. 3-4). While branding is traditionally seen as a way to ntheket
image of an organization to external customers and stakeholders, it is mgiseased to
manage the internal life of an organization as well. At Orange Pldnghlight how the
organization’s brand identity, narrative representations and cultural ekemenrd

specifically designed to attract and retain employees as creaéue tal

Mission and Identity

As a startup company, Orange Planet had always cultivated an identieatve
freedom, both for its customers and its employees. The company’s missiorestate
highlights a utopian belief in the power of the Internet to improve and empower people’s
lives: “Anytime, anywhere, connecting people to the power and possibilities lvit¢neet.”
The philosophy of the company is that it wants to give customers a betteetr@eperience
without controlling the content: “It's your Internet; you make it what you want

Employees pride themselves on giving users complete freedom to navigate the
Internet. This was often contrasted with one of its main competitors, Ameniicee QAOL),
which was criticized for providing a “walled garden.” A “walled garderd iseb portal that
controls the content of what users are able to access. In contrast, Oraegem|zhasized
that it was technology “agnostic.” As one employee stated, “We've alwayhéa
technology agnostic tag, and we’ve always had the ‘we will let you cotom#ee Internet
any way you want.” We’re just going to give you the tools, and you make thmednte
experience what you want it to be.” As such, the organization’s identégtatr customers

who were more independent-minded and tech-savvy than the typical subscriber.
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Much of the company’s identity is rooted in its early beginnings as an entrepaéneur
startup. It had a reputation for being a “rebel” and an outsider, going up dbaifeige
telecommunications companies. As Carrie, a manager of corporate comrmuosjcat
described: “We've always been the rebel. You know, we’re not the large AT&T béihem
company. We’re sort of more the scrappy boxer that is going to get ahead ibipsteef
tactics and will and determination.” Gary, a Director of Sales, echoed tinezsekse
“Orange Planet was the Internet company that you wanted if you wereasrdagtlgy, if you
didn’t want the walled garden with AOL. ...It was also viewed as the non-conforrmst. A
we’'ve always been known as not forcing our software and products on you. We give you the
Internet connectivity and it's your Internet, you go out there....”

The identity of the organization was very attractive to employees as vl often
commented that they liked working for a small entrepreneurial startup thatiffierent from
the large Telecommunications companies. Unlike the large corporationge®tmamet was
seen as fun and rebellious, with an employee-friendly culture. A new ligd:sta

| had people excited for me when | told them | was coming here. You know, people

identify Orange Planet as unique, a little rebellious, a little individi@lisot in a

negative way but in a fun sort of outside-of-the-big-mainstream-telephone-cpmpan

way. ... | think people perceive OP as still very much the try-new-things téagh-

Internet company. It's got that same sort of fun image, like you always lhaure a

Google and eBay and Yahoo.

In its public image, Orange Planet has long been associated with its peopleewho a
seen as “creative, quirky, smart and fun.” Its early commercials égilard working
Orange Planet employees dedicated to giving customers a betteetiegoerience. In one
commercial, two employees compete for votes from the audience regardbestheternet

security program: virus blocker or spam blocker. While the voting injected a bit of hum

into the commercials, the main message was the employees: “Hi I'm agedR&anet
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employee, and I'm working hard for you.” In 2005, Orange Planet launched another high-
profile advertising campaign to reaffirm its identity as a company ctiethto endless
“possibilities.” The campaign was titled, “Do you believe anything is p@sXibit

appeared in television commercials, popular print magazines and on the web. Thertampaig
featured mythical creatures such as giants, trolls and fairies walaagdthe office,

bringing a sense of possibility to work. One print ad read:

Do you believe anything is possible? We do. We believe High Speed Internet shoul

be knock-your-socks-off fast and your personal information should be more secure

than Fort Knox. We believe that when customers need support, it should be there.

24/7. Maybe we’re crazy, but we believe your High Speed Internet camiathsng

wonderful again. We've got the tools to make that dream come true. With a little

imagination and a lot of hard work, we’re making unbelievable things happen every
day. Call 1-866-XXX-XXXX and start believing today.

This campaign illustrates how creativity and the dedication of its empleygesean
important part of the brand messaging of Orange Planet. In today’'s econamyy, ma
companies attempt to cultivate a creative or “counter-cultural” ideatity way to engage
the imagination of customers and employees. Within the technology industry, tketingar
strategy was popularized by the tremendous success of Apple Computer anddts iconi
advertisements. For example, Kahane and Reitter (2002) describe how Apple Compute
stitches together narratives of “reality” and “fiction” — such asesoof Gandhi — to
construct its identity as a creative organization fighting against tieiesief conformity
and oppression.Unfortunately, Orange Planet’s campaign was not well received by

customers or employees. Customers did not know what services the commeregals we

trying to sell, and employees hated the image of fairies flying around tbe. off
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Core Values and Beliefs

An important part of the culture at Orange Planet is its Core Values amdisBel
CVé&Bs. On the company’s website, the CV&Bs are described as follows: t"Vha
important at Orange Planet? We are convinced that the key to creatihggaeat
organization is an intense focus on the values that guide its people’s actions. These are
Orange Planet’s ‘Core Values and Beliefs.” If we don’t seem to be livimg, tbell us on
it!” (2006). Some examples of the CV&B's include:

e Respect for the IndividualWe respect the individual, and believe that
individuals who are treated with respect and given responsibility respond by
giving their best.”

e Fun: “Work is an important part of life, and it should be fun. Being a good
businessperson does not mean being stuffy and boring.”

e Best Effort/Risk-taking'We insist on giving our best effort in everything we
undertake. Furthermore, we see a huge difference between “good mishasts” (
effort, bad result) and “bad mistakes” (sloppiness or lack of effort).”

e Competition “We love to compete, and we believe that competition brings out the
best in us.”

While many companies have values statements, the CV&Bs were an integodl part
the history and character of the organization. Many long-term employ@esnber the early
days of the startup and its cult-like devotion to its mission and principles. Employee to
read aloud one of the values at the start of every team meeting. They foundiéisevhle
inspiring statements of how a company should operate. Even recent hires caronente

how the CV&Bs attracted them to work for the company. A Director who star@@D6
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stated: “I still remember the day | interviewed for the first time. Titatview, sitting on
the seventh floor in the waiting room reading the CV&Bs on the wall ... that wasfpart
what made me decide to be here.”
What is important to note is how the CV&Bs provide a seamless integration of
creative/humanistic and enterprising values. While there is no expleriénee to
“creativity” or “innovation,” the values highlight key themes of individualftyp and risk-
taking. These themes represent popular constructions of work in the new economy, which
organizations take up as part of their branding efforts to attract and retairyeespld-or
example, Florida (2002) has contributed significantly to the cultural construction of
knowledge work in contemporary capitalism with his analysis of the “creatgs.tl He
states:
Today’s professionals see themselves as members of a broad creative forge, not a
corporate officers or organization men. Thus they gravitate to stimulataagiver

environments — to places that offer not only opportunities and amenities, but openness
to diversity, where they feel they can express themselves and validaidehétres.

(p- 11)

This discourse extends to all forms of popular business press, which provide advice
and tips on how to attract and retain talent. In 2007, the cover story. afagazine
announced: “Fun. It's the new core value” (Berentson, 2007). However, while Orange
Planet’s core values reinforce key themes of creative identity, thaisoian infusion of
enterprising discourse. Phrases such as “we insist on giving our best &bfirtg a good
businessperson” and “we love to compete” position workers as enterprising subjeesew
driven by the love of competition. Several values that are particularly imptotthe

identity construction of the organization are respect for the individual, fun and cthompeti
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Respect for the individual. One of the values that is most attractive to employees is
respect for the individual. In the language of employees, you can “cogwiare” in
appearance, dress and lifestyle. This is a consistent message fronvegeudia long-
standing principle of the organization. Executives like to emphasize that, as mgget
your work done, it doesn’t matter what you look or dress like. Historically, thaiaegi@n
has always prided itself on giving employees tremendous freedom to be them&szek in
the early days, many employees were known to come into work wearing only a $tstmis
and flip-flops. The CEO was a strong champion of the importance of individualitis He
guoted as saying, “What really matters is people. That people have the pbwer t
themselves, to express themselves, to be an individual.” This message wadlyespecia
resonant for new hires who joined the organization. For example, Paul, a senior manager of
business intelligence, shared the following story about his orientation exgerienc

When | went through orientation here, the Chief People Officer came to the

orientation and said, “You want to succeed here? Be who you are and we’ll reward

you for doing a good job. But to be happy in the world, you’ve got to be who you

are, and we want to encourage that. If you don’t think we are, come tell us.” What a

fantastic message. It made a huge impact on me. | was really ingpnedséne

willingness to say, yeah be different - we like it.

This example illustrates how individuality is an important part of the promisei
in the contemporary workplace. While employees are encouraged to be themseldessa
casually, they are also expected to work in a fast-paced, ever-changirmhment with
significant work demands. As one employee stated, “I think there is a persdrthe tha
culture is casual. Visually, we are casual, but there are some intenselmrepl&o it's not

a casual way of thinking. People are really intense, they are focused.” Wdkexl IRaul

about his work/life balance, he responded: “I'm not a good person to ask about that because
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| go home and work. | go home, | have dinner, and then | work until 11:30 or midnight.
There is nobody pressuring me to do that. ... But | thoroughly enjoy what | do.”

Fun. Another core value of the organization is fun. Fun is one of the explicit values
of the organization that distinguishes it from competitors and a consistent enagsgag
brand identity. Executives like to emphasize that fun is an important part of theudtark c
at Orange Planet. In its earlier days, Orange Planet was known for reostidg variety of
events to create a fun and energizing environment for employees. This everdihdsiieg
beer and hot dogs parties on the back of its parking deck every Friday afternoon. In those
days, the organization had plenty of cash to spend on celebrations. Today, while many of
those extravagant expenses are gone, the organization still prides itsedtomgae
energizing environment for employees. This includes annual picnics, ticketvgaxes to
sporting events, and the annual Holiday party. However, many employees adgethiat
the culture has changed significantly over the years. Many would not describe the
organization as fun anymore. As one employee stated, “I enjoy the people, butkhe wor
the work.” Another stated sarcastically, “It's fun in that it is a fase@danvironment, and
you don’t have a choice but to smile and laugh it off, or you'll drown.”

Competition. While Orange Planet’s brand identity reinforces the values of
individuality and fun, it also promotes a strong culture of competition and performasce
small startup company, it survives based on its ability to compete in a highlettivep
telecommunications industry. This enterprising “spirit” is reproduced through lbemwh
different mechanisms of culture, from its bonus and reward systems to its annual
performance reviews. In its performance reviews, employees duahon eight core

competencies, including innovation, adaptability and drive for results. Execusees al
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emphasize the importance of competition through their everyday discourse. @gdione
observed an executive speaking to a group of “up-and-coming” managers duaiming

session. The executive began by saying, “Do you know what keeps me up at night? Our
competition.” He then went on to describe how Orange Planet was operating in a highly
competitive environment, competing against large players in the industry. phtasred

the importance of innovative thinking to the survival of the organization: “The bigoguys
outspend us but they can’t out-think us. We need to be smarter than our competitors.” This
example illustrates how executives often employed stories about the camngetitnotivate
employees and reinforce specific enterprising qualities such as innovatikied,

competitiveness and drive.

Office Space

The last area that | will highlight is the design and aesthetics offibe.of he office
space is specifically engineered to evoke the look and feel of a decidedly eatVe;rhigh-
tech company. When you enter the main reception of its headquarters building, you are
greeted by a techno-chic interior, with dim lighting, exposed ventilation, meidern
furniture and glass-enclosed offices. As you walk from the elevators teddgtion desk,
you pass a series of 12-foot high, illuminated glass panels displayinggtrezation’s ten
core values and beliefs. On the walls in the waiting area, there are nuiplewpies
showcasing the company’s awards for customer service and innovation.

As you walk through the office, you pass a number of conference rooms with
surprisingly un-corporate names: “Gin and Tonic,” “Vodka,” “Bourbon,” and so on. This is

part of the quirkiness of the organization. Every conference room in the building is named
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after a different alcoholic drink. | learned that these names were partedrthieulture of

the organization, and provided a source of humor and symbolic importance for employees. |
communicated the “fun, young, shoot-from-the-hip” attitude of a startup compangneA
employee stated, “There’s always a little hint of excitement everywvHéare been to other
companies and it seems kind of boring. But that right there [“Gin and Tonic”] isngpat

me. It's the name of a drink; it just makes you chuckle.” However, within shgédar,

Human Resources had initiated a campaign to change the conference roonoriaities

of the world,” which was felt to convey greater professionalism. Needleag,teraployees

were not happy about the prospect of change.

One final aspect of office design is the WOW room. The WOW room is an employee
break room with pool and foosball tables, flat screen television, espresso maker, ang vendi
machines stocked with Red Bull. It was nicknamed the WOW room in the early dags of t
organization during the euphoria of the dotcom boom. While some employees saw it as a
vestige of times past, others believed it still symbolized the companyanfd alternative
business culture. A director stated, “I've been here for four years, and OtangeHhas
always been good about creating a kind of cool environment. We've got a break robm rig
near where | sit, it's called the WOW room. It's got pool tables, foosball, TWereT
actually are a good number of people there.”

Overall, | have outlined how the promise of creativity shaped the identity of the
organization in significant ways, circulating specific images and thagsaof creative work
that functioned to stimulate and regulate the enterprising capacities lolyeeq
Furthermore, | described how this was accomplished through the technology ohgraimdi

the next section, | describe how the identity of the organization shifted in marksagsvthe
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organization began to adopt a discourse of “peril” in making sense of the company’s

uncertain future.

The Dark Side of Enterprise: The Peril of Innovation

While Orange Planet’s corporate identity reinforced the image of créegaegom
and the “unlimited possibilities” of the Internet, the organization’s internahuaamcation
increasingly reflected a management discourse characterized jppgrilhef innovation. This
was driven by a number of factors. Since 2000, the organization had been experiencing
declining growth in a challenging market. As discussed earlier, its owatile business,
dial-up Internet service, was quickly being replaced by high-speed broadbargind@uie
organization did not have access to these new technologies, its ability to grovinés®us
was limited. As a result, it was implementing a number of cost-cuttingunesaand
organizational changes to maintain its profitability, such as outsoursiegtite call center
operations overseas. In addition, Orange Planet was investing hundreds of milliotersf dol
in new entrepreneurial businesses, yet it was experiencing sighifieays and problems in
generating revenue from them. This was compounded by its failure to meedvhthay
earnings forecasts it had reported to Wall Street. As a result, the orgemnizas feeling
significant pressure to deliver measurable progress on its initiativesevdgwvhile the
organization faced very real challenges, | highlight how the discourse of iromovati
constructs the world of work in ways that are not necessarily coterminous &liti. re

In this section, | describe how the innovation imperative became a dominant logic
that shaped the identity and culture of the organization according to the peril of ianovati

As | will highlight, the discourse constructs a world of constant threat anthantrdanger,
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in which the only way to survive is to “innovate or die.” Alongside these fears, hgwever
highlight how the discourse also fosters a logic of risk and reward thééermembers with

the hope of achieving significant financial rewards.

The Emotional Logic of Survival and Growth
When | first met with Orange Planet in 2006, questions of survival and growth were
paramount for executives. In interviews, they spoke candidly about the necessity of
innovation to the company’s future. As one executive stated:
In order for Orange Planet to survive, we've got to reinvent our self. And carping
with other products and services that we can create a sustainable business in is
absolutely something that is critical for this business. We know that providing dialup
service is not something that is going to sustain us. We must either createisgpmet
else, invent something else or over time we are going to be out of business.
Another executive, a Vice President of Product Marketing, described the cospany’
situation in more dire terms: “Our business is dying! Growth is in broadband, butdetaus
the duopoly with the phone and cable companies, we’re stymied. Our revenue growth has
been flat for the last couple of years and our stock price is depressed. We Iawe touit
how to grow!”
As these comments highlight, the innovation imperative was a dominant form of logic
at Orange Planet. In the minds of executives, “innovate or die” was the aléwaée
business. To survive in this world, the organization had to invent new business lines and
sources of revenue or perish. This worldview was not exclusive to the leaders aggrmman

of the organization. Employees at every level talked about the need to innovate in

surprisingly consistent terms using the language of “survival.” Ken, a sysigministrator,
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stated: “It's absolutely necessary if this company is to survive. Dialupng.dyihat was
our identity before, but it's not our identity anymore. We’ve got to do something.”
One way that the discourse shaped the conduct of the organization was through the
potent metaphor of life and death. | highlight how executives actively took up thehmeta
as a way to convey the urgency of the organization’s situation and to shape theanetivat
and commitments of their workforce. Sophia, a financial analyst, stated:
Management told us straight up, ‘What you’re doing right now is bringing in money
to fund our new [innovative] initiatives because our old business is dying. You are
making the money that we are spending on new products/services so that we don’t die
tomorrow.” Now we’ll see if it works, | hope it works. ... [but] if it doesn’t work and
the company folds years down the road, I'm not going to be shocked. | understand
what we’re doing because we have to.
In this example, management circulated the metaphor of “dying” as a way taucicate
the direness of the company’s situation and to motivate employees to pursue toyehiza
goals with renewed intensity.
As | have stated, the innovation imperative does much more than reflect a prgexist
world; it exercises its own rhetorical force by creating a world of eohsgreat and
imminent danger. Furthermore, the discourse works not only at the level of mearahgpbut
emotion. It circulates a currency of fear and anxiety that works on sulnjetiteét and
palpable ways. As a form of government, the discourse of innovation regulates the conduct
of employees by structuring an “affective economy.” According to Wiesi(2007), an
affective economy involves the “expansion and contraction of affective casaeviereby
“value is produced through enlivening, capacitating and modulating affect” fozdhzation

of profit (p. 234). As an affective economy, the discourse of innovation works through the

circulation of linguistic signs, images and objects at the level of a populat®these signs
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and objects of emotionality circulate, they acquire more and more affeative and, thus,
work economically to direct the energies of employees.

At Orange Planet, the emotional weight of the innovation imperative became more

pronounced over time as the organization approached an uncertain future. Through the
circulation of the peril of innovation, both executives and employees came to unddinsta
urgency of the organization’s situation in similar terms. At one point, the intéih C
developed a company slogan that heightened the need for urgency from ajlesapldhe
slogan was “Right.Now.” The meaning of this statement was explained to mémpfa
Sales: “Right.Now.’ is the company’s mantra for the year. ‘Do it ragidt do it now.
Right now.” There is some messaging around that which | think is accurate: #erthitags
for granted, get to work, let’s do things right the first time, let's do them now, hsemsa of
urgency.” Through the “Right.Now.” mantra, executives reproduced a discoursd diader
compelled employees to “get to work.”

| highlight how the discourse of peril created a climate of fear and artlkagtyas
substantial and shaped the behavior of employees in concrete ways. Emeftarees
commented that they felt increasing pressure, anxiety and stress/&r delthe
organization’s innovation goals. In describing the company'’s situation, one eaploy
responded, “This is a make or break year for us.” Another stated, “It is very doair di
Orange Planet right now.” When | asked one experienced manager to describeatesat
the organization, she replied, “I honestly have to say it's kind of oppressive. ... Some of it
comes from the pressure of every person knows that we've got to make these negskssi
work. Every single person here knows that, knows how much is riding on the success of

these new business units.” At Orange Planet, the discourse of peril produced a constant
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stimulus of fear and anxiety that modulated and regulated the entreprenspaiaties of
organizational members. In the words of the employee, “every singlenpé&tdhe

pressure to make the new innovation initiatives work.

The Logic of Risk and Reward
While the innovation imperative circulated an emotional logic of fear and syritival
also reproduced a logic of risk and reward that was exciting for organizagiobens.
Employees commented that while Orange Planet had traditionally bewmeidilly
conservative company, it had adopted a strategy of greater risk-takingim years as part
of its innovation efforts. In discussing the new identity of the organization, the MBno&n
Resources emphasized the importance of innovation and risk-taking. She stated:
What words would | use to describe our company today? Well, | certainly wapuld s
innovative. | think the new businesses that we’ve launched in a very short time are
clear indicators that innovation... is relevant to who this is company is today. I'd also
say risk-taking. We’'ve laid bets at the same time. .... We are takingatighs front
edge of the industry and getting into the convergence that's happening in the industry.
The new risk orientation of the company was reflected in a dominant metaphor used
by employees: gambling. Employees consistently used the metaphor ofrgpanuli
placing bets to describe the company’s approach to innovation. Phrases such ab “we lai
bets,” “we’re putting down bets” and “we are making gambles” were comRRSsions
used by both executives and employees. “Bets” referred to the new initibavéiset
organization was pursuing as a way to grow the business. One employee seththariz

company’s risk orientation this way: “We’re making a lot of gambles. We @ewrservative

for a while but [not anymore]. We got this cash cow over here [i.e., the Dialup Internet
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business], and we're putting down bets. We've gone to Vegas is really what weéze don
Because many of these new initiatives are huge bets.”

The metaphor of gambling was a pervasive part of the sense-making prafctiees
organization. Itis a direct outgrowth of the innovation imperative and its dominant
construction of promise and peril. The discourse emphasizes the need for compakées to ta
bigger risks in order to grow the business and realize new sources of revenue.oE/en,m
the discourse emphasizes that innovation will be richly rewarded by the markets. The
equation of innovation and financial reward is a strong message in the formationndetz a
Robinson (2003) argue that the innovation imperative with its mantra of “Innovate or die”
fosters a “jackpot mentality” within the business world. It is “a beligf ¢élvarything would
be made right with a handful of ‘homerun’ innovations — innovations that would change the
very terms of the competition in their industries” (p. 131).

This was certainly the mentality at Orange Planet. Employeesmatieated by the
prospect that if only one or two of their “bets” paid off, the future of the company weuld b
assured. This is reflected in a comment made by a Director of Sales, who responded
somewhat defensively when | asked him about the gambling metaphor:

| think if you candidly have a conversation with executive management and asked if

every one of these businesses is going to hit, they would probably say no — they'’re

probably not all going to hit. But if we can get one or two or three or whatever the
number is to hit, I think we have a future, | think this company steps into this total
communications provider role and becomes much bigger than we are today. | mean, |
don’t know that | would relate it to a gamble. 1 think there were probably sontg pret
intelligent people who spent the time on strategy to try and create these $esines

But do they all hit, | don’t know. Some so far have been more successful than others.

As this comment highlights, the logic of risk and reward was a dominant lograg©

Planet, which shaped the motivations and commitments of organizational memisemartlt
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of the larger cultural construction of innovation in the business world, which compels

organizations to pursue innovation in the hopes of achieving growth and financial rewards.

Google. While the metaphor of gambling provided a potent way to make sense of the
risks and rewards of innovation, employees also drew upon another dominant image: Google.
For employees, Google symbolized the risks and rewards of innovation in conarete for
Since its founding in 1998, Google has become one of the most successful companies in the
world. While the popularity of its search engine is well known, it also continues to ienovat
new products and services every year, such as G-mail, Google Earth Maps, e2084#c
it has been selected repeatedly as one of the “Most Innovative Companies iorkthebyw
Businessweekagazine. For Orange Planet, Google symbolized the power of an Internet
company to transform business practices. It was cool, innovative and highlgsgukce
Most of all, Google was a company that continued to take risks and was rewaritied for
efforts. With annual revenues approaching 22 billion and a 500 percent increase in its stock
prices since its IPO date in 2004, Google provided a powerful model of success for the
organization.

Rose (1999) argues that increasingly the media offer representatiwtgles of
existence” by which individuals come to understand and act upon themselves. Hallgspeci
highlights the power of images in popular culture to construct ethical vignetteshépue the
subjectivity of persons. This includes the proliferation of commercials and ca&porat
branding efforts that construct ideal images of work and organization inysodie®©range
Planet, the image of Google provided a powerful representation of the entrepreneurial

organization that shaped the desires of employees.
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The aspiration to be like Google was a common theme among employees. As a VP

of Operations commented, “I think we’re searching for what our culture is right WAdtn
all the change, people are asking, what is our identity? Are we still gobegdptimistic?
Are we going to be very pragmatic? Are we going to be super creathviaravative, in the
same way you see a Google or other smaller companies doing? | think thatgendspire
to. Most of the people here if you look at role model type companies, we want to be a
Google.” Many employees admired Google’s ability to remain creatidé‘dotcom-ish”
while making the necessary corporate changes to be financially SutcésBirector

stated:

You look at some companies that you perceive as kind of changing with the wind and

being very successful. And a lot of characteristics or qualities seem to bendskc
Like the Googles of the world seemingly have this company mantra thatés m

dotcom-ish. And yet they’ve been able to make the changes that are necessary to g
forward and be hugely successful. So it's hard to say you don’t want to go that way

because you follow their path and it has been amazing.

While employees admired Google’s success, they were also crititalexicesses.
Most employees were familiar with Google’s culture and extravagarmntiaessfrom media
reports. But employees were also influenced by a long-standing busiaéssstip with
Google. As two Internet companies, Orange Planet and Google often cdédhmra
specific projects together to cross-market their products and services. eAdtasome
employees had a first-hand experience of the organization, its culture and hevaiedp
One VP of Software Sales talked enthusiastically about how much he enjoyedgwaitkin
Google in a deal-making capacity. He also described many of the unique asraardtie
perks of the organization, including how it had a former chef of the Grateful Dead who
cooked gourmet meals for employees in its corporate dining hall. However, he was

skeptical that this kind of corporate excess could continue. He stated:
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Google offers plenty of stuff and they are legendary because of it. And theglgerta
used to do it on a much larger way, and they've actually scaled back. There have
been all kinds of articles written about them about their legendary list of perks. You
can go to the website and it gives you a list of perks. But a lot of the stuféfallyar
designed. They hired the Chef from the Grateful Dead to be their head chef, and they
will fix you almost anything you want. You walk in and they say, “What do you
want?” “l want blackened salmon over couscous and ribeye as a side cart.” Done.
They’ll cook anything. Fly it in at any expense. But then again they can afford it.

They are the exception, they are such an exception that you almost dam’it fisc

... I don’t think it will last forever. | mean there’s going to be a day wherélithey

grow up like everybody else.

Despite the awareness that Google was an “exception,” employeesstédvine
company as a model of success. This is evident in a statement made byca Diléeb
Design, who summed up Orange Planet’s innovation efforts this way: “Total
communications provider — [that is] high risk and high reward. In three yeamweasily
be the next Google or in three years we can easily be the next Lycos. And t'shink i
probably that stark a measure.” As this statement highlights, despiterttentious
challenges facing the company, the image of Google provided a powerful ohedetess
that shaped the logic of the organization and motivated employees to pursue a path of high

risk and high reward.

Constructing a New Identity: The “Power” of Vision
Now that | have described how the innovation imperative constructed a world of
promise and peril in which the organization had to innovate or die, | want to describe how
Orange Planet attempted to construct a new identity through the powsioof vAs
Foucault (1980) writes, power rarely takes the form of a prohibition; insteaghtesran
incitement to discourse. In the case of Orange Planet, | highlight how eesdatroduced

a bold new vision for the company: to become a “total communications provider.” The new
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vision was intended to create a new direction and identity for the organization jginel ins
employees to pursue the organization’s innovation goals with renewed intensity and
commitment. Most importantly, I highlight how the vision functioned as a cergexirsg
mechanism for stimulating and regulating the entrepreneurial capasfitbeganizational

members.

A Bold New Vision

Since 2005, Orange Planet had aggressively pursued new opportunities for growth
and innovation by launching a series of entrepreneurial business units. To artluella¢w
direction of the organization, the CEO introduced a bold new vision for the company: to
become a “total communications provider.” A Vice President explained themgezfrthis
statement:

The new vision, total communications provider, is meant to be just that. However

you communicate, by phone, by mobile device, by laptop in the park, by traditional

sitting at your computer, you can do that via Orange Planet. The catchis that i

should be seamless between all of those devices..... That to me is total

communications provider. But we are nowhere near that right now.

The new vision was driven, in part, by the need to survive in a highly competitive
Telecommunications industry. As one employee explained, “In order for ©Riaget to
compete successfully, we have to be on parity with our competitors, which meaimg) @fer
triple play.” A triple play referred to high-speed Internet, phone serviaetiogénternet (or
VoIP) and wireless. Since the large telecommunications companies weteg# triple
play bundled together at discount rates, Orange Planet felt it had to do the sarbeyoyidt

the need to be competitive, the new vision also represented the organizatior’sodesive

beyond its simple roots as an ISP and establish a new identity as an innovatieéotpe
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company. Employees were motivated by the prospect of becoming an innovative “total
communications provider.” A Director stated:
| really like the total communications provider direction, and | hope we caw reall
fulfill that promise.... We are somewhat uniquely positioned in the industry to care
about all the communications forms that matter to people. So we have this ability to
do something that a lot of companies don't. | think that is a very cool position to be
in in a very volatile marketplace like the one we're in.
Another employee stated:
| think people are optimistic about the new direction. There’s a plan for turning our
growth deceleration into acceleration with [our new initiatives]. And I thinkether
are a lot of new ideas that people are coming up with. It's the possibilityuaflsct
becoming a total communications provider that is exciting.
Employees were especially excited about regaining the entreprenpuriaifsa startup that
once characterized the company. One manager stated:
| think that we are an established company that still acts like a startup. &tu se
every day. We establish ourselves as one thing, and then someone has an idea ...
all of a sudden we become a startup again. And we have the ability to reinvent
ourselves. It seems that we feed off of that newness and the different thicga w
do. ... We can BE this total communications provider.
Energized by the new vision and strategy, employees began to think of the conmeany’s
entrepreneurial businesses as “startups” inside the larger organization. @ogeem
stated,” | sometimes say that we are like 3 or 4 startups right now.” Arestipdoyee
commented, “We’ve created a bunch of little startup businesses inside the mpthershi
As these examples illustrate, the new vision inspired the organization to dream on a
grand scale: to become a “total communications provider,” not just an ISP. mhdd”
alone suggests that the organization had ambitious plans to become a bigger player in the
industry. | highlight how executives at Orange Planet deployed the visiomstdtas a

specific technology of government. According to Deetz, Tracy and Simpson (2800)

organizational vision is “a picture of the future” that helps to direct, coordindtanapire
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the actions of its members (p. 52). While vision statements are generaléd\asvpositive
strategies for organizational change, | highlight how these same msalsacan be used as
“soft controls” for shaping the aspirations of employees and directingoileavior in
systematic ways. At OP, the vision statement functioned as a centraigsteechanism for

stimulating the enterprising capacities of employees.

Cool and Cutting Edge

Inspired by the new vision, employees began to envision themselves as a “cool” and
“cutting edge” technology company. Employees constantly used the wawtl te describe
their highest aspirations for the organization. In the world of technology, “cool” is
synonymous with innovation. When | asked one VP to respond to the new vision of the
company, he said he found it exciting to work for an established Internet compamwashat
also launching new entrepreneurial businesses. He stated: “That’s a cpahgdmwork
for. It has to be right from the standpoint of your risk profile but, by and large, tsaul
that the majority of people who are here would pick that company if they got to choose.”
Another manager described how the image of “cool” would benefit Orange Plahnet in t
marketplace: “I think the image of being a cool, scrappy company is dnuttthat would
serve us well. And I think it would definitely attract consumers who would gravitated
that kind of a brand, you know, the cool, quirky, cutting edge brand.”

Many employees used the word “cool” to describe the excitement of working on new,
cutting edge technologies. One employee used the analogy of a wrappedtprdssatibe
the company’s new products:

We are in the middle of making a lot of cool things. We definitely know there are
cool boxes. But we still don’t know quite what's in those boxes yet. There’s this
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promise of coolness but as yet it’s still an unopened present. It's a promise of

goodness without actually knowing what'’s in them. It might be very cool; htrbig

another bad tie.
This statement highlights how employees were motivated by the promise tfplege
“cool” new technologies but also recognized that there were no guaranteesess.
Despite the risks, however, employees were driven by the desire to rentiaig edge. A
manager shared this story: “I think we're trying really hard to rematmgugdge. | think
some of the things we're trying to do with new media are promising. We'\ee goiduct
called Reader, My Reader, which received a lot of accolades when @dinshled. One of
the bloggers wrote, ‘When did [Orange Planet] become cool again.”

At one point, | asked employees to write a newspaper headline to describbevhat t
public should know about the organization. Members consistently highlighted the image of
Orange Planet as cool and innovative. One manager stated: “Orange Pkatetqraiool
new future.” Karen, A financial analyst, was more effusive: “It mightoneething like,
‘Orange Planet — You may not know it but we’re really cool,” or “If you come,hegru’ll
find cool stuff or cool people or cool atmosphere.” Emily stated: “I would say, Orange
Planet — the only major independent ISP, now total communications provider, struggling and
innovating its way to the top.” In each of these examples, innovation represented both
symbolic and material success for the organization. Furthermore, rateshow the
organization’s vision statement functioned to stimulate powerful forms of idetitinc

among employees.
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Cultural Controls

In an effort to align the organization around its new vision and identity, | describe
how Orange Planet implemented a regime of practices for managing tive cdlthe
organization. As Dean (1999) states, “government is not just about abstract thought. Itis
concerned with how thought operates within our organized ways of doing things, our regimes
of practices . . . “ (p. 27). As an art of government, the discourse of innovation operates
through a whole series of strategies, technologies and “best practicegh&fotming
organizations into systemic and disciplined innovators. While many of these mactce
not exclusive to innovation, | highlight how they are deployed as part of a systeffati
to direct, develop and regulate the productive energies of employees as fntggor
innovative subjects.

In this section, | will highlight two sets of practices employed by the orgamza
manage its workforce: talent management and financial management. Woeastst of
practices reflect the increasing importance of both human resources arog fimananaging
the entrepreneurial capacities of organizations. As | will describat taEnagement
involves a whole set of activities designed to recruit, engage and motivate essEsye
creative “talent.” Financial management, on the other hand, involves efforemtagethe
accountability of employees through the use of financial modeling, perfoenma@asures
and incentives. While each of these sets of practices involves many compowdhts, |
highlight two technologies in particular that were used to manage the idewtitptiure of
the organization: the employment brand and the spreadsheet. As | will deberibe, t
employment brand extends the reach of the corporate brand by managing the irhage of t

organization as “a great place to work” in the minds of current and future englolkee

118



spreadsheet, on the other hand, is intimately tied to managing the financiahdsksvards
of innovation. Together, these two technologies illustrate how Orange Plangbtad to

manage both the symbolic and material dimensions of work.

Talent Management

As a knowledge-intensive organization, Orange Planet was highly dependent on the
talent of its employees for success. The company prides itself on hirangmeople and
creating an organizational culture that attracts “talent.” The orgamzsees the
intelligence and innovation of its people as a distinct competitive advantage owexists r
This is reflected in one of the company’s core brand attributes: “smarepéeapbrains with
cutting edge experience” (company website). This was not just a marketjag sl
Employees often commented that one of the unique strengths of the comparsy was it
collection of smart and talented people. As a result, the organization actorelyec and
developed its employees as “talent.” | highlight how this discursive construdt
employees as “talent” both enables and constrains the experience of work.eiblibyees
are treated well and given more opportunities to contribute their talents at heyrlare also
expected to perform work in a fast-paced, demanding environment with signifstant ri

Given the strategic importance of “talent,” the organization invested aisagrif
amount of resources in managing its people. Much of this responsibility went to the Huma
Resources department. The HR group was responsible for providing a wide raageceis
to support the strategy of the company and manage the steady flow of talent into the
organization. One of the major issues the HR group had to address was how to manage its

workforce amidst dramatic change. While the image of innovation is exciting in the

119



abstract, the reality of organizational innovation is extremely chafligngtressful and, at
times, chaotic. Executives were especially concerned about low morale amalogees
and high turnover among its new hires, which was at a startling 17-20 percent. ltoorder
address these problems, the HR group undertook a project to develop an employment brand.
As a form of government, | highlight how the employment brand is used to extendadhe re
of the corporate brand by shaping the image and expectations of the employment regdationshi
in the mind of employees.

The employment brand. According to Minchington (2010), employment branding
is a strategy for creating “the image of the organization as a jgia= to work’ in the mind
of current employees and key stakeholders in the external market.” K tayprk
“consistently putting forth an image” of the employment experience th#irastive to
members as well as “vertically integrating all ‘employee touch-point. with that brand
position.” By managing both image and interactions (or “touch-points”), employment
brands are designed to shape the identifications and commitments of current and future
employees. As described in the Wiley Business Pulse, “When successéailjexk the
employment brand articulates a promise that not only makes people want to wbk for
company, but also gives current employees a sense of pride and shared mibsiogiwi
organization” (p 2). At Orange Planet, the employment brand was a tool for coratmgnic
its “promise” to employees as well as its identity as an organization.h&btrand was also
a technology for managing the expectations and motivations of its workforceladgpeav
hires. The Chief People Officer referred to this as “branding the emptapeeience.”

At Orange Planet, the employment brand involved an extensive process of conducting

focus groups, surveys and workshops with former and current employees to idecbigit
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employment brand attributes. The organization then developed a succinct andrdonsiste
positioning statement, which it referred to as its Employee Value Propo&tt).( The

EVP represented the central image around which all communication and interadons w
employees would be aligned. While the organization had ambitious plans for integrating the
EVP into all employee “touch-points” throughout the lifecycle of an individuaieer

(recruiting, new hire orientation, training, promotions, etc.), | want to focus on theaicohte
Orange Planet’s employment brand statement and how it was designed te ienachag

regulate the identities of new hires as enterprising subjects

On the company’s website, the organization’s employment value proposition is
articulated as an identity statement.

Who are we?

We are a fast-paced, ever-evolving company with challenges and oppasttonitie

every employee to make an impact. Orange Planet is filled with smart, drivele pe

working together to deliver a personalized experience for our customersabingr
the technology of tomorrow. We are the grown-up start-up redefining the
communications industry. (Company website)

This statement contains a number of important brand elements. In particular, |
highlight how the brand reinforced the excitement and stimulation of work at OPdenuet,
especially in regard to innovation. Phrases such as “creating the technologpwbiwm
and “We are the grown-up startup redefining the communications industry” paaject
identity of a leading edge technology company engaged in the exciting pursuibweéiion.
But | also highlight how the employment brand was designed to regulate andtentegra
employees into the work culture as well. Descriptors such as “fast-paeeet“evolving,”

and “challenges and opportunities for every employee to make an impaettede words

to communicate the unique challenges and demands of the work environment. Orange Planet
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offered a fast-paced and constantly changing environment that demanded a lot from
employees. As a result, this type of work environment was not for everyone. yEeglo
needed to be “smart,” “driven,” and “customer-focused” in order to succeed. Thkethfor
employment brand was a vehicle to ensure that new hires understood the requioéthents
job and had a realistic perception of the workplace.

While the employment brand may seem inconsequential on its surface, when taken in
context it articulated a system of meanings that was intended to shape ané tbgula
expectations and subjectivity of workers. One example of how the employment lasnd w
used to shape employee feelings toward the organization was during its new hiegionient
program, called Get Connected! Get Connected! is a one-day training progigneddo
introduce new employees to the strategy, products, people, culture, and benedits of t
organization. Since orientation programs are a critical part of the sodalinht
organizations and an important employee “touch-point” in the career of a new hire,
organizations go to great lengths to create positive experiences for eeglobhis was also
true at Orange Planet. The organization specifically designed the ooiemiatgram to
communicate the organization’s changing business strategy as wekapltsyment brand.
This included emphasizing both the promise and peril of innovation.

During the session that | observed, the HR manager emphasized the excitetment of
organization’s new entrepreneurial businesses as well as its unique ideatcyl@ral
values. Employees were especially intrigued by the CV&Bs. When the maskgel,

“Which one stands out for you?” the group replied unanimously, “Fun!” She responded by
saying, “Fun is definitely part of our core values, but it's also a dynamictesdfsll time

for our organization.” Later in the program, the HR manager introduced an expért pane
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comprised of leaders and experienced employees from different parts of thizatrga.
Each panelist introduced him/herself and spoke briefly about the interdstigg going on
in his/her side of the business. The general theme of the presentations wastiveoyat
motivating. One executive began her presentation by saying, “There ysawaraething
new and exciting in Muni!”

Perhaps the most telling part of the panel discussion was the Q&A sessioerad.the
Employees asked a variety of questions about the new business units and how well the
organization was dealing with change. One panelist emphasized that “constget amdn
upheaval” are a normal part of business life in the industry. He stated, “Amyone
telecommunications knows that reorganizations happen.” Another panelist stagtetha
“survived eight reorgs” at her former employer. However, the conversationhifieal $o
the excitement of working for a startup. The first panelist asked the gtéayw, rhany of
you have worked for a startup before? Well, we have the same spirit oLip,dbarttthe
maturity of an established company. We are starting to refer to ourselveg@sraip
startup.” The concept of being a mature startup was a constant theme fodenoé the
discussion, with panelists emphasizing the excitement, speed, openness to newddbas, a
entrepreneurial spirit of the organization. This example highlights how the oitgamiza
drew upon the key elements of the company’s employment brand to communicate the unique
value proposition of the company as a “grownup startup.” By the end of the program,
employees came out feeling excited and motivated to become a part of theatiganiz

Despite its branding efforts, however, the organization continued to experience
problems with high turnover among its new hires. This was a growing concerg amon

management, who began to interpret the problem in terms of the “promise” of the
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organization. As a Director of Corporate Communications explained to me, he féfietteat

was a “gap” between the promise of the organization and the actual experiencenaesew

He stated:
We're not delivering on the employee promise. There’s a huge gap from Day 2 t
Day 90. | went through it myself last summer. The recruitment phase and the on-
boarding process is probably the best I've ever experienced in my career thier
recruiters, they make you feel wanted. ... And then when you come on board the first
day, we have this program called Get Connected, it's a full day orientatioat ...t
makes you feel really good about the place that you're joining. And then sogethi
happens on Day 2.
What happens is, the feeling that you had, the promise that you had about the
company is not translated to the day-to-day activities. ... Employees don’'theave t
experience we said the company should deliver to them in terms of culture about
friendly people and exciting work. And so it's something that we’re looking at.

This statement highlights that while the employment brand was designedtiarea

attractive image of the company, the actual experience of work aj©Rdanet was less

than satisfying for many employees. In the final section of this ahaptél highlight how

issues of constant change, stress and job insecurity contributed to this situation.

Financial Management

In addition to Talent Management, another powerful form of cultural control within
the organization was financial management. Financial management was aagayato
manage the risks and rewards of innovation and hold employees accountable forlresults.
highlight how the “spreadsheet” became a pervasive technology for managingalatirg
the enterprising capacities of workers. In order to implement its innovataseff
effectively, the organization had to become more disciplined in managing and mgritor

financial performance. | highlight how a focus on the financial performante of
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organization was driven in large part by the need to manage the expectations of the

investment community. A VP of Procurement stated:
We're very focused on the financials, much more so than in the past. We have that
investment community out there, and so we’re very conscious about making sure we
are hitting our revenue and earnings forecasts — the things we're telling@eunaéx
investors. So | think that is a change in philosophy from our old culture. When we
created the company, most people saw the stock go whoosh, up. Well now the stock
is way back down, and how do you get it to go back up again. The process for doing
that is different from back in the dotcom era. | think that is what is tough for many
people to swallow is that we are more financially driven now.

As this statement highlights, innovation became a way of seeing that placasingr

importance on financial return and the markets. If the company was going tdgrow

revenues and lift its stock price, then it had to meet the targets and projectionsahaith

Wall Street. A Director of Sales commented that the company had become onech m

oriented toward Wall Street in recent years. He stated:
Part of me says this company has become much more Wall Street than dotcom. . . .
And part of it can be we used to be in a position where we weren’t spending the
money that we were making. The numbers were not as important because you were
making budgets and you were coming into a lot of cash. Now it's much more
scrutinized because you are throwing things into these new business unitsrand tryi
to build them. But | do feel like this company is very tied to what we are eithey goin
to report or what we just reported to the street and so it is very metridaty dr
Financial models. In order to manage the expectations of Wall Street, financial

measurement and reporting became an important part of managing theddgyoeizerations.

The organization began to hire a significant number of employees with spataials in

financial analysis, business intelligence and forecasting to build soptadtfcaancial

models for the company. These models were used to help the organization prepare budgets

project sales and, above all, build in greater accountability for results.

Alex, a financial analyst who had been with the company only two months, was hired

to build financial models for one of the divisions. He described his work this way:
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| build financial models to improve the budgeting process in my department. They

brought me in to bring some accountability to the line in terms of, hey, if we're down

in revenue, why are we down, | mean what are the factors, where do we stated year
date, where are we off? Where are we on? ...

It's an accountability system, in which the user will be able to pick all thes@gao

generate the revenue forecast for going out a period of 5 years. ... So wheavhey

a meeting and they are showing a graph, when the CEO says “what’'skbi,’spi

they can say it's from this promotion. Before they didn’t have anything like tha
As Alex continued to explain, budget projections are important because theydimgpatt
the financial targets that are reported to Wall Street. When | asked Wleat‘happens if
you miss your numbers?” he responded:

It doesn’t really affect me. But my boss and people who are sitting in the lime of

when they are presenting their budget, they’re the ones who are really held

accountable. When they say, we’re dropping our forecast from last year agd2M

the CFO asks why? They have to be the ones to answer them. And from what I've

seen, and I've been in a couple of those meetings, it's pretty intense. They don’t

tolerate unanswered questions.
This example highlights how financial modeling functions as a form of “cortteol a
distance” in entrepreneurial organizations. While they help managersgnepia accurate
and powerful forecasts, they also hold employees accountable for meeting thegm®je
they give to upper management.

Metrics. In addition to financial modeling, the organization also made extensive use
of metrics to measure the productivity of employees. A business metrig ety type of
measurement used to gauge some quantifiable aspect of a company's peefosoamnas
return on investment (ROI), employee and customer churn rates, and revenues. As a VP of
Technology stated, “What we are managing our business by is literally derafnmetrics.”

He commented that one of the things he liked about the culture of the organizatitsn was i

openness to new ideas. As a former IT consultant, he was especially pleasgddhtes

were open to the use of metrics to track the performance of different lausitiesives. He
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believed it enabled executives to track and measure the performance of diffeosation
initiatives in order to make better business decisions. But metrics also provideer dene|
of control for directing the entrepreneurial behavior of the organization,iabp@tthe case
of financial metrics. When used as the basis for quarterly reporting, fiharetrécs created
a significant amount of pressure for employees to meet their revenue goals

Shawn, a director of sales, talked about the pressures associated with thd financia
metrics employed by the company. He stated:

It definitely puts a lot of pressure on me. | mean we’ve got numbers for the month

and it directly correlates to what we report out to the streets. In priowives |

was at private companies, you had numbers and you had goals but it wasn’t

devastating. But because we are the size company that we are, theres a direc

impact. Oh, I'm definitely more stressed than in prior jobs, absolutely. Butin my
case it's what | signed up for.

Another VP of sales had a similar comment: “My life balance? | rékéiyworking
here, and that being said, since | took this new role in March, it has been prettfubktre
because what I'm doing has never been done before. | have a definite revebaefoum
myself, my group, for 2007. It's a pretty aggressive number. | got it, | betten it or else.
So yeah, it adds a level of stress to things.”

Incentives/Bonuses.Alongside the use of models and metrics, the organization also
made extensive use of financial incentives. In addition to salary and stock options,
employees received a bonus at the end of the year based on the performance of the
organization. To help employees see how well their department was performiivg tela
their bonus, the organization had created an online tool called a Bonus Tracker. One
employee explained how the Bonus Tracker worked:

They have an online bonus tracker, so people can just get on there and see what

percentage we are to our goal to hit our bonus. And its neat how they do that
[because] they do it for departments. So for my department they would say we're
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94% to our goal. And we need to hit that 100% in order to get the maximum impact
from our bonus. So people can constantly be checking the status of bonuses, and its
good motivation for people within their own department to get the job done because
you can directly see the results.

These examples highlight how financial measurement functioned as a petgasiv@ogy

for regulating the entrepreneurial energies of employees at OPdaiget. While, in some

instances, employees were critical of these financial mechanismspitlosttime

employees consented to their use (e.g., “It's what | signed up for”) ohsawas motivating

(e.g., bonus tracker). Overall, | have described how Orange Planet implemesgedeaof

practices to manage the productive energies of workers as enterpuigjecis and how

these practices involved regulating both the symbolic and material aspeaikof

Personal Identity

In this final section, | describe how the discourse of creativity and innovationsshape
the personal identities of organizational members in complex ways. As Du Gay (1996)
writes, management discourses “make up” new ways for people to be at work. Itsravolve
cultural reconstruction of identity in the workplace. At Orange Planet, | gighiow
employees were increasingly constructed as creative, fast-paced, repidesrdurial talent
who were comfortable with change and uncertainty. Many employees repaittéueth
enjoyed working for the company and supported the organization’s new vision. However, |
also show that while many employees identified with the organization and liengfes,
they were also increasingly critical of its negative aspects. Giverdhiplex articulation of
meaning, let me describe some of the general themes that shaped employgeaitenti

resistance at Orange Planet.
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Challenge/excitement
One common theme among employees, especially among higher-level executives
(i.e., VPs and Directors), was the challenge and excitement of working inreprenturial
environment. When | asked a VP of Sales what he enjoyed about Orange Planet, he
emphasized the challenge of work.
| get a kick out of it. I'm forty-one, so at this point in my career I've been ardwend t
block long enough to know what a good situation is for me, and at this point being
one of the people to help the company transform itself, change the mix of revenues,
I’'m up for the challenge, I'm up for the task. | believe in it, so let's go. Change i
not as comfortable for many people but if you work long enough you go through
some change, you realize it's not necessarily a bad thing.
Another Director was equally motivated by the challenge of work at OrangetPla
He stated:
I’'m not in this for money. Money to me is always there. What is most important to
me is my manager, my colleagues and the company/culture and where is this
company going. I've got to have a fight. There’s got to be some sort of battle
involved for me to really get excited. If we're not fighting for anythihreally don’t
want to be here. Every company that I've been with, there’s been a goal in mind.
When | asked him what the goal is for Orange Planet, he exclaimed: “3 billiotllo8
2009! That is the prize.” He was speaking about the organizational goal of achieving 3
billion in total revenues by the end of 2009. As these comments illustrate, exeoudiee
motivated by both the intellectual and competitive challenge of entrepi@neark but also
the financial rewards that awaited success.
Below the VP and director levels, employee motivations were more complex. While
many commented that they enjoyed the variety, autonomy and opportunity to do imgeresti

work at Orange Planet, they were also critical of some of its negatmemig In

particular, three areas of concern were constant change, fast-pacech@vetieas/burnout.
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Constant change

Employees at all levels emphasized that comfort with change was an imiporta
attribute for working at Orange Planet. An employee stated:

| think there is definitely a lot of change and if you are a person that is uoitabié

with change, this is probably not a good environment for you because it is definitely
changing quickly and you have to be able to respond to what's happening in the
market. It borders on chaotic at times. There are a lot of fire drills, a“let'sf
evaluate this scenario and have it done in two days,” and things of that nature. You
have to be willing to respond quickly and know that it's kind of going to be crazy. |
think not everybody is real comfortable with that type of environment.”

Speaking in more philosophical terms, another employee drew an analogy betarega O
Planet’s work environment and the qualities of “air.”
If | were to describe OP’s environment, I'd say it’s like air. It's not likgex and it's
not like earth, it's like air.... It has currents, some of which are fast, deadérsaif
which are charming and delightful. Some of which can soothe you; others can
basically harm you or bring fear into your heart. Air is invisible; you damdiwv
where these currents are coming from or when they’re going to hit you. Betvitr
changing and it is different at every layer.... That is very much what the eneinbnm
here has always been for me, constantly changing. You have to adapt,@and if y
don’t like that kind of adaptability and if you don't like the fact that you’re not going
to see what’s coming, then it's not an atmosphere for you. You're either a person of

the earth or a person of the water; you're not a person of the air. And that’s the key
of Orange Planet.

These examples illustrate that constant change was a pervasive déatark life at Orange
Planet, often bordering on chaotic, and employees had to learn to adapt quickly to beler
successful. They also highlight that if you were not a person comfortahlehainge, then

Orange Planet was not an environment for you.

Fast pace of work
Alongside the constant change, there was the fast pace of work. Employees

consistently commented that the work environment at Orange Planet wasckt-pa
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sometimes to a fault. One new hire stated: “Every single thing we do is behdehtlime,
everything. You are running so fast and so hard and there’s so many people scataming
you, you don’t have time to do anything creative or innovative. You've got to get sognethin
out the door.” Another employee commented: “It's very quick. It's very fastnk thithe
support side especially... Once a product is launched, we’'re really tasked Witly ma
things right, answering reps’ problems: how do we fix this, etc. From the support side, we
are really full tilt all the times which can become exhausting.”
A number of employees felt that the company’s fast pace was hurting its product
guality. One manager stated: “It's fast-paced to a fault, and we end up gettirgisthe
door before its ready. In some cases, we’re hurrying to get it out the door beeaarse
already a little bit late to market. At that point, you're an also-raut.yBu’ve hurried it out
the door so that it doesn’t work right.”
Despite the fast pace of work and the constant change, many employees tearned t
adapt to these conditions. One employee stated:
The most important thing about change is how you handle it because change is going
to happen anywhere... . We had another reorganization in March and about 2 or 3
people in my group were laid off. For the first day or two after that, evergdied
of in a tailspin. And then as the dust starts to settle and the pieces fall back into place
everyone realizes, “Well, we can either let this kill us or we can keep.gyohmyl
before you know it, everyone is in new roles, they’ve redefined their relafogsnshd
moving along.... | guess a company like this is just accustomed to that. Yeah, it
hurts. We’ll mourn change for 48 hours or whatever, and then people kind of
naturally move on.
As this example highlights, many employees learned to adapt to the cohstagé¢ and
pace of work, and even come to expect it. However, others chose an alternative route:

leaving the organization. In the next section, | highlight how turnover was amoiestire

of the work environment at Orange Planet and a point of resistance among @sploye
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Turnover, Stress and Burnout
As | highlighted earlier, high turnover and low morale were constant problems at
Orange Planet. While the organization attempted to engage and retain itsrthguenover
among its new hires was at a startling 17-20 percent and employee ma a&gtieanely
low. Some of this can be attributed to the nature of change itself. Howe\ger higthlight
how employee turnover was a form of resistance to the experience of Woekcaimpany.
With increasing pressures to deliver on its innovation efforts, employees wtuosidised
with the work experience and commented on the high levels of stress, burnout and
dissatisfaction within the organization. One employee stated: “It's § stadssful place, |
think, depending on what group you're in and where exactly you are. We're alwaysnousy
there’s always a lot of stuff going on, and you know, fifty million projects. | kntat af
people, especially people who have been here a long time, who kind of end up burning out
and leaving because of that.”
At OP, there was a cultural norm of talking about working until you couldn’t “take it
anymore.” Employees would share stories of colleagues who had left thezatigendue
to stress or burnout. For example, an employee in the training department cediment
I’'m surprised at the turnover in the training department. There are loteEpbat
have been here less time than | have and have already checked out and found some
other places. People who have been here 3 or 4 years who just said, “I've had
enough” and didn’t have anything lined up and left. Like our director, she said, “I've
done all I can; | can't take this any more,” so she’s gone. She just resighed w
nothing lined up. Something about the environment or something, she’s like, “I can’t
take this anymore.” It was surprising to see this happening again andtgain
people. And so that’s kind of surprising and disconcerting when people say, “I just
can't take it anymore” or “This is not what | expected and I'm out.” Within s
months they’re gone. People here 6 or 7 years, they're like, “Forget it} kake’

it,” which is weird. Because when you see the commercials and whatnot, iés like
fun environment. One of the guys who just left was here 10 years, just celebrated his
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10 year anniversary, and just said, “Well! I've had as much as | canrtdlecan’t
take it anymore!” So he’s gone!

This statement is powerful because it highlights that employees would rbesdkang point
and just decide: “I can’t take this anymore.”

While it is difficult to speculate about the exact cause of this reacti@m wfbes it
would come down to the issue of burnout. Employees would experience mental and
emotional exhaustion from dealing with the frenetic pace, the constant chatglee a
pressures of the work environment. In a highly dramatic incident, the ChieERaffigker
announced his resignation, citing stress and burnout. It was reported thatée @igdnis
things and left the very next day, quite abruptly. | asked one of his staff for a further
explanation. She said it was not due to knowledge about the business or a fallout with other
executives, but he simply was burnt out. | reflected back on the earlier colwvers$etd
with him at the start of this research project. “We are at war,” he had saidreApahe
had become a casualty of “war” in the hypercompetitive communications inddstiy
reflects the most common form of resistance to organizational power: exit.

While there are many factors that contributed to the high turnover among eegloy
| highlight the increasing “gap” between the promise of innovation and the actudakexpe
of work for organizational members. While Orange Planet’s brand identifgnead the
promise and excitement of entrepreneurial work, the actual experience of aosgtressful,
chaotic or alienating. As a result, an increasing number of employees ahesectthe
organization.

For those employees who stayed, the new direction of the organization vwhwifiie
increasing uncertainty and job insecurity. In recent years, the organibhatl undertaken

major efforts to restructure and align operations around its new innovationuesiafl his
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led to a constant stream of changes, reorganizations and downsizings of jobs. ults a res
there was an increased feeling of job insecurity among employees. Therdfemployee
communications stated:

Orange Planet has been a company, like many companies in this spaceheredse t

going to be some layoffs at the end of the year. We are communicating tyeesplo

that this is going to be a constant thing. It started a couple of years agove/esre
about 6,000 employees, and they did an entire outsourcing of customer service and
call center activities. That was a major undertaking. And really from plogee
perspective, it was a body blow and then a nice little right hook. So I think there is
always this feeling that there’s going to be company-wide layoffs.

This statement highlights how reorganizations and company-wide layoffs wenenaon

part of the work experience at Orange Planet, creating uncertainty andritysfor

employees.

Overall, while the discourse of innovation shaped the personal identities of eegploye
in complex ways, | want to emphasize that employees were not passive sultjeets of
discourse. Rather, | have tried to show that employees were very aware of their
circumstances and choices. While many employees strongly identifte¢heibrganization
and its challenges, they also were critical of its negative aspects.tilhothers chose to
leave the organization altogether. This illustrates that employees hdatagnnsight into
the power relations that defined their work. In fact, in discussing the demands audgwses
of the job, several employees made that comment, “that’s what | signed up for.f Othe
employees, however, were more provisional in their response. When | asked one @mploye
if Orange Planet was a place where he wanted to stay, he stated stawidls long as it
seems like | have a future here.... | like the job and | like the company. 8thatkind of

thing where I'll stay on until | see the writing on the wall that says it evbelbest if | went

somewhere else.”
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In this chapter, | discussed my ethnographic analysis of an Internet company
undergoing significant change and innovation, and described how the management discourse
of creativity/innovation shaped the identity, culture and power relations of the otgamina
significant ways. According to the discourse, the organization was facechariéiasing
competition, rapid change and the imminent threat of “dying” as a business. Theagrity w
survive in this environment was to take greater risks and compete on the battleground of
constant creativity and innovation. | introduced the concept of governmentalitytighig
how the discourse shaped the conduct of the organization “at a distance” byiogculat
specific images, forms of knowledge and social technologies organized arounohtisepr
and peril of innovation. In the case of Orange Planet, | describe how organiziaibaieas
took up the discourse as a way to manage and regulate the entrepreneurial dispasitions
capacities of their workforce in order to meet the demands of an increasingbgiitive
marketplace. However, despite these efforts at government, | highlighthbalscourse of
creativity is increasingly prone to rupture due to the growing disjuncture bethee

promise of innovation and the experience of organizational members.
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CHAPTER 6

DISCUSSION AND CONCLUSION

The purpose of this chapter is to discuss the key findings and implications of this
study and highlight directions for future research. | will organize my digsmugalong the

three dimensions of this research project: discourse, power and identity.

Discourse

| begin with my most fundamental conclusion: In contemporary capitalism, the
discourse of creativity and innovatiboth reflects and constructs the world of wo¥s |
have argued, while innovation is intimately linked to material changes in the mode of
production, the discourse also exercises its own rhetorical force, shaping ®usiteswn
image. At Orange Planet, | describe how the innovation imperative shapstthtegy and
identity of the organization in significant ways. In order to attract customedrsraployees,
the company cultivated a distinct brand identity organized around the promise iokcreat
freedom and the unlimited “possibilities” of the Internet. This included magaigin
organization’s corporate culture to reflect and construct the values aferpaifessionals,
such as individuality, fun and risk-taking. | highlight how the core values of glamiaation
were designed to provide a seamless integration of creative/humanistictanaiging
values. While this was a strategic decision on the part of organizational |dadsos

highlight how the company’s identity was shaped by the larger ideoloye afiiovation



imperative and the cultural construction of employees as “talent.” As | dingéadl in
Chapter 4, the construction of employees as “talent” is a dominant knowledygerctae
formation, which emphasizes the importance of harnessing the full commitments and
capacities of employees as enterprising subjects.

In addition to the promise of innovation, | also describe how the innovation
imperative shapes the world of work in much darker ways as well. At Orasget s the
organization began to experience economic difficulties, | highlight how orgamaéti
leaders adopted a discourse of peril to make sense out of the many challeingabéan.
According to this discourse, the organization was confronted by rapid changasingr
competition and the imminent threat of “dying” as a business. The only way to survive in
this environment was to take greater risks and compete on the terrain of innovaten. Thi
also required that employees become more innovative, adaptable and entdrpasiieg to
make the new businesses work. | describe how this discursive construction criegisel |
pressures on employees “to get to work” and provided a constant stimulus of fear ahd anxi
that regulated the productive energies of employees.

This research illustrates how the innovation imperative shapes the world ofrwork i
distinct, and sometimes contradictory, ways. While the promise of innovation cetednalt
nurtures the creativity of employees, the peril of innovation creategegokahands for
performance, accountability and revenue generation. In accordance withy[{1998), |
argue that the management discourse of creativity and innovation involves a cultural
reconstruction of identity in the workplace, in which managers and workers ar@singtg

expected to operate as creative, fast-paced and driven talent.
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| also want to highlight how the innovation imperative functions not only as a
dominant logic but also as a narrative framework for motivating employees.oyepl
were repeatedly told that “our business is dying” and that the organization would have to
change dramatically if it were to survive. At the same time, emplayeesencouraged to
embrace the vision of becoming a cool and cutting edge “total communications company.”
Through the peril and promise of innovation, executives attempted to motivate and persuade
employees of the necessity of change and innovation. | highlight how this frafring
challenges and opportunities facing the organization was designed to stitmellate t
entrepreneurial capacities of workers and build commitment to the cagtakess. | relate
this to Boltanski and Chiapello’s (2006) work on the “spirit” of capitalism.

According to the authors, the “spirit” of capitalism is the ideology thafigsti
people’s commitment to capitalism, and which renders this commitment attrabitiorder
to build commitment, the spirit of capitalism must respond to three key questioriss wha
stimulating about it, how does it provide security, how does it assure justice? dtuthyisl|
argue that a significant part of the stimulation of capitalism is the prahigeativity and
innovation that it offers to people in terms of the chance to use their talents angagarirc
exciting work. However, the study also reveals that the stimulation of capitalbased in
equal measures on the “peril” of innovation, which highlights the many threats that
organizations face due to increasing competition and economic threat in the gtotmahg.
At Orange Planet, these two logics existed side-by-side in consgrtisirmeaning of work
for organization members. Yet, what is noteworthy is that while the peril of inaovati
functioned to stimulate and regulate the productive energies of employédss, it a

undermined the second dimension of the “spirit” of capitalism, the promise oftgdouri
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individuals and their families. This would eventually create many problems for the
organization in terms of employee morale and turnover. This leads me to my next point of
discussion.

At Orange Planet, the promise of innovation often came at odds with the experience
of work for many organizational members. While employees were promiseith@xodrk
in an empowering environment, they often experienced high levels of stress, ahdnge
insecurity. As | highlighted in the last chapter, the increasing disfmeityeen the promise
and experience of innovation at Orange Planet led to significant skeptioisfarens of
resistance among employees, especially among new hires. | redatettie inherent
instability of the new managerialist discourse, which creates an enviroofrreassive
change and uncertainty. In this environment, employees often experiengebalfs-
material rupture.” According to Laclau and Mouffe (1985), a “symbolic-neterpture”
occurs when subjects encounter a discursive failure, or gap, between tlredlimatiges of
the discourse and the materiality of embodied performances. At Orange Planet, the
contradiction between the symbolic and material worlds created spaesigtance and
rearticulation of the self on the part of workers. Instead of becoming more d¢ethtoithe
entrepreneurial goals of the organization, many employees becamekeyatieas and
critical about the changes. As a result, a significant number of new hirestolieave the
organization. In general, then, we see a fracturing of the capitalist imagtmfarange
Planet, in which the stimulation of innovation and entrepreneurship was increasingly

overshadowed by the frustrations and insecurity of work at the company.
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Risk-taking. Another important finding raised by this research is how the discourse
of innovation shapes the risk-taking orientation of companies. While Orange lrdanet
traditionally been a very conservative company, the innovation imperative demartdee tha
organization take considerable risks to invest in new entrepreneurial businesses.a Whil
certain risk orientation is a normal part of business enterprise, what is nbtgwsdrow it
was accompanied by a distinct rationality of gambling. As one employed,st&e’ve
gone to Vegas is really what we've done. Because many of these netivastae huge
bets.” As I highlighted earlier, the innovation imperative with its mantrenabVate or die”
encourages a “jackpot” mentality in the business world. It is “a belieétleaything would
be made right with a handful of ‘homerun’ innovations — innovations that would change the
very terms of the competition in their industries” (Getz & Robinson, 2003, p. 131).

This was certainly true at Orange Planet. Coupled with the drive for innovatson wa
the thrill of risk-taking. If one of the organization’s new business ventures “hit,” the
company would be assured of a bright future, with a substantial financial return. The
gambling metaphor is a product of the logics of markets, and especially tdc¢kergarket.

If the company was going to please the financial community and lifod& grice, it had to

take risks at the front edge of the industry. While | emphasize that Oramge \Rés a

highly ethical company, it adopted a mentality of greater risk-takinglier@o realize the
rewards of innovation. This finding raises a number of important ethical and pragmati
guestions about how the discourse of innovation shapes the culture of work in many sectors
of the economy, especially Wall Street and the financial community. Whildilzigssion is
beyond the purview of this research, it bears important consideration as dordvture

research.
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Innovation and Emotion/Affect. Let me now talk about the emotion/affect work
performed by the innovation imperative as a form of discourse. At Orange, Plane
organizational leaders drew upon the discourse to construct a world of promise antl peril
highlight how this particular construction of discourse worked not only at the level of
meaning but also emotion. It circulated an emotional currency of both excitemdent a
anxiety about the future that shaped the subjectivity and commitments of eegpld@ye one
hand, employees were excited about the vision of becoming a “total communication
provider” and regaining the entrepreneurial spirit of a startup company that once

characterized the company. On the other hand, they felt great pressureiatydtariget to

work” and to deliver demonstrable results to the bottom line. Through the circulatiornof bot

excitement and fear, the discourse structured an affect economy thdttserwgulate the
productive energies of workers.

As | describe in Chapter 5, an affective economy involves the “expansion and
contraction of affective capacities” whereby “value is produced througreairg,
capacitating and modulating affect” for the realization of profit (Wissir@07, p. 234). At
Orange Planet, the management discourse of promise and peril functioned to &mdive
modulate the emotional/affective states of employees to get them to work hgmetly
toward organizational goals. This study highlights how organizations are notteslgfs
rational decision-making but also of emotional expression, incitements andenzed.
Thus, while innovation is typically thought of as a rational process, | describe sooudies
of creativity and innovation function to elicit the self-actualizing and gelégrvation

properties of organizations through the production and regulation of emotion and affect.
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Power

Now that | have addressed some of my findings related to discourse, | want to move
to a discussion of power. In particular, | want to highlight how the discourseativise
and innovation functioned as a form of governmentality to shape the conduct of the
organization “at a distance.” This occurred through a variety of mechanismeslexe| of
both business culture and organization. At the level of business culture, the discourse
worked through the circulation of specific images, forms of knowledge aral soci
technologies. Since I've already discussed the innovation imperativeiwas aff
management knowledge, let me address the role of images and social techmologie
governing organizational life.

The Power of Images.Images played a significant role in the exercise of power at
Orange Planet. While images may not fit the traditional conception of goveaiment
rationality as enumerated by Foucault, | argue that media imagearpiagreasingly
important role in shaping the aspirations of the business world as well as thengtypgect
knowledge workers in today’s economy. As Rose (1999) writes, “Our habitat @dyalrea
inscribed with images, norms, evaluations and injunctions — from the architecture of our
homes...to the flashing neon signs urging us to ‘Drink Coca-cola’ as it is thehirgal t
Increasingly these disseminate repertoires of the self in terms ofitids’: relatively
standardized forms of individuality and personality, each equipped with a settsf habi
dispositions, tastes and aspirations” (p. 270). Within the business world, | argue that the
cultural circuit of capitalism disseminates a wealth of images and néonos the world of

work which shape the enterprising dispositions and capacities of its members.
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One of the dominant images that shaped the culture of work at Orange Plartet was t
romance of the “new economy.” According to Thrift (2005), the “new economyawas
attempt by the cultural circuit of capitalism to construct “a new kind of matkeire”
through “mass motivation” (p. 113). It was a combination of rhetorical flourish and ishanc
framing that became “a kind of brand, compounding in one phrase the attractions and
rewards of a new version of capitalism” (p. 114). For many technology companigs\the
economy” represented a new style of doing business that combined a passion for
entrepreneurship with the drive for new levels of growth and prosperity. At Oramgg, Pla
the image of the “new economy” shaped the identity and conduct of the organization in
powerful ways. As | have described, the company’s mission and values symbolized a ne
way of doing business that was different from the large, mainstream corpardtiatieer
than being stuffy and boring, Orange Planet was fun, creative, rebellious andesnploy
friendly. Employees were attracted to its promise of creative freedom auodliinged
“possibilities” of the Internet. Furthermore, organizational members dréven by the
excitement of entrepreneurship and the prospect of great financial rewardstifeonl
company could come up with the next market innovation.

The allure of the “new economy” was also instantiated through the image ofeGoogl
As a product of the dotcom boom, Google symbolized the risks and rewards of innovation in
concrete form. As | discussed in Chapters 4 and 5, the story of Google is continuously
circulated in the media, along with its top ranking as one of the “most innovative cespani
in the world.” As a result, it has become a powerful model of success in the busiddss wor
At Orange Planet, many employees talked about their aspiration to beolkgeG- a cool,

creative and cutting edge technology company. As one employee statedpfM@speople
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here if you look at role model type companies, we want to be a Google.” Rose (1999) argue
that images do not produce a relation of domination or manipulation of the subject; rather,
they cast “a grid of visibility over existence” by which individuals come terpret and
manage their conduct. | argue that the discourse of innovation shaped organilifgional
significant ways by circulating powerful images about the promise ofivitgand
innovation in the new economy, which cast “a grid of visibility” over the world of work.
These images received their power to persuade through a type of branding ofthe “ne
economy” and its promise of excitement and financial success.

Images do not function alone, however. As a form of power, they operate within a
larger complex of social practices that direct behavior in concrete waySraAge Planet,
the organization employed a number of social technologies to shape the meaning and conduc
of work. This included the corporate and employment brands, the physical design of the
office space, the new vision statement, the performance appraisal dyateimg and
development programs, and the pervasive use of the financial controls. All of these
mechanisms worked together to construct a system of government. These technologie
reflect how organizations attempt to manage both the symbolic and materiat a$peatk.
| especially highlight the pervasive use of the corporate and employnagewisiio shape the
meaning of work for employees. At Orange Planet, the vision and identity of the
organization as a “total communications provider” and a “grownup startup” was a powerf
corporate brand for members. It symbolized the hopes and ambitions of the orgamzati
compact form. One marketing guru has described branding as “arguably the ma#tlpowe
business tool since the spreadsheet.” Its purpose is to “bridge the gap betweandogi

magic to build a sustainable competitive advantage” (Neumeier, 2003). HoweMeayas
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described, while the brand is a powerful tool, it is also susceptible to rupture. Member
increasingly experienced a disjuncture between the promise of the brand seadithefr

work life at Orange Planet. What is most interesting is the extent tb wiganizational
leaders were aware and articulate about the failure of the organizatioivés delits
“promise.” This highlights the depths to which corporate branding has become a
commonplace technology and vocabulary among managers for regulating the productive
capacities of workers.

Financial and Bureaucratic Controls. In addition to the brand, I also highlight how
the organization made extensive use of financial and bureaucratic controls &berégil
enterprising capacities of employees. One irony of the innovation discotinaé ighile it
promises greater forms of autonomy and empowerment, it often brings greateofor
control over workers. This is evidenced by the pervasive use of the “spreadsimatiage
and monitor the accountability of workers. Workers were subjected to a variatgradiél
controls to manage the performance of work, including models, metrics and ingemfigst
consented to their use without complaint since financial controls are seen agiah jpae
of managing the risks and rewards of innovation. However, employees were mdre voca
about bureaucratic controls. They often complained that the company had become
increasingly bureaucratic in its management practices. For exam@eparienced new hire
stated,

For a company of two thousand people, we are the most bureaucratic organization |

think I've ever worked for. | worked for MCI, seventy thousand people, and we

could crank things out and get things done quicker than | see us getting things done

here, and there is only two thousand of us. Here’s what | liken it to: you have a small
company that says “I want to grow up,” and so I'm going to put all these bureaucrat

process-driven controls in place that just add layers and layers of delaysttitg g
things done. It just seems a little odd to me because | didn’t quite expect it.
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While employees agreed that the organization needed to implement some controlstm orde
improve quality and coordinate their innovation efforts, many believed Orange Réahet
implemented them in problematic ways. One employee stated, “I think changs ioat

good thing and we need it. But we have implemented it completely wrong in this company!
We have implemented change control that is solely there to check off a bunch of boxes.”
These comments highlight how bureaucratic measures often accompanied the
implementation of innovation at Orange Planet. Instead of giving employeedm@medom,
innovation necessitated that the organization manage its business and worktogre ater

controls.

Identity

Let me now address the last dimension of this research project — identityangeOr
Planet, executives drew upon the discourse of creativity and innovation to shape ttye ident
and culture of the organization in strategic ways. Alvesson (1990) identifieypesrdf
identity regulation in organizations: corporate identity, cultural control, naatian, and
subjectification. In Chapter Five, | described at length how corporate ydanttcultural
controls functioned to stimulate and regulate the identity of organizational menilhese
controls were designed to manage the conduct of the organization at the level of agmopulat
However, let me now address the personal dimension of identity regulation in theagerkpl
by discussing the issue of subjection.

According to Foucault, subjection describes how individuals become tied to identity
through conscience or self-knowledge. As Knights and Willmott (1989) elaborate,

subjectification occurs “where the freedom of a subject is directed ngyramd in a self-
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disciplined fashion, towards participation in practices that are known or understood to
provide the individual with a sense of security and belonging” (p. 350). At Orange, Planet
the freedom of employees was increasingly directed toward the enteygasits and values
of the organization. Employees were expected to display enterprisingegpuaht
dispositions such as innovation, adaptability, competitiveness and drive for refidts. T
enterprising identity of the organization also included greater demands foueeve
generation and profitability. For example, a manager of customer suppoitbeiesioe
financial mindset of the organization this way:
Everything we are trying to do, we’re trying to see how we can make a buchy It m
sound bad but that’s basically what we are in business for, is to make money and to
keep going. While some of our new products are neat and cool and really a good
thing, we need to make money. We didn’t go into them because it was a neat and
cool thing to add on to our service. There was a plan to make money.”
This statement highlights how the demands for innovation required employees to adopt an
increasingly “bottom line” orientation to work. However, while the concept of stidnec
provides a useful heuristic for describing the workings of power, | also find itgonalblc in
many ways. Most importantly, it treats identity construction as an outconpewef effect”
of discourse rather than an active, contradictory and conflictual process. Ae®anet,
while many employees participated in practices that gave them a sestseef identity
with the organization, they were also critical of many of the culturalggsaat the company.
This highlights how the production of subjectivity is never complete or totalizing, but
involves a complex articulation of meaning. In fact, as | have described, englosee
increasingly critical and skeptical about changes at the organization Vgoilexpressing

affinity for the company. | want to examine this process in greapth dethe remainder of

this section.
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Research suggests that individuals position themselves in a variety of walgionr
to dominant organizational discourses. Studies in this area place analysofohow
individuals come to adopt various positions of identification, dis-identification, schizo-
identification and neutral-identification (Elsbach, 1999; Humphreys & Brown, 2002). A
Cheney (1983) describes, identification is an active process by which indsvichkal
themselves to elements in the social scene. It highlights how individuals comeetthgha
interests, values and symbols of an organization. However, scholars also highlight how
individuals take up various oppositional positions in relation to dominant organizational
discourses, which involve positions of dis-identification and schizo-identificatiest. D
identification highlights how individuals can express an active, negativeoredhip between
the self and dominant organizational discourses. Alternatively, schizo-idatndifiic
describes how individuals can simultaneously demonstrate identification and dis-
identification toward organizational discourses. | argue that, within this,stogyloyees
increasingly adopted positions of dis-identification and schizo-identificasidiney
experienced a growing disparity between the promise of innovation and thg oealdrk at
the Orange Planet. This can be seen most directly in the difference thh&tR&eirectors
and managers/below.

Directors and above tended to express strong identification with the dominant
organizational discourse. They were generally excited about the challethgework, and
were motivated by the prospect of helping the organization transform itselfnmatuse,
technology company. They gained a strong sense of identity from beingrenéerial
actors. For example, one VP stated, “At this point [in my career], being one obiiie p@

help the company transform itself, change the mix of revenues, I'm up for flengleal’'m

148



up for the task. | believe init, so let’'s go.” Likewise, a director stated, réheever a day

that is similar here. | like that we are in this space where we’llg eeaéry small company
compared to the AT&Ts and Comcasts of the world. | like being the underdog. It puts us in
a position where a lot of things are much more difficult, but it gives us some targétsreut t
and you have to go after it every day. It makes it exciting to come to work.” sia the
examples, the VP/directors were motivated by the entrepreneurialajdbk organization.

They expressed little doubt or frustration with the experience of work.

Below the director level, however, employee identifications were much more
complex. While many supported the new vision of the organization and its challenges, the
were also more likely to voice criticism and skepticism about the direction obthpany
and some of the cultural changes taking place. This included employees whq sti®ng|
identified with the dominant organizational discourse. Carl, a systems adnanjstated
angrily,

This company has become a barren wasteland compared to what it used to be. Based

on how innovative and cool and how much fun everybody had back in '94, 95 and

'96, what it's become now is very corporate, very structured, very narrow.

Everybody has their own little functional thing that they do and communication falls

apart.

Carl felt the organization had become much more corporate and bureaucratic dompiaee
young, dynamic startup that it used to be. Another employee used the term fimaiagg
assimilation” to refer to recent cultural changes at the company. Heduktleat the “very
human strengths and virtues, faults and foibles” of an entrepreneurial environmesetha
to characterize the company were being replaced by a “Stepford, inhaoraotate culture.

Other employees, however, were more mixed in their feelings about thezatgami While

many reported that they liked the company and understood the need for changeothey als
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expressed frustration and skepticism about the changing direction and values of the
organization. These employees demonstrated a combination of both identificatiog-and di
identification toward the organization simultaneously, or schizo-identicat-or example,
Bonnie, a senior manager of IS Strategy, stated,
| think Orange Planet is a great company, but trying to be a total communications
provider, that's some pretty big pants. | mean ... that’s a big statement. Do you want
to do two things really well or do you want to try to do ten things but have customers
just get by or have really horrible experiences. We talk about customeeszioic
but it seems like we are very much the 80-20 rule, almost the 70-30 rule. Just get tha
70 percent working, and the rest are ultimately screwed from the beginning.
In this example, Bonnie is expressing skepticism about the organization’s new vision and
direction. While she still thought Orange Planet was a “great companyhyesbeed the
organization was sacrificing its customer service for the sake of innovation.
| highlight how these examples of dis-identification and schizo-identdicatften
arose due to the growing disparity between the promise of the organization aealithef
work for organizational members. While employees were attracted to the biagel amd
historical identity of the company as a creative, fun and entreprendartapsthat valued its
people and customers, the new identity of the organization placed increasing emphasis on
innovation, corporate structure and revenue generation. In this context, employees
experienced a “discursive failure” between the idealistic images oftfamization and the

realities of working in an increasingly stressful, fast-paced and @genvironment. This

resulted in significant frustration and disillusionment for many employees.

General Discussion
Now that | have summarized my findings along the three dimensions of discourse,

power and identity, let me initiate a broader discussion of the literature. pteChal
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introduced several different arguments regarding the emergence ofityreaitd innovation

as a management discourse and how it shapes the world of world. First and foremost, |
discussed the writings of Richard Florida. According to Florida (2002, 2005)séhefri
human creativity represents a liberating force in the global economy. Jostshsft from

an agricultural to an industrial capitalist economy produced significant clazaage
transformation, we are experiencing a similar shift today aswitgatnd problem-solving
skills become the new force of production. As a result, he argues that knowledges\aoeke
enjoying greater forms of empowerment and creative production than eve, lséf@ping
their work lives along the varied dimensions of their creativity. This is a congpel
argument because there dramatic shifts in the world of work toward greater creativity,
innovation and entrepreneurship in the workplace, especially within knowledge-intensive
organizations and the new economy. As a result, organizations are cultivating enmtsonme
of greater participation, collaboration and empowerment for employees. We onlpneed t
look at companies like Apple and Google to confirm some of the benefits of the new
economy.

Yet | have tried to show how this seemingly more exciting and humane form of
capitalism also masks deeper forms of power and inequality in the workplace.cés¢hef
Orange Planet, while workers were treated well and given more opportunitiesttibute
their talents, they were also expected to work in a fast-paced and evemghamgronment
with significant demands. Furthermore, the demand for innovation placed greasergse
on workers to be more enterprising and productive while affording them less job itysecur
As Alvesson and Willmott (2004) contend, discourses of innovation allow opportunities for

creative work and “micro-emancipation”; however, they are more often usedineeng

151



consent. This is perhaps the great weakness of Florida’s argument. While lyhtsighé
great promise of creativity in the emerging knowledge-based economygleetag¢he power
dimensions of the new managerialist discourse and how it enacts new forms of dogttrol
me discuss this new managerialism in greater depth.

In Chapter 2, I highlighted how the discourse of creativity and innovation is part of a
new managerialism that has become hegemonic in the global economy. According to
scholars, the new managerialism (or new wave management) is predicated abtliby st
and bureaucratic control but on change, adaptability and creativity toward rketprece.

In this view, the world is characterized by increasing ambiguity, complardychange and,
therefore, requires that business managers adopt more flexible and entneglréorens of
work as well as embrace principles of nimbleness, adaptation and creatiatyl tthe
marketplace. According to Thrift (2005), the new managerialsim instanéiatew version
of capitalism, or “soft capitalism,” which signifies the “formation’s ptilge characteristics
and its supposedly caring, sharing ethos” (p. 11). More importantly, he argues ti@awthe
managerialist discourse shapes the world of work as much as the world of workishape
Quoting Nohira and Berkley, Thrift (2005) states: “In other words, the new reQalksj
discourse must be ‘understood primarily as a form of rhetoric ... spoken by mahageria
professionals not to mention professors of management — in ways that are nednigces
coterminous with organizational practice itself’ (p. 30).

In this dissertation, | extend Thrift's thesis by highlighting the paldrcinfluence of
the creativity and innovation discourse on the production of organizational meaning,
performance and identity. | highlight how the new managerialism has becomeiragdef

feature of organizational life, which actively shapes social reality anésngknew ways for
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people to be at work. Consistent with Du Gay (1996), | maintain that the discourse is not
simply an ideological distortion or “false” knowledge. Instead, the discoatiselst makes

up a new social reality with material consequences. This new social oealibe seen most
clearly at Orange Planet. | highlighted how the new managerialism wctestia distinct
rationality and worldview about how to compete in the new capitalism. A Direciales
explained this rationality most explicitly:

We are a company that has to become innovative and adaptive to survive; that if this

company is going to metamorph, change or whatever you want to call it from being a

pure ISP to being a total communications provider, that it's really got to hapgen wit

my group or my business. And when | say ‘my group’, | mean every group has to
feel this way.

This statement highlights how the new managerialism required the organimation t
become more innovative and adaptive in order to survive. It necessitateccthpadaf the
organization work harder and maximize its entrepreneurial skills in order to heakew
businesses work. More importantly, | argue that the new managerialisnribas se
consequences for workers. As Thrift contends, “soft” capitalism has a hard edge. He
outlines several damaging consequences of the new managerialism, whicfouatsto be
significant features of worklife at Orange Planet.

First, the new discourse has “material consequences” for knowledgersvorkerms
of direct downsizings, layoffs and other forms of stress and strain asdowsitte
organizational change. In my research, | noted how the company’s innovation effiats w
followed by a constant stream of job changes, “reorgs” and workforce laydfis.crEated
an environment of massive uncertainty, job strain and insecurity all levels afyeragp)

including management. | described how even the Chief People Officer was foreadeto |

the organization due to stress and burnout. As Thrift (2005) states:
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In other words, this new form of the exercise of corporate power is not necessarily
any ‘nicer’ than what has gone before; for all the caring rhetoric, leajusbas

easily be mean and learning can mean stomach churning. The sword of management
is, as always, two-edged: economic success is, now as then, brought at the cost of the

workforce, as much as its benefits” (p. 47).

The new managerialism, then, embodies a deep contradiction it its managecigggra
While it offers a seemingly more patrticipative, creative and humane amaa for
workers, it nonetheless is deeply driven by its own logics of financial growitc@mpetitive
advantage. This often meant sacrificing the security of workers for thé@mlof the
market.

The second consequence of the new managerialist discourse is the extent b whic
constrains and limits the subjectivity of workers. While the discourse premese forms of
human creativity and individuality, it forces workers into a narrow conceptiornrsdmeood
as entrepreneurial subjects. As Thrift (2005) states:

...for all the commitment to an open-ended view of subjecthood [advocated by the
new managerialismjn practicethe conception of the person (and the model of
action) that is presumed is, more often than not, a narrow one which involves super-
exploitation of both managers (who are expected to commit their whole being to the
organization) and workers (who are now expected to commit their embodied
knowledge to the organization’s epistemological resources as well). (p. 47)

In the case of Orange Planet, employees were attracted to the commpeasys of
creative freedom and its core value of “respect for the individual.” Yet singgg, they
were expected to operate as fast-paced and driven talent fully commnitibed t
organization’s innovation goals. Thus, while employees were promised an environment
where they could “come as you are” in dress, appearance and lifestyle rapidly being
transformed by a dominant model of work defined by corporate innovation and

entrepreneurship. This included the implementation of a variety of measures for

bureaucratic and financial control over employees. Again, we see a deep ctotradite
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discourse of the new managerialism between the promise of individuality andresess
toward conformity.

Let me now turn to a discussion of discursive formations and governmentality. This
project began with the premise that the management discourse of creativityhavation is
a discursive formation (i.e., a group of statements) that systematmaily fobjects” and
“subjects” of knowledge. Furthermore, | argued that the discourse funcsi@nfoam of
governmentality by directing the conduct of organizations “at a distan@eighithe
production and circulation of specific images, forms of knowledge and technologies. Given
their grounding in the work of Foucault, these concepts provide a compelling théoretica
framework for understanding the exercise of power in modern society. Howalssy want
to think critically about the limitations of a Foucauldian framework by adargssiveral
criticisms of poststructuralist organization studies.

Newton (1999) argues that many poststructuralist studies tend to convey a linear
relationship between discourse and the subject, as if power operated in a shaight li
construct the individual. In many of these studies, the tendency is to describe how a
powerful discourse “interpellates” a vulnerable subject in a seemingbt daasal
relationship. Newton cautions many Foucauldian scholars about presenting dissourse a
“programmatic prescriptions” that produce fully compliant subjects—whegfiees to as
“agency as inscription” (p. 429). Instead, he emphasizes the complex intexpleeb
discourse and the subject and how developments in discourse shape the formation of identity,
but also how individuals construct identities that are often multiplicitous, contradantd

fragmented.
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In this study, | highlighted how the discourse of creativity and innovation shaped the
subjectivity of managers and workers in significant ways, but also how gegsi@nacted
various forms of resistance to the discourse. For example, | described hoyeheree of
identification among employees was often filled with conflict and cordtiadi, in which
individuals expressed both strong identification and dis-identification simultdgeous
schizo-identification. However, other employees chose to leave the orgamalabigether,
especially a high percentage of new hires. Yet, overall, | highlighted how ezeplasere
not passive subjects of the discourse but very aware of their circumstances aesl, ehitic
some stating “that’s what | signed up for” while others concluded, “that'sdin’t take it
anymore.”

This brings me to a second criticism of a Foucauldian framework, which concerns the
concept of governmentality. While governmentality research provides valoaigets into
the workings of modern power, a number of scholars have identified importantibnstat
this concept. During (2005) argues that we must understand enterprise culture gsamor
the exercise of governmentality; we must understand what attracts indsvidulais type of
work. As he states, enterprise culture has “its own utopianism since it proposestyacf
energetic individuals both supportive of (as consumers) and competitive with (as psbduce
one another, fulfilling their personal dreams” (p. 16). Likewise, Thrift (20Qft)esrthat the
concept of governmentality fails to account for emerging forms of poweoltag|
capitalism, such as new commodity relations, new spatial forms, and new types of
“expressive organization” (p. 10).

In regard to organizational life, Schultz, Hatch & Larson (2000) argue thmaiti@nal

expressiveness” and corporate identity have come to play an importantmaeaging
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organizational life. They state that “increasingly organizations comps¢el loa their ability
to express who they are and what they stand for. Emotional and symbolic expesssige
becoming part of the experience of doing business” (p. 1). Thus, we see an igai@asih
corporate branding and marketing efforts as technologies for managiittttifications
and motivations of a knowledge-based workforce.

These criticisms highlight how traditional conceptions of governmentaéty ar
insufficient to address the emerging forms of power in the world of work. Asuli,n@ this
study | have examined how the exercise of governmentality operates yttronigh
bureaucratic administration or statistical calculation of a population, but theowgte
variety of management knowledges, images and mechanisms that stimulaguiate the
entrepreneurial capacities of the business world. Furthermore, theseofdinusviedge
shape conduct by stimulating the affective states (both aspirations and aphpietanagers

and workers through various forms of brand, identity and culture management.

Implications
This research raises a number of important implications for the study of irorovati
and management discourse. These can be organized into three main categumedisathe

methodological and pragmatic.

Theoretical
One key implication of this research is how creative/innovative identity has become
powerful form of control within the world of work. According to Alvesson & Willmott

(2004), “Identity regulation is a significant, neglected and increasingigrtant modality of
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organizational control, especially in larger corporations and the New E-consnvg)las

the long established province of the professional services sector” (p. 438). Iis today
economy, organizations actively shape employee subjectivity and meaning byirtgeplo
discourses of innovation that construct workers as creative and enterpuisiecgs |

highlight how this specific linking of creativity and capitalist enterpri$ers a compelling
vision of work for many professionals, yet also leads to powerful forms ofmsglbgement.
For example, McRobbie (2002) argues that “the couplet ‘creativity/tdlastrecently come

to represent the most desired of human qualities, expressive, indeed synonymous with, an
‘inner self,” and hence a mark of uniqueness, and particularly resonant for yeoplg

poised to enter the labour market” (p. 109). This is an important issue because it not only
regulates employee identities but it politically reconstructs a Eggment of society.

A related implication of this research is how the discourse of creativity and
innovation has become a significant part of the “promise” of work in the new capitali
which is designed to attract and retain talent. | use the word “promise” in twhcspags.

As | have shown, the management discourse of innovation works rhetorically to domstruc
“promise” of growth, prosperity and creative production. However, on a more specéic |
the term “promise” is used in marketing circles to highlight the symbolanmgs conveyed
by brands. Brand gurus talk about how brands “articulate a promise” of benefgsiresea
rewards and attractions. Thus, | use this term to reflect these two meanirals, whi
increasingly are one and the same.

This can be seen most directly in the pervasive use of corporate and employment
branding to construct the identity of organizations as creative, excitinglladdafith

possibility. Many organizations today attempt to project desirable imagles employment
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relationship centering on the promise of creativity and innovation. While some @tgamsz
can fulfill this promise, the vast majority cannot. As Naomi Klein (2000) syrite
organizations have become “meaning brokers” instead of product producers, where
marketing the identity of the organization has become a significant part@fkeaence of
doing business (p. 21). This includes efforts to shape both the symbolic and material aspect
of the employment relationship. Foucault’s concept of technologies of power explains how
organizations attempt to exercise control by engineering workspadekeploying other
social technologies to shape employee perceptions. However, my reseafrighdights
how issues of identity management run much deeper than corporate branding efforts.
Organizations also engage in the intense use of management communication to shape the
motivations and commitments of workers. This includes constructing powerful vision
statements to tap into the creative aspirations of organizational membesfc#t the self-
actualizing properties of workers.

In many ways, the promise of creativity and innovation has become a part of the new
social contract between employers and employees in the new capitalishichnwerkers
are promised exciting work in a stimulating environment in exchange forrlonges and
less job security. While this is a disturbing trend, many knowledge workerbianeeto
accept this condition. As | highlight in Chapter Five, employees at Orange Wkneeoften
very aware of their circumstances and choices. Most employees knethetloagjanization
offered the promise of both high risk and high reward. However, what many employees
could not foresee was how the innovation imperative would create a pressdresfibbgsful

and uncertain environment. In this context, many employees became diskatisfie
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disillusioned with the changes at the organization, causing many new employees to quit

within their first year.

Methodological

This research project also has implications for studying the relationshial@ctoh)
between management discourse and everyday organizing processes. lrapdrdoglie
that the integration of Foucauldian discourse analysis and ethnographic fieldwodepravi
rich intersection of meaning for the analysis of organizational communicatibile these
two methodologies reflect distinct approaches to the study of discourse and agganizi
processes, | argue they both are essential for understanding communicagssgs0oa@s |
noted earlier, Foucauldian discourse analysis examines language practieegsappear in
historically-emergent discourse formations. Ethnography, on the other hand, involves the
engagement with and writing of culture at the level of everyday discursiviicprac

While these two approaches to discourse do not always sit comfortably together, |
have tried to negotiate these tensions by organizing my research into twd distipters,
showing how they are linked together by a common discourse. | believe this apimash a
for rigor in my analysis as well as depth of insight into organizing proce€sasceptually, |
draw from the work of Gubrium and Holstein (2000) who propose a framework for
interpretive practice based on the interplay between discourse-in-pi@autickscursive
practice. In their view, discursive formations constitute the “what” of bmtexaction,
while discursive practice constitutes the “how.” In my research, | tryow slow the
discursive formation of creativity/innovation shapes systems of meanihg ktvel of

business culture and how these meanings are taken up and/or resisted by organizational
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members at the level of local practice. From this process, | have gleaeedl smportant
insights.

First, the analysis of discursive formations enables researchers to coastest
picture of the object of knowledge and how it constructs specific relations of
power/knowledge. In my research, | was able to delineate a well-ddfoty of knowledge
that was generated and distributed by the cultural circuit of capitalifins.type of project
provides a valuable contribution to the field of communication studies by identifying how
discourse constitutes social formations within a given historical period. Howelek this
approach to management discourse is incomplete without being placed in relptionshi
everyday organizing processes. Therefore, the second part of my reseaacheffad to
examine how the discourse shapes organizing processes.

Second, the discourse of innovation shapes organizing processes in complex and
sometimes partial ways. One of the important lessons from this projectlisctlgiractice
rarely adopts the content and form of the discourse in direct ways. At Orange, fhe
sense-making practices of the organization took many different forms. Meofter used
the words “innovative,” “creative” and “entrepreneurial”’ interchabyjeto describe the
aspirations of the company. However, since Orange Planet began as a stuall sta
technology company, the word “entrepreneurial” was particularly resooramembers and
encompassed many of the desires of the organization. At the same time, thougimibe pr
and peril of innovation infused and informed the entire identity of the organization indoth it
brand identity and organizing processes. Therefore, ethnographic fieldwoaledehiew

the discourse of innovation was taken up in complex ways, often intermingled with other
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discourses and practices. In some instances, the purity of the discoursgoioimad to be
modified in favor of social relevance.

Third, and lastly, the dialectic of discursive formations and discursive gractic
challenges the researcher to integrate the findings from the two epgsda develop a more
insightful view of organizing processes. For example, my analytic frankev? innovation
as both promise and peril was a result of juxtaposing the intellectual insmyht#hie textual
analysis of the discourse formation (Chapter Four) with the emotional ingaghtsd from

my fieldwork (Chapter Five).

Pragmatic

Along with theoretical and methodological implications, | also gained a nuohber
practical insights into the subject of innovation and management discourse. Mwsigtin |
relates to the very nature of innovation itself. As Joseph Schumpeter (2008) wrote over 60
years ago, capitalism necessarily involves a process of “creativadliestt — a process of
“industrial mutation that incessantly revolutionizes the economic structurevithin,
incessantly destroys the old one, incessantly creates a new one” (p. 82). Hp¢t abnc
creative destruction relates not only to economic structures but also humarscultuiee
case of Orange Planet, the introduction of organizational change and innovatied crea
sharp divisions within the culture between the old and new business areas. As atoe Direc
stated, “There are a lot of invisible walls going up, and it's creating a letsion in the
organization.”

In particular, the introduction of innovation created conflicts in priorities, cotigreti

for scarce resources and cross-organizational jealousies that westepemsoblems for the
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organization. This has significant practical implications for managing oig&nmal change
efforts. For example, in regard to priorities, the new business areas (subeasnd
municipal networks) were trying to be innovative and entrepreneurial anébtieerequired
processes that were more agile, loose and “shoot from the hip.” This was in staktdontr
the old business unit (dialup Internet access), which required planning, struature, a
efficiency in its operations. As a result, the businesses were often “naiuiifferent rates
of speed,” creating conflicts in goals and priorities across the organizatiaaldition, the
new business units were accused of raiding people from the old business unitisnadai
needed skills and expertise. This led to turf wars within the organization. Asctodir
stated, this created “a lot of uncomfortableness” between manageessattithe question,
“who is this business unit going to steal next?” Lastly, the new businessveeee often
talked about as the future of the company while the old business unit was considered a
“dying” service line. This was despite the fact that the old business wagestifating huge
profits for the organization. This created cross-organizational jealous@gyamployees to
the extent that product managers for the old business unit posted a giant sign above thei
cubicles that read, “Dial-up isn’t dead!” These examples highlight how oejemmal

change and innovation is as much a political process as a technical one, which involves
competing goals, interests and identifications. Managing these tensionsotpa struggle

of innovation as organizations attempt to implement cultural change.

Future Directions for Research

This study raises a number of interesting questions to be explored in futurehesea

In particular, one important area is the influence of corporate and employraediniy as

163



specific technologies for constructing the enterprising subject at waikcldugh (2002)
contends that the technologization of discourse has become a pervasive form of power and
control in modern society. He cites the examples of interviews, teaching, ooy asel
advertising as common discourse technologies. As he explains: “In catimgdiscourse
technologies, | am suggesting that in modern society they have taken on, and grertakin

the character of transcontextual techniques, which are seen as resources sithabkan

be used to pursue a wide variety of strategies in many diverse contexts” (p. 215)

As a discourse technology, branding has the power to shape the employment
relationship and the subjectivity of workers in sophisticated ways. In thepéxafOrange
Planet, employees were constructed as smart, driven and innovative subjectsofidhese
competencies were built into the culture of the organization through a variety oktliscur
and non-discursive practices. Whether these technologies are completessfulcor not is
another matter, but they merit further inquiry due to their pervasive influenhe business
world.

Another area for further research is how the discourse of innovation shapes the
emotional context of work. As | have shown, innovation constructs a narrative of promise
and peril, which circulates an emotional currency of both excitement and anxietylabout
future. At Orange Planet, while employees were excited about the prospet\ation
and entrepreneurship, they were also worried and anxious about the future of theycolmpa
highlight how executives deployed the discourse in strategic ways to semakhtregulate
the enterprising capacities of the organization. Additional research stodidd address
how the discourse of innovation intersects with emotion management and affed. studie

Many scholars have noted the importance of emotion and affect to the performaick of w
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in the postindustrial economy. While emotion involves the “narrativized” production of

meaning, affect works at the level of “pre-individual bodily forces” or agmss (Wissinger,

2007, p. 234). Both shape the exercise of power by managing the interior state gkesplo

for the realization of profit. This study has addressed how the discourse of innovation ha

the capacity to both generate excitement and induce fear in a workforcee $tutlies of

innovation would benefit from examining the emotion management of labor in greater depth.
A final direction for future research is the role of resistance to innovation and

entrepreneurial discourses and practices. In this study, I highlighted howyeeypéngaged

in various acts of dissent and resistance to cultural change and the expafri®ade

including leaving the organization. However, many of these acts were notdiméthe

logic of innovation per se but at dissatisfaction with the work experience itsé¢ifasuc

increasing bureaucracy, control, stress or change. However, in a few instadigetuals

guestioned the very foundation of the innovation imperative. For example, at one point a

training manager satirically summed up the company’s outsourcing stfatatgycall

centers this way: “Orange Planet is re-colonizing the Commonwealth — Kehygeria to

South Africa. Wherever the English accent is crispest, we’ll go theréis comment

reflects a deep form of resistance to the goals of capitalist expansiomadied in the

innovation imperative. While most employees were unable or unwilling to make this bold

pronouncement, he made this statement triumphantly. Future studies might examine how

employees engage with and/or resist the discourse of innovation and entreprpneurshi

directly, especially in regard to questionable labor practices and eHsuabi
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Conclusion

In conclusion, let me summarize the main thesis of this project and then discuss how
the discourse of innovation may shape the world of work moving forward. In this
dissertation, | argue that creativity/innovation is a powerful managetecourse that
shapes the production of meaning and identity within contemporary capitalisiroutised
in Chapter Two, the discourse is part of a new managerialism that has becomeriegem
the global economy, predicated on the values of constant change, adaptadbititgativity
toward the marketplace. While the discourse is often seen as a libeoat@gnfthe
postindustrial economy, | highlight the ways in which the discourse construcicspe
relations of power/knowledge that function to stimulate and regulate the enteyprisi
capacities of workers to meet the demands of an increasingly competitisetphece.

In Chapter Four, | describe how the discourse is produced and distributed by the
cultural circuit of capitalism, which is the main group of stakeholders respemasr its
widespread circulation in the business world. This group includes management gurus,
consulting companies, business schools and the media. Through analysis of a wiglefvarie
texts produced by the cultural circuit, | highlighted how the discourse consrdotainant
narrative of promise and peril, in which innovation represents the promise of a@meiv ag
empowerment and creative production but also the peril of increasing competition and
economic threat. The discourse circulates at the level of business cultureadkea isp by
organizations in pursuit of business transformation.

In Chapter 5, | examine the ways in which the discourse of creativity and innovation
shapes meaning and identity at an Internet company struggling to survikgghlya

competitive telecommunications industry. | describe how organizational $eiadterup the
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discourse as a way to transform the company into a more competitive and estrigpte
organization, and how the imperative to “innovate or die” shapes organizational life in
significant ways. | introduce the concept of governmentality to highlightthewliscourse
shapes the conduct of the organization “at a distance” by circulating speafes, forms

of knowledge, and social technologies organized around the promise and peril of innovation.
Overall, I argue that innovation has become an “art of government” for stinguatd

regulating the entrepreneurial capacities of organizations to meet thedkeof an

increasingly competitive global economy.

Now that | have summarized my overall argument, let me address how the innovation
discourse may shape the world of work and the culture of the new capitalism moving
forward. | begin by drawing on the title of this dissertation: the promise anaperil
innovation. In many ways, this phrase captures the essence of the new “spafitaiisim.

As Boltanski and Chiapello (2006) assert, the “spirit” of capitalism is the “hurcah éa
capitalism affixed to an otherwise inhuman and abstract process. The augberthat the
ideology of capitalism cannot be mandated from above but must gain legitimacyh&om t
public through the persuasiveness of its moral claims, or risk revocation.

In this study, | have argued that the popular management discourse of graativit
innovation is one such way that capitalism attempts to justify itself, build ¢omemt and
inculcate the “spirit” of capitalism within the business world. The power ofitacourse
comes from the reality of global competition but also from its compellingrvisi work.

Knights and McCabe (2003) contend that the “idea of innovation” is often presented as “both
a spiritual and pragmatic panacea” by management gurus, “something akii\todahean

Dream” (p. 1). It promises that even the lowliest worker can get aheagjthcommitment
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to the capitalist process. Yet it is easy to see how this discourse ieggtiamd obscures
deep forms of power and inequality in society and the workplace. While the discourse of
innovation promises material and symbolic success for everyone, it is often usethéeieng
consent to new forms of workplace control and exploit the creativity of workecefporate
gain. This is in the context of high unemployment and job insecurity for many workers,
where outsourcing, restructuring, and layoffs are the norm.

However, despite these inequalities, the discourse of innovation will only increase in
intensity during the coming years. Given the current economic crisis, the afhigiobal
competition, and the demands for a greener economy, the imperative to “innovatenl die”
only become more prominent in the discourse of politicians, businesspeople and the media in
general. We see this already in the growing “threat” of China and how it hashedea
flurry of discourse about American economic competitiveness. For exanyffd doday
headline reads: “China: economic threat and potential market.” The artislegyte state:
“Americans have long been mesmerized by the promise of what 1.3 billion Chinese
consumers might buy. But now, Americans seem preoccupied by a darker imageahe thr
of what all those industrious Chinese workers might produce.” The article conclildes wi
hopeful note, however: “Despite the growing unease in some business circles e@tamesr
a market of great profit and promise” (October 27, 2003). In this example, we sdgehow t
dialectic of promise and peril animates the discourse, shaping the Idgmenican
enterprise. Scholars note how the persuasive power of the cultural circuittafisapi
especially management gurus, has long drawn on the use of fear and hope to motivate

managers to adopt new practices.
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What remains to be seen is how workers will respond to this demand for greater
innovation given the increasing disparities between the promise and realitykdffeonn
this study, | highlighted how employees were increasingly skeptical afidsiosmed with
the experience of organizational change and innovation at the company. Despite the
excitement of enterprise, the reality of the employment experiencemnssfsl, chaotic and
uncertain. As a result, many employees were vocal about their complaints and
dissatisfaction. This raises many interesting questions about how compgimespond to
a growing workforce of knowledge workers who are increasingly disaffegtédtlfailed
promise of the new capitalism. | referred to this earlier as a fragtafithe capitalist
imaginary, in which the stimulation of innovation and entrepreneurship is inogbasi
overshadowed by the frustrations and insecurity of work. Boltanski and Chiapello (2006)
suggest that, as people begin to see the limits of the new social order in teecgioy and
justice, the spirit of capitalism must strengthen these dimensions to stand itigue.cif
this theoretical insight holds true, we can expect to see a reframing of tt{epueti of
capitalism to redress the deficiencies of the new order. What would this destmmkdike?
Certainly the dimension of security poses significant challenges to businessnuch of
the adaptability and innovation of capitalism is premised on the disposability or
transposability of labor (e.g., cost-cutting, outsourcing, mergers and aoqsisitWhile
organized labor represents a viable strategy for the working class, there such
safeguards for creative or knowledge workers in most industries. In regarddstthe |
dimension, justice, there seems to be a more productive, albeit contestedjatismusow
capitalism can be coherent with a sense of the common good. Since the 1990s, corporate

social responsibility has entered the mainstream of business discourse) iitiplaasis on
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the fiscal, social and environmental responsibilities of companies. While thosidie is
complex and wide-ranging, CSR has become linked to innovation and entrepreneurship in
numerous ways, especially in the area of environmental sustainabilityougt some of

this usage may be no more than a public relations strategy, others repeesamt gfforts at
positive social change. We need only look at political calls for “green” jobgidsnce of a
substantial shift in public discourse.

In closing, | want to highlight how the promise and peril of innovation represents
both the social construction of the discourse but also its fundamental contradiction. While
the innovation imperative promises growth, empowerment and the excitementrpfisate
it is often driven by the peril of economic survival in a competitive market. Thoge this
dissertation has been able to accomplish its main purpose, which is to highlighktbelear
of the innovation discourse and how its shapes the culture of work in the new capitalism in

significant and detrimental ways.
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APPENDIX A:

INVITATION TO INDIVIDUAL INTERVIEW

Dear Orange Planet Employee,

You are invited to participate in an individual interview to discuss the culture and public
image of Orange Planet as well as your personal work experience. §3i@gs part of an
organizational research study being conducted by a doctoral student from thesitynofer
North Carolina at Chapel Hill. The purpose of this study is to examine the organikzationa
identity of an innovative fast-paced technology company.

The study will involve conducting individual interviews with a range of personnel from
across the organization. Each interview will last approximately 1 hour ancowet the
following topics:

Personal/Professional background
Work values and lifestyle
Creativity & innovation
Organizational culture and identity
e Challenges and ambiguities

You are being asked to participate in the study because you are a valuable ofahder
organization and can provide unique insights into the culture and work experience & Orang
Planet. Please note that your participation is voluntary and your commégrits kept
confidential. At the beginning of the session, you will be asked to read and sign a consent
form that authorizes your participation in the study.

Individual interviews are being scheduled for Oct 19-20 and Nov. H}u are able to
participate on one of these dates, please reply via email to . If you would like
to participate in a telephone interview on alternative dates, please indisgtesfierence.

Thank you in advance for you participation.

Sincerely,
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INVITATION TO FOCUS GROUP

Dear Orange Planet Employee,

You are invited to participate in a focus group to discuss the culture and public image of
Orange Planet. This session is part of an organizational research studyobeuncied by a
doctoral student from the University of North Carolina at Chapel Hill. The purposes of thi
study is to examine the organizational identity of an innovative fast-padetbtegy
company.

The study will involve conducting several focus groups to gather viewpoints fftaredi
levels of the organization. Each focus group will last approximately 2 hours dodweat
the following topics:

General perceptions of the organization
Organizational culture and values
Creativity & innovation

Everyday life in the organization
Organizational vision and mission

e Brand, reputation and marketing

You are being asked to participate in the study because you are a valuable ofahder
organization and can provide unique insights into the culture and work experience at Orange
Planet. Please note that your participation is voluntary and your commégrits kept
confidential. At the beginning of the session, you will be asked to read and sign a consent
form that authorizes your participation in the study.

A focus group for New/Recent Hires is scheduledSeptember 28th at 10:00AM in
Conference Room XIf you are able to attend, please reply via email to

Thank you in advance for your participation.

Sincerely,
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APPENDIX B:

INTERVIEW CONSENT FORM

University of North Carolina-Chapel Hill
Consent to Participate in a Research Study

IRB Study # 06-0533
Interview Consent Form Version Date:Oct 15, 2006

Title of Study: Putting imagination to work: A study of discourse, organizational identity
and the management of the creative class.

Principal Investigator: Mark S. Holt

UNC-Chapel Hill Department: Communication Studies
UNC-Chapel Hill Phone number: 919-962-0012
Faculty Advisor: Dr. Steven K. May

Study Contact telephone number:919-593-2452
Email Address: msholt@email.unc.edu

What are some general things you should know about research studies?

You are being asked to participate in a research stlidyoin the study is voluntary. You
may refuse to join, or you may withdraw your consent to be in the study, for aog,reas
without penalty.

Research studies are designed to obtain new knowledge. This new information may help
people in the future. You may not receive any direct benefit from being in dagales
study. There also may be risks to being in research studies.

Details about this study are discussed below. It is important that you undehnstand t
information so that you can make an informed choice about being in this research study

You will be given a copy of this consent form. You should ask the researchers named above
any questions you have about this study at any time.

What is the purpose of this study?

The purpose of this study is to explore the organizational identity of an innovativeebigh-
company. Organizational identity refers to how an organization collectivietyabout itself
and represents itself to others — that is, “Who are we?’ “What do we stand forre"arke
we going?” This interview will explore the shared aspects of organizataeraity but also
the extent to which identity is multiple, sometimes contradictory and expedieiiiterently
by members.
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How many people will take part in this study?
If you decide to be in this study, you will be one of approximately 25-30 employees
participating in interviews.

How long will your part in this study last?
Your involvement in this interview will last approximately 1 hour.

What will happen if you take part in the study?

You will be asked to discuss the culture and public image of Orange Planet, as siere
your personal experiences of working in the organization. You may choose to respond or
respond at any point during the discussion. Your comments will be audiotaped and
transcribed for purposes of analysis.

What are the possible benefits from being in this study?

This research study is designed to benefit society by producing new knowledge about
organizational communication processes, especially within innovative organszatn
addition, this research project will benefit the company by contributing valigdss and
perspectives to Orange Planet's Human Resources initiatives.

What are the possible risks or discomforts involved from being in this stud

We do not anticipate any risks or discomfort to you from being in this study. Howeesr, e
though we will take measures to safeguard your identity, there are dimaggo these
protections. Therefore, we encourage you to be as honest and open as you can, but remain
aware of our limits in protecting confidentiality.

How will your privacy be protected?

Every effort will be taken to protect your identity as a participant in tbdysYou will not
be identified in any report or publication of this study or its results. All namebewil
“scrubbed” from any reports that are given to management. Furthermore,danrstamces,
participant quotations may be slightly altered to avoid deductive disclosutentity. All
audio recordings and hard copy transcripts will be kept in a locked filing cabiaet.the
only researcher who will have access to these records.

While every effort will be made to keep research records private, there niayelsevhen
federal or state law requires the disclosure of such records, including pénsamaation.
This is very unlikely, but if disclosure is ever required, UNC-Chapel Hilltaide steps
allowable by law to protect the privacy of personal information. In some gases,
information in this research study could be reviewed by representatives afittezdity,
research sponsors, or government agencies for purposes such as quality caafebl.or s

Will you receive anything for being in this study?
You will not receive anything for taking part in this study.

Will it cost you anything to be in this study?
There will be no costs for being in the study, except for your time.
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What if you have questions about this study?

You have the right to ask, and have answered, any questions you may have about this
research. If you have questions, or concerns, you should contact the researdhan tisée
first page of this form.

What if you have guestions about your rights as a research participant?

All research on human volunteers is reviewed by a committee that works to goatect

rights and welfare. If you have questions or concerns about your rights aarahesibject

you may contact, anonymously if you wish, the Institutional Review Board at 919-966-3113
or by email to IRB_subjects@unc.edu.

Participant’s Agreement:

| have read the information provided above. | have asked all the questions | havamethis t
| voluntarily agree to participate in this research study.

Signature of Research Participant Date

Printed Name of Research Participant

Signature of Person Obtaining Consent Date

Printed Name of Person Obtaining Consent
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FOCUS GROUP CONSENT FORM

University of North Carolina-Chapel Hill
Consent to Participate in a Research Study

IRB Study # 06-0533
Focus Group Consent Form Version Date:Oct. 15, 2006

Title of Study: Putting Imagination To Work: A Study of Discourse, Organizational Identity
and the Management of the Creative Class

Principal Investigator: Mark S. Holt

UNC-Chapel Hill Department: Communication Studies
UNC-Chapel Hill Phone number: 919-962-0012
Faculty Advisor: Dr. Steven K. May

Study Contact telephone number:919-593-2452
Email Address: msholt@email.unc.edu

What are some general things you should know about research studies?

You are being asked to participate in a research stlidyoin the study is voluntary. You
may refuse to join, or you may withdraw your consent to be in the study, for @onyea
without penalty.

Research studies are designed to obtain new knowledge. This new information may help
people in the future. You may not receive any direct benefit from being in dagales
study. There also may be risks to being in research studies.

Details about this study are discussed below. It is important that you underssand thi
information so that you can make an informed choice about being in this research study

You will be given a copy of this consent form. You should ask the researchers named above
any questions you have about this study at any time.

What is the purpose of this study?

The purpose of this study is to explore the organizational identity of an innovativeebigh-
company. Organizational identity refers to how an organization collectividyahout itself
and represents itself to others — that is, “Who are we?’ “What do we stand for'e"arke
we going?” This session will explore the shared aspects of organizationélyidahtlso
the extent to which identity is multiple, sometimes contradictory and expedeliiterently
by members.

How many people will take part in this study?
If you decide to be in this study, you will be one of approximately 40 employees
participating in focus groups.
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How long will your part in this study last?
Your involvement in this focus group will last approximately 1.5 to 2 hours.

What will happen if you take part in the study?

The group will be asked to discuss the culture and public image of Orange Plaredtaass w
share individual experiences of working in the organization. As a member of the focus
group, you will be participating with other employees at the same level ingaeization.
You may choose to respond or not respond at any point during the discussion. Your
comments will be audiotaped and transcribed for purposes of analysis.

What are the possible benefits from being in this study?

This research study is designed to benefit society by producing new knowledge about
organizational communication processes, especially within innovative organszatn
addition, this research project will benefit the company by contributing valigdss and
perspectives to Orange Planet's Human Resources initiatives.

What are the possible risks or discomforts involved from being in this stud®

We do not anticipate any risks or discomfort to you from being in this study. Even though

we will emphasize to all participants that comments made during the fays ggssion

should be kept confidential, it is possible that participants may repeat commerds otit

the group at some time in the future. Therefore, we encourage you to be as honest and open
as you can, but remain aware of our limits in protecting confidentiality.

How will your privacy be protected?

Every effort will be taken to protect your identity as a participant in tbdys You will not
be identified in any report or publication of this study or its results. All namEbewil
“scrubbed” from any reports that are given to management. Furthermore anrstamces,
participant quotations may be slightly altered to avoid deductive disclosutenpity. All
audio recordings and hard copy transcripts will be kept in a locked filing cabiaet.the
only researcher who will have access to these records.

While every effort will be made to keep research records private, there niayelsevhen
federal or state law requires the disclosure of such records, including pémgamaation.
This is very unlikely, but if disclosure is ever required, UNC-Chapel Hilltakle steps
allowable by law to protect the privacy of personal information. In some gases,
information in this research study could be reviewed by representatives afitleedity,
research sponsors, or government agencies for purposes such as quality caafetf.or s

Will you receive anything for being in this study?
You will not receive anything for taking part in this study.

Will it cost you anything to be in this study?
There will be no costs for being in the study, except for your time.

What if you have guestions about this study?
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You have the right to ask, and have answered, any questions you may have about this
research. If you have questions, or concerns, you should contact the reseaechen lise
first page of this form.

What if you have guestions about your rights as a research participant?

All research on human volunteers is reviewed by a committee that works to goatect

rights and welfare. If you have questions or concerns about your rights aarahesibject

you may contact, anonymously if you wish, the Institutional Review Board at 919-966-3113
or by email to IRB_subjects@unc.edu.

Participant’s Agreement:

| have read the information provided above. | have asked all the questions | havamaethis t
| voluntarily agree to participate in this research study.

Signature of Research Participant Date

Printed Name of Research Participant

Signature of Person Obtaining Consent Date

Printed Name of Person Obtaining Consent
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APPENDIX C:

INTERVIEW GUIDE

|. Introduction

Welcome/Introduce yourself
Purpose

Topics/Length of session
Audio-recording/Confidentiality
Process Guidelines

ll. Personal/Professional Background

= What is your job? How long have you worked at Orange Planet? How did you gtart wi
the company? What attracted you to work here?

= Describe a typical day for you (e.g., responsibilities, activities). eWhat do you
enjoy/find meaningful? What do you find frustrating?

lll. Organizational Culture

= Describe the culture at Orange Planet.
= The following attributes have been used to describe the culture of Orange Hlanet
what extent do you agree or disagree with them?

Fun

Casual/Informal
People-oriented
Results-oriented
Creative/lnnovative
Autonomy to do your job
Chaotic/fluid/changing
Conservative (financially)

= What other attributes would you add?
= What is the relationship between management and employees?

V. Organizational Vision and Values
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= How do you feel about the new vision of Orange Planet as a “Total Communications
Provider™?
= How do you feel about Orange Planet’s core values and beliefs?
o Which, if any, are meaningful to you?
o Which values have changed or are no longer relevant?

o If you could articulate new values for the organization, what would they be?

V. Challenges and/or Frustrations

= What are some of the challenges or frustrations of working at Orange Planet?

VI. Reputation and Public Image

= How would you describe the reputation and the public image of Orange Planet?
= |n thinking about Orange Planet’s marketing campaigns, how well have theyezhthe
“identity” of Orange Planet?

VII. Final Question

= If you were writing a news story about Orange Planet, what would be a possibl
headline?

VIIl. Conclusion

Any other comments or questions?
Thank you!

If have any questions, please contact me at
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FOCUS GROUP GUIDE

Introduction

Welcome/Purpose
Topics
Ground Rules

. General Perceptions of the Organization

Card Exercise: Select one or more cards that describe your expesiefaceat Orange
Planet?
What is unique or distinctive about the company?

Organizational Culture

The following attributes have been used to describe the culture of Orange Hlane
what extent do you agree or disagree with them?

Fun

Casual/Informal
People-oriented
Results-oriented
Creative/lnnovative
Autonomy to do your job
Chaotic/fluid/changing

e Conservative (financially)

What other attributes would you add?

Let’s continue talking about the culture at Orange Planet.

e What is the relationship between management and employees? What are key
messages that you hear from executives or managers?

e What are some of the organizational traditions (rites, rituals, routines)?

V. Creativity and Innovation
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= In what ways is Orange Planet a creative/innovative company? How imgertant
creativity/innovation to you?
= Do you feel you are able to exercise your creativity on the job? How so?

V. Organizational Vision and Values

= How do you feel about the new vision of Orange Planet as a “Total Communications
Company™?

= How do you feel about Orange Planet’s core values and beliefs? Which,afany,
meaningful to you? Which values have changed or are no longer relevant? If you could
articulate new values for the organization, what would they be?

= How has the vision/values of OP changed over the years?

VI. Challenges

What are some of the challenges of working in a fast-paced organizationdikged®lanet?

VII. Reputation and Public Image

= How would you describe the reputation and the public image of Orange Planet?

= What attracted you to work here?

= |n thinking about Orange Planet’s marketing campaigns, how well have theyezhthe
“identity” of Orange Planet?

VIIl. Final Question

= If you were writing a news story about Orange Planet, what would be some possible
headlines?

IX. Conclusion

Any questions?

Thank you!
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If have any questions, please contact me
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