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Introduce Kanter’s text

The text that I am going to study is selected from the Change Masters: Corporate Entrepreneurs at Work (Kanter, R. M., 1984). Kanter had a good reputation in the academic community. Most of her books are about her studies of management and change. Her ideas spread throughout the academic society. She built a powerful Ideological platform for management. 

The book included five parts, which led readers to her ideology step by step. The book told us that organization must become more flexible. As the society was changing, the technologies and Market changed. We must modify our expectations with regard to our working lives. Ultimately, the book guided managers how to become change masters. The book was published at the period that many American organizations were facing the new challenge. They were losing their dominant position in the changing environment. As most of the large organisations were lack of innovation, they were facing foreign competition during 1970s and 1980s. They were finding solutions to keep their organization’s or their nation’s competitive position in the world. The book provided a new consideration to all management-level people. They might be interested in the practice about how to stimulate innovation and how to create an active atmosphere inside their organization. Generally, they attempted to minimise risks in large and stable organizations, but now they need to refresh their ideas through reading this book. 

Paraphrase of Kanter’s text

The selected text is the introduction of Charter One of The Change Masters (Kanter, R.M., 1984). The introduction started with a direct quotation from William S. Anderson, the Chairman of NCR Corporation. The words came from a top-level manager to ensure the soundness of the background idea of the book. The quotation described the situation faced by most of the American organizations.

Then She provided some companies she had travelled and examined to support her research’s validity and to show the origin of her data. Next, she told the current situation that more and more people concern the potential crisis coming from the relatively stable environment. As the time passed, they still wanted to maintain the same system, which was successful in the past. Those companies tried to avoid the human error, but at the same time, they eliminate the innovation and creation. However, the environment changed more quickly, they should put more emphasis on the individual decision-making, and they should encourage all the people within the organization to generate new ideas and new solutions.

Following, she described the contents of the book. The book would tell how people can offer contribution to the organization thought their innovation, and how to create the friendly environment that can support and activate the people’s imagination. The book would provide some practical systems used in some organization and how the systems worked. After that, she provided a significant finding from her research carried out by her research team. She got the result that the companies engaging in progressive human resource practices had more long-term profitability and higher growth than others. Afterwards, she showed the weakness of her research and give her statement that “improved organization designs and human resource practices can be innovation producing system” (p. 19). 

She then discussed some issues related with innovation in America. The truth led to America’s success was its innovation. Innovation guaranteed their organization’s survival and kept America in a leading position in many industries. She clarified the definition of innovation afterwards. Many people only focused on technology innovation, when they thought about innovation. Actually, innovation can be applied to a wide range of practices. It not only meant the technology advancement, but also any new ideas let to any improvement of organisation performance. The innovation would emerge in any level of the companies. They could contribute to some part of the company. So the job was to accept, utilise and imply the creative ideas and not to ignore or avoid them.

Afterwards, she showed that the innovation would be produced easily in the early stage of the development of the industry. When the industry was developing, there were not too many theories and ideology they need to learn and follow, so they were willing to try new methods and new systems, because they didn’t have too much to lose and they didn’t scare of any consequence. But as the industry became mature and stable, they had a lot of successful systems and many empirical rules need to follow. Also they owned a lot they had already got. Therefore, they became more aware of the risks. They didn’t want to lose; they just wanted to remand the same system and theories they’d already got. All the theories and systems just built on the base of the former theories and systems. They don’t dare to break through the exist system which led to their past success. For that reason, the growth of economic needed innovations in various forms and in various contexts. She also indicated that as the system growing more complex, the people sometime lose the original purpose and pursue some quantitative performance. They just look at the numbers and manmade measurement and ignore the basic needs. She then stated that as the large companies were avoiding the risks coming with the innovations, they were taking the risk of the fatal death at the end.  

In next part, she compared the different situation between large companies and newborn companies. The newborn companies always had new ideas and they didn’t have too much restriction. Their structures were relatively simple and didn’t have too many management levels. The information passed thought out the companies much easier, so in these environments, the innovation could be produced efficiently. While in large organization, the system was well-developed and not easy to change. They need a lot of authority and bureaucracy. So most of the time they lost a lot of creative ideas right after they come out. After she identified the problems facing most of the large organizations, she continued to give solutions for the problems. She suggested that the readers would understand how to achieve new territories following her book.

Critical Reading

She used 1st person of presence to show her ideology as an academic researcher. She stated words form successful practitioner at the beginning to emphasis the importance and value of her research. Then she showed her friendship with most of the famous corporations in America to enforce her influence thought out the management community. On the other hand, she appealed to the scientific methods to guarantee her theory also base on empirical analysis. All her studies were proofed and supported by all her researches. So her study had soundness in the academy society. However, most of the arguments are only based on her own experience. Her explained that she wanted the book to be vivid and user-friendly. First, she indicated the situation had already changed and change more frequently than before, so we must not follow the old theories. The old practice no longer fitted for the new environment. The problem was identified that was the mature organizations were facing the changed challenge. The only key factor for survival is innovation. And then she kept talking about the importance of innovation, the difference of innovation in different industry stages or in different scale of companies. Then she provided some well-known companies to enforce her credibility and gave us her great finding coming from her research on many famous companies. All of these showed her ideas were not only hypothesis, but also empirical conclusions. Her logical thought was that the environment kept on change, organization must adopt the new environment; change their strategies or their structures. But as the industry kept going, their steps became smaller, they could not escape from the exist theories, they just followed the path they were familiar with, but could not find new territories for further development. So her mission was to tell us how to become a change master managing to change along with the environment. She suggested there was not forever prefect system. In the past, companies relied on their systems, which could solve all problems automatically. But as more exceptions came out, these companies should truth their people rather then their former systems, because systems were made by people, as the system could not solve the new occurring problems, these companies need innovations. In a word, if readers follow her principles in this book, their organizations could keep competitive and profitable. 

In this text, she used “survival”, “ health”, “crisis”, “matures” and “growth” to represent the status of organizations. She thought organization as lives living in the environment. Metaphors were used, such as machine, “the ideal organization was designed to free itself from human error or human intervention, running automatically to turn out predictable products and predictable profits.” (p. 18); individuals, “richer companies could afford to spend more in the human-resource area than poorer ones.” (p. 19); physical object, “For we face social and economic changes of unprecedented magnitude and variety, which past practices cannot accommodate…” (p. 19). She used “territory” and “realm” to stand for the development of organizations, which stressed fruitfulness of the innovation. She used “doldrums” to describe the stable situation of America’s economy, which gave us an image of a windless ocean for ships. “Power” appeared several times in the text symbolized the authority to carry out innovations. It meant the acceptance, application and implementation of new ideas.

She gave us the vision of an organization exists in stable circumstances. And she showed this was an exception. In any other cases, an organization should change to fit for the unpredictable environment. She just thought all the ideologies in the book were right and told us as truth. She said “This book shows how people can exert more leverage in organizations…” and “this book is also about the circumstances that make it possible for people to contribute their ideas.” She just used her academic professorship and her population around the management society to persuade readers to believe her ideas rather than with the authority of science. In addition, she used some logical argument to make her ideas sound reasonable. Moreover, she presented readers her ideal organization. “All people including ordinary people at grass roots and middle managers at the heads of departments, can contribute to solving organizational problems, to inventing new methods or pieces of strategies. These ‘corporate entrepreneurs” can help their organizations to experiment on uncharted territories and to move beyond what is known into the realm of innovation.” In this organization, anyone had the power to act on his or her ideas for change, and found opportunities for innovation in nearly any setting.

The worldview underpinning in the text was “survival of fitness” in ecology environment. And innovation was the evolution in management context. Organization as a part of the environment only exists at the mercy of the environment. The environment decide live and death. 

Conclusion

After the critical analysis of Kanter’s text, I understand how to unpack the models and constructs in the text. Its ideology often provided without scientific methodology. Most of the time gurus would use metaphors to empower the text. While managers would keen on following the management fads, we don’t need to follow her guideline to solve problems (Collins, 2000, p.13). I find that Kanter's text may disturb the discourse of management. And her conclusion of her research was ambiguous, since the reputations for progressive human-resource practices were difficult to measure, and meaningless actually. Though the critical analysis I discovered that some concepts, such as "labour-management cooperation" and "good affirmative action plan" were vague, therefore her reasoning was vulnerable. To sum up, most of the guru books were reader-oriented. As most of the readers are not familiar with the scientific methodologies, gurus might be more popular with their dramatic literature.  
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