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Abstract

Title: The Role of the Individual in Organisational Cultures: a Gravesian
Integrated Approach.

Purpose — The research aims to investigate the role individuals play in organisational
cultures, specifically the role played by hidden, espoused and perceived values, beliefs
and assumptions.

Design/methodology/approach — This research uses self-reporting questionnaires
based on the psychological work of the late Professor Clare W Graves to reveal the
hidden culture and preference for change within the individual. Graves' work is
extended by applying his concepts to the espoused and the perceived individual's view
of culture. This approach produces a gap model for use in action research case studies
to effect change in a water company'’s supply chain.

Findings — The findings suggested that this approach produced change in the water
company. Professor Clare W Graves’ work, when used as a heuristic, revealed the
hidden building blocks of organisational culture to support individual and organisational
development.

Research limitations/implications — The framework is generalised as a philosophy
for use in businesses and organisations. However, the interpretations of the results and
the influence of the researcher are limitations. Graves’ ideas become a classifying
template for units of culture leading to a meta-theory integrating the ideas of memetics
and heuristics.

Practical implications — The use of self-reporting questionnaires relies on the honesty
of those participating. Interpretation relies on the experience and knowledge of the
researcher.

Originality/value — This research shows that revealing ‘hidden’ Gravesian culture
influences the way people interact and respond to an organisation’s culture. This view
of culture from within the individual has added another way of assisting change by
suggesting the origin of values, beliefs and assumptions.

Key Words — action research, Clare W Graves, change, culture, heuristics, Maslow,
memes, meta-memes, Mode 1, Mode 2, Oracle, organisational culture, organisational

development, Spiral Dynamics, Water Utilities,
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Chapter 1

Introduction

1.0. Organisational Culture — why this research?

This research will look at the role of the individual in organisational culture. This is an
action research' project to bring about change and produce a different model for
looking at the role of the individual in culture. The research takes a particular view of
understanding the hidden culture inside an individual that contributes to culture.
Gaining this ‘inside out’ understanding is done by revisiting the work of Graves (1977)
on the hidden building blocks of culture®. This contributes to knowledge by helping
understand the basic assumptions individuals make about culture and how they
contribute to culture, then validating this model by producing change using methods
based on action research. In management research on culture it has been argued that
it is difficult to define basic assumptions, values and beliefs (Young, 2000). Are these
building blocks (Schein, 1990) that are believed to form culture derived from something
hidden in the individual or are they perceived and espoused? The Gravesian
framework will be used to inform these arguments on organisational culture, pulling
together some of the strands that make up organisational culture. The view being taken
of organisational cultural research, Professor Graves’ work, memetics and heuristics
are the researcher’s based on his ‘mindset” and view of the world. Graves’ framework
is used in a practical setting to understand if it has a role in producing understanding

and a change, therefore the use of an action research method was chosen.

As an international senior manager living and working in different cultures | started to
question why certain innovation or management initiatives were taken up and became

successful while others did not. This led to the study of change. During this study |

' This research is based on the values for Mode 2 researchers: “collaboration; desire to impact
practice; closeness to practice and improvements to practice rather than distant or critical
perspective on theory about practice.” (Burgoyne and James, 2006. fig1, p313).

2 Building blocks of culture or cultural building blocks is a device or frame that are the
“underlying structures or organizing principles that bind and give coherence to diverse arrays of
symbols and idea elements that make up . . .[culture and give] packages of meaning” (Creed et
al., 2002 p481) in Ghaziani and Ventresca. (2005 p534).

3 Mindset — approach or way of thinking. “The established set of attitudes held by someone”
OED, 2001, p1176).



attended a lecture on culture given by Dr. Don Beck in 1997, this considered Graves'’
work. This triggered a ‘eureka’ moment for me in that Graves had produced a theory
that reflected ‘social DNA™. His view appeared to answer why and how management
decisions were taken and how individuals’ social DNA affected these decisions.
However there was no research available on the practical use of Graves’ ideas. This
research is about a journey to discover the usefulness of Graves’ work in
organisations. Graves showed a passion for his work and the more | understand his
work the more | ‘intuitively’ feel it is useful for understanding organisational culture,

producing another way of viewing culture.

Beck and Cowan (1996) who continued Graves’ work have never developed a practical
researched process for using Graves’ work, leaving the breadth and depth of Graves’
work untouched and outside academia. The work of Beck and Cowan (1996) is largely
based on and reliant on Graves’ work. To a large degree Graves’ work is
interchangeable with Beck and Cowan’s (1996). Beck and Cowan’s main contribution
was to develop assessment questionnaires and to interpret them to measure the
hidden values, beliefs, assumptions and change, that represent the hidden culture.
These measurements are argued to reflect the hidden ‘social DNAY in a person.
Graves’ work forms the academic core for this thesis and his work is linked with
relevant research on culture. Therefore to understand Beck and Cowan’s work |
considered it necessary to start with Graves’' work. Another consideration in starting
with Graves’ work was the bitter split® between Beck and Cowan. This split started
around 1998 (Beck, 2004a) where Cowan considered that Beck was not using Graves'
work correctly, as he put too much emphasis on the spiritual side rather than
management. It is hoped this research will rekindle an interest for others in Graves'

work.

“ Social DNA is used as a metaphor; however there are arguments for a biological basis
discussed later. (Social DNA based on Dawkins 1972, Distin, 2005).

® Social DNA — a metaphor based on a biological analogy.

® The split is so acrimonious that any training given by Beck is not recognised by Cowan, though
Beck recognises Cowan's training. As | was trained by Beck | have not been able to purchase
books on Graves’ work directly from Cowan (Cowan, 2003a) as he fears that anyone associated
with Beck will steal his ideas. The silly thing about this split is that both views of the use of
Graves’ work | found in this research, fit Graves' intent.



1.1 Who was Clare W Graves?

Clare W Graves was born in New Richmond, USA on the 21%' December 1914. He
graduated from Union College, Schenectady, N.Y. USA in 1940. He gained his PhD in
psychology from Western Reserve University, Cleveland and returned to Union College
in 1948, becoming a full professor in 1956 (Lee: 2001a). He retired in 1978 and died in
1986.

Graves knew Maslow (1968 ‘hierarchy of needs’) and delivered a lecture for him when
he was ill (Lee, 2002). Graves also had great respect for fhe work of Schein (1965).
This has led to the use of Schein’s 1990 three-dimensional model of culture throughout
this research. Graves’ first published paper was in the Harvard Review (1966) on the
“Deterioration of Work Standards”, about quality systems.

Dr Don Beck gave up his professorship in political science to join Graves in the 1970s
and continue Graves’ work. This resulted in the book “Spiral Dynamics - mastering
values, leadership and change” in 1996. In the 1990s Beck worked with the
philosopher Ken Wilber's integral psychology to combine their ideas. Wilber produced a
book “A Theory of Everything” (Wilber, 2000) covering Graves and Spiral Dynamics.

From the research into Graves' work, his academic background, his respect for the
work of Maslow and Schein and the basis of his framework suggest a person with
passion and precision in his research. On the other hand, he recognised the weakness
in his framework and the need to use his work not just as theory but as a practical
learning method which is in essence what an heuristic is. A heuristic is a learning
model and in this research’s view is based on the culture from which the learning

occurs.

The contribution to knowledge is the use of Graves (1977) and the later assessment
work of Beck and Cowan (1996) to define an individual's internal social DNA. Then
extend their ideas to measure the espoused and perceived social DNA of an
organisation. Graves’ work has not been researched in this way before. This allows for

building a ‘social’ gap model” between the hidden (within the person), the espoused

" Gap Model — in this research a ‘gap’ model is produced by measuring the individual's
Gravesian hidden culture and change profile and comparing against another individual or group.



(what the person says) and the perceived (the person’s intuition). The usefulness of
this model to organisations is then validated within a water company’s supply chain to
produce change.

This research will focus on the ‘Gravesian framework’, which is argued as a method of
defining this metaphorical social DNA that is active in an individual with their
preferences for different types of change. Graves argued that these values and change
systems are embedded pathways within the brain. Activation of different systems is
dependent on the prevailing life conditions and the brain’s capacity to handle greater
complexity. Measurement of these values and change is done by using Beck and
Cowan'’s (1992) questionnaires whose questions are unconnected to the organisation
and therefore argued as organisationally neutral (Beck and Cowan, 1996). ‘Neutral’
means that the questions asked are about the individual, rather than questions that ask
for opinions about the individual's view of the organisation. Specifically, this research
will seek to inform the following research questions to produce another point of view for

understanding culture to improve business performance.

1) Does the Gravesian framework help in understanding culture in organisations?

2) Does the Gravesian framework help in understanding the influence and role of an
individual's culture on an organisation’s culture?

3) Does the Gravesian framework help to understand the mechanisms of cultural

change?

The problems in addressing the research questions are discussed by referring to
relevant cultural research. Empirical managerial research exploring the role of the
individual in developing organisational culture has been lacking. Martin (2002a) in her
review of cultural research, comments that an anthropologist getting inside a culture
can take seven years or more because of the complexity and time needed to
understand the individuals and the group. Current management research in this field
starts with the organisation and studies the collective rather than the individual. This
usually takes a descriptive approach which reduces time and complexity (ibid), meeting
the needs of immediacy in fast-moving commercial settings. However, a further
imposed research limit is to define the boundaries of a culture. Is the organisation or

department the boundary or is it the local community or country in which they work?

The approach is also applied to the espoused and perceived using the Gravesian framework for
interpretation.



Moving the boundary further outwards creates more complexity and the need for more
time to do research. Therefore researchers place artificial boundaries around research
into organisational culture (ibid). An individual brings to an organisation, knowledge and
life experiences that are often different to those of the organisation. These experiences
often become hidden and not revealed to the host organisation. This in turn leads to
assumptions made by management on the observable, filtered through their cultural
values and beliefs. It is the purpose of this research to evaluate the role of the
individual in an organisation’s culture. This research approach will use an integrated
model that reveals the underlying or hidden values, beliefs and assumptions. Doing this
makes it useful for managers and researchers to help them change and shape
organisational culture. The basis of this research is to build on the unique integral
psychological work of Graves (1964, 1965, 1966, 1974, and 1977) in revealing to
individuals and organisations these hidden features of culture and change in a practical

way.

The need to understand cultural diversity is important since organisations try to survive
in a competitive global commercial climate. In the Western or first world countries the
shortage of skilled workers, coupled with an ageing population, makes it necessary to
employ skilled individuals from different and often alien cultures. However they need to
be able to take advantage of the current experience and knowledge of existing
individuals. For this integration to be effective, Western businesses need to absorb and
understand these individual cultures without alienating current employees and clashing
with their value and belief systems. This understanding contributes to the effectiveness
of the host organisation’s culture and performance. Schein (1990) argued that in the
make-up of culture there are values, beliefs, assumptions and artefacts that are
common to that organisation. However these are unlikely to be common to all

employees.

This research seeks to explore the role of the individual’s hidden® values and beliefs in
contributing to the organisation’'s culture and its subcultures. In this research a
business organisation is a culture. The words ‘culture’ and ‘organisation’ are

interchangeable (Martin, 2002a). Looking at the individual’s culture helps in moving the

® Hidden — the individual may not be aware of what their hidden values and beliefs are, as they
are subconscious. Graves (1966, 1977) identified these beliefs as hidden [pathways] in the
mind. Each system is argued by Graves to be produced by the interaction of life conditions and
brain capacity.



boundaries of the research outward, allowing reflection of the wider community in the
organisation’s culture through the individual. It is not in the scope of this research to
say how an organisation’s culture comes about because this would involve other
features of an organisation such as power, agency theory and so on. However if this
approach reveals the culture of leadership teams, as individuals, and the hidden values
and beliefs that shape the organisation, then it also reveals the cultural gaps between
employees, customers, suppliers and the wider community. If this holds true then
addressing these gaps helps to understand their value, belief and change systems.

This in turn helps with personal and organisational change.
1.2. The Research Method

To explore the role between an individual's underlying values, beliefs and artefacts and
the organisation, this research will revisit the 1950s work of Clare W Graves. The basis
of this approach is to use biological, psychological, social and systems (BPSS) self-
reporting assessment questionnaires (Beck and Cowan, 1992) to find an individual's
underlying values, beliefs and change preferences. Then to extend the findings of
these questionnaires, the research will use the Gravesian framework to analyse other
sources of information including documents, interviews and perceptions and a work-
related questionnaire. The idea of this approach adds to knowledge by building a social
DNA gap model between the hidden (within the person), the espoused (what the
person says) and the perceived (the person’s intuition).

To help in validating this model is an exploration of two issues raised by Graves (1977)
and by later researchers (Beck and Cowan, 1996). The first important issue is that of
the learning (heuristic) part of a theory (the individual's use of intuition) and the second
is an understanding of how units of culture reproduce (memes — Dawkins, 1976).
Memes are related to Graves’ hidden values and may suggest ways in which hidden
values and change reproduce throughout a culture. Beck and Cowan (1996) argued
that Graves' framework is a container that attracts memes®, forming meta-memes of

values, beliefs and artefacts that reveal building blocks of culture (Hatch, 1996).

Graves’ work is important as his approach to understanding values and beliefs and

change is unique. His work is unique because it centres within the individual rather

® A meme is a unit of culture such as values, beliefs, basic assumptions and artefacts that
reproduce like a virus across an organisation or group.



than researching culture from an outside collective view. Many others have looked at
value and belief systems'®, but Graves’ work appears to be comprehensive as his
framework fits all other models, whereas other models do not encompass the scope of
Graves’ work (Payne, 2004). Graves (1966) originally applied his framework to quality
management and value engineering. Only recently has his work been looked at
seriously as a heuristic diagnostic tool for development of the individual, the

organisation and management.

An outcome of this research is to produce a model for further research by validating the
effective use of Graves' ideas in an organisation in producing change. Would Graves’
framework for assessing individual's hidden culture and change when used with other
research and management techniques affect an organisation’s view of how to
understand culture? If supported by further research, then it is expected that this will
help organisations make needed cultural changes within managerial timescales. This
research is split into three areas. Each area informs the research questions raised on
page three. Area 1 looks at the academic underpinning of Graves’ work to confirm it is
a valid approach. Area 2 is to understand how to practically use Graves’ framework
and Area 3 brings the first two areas together to reflect on the outcomes and findings.

The next section covers more detail on each of these areas.

1.2.1. Literature Reviews. The literature reviews are to discover the academic rigour
of Graves’ work and its usefulness in understanding some of the concerns in culture
research. The reviews look at his work to confirm it is a credible framework for this
research into organisational culture, by looking at the issues of how culture may be
formed within the individual. To extend Graves’ work, there is a review of how culture
spreads by learning, from individual to individual, organisation to organisation. These
are issues raised by Graves (1977) and Beck and Cowan (1996) in their own research
but not developed. The culture of the individual being at the centre of this research, the
relationship between the individual and learning and how we make assumptions'! and
the use of intuition in management decisions is explored. Taking a heuristic view is
important from a managerial perspective as managers often decide by using intuition
(Elbanna, 2005). These decisions are based on their individual values and belief
systems. Reproducing these values and beliefs is important in forming the cultural
basis for using intuition. The discussion on meme reproduction is carried out by

1% Examples — Maslow, Schein, Jung, Loevinger, Erikson (Graves, 1977, 2005)
" Assumptions are based on groups of values and beliefs.



reviewing the ‘science’ of memetics'?. Beck and Cowan (1996) argued that Graves’
value systems were meta-meme systems. Memetics gives another point of view of how
culture might form in an individual as opposed to Graves’ view of culture being a
chemical part of our brain. These two areas of heuristics and memetics add another
viewpoint to the work of Graves. As Graves’ work is complex, each area of the
literature review is interwoven with Graves’ research, arguing links to other researchers
and debates. There are four areas covered in the literature reviews: culture, Graves’
framework, the ‘science’ of memetics and heuristics. The literature is used to explore if
Graves' framework are building blocks that can be used to form a metaphorical social

or cultural ‘DNA’ gap model.

1.2.2. Understanding. This seeks to understand the use of Graves’ framework in a
practical setting to produce change. To achieve this understanding, two organisational
studies were carried out. First, a pilot study is conducted with Oracle UK Limited, part
of an international computer software company. Second is a case study within the UK
water industry looking at the effect of culture on asset management in their supply
chain. The basis of the method for the pilot and the case study is an action research
process including the use of self-reporting questionnaires (Beck and Cowan, 1992) on
hidden values, beliefs and types of change. The self-reporting questionnaires (hidden),
an analysis of documents, interviews and feedback sessions (espoused), combined
with perceptual data on the working environment'® (perceived) are used to build a

model.

The analysis uses Graves' framework to reveal the espoused values, beliefs and
assumptions hidden in documents, interviews and feedback sessions. Stories from the
feedback sessions are used to support and inform the results from the analysis. It is
not part of the research to validate the questionnaires as this has been done elsewhere

(Hurlbut, 1979; Karsten, 2006). The research uses the questionnaires and qualitative

"2 The later work of Beck and Cowan (1996) on Graves introduced the concept of memes and
meta-memes. Graves (1977) introduced the relevance of heuristics. Is memetics even a
science? These questions are discussed in later chapters on heuristics and memetics to review
social DNA and its scientific underpinnings.

'3 Graves (1977) argued the environment or ‘life conditions’ activated different ‘pathways in the
mind’ leading to the dominance of different values and beliefs systems.
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1.2.3. Findings. The findings reflect on the research and discuss its heuristic value.
The findings inform a possible practical template and model that develops the
Gravesian framework. This then leads to a useful method for understanding the
individual's role in culture for managers and researchers to consider. Included is a
discussion on the effect of the researcher's hidden Gravesian value systems on the
research. The findings also address the three research questions raised at the
beginning of this chapter.

The final chapter discusses the further research required to explore the use of Graves'

framework.
1.3. Contribution to Knowledge

The contribution to knowledge, from a (subjective) managerial perspective, comes from
looking at the individual’s role as a starting point to understanding the dynamics of a
collective culture in an organisation. This approach produces a model of the hidden
(within the person), the espoused (what the person says) and the perceived (the
person’s intuition). These building blocks are defined as specific to this research as

follows: -

e ‘Hidden’ — in the terms of this research this refers to values and change
preferences that are argued by Graves (1977) to be embedded within the
thinking of the person. These will be measured by Gravesian derived
questionnaires. ’

e ‘Espoused’ - These are the espousal of the hidden for a given individual or
organisation. What they actually say rather than what they think, the ‘hidden’.
These will be measured by analysing the UWC developed questionnaires with
the Gravesian framework as a template.

e ‘Perceived’ — These are how the hidden and espoused are perceived by those
external to that person or organisation.

Note: in all the above they are applied to the researcher as well as the case studies,

but using the Gravesian framework as a unit of measure.



1"

The research allows for a new look at Graves’ (1977) work and its applicability as a
management tool for use in organisations wanting to make changes. The research
approach debates and discusses the validity of Graves' fundamental ideas and how his
framework may be of practical use. An added outcome is the use of Graves'
framework to discuss the various arguments and debates about memetics (spread of
units of culture) as building blocks of organisational culture. Graves' framework has not
been used this way before and is a contribution to knowledge in understanding some of
the building blocks of culture.

The research method is based on Action Research (AR) which is a flexible process
that allows for integrating quantitative and qualitative approaches in social and cultural
settings. However the research perspective is through the researcher’s interpretations
in a managerial context that tends to be a phenomenological interpretist approach
(neo-empirical). This is not to say that one approach is exclusively used. McAuley,
Duberley and Johnson (2007) argue that all philosophical views of organisational
culture have relevance. Whatever is interpreted the important part of AR is for change
to occur. In this research change did occur within the UK Water Company, with the

cultural evaluation framework becoming part of the supplier tendering process.
1.4 Summary of Research

This research explores the role of the individual in organisational culture and change by
evaluating the underlying and hidden values, beliefs, assumptions, artefacts and
preference for types of change as defined by Graves (1977). The framework is then

used to understand the espoused and perceived view of culture.

The research method is an adapted action-research method of exploring the literature
to give a background to culture and change. Then there is a review of the work of
Graves (1966, 1977). The influence of memetics as a means of social reproduction of
values beliefs and basic assumptions is examined, as Graves' framework maybe a
memetic system. Heuristics is discussed for learning and how intuition is based on

assumptions. Again Graves’ framework is considered as a learning tool. Then there is

" The study of things as they are perceived or as they are, based on the conscious experience
of the researcher and interpreted through the researchers’ filters of values, beliefs, basic
assumptions and artefacts. (Based on Parry, 2003 and Easterby-Smith, Thorpe and Lowe,
1991)
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a review of the research methods. Finally, to test the framework in practice, there are
two case studies (based on filedwork) with reflection on the research to inform a useful
process that enables confirmation, feedback and change. The framework is used to
raise the issues of the effect of the researcher’s values and belief systems and how the
same framework could be used to reveal the Gravesian values in the spoken word and

documents and inform perceptions.

In its simplest form this research project takes the original work of Graves (1977) and
the subsequent assessment work of Beck and Cowan (1992, 1996) and extends their
work by using it in a) in a practical setting and b) to understand perceived and
espoused values, beliefs and change by applying his ideas. This in turn creates a
model for adding to the understanding the role of the individual in organisational
cultures. As discussed previously this allows for building a social or cultural ‘DNA’ gap
model between the hidden (within the person), the espoused (what the person says)
and the perceived (the person’s intuition). For this research these three areas are

considered as part of the building blocks of culture, a frame of reference®.

The next chapter looks at literature from the researcher’'s managerialist perspective of
organisational culture and change with view to seeing if Graves’ work can add to it.
This is followed by an interpretative review of Professor Clare W. Graves’ framework —
what is it?

Note on Point of View: At times the researcher uses language that might occur to the
natural scientist as the author making claims from the biological rather than the

managerialist stance, this is however the author’s pragmatic style.

'8 “L_ike a window, we see the world through frames that determine our perspective while limiting

our view to only a part of a complex world around us” (Creed et al., 2002 p36).
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Chapter 2
A Background to Culture and Change

2.0. Introduction

This chapter will review some of the arguments involved in the research of culture from
a managerial perspective and will relate these arguments to Graves' (1977) work. The
review is to set the scene by looking at culture research in general and in organisations
in particular. This then leads in the following chapters to a detailed review of Graves'
(1977) framework, how culture is reproduced (memes) and how learning (intuition and
heuristics) is a factor in culture. This chapter and the following ones should build a
background picture for a model of a social or cultural' 'DNA’ gap model between the
hidden (within the person), the espoused (what the person says) and the perceived

(the person’s intuition).

This chapter discusses the problems of researching culture and of seeing how Graves'
research may add to knowledge of the building blocks of culture. Some of these
building blocks are internal (within the mind) and others are external. Graves started
his work in the 1950s to the 1980s and it needs to be placed in more current thinking,
though not necessarily culture alone. Graves' work based on the individual has not
been used academically in cultural research before. This review will cover some of the
debates on cultural research, the complexity involved and the relationship of culture to
change. Graves' framework has the potential for an integrated approach to culture, but
is there a need for an integrated approach to organisational and management culture
research? Meyerson and Martin (1987) think there is a need for such an integrated
approach. Graves' work allows for understanding the role of the individual, the
researcher and the researched in social settings like studying culture. This allows a

way to measure the cause and effect of different values, beliefs and change on culture.

Graves (1964, 1966, 1977, 1978) in his model brings together both the internal (within
the person) values and beliefs that hide within pathways embedded in the mind, and
the external causes (life conditions). Beck and Cowan (1996) argue that this produces

! "Cultural DNA" is a term and concept used by Kate Distin (2005 p18) in her review of

memetics and units of cultural replication.
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a representation of an individual's underlying or embedded? culture. This approach
allows for an understanding of the individual and the organisation’s culture. According
to Graves these pathways develop over time as humans developed and they act
subconsciously as filters on our thinking today. This also brings together the
individual's preferred types and states of change which | argue are a key to changing
the values underlying a culture. This understanding is needed as an organisation's

culture needs to change as business conditions change in order to remain competitive.

To develop this perspective further it is useful to review some of the issues in

researching culture and the applicability of Graves' research.
2.1 A background to culture research

Culture has been'and is a fertile area for academic research (Hatch, 1996, 2006,
Martin, 2002a, 2002b). The debate on what culture is and how it comes about has
been around since before the days of Darwin's (1886) ideas on the evolution of
species. At the centre of these debates are the questions, 'What is culture?’, ‘How does
culture occur?’ and ‘What are the relationships of culture to human biological
development?’ Culture is about opinions (Martin, 2000a, 2002b) and it is dependent on
where the observer is standing, inside or outside, subjectively or objectively, and other
combinations. Each view and its associated views carry with them processes and
procedures that have validity only in their settings. This broad and often fragmented
approach to culture, means according to Martin (2000b), that it is hard to produce a
generalised theory to use across many cultures.

The following comment by the American philosopher Wiliam James shows the
complexity of researching the role of the individual in forming a culture: "Whenever two
people meet there are really six people present. There is each person as he sees
himself, each person as the other person sees him, and each person as they really
are.” (Quoted in Attwater, 1991, p.163). From a group perspective this is supported by
Martin's (2002b) comments on international culture, which is also applicable to
organisations. "The tendency is to view one's own membership group as complex and
internally differentiated, whereas the ‘other’ group is viewed as homogeneous." This
gives two views, but can a group see itself as it is? Logic argues that only the individual

2 Embedded does not mean permanent as different states and values can be activated as life
conditions change (Graves, 1977).
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can know who they are, so it makes sense to view the building blocks of culture from

the individual's perspective.

Graves' (1977) view is that culture is embedded (hard-wired®) as filters within the mind
of the individual, forming the basic assumptions about culture. Those individuals with
similar needs for survival activate similar values and beliefs to form a dominant culture
(organisation). For example, a commercial organisation has a priority objective to sell
its products. To achieve this objective it has developed a pressured sell-at-all-cost
culture. Individuals will either have a similar culture within them or will have subdued
the culture within them to survive in that organisation. Graves (1977) argues that his
theory has the capacity to look within the individual. This allows exposure of underlying
or hidden values and beliefs, and further allows for an understanding of the blockages
and similarities within that organisation's culture. In the example, an individual with
hidden values different to the organisation may be performing well. However the hidden
tensions may cause stress and may result in absenteeism or high staff turnover.

Martin's (2002a) review of culture research in general and of organisations in particular
refers to the polarised debates about which views and methods are the correct way to
research culture. The polarising of the academic debates comes from asking, ‘What is
the correct way to understand culture?’ The answers have caused confusion because
of deeply entrenched views. Martin (2002a) continues to assert that all views have
validity, while arguing for a need for a unified multidisciplinary approach. However,
there are many approaches. One approach to understanding culture is “"only when
facades are penetrated can a researcher hope to gain depth of understanding (p. 23)".
Schein (1987) supports this view by arguing for the need to enter a discussion for a
deeper understanding of the basic assumptions of culture. Martin comments (2002a)
that even though this approach has merits "it is purchased at a cost: the time it takes to
gain in-depth understanding” (p. 26). Another approach to understanding culture that is
more practical is that it is possible to gain a representation of culture "using short-term
quantitative methods or innovative survey methods” (p. 28). Typically, it takes seven

years to become immersed as an insider before one can reflect and understand a

* Hard-wired in psychology is a method "to deal with a nearly infinite number of subtly varying
contexts that could be encountered, the biological automaton must come equipped with a nearly
infinite number of hard-wired rules, each of which is invoked in a slightly different context”
Andrews (2001 p16). These pathways in the mind become automatic filters on the world around
the individual.
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culture (Martin, 2000a). This seems a very long time and is more relevant to in-depth
anthropological studies of communities, where the researcher is living in the

community.

Then there are the debates about the capacity of questionnaires about an
organisation’s culture to reflect that culture since the questionnaire’s writer is often an
outsider (Martin, 2002a). There are issues of time, cost and validity that need further
research. Graves (1977) adds to this debate by offering a framework based on the way
the mind has formed during human development, embedding within the individual
different value and belief systems. This means Gravesian-based questionnaires are
about the preferences within the individual and not within the organisation. This leads
to deeper discussions about individuals and the organisation. Martin (2000a, 2002b)
believes that stories and discussion are an important part of understanding a culture.
Also, this allows for the views about the organisation to be more objective rather than
subjective, as long as the individuals have been objective and honest about
themselves. Companies are made up of individuals; individuals have values and beliefs
that are told in stories and discussions. Understanding the individual allows an

understanding of the assumptions that are implicit in stories.

Literature reviews by their nature and the volume of knowledge available are filtered by
the researcher to support particular arguments. There seems to be a general
compartmentalisation and specialism as ‘culture and ..." (fill in your own word here).
Some examples come across during this research are: - Cultural Change (Meyerson
and Martin, 1987), Culture and Creativity and Innovation (McLean, 2005), Culture and
Human Resources (Fernandez et al, 2003), Culture and Management (Martin, 1992),
Managing Culture (Ogbonna and Harris 1998), Organisation Culture (Pettigrew 1979),
Culture and Leadership (Schein, 1985) and Learning Culture (Siehi and Martin, 1981).

Each researcher has their preferred references when doing a historical review of
culture. Joanne Martin has tried in her reviews to cross the boundaries of various
specialisms. Graves tried the same and fits here by helping to map the cultural terrain
(Martin, 2002b). Martin (2002b) calls these often polarised views of researching culture
"Cultural Wars" (p15). At the beginning of her book "Mapping the cultural terrain” (ibid)
she refers to Smircich’s (1983) as being the most important making the distinction
between studies that use "culture as a metaphor for organisational life" and those that
assume “culture can be treated as a variable” (ibid, p4). This research argues that
because Graves starts within the person his work can be used as a memetic metaphor
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and changes in 'life conditions’ make culture a variable. It is the interaction of the
'norms’ within the person and the external causes that create a culture or climate or

environment for a person or an organisation to survive and thrive. (Graves, 1977)

Martin (2002b) is honest in her position by trying to present a balanced picture while
accepting her own biases. This research likes the notion "taken in combination” of "very
different intellectual traditions” (p10). This research is looking at several traditions,
biology psychology, social and support systems (managerial). Graves fits current
cultural research that is compartmentalised by providing a ‘transcend and include’ idea
as discussed in the next chapters. This 'meta’ element is missing in most cultural
research, as complexity becomes too hard to handle (Martin (2002b).

Mclntosh (2007) in his book, on his interest in cultural evolution, criticises academia’s
silo attitude. He suggests that we now need to use an "integral philosophy” view of
future cultural evolution (p3). This is based on the work of Wilber, Beck and in the past
Hegel, Bergson, Baldwin, "mathematician and philosopher” North Whitehead, "Swiss
cultural philosopher” Gebser and German thinker Habermas (p153-154). He
integrates the work of Graves (1977) Beck and Cowan (1996) and Wilber (1999, 2000
plus may other Wilber works) to look at a nature, self and culture, a triangular model,
as the basis for further evolutionary cultural change.

Fog's (1999) book on Cultural Selection takes a memetic and biological view and like
Mcintosh is a “"taken in combination” approach (Martin, 2002b). Graves' work runs at
right angles to these artificial silo boundaries because people as individuals work in
these silos and perhaps this idea could be argued to reveal common ground.

No one approach is perfect but, from a managerial perspective®, however intriguing
these debates are, the question raised is whether there is a practical research outcome
that can help business. This needs to be done by fitting the time scales of business
while recognising the hidden and espoused culture of the researched and researchers.
Meyerson and Martin (1987) propose an integrated approach to organisation cultural
research and change by considering the "complex dynamics of culture”. (p. 643). Their
stance is managerial in that culture and change can be managed if their three

¢ Why a managerial perspective? The researcher is a practicing senior manager and
management is an area of interest, also because of the importance of management research to
business organisations to give them something practical and useful.
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approaches to culture are used to form a whole picture of culture. However interesting
this research is, it would be complex to implement practically because the hidden
values and beliefs are not revealed but hinted at (Meyerson and Martin, 1987).
Graves' work (1977) may help in revealing which of their three paradigms for managing
cultural change is applicable. They comment, "These three paradigmatic® views have
different implications for those who wish to manage the cultural change process.”
(Meyerson and Martin, 1987, p. 642). However to understand this, management need

to ask what is the role and importance to business of people in culture and change?

Graves came from a psychological point of view; therefore people were central to his
research. However he did understand the managerialist agenda (Graves, 1966) and
today this worldview is still important because people and companies are trying to
break out of the 20™ century view of culture in organisations. Graves could be argued
in Meyerson and Martin's (1987) view as being deterministic in that “culture is an
integration mechanism, an umbrella” (p. 630). This would be unfair, in the researchers
understanding, Graves embraced the interpretative and symbolic approaches (a
differentiated view) and allows for a fragmented (post structural view) to be included.
This is because it is an inside people view outwards of culture allowing for the unique
range of human diversity, Greenfield (2008) relates to this in the book “the quest for
identity” adding depth to Graves’ ideas on the brain and culture.

2.2 The role of people in organisational culture and change

There is a fundamental need to understand how people work together in organisations
and the characteristics of the organisational culture are part of improving business
effectiveness. Henri Fayol (Parker and Ritson, 2005 referring to Cole 1984, pp. 13-14),
one of the originators of modern management studies in the 1910s and 1920s,
recognised the importance of people. Fayol's fourteenth principle of management was
‘esprit de corps’ meaning "harmony is a great strength to an organisation; teamwork
should be encouraged"”. Today we might refer to this as desirable culture, but ‘people’
in the work of Fayol, Taylor, Weber, and Demming, examples of well-known
management thinkers, are often overlooked. The cause, the prevailing global cultures

® Meyerson and Martin (1987) Three paradigms of cultural change views are: 1. Integration —
culture is an integration mechanism an umbrella. 2. Differentiation ~ "Culture is formed by
influences from inside and outside the organisation” (p. 630). 3, Ambiguity - "is thought of as

the way things are."” "incommensurable and irreconcilable.”(p. 637)
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of the times, was largely based on the command-and control-military model. The result,

whatever the cost in people, it was more important to achieve the result.

In today's business environment understanding culture is a core debate in developing
organisations and development often implies some form of change. The areas of
culture, behaviours and change are important to business to survive in today's
environment. Change (for example, ageing) is natural however there is recognition that
organisational change is difficult to sustain even when well-planned as it often ends in
either total failure or only partial success (Jones, Jimmieson and Griffiths, 2005). Jones
et al., argue there is a need to foster a readiness for change within employees and that
this hinges on attitudes towards change. Schein (1987, 1988, 1999) argues that
organisational change relies on the people and their readiness to change. This, in turn,
is a reflection of their own values and beliefs (culture), which then has an influence on
the culture they are part of. If this is the case, then for organisations and individuals to
develop and for change to become sustainable there is a need to more accurately
define the complexities of culture and change. This is a better approach than the
current vogue for description of culture [for instance, a “"strong culture” (Martin, 2002b,
p. 8)]. Graves' (1977) framework has the tools® to define change more accurately and

then relate the process of change to culture.

In organisations today there is a shift from the process-policing approach of Human
Resources (HR) departments to the integral approach implicit in Organisation
Development (OD) (Ulrich, 1998). HR have been traditionally keepers of processes and
dispute resolution, which is now seen as a part of a manager's role. This releases time
for HR to be involved with developing the total organisation rather than a specialist role.
Organisations are now realising the importance of people and culture in performance
and that HR have a role to play in it. In a recent article "People & Organisations, The
search for Understanding”, Watkins (2005) notes that to the question "does culture
deliver bottom lines?" comments made by senior business leaders include: "Culture
definitely delivers on the bottom line”, "Culture change is a business issue” and "A
culture will form regardless of any leadership intervention” (p. 34). Leaders can "create
an environment” (p. 34) or in Graves' (1978) terms, create 'life conditions’ for new
cultures to evolve. The article continues by arguing that "quantifying that [culture] is
often difficult.” (p. 35). Values and behaviours within culture are discussed within this

6 Change. Graves (1977) has six conditions for change to occur and ten states and types of
change.
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article but no distinction is made between hidden or underlying values and those that
are seen on the surface or espoused. Flamholtz (2001) also supports the view that
culture has an effect on performance and profit. Flamholtz, with the aid of regression
analysis, showed there was a significant relationship between culture and financial
performance. The study is, however, based on espoused values and not necessarily
values in practice. This suggests that an environment or ‘life conditions’ creates an
improvement in performance. Martin (2002b) reviewing a section of Denison’s (1990)
research has a major quibble with his quantitative approach. This quibble is "the results
are correlational and should not be interpreted to mean that culture causes firm
effectiveness” (p. 252). She continues that leaving out the richness of stories and
rituals and the environment does not quantify the culture. In other words just trying to
measure culture does not define that culture. By using the Gravesian framework in a
unique way in this research, this concern about lack of richness is addressed by
combining quantitative and qualitative methods. Business is pragmatic and reduces
complex issues to simple measures and methods. Graves offers a simple
measurement of culture based on people. This allows people to be real and not cogs in
a machine (Handy, 2006) by understanding the natural change needed for the
business to survive. Graves' work may provide this understanding of culture without
being deterministic if used as a framework to include other approaches.

A business dilemma about which or what management approach is best to make
changes or to shape a culture is explained by the following quote. "Business people are
scared because the rate of change is accelerating so quickly that they know the old
ways of thinking are outmoded. They're turning to spiritual concepts and techniques as
an adaptive or coping mechanism in order to survive in this brave new world.” (Cohen,
2005, p. 144). This in Graves' terms is about the ‘'value systems’ [cultures] that are
needed for an organisation to survive in the prevailing ‘life conditions’. This is also
about what integrated tools are available to cope with change and develop a change in

culture.

Jones et al (2005) also state there is no clear definition of what organisational culture is
and, by referring to Howard (1998) and Zammuto, Gifford and Goodman (2000) add
that many researchers have adopted Schein's (1990) three-dimensional model.
Schein’'s model consists of three parts: assumptions, values and artefacts. This is
developed further in Fog's book, ‘Cultural Selection’ (1999), by looking at culture from a
transdisciplinary perspective. Graves' framework comes from a transdisciplinary

perspective, Biological, Psychological, Social and Systems (BPSS) approach.
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On the change side of OD, the characteristics of readiness for change have their
origins in the "psychological literature”. They focus on “personality attributes” such as
openness to change, cognitive processes, values, beliefs, external support and being
involved. (Based on Jones et al., 2005 p. 362).

Rokeach (1973) believes that values and shared beliefs develop an organisation’s
culture and Jones et al. believe that "behaviours and symbols can be considered to be
central to understanding an organisation’s culture”. (Jones et al., 2005 referring to Ott,
1989).

This cultural complexity varies from individual to individual, between departments and
different parts of the organisation and in various combinations within the supply chain.
Jones et al., (2005, p. 364) support this view stating that “readiness to change may
differ within an organisation” because of different internal and external causes’.

Businesses see culture as an issue in creating sustainable performance, but are
confused by the complexity. The different approaches and methods fragmentation has
lead to a lack of integration with understood management tools. Therefore this
fragmentation suggests a need for an integrated framework.

As referred to in Chapter One, Graves' approach argues an ability to integrate other
models within its framework whereas others could not encompass Graves' work
(Payne, 2004). Payne (2004) argues that even though Graves' approach was unique
he "was not alone in the quest to understand what motivates people” (p50). However
he continues that Graves' work was the most comprehensive. Payne is not clear on
why this is so, but this argument fits with other pieces of information from this research.

This is illustrated in the work of Schein (1965), Maslow (1968, 1971) and Loevinger
(1976) who all had gaps in their personality models when compared with Graves'
framework. (This theme is developed further in Chapter Three Table 3.3 on Schein,
(1965) and Appendix 6 Loevinger (1976) from a psychological point of view).

7 Internal to the person as well as the organisation and external to the person and external to

the organisation.
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The next section will look at the academic trend towards a more integrated approach to
managerial research with a need for cultural change. This will also explore the hidden
importance of understanding culture and what values, beliefs and assumptions are

dominant in that culture.
2.3 The need for an integrated approach in organisational research

There is a recognition that often business does not benefit from academic research
because each area of research is treated as a stand-alone piece of work within precise
boundaries. This is explained by Martin (2002b) in her review of cultural research. She
comments (p. 316) "Rather than viewing cultural boundaries as fixed, impermeable,
and clearly defined - safe territory for cultural theorists — we will come to view these
boundaries as fluctuating, permeable, blurred and even dangerous”. Using Graves'
framework and starting with the individual, the boundary is shifted and becomes blurred
and permeable just by starting from this different viewpoint. The Gravesian idea that
culture is within the individual and the individual is part of many cultures moves and
blurs the artificially accepted boundaries. To paraphrase Martin (2002b), an

organisation’s cultural issues do not coincide with organisational boundaries.

From my consultancy experience the hidden culture of the individual is often neglected
in business because it appears too complex and time-consuming to understand. Action
Research as a research method is an attempt to address such areas of complexity in
social interactions. It can be argued that culture is a social issue® as it is the outcome of
the interaction of people. However, there is no unifying method that tries to introduce
an idea of culture into all management research. Therefore the hidden biases arising
from a given piece of work can only be guessed and the expectations of the
researched are not met. Whether it is a community, a business or an individual that is
the subject of the research the practical use of the research is interesting but often not
carried out (Burgoyne and James, 2006). These clashes are clashes of cultures where
the underlying cultures of the organisation, the academic institution and the individuals
are not understood. This ineffective use of research has led to academic questioning of
management research. These arguments fit with the research purpose of
understanding the value of Graves work in putting the individual at the centre of culture,

crossing boundaries and understanding the influence of the various players. It is

® Hence the use of the social DNA metaphor as well as the "Cultural DNA" metaphor.
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intended that this research meets expectations for practical use and is not just

academically interesting.

The academic questioning is voiced in the increasing debate about Mode 1 and 2
research methods. To define these two approaches, Mode 2 is research in practice
using a transdisciplinary approach (MaclIntosh and Maclean, 2001; Maclean, Maclntosh
and Grant, 2002; Burgoyne and James, 2006). Darwin (2004 p1) shows dissatisfaction
with Mode 1. He argues there is "a strong dissatisfaction with the linear forms of the
"scientific method" found in the literature”, "scientific method” is Mode 1. To refer to
Martin (2002a), both have a validity and usefulness in cultural research. This debate
reflects different cultural approaches. The traditional approach carries with it a certain
culture based on values, beliefs and assumptions, with perhaps the maxim of 'there is
only one-way to do research’. The more 'liberal’ and integrated process has a belief
system that all disciplines are valid and they can bring more meaning and practicality to
the research process.

Maclean, Maclntosh and Grant (2002), referring to Huff (2000), define Mode 1 as
based on "scientific rigour” of the traditional research methods and Mode 2 as based
on practical valued problem-solving, theory into practice. Darwin (2004 p. 2) raises a
concern that "in much research there is a frequent interplay between theory and
evidence which belies a linear approach.” The linear approach can be blind to the other
areas, such as culture, that influence the research. Mode 2 transdisciplinary approach
tries to overcome this concern. Graves' work was about change as well as core values
and is transdisciplinary as a Bio Psycho Sacial Systems (BPSS) framework. Wagner
(2003 p. 1) says that "reformists have turned to proponents of Mode 2 knowledge to
inform initiatives for change”. MaclLean et al; argue there is a growing interest in
"practice grounded research” (2002 p. 190). Action research, if used within a Mode 2
transdisciplinary approach, gives useful practical outcomes for business. This research
is arguing that BPSS can be a unifying framework based on the individual that includes
the ideas and principles of action research and Mode 2. Mode 2 involves a
transdisciplinary team, this research has a taken a broader view that each part of
BPSS is a different discipline.

A Mode 2 type research method lends itself towards an integration of academic and
professional practice. However, this does not directly consider any bias from the
researcher(s) and the researched in interpreting outcomes of research. This is because

of different values and beliefs (culture) with any differences in ‘readiness for change’ of
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the researcher and researched. As teams become larger from different backgrounds
and culture it could argue the larger the transdisciplinary team the more culture plays a
role. MaclIntosh and Maclean (2001, p. 1348) support this approach by recognising
"The key question we faced was how to view our own involvement” in the research.
Therefore understanding the role of the individual's culture will help to understand

one's own involvement by revealing the underlying values of one's own culture.

Graves' (1966, 1977) original research was in the Mode 1 research tradition of
scientific rigour: the research for this thesis is in the Mode 2 "context of application”
new tradition. (MacLean et al., 2002 p. 191 quoting Gibbons, Limoges, Nowotony,
Schwartzgman, Scott and Trow 1994, p. 3). Graves (1977) and Beck and Cowan
(1996) argued that in a culture there are certain sets of meta-values and beliefs that
define a culture. Jones et al (2005) looked at values using the Competing Values
Framework (CVF) a short-term quantitative method of assessing culture by measuring
espoused values. (Jones et al., referencing Quinn 1988; Quinn and Hall, 1983; Quinn
and Kimberly, 1984; Quinn and Rohrbaugh, 1981, 1983). This is a different approach to
Graves' (1977) who evaluated, what he argued were hidden (subconscious) value
systems within the mind as thinking patterns. The surface expressions of values are
not always a reflection of the hidden values. This difference in approach between
espoused surface values and hidden core values may give a more accurate
understanding of culture. In any organisation people have their own values and beliefs
to defend against the prevailing culture. How often do we attend meetings and think
‘where is this person coming from?’ or ‘why are they taking this stance?’

It is possible to posit that what is happening in research in general and culture research
in particular, is the influence of the 'life conditions’ (education, training, community, and
workplace). These reveal themselves with value and belief systems that form the
individual's culture. The underlying cultures of the anthropologist, biologist, accountant,
consultant, and manager all bring their cultural perspectives to bear on the research.
This clash of cultures is unavoidable unless there is an understanding of the core value
and belief systems and reflects the problems involved in Meyerson and Martin's (1987)
three paradigmatic approaches.

Fog (1999, p. 11) argued, "The distance between the exact [Mode 1] and the soft
sciences [Mode 2 and some 1] is so immense that any compromise between these two
points of view will be unacceptable to both parties”. Times are changing for the need
for an integrated approach to cultural research, and Martin (2002b) has commented
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that the boundaries of present-day anthropology are blurring. Culture is no longer
unique to a group or community because often there are common hidden and
underlying values, beliefs and assumptions that just happen to be in different
combinations in different organisations. The next section covers some other building

blocks of the social DNA model which became part of the fieldwork and case studies.

2.4, Discussion on Culture, Change and Behaviour

Ogbonna and Harris (1998) looking at managing organisational culture and using a
similar research method to this one, found the difference between the written and the
espoused could be used to produce a culture change. This also argues that culture,
change and behaviours go together. There was also a difference between the
espoused and the perceived that could be linked to espoused behaviours. They also
look at the flaws in looking at culture as one collective unit and the aim of their research
was to break down this collective unit view of culture and then it build up from the
individual. This is an aim shared by this research. Even though as they state this
collective unit approach is not shared by cultural theorists, there is little research on
how practically to break down this cultural unit to look at the individual.

"Despite the espoused rationale presented, employees at different hierarchical levels
attributed widely differing reasons for the change initiative. These differences imply a
significant gap between that which management espouses and that which
organizational members believe to be true. This leads to the tentative conclusion that
top management appear to be promoting an integrative perspective (Martin, 1992) view
of cultural unity which is not shared by other organizational members [nor is it shared
by a substantial body of culture theory (see for example, Martin, 1992; Morgan, 1986;
Ouchi, 1981; Pettigrew, 1979)]. Furthermore, the disparity between the espoused and
the perceived rationale indicates that trust is still a significant issue between top
management and other employees.” (Ogbonna and Harris, 1998, p. 284).

They then comfnent that managed change may be illusionary for longer-term
sustainability. Ogbonna and Harris (1998, p. 286) summarise "Overall, this paper
makes an interesting contribution to the culture-management debate. Evidence is
found of material manifestation, behaviour and value change (although the notions of
behavioural compliance and instrumental value adoption cast doubt as to the cognitive

authenticity of such change)." For acceptance of espoused values, this research
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argues that the hidden values within the individual have to be understood and the gaps
between the two addressed.

The espoused is often based on perceptions; Smircich (1983) in her paper on the ideas
of culture argues the social part of organisations forms the organisation's culture by
referring to Siehi and Martin (1981) and Tichy (1982). Smircich continued by looking at
the various parts of culture referring to: -

e Myths (Boje, Fedor and Rowlands, 1982)

¢ Rituals (Deal and Kennedy, 1982)

e Stories (Mitroff and Kilmann, 1976)

e Legends (Wilkins and Martin, 1980)

e Specialised language (Andrews and Hirsch, 1983)
e Metaphors and images (Morgan, 1980)

Each one of these parts of culture is argued later to be a meme or a unit of culture that
can reproduce itself and is discussed in Chapter Four on memetics. Each one of these
memetic parts of culture is argued to be attracted to each one of the Gravesian value
meme-complex systems.

Perceptions are an important part of researching culture. They include the perceptions
of those within the culture and of those outside the culture. Marquardt (2000, p. 235)
referring to Marsick (1988) states, "the capacity to dig below the surface layer of
perception and examine taken-for-granted assumptions and values is necessary in

order to determine whether or not one is addressing the right problem."

Besides perceptions, stories are a useful source of information and become part of the

data gathering process outlined.

R stories can be verified by visiting the sites of the described events. The purpose of
this is twofold: (1) to check that the storytellers are reporting accurately and honestly
and (2) to provide an opportunity to gather more detailed information about events
seen as especially significant. If conducted some time after the event, the visit also
offers a chance to see what has happened since the event [story] was first
documented”. Comments made by Dart and Davies (2003, p. 139) about using a

"story-based evaluation tool" (p. 137).
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Higgins and Mcallaster (2004), talking about cultural artefacts when considering
strategic change for organisations, quote the key part in their schema for successful
change is. "As all good strategic managers would, they align major strategy execution
factors such as organisational structure and systems and processes with the new
strategy, but a key ingredient was also aligning relevant parts of the organisation’s
culture - its value systems and norms — with the new strategy. Doing that meant that
they also managed cultural artefacts.” (p. 64). They continue (lbid, p. 64). "There are at
least five primary types of cultural artefacts — key values and norms; myths and sagas;
language systems and metaphors; symbols, rituals and ceremonies; and the use of
physical surroundings including interior design and equipment.” (Referring to
Shrivastava 1985 but adding physical surroundings to make the fifth — Table 2.0).

Table 2.0 Cultural Artefacts - (Higgins and Mcallaster, 2004 p64)

Key values and norms

Myths and sagas

Language systems and metaphors

Symbols, rituals and ceremonies

o B W N

Physical surrounding

Higgins and Mcallaster, in addressing key values and norms, are reflecting them as
surface expressions, what is seen, not the subconscious and underlying values of the
individual. Therefore it is argued that questions about the individual reflect the
individual values and not the organisations shared values, beliefs and artefacts. Each
one of the five cultural artefacts could be considered a unit of cultural replication (a
meme Distin, 2005). This could be argued to be attracted or rejected by an individual's
Gravesian value system. In either case it can reproduce and spread throughout the

organisation, but can be differently interpreted by other value systems.

Taking their five areas of cultural artefacts then, each artefact can be argued to be
associated with a value system. For example, in a family-run business they will be
related to family values the customs and practice of the head or chief of the company.
This will be within the tribal, family and community value systems. Within a financial
company these artefacts are likely to be stories, myths about success and rewards
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about the analysts and brokers. This will be from the strategic and successes value

system view.

Culture is made up of multiple views and each small part becomes another building
block of culture. Building blocks of culture such as Graves' theory could be argued to

be norms and values (Hatch, 2006) related to a specific individual in a specific culture.

2.5. Closing Arguments

This chapter has discussed the complexity involved in the study of culture and how this
complexity can be reduced by putting artificial boundaries around a given piece of

research, making cultural research contextual.

The compartmental nature of cultural research has caused confusion within the
business environment about how to implement or use a given piece of research.
Understanding culture and change is important for business. Culture, however defined,
has an effect on performance. There is a pressing need for Western countries as they
try to fill their employee skill and age gaps with employees from different cultures to
understand the underlying cultures. Management research is moving towards a
transdisciplinary approach which needs an understanding of the different researchers’

points of view as well as the object of that research.

The literature on culture is fragmented and compartmentalised (Meyerson and Martin,
2002a, b) so this makes it difficult to set Graves work within any one compartment. The
strength of his work is to be able to bridge boundaries. This is a reason why this
research is looking at Graves' work as groups of meme complexes to produce a
heuristic to assist in producing change. Hence a reason why the literature reviews are
split into three areas, culture, memetics and heuristics. A "taken in combination” view
(Martin, 2002b, p10) however limited.

By understanding the hidden within the individual and "mapping the cultural terrain”
(Martin, 2002b, title Ch. 1) of the dominant values, beliefs leading to basic assumptions
builds up a detailed map of the building blocks of an organisation’s culture. It is a focus
of this research to use Graves' framework to define some of these building blocks of
culture. The metaphor of social 'DNA’ for hidden, espoused and perceived is used to
produce a map of the cultural terrain. The next chapter looks at Graves' work, and his

framework for understanding ‘personal’ culture.
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Chapter 3

Clare. W Graves ldeas for Evaluating Culture

3.0. Introduction

The focus of this chapter is on the work of Clare Graves and his framework to
understand the role of the individual in culture. The use of Graves' framework is argued
to reveal the individual's underlying preferences for change and their ‘hidden’ value
systems. |

The previous chapter reviewed some of the debates about culture, which suggested
that evaluation of culture from a managerial perspective is mainly subjective. Because
of time constraints in business, researching the complexity of culture concentrates on
the visible and espbused. Schein’s (1990) model is an example of the building blocks
that make up culture, namely basic assumptions, values, beliefs and artefacts. Graves
(1977) considered Schein’s (1965) research important and complementary to his own
work. The later work of Beck and Cowan (1996) added a connection to memetics as a
template of how values, beliefs and artefacts could reproduce and spread to, from and
within cultures. The blocks that make up basic assumptions, beliefs, values and
artefacts are posited as memes (units of culture) that could be called a social
equivalent of genes. This leads to the use of the social 'DNA" metaphor. The criticism
of Schein's (1990) approach was that the origins of basic assumptions were difficult to
find. (Young, 2000). Young (2000) also argued that to understand culture, managers
needed to understand the formation of basic assumptions. This understanding the
formation of assumptions within the individual is argued to be a value of Graves' (1977)
work.

Graves' (1964, 1977) theory linked culture to eight pathways within the brain®. These
pathways activate the values for the life conditions suitable or necessary for individuals
and groups to survive in those life conditions. In essence, the argument is between a
biological process leading to a psychology of values and beliefs. This biological
process is affected by the environment and social interactions. This interaction
produces systems that form culture and allow for a definition of cultural codes or

building blocks. Graves developed his theory in response to questions from his

2 Brain - in this research | prefer to define the pathways as thinking capacities made up of
meme-complexes (Fog, 1999).
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students about whose was the correct psychological theory: Jung, Freud, Maslow, Scot
Peck, Loevinger, and Schein among others. (Lee,2001a, 2001b, 2002) This led to the
start of an eight-year research project.

Graves' (1977) theory provides a different type of framework. Graves (1977), Beck and
Cowan (1996) and Wilber (2000) as researchers and philosophers, are arguing for an
integrated approach, based on many levels of development for understanding culture
and change. Graves' framework is also open-ended®. This makes the framework
capable of change, allowing new systems of culture to evolve as new challenges arise
caused by changing life conditions. However, the previous systems are still available
when life conditions dictate. To show this point, consider a commercial organisation
that has a dictum of sell-at-all-costs with a culture of rewards for the success-driven
individual. If the market collapses and the organisation is to survive, the organisation
needs to identify individuals who have a hidden value and belief system of problem
solving and team building, instead of individualism. This assumes the state of
readiness for change has recognised the need for change. Both the required values
and beliefs systems and the readiness for change need to be in place to be effective in
changing from 'sell at all costs’ to consensus and teamwork while still being ‘success

driven'.

The research showed that as a framework it is much broader than the eight value
systems Graves identified in his research. Graves (1977) Beck and Cowan (1996)
added a multidimensional change process that includes management and training
systems based on mimicking the workings of the brain as known then, the 1970's. This
allows an approach for management that metaphorically resonates with staff while
functioning in a multiplicity of cultures®.

The use of the metaphor (Morgan, 1993) of 'pathways in the mind' is used as a frame
to understand the core of Graves' research. This analogy is with paths and rights of
way that people move along, between villages, cities and life. Each of Graves' (1977)
core-value systems forms perhaps a mental pathway model. Each pathway has its own

3 Open-ended - Graves' (1977) framework has no limit on the number of value system that can
evolve as long as brain capacity is available. (Graves did suggest eighteen. Beck, 2005). In
essence, as life-conditions on the planet change then new systems will emerge to cope with
these changes.

* The words culture and organisation are interchangeable (Martin 2002a)
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boundaries, rules, and landscape but the final destination of every pathway is to arrive

safely at a destination®: ‘survival' in a prevailing culture and life conditions.
3.1. Eight ‘Pathways in the Mind’

The eight identified pathways in the mind identified by Graves (1964, 1977) are; AN
Survival, BO Tribal, CP Exploitive, DQ Authority, ER Strategic, FS Social, GT
Systemic, HU Holistic. According to Graves, the mind has a capacity for eighteen
pathways, so ten are yet to emerge. Each pathway is a response to problems caused
and the response needed to be able to cope with the ever-increasing complexity of life
conditions. (Explanation follows based in Table 3.0).

Table 3.0 Pathways in the Mind
Pathway in the Mind Beck and Graves Expressive
Or Cowan (1977) i
Core-Value Graves (1977) (1996) Sacrificial
"WE'
1. Survival Instinctive AN |
2. Tribal Clannish BO WE
3. Exploitive Egocentric CP |
4. Authority Purposeful DQ WE
5. Strategic Strategic ER |
6. Social Relativistic FS WE
7. Systemic Systemic GT |
8.Holistic . Holistic HU WE
9.7 ? [\ |
The letter pairs are: 1% letter = external life conditions’ 2" letter = brain capacity

The initial research on eight different sets of students over eight years revealed these
initial eight values systems. This was validated independently by different sets of
assessors. While Graves was studying the results, he recognised a pattern that
mapped onto his understanding of the development of humankind, from hunter-
gatherers to the present time. Each pathway, according to Graves, was a response to
survival in the prevailing life conditions. Therefore, when there was need for safety in
numbers, the tribal system arose. However, when that way of living was not as

effective, then tribes became bigger forming, for example, kingdoms triggering a new

* Destination. Miller (2001) looks at survival as a reproductive process of which memes plays a
part. "Our Ideologies [Graves'] are a thin layer of marzipan on the fruitcake of the mind. Most of
our mental adaptations that patiently guide our behaviour remain intuitively accurate” (p423). A
controversial argument in evolutionary psychology.
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way of living. This value system coincided with the rein of kings and emperors. When
this system of living caused problems, ways to alter it developed, leading to authority
and rules. This was around the time of the beginnings of religions, as we understand
them today, the fourth system. The fifth system arose out of the fourth to exploit the
discoveries produced during the scientific discoveries of the fourth. This is around the
time of the industrial revolution. The sixth system has developed over the last eighty
years to curb the excesses of taking and exploiting more than is needed from the earth.
This value system puts the rights of people first.

The timings are contentious as thinking capacity was always available and in each way
of living, there may have been individuals who used greater capacities. It is not within
the scope of this research to develop this anthropological psychology any further.
However, for this research the connection is important as it provides a link to arguing
that culture maybe present within the individual as hard-wired systems. This is what
Graves discovered (1966, 1977, 1978) and it is certainly open to debate. To validate
this work current anthropological work would need to be reviewed. This research
however, is looking at its usefulness in understanding culture as metaphor and
practical model.

Each one of these pathways Graves argued (1977) became part of our way of thinking
and today everyone has all these pathways and the potential to develop new ones.
Each person uses the pathways that are appropriate to their life conditions. According
to Beck (2005) the first six value systems are how the planet is run today by our
species. Therefore, our need for change to allow for the planet's survival uses new
ways of thinking, resulting in new pathways. The seventh system is being able to look
at the whole picture and is used by less than two per cent of the population (Beck and
Cowan, 1996). This research showed that this now is nearly five per cent using the
Beck and Cowan (1992) assessment methods. According to Graves (1977), the
problem solving ability of this seventh value system to deal with complexity is greater
than all the other six. How Graves arrived at this conclusion is debatable and needs

further research outside of this scope.

The Beck and Cowan (1992) questionnaires on the Gravesian value systems and
preferred types of change, measure the current intensity of the pathways. These are
used in the case studies to produce a map of social DNA within the individual (the
hidden).
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The following is a metaphorical or symbolic explanation of the Gravesian value

systems.

3.1.1. AN - The first pathway, the basic need to survive, was more of a set of multiple
meandering tracks forming a survival path. Life demanded a certain instinct-driven way
of life for small bands of food gathers (Bronowski, 1973) and the tracks formed by
following the food sources. This was a way of living, which was between life-and-death
with no sense of place. The main basic assumption for survival was the strong
protecting the weak and banding together herd-like. (Beck, 2002c, 2005). In today's
business world, this is not a way of thinking but the undying basic assumptions are still
residual and could be activated as an instinct for survival. The film ‘Castaway®
(Broyles, 2000) is a good illustration of the journey from 'success driven’ to survival

‘AN’ between life-and-death by activating a dormant pathway in the mind.

3.1.2. BO - The second pathway was formed when life conditions changed and there
was a need for bigger groups of people to band together. This path had a stronger
purpose and there were different rules on how to use the path. To plan the path was
the chieftain’s task and the family or tribe built it. The path was wiggly and went around
sacred places. It attracted rituals and ceremonies but was a safe place to be. To use
the path needed the permission of the elders and leaders. The values and beliefs
(memes) that are attracted to this basic assumption are leadership by the senior
person, the chief, who makes all the decisions and appoints positions in the community
based on kinship, sex, age and strength. This system demanded total obedience to the
leader(s), a world of magic and nature (Beck, 2002c, 2005). In today’s business, this is
the basis of all team and community building and is often the core-value for
management in family-run companies. This pathway is similar to Ouchi's (1979)
argument for clan control for proper behaviour (in Hatch, 2006 pp263-265).

3.1.3. CP - individuals out of frustration with the controls on the use of the BO path
formed the third pathway. The kings, baronies and fiefdoms controlled and owned the
paths; if they went to war they took over other paths and rights of way. Unless the path
served the King or had a 'what's in it for me’, ‘'me first’ and ‘let me get there first
whatever' outcome then this path would not survive. The paths were the most creative
and beautiful in design. The values and beliefs (memes) that are attracted to this basic

® A FedEx executive must transform himself physically and emotionally to survive a crash
landing on a deserted island.
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assumption were to create empires and power. This is where the strongest survive, the
world is a jungle and the most creative and cunning survived. (Beck, 2002c, 2005). In
today's business, this is the innovative streak but also it is the cunning and deceitful

side, manipulating others for personal gain (Hatch, 2006).

3.1.4. DQ -The fourth pathway formed out of the need to stop the tyrannical builders of
the CP path who had no sense of guilt. They could only be controlled and stopped by
something more powerful. These paths are built to last and, for patriotic reasons and
because of their efficient use in war, bureaucracies controlled them, using the maxim
‘this is the only way to do things'. To build this path needed immediate sacrifice for later
reward, including even the death of others. To use this path you need to follow the
rules of the road. The values and beliefs (memes) that are attracted to this basic
assumption are a passive hierarchy, a rigidly structured system and positional power.
The world was a place of ordered existence with an ultimate truth. (Beck, 2002c, 2005).
Today, these are the healthy processes and procedures that underpin modern
business. However, at its worst it is bureaucratic and restricting. Command and control
management systems come out of this basic assumption system: but, more
importantly, so did major scientific discoveries. (Beck, 2005). This is the era of the
‘scientific method’ or Mode 1 research. In organisational theory (Hatch, 2006) covers

the unhealthy side of bureaucracy as suppressing innovation and creativity.

3.1.5. ER - The fifth pathway formed out of a frustration at having to sacrifice now for
something better later and often not surviving in the process. Individuals saw an
opportunity to exploit the technology and scientific advancements achieved during DQ
dominance. The paths were built by the most able and most competitive. All the earth’s
resources were there to be used whatever the cost. To use this path there was a need
to bend the rules, win the race in the right vehicle and have the best materialistic
possessions along the way. The values and beliefs (memes) that are attracted to this
basic assumption are: an active hierarchy, meritocracy, theory Y management (Table
3.0) and task-centred leadership. This is a world that is success-driven, a marketplace
full of possibilities and opportunities. (Beck, 2002c, 2005). In today's business, this is
the commercial streak, the need to play the game and win. However, the negative side
is the worse excesses of ‘| must have it at all costs’ and people are casualties. This is
the dominant value and belief system, for instance of commercial organisations, but
with overtones of individualism CP.
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Table 3.1 Theory Y (McGregor, 1985 reprint of 1960 edition)

Theory Y Assumptions:
e People view work as being as natural as play and rest
¢  People will exercise self-direction and control towards achieving objectives they are
committed to -
e People learn to accept and seek responsibility

3.1.6. FS - Forming the sixth pathway was a counter to the excesses of exhausting the
earth’s resources and the lack of concern for the individual. In ER individuals were of
no concern unless they were a barrier to the success of the path. In this way. of
thinking, new paths are rarely built and mass transport on existing paths is the order of
the day. These paths needed to be ecologically friendly with an awareness of other
users. To use these pathways for 'survival’ it was best to walk. Any new paths would
need a consensus from everyone before construction. People come first. The values
and beliefs (memes) that are attracted to this basic assumption are a social network,
an organisation of equals for common benefit, little concern for status, privilege and
theory Z management (Table 3.2). (Beck, 2002c, 2005). In today’s business, these are
the concerns for the individual, leveraging diversity and being socially responsible. The
negative side of this in organisations is compartmented thinking with the inability to
recognise anyone else’s view other than their own. (Wilber, 2000)

Table 3.2 Theory Z explanation (Ouchi, 1981)

Definition: Belief that management should create an environment for employees that values both
performance and involvement ‘

Theory Z - Japanese Style definition:

‘ ¢ Long-term employment, slow evaluation and promotion.
Specialised careers. ‘
Consensual decision-making.

Individuals responsibility.

Implicit informal control, explicit measures.

BO to FS are the ways of thinking pathways that are the current assumptions that form
cultures across the world, the way the world runs today. The USA, for example is
dominant ER Strategic and DQ Authority, whereas third world countries are dominant
CP Exploitive and BO Tribal. Figure 3.0 shows the basic assumptions profiles for South
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high contentment with current way of living is unlikely to activate different ways of
thinking. (Change and its relationship to values is discussed later). An individual has all
the Gravesian value system available, but prefers certain pathways and others are of

no current interest.

There is an argument that there is no hierarchy because no one route is any better
than another, but some pathways are better in certain life conditions. Graves (1977)
portrayed the framework as a natural bidirectional flow from expressive to belonging
assumptions. The perceived hierarchical nature of Graves framework has been
conveyed during Beck's training courses. (Beck, 2002c, 2005). The participants are left
with the impression® that it is better to have a more complex way of thinking and evolve
‘'up’ the Gravesian value system. This view of people spiritually emerging ‘up’ the
Gravesian value systems (Wilber, 2000) is part of personal development courses on
mind, body and spirit. For certain individuals in certain life conditions that can be a
valid approach. For others this is dependent on their readiness to change and their life
conditions. This is similar to Maslow's (1968) early view that in his ‘*hierarchy of needs”
the human race would only evolve and never go back. Graves' (1977) view was that it

is possible to go back if the environment demands that for survival.

Beck (2005) argues that a given system fits certain life conditions and bidirectional
changes will only occur when new life conditions dictate a change. This bidirectional
argument has validity, as individuals looking for change will change their life conditions.
To show this flow, think of going to work each day. You may have several alternative
routes (paths) to take, but most often, you take the same route each day. Then one day
a bridge collapses so you have to find an alternative route. This problem forces you to
change your route. If there were no other routes, you would have to walk or build a new

® This research showed that people attending Beck's training courses had high FS humanistic
values with high aspirational HU global concerns. Therefore, they are more likely to think of the
Gravesian value systems as a mind, body, spirit evolutionary processes. People who do not
attend courses and have no awareness of Graves' value systems are closer to the country
values in figure three. | argue pre-understanding filters peoples views and they are not honest
with themselves when answering the questionnaires.

® Maslow's ‘hierarchy of needs' were a pyramid starting at the base — Physiological needs -
Safety needs - Belonging & Love needs — Esteem needs — Need to Know & Understand -
Aesthetic needs and Self Actualization at the apex (Maslow, 1954). Maslow (1971) added
another level, Transcendence (Huitt, 2003). However he saw humankind as always progressing
one-way: upwards.
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bridge. Luckily, the brain is smart and the research of Graves (1964, 1977) argued that
individuals could activate alternative pathways to reach their destination. We may not
have been aware of these other paths being available but, like Britain's Roman roads,

they are there but not always visible until a need arises.

The change process and how it activates new ways of thinking is a key part of Graves’
(1964, 1977) research. Continuing with the analogy as an illustration, why are some
individuals prepared to sit in a traffic jam and not find an alternative route? Referencing
Graves (1977) framework, this is to do with the activated pathways in the mind and the
comfort or frustration with that way of thinking. Graves' (1977) research identified three
areas of change, and how an individual handles these variations of change is related to
their active value systems. The three areas Graves (1977) identified were: - 1.
Horizontal change is more of the same, but doing it better but with no insights. 2.
Oblique change is using some of the characteristics of more complex thinking to
produce changes with some insights. 3. Vertical change is making major insightful, step
changes using a more complex ways of thinking. Beck and Cowan (1992, 1996)
developed these into ten types of change, which are discussed later in detail. In the
context of change, others from psychology disciplines have similar views for example

Feldman (2004) referring to Jean Piaget and others who developed his ideas.

Beck (2002c, 2005) and Wilber (2000, 2002) argue the sixth value system FS has
been causing a barrier to change by stopping the activation of more thinking capacity in
developed Western countries. The extreme thinking in this value system has a basic
assumption there are no other systems and everyone is equal. This barrier, which
includes, for example, political correctness (Wilber, 2000, 2002) is causing frustration
and holds back a more complex system to solve and survive in today's life conditions.
Organisational leaders looking for new ways of management (Cohen, 2005) reflect this
degree of frustration.

3.1.7. GT - The seventh pathway as a way of thinking is still developing or is under
construction and is used by 1.9% of the population (Wilber, 2000). This research
suggests this figure is now 5.0%'. The systemic value system is new in terms of the
history of human development and perhaps the best analogy is that it is in its teenage

years of development. As this value system matures and reaches critical mass it will

% The 5.0% is the average figure derived from 1006 people in 2002/3. The 1.9% is based on
2500 in the 1990s (Beck, 2004, p. 1)
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become a major way of thinking. This Gravesian value system emerged because of a
reaction to the excesses and stagnation of FS. New paths will be made by looking at
the whole picture, assessing the needs and coming up with the best solutions. This
way of thinking occurred about 60 years ago (Graves, 1977). The values and beliefs
that are attracted to this basic assumption are: a need to structure according to task, to
be project-centred with changing leadership, the competent person is allowed to
decide. The world is viewed as being process-driven like a chaotic organism forged by
differences and change. (Beck, 2002c, 2005). This path has the ability to understand
the other paths, therefore gaining approval from the full spectrum of Gravesian value
systems. An example might be that, when using the tribal pathway, being able to
understand and use the language and abide by the rules to ensure safe passage while
adding value to that pathway. In today's business, these systemic thinkers can
evaluate the complete supply chain and often have the answers and solutions to
business problems. Unfortunately, these solutions may appear to other dominant value
systems as solutions that are too far ‘out of the box'. These individuals often seem too

unconventional and self-contained for their solutions to be accepted by management.

3.1.8. HU - The eighth pathway is in its infancy. According to Wilber (2000) 0.1% of the
population have the capacity to think at this complexity about planetary and global
problems. Examples of this value system include, being ethical, respecting the welfare
of all people, harmonizing social systems, seeing the earth as one ecosystem and a
spiritual whole. The values and beliefs (memes) that are attracted to this basic
assumption are a holographic functioning organism'’ that uses external and internal
scanning of the environment to make decisions. Change is a natural part of the
organisation’s 'DNA’, but with flexibility and ethical approaches. (Beck, 2002c, 2005).
To develop this pathway will need a global shift of such size to be not even in the
consciousness of most of the global population (Beck, 2005). The threat from global
warming might be a potential example.

To summarise, Graves identified eight pathways of the mind (1964, 1977) which are;
AN Survival, BO Tribal, CP Exploitive, DQ Authority, ER Strategic, FS Social, GT
Systemic, HU Holistic and IV yet to emerge. This emergence is from the currently
known value systems to something new to cope with new life conditions and new

environments. The IV value system, if Graves (1977) is correct, will be a more complex

" *Holographic functioning organism’ in this context means people who are part of a three
dimensional living universe — all things are connected to and dependent on each other.



40

version of the exploitive (CP) value system. One can speculate that as an 'l' system it
will be individualism and creativity but not at the expense of others. People would live

without fear to be themselves and express their emotions through creativity.

Each system is a set of basic assumptions that attracts values, beliefs and artefacts.
Each system is also an expressive or belonging system. Expressive systems are

based on the person, an 'l', and belonging systems are about a group of people, a
‘We'. Groups or an individual can move either way from one system to another, but
always from an expressive to a belonging or from a belonging to an expressive,
however fleeting. To activate a system needs life conditions to change but is also
dependent on the types of change. Pathways seven and eight still have to become a
normal way of thinking as they are new systems. Graves' approach covers the
biological, psychological, social and systems'? frameworks for understanding culture as
an interplay of all the parts, producing a transcending and inclusive model. These

themes are developed further later.

Graves' (1977) research linked areas in the brain to the values of the individual as part
of this interplay between life and thinking capacity. This is a part of his framework,
which is still needs validating by others in his field; this is included here to give a
rounded picture of Graves' work. In addition, it provides the link metaphorically to
cultural systems being within the individual. Graves argued the brain had a finite or
infinite capacity for social development based on the individuals own abilities and 'life
conditions’. How the brain capacity developed became an issue in the 1960/70s, at the
height of the nature/nurture debate. Lewis, (2000) and Graves (1978) stated that not
everyone has the same potential capacities. This view may have stopped adoption of
his research, as the prevailing philosophy at the time was ‘we are all born with the
same capabilities’. Graves argued that nature formed the basis of thinking capacities in
the brain and nurture was by life conditions. Lewis (2000, p. 7 referring to Steen, 1996)
concluded "Now the 20™ century is over, most (not all) scientists believe that nature
and nurture combine in a complex mixture to produce human behaviour.” The basis of
Graves' argument is that value systems developed with life conditions and the thinking
capacity increased to react and accept change. This gives the ability to move from one

2 Wilber (2000) produced the four-quadrant model of BPSS and discussed it with Beck. A
person can be in a different value system in each quadrant. For example in the Social quadrant
a person may be in a belonging '‘We' core-value and in Systems maybe in an expressive 'I'
system.
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stable state to another stable state. External life conditions (nurture) ‘A’ in balance with
internal value systems (thinking capacity - nature) 'N’, for example, forming the AN

value system.

Graves started his research because he had issues with teaching psychology. This led
to developing "A systems conception of personality - levels of existence theory". This
research refers to this as Graves' framework. To define his system Graves set up a
series of research questions and a research method using his students over eight
years (Cowan, 1998, p. 2). The review of the results and classification was carried out
by eight sets of independent adjudicators, a different set of adjudicators for each year
(Cowan, 1998, p. 4, based on Graves, 1970, 1971). From the reviewed results, a
structure of six core-value systems emerged from the data. To confirm the framework
according to Wilber (2000, p. 6) "Graves' model was tested on 50,000 people from
around the world, and there have been no major exceptions found to the general
scheme”. Unfortunately, there appears to be little supporting evidence for this
statement due to the destruction of many of Graves' papers.

Graves' framework was tested in South Africa by Beck and Cowan during the apartheid
transition period (Wilber, 2000; Beck and Linscott, 1991; Linscott, 2001). An argument
for using his framework was the wish to move away from stereotypes, for example
often-restrictive political correctness and other racial and ethnic causes: 'This person is
Zulu therefore......... ', 'This person is Afrikaans therefore.......... " (Beck, 2005) This
approach resulted in a view of how social and cultural behaviours affect the individual
without typecasting them. According to Beck (ibid) the outcome of using this framework
is the ability to give the individual recognition for their values, and the values of others.

Graves (1977) supported his research by looking at three ways to corroborate his
results.

1. "One is by comparing the E-C (Emergent Cyclical) concept to ten other similar points
of view." [E-C is Graves' terminology for an open-ended emergent system the core of
BPSS]

2. The second form of confirmation was tests conducted in the author's (Graves')
laboratory. (Graves, Huntly and LaBier, 1965) Examples of the tests are the use of
overt and covert observations of groups, timed responses to words and pictures,
essays, game play and psychological assessments.
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3. The third form of confirmation was to test the framework in action or use. Graves
referred to this as "test of application” [largely the work of Beck, Cowan and Linscott in
South Africa]

(Graves, 1977, Chapter VII, p. 35)

Graves' first form of confirmation in the 1960s and 1970s was against the leading
conceptual thinkers of the time. Graves’ review included, Ausubel (1952), Kohlberg and
Turiel (1971), Sullivan, Grant and Grant (1954) Selman (1974), Broughton (1975),
Issacs (1956), Issacs, Miller and Haggard (1956), Calhoun (1971), Loevinger (1976),
Loevinger and Wessler (1970) and Erikson (1968, 1974). (Graves, 1977, Chapter VII,
p. 43). Ausubel (1952) left Graves confused about whether his position did or did not
confirm the E-C idea. Others in Graves' opinion did support his framework of core-
value systems but had gaps or related only to certain value systems.

The second form of confirmation was the use of overt and covert observations of
groups, timed responses to words and pictures, essays, game play and psychological
assessments (Lee, 2001a; Beck, 2005). Graves' considered some other research to
be of theoretical importance. The work of Schein (1965) supported Graves' open
emerging systems idea, by arguing that "his [Schein] conception of Complex Man does
say that Self-actualizing man of Maslow's is not the epitome of development,” (Graves,
1977, Ch VII, p. 44). Graves saw Scott's (1967) work as historical and referred to
Schein (1965), McGregor (1980 reprint of 1960) and Blake and Mouten (1969) as
contributory to his framework (Graves,1977). Table 3.3 shows Schein (1965) and the
overlap and gaps to Graves as an example of some of Graves' research.

(Appendix 7 shows a comparison chart of Loevinger (1976) and Graves)
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Table 3.3 Schein Summary and comparison to Graves (1977)

A simplistic summary of Schein’s (1965) research
¢ No single management style can succeed in improving the performance of all workers.
¢ The motives of an individual may be complex, and liable to change over time.
e - A high-level of satisfaction does not necessarily lead to ‘increased productivity and
increased productivity does not necessarily lead to a high-level of satisfaction.

Graves (1977) Schein (1965)
AN Survival -
BO Tribal, -
CP Exploitive -
DQ Authority -
ER Strategic Rational-Economic Man
FS Social Social Man
GT Systemic Self-Actualizing Man
HU Holistic Complex Man

To support the other aspects of his ideas on change and that thinking capacity and life
conditions were an open-ended system, he further reviewed the work of others. For
example, Graves based his argument of open or closed behaviours on Harvey, Hunt
and Schroder (1961) which in turn used Milton Rokeach'’s (1960) Dogmatism Scale and
the Gough Stanford Rigidity Scale. Both these scales were recognised in psychological
research for assessing a person’'s psychological states in the 60s and 70s. ‘Open’
being amenable to change and ‘close’ being opposed to any change led to the
development of a change process.

The third form of confirmation, the result of the work in South Africa, led to developing
Graves' Framework by Beck and Cowan (1996). Linscott puts the value of this work
succinctly. "[The] Gravesian method turned a key for me, unlocking much that had
perplexed me in 30 years and more of observing and writing about Africa in general
and South Africa in particular. Suddenly it was possible to look beneath the surface and
analyse in a new way, to avoid stereotypes (many of them inherently racist) which one
had felt intuitively to be wrong but were not always easy to argue away.” (Linscott,
2001, p. vii).

In this researcher’s opinion, Graves' research is a useful point of view, however it is
located within a certain time period of the 1970s. The next section looks at how Beck
and Cowan (1996) attempted to make Graves' research a useful management tool.
Their development of the assessment questionnaires and interpretation of the results is
used in the fieldwork case studies. These were developed during Graves' lifetime
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though anecdotally he had reservations about if these values could be measured,
hence the work of Hurlbut (1979). (In the resource section of Beck and Cowan's (1996)
book they site around 180 books which help define the value systems and change
states and other parts of Graves framework including Covey, Dennett, Habermas,
Handy and Peters).

3.2, 'Pathways in the Mind': another Perspective.

Beck's and Cowan’'s 1996 book Spiral Dynamics — master values, leadership, and
change is the result of 17 years work and research in South Africa and USA (Beck,
2005). The starting point for developing Spiral Dynamics™ (SD) was in 1952 with
Graves' research (Cowan, 1998). Beck and Cowan's contribution to Graves' research
(1964, 1966, 1970, 1971, 1977 and 1978) was to develop methods of assessment,
stories and management techniques to describe an individual's basic assumption
profile. To reduce the complexity of Graves' research Beck and Cowan (1996) used
colours as metaphors to replace Graves' coding system. Beck and Cowan'’s work is
introduced here to show the connection to Graves'. This gives the background for using
their questionnaires to reflect ‘hidden’ values and preferences for change used for the

fieldwork case studies.

Beck and Cowan used the visual idea of a spiral that is an open-ended cone starting at
a basic survival ‘AN’ and then assigning a colour for each Gravesian value system.
Visual understanding is important within managerial environments and is an intuitive
form of a heuristic. Morgan (1983, 1998) uses visual metaphors to make complex ideas
accessible, the utility of a theory. However, this approach by Beck and Cowan over

" use of the work.

simplified Graves' framework and has led to a ‘cult like
The Beck and Cowan (1996) approach indicates a sequential hierarchy. This is often
one of the detractors and an oversimplification of Graves' ideas. Their book does not
adequately show the bidirectional aspect of the model but does discuss the entering,
the peak and exiting nodes of each core-value system. Additionally, it does show the
flow from the expressive 'I' to the belonging 'WE'. ('I' centres on the individual, ‘WE’

3 Spiral Dynamics (SD) is a trademark of the National Values Centre, Inc for a system of
defining a cultural and social paradigm based on Gravesian values.

™ Cult - "an extreme or excessive admiration for a person, philosophy of life, or activity” Encarta
Dictionary UK. The researcher supports this view of SD but not of Graves’ work.
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centres on the group).The increase in thinking capacity greater than all 1% tier is
pictured by being labelled 2™ tier, adding to the notion of a prescriptive hierarchy. (See
previous Table 3.0 for which system is an 'I' or '"WE' system). The definitions were
explained in '‘Pathways in the Mind' section of this chapter and follow closely Graves'
definitions. Graves' argued for bidirectional flow that is part of a 'transcend and include’
model, discussed later. The researcher argues that Graves' framework is not a
prescriptive hierarchy. This is not made explicit in Beck and Cowan's (1996) work.

Colours have replaced Graves' (1977) codes that defined each Gravesian value
systems with pairs of letters. Each letter is a naming convention used by Graves to
identify the two axes of his graph, A,B,C,D,E,F,G,H" were external life conditions.
N,O.P,Q,R,S, T were the capacities in thinking needed to handle those external life
condition. AN Survival Beige, BO Tribal Purple, CP Exploitive Red, DQ Authority Blue,
ER Strategic Orange, FS Social, Green, GT Systemic Yellow, HU Holistic Turquoise
and IV yet to emerge Coral. Graves (1977) defined three states for each value system,
an entering phase, a prime or nodal phase and an exiting phase, so the six 1* tier core-
value systems could give eighteen subsystems. Later work of Cook-Greuter (2002)
suggests nine nodal levels and appears to be arguing support for Graves' original
framework, though her levels do not exactly match Graves' and perhaps should be
defined as psychological levels.

The colour-codes used by Beck and Cowan (1996) also reflected the expressive and
the sacrificial (belonging) systems. Warm colours - Red, Orange, Yellow are
expressive Gravesian values, the 'I. Cool colours - Purple, Blue, Green are sacrificial
Gravesian values, the 'WE'. The relationships to Graves' (1977) codes are shown in
Table 3.4, with this researcher's interpretation in a managerial context. A feedback
from participants during the research is the naming, for example ‘instinctive’ or

‘clannish’ does not relate to current management language.

® These letters were reversed for his later work. The original A,B,C,D,E,F,G,H were the
capacities in the brain prevalent at the time. N,O,P,Q,R,S, T were external conditions.
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Table 3.4 Core-Values - Relationship Definitions.
Core-Value Beck and Graves Beck and Expressive
(in an organisational context) Cowan (1977) Cowan '
(1996) (1996) Sacrificial
|WE‘
1. Survival — Basic needs Instinctive AN Beige |
2. Organisation - Community - Teams Clannish BO Purple WE
3. Creativity and "what's in it for me" Egocentric CP Red |
4. The Correct Way - Processes Purposeful DQ Blue WE
5. The Pull to Commercial Success Strateqic ER QOrange |
6. The Human Dimension |- Relativistic FS Green WE
7. The Big Picture - Integrated Systemic GT Yellow [
8. The Global Picture Holistic HU Turquoise WE

The entering, prime and exiting phase of each core-value system has a change
process attached to it. Graves argued there were six conditions for change to occur. In
Lewin's (1947) gap model, these conditions of change are needed to move from a
present condition to something new in the future'®. Graves' (1977, Chapter IV, p. 21)

six conditions for change are.

“Potential.”

"Solutions of existential problems.”
"Feeling of dissonance.”

"Gaining of insights.”

o W=

"Having properly timed and administered aid or non-interference - i.e., removal
of barriers.”
6. "Opportunity to consolidate.”

Beck and Cowan (1996) developed Graves' ideas of change, further adding states of
change, energy flow to produce change, chaos, order, and 1% and 2™ order change.
These states act as indicators to the preferences individuals have for different types of
change. (1% order change is a preference for incremental change while 2™ order
change is more revolutionary). The Beck and Cowan (1996) model gives ten areas of
precision to change (Table 3.5) rather than just change. In management, change state
is important for two reasons: a) it is more easily understandable by managers and b)

how the individual and the group handles change is argued to be related to the active

® In AR change should occur and how we change has an influence on this. The Beck and
Cowan (1992) change state assessment is used in the fieldwork and change is included here to
give an understanding of Graves’ change concepts.
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Gravesian value systems that can help or impede change. In organisational
development and cultural theory, it is argued that some form of change process is a
key component. For example Hatch (1997, 2006) Johnson and Scholes (1993),
Johnson, Sholes and Whittington. (2006) and Martin (2002b).

Table 3.5 Types of change

Change States Beck and Cowan (1996)
(in an organisational context)
1. Preference for incremental change — 1 order Change 1> Order Change
2. Preference for Step Changes - 2™ Order Change 2" Order Change
3. Preference for Order Order
4. Preference for Chaos Chaos
5. How content with today- Alpha
6. Something is not right with today Beta
7. Frustration level Gamma
8. Surge Energy to Change Delta
9. Optimism for the future New Alpha
10. Energy for Change to Occur Flex/Flow

This more detailed approach to change adds more levels of precision to Schein’s (1987
in Schugurensky 2005) processes for change. This builds on Lewin's (1947) work in
the present state and future state gap model. Schein's process includes the unfreezing
of the present to change perceptions, attitudes and behaviours. This is a cognitive
restructuring process of discovering new information and possibilities. Lastly, the
learning is institutionalised in a refreezing process. For example, these ten states of
change provide clues on how to change opinions, as in Schein’s (1987) the unfreezing
process is the start for change. The following is an explanation of the states of change
based on Beck and Cowan (1996) and Graves (1977, 2005). These preferred states of
change are the way more or less complexity of thinking is activated for the Gravesian
value systems.

Change is argued a key component of culture (Hatch, 2006) as well as a business
issue and this approach to change was used in the fieldwork to inform the interplay
between culture and change. For example, what changes need to be made to make
our culture more innovative? The next section covers the ten states of change that
were measured during the fieldwork based on Graves' framework but developed as an
assessment for practical use by Beck and Cowan (1992).
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3.3. Types of Change (Based on Beck and Cowan, 1992, 1996 and Graves, 1977,
2005)

3.3.1. 1** order change. This state occurs when change is from within the existing life
conditions or when the basic assumptions remain unchanged. This incremental
approach improves what is already there and is historically based in past decisions. 1%
order change is the ability gradually to renew and reform the existing by working harder

and smarter. This usually means more of the same but better.

3.3.2. 2" order change. The difference to 1% order is the ability to make shifts to new
assumptions and value systems. This is often created by outside influences and
events. This usually includes the unexpected and is driven by a vision of the future.

This approach to change needs a leap of faith by those involved to put into practice.

3.3.3. Order. This is the need to change in an orderly way. The change process is
controlled and is applicable to either 1% or 2" order change.

3.3.4. Chaos. This is the opposite of order. There is no need to control the process and
the person or orgahisation during change can accept that they have no control over the
process of change. Change will emerge out of chaos. This is applicable to either 1% or
2" order change

3.3.5. Alpha. This is about the contentment felt with the current way of living. In a high
alpha the organisation is doing well in its market. Society is meeting the needs of its
people effectively. The life conditions and environment is stable. Organisations see no
need to change and compliance may become a problem. The basic assumptions,
values and beliefs have created the process and system that match the life conditions.

3.3.6 Beta. In high beta is the feeling that something is wrong, but it is not known what
it is. The previous way of surviving is not working any more. Complacency and success

may have introduced new and unforeseen problems to be solved.

The individual may be experiencing personal problems. Organisations may show
evidence of decline and communities might experience stress, conflict and
disagreement. However they do not understand what is happening in their world, but
know something needs to be done. In this situation there are three approaches to
change:
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1. Do more of the same because there is nothing wrong. All the support systems
are good and therefore it must be the implementation or enforcement of them.

2. Attempt to fine-tune, or adjust the processes while keeping their main features.
This is a typically 1** order approach to change. There is a strong pull of what
was good in the past, forgetting that often they did not work as well as
remembered.

3. Realise that processes are only processes and there are others systems to use.
This opens a new view of the world allowing change to occur. This when there

is a need for 2™ order change.

These three parts of beta have merits and are suitable for certain changes and it is
important to align the goals with the strategy to reach those new goals. For
example when a business is going into liquidation it is no good tinkering with
changes to the accounts system. (However this approach does depend on your
value system, for example, dominant red CP individualists may be able to feather

their nest by tinkering with the accounts system)

3.3.7. Gamma, This is a time of growing frustration, with feelings of being trapped, it
can include an array of antisocial and self-destructive behaviours. The frustration
comes from knowing what's wrong and why. There is an understanding of what will
relieve the frustration to create new life conditions for a New-Alpha. However there is
the fear that strong barriers stand in the way of making these changes. These barriers
can be inside the person or the organisation. The barriers can also be imposed by

external forces over which they have no control.

In a high gamma state, for instance in communities, this frustration may lead to
violence, destructiveness, armed rebellion, and revolt against the status quo. This
becomes the 2" order change choice as individuals or groups literally or symbolically
attack the barriers. In less extreme cases, it's a time of wanting to escape, run away,
break out, and be free. A high-level of frustration is often seen in people experiencing a
mid-life crisis or when a major personal ordeal makes the future look bleak

In a high gamma state, since change appears blocked during this state of frustration
there is a tendency to look to the past for solutions. During this time of reversion to old
ways of thinking, old solutions and what has worked in the past are revived.
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3.3.8. Delta. This is the tipping point for change to occur. It is a time of excitement and
rapid change where the barriers to change are overcome. Individuals take charge of
their own future. The past is no longer in control.

The delta surge of energy is often enthusiastic, and unrestrained. The previous life
conditions give way to new solutions. The previously unthought-of emerges, forming
new life conditions. This passion produces creativity, resourcefulness, and dedication

to achieving the goals.

The delta is a strong emotional time and often brings stress into relationships and may
even trigger negative reactions from those left behind. If this energy is not channelled
then it can lead to further frustration and reversion to old ways of thinking. An example
may be a fired-up successful marketing campaign but no product because of
production or supply problems.

3.3.9. New Alpha. This is a time of consolidation of the ideas and systems that
emerged during the delta state. The individual and organisation returns to a stable
state after change. The organisation is aligned to its market place. Communities are
aligned with their environment. This then becomes alpha and the whole cycle can start
again.

3.3.10. Flow. This is a measure of the readiness to accept change, to move away from
the past and embrace whatever is new. However it can also reflect a preference for
holding on to the reliable and stable and to what is currently important and necessary
to support current life conditions. This is based on the work of Csikszentmihalyi's
(1990). Flow: The Psychology of Optimal Experience.

Within the BPSS framework, there are value systems that surface to be able to handle
the prevailing life condition. These result in a set of active basic assumptions, values,
belief and artefacts that are core-value' systems. To cope with changes in life

"7 Core-values are used by different authors under different names: vMemes and meta-memes,
Beck and Cowan (1996); Clusters of memes, meme complexes, Fog (1999); Basic
assumptions, Schein (1990). This research treats them all as the same as core values or meta-

memes..
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conditions and to activate a more suitable core-value system, the six conditions™ for
change need meeting. This allows, in Lewin's (1947, 1952 in Zand and Sorensen,
1975) terms, movement from a present to a future through a change process. How
these are met depends on the preferences for types of change, for example, an
individual who prefers 1* order changes is likely to have problems with a high 2™ order
approach to change. Hatch (2006) refers to Gagliardi (1986) similar types of change.
How this conflict is handled is related to the thinking produced by the active value
systems in the individual and the organisation. For example, an individual with a high
need for consensus (FS) and a preference for 1 order change, incremental, will need
time to consult with everyone and even then only act in small steps. These ideas for
change are not new (Hatch, 2006) but the granularity and measurement provided by

Beck and Cowan (1992) argues another point of view.

One traditional view of change in Johnson and Scholes (1993) on the strategy and
barriers to change is similar to Graves (1977) and Beck and Cowan (1996). However
Johnson, Scholes and Whittington (2006) even in their 7" edition do not suggest how
to measure the underlying culture or ability to change.

Johnson and Scholes (1993) argued that most corporate change is incremental (1%
Order) and to change there has to be a need and an ‘incentive to change'. By their 7
edition (Johnson et al., 2006) a whole chapter is devoted to strategic change but it is a
descriptive approach once the type of change has been identified. In 1993 they use a
‘gap analysis' against the status quo (*do nothing"”) as a reference point to measure
change. (Johnson and Scholes, 1993, p. 272 and 387). If they are still correct about
corporate incremental change then how can change occur if a CEO (Chief Executive
Officer) has a preference for step changes (2" Order)? More importantly how can this
conflict of preferences be revealed and linked to underlying values, beliefs and
assumptions of the CEO. This research argues the Gravesian framework allows
individual measurement and reveals these gaps. This in turn allows the CEO for
example, to learn how to make change effective and sustainable for each individual.

The negative side, dependent of the CEQ's values and beliefs can be manipulative.

'8 1. Potential. 2. Solutions of existential problems. 3. Feeling of dissonance. 4. Gaining of
insights. 5. Having properly timed and administered aid or non-interference - i.e., removal of
barriers. 6. Opportunity to consolidate.
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Johnson and Scholes (1993) continue (p. 388) by looking at “transformational change”
by using a gap model of present state, future state and the need for unfreezing the
present state, then attend to the crisis or conflict and, once solved, refreeze the
solution. During this process of unfreezing they also look at the barriers to change. By
2006 (Johnson et al.,) have developed their models to much more complexity. Their
types of change based on Balogun and Hailey (1999) mirror the work of Graves (1977).
They talk of ‘incremental’ and 'big bang’ in terms of realignment and transformation.
They look at "styles of managing change” (Johnson et al., 2006, p515) and these are
similar to Beck and Cowan (1996) as used in the UWC study for management,
communications and learning styles. However Johnson et al., (2006) work at the
corporate meta-level, so values, beliefs and assumptions are defined as espoused. If
this research were to be integrated with their ideas then their valid approach to change
interventions may improve the chances for sustainable change to happen. These
interventions could then be targeted to the hidden Gravesian values and preferences
for change, recognising the role of the individual in stopping or assisting change. To put
this differently, Johnson et al., (2006) define “individual experience - mental (or
cognitive) is the models people build over time to help make sense of their situation”
(p46). It could be argued that Graves (1977) and Beck and Cowan (1992, 1996) give
the ability to measure this mental model and to understand individual bias in the
change process. This then allows the organisation to design interventions that target
the individual's values and change state helping to achieve a desired future state.

Beck and Cowan (1996, p. 145 and 177) ask of individuals and organisation wanting or
inspiring change "HOW should....... WHO manage..... WHOM ....to do WHAT".
Overlooking this clarity in change contributes to the barriers to change. To overcome
these hidden, espoused and perceived barriers to change is to perhaps include them
as part of the value system, by transcending and including them.

This 'transcend and include’ feature of the Graves' framework makes a bidirectional
model, which ebbs and flows with changes in life conditions. To direct these flows the
values, beliefs and artefacts become part of a ‘transcend and include’ effect.
Transcend and include is the ability of previous values and beliefs to merge into the
present values and beliefs therefore the old is always part of the new.

The bidirectional and ‘transcend and include’ aspects of the framework are considered
by this research as an important principle. For example, Maslow (1968) can be argued
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as one-directional but still ‘transcend and include’ (see previous footnote 6). The next

section reviews the arguments for how others look at ‘transcend and include’ models.

3.4. Transcend and Include.

The two-way flow of Graves' framework is an important idea. The metaphor of Russian
dolls is useful. (Beck, 2002¢, 2005). If each of the Gravesian systems is thought of as a
doll, the smallest doll is the survival system (AN) and this doll is inside the tribal system
(BO) and so on. Therefore, the largest doll is the global system (HU) and this has
within it all the other dolls. If we take the example of an individual who is tribal, if life
conditions change then the survival system (AN) or the more complex individualism
system (CP) maybe activated. This gives a two-way flow and a 'transcend and include’
model. The values, beliefs and assumptions of one value system are available in

another.

This research has found that when explaining the value systems this ‘transcend and
include’ concept takes away the impression that climbing upwards as being better for
an individual and that the ‘lower levels' are perceived as bad. This is also allows other
theories to be used as necessary as Graves is just one point of view. In organisational
culture one corporate culture is no better than another if it allows that company or
department to survive and prosper. (Note: this view only holds true from my value
system. For example, a person with extreme success and materialism (ER) will see the
selling of the idea that it is better to climb upwards as a training and moneymaking
opportunity).

This approach can be argued to apply to Schein’s (1990) three-dimensional model of
culture. A basic assumption has within it values and beliefs and artefacts. As the basic
assumptions change with life conditions, there is still access to the old values, beliefs,
and artefacts, which, if needed, can be brought back into use. This is a 'transcend and
include’ model. In Wilber (2000) terms, these are wholes within wholes, a ‘Holon'.

For another view of a 'transcend and include’ approach, an argument from computer
science suggested by Post (2003) introduces the ‘tetrad’ for thinking about what
‘transcend and include’ means. The tetrad is a method of looking at the effects of
technology on the environment. Instead of looking at cause, "the tetrad organises an
artefact as a ‘resonating interval’ an object which transcends time; and is affected by

both its own attributes and the environment which surrounds it.” (Hempell, 1996, p. 1).
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If related to memes'® then items like values, beliefs and artefacts transcend time, in
that old, new and emerging are available with the environment in which they evolved.
There is a resonance between the old, new and emerging. This supports Beck and
Cowan'’s (1996) argument of memes being like particles and waves. As told in the film
Castaway (Broyles, 2000) the lead character, a successful executive, may have only
been dimly aware that he had the values, beliefs and artefacts for him to survive in a
life or death situation. Only when his life conditions changed (being alone on a desert
island) were these underlying values activated. By the end of the film, he was able to
switch on the values that allowed him once again to return to being an executive
manager after rescue. This was a ‘transcend and include' effect and a bidirectional
flow. In Gravesian terms he went from ER (Strategic success) to DQ (process and
controls, not opening his FedX parcels) to CP (Creativity — opening them and using
them) to BO (forming a tribe with Wilson a ball) to AN (survival by letting Wilson go to
save his own life). On rescue, he quickly reactivated ER and DQ and delivered the last
unopened parcel while going through a reassessment of family (BO). This story is used

to illustrate the bidirectional flow and the 'transcend and include’ effect.

Post (2003) quotes Marshall McLuhan, who developed the tetrad theory from McLuhan
and Powers (1989, p. 9) "...the tetrad performs the function of myth in that it
compresses past, present and future into one through the power of simultaneity. The
tetrad illuminates the borderline between acoustic and visual space as an area of
spiralling repetition and replay, both of input and feedback, interlaced and interfaced in

the area of imploded circle of rebirth and metamorphosis.”

The 'tetrad’s’ relevance to memes as units of culture is that this definition takes account
of environmental life conditions, time and a spiral, the open-ended aspect. Therefore,
as core-value systems become dominant under certain life conditions, the harmonic
effects of previous artefacts produce a seamless metamorphosis into a new core-value
system. While using the tetrad analogy is useful in exploring 'transcend and include’,
the difference to Gravesian values systems is that he argued, they cause changes in
brain chemistry (Graves, 1977). The metamorphosis process is strengthened as
artefacts, for example, buildings, dress-codes and strategies that have a visual and

' Memes are individual values, beliefs and artefacts which in turn form Gravesian (core) value
systems that group basic assumption as meta-systems or meta-memes for the purposes of this
research. A meme is a unit of culture like a value, belief or artefact, these are then attracted to

Gravesian value systems.
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sound content playing on all the senses, conscious and subconscious and that are
helping with the change. The social or cultural 'DNA" gap model being proposed for this
thesis between the hidden (within the person), the espoused (what the person says)
and the perceived (the person's intuition) is brought together as a ‘transcend and
include’ model.

An individual is often aware of or sensitive to changes in life conditions. Then,
harmonics or residuals left by the other core-value systems are activated allowing
movement and change to new systems that meet the needs of new life conditions.
However, according to Beck and Cowan (1996) if there is no conflict and the six
conditions of change are not met, then a change® in the core-value system does not
occur. The change is reliant on the individual or group being open to change, closed to
change or arrested but able to be persuaded. (Graves, 1977). Jones et al., (2005) and
Schein (1987) on readiness for change and the unfreezing process propose a similar
idea, except people that are truly in a closed state cannot be unfrozen.

The Tetrad idea is a practical managerial tool used in marketing of the IBM Think Pad
computer brand. The 'transcend and include’ concept integrated all that the IBM name
stood for and it was built into the Think Pad brand. Additionally this approach integrated
the use of Graves' framework for targeting and defining the markets and characteristics
of the computer. (Clark, 2004). IBM's famous white shirts and dark suits, buildings,
solidity and gravity in video advertising are examples playing on all the senses for the
Think Pad black laptop. These are examples of memes that are attracted to the
corrected way of working a DQ Gravesian value system.

Graves (1977) argued the AN survival and BO tribal core-value systems remerged as a
wave to form the 2" tier systems of GT systemic and HU global. These two systems
carried the characteristics of the 1% tier origins but were able to deal with greater
complexity. The systemic thinking of GT is a more sophisticated and complex form of
the basic need for survival of AN. HU is a more complex form of family and tribe on a
global basis. The principles of Graves' framework are core-values attracting memes as
values and beliefs, multiple types of change.

2 n the example of being cast away this was the cathartic change that activated the dormant
value systems.
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3.5. Closing Arguments

The purpose of this chapter was to explore Graves' (1977) theory that led to his
framework, and to discuss how Graves supported his research and its relationship to
some current ideas. It should be noted that Graves’ research is over thirty years old
and Beck and Cowan have not done any further ‘academic’ research to build on
Graves' work. Graves' work crosses many disciplines from psychology to human
consciousness to anthropology to biology. Perhaps Graves like Dennett (1991) was a
frequent interloper in these fields and "...[had] grown accustomed to the disrespect
expressed by some of the participants for their colleagues in the other disciplines”
(p254). This makes Graves' work very debatable. However, this research argues that
as long as the framework is used as a heuristic developmental hierarchy and not as a
prescriptive and restrictive hierarchical it is a useful managerial tool.

The debate on assessing culture is complex and from a managerial perspective often
impenetrable. The results of assessing culture are often subjective and descriptive
rather than objective and measured. Both the subjective and objective are needed for
the practical application of cultural research in organisations. Schein's (1987, 1990)
models and the relationship to the work of Graves (1977) brings a different perspective
and precision to Schein’s work by providing a measurable template for values and
change.

Graves' (1964, 1977) theory was described by using the metaphor of ‘pathways in the
mind’ to explain his research. His theory produced an open-ended system that in turn
has the ability to produce new pathways from the eight identified pathways. The
pathways were the result of the prevailing life conditions that produced dominant
cultures for survival. A discussion followed the relationship to the ‘nature/nurture’
debate and may have been a reason for the noh-acceptance of Graves' ideas until
today.

Beck and Cowan's (1996) book tried to simplify Graves’ work for use as a management
tool and did not succeed, leading to a cult like use of the work as a spiritual
development process. Looking beyond this espoused view of Graves’' work led to a
review of Graves' (1977) conditions for change and the different states of change.
These were argued to bring more precision to understanding the mechanisms of
change and Schein’s (1987) 'unfreezing' idea to effect change. This was also argued to
bring this additional precision to the more traditional view of Johnson et al., (2006).
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The opinion of some practitioners of Graves' (1977) framework is that it is to ‘evolve
upwards is better’ hierarchical model. This is countered by the argument for the use of
a 'transcend and include’ model, based on an analogy from computer systems and the
changing nature of technology. How this may be used is shown by the use within IBM
marketing of the Think Pad laptop computer.

This chapter argues that Graves' work produces a useful method for assessing some
of the hidden building blocks of culture. Therefore, before an organisation can create or
change a ‘culture’, the hidden or social 'DNA’ within the individual is best understood
and addressed. The next chapter takes another view of Graves' work as groups of
units of culture (memes). This covers a theory of how culture reproduces from the view
of memetics, and posits a connection between the ‘pathways in the mind’, core-values,

memes, meta-memes, basic assumptions, values, and belief systems.

Note on Point of View: At times the researcher uses language that might occur to the
natural scientist as the author making claims from the biological rather than the

managerialist stance, this is however the author's pragmatic style.
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Chapter 4

Literature Review - Clare W. Graves' Ideas and Memetics

4.0. Introduction .

This chapter reviews Graves' value system from another perspective that of being
meme-complexes. Memes, as 'units of culture’ are attracted to meme-complexes (Fog,
1999) and argue, form a link between the espoused and the perceived formed by
intuition. Memes could be argued to be units of basic assumption and artefacts of
Schein's (1990) cultural model. Therefore it is argued that memes form sub-building
blocks of the social 'DNA’ model between the hidden (within the person), the espoused
(what the person says) and the perceived (the person’s intuition). Graves from his
writings did not discuss mechanisms for how cultures formed or spread. In
organisational theory, culture and change are key elements (Hatch, 2006); the
outcomes for what makes a culture vary according to the research perspective taken
(McAuley, Duberley and Johnson, 2007). This is another point of view on building
blocks of culture.

Graves' work (1977) was based on the ‘pathways in the mind’ that he argued were
caused by changes in life conditions. For example, frustration with the tribal (BO) way
of life led to the rise in individualism (CP). However, this research argues that there
could be other mechanisms. Dawkins (1976) a biologist, introduced the theory that
‘units of culture’ can reproduce themselves virus-like within and between cultures.
Dawkins called these units 'memes’, to be a social form of genes. It is likely that
Graves may have been aware of Dawkins' work, and Beck and Cowan (1996) refer to
the Gravesian value systems as ‘meta-memes’, referencing Dawkins' work. Therefore,
this research proposes that once a meme’s critical mass or tipping point is reached
(Gladwell, 2000) then new Gravesian values systems are triggered and spread as units
of culture (memes). This chapter will explore the basis of memetics, how memes are
values, beliefs and artefacts and posit that they are similar to Graves' value systems. If
the Gravesian eight value systems are meta-memes then they could interpret memes
in different ways. It could be argued that each values system’s interpretation changes a
meme’s meaning. These meanings could then be expressed as an espoused or
perceived value. For example the IBM meme of ‘wearing dark suits’ may be interpreted
by high individualists (CP) as that it is acceptable to wear a dark suit with wide white
stripes matched with a yellow tie. This also means that the Gravesian value system
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(DQ conformity) of IBM is not attractive to the person and is being made acceptable to
the CP value system by this interpretation of 'stretching the boundaries’.

Beck and Cowan (1996) argued that the Gravesian value' systems were meta-level
values for attracting values, beliefs and artefacts, calling them meta-memes. Therefore,
they argued, there is a connection to Graves' framework for memetics. The Gravesian
framework as meme complexes is a new debate and allows for another view of other
possible building blocks of culture in organisations. As discussed later, the debate on
how cultures form and the part genetics plays is a very old one.

Graves (1977) does not elaborate on how his value systems reproduce and spread in
and between cultures. However, he did explore how the different types of change could
activate new value systems. He referred only to how 'life-conditions’ as a change
system acted on the individual to alter his coping value systems. Even though Beck
and Cowan (1996) introduced the notion of a meta-meme? there was no further

development of the memetic idea as a method for grouping memes or core-values.

The review of memetics as a 'science’ contributes another point of view on assessing
inner logic to Graves' (1977) framework. The memetics idea can also be applied to
Schein’s (1990) culture model of values and beliefs and artefacts, as each can be
argued as units of culture (memes?). This chapter will review the arguments about how
these units of culture might be part of Graves' meta-theory for core-values.

Memetics the 'science’ of how units of culture spread and it may be that Graves was
aware of the work of Dawkins (1976). Beck worked with Graves from the 1970s (Beck,
2003b) and argued that Graves' eight sets of core-values are meta-memes (Beck and

Cowan, 1996, p. 31). These meta-memes are groupings of values, beliefs and

! Beck and Cowan (1996) called Gravesian values vMemes (value memes).

2 Beck and Cowan (1996) used meta-meme as another term for vMemes or groups of basic
assumptions, values, beliefs and artefacts. This research is using Gravesian value systems,
core-values and meta-memes as interchangeable. | prefer ‘pathways in the mind as a
description.

3 Memes were defined by Dawkins (1976) as ‘units of culture that can reproduce’. Price (2007)
referring to "Distin (2005) who, in what is arguably the most in-depth review yet published,
makes a case for memes as systems of representation, either natural languages or symbolic
ones such as mathematical notations, specialized professional usage”.
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artefacts. Beck and Cowan (1996) did refer to Dawkins (1976) but preferred to use
vMemes (value memes) to describe the Gravesian value system, perhaps missing an

opportunity to develop a meta-theory for classifying memes.

Graves' eight value systems described in an organisational context are as follows, with
an explanation of the use of the expressive and belonging system that Graves used to
alter Maslow's (1971) view of his hierarchy of needs. Maslow proposed a closed
system with a finite end for human development: Graves change this view to an open
system that can evolve. (Lee, 2002).

AN - Survival - Basic Survival needs. An "I’ expressive.

BO - Tribal - Tribal and Community as the basis of all teamwork. A 'WE' belonging
and sacrificial.

CP - Exploitive - Individualism as in 'What's in it for me?’ and creativity. An 'I'
expressive.

DQ - Authority - The correct way - the basis of all processes. A ‘WE' belonging
system, but at the expense of others for the future common good - sacrificial.

ER - Strategic - The pull to commercial success - An 'l' expressive but not at the
expense of others as long as they play the game.

FS - Social - The human dimension, people and environment matter - A ‘WE’
belonging but often at the expense of others - sacrificial

GT - Systemic - The big picture (the whole) — A mainly 'I' expressive but sometimes
sacrificed at the expense of others for survival of the whole.

HU - Holistic - The global picture - A '"WE' belonging but sometimes at the expense
of others for the global good - sacrificial.

IV - yet to emerge? - (I suggest based on Graves' framework) an 'I' but more global
form of individualism (CP) of being at peace with oneself as a creative individual for

the good of all.

To recap from Chapter Three, it argued that each one of the Gravesian value systems
(Graves 1977) attracts assumptions, values and beliefs and artefacts. Individuals and
organisations are a mixture of these systems but, with a dominant Gravesian value
system for coping in a given environment, this reveals itself as a culture. Graves (1977)
also argued that the system is open-ended, meaning new systems can evolve and the
flow can be bidirectional. If conditions for coping are less complex, then less complex
Gravesian value systems can become dominant.
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The Gravesian approach is argued as predictive in that movement from one value
system to the next is always from expressive to belonging or from belonging to
expressive, however fleeting (Beck and Cowan, 1996; Beck, 2004, 2005). This is
outside the scope of this research but is useful to note for the interpretation during the

fieldwork.

Graves' theory relates culture to activation of his eight pathways in the mind, giving the
biological part to the later development of the biological, psychological, social and
systems (BPSS) model. The biological debate on the interplay between memes and
genes becomes relevant when arguing that culture starts with the individual reacting to
life conditions. Graves (1977) argued activating the brain’'s pathways was by chemical
changes in the brain that were in response to changes in environmental conditions. (in
psychology these .maybe argued to be hard-wired). Memetics theory provides a link
between the biological and social (life conditions) for activation and creation of
Gravesian values. Research, notably the work of Engel (1978), has shown that
chemical changes occur when biological, psychological and social conditions interplay,
Engel a Professor of Psychiatry and Medicine at Rochester, USA, developed a
‘biopsychosocial’ view in treating psychological problems. Examples of some of the
supporting arguments for this interplay are highlighted in the following. "This whole
system has physical elements, which are both sub-personal (a nervous system
containing organs and networks comprised of cells, which in turn are comprised of
molecules and atoms) and supra-personal. The latter entail individuals existing in a
psychosocial context of increasing complexity (two person, family, community, culture,
society and biosphere)." (Pilgrim, 2004, p. 1) The following illustrates the use of the
genetic or biological analogy "When something is referred to as biological or brain-
based, that is not shorthand for saying it is genetic and, thus, predetermined; similarly,
references to "psychological” or even "social” phenomena do not exclude biological
processes. The brain is the great integrator, bringing together genes and environment.”
(Satcher, 1999, Chapter 2. p. 1)

Coming back to Schein's (1990) culture model as an example, the building blocks of
basic assumptions (assumptions), values and beliefs and artefacts form a common
theme when evaluating culture. Cameron and Quinn's (1999) competing values
framework (CVF) uses similar themes for interventions to make organisations more
effective.
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There is a degree of subjectivity when evaluating basic assumptions, as access to
basics assumptions is by the observed and spoken. Kwan and Walker (2004, p. 1)
show through a review of the literature there is "a lack of precision and consensus
regarding its definition [organisational culture]”, again because of its subjective nature.
They explain the debate between quantitative and qualitative methods of assessing
culture. They cite Schein (1985, 1996) as being qualitative and Cooke & Rousseau,
(1983, 1988); Hofstede, (1998): Hofstede, Bond and Luk, (1993); Rousseau, (1985,
1990) as using quantitative methods. The CVF model is the most widely used and a
validated quantitative’ model for describing culture. However, in both the quantitative
and qualitative approaches there are two gaps.

1) Assessment of hidden values and beliefs and states of change within the individual
(hidden) as proposed in the Gravesian ideas.

2) Analysis of how assumptions, values and artefacts reproduce and spread across
organisations or cultures.

Graves (1977) argues that changes in the environment® trigger a biochemical change
in the brain. It could be argued that these changes could be the result of a critical mass
of memes (a unit of social or cultural reproduction) clumping into a meme complex that
may or may not cause these chemical changes. To help this change in thinking and to
allow for handling more or less complexity, the spread of basic assumptions may lead
to a tipping point® (critical mass). The effect of this tipping point leads to a new way of
thinking and a new culture. The move from quantitative to qualitative and then to
integrated transdisciplinary research methods is an example of different cultures being
created by reaching a critical mass of acceptance (Burgoyne and James, 2006). The
question is ‘Do memes help in producing these chemical changes with the effects of
the external life conditions that produce memes? Engel (1978) found a connection
between social conditions and effects on body chemistry and used the words biosocial

psychology. (Social conditions could be the prevailing academic or organisational

* CVF is based on ordinal data so the cause of the order is unknown. (Denscombe, 1998)

5 As an example of these changes that can be easily be generated internally by for example
frustration with life conditions over a period of time, or external by wars and general
catastrophes.

® The concept of a critical mass or a tipping point to create change is argued in Gladwell's
(2000) book The Tipping Point.
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culture). Many of these arguments are outside the scope of this research. However,
they support the idea that cultures could reside within the individual as subconscious
filters, therefore could be described as hidden (as in hidden from everyday view).

Memetics is a framework for understanding how ideas and social values spread across
cultural systems from individual to individual and community to community. A simple
example in business is from the finance industry. It is the norm there for men to wear
ties. This norm spreads as a meme in the culture of 'this is the way we do things
around here’. This statement would mainly be a Gravesian authority (DQ) value
system. The meme is the artefact ‘a tie' attracted to the basic assumption (meta-

meme), a ‘we’ sacrificial system.
How did the idea of ‘memes’' come about since the word meme is a meme itself?
4.1. Memetics

The words 'memetics' and 'memes' are words of recent arrival in the English
vocabulary. Their history and meaning is intriguing. The memetics community’ rarely
uses meta-memes as a word or the idea for classification of memes. Beck and Cowan
(1996) appear unique in calling their groups of Gravesian values meta-memes.
However, there is some evidence of a hierarchy and taxonomy (categories) of memes
(Fog, 1999).

Memetics as an idea has been around from the early nineteen-seventies. It is a method
of understanding "the principles of evolution by selection to understand continuous
changes in cultural behaviors" (Edmonds, 1997, p. 1).

Defining the word meme has also changed over the years. Blackmore (1999, p. 43)
gives: "meme (mi:m), n. Biol. (shortened form of mimeme... that which is imitated, after
GENE n.) An element of culture that may be considered to be passed on by non-
genetic means, esp, imitation."

7 Meta-memes - on an internet Google scholar search 2™ Nov 2006 33 occurrences of the word
"meta meme” were found nearly all applied to computer or virtual worlds, a few to the social
sciences.
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Two years later, the Oxford English Dictionary definition shows a slight evolution of the
meaning. (OED, 2001, p. 1154). "Meme (mi:m), noun Biology. An element of a culture
or system of behaviour that may be considered to be passed from one individual to
another by non-genetic means, especially imitation." The slight change of emphasis
adding 'system of behaviour’, the human cause, shows how use can evolve and
suggests the word 'meme’ is a meme. This definition adds systems to the biosocial
psychology of Engel (1978) arguing support for Graves's (1977), Beck and Cowan's
(1996) and Wilber's (2000) Biological Psychological Social and Systems idea. This
argues that behaviour is not a singular idea but part of a behaviour system.

A meme is defined and originated by Dawkins (1976, 1999, 1999a) and, according to
Price (2001), is a method of defining self-replicating complexity, applicable to social
and cultural development of organisations. Dawkins (1976) popularised the memetic
approach. He coined the name "meme" in his book, The Selfish Gene (1976, p. 192).
He reiterated it in an article in 1999. "[I] coined the word meme for these self-replicating
units of culture that have a life of their own". He also argued, "memes travel
longitudinally down generations, but they travel horizontally too, like viruses in an
epidemic”.

Price comments further. "Just as organisms have a genome so organisations have a
memome, this being a collective pattern of 'rules' language, paradigms, behaviour,
relatedness etc, which defines and enables an organisation, in replicating itself in the
process.” (Price, 2001, p. 6). Using Graves' approach, an individual or organisation’s
dominant or nodal® Gravesian values, give pointers to which memes of values, beliefs’
and artefacts may or may not survive in that particular system. Each Gravesian value
system (perhaps a meme complex Fog 1999) attracts memes; they are "philosophies,
icons, fads, architecture, motorcars, language, life styles, psychologies, sport,
archetypes, politics, literature, music, fashion, religion.” (Beck and Cowan, 1996, p. 31).
Returning to Schein's 1990 model, the basic assumptions [core-values] attract memes.
The beliefs and artefacts which Beck and Cowan (1996, p. 31) list are examples of

memes.

® Nodal - The maximum point for a value system. It is the point after entering a core-value
system and before leaving that system. Nodal is when a core-value is at maximum domination.

The peak of the curve.
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As mentioned earlier, defining a meme has spread and changed since Dawkins (1976)
first coined the word and it is useful at this stage to look at other definitions. The
following examples are from other researchers who use and recognise memetics.

"As genes are to the organism, memes are to the superorganism® — and memes
working together in theories, worldviews, or cultures can make a superorganism very
hungry.” (Bloom, 1997, p. 98). It could be argued that human cultural frameworks
[cultures] are ‘superorganisms' with a hunger to expand and survive, and the parts of
these ‘superorganisms’ are memes working together. This may suggest that memes
organise into groups to give worldviews and cultures. A world-view is an individual’s
internal view looking outwards at the world. For example, how one culture sees another
culture or how one individual sees another (Martin, 2002a). Harvey (2005), in a recent
global survey published in the journal Science, further explains how one culture sees
another: "We are prone to errors, especially in an increasingly multicultural society like
New Zealand. We should be careful when judging people, be it your colleague, the
person selling you something or someone applying for a job. Dr Ron Fischer, Victoria
University Wellington.” and "People simply discount all the information that doesn't fit
with their preconception. Dr Robert McCrae, United States Institute on Ageing".
(Harvey, 2005, p. 1). Graves' framework and Dawkins' meme theory describe the
subconscious filters that are in place that facilitate the process of accepting or rejecting
a given meme in a certain culture that in turn informs perceptions. Taking this argument
one stage further, these perceptions are based on core assumptions and, in

management, may form the basis of intuitive decisions.

"Memes could carry their message via the swift intangibles of scent, sight and sound.”
(Bloom, 2000, p. 30 quoting Lynch, 1996). This message mechanism is part of the
‘transcend and include’ model the ‘tetrad’ covered in Chapter Three (McLuhan and
Powers, 1989). Scents, sights and sounds are interrelated and part of each other.
Intangibles give clues and perceptions of a culture. The smell and sight of leather
chairs with dark wood panelling in a reception area gives a view of the projected
espoused culture of an organisation. The hidden basic assumptions (memetic profile)
may be different in not supporting the espoused or visible values.

"Memes may partially blend with each other in a way that genes do not." "New
‘mutations’ may be ‘directed’ rather than random with respect to evolutionary trends.”

® Superorganism - a group of organisms (humans) functioning as a social unit. An organisation
is an example.
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(Dawkins, 1999, p. 112). Prevailing life conditions or the environment may direct or
influence mutations of memes. This suggests that blending in new ways is a memetic
trend towards the use of transdisciplinary (mode 2) research methods. This approach
blends the traditional and the new to handle increasing complexity of researching
organisational development (Wagner, 2003).

Dawkins’ (1999) argued that evolution by mutation of memes is the driver for human
development. Memes can react to life conditions and change much faster than
changes to our DNA or genetics. This meme interplay and mutation creates culture.
Perhaps this argument suggests that Graves' (1977) debate about chemical changes in
the brain is related to the critical mass of memes that starts this chemical change. The
shift from a tribal BO Gravesian value system to the empire CP system was caused by
frustration leading to chemical changes (Beck, 2005). This change is then spread by
forming a critical mass (tipping point), that then reproduces without chemical changes
in others who suppressed their own dominant value systems. This means people
suppress their dominant Gravesian values for survival in another culture. A common
example is a dominant personal religious value system being hidden in the secular
workplace. This is only an idea and needs further research and debate but it does
suggest a way of looking at Graves' (1977) framework. The next section reviews the
arguments and theories of the memetic debate and introduces the idea that memes are
social '‘DNA’, real or metaphorically.

4.2. Memes and the 'DNA’' debate

It could be argued that clusters of memes are the social equivalent of DNA, based on
the idea that memes are similar to genes and like viruses in their behaviour. If this
holds true then it is useful for uncovering more cultural building blocks. However, there
is heated debate about this social DNA view. For instance Dewey (1909), Dawkins
(1976), Atmanspacher (1998), Nunn (1998), Wilkins (1998), Blackmore (1999), Kher
(1999), Benitez-Bribiesca (2001) and Distin (2005). Having a framework that measures
social DNA would be a useful approach to understanding culture. Do memes have a

life of their own in a biological sense? Is there a biological connection?'®

' In this research this biological idea needs exploring as we are starting with the notion that

culture is hard-wired within the individual.
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Wilkins (1998, p. 2) defines a meme as "the unit of cultural evolution and selection.” (p.
2). He further argues, "There is a close analogy between the entities and the process
of biology and culture.”

Wilkins (1998) uses the analogy of memes being like a virus, with the characteristics of
natural selection and of being passed on by infection. He argues the virus analogy
approach should not be the only biological analogy and that memetics should have a
close bond to all biological analogies. He then suggests some promising methods from
biology to look at memes. The debate hinges on; ‘can non-biological systems such as
memes be treated as biological living systems and all this implies'. Blackmore (1999)

takes a similar view to Wilkins, to use memes as an analogy.

Wilkins (1998) continues to point out that, even before Darwin's The Origin of Species
in 1859, there were debates on the interplay between evolutionary biology and culture.
In 1909, Dewey (Wilkins, 1998) one of the first memeticists, showed that even if the
word ‘meme’ is new the debate is not. This memetic debate argues that culture is more
than just genetic biological evolution, as shown in the discussion in Chapter Three on
environmental conditions causing biological changes producing 'pathways in the mind'.

Wilkins (1998) gives an example of how many ideas often mutate for use as
management tools. Wilkins uses Kuhn's (1962) use of the word 'paradigm’ as his
example. Kuhn's definition of a paradigm'' has mutated and is widely used in
management, but as the phrase ‘paradigm shift', meaning a dramatic change. (Wilkins,
1998, p. 3) This suggests there is some process by which the word paradigm (a model)
mutated and spread virus-like as a 'paradigm shift meme. The capacity of a meme to
evolve divides the philosophical and scientific debates about a non-biological idea of,
for example, 'paradigm' mutating into ‘paradigm shift’ using biological survival
techniques.

This argument from genetic biology for memes having similar survival and reproduction
system as genes has caused heated debates between social, philosophical and
genetic biological researchers. These range from the mild to the outspoken. The
following are a few examples.

"' Paradigm - Kuhn refers to it as set of practices that define a scientific discipline during a
particular period of time, a model of that practice. ‘Paradigm shift’ means a 2" order change

from one management model to another.
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"Darwinian fundamentalism”, dismisses the meme as a "meaningless metaphor"

Stephen Jay Gould, Harvard University Paleontologist (Kher, 1999, p. 53)

“I think memetics is an utterly silly idea." Orr complains, "It's just cocktail party science"
H Allen Orr, Evolutionary Geneticist University of Rochester (Kher, 1999, p. 53)

"Memetics is nothing more than a pseudoscientific dogma where memes are compared
to genes, viruses, parasites, or infectious agents thriving for their own survival in
human brains. Memetics is a dangerous idea that poses a threat to the serious study of

consciousness and cultural evolution.” (Benitez-Bribiesca, 2001)

Donnya Wheelwell (1998), a pseudonym of a science professional who wishes to
remain anonymous to avoid the scorn of colleagues, referring to Atmanspacher (1998)
and Nunn (1998) comments. "Atmanspacher suggests a hierarchical arrangement of
memes, and | suggest that they are talking dangerous jabberwocky." (p. 362)

It is important to highlight the negatives for the use of memes as a biological system.
What is of interest in this research is this debate highlights that there are different basic
assumptions, values and beliefs that form these negative comments. In these negative
statements about memetics, what is the culture that causes these basic assumptions,
values, beliefs? What are the artefacts from a traditional ‘one true way' of conducting
science that produces these statements? This would be an interesting debate for a
transdisciplinary (mode 2) research team, showing a need to reveal hidden values and
beliefs to understand the hidden beliefs and assumptions of the team.

From another viewpoint, that of computer science and artificial intelligence,
reproduction of computer code for the defence of computer systems and networks to
protect against computer viruses often mimics the human body's defence systems.
Computer viruses have the capacity to reproduce and mutate to survive, so why not
memes, since both are non-biological? The computer work carried out by Stephanie
Forester, University of New Mexico has reached a point where she understands more
about the human immune system, and this knowledge would be helpful if transferred
back to biologists (Davidson, 2001). There is an argument for some links between
biological and non-biological mechanisms: "The computers in which memes live are
human brains" (Dawkins, 1976, p. 197)
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As reviewed earlier in Graves' work, there is circumstantial evidence for interplay
between the brain and environment to cause chemical changes. Does Graves'
framework from a BPSS perspective allow memes to make chemical changes? This
leads to the question: can these memes that produce Gravesian value systems be
living system entities that reproduce, mutate and survive according to the rules of
genetics and biological science? If they can, then they could be the equivalent of a
social and cultural 'DNA’ with DNA being available as a ‘template’’. Distin (2005)
argues for and gives detailed arguments for this view. If not, memetics is still a useful
heuristic™ for understanding the social development that leads to culture. The memes
argument as a metaphor for Gravesian value systems is a template similar to the
double-helix spiral of DNA. social DNA is a powerful analogy for understanding culture.
In Graves' framework, the two parts of the helix are the interplay between external (life
conditions) and internal capacities (thinking capacity) produced by memes and groups
of memes. The bridge between the two strands of this metaphorical helix is preference
for types of and barriers to change.

Memes as a biological analogy in management become a useful heuristic using the
power of a metaphor. Morgan (1993) in his book /maginization puts the power of
metaphor to good use from visuals of cartoons, to the richness of words and the
images they conjure. Morgan argues that biological analogies used for the process of
change and self-identity is useful. Distin (2005) advises caution when using a biological
analogy for memes as it can polarise the debates.

Morgan continues his argument with the theory of Autopoiesis'’. Although abstract and
developed to understand biological and cognitive systems, it has a direct relevance to
understanding the grouping mechanisms of social systems. This research argues that
Graves' framework be considered as a grouping system for social systems.

Quick (2003, p. 3) roughly defines Autopoiesis as follows: "A system is Autopoietic if
the bits and pieces of which it is composed interact with each other in such a way as to

"2 Template: - Beck and Cowan (1996) define template as a flexible overlay.

B Heuristic: - a complex brain learning system that can deliver an intuitive solution to complex
problems. Covered further in Chapter Five.

" Autopoiesis. Dictionary of the Social Sciences, 1/1/2002. Autopoiesis: A key term in Niklas
Luhmann's (1984) theory of social subsystems. Autopoiesis refers to the self-contained and
self-moving nature of subsystems (such as law, economics, or even intimacy).
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continually produce and maintain that set of bits and pieces and the relationship
between them.” Manturana and Varela (1980) developed this theory to understand
group biological systems, which became the autopoietic theory and word. Graves'
(1977) value systems are composed of bits and pieces (memes), and keep their
relationship to one another to support or change a Gravesian value system. Schein’s
(1990) basic assumptions are the containers that keep the bits and pieces of values,
beliefs and artefacts together, Therefore, using this argument and those in Chapter
Three, these groups of 'bits and pieces’ could be classified as meta-memes (meta-
memes are core-value systems or clusters of basic assumption, values, beliefs and

artefacts).

Morgan (1993, p. 327) argues, "the theory [autopoiesis] seeks to explain how systems
are able to produce and reproduce themselves and acquire enduring structure over
time." In autopoiesis the key idea of the identity of the system as the most important
product intrigues Morgan. He notes, "this is an interesting notion"” as part of systems
theory suggesting that social systems have guides like organisation of goals,
objectives, and relationships to the environment. Graves' (1977) value system is a
guide that is produced by interacting with the environment, allowing memes to be
attracted and reproduced. Memes are the goals and objectives applicable to a given

environment or culture.

In the business environment, using memes as a metaphor for learning, a heuristic'®
has more applicability. Price (1995, p. 307) commenting on Dawkins (1976, 1989)
suggested. "If we ignore the negative connotations of the viral metaphor and admit that
memes can be beneficial as well as harmful, then the idea of memes infecting our
minds, or of mimic ‘antibodies’ triggering defensive routines creates a powerful
metaphor and a tenable hypothesis for the purpose of learning." However, he does
also recognise there is some evidence of a biochemical process. So, as we learn does
brain chemistry change? If it does then there is a link to forming core-values and even
their use as a heuristic metaphor may be argued to have the same chemical effect in

their formation.

Price (1995) refers to the negative connotations of the meme metaphor, which although
not a direct comparison, Beck and Cowan (1996) refer to as the negative and positive

'S Heuristic - A commonsense rule (or set of rules) intended to increase the probability of solving
some problem.
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aspect of each Gravesian value system. These core-value systems could be groups of
negative and positive meme complexes, then negative and positive connotations are
part of the basic assumptions. Schein (1999a) does refer to the negative use of values
and beliefs for coercive persuasion; for example, to enforce a particular culture to keep
power. The negative or positive view of a metaphor depends on the base assumptions
that underpin that culture. Hofstede (2001) defines these negatives or positives as
intensity and direction. His example (p6) “having money’ may be highly relevant to us
(intensity), and we may consider ‘more’ as good and 'less’ as bad (direction)”. In
Gravesian terms, this may come from the success strategic thinking system (ER).
Hofstede continues that someone from a strong Christian background, for example, still
considers money important but with a “reversed direction, ‘more’ is bad and 'less’ is
good”. Again, in Gravesian terms, a shift in value system to the authority ‘one true way'
thinking of the DQ system. The same meme 'money’ is used in both but has a different

value.

Beck and Cowan (1996) argued for a relationship between Graves' value framework
and memetics. Dawkins (1976, 1989, 1999) Bloom (1997, 2000) and Edmonds (1997)
argued for a biological method to the spread of culture and associated memes.
Blackmore (1999) Wilkins (1998) and Price (2000, 2001) argued the spread may be
biological but memes are better used as an analogy to biological systems. Morgan
(1993) and Quick (2003) liked the biological model as a template for use as a
metaphor, and the power of the metaphor as a management learning tool. Graves
(1977), Engel (1978), Pilgrim (2004) and Satcher (1999) argued the medical link
between the environment and chemical changes in the body and brain. Non-biological
systems can reproduce using biological mechanisms of how viruses spread in

computer systems (Davidson, 2001).

Taking the memetic debate as a whole, there is circumstantial evidence that memes
are a biological-type system and spread virus-like within and between cultures. How
and why these spread is open to debate. The memetic approach relates to Schein’s
(1999) culture model of what are the basic assumptions, values beliefs and artefacts of
a given culture that allow these memes to spread and survive. Graves' (1977)
framework adds another view to Maslow's (1968) model, allowing for other expressive
and sacrificial (belonging) values. The overall argument suggests there is some form of
clustering arrangement for values, beliefs and artefacts to form, producing basic

assumptions systems.
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Beck and Cowan (1996), developing the work of Graves (1977), introduced the idea
that Graves' eight-value systems were meta-memes. However, they did not tackle how
these value systems spread across and between cultures. The discussion on memetics
so far has been debate that there is an overlap between the views of Beck and Cowan
and of Graves on their theory and that of memes. The other area of similarity is of
memes affecting biological systems. We could infer that perhaps Graves' thinking was
along the right track, that his value systems are embedded or hard-wired in the mind.
The next section continues the debate by looking at the support for memes forming

clusters that support Graves' value systems as attractors for clusters of memes.
4.3. Clusters of memes

The argument for meme clusters is like superorganisms such as humans clustering
together into groups, organisations, and nations for survival. The interplays of internal
and external life conditions provide a survival mechanism for responding to increasing
complexity by producing sets of basic assumptions. These in turn produce values,
beliefs and artefacts that reflect culture. There is an argument that production of basic
assumptions is the result of the social interaction of people. The following is an
example to show this social interaction around innovation in organisations. This also
shows how important the role of the individual is in developing a creative culture. There
are two reasons for using innovation as an example. 1). This is an area of special
interest. (Eden and Huxham in Clegg and Hardy, ed, 1999) as | have a management
background in innovation. 2). The practical implementation of this research needs an
open and creative culture to accept this approach to understanding the role of the

individual in culture.

There is a strong social facet to innovation (Clegg et al., 1999, p. 186). To develop
science is a social issue (Bhaskar, 1975, p. 24; Dawkins, 1976, p. 325). Innovation is a
social process based on the spread and understanding of ideas. ldeas are memes
(Castelfranchi, 2001), with good ideas surviving and evolving, and unacceptable ideas
becoming dormant or dying. This cyclic nature applies in business, for example, in
management tools like Total Quality Management (TQM), Lean Manufacturing and
Downsizing. These methods move from being ideas that are out of balance'® with their

environment to becoming accepted tools of management and being back in balance,

16 Chapter 3 p.25. Balance is between external life conditions and internal capacity to form a
stable condition for methodologies to thrive and survive.
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though this will mean a change in life conditions to allow this to happen. How many
different variations of TQM are there? Each variation links to the metaphor of a meme
as a virus that can evolve, survive and mutate to fit differences in cultures. For
example,'’ the Japanese version of TQM is different from the UK version because of
the different values and beliefs dominant in each country. The Japanese version had to

be modified to fit UK culture to be acceptable.

Beck and Cowan (1996) and Wilber (2000) agree there is some form of nesting of
memes. Wilkins (1998) argues that some of the analytical techniques of biology should
be used as a taxonomy (classification). He further argues selecting memes is on
several levels and considers Campbell's (1974) hierarchy of selectionist knowledge
processes as a suitable template. Nunn (1998) and Atmanspacher (1998) look at
Jung's archetypes and archetypes representations as memes. "The Swiss psychiatrist
Carl Gustav Jung (1875-1961) is a person best remembered for his ideas about a
collective unconscious and those ancestral experiences he believed were registered in
the brain as archetypes." (Carr, 2002, p. 477). These were core-embedded systems in
the brain influencing behaviour, affecting the way we perceive, imagine and think.
These are rules’ paradigms or schema. They contain positive and negative aspects
(Matthews, 2002).

These arguments support a need for a classification system for memes as there is
some form of meme organisation into meme complexes (Fog, 1999). From the view of
learning and utility of a theory, an understood classification system is easier to explain
to managers. The clustering of the meme debates is in line with Beck and Cowan's
(1996) argument that Graves' frameworks of core-values are clusters of meta-memes
(meme complexes). Simply put the argument therefore is that meme complexes are
groups of basic assumptions that attract certain values, beliefs and artefacts. This adds
another point of view to Schein (1990) and Graves' framework.

"Meta-memes" as proposed by Beck and Cowan (1996, p. 31) are a waveform, a
system or set of social values (basic assumptions) as opposed to individual memes
that are more like particles within the meta-meme waveform. Castelfranchi describes
meta-memes (2001, para. 3.1): "On one side, memes spread for prescriptive-normative

reasons, and on the other side, norms are themselves memes, aimed at spreading

"7 Note: this example is from the researcher’s experience of working in the automotive industry in the UK
and Japan.
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around in a given group or population, and aimed at being adopted and shared by its
members. Thus, norms are meta-memes: they are memes for regulating the conformity
to and the spreading of behaviours, goals, ideas; these provide models and prescribe

"8 are similar to social value memes or in

who should or can do what". These 'norms
Schein’s (1990) terms, a set of basic assumptions. Meme-complexes are core
organising principles that attract other levels of memes forming a cultural framework. A
meme can exist in several meta-memes, but would have different values and beliefs

assigned to it (Hofstede, 2001).

Memes are the particles that can add substance to the systems of meta-memes. The
more accepted a value meme or 'normt, the harder it is to ignore. Fog (1999) describes
the meta-meme as a meme complex. The link Graves (1977) made was the
acceptance or rejection of his eight sets of core values (Jung's light and dark facets,
Matthews, 2002).

For another view Williams (1999, p.2) argued that, "melodies, icons, inventions, and
fashions as contagious patterns that replicate themselves by parasitically infecting
human minds and altering their behaviour, moreover causing them to replicate the
pattern, are memes. A meme therefore exists in the world because people pass it on to
others, either horizontally to their peers or vertically to the next generation”. Williams
(1999) explains his argument of how memes spread as applied to organisation
development (OD) and how it affected the labour market: "flexible labour market
models are a meme replicating itself around the globe". What Williams' (1999) has not
considered is the life conditions that allowed that idea of a “flexible labour market” to
flourish and reproduce. From Graves' (1977) perspective the ‘flexible labour' meme
reproduced as a response to the needs of the strategic success value system (ER)
which involved a basic set of assumptions about making financial profit. From Beck and
Cowan's (1996) perspective, "meta-memes” (p. 31) are “"core intelligences that form
systems and impact human behaviour." (p. 40). The ‘flexible labour’ meme was
attracted to strategic success that affected human and then organisational behaviour
by affecting managers’ perceptions and basic assumptions of how to run a business.

These arguments for groupings of meta-memes as an overriding set of social

processes, common to all individuals regardless of race, colour, creed or education,

'® Norms - “They are the unwritten rules that allow members of a culture to know what is
expected of them in a wide variety of situations” (Hatch, 1996 p214).
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have logic. The environment and life conditions in which an organisation has to survive
are the external forces in which individuals socially evolve (Graves, 1977). An
argument for the use of this framework over others is that it provides a non-stereotyped
approach to evaluating culture. This approach is based inside the individual rather than
types based on race, colour, creed and education and perceptions based on the

espoused or observed.

Fog (1999) states that his "meme complexes” include a process of reproducing the
culture in the following, these arguably map well onto each of the Gravesian value

systems.

e "Bait - This is the promised benefits that make the meme complex look
attractive to potential new hosts.”

e "Hook - This is the part of the meme éomplex that urges reproduction.”

¢ “Indoctrination - making sure that the host gets all the memes in the meme
complex.”

e "Protection against rival meme complexes - this could be the meme that
'Blind faith is a virtue and heresy is a sin."

e "Reward and punishment - Obviously, rewards or punishments are often
needed to make the host obey the instruction of the meme-complex and its
organisation.”

e "Taxation - The demand the host contribute time, energy, or money to the
meme complex and its organisation.” ‘

(Fog, 1999, p. 73-74)

Fog (1999) explores the way these parts of a meme complex act by using a religious
organisation as an example. This example fits within the authority, control and process
Gravesian value system (DQ). This system is a sacrificial 'WE', sacrifice now for the
good of all and one in the future. Within these meme complexes Fog refers to 'button
pushing’ and this links to the motivational ‘hot buttons’ (Appendix 1).

Table 4.0 later, shows Fog's example from a religious organisation (1999, p. 73-74) To
show this comparison the dominant Gravesian value systems in world culture (based
on Figure 3.0 Chapter Three) are used (Figure 4.0) in an organisational context.
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