Sheffield
Hallam
University

HES S SUH()H#

+ $
+ $ - $
$ $
. , -% $ , $, $
$ $
/ WSS SUH&()H WS S S%#

$ $ 0%


http://shura.shu.ac.uk/information.html




%

# $

% 1]
&' ()V#* %"

* 1

#++






ABSTRACT

THE UTILISATION OF SOCIAL AND BEHAVIOURAL
SCIENCE THROUGH CONSULTING

Christopher Neil Hendry

The thesis is concerned with organisational
consulting, and the 'theories' which guide social and
behavioural consultants in what they do. To preserve
the 'integrity of the phenomena' the research has
utilised an interviewing methodology to obtain
accounts which reveal 'personal theories'. The aim
has been to achieve an adequate phenomenology of
consultants' ideas, rooted in their personal lives
and organisational role situations, and not just to
treat consultancy as the disembodied application of
skills and knowledge.

Consultants' ideas and practices can thereby be
viewed in relation to their role-contexts, and can
be seen as adapted to specific operating situations,
particularly in the comparison of internal,commercial
and academic consultants.

Thus far, the study makes a substantive
contribution to the understanding of social consultancy
by locating ideas and practices in role circumstances.

But such consultants are also ah occupational
group, sharing a common role-context. The role is the
product of wider organisational and societal processes.
Beyond the specific slant given by differences in their
immediate work-role, therefore, there appear common
features in their working models. '

Two paradigms, the negotiative and systems, are
identified and analysed as projections of consultants'
role experiences which were also functional for clients,
insofar as they developed the cohesion of managers as a
group and their capacity to cope with problems facing
organisations in the period 1960-79. Ideas and
practices are thus viewed, ideologically, in relation to
an historical period and social formation.

By considering consultants' jideas, as ideology, in
relation to their market situation (expressed in role)
we confront a central question in social theory - the
relation between ideas and the material structures and
processes of society. At this point the study therefore
attempts to connect the sociology of knowledge directly
with the theory of ideology, and to make a substantive
contribution to each.
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INTRODUCTION

This is. a thesis about management consultants and
consulting that utilises the social and behavioural

science disciplines.

The Institute of Management Consultants defines management
consulting as follows:
'The service provided by an independent and qualified
person or persons in identifying and investigating
problems concerned with policy, organisation procedures
and methods, recommending appropriate action and helplng
to implement these recommeundations.' 1
More broadly, 'consultant! is commonly recognised as a:
help-giving role, whether advisory, cataljtic, or givihg
direct expert assistance. The Institute of Management
Consultants' definition is largely directed towards
identifying the bona fide credentials of commercial
consultants. It only recognised internal, or "in-house",
consultants az potentially fulfilling the requirements of

independencé and expertise as recently as 1970. 2

As Tisdall notes in her study, though,
'"The last twenty years have seen considerable
fragmentation and diversification in the structure
of consulting activities'3

;o

Thus, our sample takes 'consultants! from a variety of
settings - internal, doﬁmercial, and academic consultants:
internals located in recognised consultancy units,‘internals
attached to Personnel, Training and Management Servicés

'departments,'internals in a ffée4floating role;



commercials working for big consultancy firms, commercials
‘from small conéultancy groups, commercials dperating solo,
commercials even retaining a'part-time position as an
'internal' with a previous employer; academics from
universities; business schoois,'and polytechnics, and
'acadeﬁics/commercials' working ffom independent Institutes
(such as the Tavistock Institute) which depend oﬁ earning
fees and public research contracts. 'Consultingf is
therefore a term of convenience, defined by what our
subjects do, and 'conéultant' a label>which appears to
attach fo them in the activities.they were asked ﬁo
describe (although in a few cases this turned out to be

a small proportion of their total role activities).

'The thesis is more specifically concerned, secondly, with
those who draw upon the social and behavioural sciences

to deal with the problems attendant upon organising and
management. Its subjects are thérefore to be distinguisheg
from those other’sﬁecialists, in marketing, financce.
engineering, etc. and general busiﬁeés consulfants who

take a predominantly financial or economic ofientation to
the tasks and'structure of.fhe-orgahisatién.- although

they may include generalists with én engineering background,
for example, who.have become Vérsed in the social and
behavioural sciences. 4The consultants in. question could
therefore be labelled 'human resource consultants', as

some commercials indeed do label themselves. Thus, McLean

. defines Organisation Development (0.D.), a major form of



applied behavioural science, in terms of 'human
resource' management:

'0.D.consultants are human resource managers who
specialise in the management of change.'q

Others, though, would activeiy repudiate such labels, as
'human resource manager' or the somewhat outmoded 'human
_relations'cqnsultant‘. "For this reason, the looser
'descriptions 'social (or 'behavioural') science

consultant' are often preferred, since what we are

concerned with is that new breed of ;applied worker!',
identified by Bennis, who.is not bound by old disciplinary
boundariés (or necessarily by scrﬁples about scientific
"detachment), but who may draw eclectically on the social

and behavioural science disciplines. The phrase, 'social

and behaviourai science consulting' therefore ser&es'to
indicate a particular kind of abtivity, rather than distinct
and separate subject matterg. Ratﬁer frée use will therefore
he‘made-ﬁith terms like this, and 'organisational consuit?ng',
or alfernatively more specific use of terms like.'O.D;
vconsultant’ Qhere this seéms éppropriate. ”On occésion, even,'
one may doubt that there is anything particularly
'scientific' ab6ut‘the orientation deScfibed.

The loose characterisation of the sample has to be

understood in terms of the aim of the study - which, at

the outset, was simply to discover the ideas which guide
those operating under the umbrella of '0.D.' and in

» related fields. Or, as I put it in the letter with which

I initially approdched subjects,

3
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the immediate aim is t§ ekplofe a field of phenomena -
where research is motivated by the 'context' or the logic
of discovery' rather than by the"logic of verifiéation'6 -
the result is,often, in qualitative research, a,riéhness of
data which is produétivé of a number‘of hypotheses ‘through
the act of trying to organise the material in a meaningful
Wéy. Thus the effort to understand consultants! theories
has stimulated analysis, and in a sense prdvided evidence

for hypotheses, of two kinds.

The first arises from takihg the standpoint that consultants_
are ordinary people doing a job.  They mey have special
-skills and special knowledge;vbut the way.they apprehehd
situations professionally cannot be divofced from their
situations and their personalities. Theif ideas about
themselves, their ideas about organisétion and peoplé, and
’theif consulténcy style in éonsequence appear mutually
consisteht. The first intention and the first part_of the
.thesis isjto feport this, to charécterise'disfincéive‘ |
A-coﬁfigﬁfationé érouﬁdﬁa frolé—orieﬁtafien; and to{fry to
account for these.
Althoﬁgh the aim at this stagé was to devéloévan adequafe
phenomenology of consultants' ideas, rooted in their lives
and situations, there is ﬁo illusion that this can come
from a pure 'phenomenological method', such as
phenomenological sociologists aspire towards:

'All knowledge of cultural reality ... is always

knowledge from particular points of view ... without

the investigator's evaluative ideas, there would be

no principle of selection of subject-matter and no
meaningful knowledge of the cultural reality.'7

5



The method is, rather, that of 'verstehen'or 'hermeneusis';

in which it isknecessary to appreciate that one is

apﬁfehending the worid of experience, or iject in

questibn from onefé own perspective and frame of reference,

and liable to be influenced by it, and therefore be open to the
interchaﬁge of,perspebtives.8 Thus, what consultants had 7
“to say was apprehended within a developing framework which’

saw them in relation to thé'tqtality' of an historical

period and social formation.

'The secdnd line taken in the thesis consequently derives
from critical sociology. Consultants are significant,
practically. and symbolically, in the managément'worﬁd.
‘As Tisdall notes:

'"The development of management consultancy parallels
“that of professional management'9

Similarly, Kubr in his study of management consulting as a
profession:

" 'The development of management consulting towards
profe551onallsm is part of a wider movement - that
which aims at developlng management into a profe551on.
As advisors to managers on the application of the science
and art of managing, consultants follow the major trends
that affect management practice and theory ... It is
even necessary to recognise that in most countries
management consultants are aiming at professionalism
with more vigour than the practising managers and that
they play a pioneering role 1n professionalising
management at large.'! 10

Thé goal.of a critical sociology being in some sense to
unmaék the nature 6f power, influence, and control in
society, management consultants offer a prime example of
an elite grbup,»the direct study of whose ethos and action
may reveal something of the way power and influence is

exercised.
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least of all can its protagohists. It involves a
measure of‘ignorancé and maintains its hold over a person
thereby. It is something which is thoroughly internal
to his'#iew of ‘the world. The ideology of personnel
management, as described by Watson, for example, appears
far too external to exercise this kind of power. The view
of Althusser is to be preferred, therefore, ﬁhich sees
people living as conscious human subjects in and through.
ideology. Torsee»idedlogy, different ideologies perhaps,
as‘susfaining,every group is also to reject‘the automatic
association of jideology with a ;dominant ideology?!

expressing the interests of dominant. groups or classes.

If a more internal view ofvthejdeology of social and
behavioural.science consultants is required, it means é
different approach based not on evaluation of written
materials, but on talking to them, by someone who is
relatively sympathetic._ Resegrch of this kind, based on
close obsérvation and descriptidn, maykin the end reveal
featﬁres which otherwise are lost to view. Tﬁus; the
animating ideology of consultants is found to be, not
human rélafions; but ﬁhat we éome to térm the 'negotiative

paradigm'.

The result of talking to consultants, of discovering they
could be characterised (in terms of roles), and thence of
believing an explanation could be found to relate ideas to
'particulaf role-contexts, led to the ideology issue being
given prominence since it indicated that idéas are adapted

“and developed in the first place for the way they sustain a

8
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