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ABSTRACT

Adopting a radically diverse organisation studies approach that embraces a Cultural 

Studies analytical framework, this thesis examines the ways in which today's middle 

managers enact masculinity. Considering the gender-orientated 'ways of being' of a 

middle manager within a contemporary organisational environment, the research 

gives equal credence to space, language and the body - termed Locations of 

Enactment - at a time when masculinity (and even middle management) is thought to 

be 'in crisis'. Focusing, primarily, upon a single case-study - a local authority social 

services department that provides child-care for a homogenous South Wales 

community (Wood Valley) - the research is placed within its contemporaneous 

social, cultural and organisational context: a public sector that, as it is currently 

experiencing severe staff recruitment and retention difficulties, can be deemed to be 

'in crisis' also. Utilising a grounded theory methodology that acknowledges both the 

research setting and the data itself as 'organic' entities, the middle managers of Wood 

Valley are understood to be dynamic organisational players who, on a daily basis, 

attempt to balance their work duties with their home responsibilities. As middle 

managers they are perceived to be 'in the middle' in a multitude of ways: they are 'in 

the middle' of an organisational hierarchy; they operate as intermediaries 'between' 

Wood Valley and outside agencies; they are middle managers who are precariously 

placed between the working-classes (whom they have distanced themselves from 

through social mobility) and the middle-classes (as their blatant attempts to prove 

their worthiness within that strata only heightens their 'anxious' bodily display). 

Furthermore, as middle-class 'bureaucrats' who work and live among a staunchly 

working-class community, the middle managers of Wood Valley often find 

themselves singled-out and scathingly criticised as socially and culturally 'different'. 

With this in mind this thesis insists that, as an increasing number of individuals are 

finding themselves employed within white-collar administrative posts, middle 

managers deserve to find themselves the focus of studies that are determined 'to put 

the humans back into organisation studies'.
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SECTION I - THE BACKGROUND



WHO, WHAT, WHY, WHEN AND WHERE? - MIDDLE

MANAGEMENT AND THE ENACTMENT OF MASCULINITY 

(INTRODUCTORY THOUGHTS)

It has been asked within organisation studies "What is happening to middle 

management?" (Dopson and Stewart, 1990:3). Although this question is still a 

pertinent consideration, perhaps a more relevant set of related queries are now: 

"What has happened to middle management?" "What is going to happen to 

middle management?" "What role does gender play in all of this?" and 

importantly - "What parallels can be drawn between the future trends in gender 

enactment and the possible development of middle management?" For me, the 

gender-based questions are the most important by far. Being able to answer those 

particular queries may (as well as allowing to answer the earlier two questions) 

lead to a better understanding of not only the future of middle management, but 

also may allow a forecast of prospective patterns in gender behaviour - and may 

even assist in an attempt to predict wider societal, cultural and organisational 

trends before they unfold.

Historically the very development (and desirability) of 'management' as a pivotal 

social-organisational attribute has been historically inseparable from the cultural 

promotion of idealised masculine characteristics (certainly over those deemed as 

feminine) it is suggested here that alongside any analysis of middle management a 

contemplation of the condition of contemporary masculinity is essential. 

Considering that this thesis is primarily preoccupied v/ith the past, present and 

future organisational role of middle management, the importance that it places 

upon the analysis of masculine traits as enacted by that strata of middle 

management is of equal paramount concern. Over the following chapters an 

understanding of the way in which masculinity or, more correctly, masculinities 

(plural) is enacted by most - but crucially, not all - of today's middle managers 

will be gained. Furthermore, it will be insisted that such managerial enactments of 

masculinity are entered into (whether subconsciously or not) in order to ultimately 

preserve the organisational / patriarchal status quo and extend the longevity of 

management itself.
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Following a reading of the literature on contemporary middle management there is 

a realisation that gender is, quite simply, rarely discussed. As management is 

characteristically linked, throughout history, to the stereotypical aspects of 

masculinity (leadership, resilience, motivation, etc) any dual study of middle 

management and gender requires a focus upon 'masculinity': 'masculinity' being 

the essence of 'ways of being male'. Although, any study of middle management 

and their enactment of masculinity requires an insistence that 'masculinity' is 

enacted by both male and female organisational individuals. The question is, then, 

how central is the enactment of masculinity to the enactment of management?

On a more progressive note, it will be stressed throughout this thesis that gender 

is, in essence, a multifarious social and cultural phenomenon. An emphasis is 

placed upon both male and female middle managers' embrace - or, in some 

instances, rejection - of accepted management styles that are (when employed 

within certain organisational setting) the very epitome of the enactment of 

masculine power within the public sphere. Not only will there be an examination 

of the effects of gender-derived power relations upon individual organisational 

actors but, crucially, this thesis will contemplate the gendered nature of the very 

'sites' in which the twin enactment of middle management and masculinity takes 

place. It will be argued here that both middle management and masculinity is 

enacted (to varying degrees) across a spectrum of differing sites and settings and 

within a multitude of organisational contexts. This study will, as a consequence, 

consider such enactments in relation to actions as varied as, for example, an 

individual manager's adoption of a particularly 'macho' form of language, or, 

perhaps, the significance of the decor of the patriarchal confines of a manager's 

office. As far as this study is concerned both a voice and a desk are sites of equal 

importance when considering the social and cultural process of the enactment of 

both masculinity and management.

To adequately examine middle managers and their enactment of masculinity - in 

relation to wider social and cultural processes - a more expansive analytical 

framework is required: more expansive than that which would normally be 

associated with the study of management. This thesis argues that the formulation
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of such a unique approach requires the promotion of a radical organisation studies 

methodology within a cultural studies framework. Such a hybrid framework 

allows a critical panoramic survey of middle management and masculinity to take 

place.

To place middle managers and their particular gender enactments into context it is 

essential to return to the original concerns of "What has happened, and what is 

going to happen to middle management?" As such, Chapter 1: What's Going On 

'Ere Then? - Selected Perspectives on Middle Managers, Past, Present and 

Future, attempts to address the above queries by detailing the past, present, and 

future of the middle manager in relation to the ever-changing nature of the 

organisational environment. Firstly, the notion of managerial and organisational 

'middleness' is defined. Secondly, middle managers and their acknowledgement 

as suffering from 'survivor syndrome' and experiencing the breach of the 

'psychological contract' (Newell and Dopson, 1996) is discussed. Thirdly, an 

examination of the introduction of information technologies upon the hierarchical, 

bureaucratic organisation - and, in particular, there is a consideration of how 

computerised communication systems have brought about a questioning of the 

relevance of the contemporary middle manager. An analysis of how such systems 

have increased the level of surveillance within the organisational workplace is also 

offered. The chapter continues with an inquiry into the notion that self-discovery 

and a sense of mobility and freedom are essential requisites for ensuring the 

ongoing relevance of management within today's white-collar workplace. Finally, 

there is a brief discussion of the limitations of the current literature on middle 

management.

Chapter 2: Brothers in Arms? - The Crises of Men, Masculinity and Middle 

Management examines the perceived parallels between the contemporary 'crisis of 

masculinity' and the current plight of middle managers within today's 

organisational environment. Regarding 'the crisis of masculinity', it is agreed that 

masculinity, having undeniably undergone a transformation since 1945, has in turn 

left modern male identities in a state of flux, uncertainty and instability. With 

regards to today's middle managers, some argue that they (in a post-delayering / 

downsizing era of the 'leaner, 'flatter' organisation) have "had their day". As

12



'victims' who are attempting to 'survive' amid a stark, post-restructuring 

landscape, middle managers are viewed as representing what is old and retrograde, 

as opposed to what is new and contemporary. As Scarbrough and Burrell (1996) 

note, having come to terms with being no longer viewed as the possible solution 

to any problem that might be confronting an organisation; middle managers now 

see themselves as the cause of that 'problem'. Chapter 2 then is a consideration of 

not only the ways in which 'the crisis' affects the lives of middle managers, but of 

how middle management - and, in particular, the questioning of their relevance - 

exacerbates masculine self-doubt. Focusing upon both the traditional manager 

(with their tendency to 'fetishise' both company products and the office) and the 

more contemporary manager (who, on the other hand, is obsessed with 'newness', 

'image' and 'style') it will be appreciated here how the 'crisis of masculinity' and 

- what I have termed the 'the crisis of middle management' - actually overlap.

Chapter 3: We Are Family? - Space, Work and Home outlines the spatial context 

within which the previous debates are centred and examines the notion that 

today's middle managers have been subjected to a phenomenal increase in time- 

space workplace surveillance; it is now perceived not only that an organisational 

environment exists in which many find themselves monitored by those not only 

above but are exposed to constant peer observation as well. The creation of such 

an organisational environment of constant awareness has served to bolster the 

organisational ethos of 'presenteeism' and the 'long-hours culture' that has, in 

turn, brought about extreme difficulties for a successful balancing of work and 

home-life. Thus, Chapter 3 is concerned with the ways in which middle managers 

attempt to achieve a true balance between organisational commitments and 

responsibilities towards the home. As the distinction between work and play is 

increasingly becoming eroded middle managers increasingly see home very much 

as a precious 'back region' to be protected. It is, therefore, proposed within 

Chapter 3 that, in an effort to maintain a clear separation between the public 

sphere of work and private sphere of home, middle managers are increasingly 

concerned with the protection of their own private space.

Central to such a discussion surrounding the spatial context of middle 

management is a consideration of how both an organisation and those within its
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walls actually use space, insisting how the structural aesthetics of an organisation 

achieves, discursively-speaking, very much the same as the deliberate 

management of the physiological. By focusing on the actual construction of an 

organisational setting (in particular, the lay-out of offices, etc.) I will insist that the 

organisation attempts to deliberately influence and intimidate through utilisation 

of workspace.

In today's ever-changing organisational (and cultural) environment middle 

managers, it can be argued, are totally preoccupied with the quandary of 'who to 

be' 1 . Chapter 4: Mr Suburbia - Middle-class Identity and Social Positioning 

contemplates their sense of identity, through an examination of, for example, their 

class affiliation, and (perhaps more importantly) through a consideration of the 

perception of their organisational and societal positioning by others. It will then be 

understood that many middle managers (by the very course of their professional 

and private lives) have shaken off the shackles of traditional 'working-class-ness' 

and entered (albeit, rather precariously) the social and cultural realm of the 

middle-classes, only to be often derided as a particularly 'anxious' collective. As 

part of an intermediate strata of society, that is both relatively affluent and has 

experience of social mobility, the middle-class, middle manager is an individual 

that, it is thought, sits somewhat uncomfortably amid those that are regarded as 

the more established members of their social grouping. To this end, Chapter 4 

explores the complex relationship between middle managers' class-consciousness 

and their inclination to display, in an exaggerated manner, their access to social 

and cultural artefacts that signify their membership of the middle-class. 

Additionally, Chapter 4 attempts to assess the ways in which public perceptions of 

the middle manager are constructed by the latter's position of isolation within 

wider society. This is, in many respects, a self-isolation that is not only 

exacerbated by the middle managers' obviousness as a member of the 

'establishment', but also by their decision to live within middle-class enclaves that 

are positioned within, what are historically, working-class communities. The

1 Of course, this is thought to be crucial in the manifestation of 'the crisis of masculinity' and, 
arguably, 'the crisis of management': an 'undermined masculine identity', where it is suggested 
that men (and - with regards management - middle managers in particular) are perceived to be in 
subjective turmoil due to the welter of identity options open to them.
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middle managers tend to be consistently self-alienated from the rest of society on 

the grounds of their heightened 'difference' to those around them.

Chapter 5: Impression Management and Managing Impressions - Management, 

Gender and Bodily Display is concerned with another organisational site: that of 

'the Body', and its centrality to the process of an embodiment of organisational 

discursive values. In such a context, it is made evident that a manager's physical 

body can be thought of as a site of tension - where human individuality and 

organisational control vie for dominance. Throughout this chapter, then, it is 

argued that control over the body is of primary concern to both the individual and 

the organisation. More correctly, it will stress that impression management is the 

obsession of all organisational actors within the contemporary workplace 

environment. Following a deliberation on the characteristics of a postmodern 

society (and, thus, its obsession with aesthetics, taste and style), it is suggested 

that 'the (male) gaze' is of utmost importance to today's image-conscious 

individuals. In relation to the body, managers' bodily display and organisational 

control over women's and men's bodies are considered: with regards the former 

the debate centres around notions of the 'disciplined', 'fit' body that veers on 

'excessiveness', and with regards the latter the discussion focuses upon the 

organisational 'hero' and the suit-wearing 'clone'.

Chapter 6: Fighting Talk? - Language, Gender and Management (the last of the 

literature reviews) there is an examination of another - often neglected - aspect of 

managerial discourse: the centrality of language to the enactment of management. 

Following a careful analysis of the gender distinctions that can be found amid a 

language system, it will be highlighted how managers - through skilful use of 

'argument', 'banter', 'sexist' terminology and even 'silence', or "biting one's 

tongue" (Gough, 2001) - can be said to both 'enact' masculinity and management 

through speech. What is of vital importance within this chapter is the 

understanding that language-based communication systems, which are in use 

throughout many organisations, are recognised as the primary way by which 

privileged members of society (i.e. men and managers) assert their dominance 

over others (that is, women, workers, etc.). Reflecting the interactions that take 

place amongst men in positions of hierarchical power, managers within
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organisations are thought to 'pull rank' almost exclusively through their use of 

language. It will be further argued that managers are best described as "authors" 

(Cunliffe, 2001) of the workplace environment who are constantly involved in a 

reflexive 'imagining' of their surroundings.

Following these literature reviews is Section II: Setting the Scene. Comprising of 

two chapters, this section prepares the presentation of the research findings. 

Chapter 7: How Was It For Me? - A Qualitative Methodology and the 

Application of a Grounded Theory Approach takes methodological considerations 

into account. This chapter defines exactly which sphere of the social I have gained 

access to, and - once I was in-the-field - who I did examine. Therefore, the 

chapter not only attempts to make blatant who and what I analysed but, crucially, 

discusses how and why I carried out my research, by explaining exactly what 

methods were used in order to successfully conduct the research.

Chapter 7 outlines the formulation of a questionnaire which was based upon a 

'structured-yet-flexible' approach, that resulted in 'in-depth', flexible and dynamic 

'conversations' between myself and my respondents. It insists subsequently that 

the adoption of an enthusiastic, convivial and (most importantly) professional 

"non-threatening persona" (Loftland and Loftland, 1995) relates directly to 

notions of interviewer / interviewee empathy. This detailed discussion within 

Chapter 7 places a particular emphasis upon the gender-based relationships that 

are forged between the researcher and those being researched.

Chapter 7 -by explaining how a grounded theory approach was implemented - 

also highlights the 'organic' nature of the research. Using the term 'organic', an 

appreciation of research as a continuous 'process' is thus gained, where time 

tabling and a constant return to the data is emphasised. Such an understanding 

illuminates interview transcripts and field-notes not as static or fixed texts but as 

an evolving resource that requires 'questioning'. Such an attitude to data is 

integral to the analytical and conceptual activities of the researcher who utilises a 

grounded theory framework.
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As well as illuminating the processes that are involved in selecting a research site, 

gaining access and selecting an interview sample, Chapter 7 makes explicit the 

intricacies of combining interview and observational research. As the role of the 

researcher examining masculinity and middle management is dependent upon 

constant awareness and observation of the social, cultural and organisational 

setting2 , Chapter 7 also insists that the methodological strength of this study lies 

with the manner with which meaning was gleaned from the most minute (and, 

perhaps, to the untrained eye, insignificant or 'boring') human action. It is stressed 

that scrutiny was not only paid to what was said, but how they said it, what they 

were doing as they were talking, what they were wearing, what manner of 

organisational paraphernalia surrounded them, and so on.

Furthermore, it is explained here that this research approach places immense value 

upon the study of inanimate objects within the field3 . Therefore, Chapter 7 

highlights that, whilst conducting the interviews (and, in particular, during the 

arduous task of late-night typing-up of taped conversations, field-notes and 

observations) a realisation dawned that through a 'de-familiarisation' when in-the- 

field, and an adoption of an imaginative method of writing-up, the research site - 

and those found within it - could be 'made visual' and, as such, their activities be 

'imagined' by the reader. Considering the temporal and spatial limitations by 

which all research is determined4, here was a true opportunity to extend the 

'spatial parameters' of the study.

Chapter 7 then concludes with a contemplation of my 'middleness' within the 

research setting. Being involved in the conversational processes of 'authorship' 

and 'story-telling', that allowed the middle managers that I spoke with to better 

comprehend their organisational position and role, I explain how (upon leaving

2 Hastily making note of all respondent's mannerisms, dress-sense, and the like, the researcher is 
(in practice) enacting a "delicate combination of overt and covert roles" (Adler, 1985:27).
3 A researcher must be mindful that all aspects of the social, cultural and organisational world are 
potential 'documents' that deserve equal study (Macdonald and Tipton, 1993). Thus, as far as this 
study is concerned, offices, corridors, desks and notice-boards require as much analytical attention 
as middle managers.
4 Research is, by its definition, limited: as researchers often find themselves in possession of finite 
funds, with a realisation that a project has to be completed - and its findings made public - within 
a certain time-scale. Also, researchers (whether alone or acting with others) must realise that they 
cannot be everywhere at once - interviewing the interviewable, and observing the observable are 

research facts-of-life.
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Wood Valley, following completion of the field-work) I recognised that indelible 

images had been etched into my consciousness. Such images of accounts of their 

organisational and private lives are now 'authored' by myself - post-interview - 

on a daily basis. Following this is a debate on how the researcher, when in-the- 

field, is often inextricably bound-up within the paradoxical dilemma of 

'encouragement' versus 'agreement'. Finally, there is a discussion on the 

researcher's obviousness within the research setting - and of how signifying 

'difference' should be a fundamental concern of those conducting field-work.

In addition Section II comprises a second part (that, itself, combines two sub- 

chapters) Chapter 8a and 8b not only 'set the scene' but, crucially, add depth and 

colour. Chapter 8a: The Landscape around Wood Valley - Views of the Social, 

Economic and Organisational Context, for instance, is intended to act as a 

'background' to the organisational events and middle management activities that 

are summarised and analysed within Section III. Acting as what I have termed a 

'landscape' within which contemporary masculinity and middle management are 

enacted, Chapter 8a provides an outline of today's public sector and the dramatic 

changes that are taking place (and are predicted to take place in the future) within 

social services (such as the eradication of bureaucracy and the merger of the 

public and private sectors).

Chapter 8b: Middle Management Miniatures - Twelve Contemporary 

Organisational Portraits adds a further dimension to the overall research. From a 

methodological point of view, it is mentioned (within Chapter 7) that the research 

project was defined, in the first instance, by its limitations: although, an early 

acknowledgement of its limitations allowed those limitations to be used to an 

advantage. For example, the resultant emphasis that is placed upon the positive 

characteristics of qualitative research, such as 'depth' and 'richness' (as opposed 

to the supposed benefits of quantitative studies - 'breadth' and 'quantity') allows 

an illuminatory examination of biographical data to take place. As such, Chapter 

8b unveils to the reader detailed 'three-dimensional portraits' of the middle 

managers that I met. In effect, these 'portraits' ultimately serve to greatly expand
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the 'longitudinal parameters' of the research and aid an 'unwrapping' of both 

masculinity / masculinities and middle management5 .

Section III: The Culmination is the point at which the research findings are 

summarised, analytical concepts presented and theoretical debates brought to a 

conclusion. Chapter 9: Or, Wood Valley - Putting Humans Back Into 

Organisation Studies intends to combine, critique and apply the discussions that 

are found within the literature that discuss masculinity and middle management 

(issues which, of course, Chapters 1 - 6 are primarily concerned with) in relation 

to the actuality of gender enactment within a particular case-study: that of a 

contemporary organisation - a research site I have termed Wood Valley.

Chapter 9 is structured around central conceptual entities that I have entitled 

'Locations of Enactment' - and are best understood as dynamic arenas in which 

the very enactment of masculinity (and middle management) takes place. 

Utilisation of the term 'Location of Enactment' is an attempt to capture the spatial 

and temporal manner within which middle management and masculinity are 

jointly enacted within the context of Wood Valley. 'Location' insists that the 

activities of those I have examined occur within the specificity of both private and 

public spaces. 'Enactment' refers to the actuality of what these individuals do - on 

a daily basis - within such spaces. Therefore, not only is consideration given to 

the 'enactment', but to the 'stage' within which this is all 'enacted' (the car-park, 

the office, the corridor, etc.).

Chapter 9 opens with a discussion of the first Location of Enactment6, 'Buildings, 

Sites and the Work / Home Divide', where it is extensively described how Wood 

Valley, as a network of sites and buildings, both 'defines' itself as an organisation 

and then 'confines' those within its walls. This is done through a means of 

visually 'imposing' itself upon the community. There follows an examination of 

how space actually manifests itself as either masculine or feminine spaces. It is

5 The concept of 'unwrapping' the research subject is derived from the work of Chapman and 
Rutherford (1988), who attempted to 'unwrap' the (at the time) obscured nature of men, 
masculinity and masculinities.
6 There are, in total, five Locations of Enactment within Chapter 9: although, it should be 
emphasised here that no credence should be given to their order, as each Location overlaps and is -
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considered how particular 'enactments of masculinity' encourage the middle 

managers of Wood Valley to construct various (primarily male) 'back regions', 

such as the office and the home, as coping strategies in order that (once again, 

primarily men) are able to deal with an ever-changing organisational environment. 

The office is then considered as a site where the twin processes of confinement 

and definement occur, but allied with a counter-argument that organisational 

conformity and managerial individuality also vie for dominance within such a 

space.

This then leads to an examination of how (if at all) Wood Valley impinges itself 

upon the private lives (and spaces - i.e. homes) of its middle managers. For 

example, it will be queried whether or not the increasingly widespread practice of 

taking home paperwork is entered into. Also, the nature of 'support' (whether 

offered by family or friends) is considered: demonstrating the validity of 

Goddard's (2001) notion that today's managers are engaging in the process of 

'Out-Time' 7 . Furthermore, Wood Valley is considered in relation to assertions 

that, with regards to the contemporary organisational environment (and the 

perceived eradication of the boundaries between public and private lives), a single 

societal / organisational sphere now exists in which the boundary between work 

and free-time no longer exist: where we can no longer talk of a separation between 

employer and family.

Chapter 9 continues with a debate on perceptions of 'middleness' in relation to 

Wood Valley's middle managers. The second Location of Enactment is concerned 

with 'Organisational / Social Positioning, Middleness and being the Bureaucratic 

Other', whereby (following on from problems of definition) it is made explicit 

how middle managers deal with being 'in the middle' - in terms of the 

organisation, career and age. The extent to which they are capable of 'verbalising' 

and 'imagining' their place within the organisational structure / hierarchy is a 

particular focus here: the ease by which they are able to describe who is positioned 

above them, who their peers are, who exactly is answerable to them, etc.,

therefore - involved in an interplay with the others. Thus, their relationship to one another is not a 
hierarchical one.
7 'Out-time' (Goddard, 2001): where work is a constant conscious / unconscious managerial 
concern, discussed at-length, during out-of-work hours.
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demonstrates their capacity to successfully position themselves within Wood 

Valley. Their ability to do this is further explored with an investigation into their 

attempts to place a spatial boundary around Wood Valley (being something of a 

difficulty, as Wood Valley is an organisation that is comprised of a sprawling 

number of sites that are spread over a relatively large geographical area).

Following a deliberation over whether or not the middle managers of Wood 

Valley can best be thought of as culturally 'anxious' petty bourgeoisie or socially 

confident cultural intermediaries (Featherstone, 1995) an examination of them as 

alienated middle-class members existing within a predominantly working-class 

community is then entered into. As academically trained, middle-class 

professionals, working and living amid a staunchly working-class region, the 

middle managers of Wood Valley find themselves, on a day-to-day basis, singled- 

out (due to their appearance, style of conversation, access to consumer goods, etc.) 

as 'different'. Therefore, a discussion of the social and cultural tensions that arise 

is entered into.

The third Location of Enactment is then tackled: 'Gender and the Body'. After an 

acknowledgement of how the researcher exerts power over those researched 

through possession of the male gaze and fragmentation of the body, a scrutiny of 

the male and the female form - in relation to the bodies of Wood Valley's middle 

managers - takes place. Here it is highlighted the ways in which certain Wood 

Valley middle managers can be recognised as, due to the subtleties of their dress, 

'restrained individuals'. With inter-linked debates on sectoral conformity and 

organisational compliance signified through adherence to (and rejection of) 

managerial dress-codes, there is a supposition that a simplistic gender delineation 

of Wood Valley's middle managers as purely / wholly 'masculine' or 'feminine' 

may be a grave over-simplification. This leads to an investigation into the 

presence of a hybrid 'third gender' (Bonvillain, 2001) within Wood Valley's 

middle managers.
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A consideration of 'Dysfunctional Communication' is then declared the fourth 

Location of Enactment8 . Here it is insisted that a close proximity to (antagonistic) 

class interests, heightened by notions of 'difference', produce a scenario in which 

a potential verbal clash of local ideologies is ever-present. Consequentially, the 

middle managers - in similarity with Gough's (2001) respondents - tend to opt for 

the linguistic choice of "biting one's tongue"9 . Such a discussion is contextualised 

within the masculine penchant for more general 'emotional suppression' (bearing 

in mind the mass of literature that discusses men's inability to release their 

emotions and, thus, talk about the way 'they feel'). It is also contemplated how 

'silence' (or, rather, 'keeping quiet') plays a significant role in the day-to-day lives 

of Wood Valley's middle managers. Furthermore, Chapter 9 considers the 

adoption (or even rejection) of managerial language by the middle managers of 

Wood Valley, by asking "Do they sound like managers?" This is an important 

query as, considering the debates within Chapter 6, the literature suggests that a 

widespread 'macho' organisational discourse both reflects and perpetuates an 

aggressive patriarchal society through the embrace of aggressive forms of 

communication.

Chapter 9 is then drawn to a close with the fifth Location of Enactment which 

attempts to highlight the parallels between the crisis of masculinity and the current 

condition of the public sector / social services. Also, the middle managers of 

Wood Valley are contextualised within wider debates of a society that is obsessed 

with aesthetics and within an organisational environment that is dominated by 

overtly masculine managerial styles. In effect, Wood Valley - and its middle 

managers - are compared to, and contrasted with, other men, women and 

managers.

In an effort to conclude, the final chapter ('This is Tomorrow: Future Directions 

for Middle Management, Masculinity and Wood Valley (Concluding Remarks)')

8 Such a consideration of how communication / language is used by the middle managers of Wood 
Valley deserves, on its ov/n merit, to be placed on a Location of Enactment pedestal - although, as 
communication / language serves to underscore all of the other debates contained within of the 
other Locations of Enactment, it must be acknowledged that language - as a Location of Enactment 

- is (possibly) the most pervasive of them all.
9 Another major linguistic characteristic, of particular significance to all within the administrative 
jurisdiction of Wood Valley, is accent and lexiconal range: social and cultural phenomenon which 
can - as will be demonstrated within Chapter 9 - simultaneously unite and divide a populace.
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examines the gender and managerial options that are open to the male and female 

middle managers of Wood Valley. Taking into account the widespread gender and 

organisational transformation that has taken place (and are still on-going), it is 

discussed whether the current status quo is really 'under threat' at all; or - on the 

other hand - that it is actually being strengthened. Instead of witnessing a simple 

weakening in the standing of men and management (that a bandying of the word 

'crisis' would suggest), it is suggested that both masculinity and middle 

management (and, for that matter, gender and management) are, instead, 

undergoing a further stage in their inter-related evolutions.

Thus, what follows this introduction is a thesis that is multi-faceted in the 

extreme. Not only is it a forward-thinking examination of today's middle 

managers, but it is also an open-minded inquiry into contemporary gender-related 

identity formulation. Most significantly of all, this is no ordinary organisation or 

managerial study. Inspiration is drawn not only from texts that are primarily aimed 

at business-school students and academics, but also from the rich and varied work 

that has emanated from those who have been instrumental in promoting gender 

issues and concerns within today's academic environment. Furthermore, as this 

study is embedded within a critical Cultural Studies framework, many varied 

examples of mass-culture (as varied as popular music, film and television) are 

included as reference-points by which both middle management and masculinity 

can be located, mapped and analytically transversed.

Additionally, this thesis is meant to act as an aid to those wishing to conduct 

future research into organisations, management and gender. Founded upon a 

research methodology that holds grounded theory to its heart, it insists that a 

multitude of potential areas of future qualitative study already exist to which such 

a 'theory-generating' approach is well suited. What lies within this work are the 

beginnings of future organisational, managerial and gender studies - and the 

methodological and theoretical angles by which they can best be pursued.

Ultimately, of course, this thesis hopes to have succeeded in painting a more 

human portrait of those often derided as mere 'middle managers'. Over the past 

fifty years society has witnessed (and continues to witness) a greater number of
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people being employed within public-sector administrative posts. Thus, what is 

required is a widespread adoption of a more sympathetic - yet critical - 

understanding of those scorned as 'suits', 'pen-pushers' and 'bureaucrats'. 

Following several decades of white-collar downsizing and delayering it is time, I 

feel, to put on exhibition a more three-dimensional display of the middle 

management experience.

In order to contextualise both middle managers and their characteristic manner of 

enacting their gender, it is now advisable that a return to the original 

considerations of "What has happened, and what is going to happen to middle 

management?" Therefore, the following chapter, Chapter 1: What's Going On 

'Ere Then? - Middle Management, Past, Present and Future, is an attempt to 

tackle such queries by meticulously outlining the historical path, current 

experience and possible destiny of the middle manager.
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CHAPTER 1: WHAT'S GOING ON 'ERE THEN? - SELECTED 

PERSPECTIVES ON MIDDLE MANAGERS, PAST, PRESENT

AND FUTURE

INTRODUCTION

The opening lines of this thesis (in an effort to contextualise the research) asked 

the question "What has happened, and what is going to happen to middle 

management?" This chapter is concerned with the 'mapping' of the past, present 

and future of middle management. In doing so, it attempts to 'make sense' of the 

(often contradictory) issues that are commonly raised throughout the plethora of 

available literature that specifically sets out to examine the effects of a changing 

organisational workplace upon a particular management stratum: middle 

managers. Considering a select sample of the work in-depth, the key issues with 

regards the changing organisational environment and the contemporary condition 

of middle management will be considered.

Within this chapter the impact of advances made by information technologies 

upon middle managers, as both an empowering development and a shift which has 

prompted some to question their contemporary validity will be acknowledged. 

Also, there is a consideration of the current undermining of their traditional means 

of promotion and career advancement, where the once unquestioned bequest of 'a 

job for life' is now an antiquated aspect of today's organisational workplace. Such 

a denial of traditional managerial advantages has, it is argued, promoted the notion 

that the unwritten 'psychological contract' between patriarchal senior management 

and committed members of the company (such as middle management) has been 

forever broken. Suffering from the symptoms of post-delayering / downsizing, the 

middle managers of today are insular, protective beings concerned with self- 

development and preoccupied with promoting themselves as particularly 

employable individuals through their embrace of the new workplace ethos of 

mobility and freedom.
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1.1: The literature on middle management - defining middleness

Livian and Burgoyne (1997) insist that the majority of organisation and 

management literature is solely preoccupied with the dynamic, flamboyant and 

charismatic lone 'leader', as it tends to deal exclusively with the stereotyped 

decision-makers, such as the executive, who can be found atop of organisational 

hierarchies. Arguing that the literature has traditionally focused upon the 

redeeming characteristics of certain entrepreneurial managers, Livian and 

Burgoyne (1997) note that whilst highlighting the exceptional qualities of the few, 

the literature ignores the crucial role played by the majority of managers 10. Such 

an 'ignorance' has meant that, historically, middle managers have received scant 

organisation / academic attention. Over the past decade a steady increase in 

awareness of, and concern over, middle management has resulted in the managers 

having found themselves the focus of particular attention 11 . The lack of literature 

on the middle manager has had, in all probability, serious repercussions on the 

activities of those who are now the focus of study12. Even identifying who the 

middle managers actually are is fundamentally problematic in itself: those without 

the guidance of previous insights find themselves in difficulties when attempting 

to defining what is meant by 'middle management'.

Livian and Burgoyne (1997) note that a 'large organisation' perspective exists 

whereby large and medium-sized companies are understood to have been formed 

around a core of intermediate levels of management13 . Primarily performing a

10 Such a 'blanket' approach to the study of management and organisations also fails to 
differentiate the nuances between managers who, as a consequence of their labelling en masse by 
the literature, find themselves, on occasions, falsely 'banded' within 'ill-fitting' strata.
11 As significant increase of investigations into the role, function and responsibilities of the middle 
manager have been undertaken since the early 1990's, most notably: Ebadan and Winstanley 
(1997) (surviving downsizing); Gleeson and Shain (1999) (within further education); Grey (1999) 
(on their so-called demise); McGovern et al (1998) (post-downsizing); Redman et al (1997) 
(experience of stagnation); Sc'arbrough and Burrell (1996) (in relation to organisational change and 
management knowledge); Thomas and Dunkerley (1999a) (careers after downsizing); Thomas and 
Dunkerley (1999b) (within the public sector); Thomas and Pullen (1999) (examining their identity 
formulation); and Turnbull (2001) (regarding their relationship with corporate ideology).
12 In many respects, the lack of literature has even adversely affected the middle managers 
themselves; as managerial identity formulation relies heavily upon cultural representations a 
middle management 'void' equates a lack of recorded 'role models' upon which others can base 
their managerial 'ways of being'.
13 Such a notion that middle managers form the 'core' of an organisation would suggest a certain 
centrality, or importance, with regards to their role within such hierarchical structures. Following 
downsizing, delayering and corporate restructuring, the validity of their on-going permanence is 
hotly debated as a result of this recognition that they are of importance to organisations that no 
longer recognise this and, thus, no longer value or require their services.
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bureaucratic, administrative and communicative function, such a core is 

comprised of layer upon layer of middle managers. Just as the management 

literature considers middle managers as an amorphous entity, so to does the 

organisation that they help constitute and give shape. In a rather confusing and 

unhelpful manner, both the literature and many a corporate 'flow chart' can stand 

accused of falsely amalgamating a mass of managerial and supervisory titles when 

applying the umbrella term of 'middle management' to what are, in reality, quite 

separate and distinct managers and managerial styles 14 .

Those deemed 'middle managers' are a highly fractured and disparate grouping 

that - due to the metamorphic nature of their label and duties - tend to absorb 

those from other management strata whilst, simultaneously, ejecting those that 

(due to contemporary trends) are no longer deemed to be included. For example, 

'field' or 'line' managers and supervisors (depending on the whims of both the 

organisation and the literature that discusses them) find themselves 'responsible' 

for the structuring of the working day of others who are reliant upon them for 

guidance. The 'middleness' of such field / line managers lies in their dependency 

on the co-operation of those below who they actually manage and, in turn, by 

those above who grant them the authority to act as managers.

Contained within the catch-all category of 'middle management' are those that 

perceive of themselves as 'professionals', whose influence on others is determined 

by their ability (through experience) and opportunity (through close proximity) to 

prove their workplace competence. The dichotomous nature of the 'middleness' of 

these professional middle managers is characterised by both managerial freedom 

and operational restraint. They are, at once, independent (due to their learnt 

expertise and autonomous terms and conditions under which they function) and 

bridled (by the ultimate authority and rigid structure of the organisation itself).

Livian and Burgoyne (1997) attempt to clarify a somewhat complex delineation of 

intermediate levels of management in their attempts to forward a working

14 Such a situation perhaps underlines the everyday confused experience of the middle manager; 
whereby the literature's difficulty of defining who they actually are reflects the reality of the 
middle managers themselves, whereby they are not quite sure of how they would define 
themselves.
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definition of who can be classed as 'middle managers'. To be a middle manager, 

an individual must find him- or herself (as a manager or supervisor) 'in the 

middle' in three crucial respects. Firstly, they are to be found 'in the middle' of a 

hierarchical structure of organisational command. Secondly, they are 'in the 

middle' in relation to the scope of the organisational decision-making process (i.e. 

their day-to-day duties require that they dizzily switch from making instantaneous 

strategic decisions to that of performing acts of mundane supervision). Thirdly, 

they are 'in the middle' in terms of organisational impact, with their role, purpose 

and value fluctuating "between fundamental and inconsequential" (Livian and 

Burgoyne, 1997:4).

Following a reading of the literature on management in general, and that on the 

intermediate levels of managers in particular, it is understandable that the multi- 

faceted, multi-talented nature of the contemporary middle manager emerges. On 

the other hand, the ambiguous, rather ill-defined conditions within which they 

operate is also made explicit. In effect, they, at the same time, benefit from and 

suffer the consequences of being 'in the middle': they are not confined to the top 

or the bottom of a hierarchical management structure and, likewise, they are 

neither completely shackled to nor totally unfettered from the straight-jacket of 

their employer organisation. Yet, being 'in the middle' does not necessarily equate 

to the 'middle' always being there. Drucker (1994) has predicted for a number of 

years that organisational change (in particular the 'technologising' of the middle 

managers' duties - see 1.3) would result in an assimilation of intermediate strata 

into the ranks of senior management:

Indeed, it will become increasingly difficult in the organization of tomorrow 
to distinguish the "middle manager" from the "senior professional," and 
both from people who do top management work (Drucker, 1994:227).

1.2: Even middle managers come with small print - survivor syndrome and 

the breach of the psychological contract

It is acknowledged that, following periods of organisational restructuring, a 

'quantitative reduction' in the number of middle managers has occurred. In 

particular the downsizing and delayering mania of the 1980's is thought to have
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intentionally targeted middle managers in an effort to disempower the bureaucratic 

segments of the organisational environment. LJvian and Burgoyne (1997) agree 

that the decade recorded a greater reduction in the number of middle managers 

than had previously been witnessed. Dopson and Stewart (1990) counter-argue 

that, in real terms, the actual decrease in the overall count of middle managers 

does not disproportionally exceed the losses found within other areas of the 

workplace 15 .

It is also acknowledged that middle managers have experienced a fundamental 

eradication of their once-unquestioned sense of job security, due to the removal of 

their traditional route of career progression up through the management hierarchy 

of an organisation16 . Previously, of course, life-long loyalty to a single corporation 

would have automatically brought about a tacit understanding between employer 

and employee that here was 'a job for life', and that promotion was slow but 

assured to those that earned it. Instead of permanence (of position and contract) 

there is now employer / employee 'flexibility' (fixed-term and part-time terms and 

conditions suited the 'portfolio' and 'interim' managers who were now in favour 

within the organisational environment17). During the 1980's and 1990's workplace 

instability and insecurity was also emphasised through the almost weekly 

announcement of organisational mergers and management take-overs. During this 

period, it began slowly to dawn upon managers (and middle managers especially) 

that they only possessed 'outdated skills' for increasingly 'outdated jobs', as their 

dependence upon a monopoly of technical speciality was no longer a valid aspect 

of employability within the new era of increased 'outsourcing'.

15 With this numerical anomaly in mind, Dopson and Stewart (1990) note that one of the major 
inadequacies of the research into middle management is that of a complete lack of quantitative 
evidence to support claims that their number, in real terms, has disproportionally dwindled.
16 In an era of 'leaner', 'flatter' organisations, climbing the promotional ladder is not an option if 
the new managerial structure is one that is based upon the architectural design of a bungalow.
17 'Portfolio management' can be understood as "attending to core competencies and building the 
business around this portfolio of skills" (Vernon, 2002:159). Thus, the 'portfolio manager' is an 
individual who propagates a multiplicity of core strengths and builds his or her managerial persona 
around such a base. For a discussion on the rise of the 'interim manager' see Terry (31 st March 
2002:14) and, in particular, Clutterbuck and Dearlove (1999). The latter predict that, as a 
contemporary organisational environment now exists in which managerial "free agents" (p.3) (most 
typically interim managers) are highly favoured, the "[t]he unwieldy leviathans of the past will not 
survive" (p.4). It is tantalising to wonder whether Clutterbuck and Dearlove (1999) believe that 
middle managers are (due to their bureaucratic function) such "unwieldy leviathans"?
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Many middle managers, having witnessed first-hand the debilitating effects of 

white-collar redundancy programmes, are deemed to be suffering the symptoms of 

'survivor syndrome', whereby - following downsizing, delayering and 

restructuring - an organisation does very little to reassure those that remain that 

their position is secure. Such an environment of doubt and uncertainty is further 

enhanced by the employer contravening workplace trust through their 'breach' of 

the employer / employee 'psychological contract'. The contract - prior to its 

renege - involves employees willingly contributing an over-abundance of effort 

and hours towards the gain of the company in return for job security, bonus 

payments, training, etc. The 'breach' of such an agreement occurs when "one party 

perceives the other to have failed to fulfil promised obligations" (Newell and 

Dopson, 1996:8). With life-long careers and guaranteed promotion now 

recognised as relics of an organisational past (but, meanwhile, an increased 

managerial commitment is insisted upon by many senior managers), many 

corporations are deemed to have shattered the fragile equilibrium of a workplace 

built upon the preservation of the psychological contract. For many middle 

managers the breach of the psychological contract is a very real experience, which 

they tend to relay (in interview) in a particularly vivid manner. For example, 

Dopson and Neumann (1998) note that "[informants themselves tend to speak 

about 'failed promises', 'violated contracts' and the like" (p.55).

1.3: Caught in the web? - middle managers, information technologies and the 

insidious nature of workplace surveillance

The literature that specifically relates to the discussion of the on-going validity of 

today's middle managers, and focuses upon their essential role and function 

within a organisation, is in agreement regarding the communicative function of 

middle management. As an intermediate 'core' that serves to link those at the top 

of the hierarchy with those at the bottom (and which continuously draws together 

all the disparate peripheral strands of the operation) middle managers perform a 

vital role as communicators. Livian and Burgoyne (1997) insist that middle 

managers openly indulge information to those among the upper levels of their 

organisation's management, thus directly informing and (to a limited degree) 

influencing those that formulate strategy. At the same time, through their
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enthusiastic channelling of senior management directives downwards through the 

hierarchical structure, they aid the instigation and perpetuation of corporate 

strategic impetus and operational dynamism. During times of organisational 

change (and workplace cultural transgression) middle managers - acting as 

progressive 'change masters' 18 - "implement the new practices and the new 

philosophy" (Livian and Burgoyne, 1997:1). For others, the middle manager 

represents a form of organisational 'constipation' who is resistant to both 

movement and change; as for Handy (1985) "middle layers of organizations are 

often overcrowded with culturally rigid managers" (p.373).

It has been suggested that the traditional middle manager is to be found struggling 

to survive within a radically altered workplace, within which rapid and 

bewildering change has been advanced through an incessant onslaught of 

revolutionary information technologies upon the organisation. The historical role 

of the middle manager is that of a powerful bureaucratic conduit of 

communication within a vertically defined - and exclusive - hierarchical 

organisation structure. The primary function of information technologies (such as 

computers, e-mail, pagers, faxes, etc.) is to make more efficient, increase the 

speed of, and reduce the errors to be found amid an effective administrative and 

communicative environment. Such an environment is found in the new, horizontal 

organisation within which information technologies facilitate inclusive forms of 

lateral communication. Therefore the middle manager is increasingly perceived as 

an organisational individual who is in danger of being rendered extinct by the 

infiltration of the corporation by information technologies. For Whitman (1999) 

middle manager's have a propensity to be volunteered as delayering and 

downsizing fodder derived from their vulnerability to be replaced by computers:

Middle managers have seen their jobs altered or eliminated in unprecedented 
numbers by the flattening of managerial levels and the decentralization of 
decision-making authority. This development is largely attributable to 
information technology, which has rendered obsolete much of middle 
management's previously critical role as internal collectors, interpreters, and 
distributors of information 19 (Whitman, 1999:33).

18 Of course, to what extent middle managers can be regarded 'change masters' (proactive), rather 
than 'change agents' (far more reactive), is debatable.
19 Dopson and Stewart (1990) note that as early as the 1970's it was predicted that the initial 
advances in computer development - and their tentative introduction to the organisational
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Even those middle managers who remained would be relegated to the position of 

'super clerks', whose sole purpose would be merely to input and process computer
data20 .

Information technologies have, in effect, deprived the middle manager of a 

traditional (and, thus, significant) aspect of their role: that of the organisational 

sentinel. It has been noted that advances in surveillance hardware would rid the 

workplace of the necessity for constant 'controlling' forms of management, 

making "close supervision obsolete" (Livian and Burgoyne, 1997:10). In reality, 

of course, the exact opposite has occurred. Information technologies have brought 

about the fostering of a culture of incessant self-regulation within the workplace, 

as individuals are allowed frequently to catch a glimpse of themselves on a bank 

of screens and regulate their behaviour accordingly. This has created an 

oppressive organisational environment in which every move, every expression, 

every act, is caught on camera and then analysed and re-analysed with suspicion. 

A British Telecom middle manager complained of such a condition by stating, in 

exasperation, that "you can never undo your tie, never relax and the key measure 

of success is the number of hours worked" (cited in Newell and Dopson, 

1996:13)21 . The twinning of surveillance with information technologies is often 

considered as the refined final stages of Foucault's (1977) notion of panoptic 

observation:

[T]he network computer system in an enterprise can be thought of as a 
highly efficient, if invisible, panopticon which allows managers to keep a 
constant watch on the activities of their subordinates without themselves 
being visible to those they survey (Alien et al, 2000:93).

environment - heralded the demise of middle management as essential communicative conductors 
within the workplace. It was quickly recognised that computers were able to process and relay the 
flow of information towards top management in a far more rapid manner and "with greater speed, 
accuracy and selectivity" (Dopson and Stewart, 1990:5) than any member of an organisation's 

bureaucratic / managerial 'bottleneck' is able to.
' 20 On the other hand, whilst middle managers tend to have found themselves disadvantaged by the 

introduction of information technologies within the workplace, they have proved emancipatory for 
other (lower) levels of management. Front line supervisors in particular have benefited as it has 
allowed them the opportunity to conduct on-the-spot, market-led, operational decisions on a far 

more frequent basis.
21 It should come as no surprise then to find that the introduction of information technologies 

within the organisational environment corresponded with an emphasis being placed upon 
workplace 'presenteeism', and the growth of a 'long-hours culture' where it is increasingly 

impossible to balance work and home commitments (see Chapter 3 - in particular 3.4).
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Significantly, those that once performed and perfected the act / art of 

organisational surveillance - middle managers - now find themselves not only to 

be the ones who 'observe' but, increasingly, they are aware that they are being 

constantly 'observed' as well22 . It is senior managers that are, more than ever 

before, able to "monitor the work of staff more directly and over great distances" 

(Dopson and Stewart, 1990:4).

With this pessimistic forecast in mind, Dopson and Stewart (1990) argue that the 

projected demise of the middle manager has not occurred, although the 

widespread use of information technologies has served radically to alter their role 

and duties, and has required that they reappraise their abilities as, with regards 

computer-orientated tasks, "greater skill and accuracy are required" (Dopson and 

Stewart, 1990:9). It can even be suggested that information technologies have 

actually refined and improved the working conditions of today's middle manager. 

Livian and Burgoyne (1997) make note of the research that has, over the past 

twenty years, attempted to examine the impact of a rapidly changing 

organisational environment upon the roles, duties and behaviour of managers (and 

middle managers in particular). Highlighting a few select studies (that includes 

their own) they endeavour to stress the positive effects that information 

technologies have had upon, not only the workplace, but the enthusiasm, 

motivation and drive of all intermediate levels of management. Far from rendering 

the position of the middle manager obsolete, computers and the like have served, 

instead, to enrich their role. By freeing them from performing solely routine and 

mundane tasks, information technologies have offered them a greater opportunity 

to become increasingly involved in the more "creative aspects of their jobs" 

(Livian and Burgoyne, 1997:6). Technologically aware, computer literate and 

organisationally empowered, the contemporary middle manager is now able to 

concentrate on the more pressing workplace tasks at hand which dismisses 

somewhat "the 'common supposition' that computers reduce the importance and 

numbers of middle managers" (Livian and Burgoyne, 1997:8).

22 Reed (1998), commenting on the rise of information technologies as surveillance systems within 
the organisational environment, insists that "middle management are subjected to the same process 
of bureaucratic rationalisation and technical control once reserved for their subordinates" (Reed, 
1998:87).
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Middle managers, free from the ordinary and the everyday (thanks to the liberating 

effects of the application of information technologies), are now able to fuse the 

strategic and the operational within their new, less 'hands-on', more 'people- 

orientated', contemporary role. Instead of merely being a 'decision-making 

controller', middle managers have reinvented themselves as 'coaches' and 

'counsellors' with the aim of encouraging the developing of self-managing teams 

within the organisational workplace.

1.4: Uneasy riders? - middle management, self-discovery, and the necessity of 

achieving workplace mobility and organisational freedom

With the loss of 'a job for life' and the breach of the 'psychological contract', life 

long employment within a single organisation is now acknowledged as a thing of 

the past. In view of the recessionary recent past, many - especially middle 

managers - now value the importance placed upon inter- and intra-personal skills 

training and individualistic development as a means of warding off future career 

setbacks:

After all, the company showed its stripes first by dropping the primacy of 
long-term job stability. The new reality for workers involves taking care of 
number one (Deal and Kennedy, 2000:172).

Such an embodied attitude to inner advancement is also understood to provide a 

means by which many middle managers ensure that they continue to possess the 

competitive deftness required to transverse the new organisational environment23 .

Following the introduction of information technologies within the middle 

managers' working environment, their daily duties (they have discovered) have 

become far more demanding. In effect, middle managers have had to acquire new

23 By adopting such a 'selfish' attitude to their workplace commitments, middle managers, of 
course, are only internalising the discursive shift that has taken place within organisations over the 
past two decades. Encouraged by the self-protective activities of their employers, middle managers 
perceive of training as a means of remaining not only efficient in their current position but 
maintaining a confidence in being able to gain employment elsewhere. An obvious characteristic of 
the middle managers' new mood is their constant awareness of "information of alternative career 
paths" (Newell and Dopson, 1996:7): One middle manager, interviewed by Ebadan and Winstanley 
(1997), honestly admitted that many of his peers were "working for their CVs rather than for the 

company" (cited in Ebadan and Winstanley, 1997:87).
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competencies in order to cope with the operational intricacies of their new roles: 

this has proved to be a demanding challenge as, in many respects, this has required 

a tremendous commitment towards self-development on behalf of the middle 

manager 4 . Due to the general lack of training on offer within the organisational 

environment25 a large number of middle managers have found themselves having 

to formulate their own training schedules and, thus, discover their own route 

towards improved performance. As an organisational version of a Zen-like restless 

soul, such a transition - from that of a 'hands-on' manager to that of a strategic / 

operational 'guide' - is often experienced by the middle manager as "an act of 

discovery rather than rule-following" (Livian and Burgoyne, 1997:12).

This notion that middle managers are, out of choice, often embarking upon a 

career of enlightenment (yet one that is blighted by insecurity, uncertainty and a 

fear of the organisational 'unknown') is misleading. It has to be remembered that 

the motivating factor here is purely self-preservation amongst a management 

grouping that - due to revolutionary workplace upheavals that have taken place - 

has suddenly realised that their public careers have plateaued and that they are 

unable to advance any further within their respective organisations. In many cases 

it is even forwarded that their private lives have also stagnated as a consequence. 

With such obvious consequences for the limitation of individual development, the 

1980's (the decade obsessed with 'the individual') was characterised by calls to 

abolish the middling layers of both management and the organisation who, 

traditionally, spurred drive and efficiency through their insistence of adherence to 

order, procedures and ethical concerns. Criticism was levied to such an extent that 

those writing on the future of middle management at this time posed a 

fundamental question:

24 Middle management survival within such a period of change has, of course, been difficult. As 
new skills do not come natural, they have to be learnt. Furthermore, such epochal organisational 
transitions are often accompanied by significant cultural transformations within the workplace. 
With the creation of new corporate meanings a radical alteration of language is required which, for 
certain middle managers, proved extremely problematic. For example, such a technological- 
inspired revolution of the organisational environment involved the learning of an alien vocabulary 
"which for many public sector managers proved difficult" (Dopson and Stewart, 1990:13). With 
regards to a more detailed consideration of management, middle management and language see 
Chapter 6 (specifically 6.6).
25 Ashton and Felstead (1995) agree that "employers are increasingly left to their own devices to 
decide what level of training they invest in ... [in that] the pace of technological change has 
resulted in individuals experiencing a sense of upskilling, but there is no evidence that this has 
been driven by the training policies of employers" (Ashton and Felstead, 1995:249).
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Organization theorists and corporate observers must now determine whether 
this form of management, so characteristic of twentieth-century industry, 
will survive (Smith, 1990:19).

Considering such a fundamental relationship between the public and private 

aspects of the lives of those who are key players in bureaucratic processes (middle 

managers) - and the calls for the eradication of 'middle' levels of management - 

Murton (2000) warns that the repercussions of such a disruption to the 

(organisational) status quo could, possibly, upset the equilibrium of society in 

general:

This essentially Durkheimian vision of an anomic state depicts 
organizational restructuring and with it, more flexible forms of working as 
carrying with them wider threats to the stability and sustainability of a 
particular form of society (Murton, 2000:165).

That the middle manager should steadily rise through the ranks - but then stagnate 

- is not an unexpected phenomenon, as Kanter (1990) explains that (even by the 

late 1970's) there existed many accounts of middle managers "getting 'stuck' 

rather than moving upward" (Kanter, 1990:252)26 . For example, Fletcher (1973) 

puts forward a quaint tale of late-1960's middle management, and in doing so 

hints at their dead-end existence:

The old guard are between 50 and 65 years old. They are middle managers 
and have held the same job whilst their departments have doubled, or even 
trebled, in size ... They form a natural clique with memories of happier, less 
warlike days; they keep the myths alive. The myths are of a bygone age, of 
good, even-tempered experts as bosses, of workers giving their all for 
relatively low pay ... The old guard have been lifelong members of the firm, 
and the local community. Often they made a journey of some distance to 
begin working for the firm. Having arrived, they worked their way up a 
ladder of which every rung was significant (Fletcher, 1973:147)27 .

26 It is acknowledged that delayering in particular has resulted in the loss of a mass of 
organisational arenas in which budding middle managers can be tested. For "[i]f the process is one 
of stripping then not only are vast amounts of expertise and loyalty lost to the firm but there are 
proportionately fewer proving grounds' for junior managers. In effect, it becomes increasingly 
difficult to evaluate junior managers or plan their moves through the ranks to the top because there 
are so few intermediate positions in which to evaluate their potential" (Grint, 1995:103).
27 Fletcher (1973), in his Tolkienesque manner, manages to capture the wisened, aged, man-to-boy 
dialogue that would (in all probability) have taken place within such a patriarchal firm.
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It is not only the old, the content, the ineffective, the incompetent, the plateaued, 

etc., that are confined to middle management. Many who are young, eager, 

capable and effectual find themselves snared within middle management with no 

promotion prospect as a way out. Cooper (1979) insists that, in large organisations 

especially, middle managers are often to be found stifled by the claustrophobic 

and stagnant condition of being 'in the middle'. Middle management, in such a 

predicament, commonly express their frustration as "feeling trapped in the 

system" or suffering from that "boxed-in feeling" (Cooper, 1979:39).

Therefore, for many middle managers, it is recognised that lateral mobility (both 

between organisations and geographically) is now an essential requisite28 . Many 

post-restructuring organisations are totally inept at being able to communicate 

(and, in particular, verbalise) the new organisational discourse. McGovern et al 

(1998) note, within their study of middle managers in British Telecom, Hewlett- 

Packard and Citibank, that:

Typically, there was a series of vague statements in these organisations 
about the future being characterised to a greater extent by lateral movement 
rather than vertical movement, about the development of new skills to meet 
the changing nature of the business and value of having employees remain 
in their positions for longer periods (McGovern et al, 1998:469).

'Freedom' then is the idealised state to which many of today's middle managers 

aspire. Many of the more optimistic writers of managerial and organisational 

literature now believe that a realisation of the importance of self-development, 

mobility and a sense of freedom has resulted in the contemporary materialisation 

of a far less frustrated middle manager - a middle manager who is confident 

enough to take risks in both their professional and private lives. Talk of 'freedom', 

however, may, in reality, only refer to middle managers' very precarious control of 

their organisational existence. Redman et al (1997), in their examination of

28 This lateral mobility (across a range of organisational locations) has now superseded the middle 
manager's obsession with constant upward movement through the ranks of a single company. 
Ultimately, it may even benefit the organisation itself, as managers with intimate knowledge of 
various companies and sectors - who has developed an expansive network of contacts - act as 
informative "two-way funnels" (Blau and Scott, 1966: 198). Once thought only to exist as 
corporate 'spies' these individuals can now legitimately operate, spreading erroneous operational 

gossip and gaining valuable information on competitors.
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building society middle managers, were confronted by a select few who claimed 

operational autonomy:

Some managers in discussing the satisfactions of being a branch manager 
did stress the autonomy of their role, and often described themselves as 
being their 'own boss'. On the face of it, this would appear to indicate a 
more entrepreneurial outlook, but on probing, this view related more to the 
lack of direct supervision in a geographically dispersed branch structure 
rather than to autonomy in terms of the scope for business decision making 
(Redmanetal, 1997:107).

Crucially, certain middle managers no longer naively believe that constant 

hierarchical promotion can automatically lead to organisational happiness. Even 

less now view entry to the senior strata as a desirable career option, as there are a 

growing number of middle managers "who increasingly recognise that top 

management is not 'halcyon', but often involves even harder work, [and] more 

risk" (Dopson and Stewart, 1990:14).

1.5 Dazed and confused? - the limitations of the literature

Historically, there are many accounts that have considered managers, management 

and organisations in general, and that - over a number of paragraphs, or a few 

pages - discuss the duties, role, validity and (on occasions) the future of middle 

management. Such texts (and especially those from the socially and culturally 

jaded 1970's) tend to view middle management as a bureaucratic (yet essential) 

organisational stratum that is an inevitable by-product of modernity / capitalism 

that must be tolerated, or as an arena of the company that either enslaves 'poor' 

managers or offers a resting point that provides brief recuperation for 'fast-track' 

managers who are moving rapidly towards senior positions: "[b]eing a middle 

manager is, then, 'hard work' and for many is only worth while as a necessary 

prelude to a senior job" (Cooper, 1979:41). As far as this literature is concerned, 

middle managers are the 'failed' (inhuman) cogs in a cumbersome and failing 

bureaucratic machine29.

29 Such an attitude to middle management (especially in the United Kingdom, where bureaucracy is 
endemic within the nation's identity) provoked some to admit "that not enough is known about the 

beliefs of the middle and lower strata of managers" (Redding, 1979:35).
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Worse still is the more contemporary populist organisation literature that ignores 

or ridicules middle management as a staid and superfluous aspect of both 

managerial and organisational life. In some cases even the founder of the principle 

of 'scientific management', F. W. Taylor, is blamed for their existence:

[Taylor, during the early 1900's] created an entirely new breed of managers 
dedicated to supervision, measurement, and observation. They were another 
layer in the hierarchy. This layer became known as middle management. The 
man dedicated to efficiency thus created one of the most significant barriers 
to business efficiency and decision making (Crainer, 2000:11).

It is now acknowledged that the delayering and downsizing offensives of the 

1980's were launched, without being challenged by effective resistance, due to the 

success of an unofficial programme of indoctrination carried out by the new-wave 

of pro-individualistic management gurus, who utilised the less-critical 

organisation literature and the press to great effect:

The popular antibureaucratic, pro-entrepreneurial ideology is especially 
ironic because this "progressive" framework neatly dovetails with the 
dismissal of middle management. Cultivated by the "experts" - management 
consultants, authors, pundits, and academics - the roots of the new ideology 
of entrepreneurial management are independent of the actual practices and 
beliefs of the managers who are its targets. Despite or perhaps because of 
this disjuncture, the ideology has acquired the status of corporate gospel 
(Smith, 1990:12)30 .

The issues discussed above concern several of the key preoccupations of today's 

middle managers. That is not to suggest that all of the debates regarding middle 

management that are to be encountered within the organisation literature is to be 

given equal credence. Many are found to be prone to generalisations, whilst others 

are too focused and do not contemplate the wider social and cultural contexts 

within which middle managers exist.

Following organisational restructuring, delayering and downsizing, middle 

managers, it is claimed, are - without doubt - characterised by negativity. Once 

again, the lack of pertinent and valid literature hinders any exploration of such

30 Dubbed 'guru theory' this was "a largely American-derived phenomenon pushing a combination 
of inspiration and reassurance. Even those who were previously known for their academic work,
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jaundiced middle managers. Dopson and Neumann (1997) highlight that their 

attempts to "search for literature which would address degrees of negativity ... 

proved unsuccessful" (p.57). Whilst Thomas and Dunkerley (1999a) assert that a 

clear lack of in-depth research that aims fully to appreciate and understand the 

middle management experience must be redressed, as generalisations abound:

[T]he findings of the Institute of Management surveys, based on members' 
questionnaires, whilst indicating broad trends, lack the depth found in more 
qualitative research. As ... being members of the Institute of Management, 
respondents to these surveys may wish to convey a professional, informed 
image and thus be less likely to admit problems, difficulties and insecurities 
(Thomas and Dunkerley, 1999a:161).

Livian and Burgoyne (1997) insist that despite the fact that several studies have 

attempted to examine middle management in relation to organisational and 

professional cultures very few place such cultures within a framework of national 

or even local communities. Also, on the whole, management - and even 

individual middle managers - are frequently analysed as 'part of an homogenised 

entity. Individuality is often regarded as a managerial anomaly, and often not 

worthy of academic study.

CONCLUSION

It should come as no surprise that many studies have approached middle 

management with the pessimistic supposition that they are a truncated layer of 

management who, having witnessed their numbers decimated by relentless 

assaults upon the organisational workplace by repeated downsizing and delayering 

offensives, are now a frightened and cowering huddle of isolated individuals 

awaiting their fate. It is no wonder then that the 'gloomy view' of the lone middle 

manager constantly portrays them "as a frustrated, disillusioned individual caught 

in the middle of a hierarchy, impotent and with no real hope of career 

progression" (Dopson and Stewart, 1990:3)31 . Strategically and operationally they

such as Kanter or Mintzberg gradually crossed the boundary as a mass, global market emerged for 
pop management texts" (Thompson and Davidson, 1995:23).
31 Dopson and Stewart's (1990) choice of the word "impotent" is, as far as this study is concerned, 
crucial, as it relates directly to the discussion within Chapter 2 regarding the interrelationship 
between the 'crisis of masculinity' and the future of management. Thus, utilisation of gender- 
orientated words such as "impotent" etc., clearly link the contemporary middle management
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are considered to be, without end, 'bypassed' by the actions of senior management 

and, worse, forever 'trapped' within their stifling stratum by the constant fear of 

demotion and the realisation of denied prospects of promotion. It is not only those 

within the organisation that constrain the activities of middle management that 

often acts as intermediaries between internal departments and outside agencies; 

they are caught between contradictory and antagonistic relationships. This 

worldview of middle managers insists that they are casualties of the contemporary 

organisational environment: victims of their hierarchical ill-definition and 

dispossessed in the search of career fulfilment and true positioning in life they are, 

organisationally speaking, in limbo.

Despite the predominance of this 'worldview' there are those that believe that 

middle managers are a highly adaptable element of the organisational workplace, 

whose resilience suggest a true depth of managerial character. For example, their 

proven ability not only to fend off a competitive deluge by waves of information 

technologies implementations, but to thrive within the deluge, underlines the 

notion that their personal autonomy - following a period of organisational turmoil 

- has been enhanced, whilst their particular traits (such as adaptability, flexibility 

and creativity) have been brought to the fore.

Following a reading of the literature of the past, present and future of middle 

management it can be appreciated that most of it tends to generalise and assume. It 

generalises regarding the middle managers' organisational duties, positioning and 

worth, and assumes that their future is bleak and predicts an increasing shrinking 

of their efficacy and influence. This thesis, in relation to the literature, attempts to 

highlight the contemporary validity of middle managers and, at the same time, 

vividly illuminate their experience of, and views upon, today's workplace 

environment. It also strives to contexualise their present existence within wider 

social and cultural transformations and, as a consequence, placing into 

organisational relief their particular enactments of both management and gender.

condition with today's 'ways of being' a man and / or a woman. (Additionally, gender and 
language is given consideration in Chapter 6 - see 6.2).
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For, as far as this thesis is concerned, of pivotal importance to a middle manager's 

embodiment of his / her organisational role is his / her peculiar enactment of their 

gender role. As I have already stressed, in order to answer the question of "What is 

happening to middle management?" (Dopson and Stewart, 1990:3) it is necessary, 

I believe, to contemplate the role that gender plays in the daily lives of middle 

managers. Furthermore - acknowledging that there are direct linkages between the 

twin enactments of management and gender - it can be suggested that a 

comprehensive investigation into the current trends in managerial gender 

enactment may lead directly to an uncovering of the probable future development 

of middle management itself.

A fundamental area of investigation is now on offer. As a socio-organisational 

role throughout history, 'management' is (in the public eye) often acknowledged 

as being indistinguishable from idealised masculine 'ideal types' such as 'leader', 

'motivator', 'organiser', etc. With this in mind, it is insisted here that a 

simultaneous examination of the past, present and future of middle management 

(that Chapter 1 was concerned with) - alongside that of an analysis of 

contemporary masculinity - is, with foresight, the logical initial step in their co- 

examining. Thus, what follows - Chapter 2: Brothers in Arms? The Crises of 

Men, Masculinity and Middle Management - is an attempt to highlight the 

interwoven nature and, as such, the common experience, of men and male 

managers.
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CHAPTER 2: BROTHERS IN ARMS? - THE CRISES OF MEN, 

MASCULINITY AND MIDDLE MANAGEMENT

INTRODUCTION

This chapter will examine the parallels that can be drawn between the 

contemporary 'crisis of masculinity' and the plight of middle managers within the 

current organisational environment, where (arguably) middle managers exist under 

a constant sense of ever-present work-place instability. I will also consider 

whether or not the crisis of masculinity and, what could be termed, the 'crisis of 

middle management' actually exacerbate each other - or, indeed, if the two are (as 

far as middle managers are concerned) one-and-the-same.

In an effort to achieve this I will contemplate the following: "In which way does 

the crisis of masculinity manifest itself?" "Is the current-day male middle manager 

really in crisis?" And "If he is, then in what ways do the two phenomena manifest 

themselves within the organisational environment?" Drawing from current 

literature that addresses both the male crisis and the predicament that faces today's 

middle managers I also ask: "If men and managers are indeed in turmoil, is the 

current perilous position of the male middle manager symptomatic of the general 

malaise of masculinity and management?"

At this juncture it is, I feel, essential to define both the term 'masculinity' and 

'masculinities': Indeed, here it will be made explicit who - exactly - is bracketed 

within both terms.

In keeping with a postmodern-informed methodological perspective, it will be 

emphasised throughout this chapter (and, in effect, throughout this entire thesis) 

that an open and sensitive approach to the study of middle management and 

masculinity is here entered into. In conjunction with this, the associated use of the 

plural term masculinities (stressing the pluralistic nature of masculinity) is an 

attempt to reflect the multi-faceted social and cultural phenomenon that is gender.
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For gender, at once, endlessly presents itself as 'natural' yet 'a construct', 'fixed' 

yet 'fluid', 'singular' yet 'multiple'.

To clarify then, any discussion that revolves around the topic of masculinity / 

masculinities does not refer to a simple labelling of some men (or women) as the 

embodiment of masculinity (singular) whilst, mistakenly, ignoring the legitimacy 

of labelling other men (and, once again, women) as being inculded within the 

spectrum that is masculinities (plural). Thus - as far as this thesis is concerned - 

neither masculinity or masculinities refers to 'machismo', 'effeminacy', etc. 

Rather, it refers to all (and none) of the so-called masculine traits and 

characteristics that, in the public eye, only men exude.

With this debate in mind, throughout this thesis I have preferentially included the 

term 'masculinities' (plural), as opposed to masculinity (singular), in order to 

emphasise the multiplicity inherent within contemporary debates on gender, men 

and managers. Although, it has to be admitted, that any use of the term 

'masculinities' itself complicates an already much-debated misuse of terminology 

within the study of men (see Beynon, 2002:1-4). Thus, on occasions, I have 

simply opted for the term 'masculinity' (over 'masculinities') in order to clarify a 

somewhat awkward sentence construction: As, for me, 'masculinity' and 

'masculinities' are one-and-the-same and, therefore, are used interchangeably.

Furthermore, such a debate that serves to highlight the singular / multiple nature 

of gender, also insists that there is a multiplicity of ways of being a man, woman 

and manager. The emphasis here then, is upon both male and female middle 

managers' simultaneous embrace / rejection of certain management styles and 

gender forms in favour of other alternative styles and forms. In other words, 

management and gender is neither 'tailor-made' nor 'off-the-peg': it is an 

unintentional / deliberate, individualistic 'mix'n'match' of gender and managerial 

characteristics and identities.
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2.1: Crisis? What crisis? - recession, redundancy and the feminisation of the 

workplace

To use the word 'crisis' when discussing the male gender is to suggest that 

masculinity / masculinities (or, indeed, men) are currently under threat. For many
+

men the threat is a reality where masculinity has become indistinguishable from 

what constitutes 'femininity'. Following the economic, social and cultural changes 

that have occurred since 1945, it is argued that a man's claim to be the dominant 

member of a heterosexual partnership (and the undisputed patriarchal head of a 

nuclear family) is now redundant. I use the term 'redundancy' carefully, as it is 

believed that the crisis of masculinity arose as a consequence of the programmes 

of mass redundancy that swept the Western world from the late-1970's onwards, 

whereby de-industrialisation brought about a realisation that a man's traditional 

purpose was now in question:

The outer layer of the masculinity crisis, men's loss of economic authority, 
was most evident in the recessionary winds of the early nineties, as the 
devastation of male unemployment grew ever fiercer. The role of family 
breadwinner was plainly being undermined by economic forces that spat 
many men back into a treacherous job market during corporate 
"consolidations" and downsizings (Faludi, 1999:595).

With a global decline in industries that were once bastions of a patriarchal 

workforce (such as shipbuilding, steel production and coal mining) millions of 

men not only lost their jobs but their very reason for being. Men had not only been 

subjected to the humiliation of losing their life-long trades, but had now lost their 

sense of worth as a direct result of the experience of long-term unemployment. 

Gallic et al (1994) claim that long-term unemployment strikes at the very heart of 

the male raison d'etre. Interviewing out-of-work men, who had been unemployed 

for months (and, in some cases, years) they concluded that "as the length of 

unemployment increased, they lost a sense of meaning in their lives and even their 

sense of identity" (p. 15).

During the late-1980's and early-1990's, as work began to become available to 

these long-term unemployed men once again, the new opportunities that arose 

existed within the rapidly expanding service sector. As it is a sector where more 

'feminine' attributes (such as IT experience, keyboard skills, and customer care)
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are deemed essential, a 'feminisation of the workplace' was thought to have taken 

place. This transition from a masculine to a more feminine orientated world of 

work (and from an industrial to a post-industrial era) is deemed as evidence of a 

wider, more postmodern, era ushering itself in. An era where in place of political 

stability there was revolutionary change, in place of established forms of cultural, 

social and organisational forms now exist fragmentation, instability, uncertainty 

and change. As Osgerby (1998) asserts:

The late twentieth century was a time of rapid change and uncertainty. 
Generally, the eighties and nineties were marked by the transformation of 
world orders, major industrial restructuring and economic realignment, rapid 
developments in technology and media, and significant shifts in family and 
community relationships. Taken together, these developments began to be 
interpreted as representing a fundamental sea-change in contemporary life - 
the beginning of a new, 'postmodern' era (p. 198).

2.2: Sexual uncertainty and the crisis of masculinity throughout history

Characteristic of an ushering in of a postmodern time is the acknowledgement that 

previously accepted forms of gender relations and sexual identity are now 

recognised as outmoded and retrogressive and are, as such, to be challenged. It is 

insisted that one's biologically determined sex is created and constantly reshaped 

by life-long social, cultural and sexual experiences, with the ever-growing power 

of the media proving to be extremely influential in this process of identity 

evolution. From an era when (arguably) men and women were sure of their sense 

of self, there has been a transgression towards a contemporary frame of thought 

whereby it is now agreed that every aspect of life (including sexuality and gender) 

are no longer constant, but fragmented and subject to change. It is this condition of 

gender flux and insecurity that has brought about the notion that masculinity is in 

crisis. This crisis is thought to have been ever present since the 'sexual revolution' 

of the late-1960's, where feminist and gay advances had been made through the 

promotion of a liberal thought that questioned the validity of dominant patriarchal 

/ heterosexual ideals32 . As far as many reactionary Americans were concerned, the 

concessions made to the liberals during the 1960's and 1970's had allowed the 

development of a weaker (even a more feminine) version of masculinity to gain

32 For an insight into the 'legacies' of both gay rights and second-wave feminism see Douglas T. 

Miller, (1996), pp.300-336.

46



prominence . This more feminised male was to become more commonly known 

as (by the 1980's) as the 'new man' 34.

A critical reappraisal of the early literature that examined masculinity during the 

1970's suggests that the crisis of masculinity was, originally, (long before it was a 

concern of long-term unemployed manual workers) an anxiety of the enlightened 

middle-class male, (Tolson, 1977). Suggestions that the crisis was simply a 1990's 

media construction are a nonsense. As recent academic work argues, it is a social 

and cultural ill which, in retrospect, is symptomatic of an ailing masculinity that 

was detected as far back as the late-1960's, (and in some cases, decades 

beforehand). This suggestion that the crisis of masculinity is not a new 

phenomenon, but an historical constant, is now examined.

Threats to hegemonic masculinity (resulting in perceived masculine crisis) have 

sporadically occurred throughout history within many cultures. According to 

Mosse (1996), during the late-19th and early-20th Centuries homosexuality and 

avant-garde effeminacy was perceived to be in the ascendancy amid city life 

across the European continent. As with the 1980's and 1990's, the years between 

1890 and 1930 also witnessed a male 'backlash' in order to counter the effects of 

feminism. Quite simply, "the feminist movement at the turn of the century ... 

strengthened manly self-consciousness" (Mosse, 1996:104). With the onset of 

fascism there was embrace of 'pure' masculinity. With an emphasis upon the 

delights of the heterosexual male collective, the rise of Fascism can be considered 

a re-assertion of masculine norms during a time when increasing gender and 

sexual ambivalence had arisen as a result of increasing social, cultural and 

political instability. Perceived of as defending Europe against a tide of decadence,

33 Perhaps epitomising both the 'decline' of masculinity and the nadir of political, social and 
cultural life, Jimmy 'lame duck' Carter has been lambasted as the personification of the 
degradation and decadence within 1970's America. (See Stephen E. Ambrose, (1993), pp.281- 

302).
34 Challenges to traditional forms of patriarchy / masculinity (such as the rise of the 'new man') 
grew in momentum during the 1980's, to such an extent that they were thought to pose a threat to 
the very forms of hegemonic masculinity upon which American societal values were founded. 
Although, ironically, this was also an era when masculinity was actually involved in the process of 
re-asserting itself as despise for male degradation festered itself. Perceived of as a remedy for a 
sick society, during,the Reagonite 1980's America witnessed the resurrection a 're-masculinated' 
(Jeffords, 1989) form of aggressive masculinity. Centred around the glorification of Rambo-sly\ed 
hyper-males (who no longer derided America's involvement in Vietnam but, instead, actually
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the fascist masculine ideal was presented in their re-appropriation of classical 

texts. Portraying the Aryan ideal within mock-Renaissance oil paintings and 

Romanesque classical sculpture, theirs was a version of manhood which was re- 

assimilated into the European mass-consciousness with ease, as it was already an 

ideal that informed European cultural modernity. Already "adventure novels 

praising manly deeds, and paintings of heroic classical gods ... [were] becoming 

increasingly popular" (Mosse, 1996:101 - 102). Throughout history the singularly 

dominant, or hegemonic (Connell, 1995), masculinity can be acknowledged as 

being constantly undermined by a plurality of subversive masculinities. Although, 

in reality, the latter only serve to promote the former35 .

As we are all now immersed within a postmodern condition that is obsessed with 

all things 'retro', nostalgia is constantly used as a means of both deriding and 

bolstering masculinity. Nostalgia is used in order to suggest that the crisis of 

masculinity is ongoing, with the notion that 'real men' belong to the past, and that 

contemporary man is nothing but a flacid excuse for manhood:

As tevas sandals replaced brogues; football jerseys pushed aside Fred Perry 
tennis whites; and creative stubble nudged out the Burma shave, with them 
went a vision of manhood that made women weak for decades' (Powell, 21 st 
August, 1999).

On the other hand, Hunt (1998) argues that nostalgia is also utilised as a means of 

re-writing history in order to support today's hegemonic masculinity:

If the crisis was going on [during the 1970's] - and I agree with Tolson that 
it was - then it was clearly operating through a process of disavowal and 
overcompensation. It is here particularly that we need to pay attention also 
to the place of the 1970s in the 1990s imaginary, because 1970s nostalgia 
creates an impression that this was not yet a crisis in and of representation - 
rather, the decade becomes the point from which the thread of 'real' 
masculinity can be picked up after the consciousness-raising fads of New 
Man (p.57).

celebrated it) such a masculinity involved the embrace of warmongering nationalism and the 
rejection of peace and passivity.
35 The insistence that any dominant grouping within society is dependent upon the existence of 
lesser, dissident collectives is key to the theories of Antonio Gramsci: "Undoubtedly the fact of 
hegemony presupposes that account be taken of the interests and the tendencies of the groups over
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Thus, the 1970's (an era forever associated with 'bra burning', unisex wear, and 

the 'gender-bending' extremes of Glam-rock stars such as David Bowie), is now a 

decade remembered with dewy-eyed fondness as a time when Brut-wearing 'real 

men' (with regards their overt heterosexuality) did, indeed, "splash it all over".

2.3: The crisis and the workplace - fetishisation, the office and old patriarchs 

versus young pretenders

Turning to consider masculinity within the workplace, Roper (1991) insists that 

the Marxist concept of 'alienation' can be found at the root of any masculine 

crisis. It is common at the actual site of production where "alienation entails both 

the creation of increasingly repetitive, meaningless jobs and the symbolic 

appropriation of products by management" (p.191)36 . On the other hand, Roper 

(1991) argues that managers do not share, or sympathise with, the worker's sense 

of detachment from the process of production as they, as managers, not only 

oversee production but also supervise the design, marketing and eventual sale of 

the product itself:

At one remove from the physical work of production, they seek masculinity 
instead from the fruits of manual labour. Control of the manufacturing 
process as a whole enables managers to 'steal' the psychic delights afforded 
byproducts (p. 191).

This is not to claim that managers are unaffected by the crisis: they are simply 

being subjected to its effects in a different way. As alienation is the cause of a 

crisis of masculinity for those at the point of production, alienation (on a more 

obtuse level) has initiated a crisis of masculinity for management also. Their 

experience of alienation is as a result of enforced exclusion from strategic decision 

making, itself a direct consequence, as we will now discuss, of the decline of the 

family-run firm.

36

which hegemony is to be exercised, and that a certain compromise equilibrium should be formed" 
(Gramsci cited in Forgacs, 1988:211).
36 Roper (1991) argues that manual workers have now (arguably) come to terms with the loss of 
ultimate fulfilment brought about by their alienation from the process of production. They have 
achieved this through the self-establishment of masculine workplace cultures within which they are 
able to 're-instate' their masculinity in an extremely boisterous manner.
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Over the past 50 years a shift has taken place within the organisational 

environment, where there has been a rapid decline in the number of family run 

firms, to that extent that the organisational environments of the 1970's and (more 

typically) the 1980's were characterised by take-overs, mergers and the rise of the 

multi-national and trans-national corporation37 . Such a fundamental change 

coincided with a transformation of management, whereby the more experienced 

'hands-on' manager, who had gained thorough product knowledge through a life 

long career within a single organisation, was shunned, in favour of the patronage 

the younger manager who was business-school educated38 . Roper (1991) notes 

that it was the latter "who spurned object-related, experiential knowledge in 

favour of financial expertise" (p. 192). Just as the worker was being distanced from 

the product of his work the rejected traditional manager openly embraced the 

company's commodities in order to find solace within the workplace. It is within 

the confines of the office that such a worshiping of the organisation and its 

products were conducted in an almost secretive manner.

Cocooned within their office, and surrounded by the paraphernalia of the 

company, (company logo, photographs, models, etc.) the manager of old has 

constructed a safe haven within which outdated forms of organisational 

masculinity continue to exist. This is no simple exercise in ostrich-like wallowing 

in the historical marketing success of the company, as "products occupy a special 

place in the managerial psyche because they embody commonality with others, 

proprietorship and fruitful labour" (Roper, 1991:195). What this signifies, of 

course, is an act of self-alienation: an act of exclusion that allows outdated 

products to be cherished (in comparison to modern-day replacement models) as 

superior and the glory days of the family-run firm to be remembered. A time is

37 Rajan (18th December 1999) also asserts that a fundamental transformation of the attitude to 'on- 
the-job training' has also occurred during this period of transition: "Previously, the employer- 
employee relationship was akin to that of parent-child. Employees enjoyed job security, career 
progression and automatic pay rises. Employability sought to promote an adult-adult relationship: 
should an employee forsake these benefits, the corporate human resources department would offer 
training that would stand them in good stead in life after the current job. The aim was to help 
people to develop careers with more than one employer" (Rajan, 18th December 1999:18).
38 As if to demonstrate public opinion (that reveres 'hands-on' management over the university- 
educated variety) Simon Hoggart, in The Guardian, insisted: "Management is seen these days as a 
separate concept which can be plonked on top of any organisation, whether it cures the sick or sells 
office supplies. Therefore managers often have nothing to do with the trade they're managing. 
Instead they are trained in management. This is why someone like Gerald Corbett, who knew about
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recollected when the product was held in esteem as the very embodiment of the 

amassed knowledge of whole generations that had been reverentially passed down 

from father to son. Such a clandestine fetishisation of the organisational past 

betrays the presence of the crises of masculinity and traditional management 

among the confines of the office of the traditional manager.

Another aspect of this fetishisation is that it highlights the relationship between a 

manager's career cycle and the temporal nature of the organisational environment. 

For the traditional manager (during the early years of his career) empowerment 

and a sense of worth and value went hand-in-hand with a reaping of the dividends 

provided by the economic upturns of the 1950's and early-1960's. As his position 

waned, so too did the fortunes of the wider economy. In conjunction with the 

manager's own recognition of the negative connotations of his increasing maturity 

he witnessed a more general social and economic decline throughout the late- 

1970's and 1980's. It was not only this recognition of twinned decline that fuelled 

his perception of an onset of crises, but a growing awareness that he was being 

distanced from senior management and strategic decision-making. A sense that 

patriarchal loyalty was now a thing of the past exacerbated this masculine / 

managerial malaise further:

[There previously existed a] layer of social and symbolic understanding 
between men, a tacit compact undergirding not only male employment but 
the whole connection between men and the public domain. That pact was 
forged through loyalty, through a conviction that a man's "word" meant 
something in a larger society, through a belief that faithfulness, dedication, 
and duty would be rewarded in kind, or at least appreciated in some 
meaningful way - some way that "made you a man." Realizing that loyalty, 
whether to a corporation, an army, or a football team, no longer allowed a 
man to lay claim to male virtue - that it was as likely, in fact, to make him a 
pitiable sap - could be devastating to any man (Faludi, 1999:595).

Whereas beforehand managers were granted by the patriarchal senior management 

board reciprocal rewards (such as promotion and a 'job-for-life') in return for 

loyalty, commitment, etc., following downsizing and delayering there came a 

realisation that career progression was only on offer to the younger, more 

'mobile', new breed. The traditional manager now felt betrayed by the patriarchs.

hotels, catering and oil, came to run Railtrack, with results we now know very well" (Hoggart, 2"
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Faludi (1999) understands this betrayal as the theme that runs through the whole 

crisis of masculinity:

Even such a loss of loyalty, though, was not at the heart of things. Beneath it 
lay an even deeper and more private layer of male betrayal, ... Over and 
over, the break-down of loyalty in the public domain brought my male 
guides face-to-face with the collapse of some personal patrimony. Behind all 
the public double crosses, they sensed, lay their fathers' desertion (Faludi, 
1999:596).

With the onset of the 'merger mania' of the 1960's came a widening 'generational 

divide'. As the older, more practical manager held in distaste the more finance- 

orientated, new-breed of younger managers that were now being welcomed into 

the organisational fold, two managerial camps were deemed to exist. This is a 

central consideration of the work of McDowell and Court (1994). Examining the 

late-1980's / early-1990's world of finance she notes the generational disparity 

between the more aged, wiser, old-school-tie 'patriarchs' and the immature, naive, 

business-school-bred 'young pretenders' or 'princes'. The development of such an 

organisational age-gap has led directly to an overthrow of the traditional male 

order: "What we might term the new City of the last decade or so is dominated by 

an alternative version of masculinity" (McDowell and Court, 1994:736). 

Exhibiting none of the traditional middle-class traits expected of a London 

stockbroker, the young are thought to have infiltrated the City to the detriment of 

the financial sector in general. As one of McDowell's respondents remarked (with 

a mix of both disdain and envy): "They are barrow boys, natural sellers. If they 

weren't selling bonds, they'd be selling fruit and vegetables in the East End" 

(cited in McDowell and Court, 1994:737)39 .

Management in heavy industry attempted to maintain an obvious masculine ethos 

within the workplace. The introduction of information technologies (and the 

associated infiltration of the organisation by the younger managers who operated 

such systems) was an affront to their masculinity and, consequentially, viewed

March 2002:13).
39 It is not only within the financial sector that such a generational divide has occurred, where the 
rise of the younger manager is seen as a threat to the established order, and to the older manager in 
particular. One respondent in Gleeson and Shain's (1999) study of management within Further 
Education remarked: "Personally speaking, I feel extremely vulnerable. The main reason for that is
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these managerial impostors as mere "accountants and salesmen ... as lesser breeds 

of men" (Graham Turner, 1969, cited in Roper, 1991:199). According to the more 

traditional managers the younger generation were to blame for the overall decline 

of organisational standards that had deemed to have occurred. Seen as self- 

centred and self-absorbed, it was felt that these younger managers were now 

rejecting the once sacred managerial ethos of life-long loyalty to a single company 

and snubbing the unspoken consensus of the patronage of only national products. 

Instead, the new breed only saw merit in adopting the more contemporary option 

of fast-tracking their careers through consecutive employment within several 

organisations. Truly postmodern 'company men', they are viewed by the 

traditional manager as both shameful and selfish: "motivated by private gain 

alone, today's managers prostitute themselves. They are loyal to neither nation nor 

'governor'" (Roper, 1991:205).

2.4: The dashing neophiliacs 40 - obsessions with newness, image and style

The new breed of male managers are obsessively concerned with aesthetics, image 

and style above all else41 . These young men are now preoccupied with what once 

was considered solely a 'feminine worry'; the body (in particular, their weight) 

and its adornment (clothing and other accessories) are all of primary concern42. 

This is conceptualised as yet further evidence of the existence of crises of both 

masculinity and management. In today's organisational environment, successful 

management of the body equates with overall potential, dynamism and 

employability. Thus, McDowell asserts that:

I am quite highly paid as a college manager. My job could be done by somebody younger who 
would have a lower salary than me" (p.476).
40 Use of the term 'neophiliacs' (in relation to contemporary management) is appropriated from the 
title of Christopher Brooker's classic text The Neophiliacs: the Revolution in English Life in the 
Fifties and Sixties (1992). In essence, it refers to an absolute obsession with newness that is 
coupled with an abhorrent rejection of the old.
41 An article which encapsulates the contemporary rise of the young, male professional who is 
obsessed with image, style and aesthetics - and hints at 'retro' masculinity as informing today's 
gender identities - is Simon Hinton's Financial Times article on the re-birth of the bachelor pad: 
"[increasingly over the past decade, there has been a cultural shift; men have come to realise that 
having an appreciation for interior design and funky furniture does not detract from their precious 
masculinity ... As a result, the bachelor pad has become a focus for self-expression" (4-5 
September 1999:14). The re-birth of the 1970's-styled bachelor pad, in all it's chest-wig, shag-pile 
glory, is also considered within Anna Murphy's Observer article on retro furnishings and decor (1 st 
February 1998, pp 18-20).
42 (Certain) manager's obsession with the body, clothing, etc., is - as far as this thesis is concerned 
- of such a concern that Chapter 5 is dedicated to this very area of debate.
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In these circumstances, it is individual attributes rather than either the 
possession of credentials or long service in the ranks of bureaucratic 
hierarchies that seem to be valorised ... [where there is a] movement 
towards work as performance, in which individualistic criteria of 
appearance, personality, panache, style, and deliberate self-presentation are 
increasingly emphasised, has begun to undermine the notions of worth and 
achievement (McDowell and Court, 1994:747).

This recent promotion of 'style over content' within the workplace has served to 

only emphasise the more general transition from the hierarchical organisations of 

modernity (solid, hierarchical pyramids) to the postmodern version (flat, distended 

networks). As Scarbrough and Burrell (1996) note, such a promotion of aesthetical 

concerns within typically depth-less organisations only mirror the dominant 

discourse of wider society. They claim that it was the very nature of the political 

climate (from the early 1980's onwards) that actually encouraged such a 

postmodern evolution of both the body and organisation to flourish:

It was the 1980s that proved to be the apotheosis of the managerialist ethic: 
Reagonomics, Thatcherism and the enterprise culture allowed certain kinds 
of managers to cut a heroic dash by posing as the ultimate wealth creators in 
societies obsessed with wealth (Scarbrough and Burrell, 1996:175).

Grey (1999) asserts that there now exists a new managerial type who is highly 

suited to the unstable and unpredictable nature of a postmodern era. This "brash 

(female?) high-flyer, adept with the language of MBA programmes and big-league 

consultants, [can be found] parachuting from one change assignment to the next" 

(Grey, 1999:574). What is extremely relevant about this statement is the emphasis 

that it places upon gender characteristics, suggesting that the postmodern manager 

is adaptable and dynamic, yet (as he is able to draw from a reserve of TQM and 

HRM skills) considered and articulate, a more 'feminine' creation. This very 

suggestion that the new breed is a fusion of stereotypical masculine traits (career- 

minded, headstrong, etc.) with feminine qualities (concern with image - a 

'shallow' preoccupation - itself an embrace of the feminine) that is seen as a 

major signifier that the multiple crises of contemporary man and management 

exist.
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2.5: The managerial divide (senior managers versus those below) and 

bridging the gap (compliance and non-compliance)

Scarbrough and Burrell (1996) argue that polarisation very much characterises 

today's organisational environment. They argue that, increasingly, it is a polarity 

created by constant antagonism between those at the top (senior managers) and 

those at the bottom (line managers). What is crucial to acknowledge is that not all 

managers have 'taken sides', as there are those who have found themselves in- 

between the two opposing groups and attempt to collaborate with both. They are 

the middle managers, and it is these individuals who are attempting to cross the 

chasm. This divide has occurred during a time of organisational change, whereby 

wholesale redundancy and restructuring have added to any sense of crisis by 

creating an unstable (and, more importantly, insecure) organisational arena. 

During such uncertain times managers (in an effort to stabilise their surroundings) 

either willingly embrace change in an enthusiastic manner and adopt and adapt 

accordingly, or rebel, becoming obviously resistant to change.

During a time of structural change within an organisation, according to Gleeson 

and Shain (1999), there will always be those who have no choice but to be subject 

to its effects and who, grudgingly, adopt the new ethos. These they have termed 

the 'unwilling compiler'. As a consequence of either demotion, or having gone 

through the degrading process of having to reapply for their current post, they are 

characterised by their negativity, as change for them is usually "accompanied by a 

reduction in status and pay" (Gleeson and Shain, 1999:480). On the other hand, 

many embrace the new corporate discourse with vigour, seeing such a period of 

transition as a means of achieving promotion or improving their career prospects. 

Gleeson and Shain (1999) argue that such a display of eagerness of (in the case of 

their study) middle managers to adopt a modish culture is the most obvious 

distinguishing feature of 'willing compliance'. This is where the manager openly 

welcomes and embraces (during a time of organisational change) the new order. 

Generally, those who are willing and able to adapt are the young - thus 

exacerbating the generational divide.
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2.6: The crisis of masculinity and today's male middle manager

Before considering the effect of organizational change upon the middle manager, 

it is helpful to re-evaluate certain taken-for-granted notions concerning 

masculinity and management. Certain types and styles of management are seen - 

by many - as superior to others, and this is very often linked to the gender of the 

manager in question or, more significantly, the gendered nature of the preferred 

managerial style. It is common that male managers, and masculine ways of being a 

manager, are most highly prized within the organisational environment. As Grey 

stresses, "[s]ome types of management are constructed as socially and 

economically valuable and these types have (both as a cause and a consequence) 

been undertaken primarily by men" (Grey, 1999:565). In relation to the crisis of 

masculinity (where postmodern notions of fragmentation and multiplicity exist) it 

can be recognised that there exists a league of managerial positions, based 

primarily upon degrees of maleness. 'Real' men / managers are goal-scoring 

within the 'premier division' whereas 'lesser types' are constantly being relegated 

to the lower divisions. This is an organisational reality where "claims about the 

particular type of managing done by particular people have been advanced so as to 

disqualify most from being regarded as real managers" (Grey, 1999:565).

Even as early as the mid- to late-1970's the continued existence of the middle 

manager was, for many, representative of the demise of both British masculinity 

and British management. Alistair Mant in his text The Rise and Fall of the British 

Manager (1977) mourns the loss of pre-1945 enterprising managers (whom he 

terms 'buccaneers') and warns of the rise of the technocratic and bureaucratic. In a 

macho, swaggering manner Mant asserts that during this period (presumably the 

much maligned 1960's onwards) British society had declined to such an extent 

that it had become a culture based upon dependence and (referring to the loss of a 

pioneering spirit) had become "a drawn-in, reflective, unambitious place, revering 

the female gods of existence rather than the masculine gods of action" (p.35). The 

crux of this statement is the suggestion that existence (or inactivity) is the very 

essence of femininity. Those managers that Mant deemed as the most inactive of 

all were those involved in the non-productive world of bureaucracy and 

communication - the middle managers. Grey (1999) insists that it is precisely 

because middle managers have historically performed a communicative role that
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they are derided as the most feminine of managerial types, "[as] their role may be 

a more communicative one, in which networking, relationship-building and 

consensus-building are key skills ... is often referred to as the 'feminization' of 

management' (Grey, 1999:570).

Grey (1999) argues that the whole spectrum of discourses that operate within the 

world of business and organisations tend either to disregard managers altogether 

or "attack them as the source of corporate ills" (p.573). In an effort to locate not 

merely an organisational but a societal scapegoat, public attention focused upon 

the activities of middle management. Managers who were increasingly labelled as 

administrative dinosaurs because primarily their role "was no longer simply to run 

things properly, but to maintain full employment in an overblown, overproducing, 

overconsuming world" (Mant, 1977:52). Mant rather prophetically warned that 

such an increase of public opinion that began to view middle managers as such a 

scapegoat would soon result in a call for bloodletting. It should come as no 

surprise that middle managers were soon to become the first casualties of the twin 

1980's trends of de-layering and down-sizing. In the new era that followed, 

middle managers were viewed as representing what was old and retrograde as 

opposed to what is new and contemporary. As Scarbrough and Burrell (1996) 

highlight:

No longer are middle management seen as the solution to organizational 
problems. Instead, the perception of them as the problem grows. They are 
costly, resistant to change, a block to communication both upwards and 
downwards. They consistently underperform; they spend their time openly 
politiking rather than in constructive problem solving. They are reactionary, 
undertrained and regularly fail to act as entrepreneurs (p. 178).

CONCLUSION

Without doubt there exists a considerable amount of literature which addresses 

both the fundamental changes affecting men and managers during the late 

twentieth century and early twenty-first century. It is (generally) agreed that men 

and, more importantly, masculinity have gone through a transition over the past 

fifty years, which has left the modern man in a state of uncertainty and subjective 

turmoil. With regard to management the literature is less unequivocal. Some argue
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that management (and middle management in particular) in the era of leaner, 

flatter organisations has 'had their day'. Others claim that they (especially middle 

managers in their position as intermediaries between strategy and action) are 

highly adaptable individuals who are, paradoxically, the actual instigators of 

change within the organisational environment due to their unshackled position at 

neither the top nor the bottom of a managerial hierarchy. This should be seen, in 

my opinion, as the main problem with the literature. There are many accounts of 

the invalid nature of contemporary management but there is, in reality, very little 

empirical proof that management itself is a redundant organisational form. In other 

words, although "there exists a substantial literature concerned with the reasons 

for the development of management, there is, as yet, very little published 

reflection on its 'demise'" (Grey, 1999:572). That stated, following a combined 

consideration of the debates surrounding the crisis of masculinity and the literature 

that attempts to analyse the fundamental issues confronting managers, it is clear 

that what connects the two is a shared sense of uncertainty and instability. As 

Scarbrough and Burrell (1996) claim:

[E]ven in the home of the industrial revolution, management's social 
position has frequently been insecure and uncertain. Tracing the ideological 
debates around management shows that a major source of this insecurity has 
been a periodized series of assaults upon management's raison d'etre 
(p. 176).

The crises of masculinity and management can be viewed as a type of workplace 

alienation in the form of a distanciation from senior management. The crises can 

also be recognised as - following patriarchal rejection - that a reclusive, inward- 

looking manager now exits. A manager that both nostalgically fetishises the 

company of old and its outdated products. What has only served to emphasise 

such a feeling of alienation is the realisation of a growing age difference between 

them (as the older, more traditional, manager) and those younger, up-and-coming, 

brash and flamboyant new managerial types. Ironically, the 'young pretenders' are, 

by their very nature, actually victims of the crises that they have helped instigate 

as they are, in opposition to the 'old patriarchs', forever conscious of their 

outward appearance. A growing generational divide has rent apart any notion that 

managers can any longer be viewed as a homogenous grouping. Instead a 

polarised organisational landscape is deemed to exist, within which overtly
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masculine forms of management attempt to exist alongside 'softer', more 

feminine, styles.

Chapter 2 then, examined the acknowledged linkages between the contemporary 

(or, rather, post-war) 'crisis of masculinity' and the current plight and imminent 

future of middle managers within today's organisational environment. Focusing 

upon the so-called traditional manager (with their propensity to 'fetishise' the 

products of their company within the safe confines of their office) and the more 

contemporary manager (who, as if by way of contrast, is preoccupied with both 

bodily 'image' and the measured 'aesthetics' of their workplace surroundings) it 

can - in addition - be appreciated that both share a commonality: a concern with 

personal space. Chapter 3: We Are Family? - Space, Work and Home takes up, 

and expands upon, this preoccupation with space. Central to this discussion 

surrounding the spatial context of the middle manager is a consideration of how 

those within an organisation actually utilise space in order to: firstly, purposefully 

control both those inside (its employees) and those outside (the public) of the 

organisation; and, secondly, attempt to self-regulate their working lives through 

regulation of their immediate organisational setting - i.e. through careful ordering 

lay-out of their office, etc.
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CHAPTER 3: WE ARE FAMILY? - SPACE, WORK AND

HOME

INTRODUCTION

This chapter will be concerned with the interrelation between the (once) clearly 

defined, but (still) separate, spheres of work and home. After an examination of 

the domestic sphere as both a (male ) managerial 'back region', and as a feminine 

place of incarceration, there will then be a consideration of the notion that a single 

societal sphere now exists; a sphere where work and 'free-time' are 

indistinguishable from one another, where the boundaries between the workplace 

and home have been eradicated to the extent where we can no longer talk of 'the 

organisation' or 'the family' in isolation, but the organisation as an 'alternative 

family'.

3.1: Gender, space and a polysystem of spheres

When analysing space in relation to organisations, it is essential to be constantly 

aware of the gendered nature of space. It must be stressed that it is incorrect to 

conceive of space as essentially masculine or feminine. More correctly, for 

Massey, any analysis of space is to talk of space as a dichotomous entity in order 

to underline both the "masculinity and femininity of the sexist society in which we 

live" (Massey, 1994:259). Before undertaking any study of gender and space it is 

crucial to acknowledge the segmented nature of society. In other words, social 

space is fractured and divided up along lines of gender. Furthermore, such a 

fissured social should be viewed not as isolated, amorphous voids, but as an 

interrelated (and intersecting) polysystem of occupied spheres.

According to Fornas (1995) social spheres are institutional frameworks within 

which all individuals are enclosed, acting as a spherical prism by refracting social 

life and ordering and structuring all that falls within. Crucially, these spheres 

possess centres where the decision of who should be inside, or outside, is made. 

As Fornas explains, the multitude of spheres that exist within society intersect 

each other on an infinite level of planes and, thus, individuals are able to move
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from one sphere into the next (from the family, through to work, into leisure and 

so on), along the way navigating sphere-distinct rule-systems. The ability to move 

with relative ease from sphere to sphere masks the antagonism to be found at the 

point at which one sphere touches, or more correctly, merges into another. As 

such, "each human being lives in a crossfire of contradictory sphere-related 

discourses, but can in favourable conditions manoeuvre within and between them" 

(Fornas, 1995:50).

This polysystem of spheres is split along a major axis, more commonly known as 

the public / private divide, whereby there are obvious distinctions between those 

spheres that make up 'the public' and those of which 'the private' is comprised. 

According to Jurgen Habermas (1974), what is essential to remember is that the 

public sphere is "a realm of our social life in which something approaching public 

opinion can be formed ... [and, as such a]ccess is guaranteed to all citizens" 

(1974:49)43 . In opposition to this, is an understanding of the private sphere as a 

space in which personal opinion holds sway and access is restricted to a minority. 

Spheres can exist within spheres, generating friction as conflicting power-relations 

vie for dominance. Within the public sphere (the sphere) exist organisations 

(spheres within the sphere) which, in turn, contain within many other smaller, self- 

contained spheres (for example, trade unions, management, employees, workplace 

cultures, etc.). As such, Parker (1997) claims that organisations, by their very 

nature, "are always sites of labouring over divisions" (p. 134).

3.2: Compartmentalised panopticons - regions, the office, surveillance and 

resistance

This notion that the social sphere is made up of smaller spheres echoes Goffman's 

(1959) understanding of space as 'front' and 'back' 'regions'. Goffman, 

introducing the concept of dramaturgy (where all are considered to be actors 

constantly observed by an audience in a social world as theatre) insists that 

'regions' are as important as those who 'act' within them. Goffman further 

divided such regions into sub-spaces of 'front' and 'back' regions that can be

43 Not all citizens possess equal access into the public sphere, as men and women are locked in 
struggle for an equal footing, and space, as a result, is a much contested social and cultural 
commodity that, once gained, allows participation within the sphere's activities.
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conceived of as interrelated zones of power. Organisational individuals, as pawns 

within hierarchical power struggles, are subjected to both the positive and 

negative effects of power (and power negation) when enclosed within a front and / 

or back area. For example, whilst managers will operate from within the safe 

confines of their own private office (the back region) subordinates will exist 

within the more public, more exposed, therefore more scrutinised, office-floor (the 

front region). Despite the positive dimensions to privacy within the managerial 

office, alienation is a likely consequence of such isolation from others44. On the 

other hand, within the more shared, more visible, open-plan offices subordinates 

tend to gain strength through association45 .

Recognising the transition from an era where barbaric punishment was replaced by 

incarceration, Foucault (1977) cited the development of 'panopticism' as 

symptomatic of the birth of surveillance orientated societies, and acknowledges 

the unique design of Jeremy Bentham's Panopticon (a circular prison consisting of 

an outer wall of cells watched over by guards housed in a central pillar) as pivotal 

in the inauguration of this epoch. Foucault stresses that in the contemporary world 

where wholesale monitoring is commonplace the Panopticon's design legacy can 

be perceived of everywhere and, thereby, emphasises the disciplinary nature of the 

social sphere. According to Foucault, all individuals are reduced to 'docile bodies' 

by an objectifying process of panoptical observation, being subjected daily to 

'normalizing judgement' (the point at which norms are imbued and deviance made 

public and ridiculed). Key to this process is the compartmentalising of space, with 

each social cell (within another social cell) under supervision. For instance, within 

the organisational workplace, offices, corridors, canteens, and so on, can all be 

thought of as surveilled cells within cells.

44 The office as a site of self-imposed managerial alienation is previously discussed (in relation to 

the crises of masculinity and management) within 2.3.
45 Melissa Katsoulis in The Times (24th April 2002) even highlights the notion that, in today's 
society, individuals are instilled with a sense of safety within the office workplace (as an indirect 
consequence of monitoring methods): "Unlike on the streets, when there is never a rozzer around 
when you need one, I know that I am never far from a burly security guard who is undoubtedly, as I 
write, observing my every move via his network of pervcams. Safe in the knowledge that I can pick 
up the phone and summon some uniformed muscle quicker than you can say "which emergency 
service will you be requiring madam?", I rest easy in my swivel chair" (Katsoulis, 24th April 

2002:6).
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The notion of the office as a site under constant surveillance is, increasingly, an 

accepted one, with the centrality of information technologies within this scheme 

particularly significant. As an increasing number of individuals within 

organisations are offered access to mobile phones, pagers and e-mail, surveillance 

is deemed to be infiltrating the workplace at a previously unprecedented rate46 . A 

correspondent for The Times, Guy Walters (28th April 2001) reported that of most 

concern within today's workplace is the increase in surveillance technology and 

techniques. More particularly, it is the very methods of monitoring employed that 

worryingly impinge on the most basic of employment legislation and civil 

liberties, as "increasingly, bosses are monitoring the minutes workers spend on 

their lunch breaks or even going to the lavatory" (Walters, 28th April 2001:24). 

Illustrating such a trend in employee surveillance one of Collinson and 

Collinson's managerial respondents (with reference to mobile phones and pagers) 

muttered in exasperation: "I never thought there would come a time when my boss 

would expect to talk to me when I was on the toilet" (1997:389).

Furthermore, Collinson and Collinson insist that during any scenario where a 

potential breach of security may occur (such as the implementation of a 

downsizing or delayering programme) a penitentiary-style re-instatement of order 

is imposed upon the workplace. In their study of the reorganisation of a UK 

insurance company during the early 1990's, they graphically recount one 

manager's experience of the suddenness with which an organisational total-regime 

can reassert itself. On the morning of the announcement of imminent 

restructuring, redundancies, etc., the tension within the organisation's offices was 

palpable, as all calls had been stopped, and the work-stations were ominously 

silent:

Aware that 'something was happening', they became increasingly tense and 
nervous. Occasionally a telephone on someone's desk would ring and they 
would be told to go to their manager's office. They had received 'the Call'. 
These employees were not allowed to return to their desks (which had been

46 Simpson (1999) asserts that with the move from bureaucratic (human supervision) to technical / 
electronic (computerised) monitoring of the workplace, surveillance is now at its most total. For, 
"[surveillance and supervision are no longer encased in a supervisory level performed by staff, but 
are now implemented by computer programs that direct and keep track of virtually everything 

workers do or fail to do" (Simpson, 1999:69).

63



cleared by a manager) and were immediately escorted off the company 
premises (Collinson and Collinson, 1997:387).

As this extract suggests, even the most innocent of organisational surroundings 

can be transformed in such circumstances, into a public kangaroo-court of trial, 

brief incarceration and swift and bloody justice as a result of surveillance-derived 

evidence.

It is perhaps helpful, at this juncture, to acknowledge the importance of 

organisational sites, in particular the way in which company buildings (with 

regards to foyers, corridors, offices, canteens, etc. and their decor, layout, and so 

on), serve to embody corporate / patriarchal discourse:

Buildings themselves are powerful symbolic structures, the values of the 
organization man are all too obvious in the massivity of the office 
skyscraper with senior management in the penthouse suite (Burrell and 
Hearn, cited in Heam et al 1989).

Great consideration must also be given to the ways in which the structural 

aesthetics of an organisation aid an imposition of dominance over employees. 

Hearn (1992), emphasising the totalising nature of the workplace, insists that 

within such oppressive structures, "[organizations and psyches interact in 

doomed dynamism" (Hearn, 1992:207). For Goffman (1959) the built 

environment clearly affects the actions and attitudes of those within, and offers the 

possibility of valuable insights for those studying institutional influence and 

human behaviour:

One of the most interesting times to observe impression management is the 
moment when a performer leaves the back region and enters the place where 
the audience is to be found, or when he returns therefrom, for at these 
moments one can detect a wonderful putting on and taking off of character 
(Goffman, 1959:123).

Organisations, in an effort to control the workforce, attempt to alter and order 

employee surroundings accordingly. Bureaucratic forms attempt the eradication of 

'territory' (and with it, 'individuality') through the move towards an increase in 

shared workspace. For Handy (28 th April 2001) this not only conserves space but 

acts as a cost cutting measure:
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"And while we are at it," the organizations say, "let us take away those 
private cells they call their offices." After all, those rooms are hard physical 
assets, rare things in these days of the knowledge economy and the 
information age, and assets are expensive ... It is much cheaper to give 
everyone a "hot desk", meaning a chance of finding a spare desktop 
somewhere with plugs to connect up your phone and computer (Handy, 28th 
April 2001:14).

A Freudian reading of Handy's words ("let us take away those ... hard physical 

assets") suggests the denial of (male) workers / managers their private space is a 

demasculating move that propagates a workforce of organisational eunuchs. As 

Deal and Kennedy (2000) admit a company's obsession with spatial control even 

extends to the maintenance of 'informal' spaces; a manipulation of which reaps 

dividends for morale, motivation and productivity:

The real work of companies gets done around watercoolers, in kitchens 
equipped with coffee machines, in informal meeting rooms, or in locker 
rooms ... Nice spots encourage staff to congregate, exchange views 
informally, and form work-related friendships (Deal and Kennedy, 
2000:276).

It should also be recognised that workplace surveillance usually operates on a far 

more banal level, as the office is also a site where multiple-point, ever-present 

monitoring from peers aids the reproduction of a 'long-hours culture' that, in turn, 

initiates individual acts of 'compliance' and 'non-compliance' 47 . In this context, 

power struggles can no longer be conceived of as merely a manifestation of 

negative organisational dynamics but, instead, as an instigator of employee 

activism. For as Foucault insists, not only are individuals subjected to the effects 

of power, but are "the vehicles of power, not its point of application" (Foucault, 

cited in Merquior, 1991:113).

Collinson and Collinson note that both an adherence and resistance to the long- 

hours culture was split along generational lines, with junior managers more likely 

to be disapproving of working in an organisational environment in which the long- 

hours culture ruled supreme. In short, Collinson and Collinson stated that "time-

47 'Compliance' and 'non-compliance', according to Gleeson and Shain (1999), is the level to 
which it can be deemed that an individual has adopted, or rejected, the dominant discourse of the 

organisation.
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space surveillance and the increasingly competitive managerial culture appeared to 

be reinforcing divisions between junior and senior managers" (1997:394), with 

some junior managers adopting oppositional work patterns primarily in order to 

prioritise their private lives48 . Such opposition can be understood as a form of 

protest against the dominant discourse. One junior male manager explained that 

his own form of resistance involved an earlier start (which, naturally, was ignored 

by his peers) but also an earlier finish (which they used as pro-discursive 

ammunition):

Preferring to start at 7.45 a.m. and to leave at 5.30 p.m., he had experienced 
the disciplinary sarcasm of (male) colleagues. His work schedule was not 
only compatible with domestic responsibilities, but, in his view, was also 
more productive because there were fewer office distractions early in the 
morning. However, evening work for managers had now become so 
pervasive that his departure was quickly noticed by many lateworking 
colleagues, as he explained: Every evening I get comments like "set your 
watches everyone, Dean's leaving" and "we'll book you in for a half day's 
holiday". It seems someone always draws attention to the fact. Nobody 
acknowledges that I am in before everyone else. You see the boss always 
leaves late so everyone else does too (Collinson and Collinson, 1997:394)49 .

Collinson and Collinson discovered a multitude of coping strategies that were 

undertaken by certain individuals in order to counteract further the dominant 

organisational culture of presenteeism. One such ploy was simply to fake one's 

visibility, pretending to be present even whilst home. This was often achieved in 

true dramaturgical style by utilising certain 'props' such as clothing. Collinson and 

Collinson describe how one manager would deliberately bring two jackets to the 

office, "one that he wore and the other that he left on the back of his chair when he 

wanted to convey the impression that he was still at work" (Collinson and

48 If such a manager did indeed refuse to adopt the dominant 'macho' discourse of 'presenteeism', 
then they were deemed, by their peers, to be somewhat lacking. Such a lacking was thought to be 
both physical (with regards to a deficiency of stamina, endurance, ability, etc.) and organisational 
(unable to motivate staff through continues presence, a perceived reduction in commitment due to 
prioritising of life outside work, and so on). Exorcising the organisation of a long-hours culture is 
nigh-on impossible. Louise Adamson (1 st December 2001), reporting on a Devon factory that 
attempted (as an exercise) to restrict their staff to working their contracted hours for one week, 
commented: "As the week progressed, staff found it hard to cope with the pressure of leaving work 
undone. They felt that they were letting people down, and worried on the effect on the business" 

(Adamson, 1 s'December 2001:2).
49 This particular act of resistance to presenteeism (and peer reaction to its rebuff) demonstrates 
how public ridicule within the organisational environment is utilised as a means of dealing with 
'subversive' acts / individuals. In other words, 'banter' helps to reinstate organisational / 
patriarchal hegemony when it is perceived that such a status quo is being challenged (see Chapter 

6 - particularly 6.3).
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Collinson, 1997:396). Even those who did not share workspace, but possessed 

their own back region in the form of their own office, still felt compelled to 

develop a coping strategy in order to dispel any accusations that they were not 

adhering to the long-hours culture. For another ruse being for them "to leave their 

office door open with both the light and the computer switched on after they had 

left for the day" (Collinson and Collinson, 1997:396)50.

3.3: Home - the most precious of male back regions or a cell of female 

incarceration?

Following the development of industrial capitalism (in which a separation of work 

and home was required in order that production was increased through the 

introduction of constantly supervised production) the family and home became, 

for men, a parallel universe to their working existence. Similarly, bureaucracies 

also required that the 'rational' confines of the office be separated from the 

'emotional' influence of home so that an objective (and, thus, impersonal) 

organisation could function effectively. Capitalist societies have historically been 

characterised by the separation of the private spheres of home, family and leisure 

from the more public arena of work. With work and home being once quite clearly 

defined separate spheres, the changing nature of work (with its onus on an 

embrace of the long-hours culture, and advances in Information Technologies 

such as e-mail) has played a significant role with regards the eradication of the 

divisions between the two51 . Hilpern (28th April 2001) warns that the distinction 

has been eroded to the extent that work now seeps into the home, and vice versa. 

On a temporal level, the 'working day' (Monday to Friday, 9-5), once taken for 

granted, is now no longer respected. Increasingly, even weekends and public

50 Such examples of counter-hegemony within the organisational environment demonstrate that 
resistance is inherent to all spheres in which power is being exerted upon individuals. As, 
according to Foucault, power not only travels in a bi-polar manner (from the top of a hierarchy to 
the bottom), power is generated from a multitude of sources and then projects in a range of 
directions. In a more engulfing spread, "power is employed and exercised through a net-like 
organisation" (Foucault, 1980, cited in, Reed, 1998:196). In turn, resistance to that power is not 
simply a balanced 'push-against-the-pull' but in many cases (such as with the 'ever-present jacket' 
and the 'always-on office light') it is, as far as the hegemony is concerned, a constant, nagging 

irritant.
51 Sadie. Plant, in The Sunday Times (5th May 2002), comments on how the mobile phone has 
revolutionised contemporary life, whilst hinting at the breakdown of the barriers between the 
public and private spheres: "Mobiles have changed the parameters of public space, too, blurring 
the edges of the private world. Visible and audible to all, their usage has rewritten many social 

rules about where, when and what one should communicate" (Plant, 5 th May 2002:9).
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holidays are perceived of less and less as sacred respites from the daily grind. 

James Reed (the chief executive of Reed Personnel Services) states that "we have 

noticed an increase in what we call 'grey time', which involves huge numbers of 

people e-mailing colleagues over the weekend ... [as v]ery often, people do it 

without even thinking about it as work" (Reed, cited in Hilpern, 28th April 

2001:24).

In what Goddard (2001) terms 'Out-Time', organisations are benefiting from 

employees (and, in particular, managers) conducting what could be classified as 

'work' whilst not actually engaging in a work-related task per se, (for example, 

chatting about work during a lunch-break). According to Goddard, organisational 

Out-Time saturates our free time incessantly, often without realisation, as the 

moment that it occurs "may be the commute to or from work, time at home, awake 

or asleep" (Goddard, 2001:20). Over the past twenty years organisational intrusion 

into employees' free-time (and, of course, back regions) has been invited by the 

welcoming into the home of Information Technologies. If managers are now on 

line at home, then they are wiring themselves into a relentless system that has no 

concern for their biological limitations. Indeed, the temporal limits of the human 

body prove themselves, time and time again, to be inadequate to meet such a 24- 

hour, company commitment. As Moore-Ede (1993) insists:

This constant hive of activity is reinforced by the fact that the technology of 
our society, the machines and equipment, are designed to run continuously 
without concern for night or day ... All this might be fine if the human body 
were infinitely adaptable. But our patterns of sleep and wake, of digestion 
and metabolism, are governed by internal biological clocks, elegantly tuned 
to the patterns - of dawn and dusk, night and day - of a simpler era 

(1993:8)52 .

Many critics are now concerned that the home is no longer an escape from the 

workplace as, in many respects, the home is now merely one facet of the public 

sphere53 . Whereas previously, many cherished the beneficial cosseting nature of 

the domestic sphere that protected the family from the social, economic and

52 1 would suggest that if William H. Whyte's The Organization Man (1965) was to be published 
for the first time now, it would be insightful to prefix "Organization" with the more accurate "24- 

hour".
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cultural turmoil of the outside world it now offers little or no protection. That is 

not to ignore the comfort that home can still provide, if only individuals are aware 

of the dangers of an increasing work / public encroachment of the home54. In order 

better to appreciate the domestic sphere as a place of serenity in which many are 

able to escape from the pressures of the workplace, perhaps an acknowledgement 

of what Goffman (1959) claims is the true characteristic of a back region is 

advantageous. A back region is a place "where the performer can reliably expect 

that no member of the audience will intrude" (Goffman, 1959:116).

Any discussion which considers masculinity and the workplace (and describes the 

home as a place where the male 'breadwinner' puts his feet up and enjoys his 

leisure-time) fails to take into account the feminist literature on the patriarchal 

construction of the home as a carceral sphere. As well as being a site of male 'rest 

and recuperation', the home is where "domestic work often constitutes unfree time 

and space for women" (Collinson and Collinson, 1997:384). Feminist writing 

describes, at length, how the simultaneous construction of the capitalist public 

sphere of work (a man's domain) and the private sphere of home (again, a man's 

domain, but where women are encouraged to stay) provided patriarchy with an 

interrelated means of female domination. As women were no longer central to the 

processes of production (with work being no longer positioned within 'their' 

sphere, the home) they were the victims of public patriarchy, whereby they found 

themselves being denied access to (what had become) a 'man's world'. 

Additionally, this period of transition (from small-scale to mass production) also 

ensured the incarceration of the woman within the home. Reduced to the position 

of a social accessory ("the wife") she found herself reliant, both emotionally and 

financially, upon just one man ("the husband"). This incarceration and 

dependency was conceptualised as 'private patriarchy'.

53 With the availability of access to the Internet, the rise of digital 'interactive' television, and the 
growth in 1 popularity of such audience-parcipitative series such as Big Brother, quite clearly, the 
public is private and the private is public.
54 David Harvey (1990) insists that the contemporary significance of home-life, the family and 
leisure-time (and the sense of emotional security and stability that they afford) should not be 
dismissed. He claims that such an appreciation should, in reality, be in ascendancy. Due to the 
turbulence and impermanence which individuals are subjected to within the workplace and the 
remainder of the public sphere, individuals should realise that the home can still provide "secure 
moorings in a shifting world" (Harvey, 1990, cited in Collinson and Collinson, 1997:382).
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Meanwhile, men proved themselves capable of not only consolidating their 

dominant position within the workplace, but also increasingly attempting to 

distance themselves from the emotional constraints of the family by placing a 

greater emphasis upon their role as the 'breadwinner' 55 . According to Hearn 

(1992) this emotional divide has been exacerbated by post-war social and 

economic developments, where even the growth of such a benign phenomenon as 

the mass, white-collar, daily commute serves simultaneously to emphasise male 

purpose and female exclusion / incarceration56 . In an era where both society and 

social relations are increasingly established and reproduced through access to, and 

use of, Information Technologies, there is growing danger that the home and those 

that remain trapped within it (i.e. women, the elderly, the unemployed) are all in 

danger of being resigned to the periphery of a new social order. As Castells (1996) 

warns, globalisation by its very nature tends to bypass such unfortunate 

individuals who find themselves to be the static flotsam and jetsam at a time when 

others are swept along by more inclusive 'informational flows':

55 The notion of the 'breadwinner', with regards the working-classes, conveniently justifies the 

public / private divide. It supports the notion that the man (due to his masculine ability to 'work 

hard') should be employed (and not unemployed) and that his wife (due to her feminine proclivity 

for 'caring') should remain at home to cook, clean and concern herself with childcare. Whereas, 

there is evidence to suggest that the wife of the middle-class, professional male exists within a far 

more egalitarian sphere, where part-time (and, even, full-time work) is an option and house-hold 

chores are more likely to be shared. Although, it is well recorded that many white-collar workers 

credit career success to their wives having provided them with all the comforts and security of 

domesticity. Thatcherism, the triumph of the white-collar worker, was based upon a re- 

establishment of the clear divide between the public and private spheres "in which bourgeois men 

displayed their talents in the freewheeling arena of industry and commerce, and bourgeois women 

presided over the home as guardians of the nation's morality" (Kent, 1999:349). Moves towards 

bridging the work / home divide, in relation to gender equality have, of course, come up against a 

patriarchal backlash. Patrick Collinson, reporting in The Guardian (2nd June 2001) on the 
introduction of paid paternity leave notes: "Much of the drive for family-friendly parental leave 

policies cqmes up against opposition from employers, with many businesses arguing that there is 

no case for men being paid to stay away from the office" (Collinson, 2n June 2001:2).
56 With the act of commuting the business-man, intentionally or not, succeeds in spatially and 

temporally distancing himself from home and family, further isolating his wife in the process. 

Setting of, say, at 7 a.m. and not arriving back home until, perhaps, 9 p.m. means that 'the office' 

is, in many respects, 'a million miles from home'. Watterson (1992) hilariously captured the 

essence of such a dileberate 'distance' between work and home within the 'Calvin and Hobbes' 

cartoon strip entitled "another day, another dollar..." (p. 18) (See Fig. 1).
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Fig. 1: Calvin andHobbes, "another day, another dollar ..." (Watterson, 1992:18). 

The deliberate, patriarchally-reproduced, work / home divide is made hilariously 

obvious.
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The social construction of new dominant forms of space and time develops a
meta-network that switches off nonessential functions, subordinates social
groups, and devalued territories. By so doing, infinite social distance is
created
between this meta-network and most individuals, activities, and locales
around the world (1996:477)57 .

3.4: Juggling the spheres - free-time, work and home

Foucault is regarded as guilty of generalising the notion of discipline, and is seen 

as rather unsuccessfully attempting to impose the 'total' institutional framework 

of prisons upon less rigid organisational regimes (such as the workplace). Many 

argue that power and control within organisations are employed in a far more 

subtle manner than Foucault suggests, and are "limited and based on attempts to 

produce collaboration and coordination rather than on the coercive, tight control 

of the 'total institution'" (Collinson and Collinson, 1997:383). Burrell (1988) 

counters this by insisting that far from merely dominating employees within the 

workplace, organisations increasingly impinge on the so-called 'free-time' of the 

individual. A perception of a certain amount of control over 'free-time' suggests 

to individuals that they are in command of their day-to-day lives. Individuals, 

then, agree to the disciplinary nature of work, as long as they understand 

themselves to be free from constant monitoring during free-time at work (during 

coffee-breaks, lunch, etc.) and after (when home). Furthermore, workers' ability to 

maintain back regions, where free-time is extracted from 'company time' (the 

latter, supposedly under total control) is the employee's curbed reparation in their 

futile struggle for command of the workplace58 .

Burrell further argues that although individuals are, in reality, unshackled citizens 

far from locked within total institutions, individuals are subjected to a totalising 

work / home regime, where "the institutional organization of our lives is total" 

(Burrell, 1988:232, cited in, Collinson and Collinson, 1997:383). For example,

57 Castells (1996), of course, primarily imagines such globally-isolated "territories" and "locales" 
to be peripheral, third-world countries. I would insist that such an conceptual framework could be 

equally applied to the. home and other 'information poor' spheres.
58 According to Goffman (1959) control over backstage areas is the means by which many 
individuals "attempt to buffer themselves from the deterministic demands that surround them" 

(Goffman, 1959:116).
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Grey insists that an individuals' obsession with an organisational 'career' links 

work and home, past, present and future through the self, thus creating a single 

public-private sphere in which all of life (both inside and outside of the 

workplace) is subsumed by the all-important concern of 'getting on'. What is 

innocently thought of as a 'career' is thus transformed into a far more ominous 

"organising principle of existence" (Grey, 1994:492, cited in, Collinson and 

Collinson, 1997:383), where friends merely become 'contacts' and life itself is 

relegated to the instrumental level of 'networking'. This is the moment at which a 

'free' existence is determined by external (organisational) pressures to conform, 

contribute and commit.

In the present climate of presenteeism, it is generally assumed that the more hours 

an individual spends at work, the greater is their devotion and commitment to the 

company. A man who spends all his waking hours at work, and returns home to 

his wife and children merely to sleep and eat, is displaying an attachment to his 

place of work that underlines his non-committal attitude to housework, childcare, 

etc. The rise of presenteeism has served to widen the gap between work and home, 

creating a void (within the consciousness of the employee) in which the two 

spheres contest each other for prioritised attention. Such a subjective conflict of 

loyalty results in the development of an individual whose (schizophrenic) lifestyle 

is a compromised attempt to balance workplace duties with relationships with 

family and friends. As Fornas (1995) asserts:

The borders between such spheres give rise to conflicts, in a play between 
power and resistance. The demands and rules of different spheres collide, 
strategies confront each other, polarities of dominance and opposition are 
continuously reshaped in new contexts (Fornas, 1995: 48-49).

The point at which the public sphere (the workplace) and the private sphere (the 

home) begin to diverge (i.e. the employee's consciousness) certain 'operational 

difficulties' (with regards both public and private role and functions) are 

highlighted. Such a possible 'crisis of commitment' is both pre-empted and 

continuously tested by senior management. For example, Collinson and Collinson 

note that, in their study a new CEO (during his inaugural speech to amassed senior 

managers) stressed that adherence to the long-hours culture was now deemed
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essential to continued organisational success. As a consequence, he insisted that 

every manager must now be prepared to abandon his or her family in favour of 

sacrificing more and more free-time for the good of the company. Quite simply, he 

prophesised that, with longer working hours the norm, "he did not expect any 

managers to 'arrive home in time to bath the baby'" (1992, cited in, Collinson and 

Collinson, 1997:388). Collinson and Collinson also note that two male managers 

they interviewed claimed that on the morning of their holiday their respective line- 

managers telephoned them, stating that they were needed at work and that, as 

such, they should cancel their holidays. Upon arriving at work, both were 

astonished to discover that no emergency had occurred and, thus, they were not 

really required to be at work at all. These managers truly believed that these 

attempts to interrupt their holidays were tests of "their willingness to prioritize the 

organization above and beyond personal and family interests" (Collinson and 

Collinson, 1997:389).

The journal Management Today published findings of a survey that investigated 

the general attitudes of top managers, noting that "the crucial feature that emerges 

is that even among employees who are generally satisfied, getting the work / life 

balance right is a constant problem" (Davis, 1999:52). Regarding the problematic 

balancing of home and work, it seems that managers are their own worst enemy. 

One female manager proudly exclaimed that her work took precedence over 

personal concerns, and that she had "no plans to start a family in the future", 

acknowledging that she was "too selfish to bring up children" (cited in Davis, 

1999:53). Another manager openly stated that he "squeezes his personal life in 

around long hours" and "admits that his family is very flexible" (cited in Davis, 

1999:50). From such comments it can be appreciated that the home / work divide 

is exacerbated by managers adopting a "selfish" attitude to all but work, and that it 

is perpetuated by families allowing themselves to become "flexible".

If many (men) are prepared to work in an environment which is heavily monitored 

and work long hours at the expense of surrendering family attachments, a 

consideration of the reasons why they are willing do this is essential. Perhaps in 

contemplation of this, Handy (28th April 2001) likens male association within the 

organisation as similar to 'team spirit' within sport:
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Work and sport are the two things that pull people together. They each give 
their members a common focus, even a cause, along with a set of rules, clear 
lines of command and a way of measuring success. It is all so different from 
and, frankly, often so much easier than the confusing complex world of the 
family back home (Handy, 28th April 2001:14-15).

In relation to the home / work divide, it is Handy's final few words that are of 

most interest. His illuminating insistence that the workplace is a far easier terrain 

to manoeuvre upon than the domestic landscape perhaps explains why the divide 

really exists. Despite being able to operate in a technical and demanding role and 

work, for many organisational men (for it is men that Handy, in reality, is referring 

to) home is an unfathomable and bewildering sphere. As Straw (6th February 

2000) explains, it may be acknowledged that tasks undertaken at work are often of 

a more skilful manner, but everyday family chores (that require an emotional 

underpinning) are beyond them. As Straw succinctly argues, "[accounting is more 

complex than washing up, but teaching a child to wash up can be more complex 

than teaching accounting" (p.5).

For Handy, this mutual inter-dependent relationship between men and 

organisations has not only prolonged the life of the workplace (and, in particular, 

the on-going validity of 'the office') but has also ensured that the majority of men 

have yet to become incarcerated within the home as women already have. It is 

perhaps such a fear that has delayed the onset of 'home-working', prompting 

Handy to ask: "Is that why we have been so slow to move towards Bill Gates's 

prediction of a homeworker society? Is the office a welcome escape from the 

home?" (Handy, 28th April 2001:14)59 .

59 Understanding the home sphere as a "less-than-clear-cut world" in which men feel awkward and 
uncomfortable is to put forward a belief that it is a space in which women are comfortable, 
competent, even dominant. From this assumption can we further argue that, although women are, 
without doubt, confronted by private patriarchy at home they exist in a sphere which is, rather 
perversely, both incarcerating and liberating. Could it even be argued that women are 
simultaneously shackled to, and free within, the private sphere? Are they, despite the considerable 
drawbacks, benefiting from patriarchal exclusion from the public sphere? As Walby (1990) warns, 
attempts to break free from this contradictory relationship with the home may, in extreme cases, 
prove disastrous: 'The freedom to dissolve marriages and to work outside the home have been 
important feminist demands. However, these changes have also brought about some problems for 
women. In a patriarchally structured labour market, women, if they have children, are rarely able to 
earn sufficient to keep themselves above the poverty line. 'Liberation' from marriage is then a 

movement into poverty" (p.89).
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3.5: Organisation, sweet organisation - the organisation as substitute family

Despite the debates over intensified workplace surveillance and the increasing 

difficulty of balancing the spheres of work and home, there exists the argument 

that any movement towards the eradication of the barrier between the public 

sphere and the private sphere will, ultimately, be an emancipatory experience for 

both men and women. As Hilpern optimistically enthuses, for "those who have 

had a taste of the working future, there may be little reason to go home at all" (28th 

April 2001:18), drawing our attention to the dawning of a single social sphere 

coined (by some marketing department no doubt) "corporate villages", where 

work, home and leisure exist side-by-side in perfect harmony. Here, according to 

Hilpern, is a workplace Utopia where:

you can drop the ageing mother-in-law off at the workplace "granny creche", 
have your breakfast made by an on-site chef, squeeze in a desk massage 
mid-morning, have an energising sauna at lunchtime, and finish off the day 
with a session either of psychotherapy or drinking time at the company bar. 
Oh, and there's always the designated nap area (Hilpern, 28th April 
2001:18).

Increasingly, Hilpern insists, many companies are embracing such a development 

with open arms and take the concept to an incredulous conclusion. At their site on 

Waterside Business Centre near Heathrow, British Airways have created a multi- 

million-pound mini-society comprising a mesh of roads that can be best described 

as a 'neighbourhood'. With six four-storey buildings, each with its own courtyard, 

dotted along a drive entitled "The Street", employees amble along, shopping at a 

Waitrose supermarket, gently raise a sweat during work-out at a health-club, and 

are teasingly coiffured at a hairdresser. With the availability of restaurants, pubs, a 

bank and a florist, the people employed by B.A. can no longer be considered as 

merely 'employees' but, (reflecting the merger of the public/private spheres that 

has taken place here) can, more accurately, be known as "residents".

If the intentionally innocent use of the term "residents" conjures up (for social and 

cultural researchers) a far more malevolent image of an organisational version of 

The Stepford Wives, then that feared parallel may be closer to the truth than
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imagined. Richard Reeves, the director of futures at the Industrial Society, points 

to the far more sinister side of such "corporate villages", warning of the 

consequences of the eradication of the boundaries between the public and private 

spheres60 . Reeves claims that instead of proving to be of benefit to the employee, 

such an absorption of the private by the public may result in the creation of a 

single sphere far more manipulative than any previous organisational form:

Studies show that as a result of these home-from-home benefits, people 
increasingly prefer to be at work than in their own houses. That's why they 
are not going home and that's where the employers are getting their return 
(Reeves, cited in, Hilpern, 28th April, 2001:21).

With the current growth in the number of 'bed-sitter employees' (unattached 

individuals, who have a clear-cut choice between spending their waking hours in a 

lonely flat, or amid the company of like-minded others at work, all duped by the 

glitzy aesthetics of new workplace environment) then 'the office' will, without 

exception, always appear the more attractive option. Therefore, many warn that 

we are about to witness the birth of a revolutionary social sphere in which family, 

friends and the comfort of home, are all sucked into the workplace vacuum. This 

is a world where free-time at work and out-time at home become indistinguishable 

from one another, where work-colleagues become more like friends who, in turn, 

begin to resemble family members61 .

60 One significant consequence of the removal of the conscious / subconscious divide between 

home and work is a denial of true relaxation. With reports of an increase in the level of stress 
amongst employees that is an extremely worrying development: Professor Andy Smith of Bristol 

University was commissioned by the Health & Safety Commission / Executive to provide detail on 
work-related stress in Britain: "Professor Smith's startling conclusion is that ... [a]round 2% of 

workers were "extremely stressed", 20% were "extremely" to "very stressed", and 60% were 

"extremely" to "moderately stressed" (cited in Feeney, September 1999). With Morgan (1997) 
warning of 'Type A" workers (ambitious, competitive, perfectionist, etc.) and their proclivity to 
contract stress related illnesses, it is worth' contemplating the potential fate awaiting today's 

Japanese worker. Japan's workforce, as a result of an intensified long-hours culture, is plagued by 
karoshi ("death by overwork"). Hiroshi Kawahito of the National defence Council for Victims of 

Karoshi "believes that at least 10,000 Japanese die from karoshi every year" (Parry, 9th April 
2000:24). Of course, some recognise stress as a motivating factor. Charlesworth's (1996) postal 

self-completion questionnaire of 3,000 revealed that "[s]even in ten respondents agreed that some 

stress is beneficial in enhancing performance" (p. 18). Whilst Fairhurst's (1975) study insists that 

managerial identity is derived from what is, in reality, a stress-based role: "[I]f a manager is 

experiencing .difficulties, however defined, in his identity arising from his work he faces a 
dilemma. How can he account for his experiences without retaining some attachment to those 

experiences of the work world from which his identity has been partly formed?" (Fairhurst, 

1975:188).
61 This phenomenon can be considered an organisational version of the 'self-fulfilling-prophecy'. 

With work colleagues more likely to be an employee's only circle of friends, the greater the 

likelihood of them all perceiving of the workplace as their collective private sphere.
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CONCLUSION

It is clear that the workplace can very much be considered a patriarchal sphere in 

which both male and female managers are confronted by (and, ironically, 

perpetuate) a culture of commitment in order to demonstrate company loyalty, 

where any show of preference for home-life over one's career suggests to senior 

managers that, perhaps, they are not willing to embrace the long-hours culture and 

are, thus, disloyal members of the organisation. Employees (and, in particular, 

managers) are caught in a constant tug-of-war / love between the spheres of work 

and home. Crucially, the ever growing workplace reliance upon Information 

Technologies (with the infiltration of such communications into the home) has 

resulted in the lives of employees dissolving into a quagmire of ill-defined work 

periods that are indistinguishable from free-time (that is, in reality, not so 'free').

Even if an employee has a certain degree of quality life outside of the company, 

the essential characteristics of both work and home are, increasingly, now being 

transposed into a single social, cultural and organisational mass. Recent 

developments involving the infiltration of the workplace by the leisure industries 

has meant that free-time is, at an alarming rate, increasingly spent at the 

workplace, that the organisation is now more than likely to be the only space in 

which individuals are socially and culturally stimulated. In contrast, the home is 

now generally perceived of as being the site of routine domestic chores and 

mundane social activity. It can be now conceptualised that the organisation is, in 

the contemporary world, adopting the societal role that was once the preserve of 

the home, family and friends. As Hilpern warns, so great is the imminent danger 

of work subsuming the home, that the organisation is now thought to be the single 

most potent threat to marriages and long-term relationships. James Reed, chief 

executive of Reed Personnel Services, stated that, "[w]hile employees were once 

happy to go home and moan about work to their families, our research shows that 

today they are more likely to rush in to work to moan about their partner" (Reed, 

cited in, Hilpern, 28th April 2001:24)62 .

62 An annual study by the Manchester School of Management (which surveys 5,000 managers from 
COE's down to juniors) concluded that "[n]early all think that their working habits damage
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Of course, the notion that the barrier between the workplace and the home is in 

imminent danger of being eliminated depends upon an existing divide between the 

two in the first place. For some, such a split is now only an illusionary reality:

Finding a proper life / work balance is the new vogue topic, as if life and 
work were somehow in separate worlds. [As, indeed,] Technology now 
allows us all to work anywhere, at home or on the move, in the train or in 
the restaurant (Handy, 28th April 2001:14)63 .

Chapter 3 discussed, in great detail, the manager's problem of successfully 

achieving work / home symmetry. Such lifestyle symmetry - for many of today's 

managers - is made impossible due to the organisational pressures exerted upon 

them to comply with the domineering workplace ethos of 'presenteeism'. 

Therefore, Chapter 3 insisted that, following the eradication of the barriers 

between work and home, managers desperately attempt to maintain a true balance 

between organisational time and the hours spent at home. This means, of course, 

that many insecure managers - thus, middle managers in particular - perceive that 

solace from the pressures of the workplace can only be found outside of work. As 

such, they increasingly view home as a 'back region' that must be protected at all 

cost. An extension of such an insistence, then, would suggest those managers - 

and, once again, middle managers in particular - are concerned that all aspects of 

their non-organisational lives must be protected.

With this anxiety in mind, Chapter 4: Mr Suburbia - Middle-class Identity and 

Social Positioning attempts to highlight how wider public perception of the 

middle manager is constructed by the latter's deliberate, societal self-isolation: a 

self-isolation that, at once, alienates the middle manager from many of those 

around them (specifically, non-middle-class members of 'the community'). Such a 

purposeful alienation is not only emphasised by middle managers' obvious 

membership of the managerial classes (whom many still view as central to the 

preservation of 'the establishment'), but also by their preference for living within

relationships with their spouse, their children and hurt their own health" (Toynbee, 14th January

2000:19).
63 The Work-Life Balance Trust (WLBT) agree: "[T]he real problem isn't our work and life being
out of balance. It is the belief that there is a split. Work and life aren't at loggerheads. They can -
and do - complement each other" (Birkett, 12th September 2001:11).
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middle-class enclaves positioned provocatively amid less affluent, working-class 

areas.
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CHAPTER 4: MR. SUBURBIA - MIDDLE-CLASS IDENTITY 

AND SOCIAL POSITIONING

INTRODUCTION

This chapter will consider the sense of subjectivity (or 'self-identity') held by 

contemporary white-collar workers. In particular, it will attempt to examine their 

perception of their own class affiliation and, more importantly, highlight their 

attitude towards being (arguably) an affluent, socially mobile and intermediate 

stratum of British society. That is, an intermediate stratum that is thought to sit 

somewhat uncomfortably in-between those that are regarded as the traditional 

working-class and those that comprise the more established sections of the 

'middle-middle-class'. To this end, I will consider the complex relationship 

between the white-collar workers' class-consciousness and its relationship to their 

privileged access to culture and, more importantly, consumer goods. In an effort to 

achieve this I will suggest that as members of the 'new middle-class' (or, the 'new 

petit bourgeoisie') white-collar workers (in particular middle managers) can be 

viewed as a particularly 'anxious' collective. A collective that, in direct contrast to 

Mike Featherstone's (1995) notion of more 'confident' middle-class 'cultural 

intermediaries', endlessly displays the signifiers of their social positioning in order 

to rebuff the criticism of those who believe that they do not really belong to the 

middle-class.

Allied to their 'sense of place' within society, this chapter will also explore the 

ways in which public perceptions of the middle-class white-collar worker are 

constructed by the latter's very position of isolation within both the organisation 

and in society in general. In particular, I will attempt to explain how culturally- 

derived stereotyping has resulted in their exclusion from inclusion within the 

community. I will further illustrate how they are viewed by the public as 'faceless 

bureaucrats' inextricably bound-up in a world of paper-work, administration and 

'red-tape'. With this in mind, I will draw from cultural sources as varied as 

popular music and film in order to appreciate the true social, cultural and class 

positioning of those often derided as mere 'bureaucrats'.
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4.1: Class and social positioning

To initiate a class analysis of the middle manager we first have to define what 

'class' means. The problem of class analysis begin with definition, as quite often 

an inadequate terminology is called upon to express a multitude of daily 

experiences which provide the individual with a basis upon which class perception 

is built. Also, unambiguous definitions of class are far too linear to encapsulate 

with any success the nuances of social reality and the spectrum of actual divisions 

that truly exist.

Class is a barometer of both personal success and social and cultural standing, and 

is a means by which British society has historically delineated and defined itself, 

as:

broad notions of what constitutes class form part of both popular and 
academic discussions of society in the twentieth century: they accord 
primarily with occupational and cultural divisions within the population as a 
whole (Stevenson, 1990:341).

Many people still view themselves, and thus conceive of their place in society, via 

the social class within which they situate themselves64. Additionally, class 

positioning is determined by external as well as internal perceptions. Deciding 

upon one's class position can depend upon a multitude of subjective decisions and 

assumptions involving the self and, crucially, conscious / subconscious 

consideration of external (objective) perceptions. This means, in simple terms, 

asking oneself, "What class am I in?" and "What class do others think I'm in?" 

This (deceptively) simple process of defining class position is central to a more 

reflexive act, what Townley (1995) refers to as 'self-formation', that:

entails being aware of the details of what one does, one's daily routine, what 
one thinks and feels, not as indices of hidden aspects of self but as an act of

64 An article by Richard Woods and Adam Nathan, reporting on the withdrawal of questions 

relating to class from the census form (suggesting that class was no longer a relevant issue) rather 

smugly noted that e-mail correspondence to a contemporaneous radio programme revealed that 

class is still a pertinent issue: "There is just one snag with this dispatch of class to the wheelie-bin 

of history: when the new system was discussed on Radio 4's Today programme last week, 60,000 

people in the first day or two rushed online to check where they were in the pecking order. Did that 

not reveal a country still obsessed with social status?" (Woods and Nathan, 25 th March 2001:19).
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memory. It is to recall principles of acting and how one act's. Self-formation 
is a practice of noticing (p.275)

4.2: Well respected men? - class identity and the white-collar worker 

through-out history

From a Marxist standpoint, the middle-classes have been historically viewed as a 

temporary social phenomenon, a by-product of the onset of capitalism that, once 

inequality and injustice became clear to all, would result in the dissolution of the 

class. With the inevitable advancement of industrial capitalism the stratum would 

divide itself into upper and lower sub-strata and be subsumed into the bourgeoisie 

and proletariat respectively. As history has unfolded this has not (yet) occurred. In 

fact, from the late 19th Century onwards, the middle-classes have not been 

absorbed into either the upper-class or working-class due to some form of class- 

conscious osmosis but, quite the contrary, it has expanded at an extraordinary rate. 

Instead of social division and disintegration, the middle-class was increasingly 

characterised by an internal spectrum of sub-stratum, with each crystallising, and 

then associating itself with a particular profession. In addition to the obvious 

contenders of 'manufacturers' (who, since the early years of capitalism, accounted 

for more than half of the stratum) it is to be acknowledged that the middle classes 

were defined by a multifarious web of differing relationships to the capitalist 

system, such as:

the fixed and circulating capital of the manufacturer and craftsman, the 
finance and variable capital of the merchant, the stock of the retailer, the 
human capital of the professional man and the rentier assets of the 
'independent' income group (Morris, 1990:318).

Within each middle-class grouping were discernable "a range of status rankings" 

(Morris, 1990:318) which, perhaps, has proved to be the defining feature of the 

stratum. An internal hierarchy of professions, each allocated relational social 

placing, forms a rigid status-derived structure. As Stevenson (1990) reminds us, 

even in Edwardian times "professional status carried with it not only a higher 

income, but a well-defined place in the social hierarchy" (p.33).
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Crucially, at this time, social standing among the middle-classes rested upon a 

household's ability to recruit domestic servants. The extent to which the 

employment of servants was a display of middle-class membership was the reality 

that butlers, maids and the like, were a more representative signifier of status than 

it was for any members of the upper classes. While it has been etched into the 

public consciousness that servants were employed en masse within the houses of 

the aristocracy, actually, "the majority of domestic servants were employed in the 

homes of the middle class" (Stevenson, 1990:34). Even though the actual number 

of domestic servants was, by the early 1900's, decreasing65 "it remained the case 

that life in middle-class households without servants was virtually unthinkable" 

(Stevenson, 1990:34). Today, the middle-class can no longer boast that they 

employ 'domestics' but they are (in comparison to working-class households) 

suitably financially secure to enable them to send their children to creche, employ 

'a cleaner', and house an au pair. It is this very notion of being financially, socially 

and, even, emotionally 'secure' that typifies the middle-class, with their 

"principal characteristics of ... 'security', 'sedentary occupations' and 

'respectability'" (Stevenson, 1990:35).

Although, rather problematically, what then instigated a blurring of what were 

once clearly defined professional / social positionings was an expansion of the 

more lowly, but aspiring, middle-class masses:

Nowhere were hard and fast categorizations more difficult than amongst the 
growing number of non-manual employees: shop assistants, clerks, 
shopkeepers, small proprietors and self-employed artisans, who comprised 
what was generally called the 'lower-middle class' (Stevenson, 1990:35)

One consequence of this growth of middle-classes is an eradication of clear 

demarcations between, and within, classes66 . As Stevenson claims, from the 

1930's onwards there has been a considerable "fudging" (p.348) of the (formerly)

65 Women were beginning to find other work bringing about a 'servant problem': "As one 
correspondent to the Contemporary Review in 1910 complained: 'No-one to cook the dinner, 
answer the door, attend the children and carry out the many other requirements of an ordinary 

household'" (cited in Stevenson, 1990:34).
66 It has to be stressed that, despite any 'blurring' within the middle-class, during the 1940's and 
the 1950's there still existed a clear divide between the top and bottom-end of the strata. In effect, 
the divide existed "between the lower-middle class of, essentially, clerical and other types of white- 
collar worker, and the upper-middle class of local businessmen and the more prestigious 

professionals" (Marwick, 1996:37).
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clear boundaries between the classes due to the birth of an affluent, consumerist 

'new middle class'. Following the post-war birth of the 'salariat' (a collective of 

salaried professionals, such as managers, teachers and civil servants) it has been 

acknowledged that social mobility has initiated entry into, and movement within, 

the middle-classes. The social divide that, prior to World War Two, was felt to be 

stifling British society, was, from the late-1950's onwards, deemed to be (at least 

superficially) breaking down, as social mobility became a reality for many 

working-class individuals: The massive Goldthorpe survey conducted at the 

beginning of the decade demonstrated that there was indeed mobility out of the 

working class into the middle class and this trend continued' (Marwick, 

1996:208). This notion that class 'blurring' has taken place has brought about 

recognition that class mobility has allowed many individuals to break through 

(once impenetrable) class barriers67 . Many have claimed that a middle-class 

ification has taken place over the past 50 years to such a degree that the upper- 

working-class and lower-upper-class are viewed as part of an enlarged middle-

class68 .

Instigating such a social trend was a post-war reform of education, that provided a 

whole generation of aspirational upper working-class, and restless middle-class, 

youth with the academic basis upon which successful professional careers, and 

socially-mobile lives, could be based:

The twentieth century has brought a considerable amount of social and 
professional mobility ... The main reason for this has been the enormous

67 Despite common acceptance that class mobility has, and continues to, take place, social scientists 

have debated its nature, form and actuality for decades. Coxon and Jones' Social Mobility (1975) is 

an exemplary text which, drawing from both American and European studies, contains discussions 

on the validity of the notion of true mobility.
68 Tristram Hunt, commenting on the contemporary relevance of Patrick Hutber's The Decline and 

Fall Of The Middle Class - And How It Can Fight Back (1977) which declared that the middle- 

class, during the mid-1970's, was going through a crisis, argues that today's middle-class are, 

instead, in ascendancy to the extent that they are the true rulers of Britain: "For when John Prescott 

can declare, as the deputy prime minister of a Labour government, that we are "all middle class 

now" in the same manner as William Harcourt once announced that we were all socialists - then 

the bourgeoisie has surely won the great historical class struggle" (Hunt, 10th May 2002:17). 
Whilst Mary Riddell, on the other hand, insists that "[i]n an insecure society, notions of one-size- 

fits-all classlessness mask the fact that equality is illusory. Society is more stratified than it has ever 

been" (14th April 2002:28). As such, the social mobility debate continues unabated.
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increase in educational standards, from literacy levels to secondary and 
university education (Hobsbawm, 1999: 118)69 .

This emphasis upon education and, thus, personal development perhaps 

(unintentionally) initiated an on-going deviation from the more traditional, mass 

political concerns of modern society, towards that of the rise of a more 

individualised society that is said to characterise our postmodern era:

This transformation in society - as we move away from an adherence to 
traditional values, towards a more postmodern affiliation with concerns of a 
more 'personal' nature - the former class-based, (or 'real'), politics of old 
has been replaced by a 'lifestyle' politics heavily reliant upon the marketing 
of 'aspiration' (Beynon et al, 2001a:117).

Importantly, this statement hints at class being defined by more than simply 

income and professional status70. Increasingly, as we advanced through the 20th 

Century, what becomes a more critical indicator of class position (and thus class 

mobility) is an individual's access to, and appreciation of, culture. A nurturing of 

a unique style and taste that was manifest through particular acquisition of 

consumer desirables displayed a value of culture and signalled middle-class 

allegiance. Crucially then, middle-class consumption habits stressed who they 

were, and who they were not. As clothes, furnishings, etc.71 , not only emphasised 

class membership (inclusion) but acted as a means of claiming / maintaining 

cultural superiority over those below (exclusion)72.

69 Nicholas Hellen, discussing the recent evidence that suggest a halt (and even reversal) of social 
mobility in recent years, blames "the trend on the stranglehold on high quality education by richer 
families, eager to cement their position" (Hellen, 24th March 2002:14).
70 John Humphrys concludes that the relationship between 'status' and 'value' is now almost non 
existent: "How else to explain that the highest status we award these days is to something that is 
utterly devoid of value: celebrity. Some celebrity is earned: David Beckham plays football well. 
Some is not: the ability to flash a nipple in front of a photographer comes fairly low down the list 
of great achievements" (Humphrys, 25th March 2001:17).
71 According to Stevenson (1990) it was not the working-class (or, even, the upper-class) but the 
middle-class who immersed themselves in the consumerist and property booms of the 20th Century. 
It was they who drove the 1930's housing boom, where middle-class demand meant that London 
expanded outward at an incredible rate between the wars, and it was middle-class demand that 
resulted in a rise in car sales during the same decade. For "it was precisely this group, the middling 
professions and the lower-middle class, who could now begin to aspire to a small 'family car'" 

(Stevenson, 1990:130).
72 Of course, those 'outside' do'not necessarily value all on the 'inside'. Raymond Williams (1977) 
asserts that working-class desire for a middle-class lifestyle is borne out of jealousy of no longer 
wanting, rather than any wish to emulate the middle-class per se: "The worker's envy of the 
middle-class man is. not a desire to be that man, but to have the same kind of possessions" (pp.310- 
311).
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4.3: Spiralling out of control? - the middle-class as global cultural 

intermediaries and parochial spiralists

Debate over middle-class lifestyle habits intensified as the 20th Century 

progressed, to such a degree that Featherstone (1995) insists that select members 

of the middle-classes typify the ideal of the postmodern consumer. According to 

Featherstone those middle-class members who occupy a superior social position, 

whose professional background (employed within the world of arts, media and 

fashion) can be labelled 'cultural intermediaries'. They can be conceived of as 

intermediaries as their social and cultural positioning (close proximity to the elite 

and early access to fashion, consumer desirables, etc.) enables them to adopt a 

culturally dominant societal position. Such a position empowers them with the 

discretion to decide what aspects of culture are desirable, and which, crucially, are 

to be thought of as passe and crass73 . In effect, they disseminate their sense of 

taste and notions of style to the general, (as they see it) less discerning public. It 

can be argued that these young, aspiring, jet-setting members of the middle-class 

are the personification of the 'globalised individual'. Working, usually, for a 

global company, they are not purely members of a national culture, but belong to a 

more exclusive collective whose appreciation of culture is on a more world-wide 

level. Such a professional / personal outlook and attitude has been fuelled by a 

dramatic transformation in a post-war sense of self, where mobility, especially the 

right to travel, is bound up in the advancement of the notion of citizenship. Urry 

(1995) believes a unique model of 'consumer citizenship' now exists, where more 

global citizenship rights allow consumption of a range of foreign and exotic 

goods. Thus, "[a] modern person is one who is able to exercise those rights and 

who conceives of him or herself as a consumer of other cultures and places" (Urry, 

1995:165). In other words, they are true intermediaries, as they repackage global 

culture for the national / local market as, in their professional guise they make

73 In their position as taste-attributers the middle-class reserve the right to appreciate both 'high' 
and 'low' culture and, as such, their lives are a fine balance between the reverence of the traditional 
and classic and an ironic flirtation with the popular. Of course, this is not a new development. As 
Richard Hoggart highlights, in his classic analysis of British life The Uses of Literacy (1957), the 
middle-class ability to simultaneously cherish high and low culture. Discussing broadsheets and 
their middle-class readership, Hoggart disdainfully commented: "For myself I find the dailies 
aimed particularly at middle-class people more unpleasant than those for working-class people. 
They tend to have an intellectual smugness, a spiritual chauvinism and snobbery, and a cocktail- 

party polish which makes their atmosphere quite stifling" (pp.244-245)
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commercial an aspirational, middle-class 'lifestyle' that they themselves aspire
to74 .

Hebdige (1988) uses the term 'lifestyle' to refer to the new consumer sensibility 

that he identifies as characteristic of modern consumption. According to Hebdige, 

it is through an adoption of a particular lifestyle that consumers display a certain 

sensitivity to the process of consumption and, indeed, their lives. For Lury (1996), 

an attitude to a consuming lifestyle reflects "the ways in which people seek to 

display their individuality and their sense of style through the choice of a 

particular range of goods and their subsequent customizing or personalizing of 

these goods" (p.80). This active consumption is perceived to be a core concern for 

the middle-class individual where, as a self-confessed member of a particular 

lifestyle grouping, he or she actively 'uses' consumer goods in a way that 

simultaneously indicates both the individual's, and grouping's, sense of taste and 

collective appreciation of style. It is not only (as was mentioned earlier) through 

the purchase and appropriation of consumer goods that the middle-class attempt to 

define their class identity. They define themselves and their class via a subtle 

suggestiveness that their lifestyle (the sum total of their belongings coupled with 

their intrinsic societal value) is superior. In other words, it is not the display of 

goods, but the flaunting of the lifestyle that they represent that is simultaneously 

inclusive and exclusive. This involves an understanding of lifestyle as (class- 

Struggle, as it is the means by which the middle-class culturally single themselves 

out and distance their class from the working-class below:

In this sense, lifestyle is thus an instance of the tendency for groups of 
individuals to use goods to make distinctions between themselves and other 
groups of individuals, and thus supports the view that consumption practices 
can be understood in terms of a struggle over social positioning ... [where] 
the notion of lifestyle emphasizes the symbolic or aesthetic dimension of 
this struggle (Lury, 1996:80)75 .

74 Although, recently, Simon Caulkin reported on the disparity between such consumerist rhetoric 
and reality, highlighting that it is simply implausible that an aspirational lifestyle is within reach of 
all: "[T]oday's businessess have grown rich by serving the top of the pyramid. This has produced 
unimaginable wealth for the small minority in the developed world at the price of inequalities that 
are unsustainable politically, morally and economically. To maintain all the world's 6 billion 
people at the level of consumption that American's assume is their right would take the resources 
of three earths" (Caulkin, 8th July 2001:17).
75 Knipe and Maclay (1973) are dismissive of such acts, inferring that trivial middle-class 
preoccupations are virtually meaningless, whereby "they compete with one another in minor 
displays 1 of wealth. They strain their budgets to the limit in pursuit of small-scale dominance



Referring specifically to Bourdieu and the notion of 'social reproduction', Lury is 

here placing emphasis upon the way in which societies actually maintain, or 

reproduce, themselves. This reproduction is not simply an individualistic process, 

but more of a collective reproduction at the level of the individual, through the 

latter's selfish promotion of possessions and lifestyle. Crucially, each collective is 

locked into a network of power relations76 with all of the other collectives, where 

cultural wealth is as important (if not more) as economic and political fortune. 

Thus, within such a scenario the concern of the middle-class individual is that of 

improving their social position by the positive manipulation of their cultural front 

that they offer to the rest of society. They achieve this through the insistence that 

their chosen lifestyle is preferred and, therefore, one to which all should aspire. 

With this in mind, it can now be appreciated that "disputes about taste are not 

trivial ... but are tied into social reproduction in general and the reproduction of 

class relations in particular" (Lury, 1996:83).

Crucial to an understanding of the dynamics of taste within a contemporary 

consumer-driven society is acknowledgement of the key role of 'habitus' 

(Bourdieu, 1979). Habitus is a system of dispositions that are in place that serve to 

organise an individual's own capacity to act in a class-appropriate manner, aiding 

their decision as to what is (as far as their particular lifestyle is concerned) suitable 

and what is not:

The habitus is both the generative principle of objectively classifiable 
judgements and the system of classification (principium divisionis) of these

symbols such as fashionable clothing and multipoint cars" (p. 166). Obviously, their views are no 

longer valid as it is now agreed that what could be once derided as "small-scale dominance 

symbols" are now the primary signifiers of wealth, affluence and status.
76 Such a 'network of power relations' can, of course, be likened to Foucault's understanding of 

societal power being modelled on a 'capillary' model. This is a rejection of power conceptualised 

as a cascade, and an acceptance of contemporary domination as a social blanket, where '"an 

ascending analysis of power', starting 'from its infinitesimal mechanisms' in the manifold culture 

of modern societies. To chart power not from its 'higher' centre ('descending analysis') but from 

its humble ground and periphery ... Not only is modern power ubiquitous; it is also anonymous 

and comprehensive. It makes cogs in its machinery of us all, high and low, ruling and ruled ... [as 

it is] 'a machine in which everyone is caught, those who exercise [it] just as much as those over 

whom it is exercised'" (Foucault, cited in, Merquior, 1991:113-114). With this in mind, of course, 

middle-class insistences that their lifestyle is superior can no longer be viewed as a means of self- 

expression, but as support to Foucault's notion that power and influenced is exercised "from its 

humble ground and periphery" where power is, indeed, exercised over "those who exercise [it] just 

as much as those over whom it is exercised"
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practices. It is in the relationship between the two capacities which define 
the habitus, the capacity to produce classifiable practices and works, and the 
capacity to differentiate and appreciate these practices and products (taste), 
that the represented social world, i.e., the space of life-styles, is constituted 
(Bourdieu, 1979:170).

Thus, habitus refers not only to an individual's knowledge of what is stylish, 

tasteful, etc., but also is an attempt to encapsulate the notion that lifestyle is a truly 

embodied phenomenon:

That is, it is inscribed in the individual's body, in body size, shape, posture, 
way of walking, sitting, gestures, facial expression, sense of ease with one's 
body, ways of eating, drinking, amount of social space and time that an 
individual feels entitled to occupy; even the pitch and tone of voice, accent 
and complexity of speech patterns are part of an individual's habitus (Lury, 
1996:85).

As the middle-class contains many sub-divisions, not all of which are placed in 

such an advantaged social and cultural position, it is essential to consider the 

experience of those that occupy the lower levels of this stratum. Frankenberg 

(1970) makes note of a middle-class sub-section that is borne out of 

bureaucratisation: the 'spiralists'. They are so-called due to their inherent 

characteristic of 'the socially, economically, and geographically mobile national 

category who move upwards through bureaucratic hierarchies and outwards 

through the communities to which their organizations send them' (p.73). Thus, 

such spiralists can be thought of as parochial cultural intermediaries, where 

instead of a global outlook their rather more limited professional horizons are 

determined by a more national panorama.

As a 'class within a class' - and without the global vista / camaraderie that the 

cultural intermediaries share - the spiralists are an isolated, inward-looking set of 

like-minded individuals:

They do not form a potentially independent political group in Britain. They 
do not have specific economic and social aims in opposition to other groups 
within our society. They may act together [within,-for example, a national 
organisation] because they feel they are a group but they do not act to 
change their basic position in society. They can in fact develop communal 
but not societal action (Frankenberg, 1970:260-261).

90



An urge to draw parallels between the spiralists and contemporary middle 

management is tempting, as both share such characteristics as a dependence upon 

employment within a bureaucracy and are accused of being parochial in their 

perspective and attempt to balance national / local involvement77 . Raynor (1969) 

suggests that the ideal route of advancement, for a manager within organisations, 

involves rising through the ranks whilst being consecutively employed within 

several large bureaucracies. Such a convoluted organisational promotion path 

allows "a professional man to start as a junior in one, climb through intermediate 

in several, to a senior position in yet another" (p.53). This typically spiralling 

career course is mirrored by the route that they take through society in order to 

establish social networks. Furthermore, considering the organisational literature 

that suggest that today's middle managers are suffering from promotional 

doldrums, where career advancement is limited due to their reluctance to become 

mobile, then Frankenberg's notion of the 'blocked spiralist' is an all too apt label 

for them. As, "[s]piralists for whom promotion has ceased, and with it perhaps 

geographical movement also, are called blocked spiralists" (p.73).

4.4: The middle-class as the precarious petty bourgeoisie and the anxious 

middle

In comparison with Featherstone's cultural intermediaries, the lower levels of the 

middle-classes, termed the new petty bourgeoisie (Lury, 1996), are culturally (as 

well as economically) in a far more precarious position. They are perceived to be a 

social grouping who endlessly battle to promote both their identity and improve 

their future prospects, as they possess a lifestyle that is not so stable, not so 

assured. Indeed, it can even be argued that economic and social insecurities 

manifest themselves in a multitude of cultural and even physical symptoms where 

the petty-bourgeois are obviously ill-at-ease with their lifestyles and bodies and 

are, as a result, trapped in a world of doubt and are constantly preoccupied with 

self-rectification. As Walden (2001) makes clear, those that can be classified as 

the middling professionals (typically civil servants) are characterised by their 

apprehension of the public's perception of them, whereby "[t]heir greatest terror

77 Of course, some would say that spiralists - in their national outlook - are more cosmopolitan 
that parochial. They may well be: but in relation to (1995) global cultural intermediaries their 

'boundaries' are somewhat limited.
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(and they are a fearful lot) is finding themselves classified with the old, the 

conservative, the unstylish, the unprogressive" (p.86). Like middle-class 

paranoiacs, they forever remind themselves of their non-position within society 

and can be deemed to be undergoing a permanent identity crisis. Walden (2001), 

as such, muses: "If only they knew who they were The Anxious Middle would 

love nothing more than to be themselves (p.88)78 .

4.5: He's just a stereotype: middle-class positioning within a community and 

cultural representations of the white-collar bureaucrat

In order fully to appreciate the true social positioning of middle-class middle 

managers it is essential to consider the cultural representation of them, 

representations that reflect that they have been historically derided as anonymous 

pinstriped men who conduct their pen-pushing business, cowardly, behind an 

impervious screen of red tape. This is to acknowledge that the public perceives of 

the middle manager as an impersonal representative of an impenetrable 

establishment. As such, a theoretical examination of stereotypes and the Other are 

all required in order to enhance our analysis of the middle-class middle manager.

In this context the Other is a concept that (arguably) originated within the work of 

Said (1995) who contemplated the portrayal of the ethnic, or racial, 'Other' within 

Western cultural forms through-out history. Said's seminal text Orientalism (first 

published in 1978) is not only an account of Western representation of the Orient, 

but is an insight into the perpetual prevalence of racial stereotyping during the 19th 

and 20th Centuries. According to Said, contemporary stereotyping is a media- 

derived consequence of the crystallisation of an image-obsessed postmodern 

world. As a continuation (even intensification) of the demonising of the Orient, 

common throughout the 1800's, "[television, the films, and all the media's 

resources have forced information into more and more standardized moulds" 

(Said, 1995:26).

78 Walden's notion that "[t]here is a touch of desperation as they ponder, on any given question, 

which way to jump - a nerviness that can frequently be observed in their eyes or in other body 
language" (2001:86) suggests that the 'anxious middle' have embodied their societal uncertainty 

within their everyday display of self. (As an extension of the debate on the anxious middle, in 

relation to bodily display, see Chapter 5 - especially 5.2).
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Although, as Said explains, such an intensification of stereotyping has occurred in 

postmodern times, the origin of the Other lies in the onslaught of standardisation 

that was modernity. What accompanied the very development of modern societies 

was an acknowledged belief that every culture required the parallel existence of 

another, mirror-image, society / culture. National identity, despite having a basis 

in the national character (folklore, language, tradition, etc.) requires formulation, 

maintenance and continuation. National identity is, in reality, a construction and 

involves the establishment and re-establishment of "opposites and "others" whose 

actuality is always subject to the continuous interpretation and re-interpretation of 

their differences from "us"" (Said, 1995:332).

Industrialisation brought about a period of rapid social change that, in turn, 

resulted in social instability and subjective uncertainty. Within such an 

environment of transformation and unpredictability the creation of stereotypes was 

deemed essential, as they were to be perceived of as "part of a general quest for 

symbols in order to make the abstract concrete within the bewildering changes of 

modernity" (Mosse, 1996:5). Stereotypes, then, provide a constant of difference 

against which a fragmented and untethered domestic identity can be compared 

with and, thus, stabilised against.

Historically the middle-class middle manager has been under-represented in all 

forms of popular culture79 . Although, if middle managers in the narrow context 

have been ignored, the less specific stereotype of the 'middle-class bureaucrat' has 

not. The stereotyping and (as with the ethnic or racial Other) demonising of the 

middle-class professional has been the consequence of a relentless assault upon 

the public consciousness by negative cultural imagery. A stream of negative 

portrayals prevailed that derided such a figure as 'bureaucrats', where they:

were identified, as actively hostile to the public - hiding behind the 
impersonality of regulations and 'red tape' to deny choice, building

79 This situation is, perhaps, about to change as recent work have attempted to redress this balance. 

Striff, in her paper Middle Management, Masculinity, and the Movies (2000) insisted that her's 

was an attempt to consider "the image of the white-collar male worker in recent films" (p.l). 

Focusing on James Foley's 1992 film Glengarry, Glen Ross and Neil LaBute's In the Company of 

Men (1997) the paper initiates an academic debate that focuses specifically on men, masculinity 

and 'middle management' (and representations of) within the cinema.
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bureaucratic empires at the expense of providing service, and insulated from 
the 'real world' pressures of competition by their monopolistic position. 
Professionals were arraigned as motivated by self-interest, exercising power 
over would-be customers, denying choice through the dubious claim that 
'professionals know best' (Clarke and Newman, 2000:15).

It is this very personification of bureaucracy that has been much maligned within 

post-1945 working-class culture. During an era of 'kitchen-sink' realism and 

social satire, where 'gritty' reality combined with 'Carry On-styled-sauciness', 

there was a great desire to critique all aspects of British life. The 1960's were 

awash with examples of commentaries on class, and middle-class maleness in 

particular. While The Beatles melancholy ode to alienation Nowhere Man (1965) 

merely hinted at the insecurities and uncertainties felt by the middling social 

stratum, other pop-groups such as Manfred Mann, with Semi-Detached Suburban 

Mr. James (1968), sang more specifically about London's comfortable (but staid) 

middle-class thousands. Prime examples of such a preoccupation with social and 

cultural middleness, of course, was to be found in the works of The Kinks and, in 

particular, the talent of lead singer-songwriter Ray Davies. It was Davies who 

attempted to capture this satirical trend within the band's musical output, and who 

endlessly set out to criticise societal institutions, values and customs with every 

song. Thus, their 1965 hit, "the humorous A Well Respected Man was Davies 

against the establishment" (Marten and Hudson, 1996:64)80 . Although, with later 

compositions, such as Waterloo Sunset (1966) and Autumn Almanac (1968), 

Davies and The Kinks not only critiqued aspects of British life, but celebrated its 

mundaneness as well81 , with conservative middleness being something that they 

felt not only needed to be ridiculed but deserved recognition and appreciation as it

80 In this song (set to a suitable chugging guitar riff and a monotonous drum beat) Davies' summed 
up the traits of the middle-class bureaucratic male in all his (bland and predictable) glory: '"Cos he 
gets up in the morning, an' he gets to work at 9 / An' he comes back home at 5.30, gets the same 
train every-time / 'Cos his world is built 'round punctuality, it never fails / An' he's ooh-so good, 
an' he's ooh-so fine / An' he's ooh-so healthy, in his body an' his mind / There's a well respected 
man about town / doing the best things so conservatively". Whereas Well Respected Man displayed 
sarcasm towards the middle-class, in 1968 Ray Davies' and The Kinks released, perhaps, the 
ultimate homage to that stratum. Arthur (or the Decline and Fall of the British Empire) was a 
collection of songs that offered a sympathetic portrayal of disillusioned middle-class life. In 
particular, in Shangri-La Davies' compassionately sang "this is your kingdom to command" of the 

"two-up, two-down in suburbia" (Doggett; 1998b).
81 The duality of parody and praise within the music of The Kinks was acknowledged by Ned 
Sherrin. Sherrin (who was at the vanguard of the Sixties' satirical movement in London) 
commented that even Ray Davies' singing style was itself an embrace of English tradition: "Almost 
all popular singers and songwriters have been influenced by America, and many of them sing in an

94



was, paradoxically, a heritage deemed under threat as a result of over-zealous
• . QOcriticism .

During the 1970's television provided a captive audience with endless parodies of 

white-collar, bureaucratic affronts to public liberties. Series such as Squirrels and 

A Sharp Intake Of Breath made explicit the constant thwarting of the general 

public by 'the establishment'. According to Albrow (1970), at this time, the 

"symptoms of bureaucracy" included "over-devotion to precedent, lack of 

initiative , procrastination, proliferation of forms, duplication of effort and 

departmentalism" (p.89-90). Such tele-visual critiques arose at a time when the 

limits of authority themselves were being questioned. Hanson and Walles' 

Governing Britain (1984) acknowledges the problems of writing on the subjects 

of governance, authority and white-collar bureaucracy during the 1970's:

This book was written at a time when there appeared to be far more 
dissatisfaction than satisfaction with the British political system and the way 
that the country was governed ... [whereby it was thought that] ... Britain 
was ruled by an unimaginative 'establishment', incapable of dynamic 
leadership, mainly concerned with the perpetuation of its own privileges, 
and securely attached to a set of obsolete beliefs and prejudices (p.317)83 .

Central to the construction of such an antagonistic society has been the 

encouragement of the distaste that each class has held for the other. The working- 

class despised those above for their obvious wealth and their blatantly superior 

attitudes. The middle-class shunned those below as tasteless, uncouth masses. 

Therefore, "[i]n Britain, each social group, irrespective of geography, regarded

American fashion. Ray shone out as someone who was not doing that and was in a way celebrating 
the Englishness" (Sherrin, cited in, Marten and Hudson, 1996:84).
82 The Kinks' intention to celebrate English heritage perhaps had reached its zenith a year prior to 
the release of Arthur. The Village Green Preservation Society (1967), with little ditties concerned 
with steam-trains, riversides and village greens, was "[a] record steeped in gentle, regretful 
nostalgia" (Doggett, 1998a); a quaint, idyllic musical landscape of a middle-class, middle-England 
that was deemed to be under threat from a liberalist 'swinging'Sixties'.
83 So scathing were the attacks on bureaucracy during the 1970's that they still reverberate today, 
striking a chord with the public and bureaucrats alike. Gleeson and Farzana's (1999) study of 
middle management within Further Education highlighted the ongoing significance of such imagery 
in relation to their respondent's current identity formulation. For example, one of their 
interviewees, Walter, drew a comparison between his organisational positioning and that of The 
Sweeney's main protagonist Reagon: I am not basically a through and through manager ... If you 
note the 1970s heroes in programmes like The Sweeney, the hero is third level of management. 
Reagon wasn't a constable ... he was sort of middle manager shat on from above by Haskins, but a 
manager nevertheless in the thick of it" (cited in Gleeson and Shain, 1999:485).
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members of the next class down as "common"" (Chancellor, 9th March 2002:7)84. 

Chancellor's mention of "geography" requires special consideration, as I would 

argue that it is due to the often-close proximity of the working-class to the middle- 

class that friction exacerbates between the two85 . Willmott and Young (1967) 

insist that the combination of spatial nearness and commodity-derived notions of 

difference serve to perpetuate class division:

Inside people's minds ... the boundaries of class are still closely drawn. 
Classlessness is not emerging there. On the contrary the nearer the classes 
are drawn by the objective facts of income, style of life and housing, the 
more are middle-class people liable to pull them apart by exaggerating the 
differences subjectively regarded (Willmott and Young,1967:107)86.

Antagonism reached such a level that government policy and organisational 

directives have, since the 1980's, striven to rid bureaucracies of their old, anti- 

public, image. The key to the problem may be the fact that organisations, and their 

bureaucratic employees, have distanced themselves 'a directive too far' from their 

clients, customers and the general public. David Vamey (the chairman of MM02, 

the new label for the parent company of BT Cellnet) is committed to integrating 

businesses within their local communities. Varney made his beliefs explicit in a 

recent Sunday Times article:

I think business is a part of society and public acceptance is important if we 
are to achieve all we can. We are part of this society too ... I think the public 
at large wants to feel that businesses do take their social responsibility 
seriously (Varney, cited in Steiner, 5th May, 2002:6)

Clarke and Newman (2000) highlight that public sector reform, where the public 

were re-configured as 'the customer', resulted in a transformation of both

84 This stated, Chancellor then proceeds with an article that declares that Thatcherism, 
Americanisatipn and recent blurred linguistic distinctions have brought about a contemporary 

"class menagerie" (9th March, 2002:7).
85 Recent reports on the rapidly rising cost of property within Wales suggest that (Welsh, working- 
class) locals are increasingly hostile towards (English, middle-class) "migrants" (see Collinson, 7 
July 2001 and Ward, 1 st March 2002). David Ward, speaking with Seimon Glyn (a radical Plaid 
Cymru councillor), and making reference to the Meibion Glyndyr fire-bombing of English-owned 
property in Wales between 1979-1994, assured readers that "no one will burn down houses ... 
[b]ut some English-owned homes might be peacefully occupied" (Ward, 1 st March, 2002:14).
86 Chris Arnot, in The Guardian, highlights an increasing trend amongst today's middle-classes to 
exaggerate (and protect) their lifestyles behind the walls of 'gated' communities: "Gating is an all- 
too-evident consequence of very unequal distribution of wealth ... Chris Webster, professor of city
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organisational and societal attitudes towards white-collar industries, where 

"[n]either bureaucratic inertia nor professional arrogance had any place in this 

bright new world" (p. 107). Crucial to the need to instigate public sector / public 

harmony was a realisation that the working-class would gullibly accept the 

decisions made by the middle-class bureaucrat. With increased access to the 

Internet and a proliferation of data regarding the accountability of the public 

sector87 , a respect for public views and intelligence was required:

The public has more information from which to make their own judgements. 
They are better informed about public affairs ... This contributes to a sense 
that professionals - once revered as experts by a socially deferential society 
- are not foolproof. Ordinary people have begun to distrust and to challenge 
the judgements of professionals. The failure of many professionals to 
communicate well, or to keep up with the times has exacerbated a rapid loss 
of trust in their judgements. It is not that the public has lost respect for 
professional judgement - it is that the public expects professionals to listen 
and respect their judgements as well' (Goss, 1999:13)

As the public sector bureaucrat is forced (by the infiltration of civic administration 

by the ethos of the marketplace) to make more subjective and, thus, ethically- 

questionable decisions, a fundamental social predicament has arisen:

The obvious danger here is that public servants are now required to develop 
'personal' enthusiasms for particular policies and projects and as a 
consequence the bureaucratic (liberal pluralist) 'ethos of responsibility' is 
being abandoned (Paul du Gay, 1996:32).

CONCLUSION

This aim of this chapter has been to draw parallels between middle-class identity 

and white-collar organisational / community status and to illustrate (through an 

analysis of popular culture representations) the wider societal perception of those 

constantly derided as 'bureaucrats'. It can now be appreciated that the middle- 

class, white-collar worker, via the obsessive appropriation of cultural artefacts, are 

true cultural intermediaries that personify the essence of a consumer-orientated

and regional planning at Cardiff Universityf:] "The land market would seem to be driving a 
particularly pernicious redefining of society"" (Webster, cited in, Arnot, 30th January, 2002:2). 
87 With the introduction of performance measurements (such as school league tables) there now 
exists a wealth of information on how local government and social services manage themselves, 

their budgets and the public.
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postmodern society. In many respects, it was their very evolution that signified the 

transition from a Fordist to a post-Fordist society, where:

[a] post-[F]ordist production contributes to the expansion and consolidation 
of the so-called new middle classes, who are to be found in those service 
and white-collar occupations that are concerned with the production of 
symbolic goods and services (Lury, 1996:95).

In other words, middle-class cultural intermediaries are a key part of an economic 

self-fulfilling prophecy, as they have created a global economy based upon the 

appropriation and re-appropriation of consumer goods that they themselves deem 

as desirable, that are, in turn, aimed at a market of like-minded consumers.

Post-war affluence, personal development through the expanding higher education 

sector, and, ultimately, the reward of social mobility, should have ensured that the 

middle-class middle manager was guaranteed a life of economic security and 

cultural comfort: but downsizing and delayering unsettled their future. Just as they 

thought they had escaped working-class drudgery with all its personal and 

financial instabilities, the middle-classes became the late-20th Century's latest 

victims. This reflects wider societal concerns over Thatcherite economic policy. 

Arthur Marwick, reflecting on the national frame of mind circa 1992, comments 

upon the realisation that "redundancies were now striking too at middle-class jobs 

in the hitherto prosperous South of England" (Marwick, 1996:401). Perhaps over 

the past fifty years we have witnessed (and are continuing to witness, as more and 

more people are employed within administrative posts) a softening of attitude 

towards the professional stratum, as the public have, at last, developed a more
QQ

sympathetic view of the white-collar worker .

88 With the imminent screening of the third series of BBC's The Office it is possible to appreciate 
as a softening of public attitudes towards the bureaucratic, white collar worker. Ricky Gervais, who 
plays the cringe-worthy office manager Dave Brent, commented that the comedy's success was due 
to public recognition in its plots, characters and setting: "I think most people have worked in an 
office at some point or they know someone who has, so it's a situation that's instantly 
recognisable" (Gervais, cited in McNeill, 20th August 2001:3). A recent article in Play (The Time's 
television guide) accredited its popularity "to how closely viewers identify with the show. As 
Gervais says: "The Office is set in a lower middle-class environment where people are quite badly 
paid and where the work is inane, prospects are limited and the boss is an idiot. It's about people 
who think: 'I should have done something better, but I'm comfortable here, my office is only ten 
minutes from my house.' That's why it struck a chord."" (Gervais, cited in, Play, 28th September 
2002:29). Similarly, a Jam-influenced group, The Circles, released an album containing the track 
Mr. Suburbia (2000) containing lyrics that manage to conjure up a musical image of middle-class 
affluence, security (and, it has to be said, banality), whilst begging the listener to reflect on the
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Central to a reading of Chapter 4 then, is acknowledging that - historically - the 

middle manager achieves his / her alienation from the rest of society through 

constant self-emphasis of his / her heightened 'difference' to those 'Others' 

around them. Indeed, his / her sense of identity, class affiliation, and public 

perception of his / her organisational and societal positioning is - it can be insisted 

- determined by a preoccupation of 'who [exactly] to be'. Of course, such a 

predicament is considered to be of central importance to those who are caught in 

the social and cultural deluge that is 'the crisis of masculinity / management'. In 

other words, male middle managers in particular are understood to be confused as 

to the bewildering range of 'identities' ('ways of being' a man, 'ways of being' a 

manager, etc., etc.) that are on offer to them. As such, Chapter 5: Impression 

Management and Managing Impressions? - Management, Gender and Bodily 

Display is concerned with exhibition of identity / identities via bodily display - in 

particular, posture, disposition and dress.

song, and ask themselves, in a reflexive, tone "Is this you?": "At the golf club with his business 
friends / Talks for hours 'bout his pension plans / The others listen 'cos he pays for their G&T / 
Shows the same old photographs / Of all those boring holiday snaps / Hey! Look at my kids - he 
quietly laughs - they'll all grow up like me / His religion is his house and car, himself and his 
family / Oh! There's no-one quite like his kids, they'll all go to university / Mr. Suburbia, Mr. 
Suburbia / Is this you? / Is this you? / Is this you? / Is this you?" Therefore, perhaps at last, the 
wider public is ready to sympathise with the plight of the down-trodden, white-collar worker.
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CHAPTERS: IMPRESSION MANAGEMENT AND

MANAGING IMPRESSIONS - MANAGEMENT, GENDER

AND BODILY DISPLAY

INTRODUCTION

This chapter will consider the role of 'the body' within contemporary 

organisations. Of crucial importance here is the understanding that the individuals' 

physical body is a site of tension where individuality and conformity are 

constantly antagonistic to one another, where influence over, and the influence of, 

the body is the concern of both the individual and the organisation. Quite simply, 

impression management is the primary concern of all organisational actors.

Essential to an understanding of how, within the organisational environment, the 

body is a site of tension is a consideration of both organisation studies and cultural 

studies literature that address the ways in which the physical body is presented and 

represented. Of particular concern throughout this chapter is the acknowledgement 

that there exists a plethora of ways in which individuals are able to adorn and 

display the body that, in turn, demonstrates their level of embrace (or even 

rejection) of workplace discourse. To appreciate fully the importance placed upon 

the body within the contemporary organisational environment it is essential to
RQ

undertake an examination of the emphasis placed upon the body within society .

5.1: An obsession with aesthetics - postmodernism, consumer culture, 

Bourdieu and taste

The very transition from an industrial economy to that of a post-industrial 

economy90 emphasises that we currently exist within a consumer-led society that 

is obsessed with objects that aesthetically please, promoting "[n]ew types of 

consumption; planned obsolescence; and ever more rapid rhythm of fashion and

89 In order to examine management, gender and bodily display (in relation to the enactment of 
masculinity) it is essential to consider both men and women. As such, this chapter will highlight 
how the male and female body is presented within organisations and society in general.
90 A comprehensive debate regarding this transition is to be found in: John Urry's Consuming 

Places (1995), 'Is Britain the First 'Post-Industrial Society'?', pp.112-125.
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styling changes; [and] the penetration of advertising, television and media 

generally to a hitherto unparalleled degree" (Jameson, 1983:124). We have, 

arguably, witnessed a move away from reality itself, where the economy is no 

longer concerned with the physical production of three-dimensional goods, but is 

now involved in the endless promotion of two-dimensional images, an economy 

"progressively dehumaninsed and "etherealised" - focused round information- 

and-image-as-product and automation-as-productive-process" (Hebdige, 

1988:165).

What Hebdige's words stress, of course, is the dominant position of the image 

within contemporary society. No longer is there a sensical use / value / exchange 

relationship associated with the market and its products but, instead, consumers 

are primarily concerned with the purchase of the 'image' that is culturally 

associated with all goods. Featherstone (1991) insists that the act of consumption 

"must not be understood as the consumption of use-values, a material utility, but 

primarily as the consumption of signs" (p. 85). In a world where brands and labels 

are deemed all-important the social value of an object far out-weighs its monetary 

worth. Quite simply, it is a stupifying process where an infatuation with surface 

succeeds a concern with any meaningful depth91 . Many observers note that 

contemporary focus upon surface is so total that it defies any attempt to go further. 

As Smart (1993) insists "there is no way around, through, or beyond the manifest, 

the surface" (p. 123). As a consequence of this postmodern condition, 

contemporary consumer society is endlessly involved in an aesthetical struggle 

with itself, with always-open supermarkets where employees are involved in the 

never-ending task of filling gaps in their aesthetic-dependent aisles; "employees 

who are occupied solely in remaking the front of the stage, the surface display, 

where a previous deletion by a consumer might have left some kind of hole" 

(Baudrillard, 1981:75)92 .

Central to this never-ending process of aesthetic rejuvenation of the consumer 

surface is the illusionary role played out by advertising, where aspirations (and, as

91 For an in-depth debate regarding surface versus depth (within a 1990's context) see Bracewell 
(2002).
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a consequence, personal satisfactions) are raised to such a level that they can never 

be fulfilled. For Willis (1990) consumer culture is based upon "unceasing waves 

of advertising [that] seek endlessly to manipulate with dishonest images of desire" 

(p. 138). Adverts, via a process of self-alienation, prey upon our desires and then, 

ironically, present our own intrinsic sense of 'value' back to us. Williamson 

(1978) makes sense of tobacco advertising in this way:

In the No. 6 ad,... you give the product its image/value (because it is people 
like you who smoke it) and then in buying the product you receive this 
image back. So this alienation takes place via the product (p.64).

That is not to state that consumption is a passive act. It is now accepted that far 

from being 'dupes' consumers are late-capitalism's internal dynamic, with an 

advertising / marketing industry pandering to their every needs. Where "[m]ass 

culture critics liked to think of marketing as totally conspirational, coercive and 

infinitely manipulative ... [many] ... hadn't realised how marketing responded to 

and compounded trends" (York, 1980:12).

Any attempts to understand contemporary concern with marketing, display and 

purchase of consumer goods require an appreciation of lifestyle. As Featherstone 

(1991) insists, we should not concern ourselves with the incongruous relationship 

between the instrumental and expressive dimensions of consumerism but, instead, 

they should be perceived of as the point at which consumer needs and aspirations 

meet market flexibility and the logical extension of supply and demand. Far more 

optimistically, it can be appreciated that the contemporary consumer, rather than 

blindly accepting the false, market-led, habit-lifestyle of the past, now perceives 

consumption as 'a life project' through which they display their postmodern 

individuality. For Featherstone (1991), such a consumer not only speaks "with his 

clothes, but with his home, furnishings, decoration, car and other activities which 

are to be read and classified in terms of the presence and absence of taste" (p.86). 

What is significant within Featherstone's words is his use of the term "taste"; and 

it is to the centrality of taste within contemporary society that I now turn.

92 In such a world buying is essential but not always necessary, as consumer culture is just as much 
built on voyeurism as it is sales. So, when strolling through a shopping mall (and society at large) 
"[wje're 'just looking' in the shops and each other" (Marling, 1993:31).
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Taste is (increasingly) the means by which those within today's consumer society 

can be neatly catagorised into exclusive / inclusive consumer groupings. 

According to Bourdieu (1979), taste is inextricably linked with class allegiance 

and, as such, is symptomatic of an individual's class-based attitude to bodily 

display93 . For Bourdieu, taste can be thought of as a class-orientated lifestyle that 

is embodied as physiological characteristics that, in turn, determine bodily display 

itself. Such exaggerations of biologically-based (but culturally-reinforced) bodily 

display are built upon through a person's life, and made explicit on a day-to-day 

basis. In effect, body shape and size are reinforced by social and cultural 'ways of 

being' (gesture, posture, behavior, etc.) which, in turn, are accentuated by taste- 

determined modifications, (clothes, hairstyle, make-up, etc.). This creation, of 

what Bourdieu termed, the 'sign-bearing / sign-wearing body' is achieved in such 

a subtle way that appearance (or, what we perceive of as the body) is not only 

accepted as 'given', or 'natural', but taken to represent the very person we are:

The body, a social product which is the only tangible manifestation of the 
'person', is commonly perceived as the most natural expression of 
innermost nature ... immediately read as indices of a 'moral' psysiognomy, 
socially characterized (Bourdieu, 1979:192-193).

5.2: Clothes maketh the man (and woman) - class, taste and restrained style

According to Bourdieu (1979) what distinguishes working-class taste from 

middle-class taste is the latter's appreciation of style over concerns of function, 

insisting that "as one moves from the working class to the petite bourgeoisie, the 

middle classes are committed to the symbolic" (Bourdieu, 1979:253)94 . Although, 

despite Bourdieu's over-simplification he does hint at white-collar worker's 

stylistic attempts to distance themselves from the lumber-jacketed manual masses 

through the appropriation of 'the suit'. Historically worn by senior executives, 

slowly-but-surely it was adopted by junior executives who, refusing to wear 

'work-clothes' per se, would "fairly often buy suits" (Bourdieu, 1979:201) for

93 Of course, 'taste' is a social, cultural and economic phenomenon that is not only class-based but 
is also defined by gender itself.
94 Bourdieu (1979) mikes quite sweeping (and now outdated) generalisations by claiming that the 
working class adopt a purely'functionalist' stance when purchasing clothing, stating that they deem 
'value for money' over any consideration of style.

103



both work and leisure. Thus Bourdieu drew parallels between class, choice of 

clothing and displays of taste95 .

It is such an awareness of class, clothing and taste that enables an appreciation of 

the awkward stylistic position that many of the middle-classes find themselves in. 

For example, Bourdieu believes that many within the middle-classes (in particular, 

those affluent members of the working-classes who, due to their new-found 

professional status, found themselves 'promoted' into the middle-class stratum) 

are in a state of stylistic tension. In an attempt to counter-balance their 

awkwardness (and consequential conspicuousness) within the middle-class these 

'petit bourgeois' 96 exaggerate and restrain their bodily display, where a brash and 

vulgar front (indicative of their working-class origins) is offset by a more 

restrictive or selective self (evidence of their recently-acquired, new-middle-class- 

ness).

Such an historic tendency towards cultural restraint has resulted in the petit 

bourgeoisie being perceived as the socio-economic grouping most likely to 'save' 

in order to start up a business, purchase a house, etc. Accordingly, Hutber (1976) 

suggests that 'thriftness' perfectly epitomises their virtues, aspirations and 

attitudes, with their ever-readiness 'to postpone a satisfaction today in order to 

enjoy a greater one at some time in the future' (Hutber, 1976:23).

5.3: Just lookin' - consumer culture and the gaze

The very existence of a world in which gender inequality is the norm (where the 

male is viewed as 'active' and the female as 'passive') allows power-relations 

through 'looking' to be abused by men. It is the very existence of the dominant

95 Indeed, to appreciate completely each particular lifestyle characteristic, we must analyse the 
aesthetic detail closely: Here "one would need to have close descriptions of the quality of the 
objects in question, cloth (e.g., the English associate tweeds with the 'country gentleman'), colour, 
cut, enabling one to grasp the taxonomies used and the concious or unconcious expressive 
intentions ('young' or 'classical', 'sporty' or 'smart' etc.)" (Bourdieu, 1979:202).
96 For Bourdieu, the adjective 'petit' is all to apt, as it succinctly encapsulates their somewhat 
hesitant cultural attitude: "With his petty cares and petty needs; the petit bourgeois is indeed a 
bourgeois 'writ small'. Even his bodily hexis, which expresses his whole objective relation to the 
social world, is that of a man who has to make himself small to pass through the strait gate which 
leads to the bourgeoisie: strict and sober, discreet and severe, in his dress, his speech, his gestures 
and his whole bearing, he always lacks something in stature, breadth, substance, largesse" 

(Bourdieu, 1979:338).-
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male gaze that has even determined the very image of femininity throughout 

history, where the male-owned gaze "projects its phantasy on the female figure 

which is styled accordingly" (Mulvey, 1989: II)97 . Such a visual process depends 

upon the male engaging in scopophilia and voyeurism that (in their own separate, 

yet connected) ways reinforce male dominance within society. The former refers 

to the pleasure that is derived from the act of looking, whilst the latter is 

dependent upon the presence of 'space' between the observer and the observed, a 

gulf "which allows the spectator a degree of power over what is seen" (Neale, 

1993:16)98 .

The power of the male gaze is wielded through a technique of 'fragmenting' the 

female body99 . This fragmentation performs two roles: Firstly, it reduces the body 

to its component parts, in the process depersonalising it, thus allowing an 

objective analysis of the female form less ethically-questionable. Secondly, as the 

subject is no longer represented as a unified whole, any opinion offered from the 

perspective of the objectified individual is nullified. Ultimately, this results in the 

women being gazed upon being reduced to "a collection of objects, for the male 

gaze" (Mills, 1995:172). The frequency with which such published imagery of the 

fragmented female body can be readily observed suggests that women, essentially, 

are sexual beings and are, thus, always sexually available. Within Trethewey's 

(1999) study of female managers, respondents commented on the centrality of the 

male gaze within the overall predatory nature of the organizational workplace, 

where men 'stared' at breast and legs, made comments about the 'revealing' 

nature of their clothing, and described women in graphically sexualized ways.

97 In more personal terms, this process of being defined as a woman by the male gaze is 
encapsulated by the experience of a young Doreen Massey upon a visit to a local art gallery. In the 
company of two male friends, they looked in wonderment at definitive examples of 'high art': 
'They were pictures of naked women painted by men, and thus of women seen through the eyes of 
men. So I stood there with these two young friends, and they looked at these pictures which were of 
women seen through the eyes of men, and I looked at them, my two young friends, looking at 
pictures of naked women as seen through the eyes of men. And I felt objectified" (Massey, 
1994:186).
98 Jordan and Weedon (1995) - although they specifically focuses upon the relation between the 
'normalising gaze' and institutional racism - is also concerned with the power of the gaze, where 
the body of 'the Other' is essentially viewed "as object of ridicule or admiration, as object for 
domination or commodification" (Jordan and Weedon, 1995:253).
99 Fractional representations of women are commonly found within pornographic magazines that 
display anatomically frozen images of parts of women's body, such as legs, mouths, breasts, etc.
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Throughout history cultural representations of the male served to reinforce the 

patriarchal order within society, a status quo characterised during the 20th Century 

by cinematic portrayals of men as heterosexual (yet sexually nomadic), heroic and 

masterful, and woman as heterosexual (yet sexually faithful), timid and 

subservient. Yet, this rigid dichotomy of such culturally-reproduced gender-based 

behaviour was, by the end of the 1970's, beginning to be undermined100. Films 

such as Saturday Night Fever (1977) where the lead (played by John Travolta) is a 

fashion-obsessed man whose social sphere is that of the female domain of 

'discotheques and dancing', masculinity (singular) can no longer be understood as 

a steadfast phenomenon 101 . Instead, it is better conceptualised as an ever-shifting 

plurality of masculinities that display an embrace of both male and female gender 

characteristics. Consequentially, the gaze (considered, beforehand, as strictly a 

male prerogative) is now available to both men and women 102 and is increasingly 

evident within all aspects of a masculine culture 'in crisis' 103 . Of course, such an 

accessibility of the gaze does not equate to a reduction of patriarchal power, as to 

own the gaze is to utilise an inherently-aggressive tool of patriarchal dominance. 

As Kaplan (1983) asserts, '[t]he gaze is not necessarily male (literally), but to own 

and activate the gaze, given our language and the structure of the unconscious, is 

to be in the "masculine" position" (p.30).

100 This cultural transformation took place as a direct consequence of the advances made by the 
women's movement and lesbian and gay activists.
101 For a discussion regarding the dichotomous high-camp / macho impact of the opening sequence 
of Saturday Night Fever, see Francois (2000) pp. 171-172.
102 Despite this egalitarian transformation, the gaze is, very much, dependent upon the existence of 
a weak / strong dichotomous power relationship. It is this inherent aspect that is particularly 
threatening to men, as someone has to be the observed (and, thus, the weaker) and, increasingly, 
these are the 'lesser men' of society.
103 The gaze manifests itself, during a time of male 'crisis', in a particular manner. Men's 
magazines now reduce lifestyle concerns to manageable levels through the segmentation of the 
body (and its related social / cultural anxiety) to a perceptible micro-unit. In other words, men's 
lifestyle magazines fragment the male body into its component parts whereby each "can be 
improved by purchasing the appropriate sports goods, fitness product or cosmetic" (Jackson et al., 
1999:366). Importantly, many organisational 'how to' texts often indulge in the fragmentation of 
both the male and female form. Although, within such pictorial-based, business manuals the male 
body is usually rendered non-sexual (through a focus upon hands, feet, and so on - see Fig. 2) 
whilst, on the other hand, the woman's body is (in comparison) eroticised (due to the camera 
focusing upon buttocks, pelvic region, etc. - see Fig. 3).
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Fig.2: Organisations, the gaze and fragmentation of the male body - covered-up, 

non-sexualised and business-like (Spillane, 1993a:72,86 & 93).
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Fig. 3: Organisations, the gaze and fragmentation of the female body - figure- 

hugging, eroticised and on display (Spillane, 1993b:79).
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5.4: Organisations and image

Body, clothing, style and taste have long been acknowledged as chief signifiers of 

the type of culture to be found within a particular organisation. In fact, such 

cultures of the workplace are increasingly deemed dependent upon the attributes 

of the organisation being projected through their employee's choice of aesthetic 

display. As Rawsthorn (1999) asserts, "looking good is more important than ever 

to ambitious businessmen and businesswomen" (p.48). Ramsey and Parker (1992) 

maintain that, as far as the female manager is concerned, "looking good" is 

founded upon an act of aesthetic symmetry where "the balance of gender and role 

appropriate clothing expresses the tensions inherent in women as managers in 

bureaucratic organizations" (p.266). Ramsey and Parker also insist that it is not 

only women who express difficulty in striking a balance between gender display 

and an adoption of acceptable organisational aesthetics, "for men too the wearing 

of earrings, beards or unconventional dress may be formally or informally 

prohibited" (Ramsey and Parker, 1992:266) 104 .

The mainstay of organisational sartorial life has proved to be the suit, to such an 

extent that, by the late-1970's, the fashion press (in an effort to insist that the 

workplace was a true arena of gender equality) decreed that the suit was also "the 

ideal expression of women's rising economic and political aspirations" (Faludi, 

1992:209). Releasing women from a life-sentence of fashion-victim status, 

business suits were not subject to the whims of what was 'in' and, as such, any 

same suit could be worn from 'season' to 'season'. For many women this was the 

stylistic 'freedom' that was, previously, only available to men105 .

104 It is not only via formal channels that men are instructed of what (and, more importantly, what 
not) to wear whilst at work. Men's magazines, for instance, often instruct the image-conscious, 
aspiring, thirty-something on the stylistic ethics of the organisational workplace. For example, 
FHM ran a three-page article on 'men's styling' and personal grooming, commenting that earrings 
were "strictly for gypsies and seafaring types": (FHM, September 1994:67).
105 There was an economic downside to this manifestation of clothing-orientated gender-equality. 
As Faludi (1992) notes, between the years of 1980 and 1987 the sale of women's business suits in 
the United States rose by nearly 6 million units per year, whilst in the same period sales of dresses 
dropped by 29 million units as a consequence. Thus, in real terms, 'the $600 million gain in suit 
sales in these years was nice - but it couldn't make up for the billions of dollars the fashion industry 
could have been making in dress sales' (Faludi, 1992:211). As a result, the fashion industry 
launched into a 'backlash', with American clothing manufacturers ending their production of 
women's suits in order that female fashion lines were rejuvenated. Many suit manufacturers ended 
their run of women's lines overnight as department stores began to phase out their female- 
executive concessions. Even those that had initially promoted suit-wearing equality were now its
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5.5: Organisations, women and their disciplined bodies

Trethewey (1999) asserts that all women are indoctrinated with methods of self- 

disciplining their bodies many years before they enter the workplace. As young 

girls, they are disciplined in three key ways. First, rigorous diet and exercise 

dictums are culturally introduced in order that an ideal female body (with 

'acceptable' size and weight stipulations) is desired. Secondly, there is 

encouragement to adhere to 'feminine' standards of behaviour, manners, posture 

and movement. Finally, women are urged to engage in acts that emphasise their 

bodies as 'ornamental surfaces' - applying make-up, wearing what is fashionable, 

etc. What is crucial is that such rules of feminine behaviour are culturally 

transmitted, on a daily basis, via a multitude of standardised visual images.

There is an underlying political message here. As a consequence of an adherence 

to the disciplines of diet, makeup, dress, etc., women's bodies have been rendered 

docile. Within the organisational environment the female body is marginalised, as 

the discipline and docility that the female body is subjected to is intensified. 

Whilst the male body exudes autonomy and dynamic, the woman's is associated 

with dependence and passivity. Trethewey warns that historically organisations 

have succeeded in marginalising all forms of feminine discourse. Instead, many 

women have attempted to portray their bodies in line with masculine norms. 

Chris, a female professional interviewed by Trethewey, remarked on the 

usefulness of exhibiting / employing the female body in a particularly masculine 

manner. For example, shaking hands: "If you have a small hand, you could make 

your hand feel bigger by, you know, keeping your fingers apart rather than 

together" (cited in Trethewey, 1999:436). Although, such an obvious embrace of 

masculine 'ways of being' by a woman is often viewed negatively: if a woman 

prefers to dress in an overtly 'masculine' way (for instance, through the adoption 

of suit-wearing, 'power-dressing') she risks being labelled a lesbian or a male- 

female'Iron Maiden' 106 .

most vehement critics: In short, "[fjashion writers buried the dress-for-success concept as eagerly 
as they had once praised it" (Faludi, 1992:212).
106 Margaret Thatcher earned that very designation due to not only her ruthless rise through the 
ranks of the Conservative Party (that led to her eventual election as Prime Minister) but also due to 
her adoption of a hyper-masculine form of femininity. By adopting such an aggressively male

110



For the modem, professional woman, attempts to manoeuvre through the 

organizational environment results in a continuous negotiation of, what Trethewey 

terms, dichotomous 'in-betweens', such as "masculinity / femininity, revealing / 

hiding one's body, conservative / fashionable dress, social conformity / individual 

creativity, and sexuality / asexuality" (Trethewey, 1999:425).

5.6: Lean and Mean - women, fitness and their excessive bodies

The inter-relation between organisational notions of professionalism and socio- 

cultural notions of ideal body shape / weight and fitness equates professionalism is 

taken for granted within a corporate environment, where a fit (in direct opposition 

to a fat) body suggests that a woman is not only self-disciplined but is also in total 

control of her private and public life. Quite simply, the owner of a fit body is 

thought to be more suited to perform adequately within the strenuous environment 

of the workplace. The majority of Trethewey's respondents constantly make 

oblique reference to discursive notions of the fit professional body by stating 

exactly what type of image they feel does not conform - and in doing so endlessly 

mentioned such terms as fat and unfit. Such a notion of the unsuitability of fat 

bodies within the professional environment, is echoed in recent reports regarding a 

controversial Marks and Spencer advertising campaign (that, incidentally, 

included a 'normal', size 16, model) whereby a senior M&S executive announced 

that in future television advertising campaigns "[t]here will be no fat ladies this 

time" (cited in Finch, 12th October, 2001:26).

Within such a context, it can now be appreciated that, for a professional woman, 

the daily choice of what to wear is not the result of a flippant choice, but a crucial 

decision for that day in itself, where simply choosing the 'wrong' blouse would 

result in the wearer being viewed sexual as opposed to professional. Although, 

many of Trethewey's respondents positively thrived upon the notion that their 

body was a sexualised entity, as desirability was yet another facet to their 

professional image. As Suzanne make explicit, "I like to look like a woman,

persona in order to achieve her aims and objectives it has been argued that Thatcher "was the "best 
man" to head the Conservative government" (Kent, 1999:349).
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because I am, and I'm very proud of that. I like that, urn, men look", (cited in 

Trethewey, 1999:444)

The thread that runs through all of the ways in which women are able to display 

their organisational bodies is the recognition of their bodies as 'sign-emitting 

texts', (in order to bolster a professional image) must, at all costs, be 'controlled'. 

When attempting to understand how the female body is regulated within the 

organizational workplace it is vital to acknowledge that the female body has an 

inherent tendency to 'overflow', or display itself in an 'excessive' manner, where 

"women never know when their bodies may display messages and meanings that 

were not intended" (Trethewey, 1999:437).

The use of terms such as overflow and excessive is not a simple consideration of 

being overweight or obese, but more specifically a reference to overflow / 

excessiveness in the form of "pregnancy, menstrual bleeding, emotional displays 

and unruly clothing" (Trethewey, 1999:438). Within an organisational 

environment where regulations, discipline and order typify the bureaucratic nature 

of the workplace, any form of disorder is perceived of as a threat to the overall 

corporate harmony. It is in the organisation's interest to deal with all forms of 

excess and overflow. A pregnant professional woman 'reveals', through her 

fertility, her imminent childcare responsibilities and, as a consequence, a probable 

lessening of commitment to the organisation. Many women, who are able to 

'manage' their bodies by not becoming pregnant, are recognised to be 'in control' 

and committed. One of Trethewey's respondents, Ann, admitted, "I've said, "I 

have no children, I can do ABC". And you're one of the guys" (cited in 

Trethewey, 1999:439).

Trethewey also notes the multitude of ways in which clothing 'allows' the 

excessive female form to overflow and reveal itself. "She looked down and saw 

that the wire from her underwire bra was protruding from her shirt ... She turned 

round and realized her skirt was tucked up into her nylons, thus exposing her 

'backside'" (Trethewey, 1999:442). Such incidents emphasise how a woman's 

body simultaneously conceals / reveals itself which constantly serves to protect / 

weaken female professionalism.

112



One under-examined consideration within the literature is the argument that the 

female professional body is regulated in a far more stringent manner than the 

male, with men's clothing refusing to emphasise sexuality and simultaneously 

hiding bodily flaws. As Leann (one of Trethewey's respondents) remarked, 

"[men's] double-breasted suits could be tailored in such a way that if you did have 

a pot belly, it was pretty much concealed...well, [that] doesn't work for the female 

figure because we have hips, we have a chest" (cited in Trethewey, 1999:434) 107 . 

Although, I would argue that the male body is increasingly represented as a highly 

libidinous entity, where both personal and corporate virility are espoused through 

the propagation of an idealised male physique 108 . Beynon (2002) (with a tangible 

sense of despondency for today's society) observes, '[y]outh and beauty are 

revered more than ever and both sexes feel ever more obliged to strive to conform 

to certain physical ideals' (p. 125). Trethewey agrees, admitting that, so far, 

organisations, men and bodily 'fitness' is a totally under-researched area, where a:

study of men's embodied experience of organisational life would be 
interesting, particularly at this historical moment when men, especially 
ageing men, are being targeted by cultural discourses of youth and fitness 
(Trethewey, 1999:447).

5.7: John Wayne in pinstripes - men, the suit, the hero and the clone

Historically, management literature has been obsessed with those that are able to 

'lead by example', those that are physically resilient and organisationally 

autonomous whilst, simultaneously, holding the workplace ethos, values and 

objectives as paramount ideals over any personal goals and ambitions 1 . Deal and 

Kennedy (1982) claim that "if values are the soul of the culture, then heroes 

personify those values and epitomize the strength of the organization" (p.37). The

107 Such a concern within 'hiding' an imperfect body is also the concern of men. Maxim, within 
their "How to..." column, provide advice on how to "...dress yourself thinner", instructing over 
weight men to "wear a double-breasted suit, which packages your body well" (September 
1998:50).
108 An awareness that the promotion of the idealised male body had proliferated capitalist society 
for decades came following a reading of a dusty copy of Daniel Boorstin's The Image (1962), 
where he offered a prophetic critique of the (then) growing trend of heroicising the male form 
within advertising: "The household names, the famous men, who populate our consciousness are 
... not heroes at all, but an artificial new product - a product of the Graphic Revolution in response 
to our exaggerated expectations. The more readily we make them and the more numerous they 
become, the less are they worthy of our admiration" (p.58).

J09 In reality, of course, men's absolute preservation of the organisation's ideals usually result in 
some patriarchal recompense that respects their goals and ambitions.
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lone figure of the male manager as hero forms the basis of many a manager's 

autobiographical account of organisational life, to the extent that Thompson and 

McHugh's (1990) moniker for such a manager is "John Wayne in pinstripes" 

(p.229). What is central to this heroicising of the manager is the public's 

extraordinary ability readily to picture him performing his role, a collective 

imagination that locates him with ease amid his 'natural environment', the 

organisational workplace. For Burrell and Hearn (1989), the ease by which 

mental images of managers 'managing' - such as a manager carefully dictating to 

his secretary who, in turn, hangs on his every word - are recalled demonstrates the 

incredible power that gender-derived metaphors possess within society; metaphors 

that, as a consequence, lead to the reproduction of such 'gender appropriate' 

behaviour within the workplace (Hearn et al, 1989).

In many respects the male body, hyper-masculinity and patriarchal organisations, 

are inseparable from one another. Hearn (1992) specifically makes this linear 

connection explicit when referring to the aesthetic impact of the corporation man 

in his organisational uniform of collar, tie and suit. Quite simply, for Hearn 

"black, grey, pin-striped, with ties, along with other organizational uniforms 

become phalluses" (p.206). At once, the pinstriped-sheathed organisational man is 

both masculinity personified and a personification of the organisation.

Deal and Kennedy (1982) claim that high-flying, cutting-edge marketing, 

advertising and design corporations are characterised by the immaculate and 

flamboyant styles worn by their fashion-conscious employees. In opposition to 

such image-obsessed organisational members there are those that perform far less 

entrepreneurial roles (far more bureaucratic) roles, for whom dress is still 

representative of who they are, but is no longer a defining feature of their 

individualism. These "process-people" wear an extremely conservative version of 

corporate conformity in the form of sub-standard, 'off-the-peg' clothing where 

"junior members look like junior members ... [while]... higher ranks often appear 

in dark, three-piece suits" (Deal and Kennedy, 1982:124).

One of the main cultural functions of a suit (or, in fact, any form of corporate 

uniform) is to signify the wearer's total adoption of the discursive ethos of, not
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only the organisation, but of the sector in general 110 . Despite the tolerated 

existence of certain stylistic nuances, aesthetic uniformity is deemed the dominant 

characteristic of the male body within the organizational environment. By their 

very nature, corporate cultures gravitate around shared perceptions of unity based 

upon collective standards of recognition, similarity and the communal 

reproduction of conformity.

In order to examine the relationship between conformity and displays of the body, 

I have drawn from the work of Mosse (1996) who examines the manipulation of 

the male form during 1930's Fascist Germany and McDowell (1997) who analyses 

bodily display amid the financial world of the 1990's. For Mosse (1996) the 

contemporary preoccupation with the cultivation of the male body can be traced 

back to the political, social and cultural developments within German society of 

the 1930's. The Nazis wallowed in the impact upon the population of military 

spectacle, where the uniformed male mass instilled desirability and respect 

through restrained hysteria. In such a societal condition discipline was considered 

an essential characteristic for the Nazi male and, as a consequence, it proved to be 

the foundation upon which their public image was built, and constantly promoted 

within Nazi-party publications, posters and speeches - an image where all forms 

of movement were measured, where everything was in its place, and the accidental 

was intolerable. Acceptable manifestations of manly beauty were held in 

opposition to facial features and physiques that were deemed to be the epitome of 

ugliness 111 . To the Nazis an individual's external appearance equated inner 

character, where:

110 Wearing a suit, or not, to work can be deemed a signifier of what Gleeson and Shain (1999) 
refer to as either 'compliance' or 'non-compliance' respectively.
111 This notion of Nazi-era 'ordered masculinity' versus 'accidental physiognomy' is evident within 
contemporaneous propaganda - the former personified within Fig. 4 and the latter (rather 

chillingly) on display in Fig. 5.
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Fig. 4: Nazi masculinity, heroicism and historic male beauty - a S.S. recruitment 

poster urging Norwegians to answer the call (Anon., N.D.:2784)
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Fig. 5: Putting 'accidental physiognomy' on display - evidence of an anti-Semitic 

programme in place in occupied France (Anon., N.D.:1616)
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A person's disordered outward appearance signalled a mind that lacked 
control over the passions, where male honor had become cowardice, honesty 
was unknown, and lustfulness had taken the place of purity (Mosse 
1996:59).

Equipped with such an historical understanding of masculinity, self-control and 

manipulation of the male body, I now turn to the work of McDowell (1997). 

McDowell's work, concerned with those employed within the finance sector, 

encapsulates the interrelation between masculinity, self-restraint and cultivation of 

the body in relation to an intense professional performance within a highly 

competitive organisational culture. McDowell insists that here were men who 

"revealed how important the body, its maintenance and discipline, is in the 

production of a convincing performance" (McDowell, 1997:186). Drawing a 

comparison between these workers and the notion of the doppelganger McDowell 

concludes that the young males she interviewed provided a remarkably uniform 

display. All Caucasian, they proved to be of 'average height' and (in relation to 

their height) a 'suitable weight': "That the respondents were aware of this 

uniformity is clear from the protestation: 'We are not all clones, you know' (male, 

28, assistant director, Northbank)" (McDowell, 1997:187).

I would argue that within the contemporary organisational environment such 

evidence of 'cloning' is not the product of some insidious genetic experiment 

carried out by senior management but, instead, the result of social and cultural 

discursive tampering at the level of the office, canteen and pub. If we are to search 

for further evidence of the organisational clone McDowell suggests that such a 

manifestation of corporate uniformity is conspicuous within a multitude of 

sectors. Reproducing an extract from a report that advised male candidates on 

acceptable forms of dress within American corporations, McDowell manages to 

emphasise both the totality and insidious nature of bodily control with the 

organisation:

The lower tip of the tie should come to the top or center of the belt buckle 
and the back of the tie should go through the label so it cannot escape 
control and reveal its undisciplined self to the interviewer. The belt should 
not only be new, but should show no sign of weight loss or gain. The body 
of the candidate should be totally disciplined, and should indicate that it is
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always controllable. Weight gain or loss are signs of a body breaking out of 
control and having to be redisciplined. The tie relates to the belt 
symmetrically, producing the body as aesthetically balanced around both 
vertical and horizontal axes. The aesthetics of symmetry, of the repetition 
and balance of form, represents human control over nature. Nature is 
asymmetrical, ever changing and growing. Aesthetic form is static, 
completed, controlled (McDowell, 1997:188 - 189).

A further insight into aesthetic paranoia and presentation of the male body within 

the contemporary business world involves a reading of Bret Easton Ellis' cult 

novel American Psycho (1991). Set in the high-flying financial world of 1980's 

America, the novel's emphasis upon the male obsession with image is highly 

relevant to any discussion on men, the body and the organisational life. The 

novel's protagonist, Patrick Bateman, narrates his daily existence with a monotone 

precision which neatly encapsulates not only his comfortable Wall-Street 

existence but his psychotic obsession with aesthetical form and his fanatical 

attitude towards 'presentation of the self' 112 .

5.8: Impression management or managing impressions? - the organisation 

versus the individual

One way in which individual behaviour is dictated is via 'impression 

management', where restraint and conformity are both embodied consequences of 

simultaneous self-restraint and external control of the body. Goffman (1959) 

underlines the notion that any form of managing humans and human behaviour is,

112 For example, there exists a five-page single paragraph that describes (in minute detail) various 
cultural artefacts that adorn1 his home and - in particular - his appearance: "The suit I wear today is 
from Alan Flusser. It's an eighties drape suit, which is an updated version of the thirties style. The 
favored version has extended natural shoulders, a full chest and a bladed back. The soft-rolled 
lapels should be about four inches wide with the peak finishing three quarters of the way across the 
shoulders. Properly used on double-breasted suits, peaked lapels are considered more elegant than 
notched ones. Low-slung pockets have a flapped double-besom design - above the flap there's a 
slit trimmed on either side with a flat narrow strip of cloth. Four buttons form a low-slung square; 
above it, about where the lapels cross, there are two more buttons. The trousers are deeply pleated 
and cut full in order to continue the flow of the wide jacket. An extended waist is cut slightly 
higher in the front. Tabs make the suspenders fit well at the center back. The tie is a dotted silk 
design by Valentino Couture. The shoes are crocodile loafers by A. Testoni" (Ellis, 1991:29). 
Indeed, such an insight into (male) obsession is further illuminated by production press reports 
surrounding the making of the book's celluloid adaptation. The British actor, Christian Bale - 
playing the serial killer Bateman - was interviewed regarding, in particular, the physical challenges 
involved in such an adoption of an obsessive/compulsive lead role. Bale, embracing high-tech 
gyms and grooming products in real-life - in order to alter his body image into an aesthetically 
suitable form - commented: "I had to become addicted to it to achieve the psysicality which is 
required for the part, ... I did have to work out, go on the sunbed, have manicures" (Bale, quoted 

in, Dalton, 05/2000:82).
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in essence, the exertion of control over individuals and actions that are naturally 

prone to 'de-control'. In other words, control over organisational behaviour (that 

conducted within sight of the public, within the 'front region') is dependent upon 

the allowed lack of behavioural de-control amid 'back regions'. Whereas 

'backstage' comportment is characterised by such minor physical self- 

involvements' as smoking, bad posture, chewing gum and belching, "frontstage 

behaviour ... can be taken as the absence (and in some cases the opposite) of this" 

(Goffman, 1959:129).

It is this ever-present binary of conditions that organisational 'impression 

management' attempts regulate, where individuals are constantly pressurised into 

suppressing true emotions in favour of displaying a front that is an empty fagade 

of professional consistency. Collinson and Heam (1997) note that managers are 

expected relentlessly to enact such 'impression management', if only to 'manage 

the impression' that they transmit to other organisational members around them. 

Failure to manage successfully this impression management / management of 

impressions result in the probability of a reprimand: "One junior manager 

described how ... he was called into his manager's office to be told that he was 

'not smiling enough'" (Collinson and Collinson, 1997:390).

CONCLUSION

Primarily, the concern of this chapter has been the notion of whether or not 

individuals within today's organisational environment are trapped within an 

'ornamental culture' (Faludi, 1999). A depthless culture that places aesthetical 

values above all else, where the more profound (and more enduring) satisfactions 

of deep appreciation and understanding have been replaced by the far more 

superficial (and instantaneous) joys of the gaze. In place of a society where men 

and women have a public 'use', where they have lost their previous functional 

purpose, there now exists a reality where many incessantly perform a purely 

decorative role. Ornamental culture has swept away social and institutional 

commitment and crudely replaced them with cultural 'visual spectacles' based 

upon the worship of the celebrity and iconaclising of bodily image; an image that 

many try to purposelessly emulate.
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It can be now be argued that gender itself is no longer an inner resource but an 

external decoration, a disguise / recognisable self that is endlessly chosen / 

discarded / re-chosen in an incessant quest for identity. Of course, the biggest 

irony is that identity has now been reduced to that of yet another purchase in a 

commodity-saturated world. Whereas femininity has long been subjected to such 

commodification, it is now the turn of masculinity, as men have been awarded the 

equivalence of a 'product'. Thus, in reality, "[w]hat passes for the essence of 

masculinity is being extracted and bottled - and sold back to men" (Faludi, 

1999:35).

In such a world bodily control is everything, for if women could master their own 

bodies (despite its excessive tendency to overflow) professional success would be 

theirs. Although, within the organisational workplace (and society in general) a 

contemporary form of 'Darwinism' may be in the ascendancy, where some "may 

have fit enough bodies or personalities to survive corporate downsizing or to be 

promoted, [while] others may be deemed unfit and found wanting" (Trethewey, 

1999:446). Many are troubled by such an obsession with health, fitness and the 

desire to attain the ideal form as 'age-ism' and (unofficial) 'anti-disability' 

measures are increasingly evident throughout the workplace (and elsewhere) as a 

direct consequence.

Also, it can now be conceived that the organisational workplace is a breeding- 

ground for a clone-like workforce where individuality (in appearance and outlook) 

is scorned in favour of mass uniformity and blind devotion. If this seems farcical, 

then consider Baudrillard's (1981) notion of cloning as central to human 

development: "Cloning is thus the last stage of the history and modelling of the 

body, the one at which, reduced to its abstract and genetic formula, the individual 

is destined to serial propagation" (p.99).

We must now consider what the future for organisations and notions of the body 

is. Our current understandings of the body are clearly determined by (and 

demarcated along) along gendered lines. For example, Bonvillian (2001) asserts 

that bodily posture adopted by men and women transmit totally differing social
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and cultural gender-based signals, where men sit in a challenging manner with 

arms and legs apart, whilst women "try to take up as little space as possible" 

(Bonvillian, 2001:307). It is this reality that has compelled Bonvillain to promote 

the notion that an adoption - by both men and women - of a non-gendered 'third 

body' may be the way forward. An assertive, confident, yet non-threatening 

physical presence may be the organisational (and even societal) body image of 

both men and women of the future. Thus, when women within the professional 

arena are constantly preoccupied with uncovering strategies of bodily presentation 

"that are at once engaging, though not too inviting, soft but not weak, and 

interested, but not threatening" (Trethewey, 1999:437-438), it could be suggested 

that they are attempting to attain an illusive bodily ideal. An ideal that is not 

wholly feminine or masculine but a more progressive hybrid, a masculine / 

feminine 'third gender'.

Throughout Chapter 5 it is argued that the body is of primary concern to both the 

individual manager and the organisation, claiming that impression management is 

the absorption of all within the organisational environment. That is to say that - 

within the context of the workplace - all signs that emanate from the body are of 

utmost importance: especially speech. Chapter 6: Fighting Talk - Language, 

Gender and Managers (the last of the literature reviews) is, as such, an 

examination of another, often neglected, facet of managerial and organisational 

discourse - that of language in the context of the enactment of management and 

masculinity. It will be claimed that through 'argument', 'banter' and even 'silence' 

it can be recognised that individuals enact masculinity and management through 

conversation; where those in positions of hierarchical power (managers within 

organisations) 'pull rank' through verbal commands.
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CHAPTER 6: FIGHTING TALK? - LANGUAGE, GENDER

AND MANAGEMENT

INTRODUCTION

This chapter examines the notion that language within the organizational 

environment can be regarded as a management tool. Throughout, I aim to suggest 

that managers both preserve the managerial status quo and continuously re-affirm 

male organisational superiority through their use and misuse of language. In 

effect, they are able to 'pull rank' through their intentional misuse of 

organisational speech. Through particular use of verbal skills such as argument, 

banter and silence, and through the embrace of sexist terminology, managers enact 

their masculinity and / or femininity. As Wood (1994) insists, "[b]ecause men 

have historically dominated institutional life, masculine forms of communication 

are the standard in most work environments" (p.271).

As language is often thought to reflect the interrelation between hierarchical 

position and social power, I argue that managers are responsible for the 

maintenance of both hierarchical structures (such as workplace organisations) and 

the continuation of male dominance within society (the performance of 

management itself through language use). It is precisely such a potent fusion of 

masculinity, language and management that suggests that any study of language 

within the organisational environment is an extremely pertinent one.

6.1: Theoretical considerations of language

Before any attempt to consider how both men and managers use language, it is of 

crucial importance to gain an understanding of how language itself is used. The 

initial step towards this is an acknowledgement that, above all, any language 

system is not simply a means of merely describing human behaviour, or reflecting 

what is happening around us, but it is a primary method of influencing the social. 

Language should not be perceived of as a passive cultural phenomenon that 

operates in a neutral way. Instead, it should be recognised that it is the means by 

which privileged members of society assert their dominance.
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What is vital to understand is that all societal structures are, in essence, linguistic 

systems that are, in turn, the product of gender relations. Therefore, the study of 

the inter-relations between gender, language and management benefit from a 

careful analysis of the distinctions found within a language system (amongst the 

spectrum of pronunciation, intonation, grammatical variants, conversational style, 

etc.). As Bonvillain (2001) asserts, a fragmented society is reflected through 

linguistic difference. What is crucial is that, in turn, these verbal differences 

themselves are then transformed into the means by which those within society 

actually reinforce social segmentation. However, that move in itself would not 

sustain continuous cultural division. Cultural division is due to individual 

perception of difference (as each of us, in our own unique way, interprets and 

misinterprets what is being said) and, far more importantly, due to the way we act 

following that interpretation. As Bonvillain (1995) notes, difference itself is 

neutral "it is the contrast in how behaviour is evaluated that is socially significant" 

(p.295).

It is pointless then to attempt to compile a list of linguistic features in which 

'men's talk' and 'women's talk' can be filtered out from one another. As the 

offering of such a banal overview would (with regards to the joint analysis of 

gender and language) simply result "in a gross over-simplification" (Graddol and 

Swann, 1989:89). Instead, it is more beneficial to highlight the existence of 

differences (plural) within a single language system, between genders, and amid 

society itself. An examination of gender relations is possible by considering how 

men use language in a different way from women, as linguistic analysis reflects 

individuality through positive recognition of difference .

Any study of language that underlines notions of difference makes obvious that 

the continued use of (and indifferent response to) linguistic difference often 

detrimentally affects certain members of society (i.e. women, ethic minorities, 

'lesser men', etc.). For example, use of the term 'opposite sex', whilst suggesting

113 It is also worth bearing in mind that language use not only reflects the social position of its 
speaker (such as gender, race, etc.) but it also betrays their cultural aspirations, life-style choice 
and membership of a particular social group or subculture. Although, crucially, "many of these 
factors will be related to gender" (Graddol and Swann, 1989:66-67).
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that social fragmentation exists, actually creates a social context in which gender 

antagonism is encouraged:

Certainly the sexes are different, but in what sense are they "opposite"? The 
word itself connotes a polarity, denying possibilities of overlap or 
congruence. It also implies conflict and antagonism (Bonvillain, 2001:314).

Graddol and Swann (1989) suggest that many linguists are prone to the persuasion 

that language, for them, is very much a symptom and cause of social inequality. 

Thus, central to the debates contained within this chapter is the understanding of 

language as not only symptomatic of society but that language is constitutive of 

social action. It is such an acknowledgement that leads us to take what is termed, 

the 'linguistic turn'. The notion of such a 'turn' originates from the work of both 

the linguist Ferdinand de Saussure, and the post-structuralist theorist Jacques 

Derrida.

According to de Saussure the value (or social and cultural significance) of a word 

is established purely through the relation that it holds to another word. Words do 

not possess any intrinsic value, as their meaning is given at the point of speech 114. 

Equally, de Saussure's theories are based upon the principle that any language 

system involves the transmission and translation of 'signs', and that each sign (or, 

in effect, uttered word) consists of two component parts. First, there is the 

'signifier' (that is the sound that the word 'makes' when it is spoken) and, 

secondly, there is the 'signified' (the mental concept that is 'imagined' when that 

word is heard), de Saussure did not accept that a natural relationship existed 

between the signifier and the signified:

de Saussure's concept of the sign points to the relative autonomy of 
language in relation to reality ...[and] ... that the relationship between the 
signifier and the signified is arbitrary (Letche, 1994:150).

For example, the word 'manager' does not naturally equate to 'leadership', 

'authority', 'legitimacy to manage', etc. In other words, what we recognise as the 

word manager only means something to us as we already hold pre-associations of

114 This notion of words gaining meaning at a given moment is to adopt a synchronic perspective as 
opposed to a diachronic approach, where the latter suggests that meaning is historically given.
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that word and its meaning. Language, then, is a social construct and, as such, is 

open to interpretation, reinterpretation and misinterpretation, de Saussure divided 

(spoken) language into, what he termed, langue (the linguistic macro-structure 

itself, with its parameters and rules) and parole (micro-acts of speech, or 

conversation), and considering the constraining nature of the former and the 

limited influence of the latter, de Saussure insisted that language was, ultimately, 

an institutional process that subordinated the individual. Therefore, "through a 

Saussurian optic, individuals are as much formed by language as it is they who 

form language" (Letche, 1994:151) 115 .

The pursuit of any form of totalising tendency (such as over-arching organisation, 

or linguistic theories) is thought to be highly irrelevant. Instead, emphasis should 

be placed upon the inherent instability and fluidity of all social institutions and 

structures. As such, Hassard and Parker (1993) insist that to be preoccupied with 

continuity (and, thus, to view structural relations as something steadfast) is a 

fool's errand, as "the discourses of organization are no more than changing moves 

within a game that is never completed" (Hassard and Parker, 1993:18). Similarly, 

any notion that language belongs to a person, or group, fails to appreciate the 

inherent nature of change within a linguistic system. For example, proof that 

language possesses it own internal dynamic is the (increasing) number of words 

available at any given moment. As such, Graddol and Swann (1989) suggest that a 

language system can best be imagined as a set of interrelated (and ever-changing) 

networks, to which an individual has ever only limited access. Additionally, 

individuals are not allowed complete freedom to choose from the entire range of 

linguistic styles, without meeting social and cultural resistance. Graddol and 

Swann note that "[fjeminists are probably on more familiar territory than linguists 

when it comes to understanding the effect of social structure on the freedom of 

individual men and women" (Graddol and Swann, 1989:139).

115 Structuralists such as Saussure (so-called, as they deemed that structures were of more 
significance than individuals) argued that it was inappropriate to study the social phenomenon 
independently of the cultural or linguistic systems that give them meaning. This leads to the single 
major criticism of Saussure and his structuralist successors. Any concept that focuses upon the 
dominance of institutional forms ignores the significance of agency, and, as a consequence "does 
not make sufficient allowance for the role of practice and individual autonomy" (Letche, 
1994:151). This is a common oversight in the study of organisations, in that language (and other 
agency-derived actions) are subordinated in favour of more structural concerns such as 

reorganisations, restructuring, redundancy, etc.
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6.2: The gender distinctions of language

Both Graddol and Swann (1989) and Bonvillian (2001) note the disparity between 

the speech of men and women, where characteristics typify what are considered to 

be 'acceptable' forms of communication that are split along gendered lines. As 

such, let us now consider these language variations by giving closer scrutiny to the 

various elements of speech, namely: pronunciation, intonation, grammatical 

variants and conversational style.

6.2.1: Pronunciation
To a large extent, women's speech is often characterised by a form of 

pronunciation that is considered to be of a socially 'standard', or 'prestige', 

manner. Such a standard form of speech is thought to contrast to that of men's 

where a 'non-standard' style of pronunciation is thought to predominate. For 

Bonvillain, the major reason for this disparity lies in the suggestion that women 

are more self-conscious of the social norms underlying conversation and, in order 

to defer constant critical judgement, are constantly attempting to meet a prestige 

standard. Such a standard has been striven to be met as women have been 

socialised into believing that their accent, voice and speech should reflect their 

ability to meet society's expectations of them to act in a polite, refined and 

feminine manner. Thus, 'correct speech' is not only a reflection of women's 

enforced desire culturally to conform but also highlights an awareness of their 

insecure position within society:

Women's use of careful pronunciations reflect their insecurity in a 
hierarchical system of gender differentiation in which they are culturally 
relegated to second place (Bonvillain, 2001:300).

6.2.2: Intonation
With regards to intonation, again differences between the genders are apparent. 

Intonation is the sonic amalgamation of a person's talking rhythm, volume of 

speech, and range of pitch and, in general, it is agreed that many women employ a 

far more extensive spectrum of intonational contours than do men. As Bonvillain 

notes, women utilise a vast range of pitches characterised by a continuous change
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of volume and word velocity - sometimes even within a single sentence. In stark 

contrast, men are on the whole limited in their range, tending to sound far more 

Hat in conversation than women. Furthermore, women tend to end a declarative 

sentence with a rising pitch, whereas men, in the main, use a steady, even or 

lowering pitch. The disadvantage of women using a rising pitch is that, according 

to Bonvillain, it is perceived of as a questioning speech contour and, as such, 

"leads to women's self-presentation as hesitant, uncertain, and nonassertive" 

(Bonvillain, 2001:301). Men, on the other hand, are thought to possess a more 

controlled conversational style and, as a consequence, are perceived as being 'in 

control' of their emotions. Women, due to the more 'expressive' nature of their 

speech, are often perceived of as constantly bordering on the edge of emotional 

'de-control'.

6.2.3: Grammatical variation
For Bonvillain, a consideration of 'tag-question' is crucial to the study of gender- 

related grammatical choice. Tag-questions' are joint declarative / self-questioning 

statements, whereby a speaker adds a 'tag' to the end of their (what seems at first, 

assertive) sentence. The 'tag', in the form of an immediate question related to that 

statement (for example, "Mr. Jones is in charge here, isn't he?") succeeds in 

simultaneously sounding assertive and hesitant, positive and yet unsure. The use 

of tag-questions by women only serves to suggest that they are hesitant in making 

public statements and decisions, signalling to a wider audience "their reluctance to 

make direct assertions" (2001:302) 116 .

116 The intricacies and complexities in the use of 'tags' are apparent in the further consideration 
that they are comprised of 'modal-' and 'affective-tags'. A modal tag is an addresser's request for 
supportive information, to a question, from the addressee. Or, more to the point, it is a request for 
the addressee to confirm and support the addresser's original statement. For example, a manager, 
discussing with another manager, a confidential HRM concern, may utter, "I think they should be 
dismissed, what's your view?" This is an extremely confident statement, with a questioning modal- 
tag added almost as an after-thought. In this case the tag demonstrates that the speaker is assertive 
and shows little concern for the reaction of the addressee. Thus, a modal-tag is said to be speaker- 
orientated. On the other hand, 'affective tags' are thought to be primarily addressee-orientated. 
For, in the same scenario as before, a manager may say to another, "Disciplinary action may be our 
only recourse, don't you think?", and is thus a far more hesitant statement (with an indecisive tag 
only serving to emphasise the original speaker's uncertainty). The issue of gender comes into play 
when it is acknowledged why it is men who are more likely to use the far more assertive modal tag, 
whilst women subconsciously opt for the affective tag. Modal's are used, mainly by men, to merely 
support what they already believe in, and affectives are brought into play, normally by women, to 
initiate a discussion about the topic of which they are uncertain: "Men more often use tags for 
"speaker-orientated" goals, to obtain or confirm information for themselves, whereas women more 
often use tags for "addressee-orientated" goals, particularly as strategies to engage addressees in 

talk" (Bonvillain, 2001:303).
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Similarly, with the use of 'hedge words' women only serve linguistically to 

emphasise their insecure position within the public sphere. 'Hedges' are words, or 

expressions, that, when subconsciously used, make a negative statement about 

one's conversational assertion. For instance, a manager in discussion on a 

sensitive personnel matter may say, "Perhaps we could try to discipline them" or 

"Maybe I'll think about issuing a written warning", where inclusion of such 

hesitant words as "perhaps, "try" and "maybe" signify the speaker's uncertainty 

over the validity of their own statement. There is a concern surrounding the 

gendered use of such hedge words, as women, who are socialised into avoiding 

conflict and, thus, encouraged to defer to those thought to be socially superior 

"choose to state opinions interspersed with hedges to minimize confrontations 

with an addressee who may hold a different view" (Bonvillain, 2001:303-304) 117 .

6.2.4: Conversational style

One conversational tool that is an extremely popular means by which patriarchal 

forces are exerted upon women is 'interruption'. A male speaker (as he, usually, 

possesses the louder of the gendered voices) is well positioned to dominate 

conversation through interruption. Interruption should not be confused with an 

'overlap', where the latter term refers to simultaneous speech where one speaker 

starts talking before the other has finished - but without the flow of conversation 

being broken (or, more importantly, without offending the interrupted speaker). 

As overlaps occur more frequently within women's group conversation, where 

argument is a rare occurrence, their use are thought to signify the presence of a 

more convivial and co-operative speech environment.

Within many single-sex conversations many overlaps occur and are either minor 

mistakes of timing or are markers of total familiarity between the speakers. On the 

other hand, in conversations between men and women, the majority of verbal

117 Demonstrating that tags and hedges equate feminine uncertainty and female disempowerment.a 

Guardian article, focusing upon the growing trend towards the use of 'HRTV ('high-rise 

terminals', or 'uptalk', the point at which a sentence ends in a question), claimed that their 

increased prevalence indicated a suffocation of women's views. Quoting Diane DiResta (an author 

with linguistic and feminist concerns) who claimed: "Uptalk is a form of this politically correct 

language. It's as if a person's tentative tone allows them to retract the statement if it is met with 

criticism or disapproval. People are afraid to take a stand ... [and, as such] ... It is especially 

disempowering for women" (DiResta, cited in, Seaton, 21sl September 2001:3).
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intrusions are advanced by men and take the form of interruptions. As such, it can 

be argued that interruptions (when used by men) operate as a patriarchal tactic 

aimed at exerting total control over the topic of conversation, as they are 

infrequently used in order to bring about a change of topic of interest to the 

interrupter (the man). It is crucial to remember that certain men not only attempt 

to dominate conversations they hold with women but that socially superior men 

attempt to exert their power over 'weaker' men through the medium of 

conversation. Within the organisation, more superior men commandeer 

conversations to such an extent that "those at the bottom of the hierarchy are likely 

to find that they can scarcely get a word in edgeways" (Knipe and Maclay, 

1972:99).

6.3: Pulling the other one - in-jokes, piss-takes and other forms of homo- 

social banter

Any competent use of a language system involves the ability of any individual 

demonstrating that one has the grasp of words and the order in which those words 

need to be used. It is also essential that participants possess a commonly-held 

understanding of the surrounding social world. For a language to work a shared 

view of the world must exist, whereby the method of verbal description of that 

world is dependent upon the comprehension and empathy of others to what is 

being said.

Any examination into how a language is a means of culturally reproducing the 

gender inequalities of a society must recognise the significance of the 'male-as- 

norm bias'. This is where there is a consensus whereby a gender-laden term is a 

'given' (or natural) means of description: a description that, it is felt, requires 

'feminising' when it is applied to its female equivalent. It is when exact pairs of 

opposites exist that this linguistic phenomenon becomes most obvious, where the 

male version is emphasised by its normality and, thus, becomes the more neutral 

of the two, while the female form, simultaneously then becomes the one which is 

defined by its difference.
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For example, a (male) manager is separated from a (female) manageress by a 

suffix (- the -ess). The very inclusion of the -ess provides a multitude of gendered 

connotations. For instance, the term manageress (as opposed to manager) 

conjures up a combined notion of both equality and inequality. To be a manager, 

an individual - undoubtedly - is 'in charge'. A manageress, on the other hand, 

would, more than likely, be involved in the process of supervising, perhaps, a 

bakery or a florist, but not (due to the negative connotations its use initiates) 

thought to be on the managerial board of a global company118 .

For Easthope (1986) 'banter', in all its forms, employs irony, sarcasm and cliche 

and is a common way of individuals establishing bonds with others. In no way can 

banter be thought of as solely a male preserve but, as it is used so frequently 

between men, it has to be acknowledged ultimately as a masculine form of verbal 

communication, whether it is used by a man or woman:

It is used so much and so often as a form of male exchange, it is so 
widespread and powerful, both in life and its fictional representation, that it 
must be considered an example of masculine style (Easthope, 1986:87).

What characterises banter as a masculine form of communication is its outwardly 

aggressive style which, simultaneously, asserts the male ego and promotes male- 

bonding. In relation to the latter, banter is very much dependent upon the speaker 

having formulated an intimate relationship with the person who the banter is 

aimed at (which, in turn, serves to ensure that the male audience remains 

exclusive) 119 .

Knipe and Maclay (1972) recognise that within male hierarchies (especially the 

traditional, pre-delayering, organisation) those who habitually rely on simply 

'making other people laugh' come to depend on that technique in order to enter 

into daily relationships. By their own admission, such individuals are relegated to

118 Allied to this, the (usually simultaneous) generic use of the description man within the 
workplace is misleading and, for women, degrading. As to use the term 'man' to refer to men and 
women is, at best, incorrect, and, at worst, a linguistic shift of emphasis upon the importance of the 
role of the male, and the minimising of the significance of the female. For instance, to make 
constant reference to a region's 'manpower', is to ignore the more positive role played by the 
combined strengths of its (more political-correctly-coined) workforce.
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the weakest end of the power spectrum as a consequence of their endless 

tomfoolery. Quite simply, for people even to recognise their existence they have 

continuously to ridicule and, in turn, be ridiculed. Thus, within the organisational 

environment they are perceived of as the corporate-floor 'court jester' and are, as 

such, instantly recognisable in this role. Their deliberate misuse of language is a 

central feature of their self-deprivation:

Unlike the person who resorts to self-effacing humour only occasionally, the 
man who builds his whole personality around this type of face display 
characteristically develops an amusing range of facial expressions, comical 
gestures, and ridiculous ways of speaking (Knipe and Maclay, 1972:95) 120 .

The joke is often the preserve of male members of society, simply as a means of 

creating a secure patriarchal social sphere in which homo-social groupings can 

flourish without fear of infiltration by women. As Ackroyd and Thompson (1999) 

stress, "[t]hough masculinity is put on public display as a counterpoint to 

femininity, it draws strength from the absence of or separation from women" 

(p. 134). As such, the raucous belly-laughter that follows any telling of a sexist 

joke echoes within blue-collar locker rooms and canteens, and white-collar squash 

clubs and wine bars, alike. So-called innocent 'dirty' humour reinforces male 

power and exploits women's precarious societal position:

Told among men, as it generally is, the dirty joke gives its teller the fantasy 
of seducing a woman with the encouragement of his audience (Easthope, 
1986:124) 121 .

119 Jennifer Coates (1989), on the other hand, comments on how 'gossip' performs a very similar 
function to male banter amongst all-female groups, acting as a empowering inclusive / exclusive 
form of communication.
120 Joke-telling is not necessarily a feminine virtue. Although, as joke telling relies, not on male 
attributes of social restraint, but on the more feminine characteristics of self-ridicule, it does reduce 
the social-standing (and, thus, gender-ranking) of its male teller to that of the same lowly societal 
status of a woman.
121 Of course, the above citation illuminates the sinister overtones to be found within all forms of 
masculine-originated banter and joke-telling, that, in reality, they are hostile means of 
communication that not only celebrate beery male bonding that thrive upon the denigration of 
women. As it is acknowledged that masculinity recently reasserted itself through the cultural 
phenomenon of 'new laddism' it should come as no surprise that the sexist 'dirty joke' revived 
itself on this crest of this 'retro-male' fever. As such, the come-back of sexist remarks a la Carry 
On can be linked to the current dewy-eyed-ness for 1970's sitcoms, watched by new-lads longing 
for a return of 'real men'. As with America's 'men's movements' here were men who longed "for a 
mythic past, a time before the 'soft' men who capitulated to the emasculatory onslaught of 
feminism" (Hunt, 1998:7).
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Seen as a form of male self-empowerment, offensive humour at work already 

subordinates the position of women within a social arena that they already find 

themselves subordinated within. Indeed, due to the omnipresence of the 'sexist 

joke' within the public sphere "sexuality is part of everyday life and professional 

organisations are far from being 'safe havens' ... [Thus it] may be argued that 

work organizations are among the most sexuality explicit social contexts" 

(Nicolson, 1996:132).

6.4: Fighting talk - organisations, aggressive masculinity and language

A key component of all forms of masculine communication is the inclusion of a 

proliferation of swearwords, whereas, in what are regarded typical feminine styles 

of speech, swearing is very much considered as inappropriate. This reflects the 

widely-held notion that to be feminine is to adhere to all standards of acceptable 

social behaviour, whereas men, on the other hand, are far more socially, culturally 

and linguistically unfettered and, as such, possess a more 'open' vocabulary. In 

other words, the fact that men are able to use language in such an aggressive and 

assertive manner (as it is their sole prerogative to swear) is a display of their 

discontent with the restrictions of language, as "swearing is clearly transgressive, a 

deliberate effort to break the rules of politeness and good verbal behaviour" 

(Easthope, 1986:94). Swearing is an obvious outpouring of male aggression and 

(due to the origin and limited range of swear-words) is a misogynistic act that both 

derides women and re-asserts the masculine ego. This can be demonstrated in the 

tendency of men to use the word "fuck" 122 as a verb, adjective and noun, many 

times even in a single sentence.

The very occasion in which masculinity, aggression, swearing and assertion of the 

male ego are all evident is within the 'argument'. Many men, on a regular basis, 

choose argument over any other form of verbal exchange in order to reinforce 

their position within a masculine, hierarchical society. Often this involves drawing 

upon an armoury of aggressive characteristics and routine confrontational skills

122 It is also essential to bear in mind that the word itself is derived from the German, ficken, 
meaning "to strike" and, as such, "fuck* generally presupposes that an active male does something 
to a passive female' (Easthope, 1986:94).
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that have been developed over an entire life-span, involving moods, facial gestures 

and, most importantly, an argumentative tone of voice.

In a highly competitive male environment (such as an organisation) swearing and 

arguments are all part of the every-day enactment of masculinity and are, on many 

occasions, merely macho theatrics that are heavily reliant upon homo-social 

familiarity:

Arguments between certain pairs of individuals may become so predictable 
that a linguistic tournament of thrusts and parries can be counted on more 
surely than the weather (Knipe and Maclay, 1972:98).

This type of behaviour is perceived of as a charade in order to discourage women 

from considering entering the male public sphere 123 . The chief means of ensuring 

the workplace is maintained as predominantly masculine is the insistence upon the 

use of an aggressive language, whereby obscene language, sexist terminology and 

violent gestures infiltrate daily conversation. Thus, within organisations:

Opponents are 'screwed' or 'fucked', mountains are climbed and battles are 
won. Conquest and competition are the dominant metaphors to express what 
the organization is, and should be, doing with the marketplace described as 
the terrain upon which this struggle takes place (Ramsey and Parker, 
1992:267).

As such, we find that what permeates most organisations are sporting and military 

terminology and analogies (for example, "battle plan" "mount a campaign" 

"strategy", etc.) 124 all strung together within a sentence of sorts by a proliferation

123 Although, if a woman does happen to enter a male domain, then it is recognised that men tend to 
exaggerate their masculine behaviour, actually increasing the level of shouting, swearing and 
arguing.
124 War-like, hyper-masculinity permeates organisational discourse in an effort to reassert 
masculinity following de-masculisation periods of restructuring, downsizing and delayering. Those 
that lose their job are "heroicised" by recognition that they were amongst those that were 
"massacred" by redundancy. The post-restructuring organisational environment was, therefore, 
now a "battlefield" where a "language of death began to permeate research interviews with talk of 
'survivors', [and] those who 'hadn't made it'" (Collinson and Collinson 1997:387). This, of 
course, is at a time where only 'virtual wars' are being fought, not by 'real men', but by the more 
'feminine' technology of computers. Thus, in today's organisational environment it can be argued 
that the 'new order' of masculinity (that can be found in the private economy) is leading the way, 
whilst 'old guard' military masculinity follows. As Michael Ignatieff (2000) claims, evidence that 
this (previously un-dreamt of) reversal has taken place, is the reality "when the Marines go to Wall 
Street to learn about decision-making under stress, and when the military turns to Wal-Mart to 
learn about logistics'' (Ignatieff, 2000:190).
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of swearing that demean women's position in society ("son of a bitch" for 

instance). Thus, "whether intentional or not, language related to sports, military, 

and sexuality functions to bind men together into a community from which many 

women feel excluded" (Wood, 1994:283).

6.5: Silence is golden? - masculinity, biting one's tongue and suppression of 
the emotions

If there is a single social and cultural stereotype of the genders that deserves to be 

questioned, it is the notion that women are, by nature, more talkative than men. 

Any truth in the claim that men are sparing with their speech, undoubtedly 

suggests that there is a gendered undercurrent to their (relative) silence, as the 

occasions when men fail to take part in a conversation usually coincide with 

periods when talk centres around an emotion-based topic 125 .

Gough (2001) examines the significance of silence within male conversations. 

Following interviews with second-year university psychology students, the 

research highlights the social tensions inherent within male conversations, 

particularly at the point at which an individual opts for either expression or 

suppression of views; the point in a conversation at which a man decides between 

argument, co-operative speech or 'keeping quiet'. If a man decides upon the latter, 

this is the point at which he is deemed to be "biting his tongue" (Gough, 2001) 126 .

125 Research undertaken by Sattell (1983) explains that a man's tendency towards a deliberate 
restriction of conversation, ultimately, only serves to bolster patriarchy's public appearance of 
unflappable dominance, as key to this masculine concern of 'total impression management' is 
"[k]eeping cool, keeping distant as others challenge you or make demands upon you, is a strategy 
for keeping the upper hand" (Sattell, cited in Bonvillain, 2001:305).
126 'Biting one's tongue' may reflect more widespread problems within contemporary gender 
relations. Following the experience of social mobility many individuals construct their identity (and 
position the focus of their social relations) somewhere between their new-found peers and the 
members of their former social circle. In relation to the debates within Chapter 4 (and, in 
particular, 4.4) this can result in a tension, where a newer (middle-class) consciousness can clash 
with an older (working-class) 'ghost' self. Gough, for instance, notes for a man to enter into a 
theoretical debate on the subject of second-wave feminism within a seminar workshop is all very 
well but, then, later that evening, to be confronted by the 'sexist' comments of his 'mates' in 'the 
local' can only result in the act of 'biting one's tongue'. One of Gough's respondents, Stephen, 
commented: "Say I go out to a pub or something like that, and it's quite a working class pub. In the 
bar there's lots of guys together all sat round a table and lots of comments goin' 'round, obviously 
about women, racist topics, and some people are very racist and stuff like that, now I could actually 
say something, and I have done on occasion, but it just causes so much, and you're totally out 
numbered and you're just put down totally by the guys, so you learn actually not to say anything, 
but you're aware of what's going on" (cited in Gough, 2001:181). As with Stephen then, 
contemporary masculinity confronts itself through the contradictory nature of articulate
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Although, as a result of this instance of 'emotional suppression', he fails to make 

public his true feelings.

According to Whitehead (2001) the existence of the self-reflexive male subject is 

problematic, as there is certainly an element of 'blocked reflexivity' in evidence, 

as a result of masculinity's self-denial of emotion. It is thought that men 

themselves have held no previous requirement for self-reflection, as their sense of 

'self has, beforehand, always seemed so concrete, so unquestionable, where "their 

manhood, maleness, masculinity was a given, a universal 'fact'" (Whitehead, 

2001:77).

For Whitehead, a man is (and always has been) the 'invisible gendered subject', 

which has, in turn, led many men to believe that any move towards the adoption of 

a language that promotes 'equal opportunities' has always been only of benefit to 

women and 'weak' men. This notion that policies that initiate workplace equality 

should be, quite rightly, instated - if only so much as they are thought of as 

benefiting (as they see it) women - serves to sustain an organisational 

environment in which men cannot fully express themselves. As any man who 

admits to being victimised, and thus in need of support from an 'equal 

opportunities' programme, is seen as evidence of his socially (and emotionally) 

weak status.

What needs to be appreciated is that men, because of social and cultural 

restrictions upon their means of emotional outlet (due to the strangle-hold of 

patriarchy and the advances made by feminist-inspired 'political correctness') are, 

increasingly, resorting to the course of 'not speaking their mind'. It is of benefit to 

society that men are now actually thinking about what they are about to say before 

they open their mouths, as this will surely limit sexist language and behaviour 

within the public sphere. On the other hand, the phenomenon of 'biting one's 

tongue' can also, by definition, by recognised as a loss of an avenue of male self- 

conversation versus common talk - exacerbated by the complexities of social mobility.When, for 
men who have moved upwards from the working-class into the lower-middle-class, being aware of 
a politically correct manner of speech is simply not enough, as the confines of masculine 
conversations simply do not allow a gender-free language to reign. As Gough (2001) empathises: 
"Problems of adjustment associated with social mobility are well enough documented but rarely 
discussed in terms of managing masculinity" (p.181).
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expression. Many argue, then, that rather than 'biting their tongues', men and 

women should be encouraged to speak freely, on all topics:

It is surely more beneficial for men and women if men attempt to articulate 
their feelings as full - and sensitively - as possible, ... [as] there are 
potentially multiple benefits for men who negotiate more openly with 
women, not least diminished frustration but also more satisfying egalitarian 
relationships with women (Gough, 2001:183).

6.6: Pulling rank - managers' manipulation of others through speech

What is vital to our understanding of how language is used by managers within 

organisations is an acknowledgement of the context within which it occurs. Thus, 

what they say and how they say it, is a far more important consideration than a 

preoccupation with formulating a mathematical equation that reflects the number 

of times a certain word is uttered. For Scott (1995), to understand the latter (which 

is purely a detached study of linguistics) without bearing in mind other wider 

issues, such as gender relations, is a nonsense:

Words taken at their face value as literal utterances become one more datum 
to collect and the notion of how meaning is constructed - as a complex way 
of interpreting and understanding the world - is lost (p. 155).

Dismissing the study of pure linguistics is to leave behind considerations of 

language systems and enter into the realm examining language use. Instead of 

being considered a social act that is the consequential reflex of social interaction, 

language and conversation is a controlled process in 'that conversations need to be 

'managed' by participants' (Graddol and Swann, 1989:69) 127 . The combined study 

of language use, organisations and managers, then, is a highly relevant one as 

everyday communication within an organisation is, by its very nature, a form of 

controlled social action 128 . Such an appreciation of communication within an

127 For Goffman (1959), displays of behaviour in the public sphere are marked, on one hand, by 
formal actions, and on the other, by far more informal behaviour. The latter, taking place in what 
he term's 'backstage' areas, are characterised by suitably 'backstage' verbal means of 
communication, such as "reciprocal first-naming, co-operative decision-making, profanity, open 
sexual remarks, elaborate griping ... use of dialect or sub-standard speech, mumbling and shouting, 
playful aggressivity and 'kidding'" (Goffman, 1959:129). Organisations, clearly, are defined by 
such 'backstage' communicational acts.
128 In many respects, within the organisational environment action actually replaces words, where 
"action is preferable to talk ... [as] commonplace notions as 'action speak louder than words', 'talk
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organisational context, where every word uttered by a manager is part of his or her 

overall enactment of management, suggests that managers are constantly involved 

in the dual act of managing others and, perhaps more importantly, self- 

management.

Graddol and Swann argue that an important function of language is manipulation 

as, "[t]hrough our talk with others we can pull rank" (Graddol and Swann, 

1989:69). With regards to the organisational environment, language and action 

reflect the discursive move towards a more ruthless era where coercive managerial 

styles have proved themselves dominant in a post-restructuring climate, whereby 

it is recognised that, increasingly, managers are adopting "a highly dictatorial 

style" (Collinson and Collinson, 1997:390).

An ability to use language in this manner relies upon the existence of an unequal 

distribution of power. That is not to claim that only women are subordinated 

through language and power. Where there are both strong and weak men engaged 

in power struggles, abuse of power is also achieved via manipulation through 

language use. Despite it being widely acknowledged that women, in general, find 

themselves in an inferior position within society, "in any mixed-sex interaction, 

one would expect to find at least some men who are less powerful than other 

participants" (Graddol and Swann, 1989:91). Language and patriarchy are allies in 

an assault on women.

Any discussion about power conjures up a mental image of male strength, 

masculinity and manliness and, as such, any mention of powerlessness can be 

perceived of as an open invitation to discuss the negative characteristics of 

femininity and females. As Irigary (1977) asserts, femininity is a male construct 

borne out of man's appropriation of speech, language and culture, where it is, very 

much, "a role, an image, a value, imposed upon women by male systems of 

representation" (Irigary, 1977:84).

is cheap' and that things are 'easier said than done' reflect the cultural privileging of action over 
discourse ... more specifically within organizations, dialogue, discussion and debate are usually 
portrayed as being of secondary importance to action" (Grant et al 1998:5).
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There is a vast number of disparaging words available to men that make it easy for 

them to describe women in a manner that undermines feminine credibility, with 

words such as "emotional", "fickle" and "muddled" which are imbued with 

gendered associations. It is the very appropriation of a word by a patriarchal 

hegemonic society that allows that word to be 'feminised' and then used by men 

to demean women. For Graddol and Swann (1989), this is the process by which 

language is subverted in order to ensure that an armoury of stereotypical and 

demeaning words, phrases and expressions are made available to men in readiness 

to be applied to females of all ages, on a daily basis. Bonvillain (2001) insists that 

language is the means by which femininity is condemned and that "inequalities in 

linguistic images comprise one manifestation of the denigration of women" 

(Bonvillain, 2001:314)

The multiplicity of systematic irregularities and imbalances that occur in any 

given vocabulary, and the sheer number of derogatory words that refer to women, 

all support the view that the evolution of language depends upon the 

communicative needs of its male speakers, as:

Just as an Eskimo requires many words to describe different kinds of snow, 
so members of a sexist society will require a wide vocabulary with which to 
denigrate women (Graddol and Swann, 1989:138).

Managerial manipulation through language (within bureaucratic organisations in 

particular) also manifests itself in persuasive non-verbal ways. Organisations exert 

power though words in the form of signage, documents, forms, etc. Forms, in 

particular, are a potent way of emphasising power relations as they require 

"completion" in a highly structured manner with tick boxes, pre-determined 

sections and an insistence that you transverse the form in strict numerical order all 

disguised under the term 'easification'. Without allowing any opportunity for 

individual expression:

[m]embers of 'the public' engage upon the activity of form-filling, for 
instance, very much on the terms of the bureaucratic organization: it is 
assumed that the latter has the right to ask all sorts of personal details and 
that the former is obliged to provide them, that the latter exercises absolute 
control over valid and invalid contents and forms of answer, and so on 
(Fairclough, 1995:222).
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6.7: I wanna tell you a story - organisational story-telling and managers as 
authors

Language, as has been stressed throughout this chapter, can no longer be thought 

of as simply a means of 'reflecting' the social but is a far more constitutive act, 

and rather than being a means of describing current events and occurrences 

language is actually responsible for the present condition. Relatedly, for Cunliffe, 

(2001) it is crucial to begin understanding managers not as overtly-rational 

'problem solvers' but as far more imaginative and creative 'authors'. What is vital 

to stress here is that this notion of authorship is thought to occur between people 

as they interact verbally.

Cunliffe explains that, as managers 'author' their identities they are deemed to be 

'imagining' their environment. For example, central to any imagining of the 

organisation (of which they are only part) is visualisation of the parameters of 

their 'operational landscape', within which a manager constructs his or her reality. 

This is an organisational reality that does not solely exist within their mind, nor 

'out there' within the confines of the organisation, but is "constructed dialogically 

between managers and others in everyday conversations" (Cunliffe, 2001:352). 

This suggests that certain managers adopt dynamic 'ways of being', based upon a 

positive application of language "that continually evolve[s] in relation to 

situations and others" (Wood, 1994:276).

Crucial to our understanding of this imagining of the organisational landscape is 

the recognition that managers share with others common 'landmarks', or 

conversational 'reference points', in order to visualise any form of shared 

landscape. Such reference points are provided in order to aid those who are 

embarking on a similar verbal / aural / imaginatory journey of the organisational 

landscape. These reference points are usually to be found in the form of verbal 

metaphors and archetypes relayed, in conversation, by the manager.

Cunliffe, referring to one respondent, Lisa, commented upon her ability to draw 

from familiar cultural icons in order to make accessible her organisational 'tale'
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during interview. In the case of Lisa, this involved constant reference to herself a 

"Lone-Ranger". Authoring managers, such as Lisa, do not necessarily associate 

with cultural icons as models to be imitated, "but perhaps more as metaphors for 

ways of being and relating" (Cunliffe, 2001:362). Managers, then, hold a stock of 

virtual memories (culled from old television programmes, historical stereotypes, 

and the like) from which an individual builds their own identity. It is an identity 

that is formed from real and imagined memories that combine when in 

conversation. Thus, in effect, "we develop a pastiche personality ... in which we 

are inhabited by fragments of memories and by talk occurring in-the-moment" 

(Cunliffe, 2001:363).

CONCLUSION

With any study of the social world, an awareness and an appreciation of the 

language used is a crucial consideration. Richard Hoggart, in his seminal study of 

post-war, working-class culture, The Uses of Literacy (1957), stresses that an 

appreciation of language would elucidate wider social and cultural factors:

Speech will indicate a great deal, in particular the host of phrases in 
common use. Manners of speaking, the use of urban dialects, accents, and 
intonations, could probably indicate even more (p.20).

What is omitted from his premise is an acknowledgement of the importance of 

gender in relation to language use. Irigaray (1977), on the other hand, insists that 

all social inequalities are exacerbated by ethnic, racial and gender differences. 

Irigaray recognises that language is a means by which patriarchy preserved itself, 

making connections between control of language systems and domination of 

society. As Irigaray argues:

Women's social inferiority is reinforced and complicated by the fact that 
woman does not have access to language, except through recourse to 
"masculine" systems of representation which disappropriate her from her 
relation to herself and to other women (1977:85).

But what direction should'the future of gender, organisation and language take? 

Ed Straw, commenting on fatherhood in the Sunday Times, suggests the 

promotion of a two-way, expressive dialogue between both genders. Reflecting
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upon his fatherless childhood, his own two marriages, and his own abilities as a 

father, Straw has come to recognise a man's need to be able to transfer parental 

language skills into the workplace. The adoption of a caring and honest 

conversational style is, according to Straw, of crucial importance to the promotion 

of motivation within the workplace of the future. Without this ability, he warns, 

men are only creating an immense social problem for themselves in the future:

Motivating people with warmth, love, and value are skills learnt and 
practised as a parent, and are vital to good management. Dealing with 
difficult customers is a doddle compared with handling truculent teenagers. 
A manager who finds from his "360-degree feedback" that although he 
values his staff he never tells them so, is likely to be doing the same with his 
children (Straw, 6th February 2000:8).

Straw also insists that communicational reform should involve the promotion of a 

considered form of communication that respects gender equality but, meanwhile, 

also reflects one's own gender. This is a position adopted by Tannen (1992) also:

Both women and men could benefit from learning each other's styles. Many 
women could learn from men to accept some conflict and difference without 
seeing it as a threat to intimacy, and many men could learn from women to 
accept interdependence without seeing it as a threat to their freedom (p.294).

In order to conduct a comprehensive analysis of middle managers and their 

enactment of masculinity - within the context of their social, cultural and 

organisational environments - a broader analytical framework is required. That is, 

one that is far more inclusive than that which is usually applied to the study of 

either organisations or management. In order to broaden the standard analytical 

framework, an adoption of a radical organisation studies' methodology is 

essential: to radicalise such a methodological framework, it is deemed highly 

beneficial to situate it within a wider - but complementary - cultural studies 

setting. Equipped with such a hybridised, organisation / cultural studies 

framework, a critical analysis of middle management and their enactment of 

masculinity can be undertaken. Thus, within the next chapter - Chapter 7: How 

Was It For Me? - A Qualitative Methodology and the Application of a Grounded 

Theory Approach - the unique combination of both an organisation and cultural 

studies approach, within a single methodological framework, is made explicit.
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SECTION II - SETTING THE SCENE
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CHAPTER 7: HOW WAS IT FOR ME? - A QUALITATIVE

METHODOLOGY AND THE APPLICATION OF A

GROUNDED THEORY APPROACH

INTRODUCTION

This chapter has came about in response to fundamental methodological issues: 

the mechanics of 'when' and 'how' qualitative research could feasibly be 

undertaken. During the first few months of research I produced a 'research 

agenda' that simultaneously acted as both a plan and a timetable setting out 

specifically what I intended to do and precisely when I had to do it by. Structuring 

my research workload proved an invaluable aid in deciding what type of 

organisation I would conduct a study of and, once access had been gained, 

establishing whom I would interview. Perhaps more importantly, such a 

formulation of an agenda allowed me to decide upon the methods by which I 

would examine both the setting and those within, (i.e. interview, observation, and 

so forth). Thus, following a period of reviewing the relevant literatures on middle 

management and masculinity an interview schedule was compiled and then 
piloted129 .

In essence this thesis is the product of the application of a grounded theory 

approach to the study of middle management, and the enactment of masculinity, 

within a particular organisational setting. It is to the extent to which grounded 

theory was applied to this study that I now turn.

129 Within this methodological chapter I provide a critical analysis of the processes involved within 
the formulation of the interview schedule, data collation, analysis / write-up, and selection of - and 
access to - the research site. Additionally, within Appendix 2, Piloting the Interview Schedule, I 
supply a self-reflexive assessment of the piloting stage of my research.
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7.1: BEFORE

7.1.1: Grounded theory and the study of organisations
This methodology is partly an attempt to challenge the extent to which previous 

middle management studies have claimed success through the implementation of 

qualitative methodologies which are highly suited to the analysis of organisations. 

It is a challenge as here I intend to argue that previous organisation studies that 

claim to utilise analytical methods that are 'grounded' in research fail because 

there is an inability to draw out from the data a hypothesis which is informed by 

the data themselves. Therefore, I intend to claim here that my study is a far more 

successful attempt at adopting a grounded theory approach to the analysis of 

middle management within their organisational setting. My broader critique of 

previous qualitative studies will be based upon the notion that (whether explicitly 

grounded theory-based or not) as they are qualitative-orientated studies a total 

grounded theory approach would have resulted in fuller and richer examinations 

of organisational issues. Of course, my line of criticism will be angled from the 

assertion that all qualitative studies are in one way or another grounded. Therein 

lies my further accusation: how can a qualitative study be grounded if its findings 

are not gathered, analysed and presented in a descriptive, data-rich way? Even 

with the more promising qualitative studies that actually quote their 'human' 

subjects at length many fail to emphasise the grounded theory dimension to their 

work. This chapter, then, underlines the reasoning behind my choice of methods 

and simultaneously strives to emphasise the characteristics of my approach that 

insist that my study is founded upon the principles of grounded theory.

7.1.2: Grounded theory as micro-meso-macro
What cannot be stressed enough is the importance that this thesis places upon the 

'enactments' (comments, views, actions, etc.) and, what I have termed, cultural 

'locations of enactments' (offices, corridors, car-parks, the pub, etc.) where both 

middle management and masculinity are played out as gender-based roles. In other 

words, the individuals that I spoke with - and their immediate environment - are 

of paramount importance to this study. Therefore, individuals (or, rather, 

'humans' or, 'people') are given prominence via the adoption of a descriptive, yet
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analytical, form of writing-up 130 . Many previous examinations of middle 

management that claim an immense degree of 'representation' (i.e. actually 

claiming that they allow the middle managers to 'speak for themselves') fail to 

achieve this. For instance, Dopsonand Neumann (1998) bring to our attention that 

so far 'little has been written from the perspective of the middle manager' (p.S53), 

but then leave us with a paper that is (virtually) devoid of the expressive words of 

'real' middle managers.

Similarly, Dawson (1992) in an effort to introduce MBA-level postgraduates to 

the world of organisation studies, stresses "[pjeople are always important in 

employing organisations" (p.l), but then, like many such texts, offers a hand-book 

that at no point provides any actual views or words that emanate directly from the 

mouths of organisational employees, (despite specifically claiming, on the reverse 

cover, that, as a book, 'it helps to bridge the gap between theory and practice').

I would argue then that the aim of my research is to underscore the impact that is 

made by the organisational individual. For example, I intend to highlight the ways 

in which gender enactment at the micro-level (within, for example, the managerial 

office) reproduces and influences gender relations at a macro-level. This is not to 

suggest that, at the expense of illuminating the activity at the micro level, I ignore 

the macro level. As Layder (1993) notes, grounded theory is a highly suitable 

methodological framework when applied to the study of human behaviour at the 

level of face-to-face interaction but it is liable to accusations of irrelevance if the 

influence of societal structures and institutions (upon that behaviour and those 

interactions) are forgotten. With this in mind, in an attempt to devise 'some new 

rules' in the application of grounded theory, Layder writes:

Field researchers must search for the influence of macro structural features 
on the behaviour and interaction they observe and / or record. Since 
institutions and activities are closely tied together, the researcher must 
assume the importance of structural features even if they are not 
immediately apparent (Layder, 1993:69).

130 This, of course, supports the visualising (or 'imagining') of the research site as advocated in 
7.2.3
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One particular method of foreclosing the gap between the micro- and macro-level 

is to conceive of the research environment as an 'in-between' area - what 

Michaela Wolf (2002) conceives of as a 'third-space': perhaps, best achieved by 

conceptualising such a 'third-space' as some sort of meso-level. Drawing 

inspiration from ethnographic epistemology, within the field of translation studies, 

Wolf insists that the 'space between' is a place of revelation, where "agents, 

whether individuals or institutions, can be thought of as operating at cultural 

borderlines ... in a Third Space where conflicts arising from cultural difference 

and the different social discourses involved in these conflicts are negotiated" 

(p. 190).

7.1.3: Formulating the interview schedule - a structured-yet-flexible guided 

conversation
Following an extensive reading of the literature on middle managers - and bearing 

in mind the effect that organizational change has had on middle management's 

self-perception - I set about listing topics of relevance and interest which would 

allow me to inquire into the nature of both contemporary middle management and 

masculinity. This process according to Nigel Fielding (1993) is the formulation of 

research 'puzzlements', whereby each puzzlement is a research question. 

Following a sorting of these into an order of relatedness I compiled my interview 

schedule131 . Indeed, it is important to note that during this process of puzzlement 

formulation the interview schedule itself moved away from that of a semi- 

structured questionnaire to that of a structured one.

The preference for a structured interview schedule containing in-depth questions 

came about following an early rejection of a quantitative approach in which 

shallow surveys "are limited to providing little more than broad trends" (Thomas 

and Pullen, 1999:7). As my aim was to obtain information on middle management 

and masculinity within an organisational context and, in turn, attempt to 

understand their relationship with broader society, I felt that the adoption of such a 

structured interview schedule would allow me to 'look behind' any form of 

organisational or masculine fa9ade. The formulation of a structured interview

131 The exact fashioning of each puzzlement and the actuality of grouping together like-minded 
puzzlements will be discussed in 7.1.4.
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schedule, delivered in a relaxed manner, would prove to be sufficiently probing, as 

it would allow a meaningful exchange to take place. As such, I entered into a 

methodological dialogue with texts that considered unstructured interviews as the 

primary means of gaining extensive qualitative data, a literature that viewed 

structured interview techniques as conversationally restrictive.

My decision to formulate a structured interview schedule followed a reading of 

(and grievance with) Burgess' (1984) advice that whilst conducting interviews an 

"aide memoire" is an essential tool, being an agenda that "included topics or 

themes" that he intended "to cover" (1984:108). In fact, Burgess' use of the terms 

"topics", "themes" and "cover" serve to stress the preferred demeanor of the field 

researcher - a researcher who is at ease, informal and 'chatty'. It is such an 

insistence that I found of most dispute. I would agree that a relaxed front is 

suitable for a researcher conducting, say, focus-group discussions, but when 

conducting formally arranged interviews with managers, within an organisational 

environment, it is an approach fraught with difficulties. Indeed, as I was about to 

meet with members of middle management, I felt that - at all opportunities - a 

professional self was to be presented. In other words, to appear professional in 

front of professionals. This professionalism was, I believed, to be achieved via the 

formatting of a professionally formatted interview schedule132 . Indeed, I hoped 

that the very wording of the interview questions would, when verbalised, instil in 

the mind of the interviewee a mutual sense of shared knowledge and 

understanding, as I facilitated a rapport between myself and my respondent 

through a display of appreciation for what contemporary middle managers are 

experiencing.

To this end, I rejected a dependence upon a mere semi-structured, "aide memoire" 

and, instead, welcomed a questionnaire that was highly structured - wherein 

carefully worded puzzlements were grouped together in themed batches that 

flowed together in a logical order. That is not to state, however, that such a

132 My insistence of professionalism in-the-field was not only to be achieved via the formatting of a 

professional interview schedule, but also - as is discussed in greater detail within 7.1.8 - through 

my adoption of suitable professional, or 'business', attire. Thus, quite simply, a methodological 

'hyper-rationality' was applied to the schedule as an extension of the professional bodily image I 

wished to promote. (Although, the inherent problems of a male researcher adopting a professional 

front is contemplated within 7,1.10).
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formulation of a structured interview schedule would not include some element of 

inherent flexibility. On the contrary, a 'structured-yet-flexible' interview schedule 

was attempted, as to not only show respect for the interactive capabilities of the 

middle management respondents, but to allow them room to express themselves 

fully. As such, ideally, my puzzlements were to be complex exploratory questions 

aimed at procuring complex and detailed responses.

Of course, once in-the-field I did use 'memory-joggers' of a sort, providing each 

batch of puzzlements with a heading that served, during interview, to remind 

myself of the purpose and aim of each section of my schedule 133 . As such, 

questions and prompts considered, structure and flexibility were - at all times - 

evident within my method of interviewing. Therefore, Taylor and Bogdan's 

(1984) claim that only the adoption of unstructured interview techniques (with 

their automatic rejection of a structured approach) can allow "a conversation 

between equals, rather than a formal question-and-answer exchange" (Taylor and 

Bogdan, 1984:77) to take place, is - I believe - a nonsense. For, my structured- 

yet-flexible interview schedule would, once in-the-field, operate as a flexible and 

dynamic conversation between professionals 134. Therefore, when Taylor and 

Bogdan further insist that it is only unstructured schedules that can be formulated / 

administered in such a flexible manner I would equally insist that such inherent 

flexibility is also a key characteristic of conducting a structured interview. Indeed, 

being able to - simultaneously - ask questions, prompt for more detailed 

responses and, all-the-while, appear natural was, for me, just as representative of 

conducting a more formal question-and-answer session as Taylor and Bogdan 

claim it is of conducting an informal interview.

7.1.4: The interview schedule - looking behind the facade
Structured interview schedules are, I believe, the most suitable for use within an 

organisational environment, as long as the researcher appears friendly, 

approachable and relaxed, and yet interested, knowledgeable, and - above all -

133 For example, looking at Appendix I, "Wood Valley" Interview Schedule, Questions 24, 25 and 
26 are preceded with the heading 'Future Prospects', in order that, following a given question, 
should any manager require further prompting, I could elaborate, for example, as follows: 'Well, 
just to clarify, what I'm really interested in here is finding out about...'
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professional. Of course, all of these traits are required in order that the interview 

allows us to look behind the facade of middle management and masculinity135 . As 

such, let us now consider my interview schedule, in order of batches of themed 

puzzlements, to appreciate the wide range of my lines of enquiry.

7.1.4.1: Assessing the current position of the interviewee

Questions 1-13 verify how long the interviewee has been with both the 

organisation and in their current position. Also, they are meant to establish in 

which way their professional qualifications and personal attributes make them 

suitable for their job. Indeed, it is thought that Question 5 ('What personal 

attributes do you hold, which you feel make you suitable for your role?') serves to 

highlight their gender characteristics, in particular the value they place on their 

masculine and / or feminine traits. Question 8 ('What do you think are the 

stereotypical characteristics - held by the public - of a middle manager?') 

attempts to contextualise middle management by illuminating what the common 

culturally reproduced images of them are 136 . Then - rather conveniently - 

Questions 9 ('If I was to suggest that your role was that of a middle manager 

within this organisation, in what ways do you think that your role actually suits 

that description?') is a means of finding out whether or not they perceive of 

themselves in the same manner as the public. Additionally, it also establishes 

whether or not they view themselves as actual 'middle managers', considering that 

"[o]ne of the thorny issues in discussing middle management is how does one 

define a middle manager?" (Dopson and Neumann, 1998:859).

134 As Loftland and Loftland (1995) suggest (although, once again, referring specifically to 
unstructured interviews) interviews should give the impression of being more like "guided 
conversations" (p.85).
135 Although, please note, that the appendicised interview schedule does indeed include questions 
that are numbered from 1 to 49: This, of course, is only to aid our way around its structure, and - 
considering the debate in 7.1.5, on the flexibility of my research - this is not to suggest that the 
interview schedule was actually administered in this static manner. As such, when in-the-field, each 
question was not numerically prefixed.
136 Indeed, in relation to Chapter 9 - where there is a discussion regarding the existence, within the 
research site, of the 'bureaucratic Other' - this question was to prove invaluable in the examination 
of middle management alienation. Of course, this should have come as no surprise as Scarbrough 
and Burrell have already insisted that "the empirical world yields some important signs of middle 
management alienation" (1996:185).
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7.1.4.2: Assessing the career history of the interviewee

With Questions 14 and 15 ('other positions') I am trying to ascertain not only 

what they did previously, but also to find out if they have already been a victim of 

downsizing / de-layering, in order to establish parallels between the experiences of 

these middle managers and the findings of previous studies.

7.1.4.3: What is their current sense of purpose and value within the organization? 

Questions 16-23 are concerned with their subjective sense of organizational worth, 

purpose and value, in relation to their actual title / position or job specification. 

Furthermore, Question 23 ('Many people consider they are in 'a job for life', how 

does this compare with your sense of career position?') is in response to the 

literature that claims that today's middle managers are not guaranteed 'a job for 
life' 137 .

7.1.4.4: What is their sense of future prospects

Considering that the literature insists that middle managers are no longer in 'a job 

for life', but are now members of a far more insecure workforce, sensitive to every 

tremor of instability that characterises the organizational environment, Questions 

24, 25 and 26 ('Where do you think you will be next year?', 'in 5 years time?', 

and 'What sense of career progression, or promotion, is on offer to you outside of 

this organisation, do you think?') investigate their efforts in predicting their career 

future and options 138 .

7.1.4.5: What is their relationship with other managers

With Questions 27-36, I try to learn about the relationship they have with other 

levels of management within the organisation. In particular, Questions 29-36 

attempt to establish how, as a man or a woman, they would deal with inter 

personal issues - either 'work-related' or 'non-work-related' 'problems'.

137 The on-going validity of the middle manager's notion of 'a job for life' is discussed, in detail, in 
Thomas and Dunkerley, (1999), pp.37-38.
138 These puzzlements are especially relevant within a corporate world where managers "may very 
well find themselves in a "double-bind" situation, whereby they are "damned if they stay" but also 
"damned if they leave" the organization" (Newell and Dopson, 1996:8).
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7.1.4.6: How important is personal or home life to a middle manager 

That examined, I then attempt to establish the importance that middle managers 

place upon home and family, with Questions 37-45 endeavouring to examine their 

relationship with their partners, children, parents, friends, etc. 139 .

The last four questions within this section (regarding parent / child aspirations and 

expectations) touch upon, in particular, the 'nature versus nurture' 140 debate 

within the study of masculinities - as such, highlighting the inherent tensions 

between being born male and experiencing the 'lived culture' 141 of 'being a man'. 

Then, by asking 'In what ways do you think that your career progression has been 

mirrored by your sense of social mobility?' I aim to glean an insight into their 

experience of possible social and personal tensions as a result of shedding a 

working-class past in favour of an embrace of a current middle-class 'life-style'.

7.1.4.7: Establishing the interviewees attitude to mobility

Being perceived of as mobile is crucial to many managers (if only in order to

improve promotion prospects)142 therefore Questions 47-49 - the final

puzzlements - are an attempt to find out what the interviewees' attitudes are to

mobility.

7.1.5: The organic nature of the interview schedule - research as process

The interview schedule is structured / administered in such a way that its inherent 

flexibility can be utilised with ease, in-the-field, as-and-when required. For 

example, I am able to alternate the order of the questions, according to the 

responses given, so that other avenues of research could be pursued without the

139 This should be seen in relation to the literature within Section 1, in particular the difficulties 

experienced by today's middle managers in their efforts to balance their - often disparate, often ill- 

defined - work and home lives.
140 Indeed, John Beynon, in his recent book Masculinities and Culture (2002) draws our critical 

attention to the seemingly accepted fact that, for the public at large, the reality of 'how to be a man' 

is a biological, or given, certainty. Of course, recent research in masculinities attempts to dispel 

such a 'determinist' approach, and argues, to the contrary, that 'being a man' is a culturally 

learned phenomenon.
141 'Lived culture', according to Beynon et al (2001b:48), is when the experiences and activities of 

human beings are promoted above the study of culture as a collective - and rather inert - 

phenomenon.
142 In relation to the patriarchal / organisational breach of 'the psychological contract' between 

employer and employee, 'a job for life', and attitudes towards mobility, see Newell and Dopson, 

1996.
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natural - or, relaxed - nature of the interview being jeopardised143 . Thus, I would 

argue that even a researcher adopting a structured interview technique is still 

expected, at given moments during the interview, to talk freely with the 

interviewee, in order to ensure that all aspects under discussion are more fully 

explored.

This centrality of the interview schedule as structured-yet-flexible is also focal to 

an understanding of research itself as an 'organic' entity: Such an approach forms 

the very basis of grounded theory. Grounded theory can be conceived as a 

preoccupation with social action as 'process' - with the term 'process' indicative 

of the non-static nature of the social. Although, crucially, this acknowledgment 

that the research methodology and the research site (and those within), are 

multiple and inter-related processes, should not lead us automatically to conclude 

that such an 'organic' research scenario cannot be made static in order that 'the 

moment' can be studied. On the contrary, the recognition of grounded theory as 

process 'can support the researcher in interpreting and conceptualizing social units 

found in the research situation' (Locke, 2001:42).

Therefore, in direct correlation with the characteristic internal dynamic of process, 

the research process itself can be typified by the unfolding nature of the research. 

For the momentum inherent within grounded theory research is to be discovered in 

the examination of events and happenings, with "the idea being to create theories 

that capture action unfolding" (Locke, 2001:41). The organic nature of such a 

methodological understanding can be extended to all aspects of qualitative 

research, where people, buildings, offices, etc., should be viewed as organic - as 

they are, prior to, during, and after the actual period of field-work involved in a 

social / cultural continuum. Such an acceptance of the organic nature of the field 

serves to emphasise the transient condition within which researchers operate.

143 This is regarded as an essential element of qualitative field-work. For, William Foote Whyte 
(1978) - specifically in relation to unstructured interviews - talks of a researcher who is in no real 
position to explore every avenue of enquiry without inserting additional questions as-and-when 
required; and, as such "[t]hese can be brought out only through questioning or otherwise 
encouraging talk along certain lines" (Whyte, 1978:111),
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Efforts are made, on behalf of the researcher, to control this fleeting tendency of 

the research, with one primary method being the adherence to a time-table 144 .

7.1.6: Time-tabling - managing4he grounded theory process
Full adherence to my research agenda involved compliance with a time-table - a 

time-table that allowed me to conduct my entire research within a 'do-able' time- 

scale. For a researcher a time-table is far more than a temporal work plan. Being 

aware of adhering to a strict timetable is fundamental when conducting interviews 

in-the-field. For example, Burgess (1984) insists that "one-and-a-half hours is the 

optimum amount of time" (p. 120) for an interview before fatigue sets in for both 

the interviewer and interviewee. I would further insist that when interviewing 

professionals - especially within their own surroundings - a constant awareness of 

time is a vital quality for the researcher who wishes to maintain an on-going 

professional relationship with their interviewees 145 . Furthermore, Alvesson and 

Deetz (2000) note that 'time', on many occasions, is the sole factor that allows 

research into organisations to take place or to be refused. As 'outside' research is 

often viewed as an impingement upon scarce company time and, as such, 

detrimental to the efficiency of an organisation.

As such, the adoption of a structured-yet-flexible interview schedule enables the 

interviewer to strictly adhere to the allocated interview time 146 . Although, for 

Burgess (1984) this fixation with interview time-management is more a concern 

inherent with the conducting of unstructured interviews by acknowledging that, 

without careful monitoring, they are liable to overrun. I would insist that such a

144 It is vital to stress that my entire study as an inherently organic process was held in check by 
continuous temporal monitoring. Indeed, this acknowledgement allowed my three years of doctoral 
study to become less of a research 'straight-jacket', and more of a manageable series of tasks. To 
appreciate this move from acknowledging the research as a constrictive 'joblist' to that of a 
realisation that the research is a more liberating act, a reading of (extremely) early versions of my 
research timetables (originally included within progress reports given to my supervisors) not only 
serve to document that I succeeded in structuring my research workload - but also highlights the 
inherent flexibility of the whole process (see Appendix 3a: A Working Time-Table and Appendix 
3b: A Working Time-Table (Revised)).
145 My own a preoccupation with professionalism, time-tabling and punctuality meant that meetings 
with the middle managers that I was introduced to were always kept (never cancelled, or 
postponed), and I always ensured that I arrived at each interview site well ahead of our time of 
meeting
146 At the point of arranging an interview date and time I stressed that the meeting would 'last no 
more than one-and-a-half hours', as to emphasise that I had respect for their busy schedules, and to 
stress that I would not be imposing upon the remainder of their day. In this way a professional 
relationship was underlined.
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concern over poor time-management and resultant fatigue is just as important to 

those who formulate / administer a structured questionnaire. Such a concern with 

the problematics of time-tabling and potential for time wastage was, from the 

outset, an instrumental factor in my insistence upon the use of a structured-yet- 

flexible interview schedule format.

7.1.7: Selecting a site
Following the formulation of the interview schedule and considerations of time 

management a more immediate question arose: "In what sector - and in exactly 

what organisation - should I carry out research?". Considering the debates 

contained within the literature that begged for research to be (ideally) in-depth, 

qualitative studies it was proposed that the research project would involve the 

investigation of a single organisation: Wood Valley147 . Importantly the 

organization was to be one that had recently undergone organizational change, 

change that demands, as Turnbull (2001) contends "a strong need for further 

research into the experiences of middle managers during these change 

programmes" (p.241). In relation to this variable Wood Valley was deemed 

perfect as, not only had it gone through structural and personnel changes, it was 

(during the period of field research) still undergoing such changes.

This decision to analyse one site is in keeping with many previous studies that 

adopt a grounded theory approach. Thus, it is crucial to note that the events 

depicted within my study of Wood Valley are not meant to be representative of 

what is happening within all of today's organisations. Quite the opposite, with 

single case-studies there should be no claim whatsoever towards absolute 

representativeness as "the essence of the technique is that each subject studied, 

whether it be an individual, a group, an event, or an institution, is treated as a unit 

on its own" (McNeill, 1985:88).

As it would be misleading to suggest that the forms of masculinity enacted by 

Wood Valley's middle managers are characteristic of the way masculinity is 

enacted by others, the theoretical conclusions that I reach will, I hope, prove to be

147 "Wood Valley" is the name that I have given to a South Wales local authority. In general the 
name refers to the whole organisation but, in the context of this thesis, it is used in specific relation 
to the Children's Services division within which all the middle managers studied were located.
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of benefit to future researchers in appreciating the spectrum of managements 

(plural) and masculinities (plural) that can be identified through the application of 

a grounded theory approach even within the study of a single organisation. Thus, 

the strength of my study is its uniqueness, where a grounded theory examination 

of Wood Valley provides "a new perspective in a well-researched area" (Gill and 

Johnson, 1991:119). There are countless texts that aid our understanding of 

managers and, similarly, there is an increasing a number of studies that promote 

our insight into contemporary masculinities. But, crucially, there is an almost 

complete lack of research into middle management and masculinities where the 

utilisation of grounded theory has led to their joint study from a Cultural Studies 

standpoint. As such, I believe my study of Wood Valley is an innovative starting 

point with which following studies can be compared.

7.1.8: Gaining access
I was aware that gaining access to Wood Valley would (potentially) prove difficult 

during a sensitive period of organisational restructuring. It is important to note that 

one should not be dissuaded from attempting to conduct research because of 

possible difficulties of access as, in reality, they may prove illusory148 . I 

maintained that this hurdle could be overcome by entering into a careful process 

of access negotiation. Following my initial meeting with Tom Murray, a formal 

application for research access was submitted (via Tom) to Wood Valley's senior 

management. In order to promote the professional nature of both myself and my 

intended research the application and its accompanying covering letter were 

worded in an extremely considered manner149 .

Also, I set about compiling a single-page, introductory letter, a 'flyer' that was 

meant to act as both a method of introducing myself to my interviewees, and as a 

means of providing information with regards to the content of the interview 150. It 

was thought to be beneficial to include some "typical" questions so as to give the

148 Of course, even if problems regarding access do exist, difficulty does not necessarily equate 
impossibility. Also, access to all of the organisation is non-essential as "if the setting or situation is 
an especially significant or interesting one, even a partial study of it will be better than none at all" 
(Lofland and Loftland, 1995:25).
149 See Appendix 4a, Formal Application For Research Access (Covering Letter), and Appendix 
4b, Formal Application For Research Access.
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interviewees an idea of what facets of their organisational lives they could be 

expected to talk about. Also, I mentioned that I would be working under the "close 

supervision" of my supervisors so as to instill a sense of 'accountability'. 

Confidentiality and anonymity were guaranteed, as was the anonymity of the site 

and organisation. Then, as a means of conclusion, I stressed it was envisaged that 

the interview would take up no more than one-and-a-half hours to conduct. 

Deemed vital in the promotion of myself as a professional researcher entering a 

professional organisational environment, the 'flyer' briefly discussed the general 

research area of my Ph.D., stressing the fact that I had "an interest in how 

managers actually manage" and was "extremely interested in the views that they 

hold about what it is like being a manager". Proclaiming my research as 

'compassionate' would not only ease my entry into the organisation but also 

promote myself as a professional representative of academia, for many texts make 

note of manager's mistrust of the social science researcher. For example, Boot 

(1982) insists that there exists an historical managers' mistrust of 'outside' 

researchers. Thus, I hoped that my intrusion into Wood Valley would be viewed 

by my middle management interviewees as an attempt to breach the management / 

academic divide 151 .

7.1.9: Selecting the sample
To a certain extent, following my entry in Wood Valley, the selection of my 

interview sample was the choice of my 'gate-keeper'. Following a lengthy meeting 

in which my proposed research was discussed in-depth, it was agreed that a total 

of 12 interviewees would be selected on the grounds that their daily duties were 

those expected of a middle manager, i.e. they were neither front-line managers nor 

members of senior management. Their selection was also dependent upon the 

notion that they perceived themselves - or, perhaps more importantly, were 

perceived by others - as 'middle managers'. In essence my sample were selected

150 Tom distributed the flyer on my behalf prior to any firm interview arrangements being made: 
For details, see Appendix 5a, Wood Valley Flyer and Appendix 5b, Wood Valley Flyer (Covering 
Letter).
151 In many respects I adopted a rare academic / organisation intermediary role, in that there is "a 
lack of people belonging to both cultures who can serve as 'interpreters'" (Boot, 1982:222). 
Detectable within many management texts is a sense of self-sufficiency where organisations 
believe that those from 'within' can conduct competent research. As John W. Hunt (1979) rather 
arrogantly asserts "managers do not wait for academics to invent new theories before they analyse 
problems" (p. 135).
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on the grounds of what Mann (1985) termed a "sub-group stratification" (p. 126) 

or, as in the case of Wood Valley's middle management who represent a particular 

strata of the organization's overall management structure, a 'stratified sample'. A 

further process of "multi-stage sampling" (Mann, 1985:126-127) was entered into 

when it was agreed that all of the interviewees chosen were to be drawn from 

Wood Valley's Children's Services Department. Although, as individuals based 

within identical - yet separate sites - they could also be recognised as a "cluster 

sample" (Mann, 1985:127-128). 'Random selection' was tempered further by the 

decision that my interviewees would, without fail, be both male and female.

With agreement to conduct research, and my flyer now in the possession of my 

sample of 12, all that remained was a telephone call to each establishing a date, 

time and place of interview. According to Alvesson and Deetz (2000) this is the 

point at which a researcher exchanges "surface" access for "depth" (p. 194), when 

an agreement that research can take place leads to meeting with, and talking to, 

respondents152 .

7.1.10: A wolf in sheep's clothing? - the male researcher researching 
masculinity
Following a reading of the methodological literature that debates the impact of a 

researcher's gender upon the research environment I deemed it necessary to adopt 

a professional yet approachable-and-understanding in-the-field persona153 . 

Adopting a non-masculine approach to the interview process, I hoped to avoid 

utilising typical male interactional behaviour such as challenging and aggressively 

confident forms of questioning and, instead, enter into a more compassionate 

dialogue in order to establish a rapport with my middle management interviewees. 

This, I believe, was crucial in cementing a convivial interviewer / interviewee 

relationship from the outset. Although Alvesson and Deetz (2000) warn that a 

compassionate interview environment should not be one of absolute sympathy as 

this "may simply increase the likelihood of the respondent wanting to agree with

152 This was not as easy as it would seem as in some cases it required repeated telephone calls 
before I even managed to speak to my proposed interviewee. Then agreeing upon a convivial 
interview time, date and place proved problematic despite ensuring that my research time-table was 
completely flexible. As such, it would be a period of 3 - 4 months before all 12 interviews would 
be completed.
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and please him or her" (Alvesson and Deetz, 2000:73). Furthermore, the interview 

relationship should never transgress from that based upon respect to that founded 

upon over-familiarity or 'matey-ness'. Oakley (1981) warning of the ease by 

which the researcher and those being researched can develop an affinity simply 

due to a shared gender, insists that the ideal researcher disposition is one founded 

upon "pleasantness and a business-like nature" (p.34).

At the start of each interview I mentioned that, if need be, the respondent was able 

to ask questions at the end, as many feminist academics insist that such a practice 

is essential for equality within the research environment, where "it is not 'bad 

science' to allow the balance of power within interviews to be shifted by giving 

respondents opportunities to ask questions which the researcher answers rather 

than parries" (Phoenix, 1994:70).

When carrying out research within the 'collar and tie culture' of the organisation, 

the ability to 'look the part' is a crucial element in the over-all process of 

establishing successful research relationships whilst, simultaneously, 

demonstrating that the researcher is sensitive to the cultural nuances of the 

environment under scrutiny154. Furthermore, Loftland and Loftland (1995) insist 

that a researcher's attention to appearance reflects their attitude to those being 

interviewed and, as such, the "guiding principle for appearance is to dress and 

groom yourself in a manner that shows respect for yourself and for your hosts" 

(Loftland and Loftland, 1995:56). Therefore, with the intention of interviewing 

those in a managerial position I recognised that I should also adopt suitable 

'business-like' image155 . As such, the image I deliberately presented when 

conducting field-work was one of a compromise between professionalism and 

openess, where care was taken to wear a dark, sober suit (professional) with an 

open-neck shirt (casual and relaxed).

153 My adoption of a professional yet approachable-and-understanding front is also discussed in 
7.1.3 and 7.1.8.
154 In many respects, my personal grounding in the field of Cultural Studies facilitated a sensitivity 
to such matters, enabling me to determine exactly how important dress is within a corporate
culture
155 Of course, this is a bodily extension of the discussion, 7.1.3, regarding the 'professional' when 
formulating an interview schedule.

159



In relation to interviewer / interviewee interaction, gender is an issue which should 

be considered constantly, with the researcher sensitive to all gendered aspects of 

the research setting. As a male researcher who is about to interview (male) middle 

managers within the 'macho' sphere of the organization all should be done in 

order that 'gender blindness' does not obscure the gender-orientated picture. With 

a high possibility that the interviews will be conducted in 'male spaces' such as a 

canteen or an office, it is vital that I remembered that such environments would 

give "access to some types of data from male subjects but forecloses on others" 

(McKeganey and Bloor, 1981:207). This should be of particular concern when 

many previous studies of masculinity involve men venturing into male 

environments and bringing back masculine tales from "the edge" (Burgess, 
1984) 156 .

I believe that my more sensitive approach to the study of the male sphere(s) of 

organisations and organisation studies resulted in the laying down of foundations 

upon which a far more 'open' account of middle managers - and their enactment 

of masculinity - could be laid out; more so than any unreceptive approach would 

have offered157 .

7.2: DURING

7.2.1: Yawn! - the methodological issues of boredom
It is crucial to emphasise that I observed, memoed, deliberated over and analysed 

what, at first glance, appeared to be of little significance. Compiling my field- 

notes at the end of each research day, I spent hours painstakingly recalling the 

minutia of images and impressions that had earlier bombarded me when in-the- 

field; minutia that, to many others, may have seemed worthless of noting, even 

'boring'. As if to contradict such a blinkered mind-set I feel compelled to stress 

that boredom was the foundation upon which the research itself was built. Thus, 

my examination of 'the boring' was followed to such an extent that, alongside 

cataloguing 'the significant' I became concerned with the assembling of an

156 William Foote Whyte's Street Corner Society (1943) is a prime example of a male researcher's 
"tale from the edge".
157 In answer to Burgess (1984) I insist that male researchers are able to effectively interview both 
men and women in a gender-sensitive manner, as long as they during interview are aware of, and 
temper, how they 'do masculinity'.
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inventory of objects, events and details that I was sure would, much later, be 'of 

value'. Paradoxically, I viewed boredom as a research resource that would serve to 

provide enlightening insights into Wood Valley's middle management's 

enactment of masculinity. Significantly this approach involved a radical 

transformation of both my attitude to research and my perspective of Wood Valley 

itself, where "[t]o reduce boredom, theoretically at least, one could just as well 

change one's expectations or interpretations of the situation or one's relationship 

to it" (Conrad, 1999:132). Boredom is a highly subjective issue and, as such, our 

very consideration of it (surprisingly) serves to aid our elicitation of the 

relationship between individuals and their surroundings.

7.2.2: Observing the observable
As with all studies, my research is limited, but no more limited than any other 

previous study. Indeed, any case study that adopts a qualitative research 

methodology cannot hope to record, analyse and present all facets of the lives and 

experiences of even a relatively small sample. Thus, we should acknowledge that 

the researcher's understanding of 'time' and 'space', in relation to what is being 

studied, should be considered as fundamental to the outcome of the research. Thus 

- from the outset - I realised that my research was restrained by temporal and 

spatial conditions. In other words, once in-the-field, a researcher can only be in 

one place at a time and, as such, can only hope to examine a fragment of the 

phenomenon under scrutiny. Indeed, my study was to be based upon a measurable 

number of interviews with an equally confined middle management sample, over a 

bounded period of time. In other words (due to the spatial and temporal limitations 

of doctoral research) would only be able to: interview the 'interview-able'; record 

the 'record-able'; and observe the 'observable'. Although, that stated, such 

limitations should be embraced - and such limitations transformed into 

parameters that can be extended. Thus, my study - as outlined within Section 3 - 

is, what I have termed, a 'cultural snapshot': but, all-the-same, a 'snapshot' that 

manages to portray the nuances of middle management and their enactment of 

masculinity. As, quite simply, once the realisation has occurred that only a partial 

picture can be taken, all that has to be ensured is that what is within the frame is in 

focus.
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Thus, within the unavoidable confines of this study, I believe that the collated data 

are incredibly rich; a quality that, I feel, is primarily a direct consequence of the 

formulation of an interview schedule that manages (as is argued in 7.3) to question 

respondents on the minutiae of their organisational, managerial and personal lives. 

Such richness is further enhanced by a style of presentation that enables "Wood 

Valley" to be portrayed in graphic detail 158 , a style inspired by the work of 

previous grounded theory practitioners. Such a descriptive approach is advocated 

in order that the reader is encouraged to 'enter' the research setting. This is 

achieved by inclusion within the text of "direct quotes by informants, descriptions 

of the scene, and excerpts from field-note renditions of observed interactions" 

(Locke, 2001:60).

There is a desire here to promote middle managers as a collective of 'real' subjects 

with 'real' stories to tell rather than as an amorphous and life-less mute mass. 

Similar to Thomas and Pullen's (1999) study, I would suggest that the strength of 

this thesis lies in that manner with which I have 'painted' vivid 'portraits' of 

Wood Valley's middle managers whereby descriptive text enhances the findings 

immeasurably.

7.2.3: Making visual the research site - extending the spatial parameters

For those who wish to conduct an inspirational study, in order that future research 

will be provided with pathways with which to follow, it is through observation, 

analysis and hyper-descriptive write-up, that "the adept observer is able to provide 

others with instructions on how to pass in the same setting ... to have similar 

experiences and hence personally appreciate the truth of the description" 

(Fielding, in, Gilbert, 1993:164).

From the outset it was decided that both collation of data and its ultimate 

presentation would take the form of a hyper-descriptive text so that the research 

site would, as far as any reader of the thesis be concerned, be made ultra-vivid. As 

Locke (2001) argues this is a fundamental principle of grounded theory where 

writing practices allow any reader to "almost literally see and hear its people"

158 The portrayal of the data in 'graphic detail' is outlined more fully in 7.2.3.
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(Glaser and Strauss, 1965, cited in, Locke 2001:60)159 . Bearing in mind Coffey 

and Atkinson's (1996) acknowledgement that as even "extended textual passages 

- such as long extracts from interviews or fieldnotes" (p. 131) are 'graphic' in their 

depiction, I have described Wood Valley and its middle managers, throughout 

Section 3, in words that intentionally venture to mimic photographically-recorded 

imagery.

It could be argued that the research would have benefited from the immediacy of 

the inclusion of photographs. My counter-argument is that any use of 

photographic material jeopardises the overall impact of the research, as the 

incorporation of photographs is (usually) at the expense of a reduction of 

descriptive analysis. Reliance upon photographs with an accompanying weakening 

of the text means that "[t]he photographs are 'merely' illustrations, ... [where, 

most probably]... [t]he photographs are not subject to any particular analysis in 

the written text..." (Banks, 1998:11). Harper (1998) admits, despite the positive 

qualities of photographs as reliable representations of reality that "...this is not to 

say that all sociological ideas can be photographed" (p.34). There exists a 

fundamental concern that photography ensures that the focus is upon individuals 

and events and that power relations are excluded from the image, those that adopt 

a radical postmodern stance many may "never photograph in the field again" 

(Harper, 1998:36).

Of course, there are more pragmatic reasons why a descriptive form of text (and 

not reliance upon photography) should be the choice of researchers - and that is, 

primarily, an adherence to a contract of anonymity and confidentiality. In other 

words, developing a method of describing characters and events within the 

research environment is, as far as enhancing the comprehension and 

enlightenment of the reader is concerned, essential. To include images that will 

betray the identity of those who have placed their trust in the researcher is

159 To a certain extent, of course, ensuring that the presented research is rich and vivid in character 
is simply a consequence of being offered pertinent and well-articulated data from one's 
interviewee. Cunliffe (2001), by noting that "I was struck by the images created and how effective 
this poetic language was in giving me a sense of the manager's experience" (p.359), perhaps 
(inadvertently) alludes to this fact.
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tantamount to a breach of the fundamental principles that underlie social science 

research.

It is vital that we recognise that visuals (especially media representations) act as 

powerful stimuli within the imagination. For example, Question 12. ('What do 

you think are the stereotypical characteristics - held by the public - of a middle 

manager?') allowed my respondents to draw from the common data-bank of a 

visual-obsessed whilst, simultaneously, detaching themselves from the cultural 

equation 160. During the early months of scouring the literature all manner of visual 

material proved inspirational, insisting that my study is not anti-visual but, 

instead, it is pro-visualisation. 161 . The inclusion of a photograph does not allow a 

reader to transcend the parameters of the research. Simply being provided with an 

image, at the expense of a reduction in analytical description, may result in a 

restriction of the imagination of the reader and, as a consequence, a restriction of 

the research itself.

7.2.4: De-familiarisation - the adoption of another framework

Once in-the-field, particularly during the first few days, my experience of 

conducting research was tainted by a certain over-familiarity that led to a tendency 

to stereotype, accompanied by a propensity to sympathise with the plight of many 

of the middle managers. Once this methodological predicament was recognised, I 

discovered an ability to distance myself from my interviewees through an adoption 

of a 'negative dialectic' approach which Alvesson and Deetz (2000) acknowledge 

is a method whereby de-familiarisation is achieved by constantly drawing 

inspiration from counter-images:

160 During the formulation of the interview schedule, and the fabrication of this puzzlement in 
particular, it was acknowledged that "removing the subject from their own personal productions 
may serve to highlight different aspects of subjectivity" (Harrison, 1996:81).
161 My concern with the public's perception of middle management was founded upon visual 
representations to be found within our image-orientated society. For example: television comedies 
that satirised 'typical' middle managers (Four Men In A Car and Four Men In a Plane); serials that 
ridiculed bureaucratic office life (The Squirrels, A Sharp Intake of Breath and The Rise and Fall of 
Reginald Perrin); along with more sweeping Hollywood-esque attacks on men, masculinity and 
work, (The Apartment, In The Company Of Men, Glengarry Glen Ross),. All of these were 
understood as obvious examples of visual / media representations from which analytical inspiration 
could be drawn. For Jon Prosser (1998) such an eclectic approach to an appreciation of visual data 
as a resource is characteristic of a general move towards an environment in which visual 
anthropology / sociology is, at last, given credence. Where today's visual sociologists "despite 
retaining an affinity for documentary and illustrative photographs, are drawing on a wider range of
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One way of reducing the risk of cultural parochialism is to widen the range 
of the frame of reference that guides thinking and research attention. Instead 
of reading exclusively (mainstream) management and organization theory or 
even exclusively 'anti-management' texts, the researcher could get more 
from studying anthropological and historical texts ... Fiction may also 
provide a valuable source of inspiration. This literature - academic and 
fictional - might serve as inspiration for reworking one's own framework 
and for 'moving it away' from too much overlap with business culture 
(Alvesson and Deetz, 2000:171).

Within this thesis I have attempted to constantly de-familiarize myself thereby 

ridding my imagination of a linear understanding of organisations, middle 

management and masculinities by discovering powerful counterpoints within all 

manner of fictional material (for example, popular music, novels, etc.). As Craig 

Storti, in his text The Art of Crossing Cultures (2001), agrees, in that "[o]nce we 

encounter another frame of reference, however, we begin to see what we never 

could before" (Storti, 2001:112).

A key text, which upon reading provoked a desire to research organisations, 

middle management and masculinity from a radical perspective, was Burrell's 

Pandemonium: Towards a Retro-Organization Theory (1997). With a lay-out that 

is a cross between the dungeon-door-and-scroll-like-maps format of a Tolkien or 

Pratchett fantasy novel and the sweeping socio-historical approach of Foucault's 

Discipline and Punish (1977), Burrell's radical read possesses the potential to pick 

up any organisation studies' students by the scruff of the neck, shake them without 

mercy, only to drop them in dazed disbelief at the foot of each page. Quite simply, 

it is not a book for those fainthearted folks who wish to examine organisations in a 

tried and tested manner162 .

visual media including film, video, cartoons and drawings and encompass a wider range of topics" 
(Prosser, 1998:101).
162 Burrell pulls no punches with regard to his radical attitude towards shocking any potential 
reader of Pandemonium (1997). The opening section 'A Rough Guide to Pandemonium' (pp.1-6) 
is essential as it gives instruction on how the book should be read. Split into a top-half which 
requires page-turning in a conventional manner, and a bottom half which is a reversal of this (with 
each half separated by a central barrier which forbids its crossing) the words "flow forwards, 
backwards, up and down the pages yet seeks to be staccato in composition" (Burrell, 1997:7).
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7.2.5: Observation as theory generation
The researcher who is steeped in grounded theory attempts to make visual the 

research site through the adoption of a hyper-descriptive approach in order to 

ensure that the reader does not misinterpret the relationship between the data and 

findings. Those that support such an approach insist that the analytical process 

should not result in total abstraction. Indeed, for Banks (1998) it is the substance 

of the visual (and, thus, the visually-descriptive) that justifies its relevance over 

any form of 'armchair theorizing', as "the things that visual anthropologists study 

have a concrete, temporally and spatially limited existence and hence a specificity 

that a 'kinship system' or an 'economic system' does not and cannot" (Banks, 

1998:12)

7.2.6: Questioning the transcripts
The initial stages of analysing the data involved sifting through it in a systematic 

manner and isolating themes, patterns and points of discussion. Commonly 

labelled 'coding' 163 , this practice enables the researcher to reduce the overall mass 

of near-indigestible information to 'bite-size' chunks of data that can be 'chewed 

over' at a later stage. It is this embryonic stage of data ordering that is commonly 

referred to as 'open coding'. That is not to say that it is made simpler or that its 

importance is lessened or lost in any way. On the contrary, "coding can be 

conceptualized as data complication ... used to expand, transform, and 

reconceptualize data, opening up more diverse analytical possibilities" (1996:29). 

Whilst transcribing my Wood Valley interviews complications arose when units 

of data held possibilities of being further coded in a multitude of ways. For 

example, a middle manager may, at a given moment, be talking about 'career 

progression' (itself a unit of coding). In relation to context, tone of voice, etc., 

'career progression' can be further coded under any number of more advanced 

units, such as 'negative attitudes to'; 'positive attitudes to'; 'stagnation of; 

'opportunity for', etc. Quite simply, codes "can be nested or embedded within one 

another, can overlap, and can intersect" (Coffey and Atkinson, 1996:36).

163 Of course, as Coffey and Atkinson (1996) warn, coding should not be confused with the 
analysis of data, as it is the means by which the data - prior to analysis - is organised.
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Coded data, at such an early stage, is fragmented and requires a further process of 

'retrieval', allowing it to become meaningful. According to Coffey and Atkinson 

(1996) coded material becomes meaningful through critical 'questioning' that 

"help[s] to develop lines of speculation and hypothesis formation" (Coffey and 

Atkinson, 1996:49).

The initial coding of tape transcription opened up maiden lines of enquiry. 

Following a further 'questioning' of these, more exploratory, more unexpected, 

empirical pathways were explored. In practice, open coding immediately followed 

transcription, taking place over a period of 4-6 months. Necessitated by the 

questioning that followed, a return to the original data occurred late into the 

second year of study and even (on occasions) during the final year164. Thus, 

'coaxial coding' was then undertaken as a result of questioning and reflecting 

upon the primary coding.

In relation to grounded theory as process, my study of Wood Valley proved to be a 

continuous contemplation of the data. Thus, it became clear that data were a 

resource that are never exhausted. For, as Boje (2001) insists, grounded theory is 

fundamentally based upon that very principle. That it is a method that involves 

constant comparison, collecting, coding and analysing data endlessly "rather than 

to collect a lot of observations, interviews or surveys then code it once and for all 

to prove or disprove a deductive hypothesis" (p.51).

In the same way theoretical concepts (the 'end result' of data collection / analysis) 

are also never final. For, as Layder (1993) insists, theory generation - as yet 

another grounded theory process - is a "discussional form of theory [that] stresses 

the idea of theory as an ever-developing entity which can be extended and 

modified, as against the idea that theories are perfected products whose purpose is 

served merely by being confirmed or negated" (Layder, 1993:45).

164 Indeed, this necessity to return to the original transcriptions, field-notes and - even - the taped 
interviews themselves - only serves to underline grounded theory as a never-ending process; in that 
the data can never be thought of as temporally fixed, or exhausted as a resource, as by its very 
nature it constantly reveals the research site, and the respondents interviewed, upon every return. In 
particular, this process of returning to the interview tapes - armed with analytical and theoretical 
hindsight - allowed me to discover new findings. Thus, it was very much a realisation that, as my 
later, post-field notes would admit: '...it [coaxial data] was there all along - but I wouldn't have 
known it a year back!'
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7.2.7: Continuous data analysis

Burgess (1984) insists that all researchers who undertake self-transcription should 

endeavour to develop a strategy, in order that they both maximise their work- 

output and minimise time wastage, "for transcription work is a notoriously costly 

business as far as time is concerned" (Burgess, 1984:121). I did not fully 

transcribe all of my interview tapes 165 as a straight-forward transcription of the 

tape from start to finish (including my own questions) would have resulted in 

many hours of painstaking listening, typing, re-listening and re-typing, resulting in 

pages of unused material.

A selective transcription therefore is a more practical option; but only after 

listening and re-listening to the taped material whilst, simultaneously, 

'mapping' 166 what has been said. I then set about transcribing sections which I felt 

were of key importance, ordering them into themes, whilst interjecting my initial 

thoughts regarding what was being said167 .

Many argue that it is fundamental that the interviewer / researcher transcribes their 

own taped material, as it "makes you very familiar with the data ... [and such a 

process] ... helps you to start making connections and identifying themes for 

analysis" (Fielding, cited in Gilbert, 1993:147). Such an attention to detail is 

essential in relation to a study that is attempting to 'put the humans back into 

organizational studies' since in order to achieve this an understanding of the 

'language' is required. Thus, I would insist that self-transcription facilitates a 

'total immersion' in the data168 . In particular, self-transcription is recommended 

when researching organisations, as the nature of the research itself uncovers 

widespread use by the interviewees of jargon and abbreviations, terminology that

165 Incidentally, my interview tapes varied in length from 45 to 75 minutes.
166 'Mapping' the tapes involved listening to the tape over and over, noting key words, phrases and 
themes whilst inscribing -adjacently to each coded unit the relevant tape counter number, in order 
that a particular extract could be found; without delay, at a later, stage.
167 It is crucial to appreciate that I analysed the data in the order that it was originally recorded, 
tape by tape, as following such a linear method allowed me to accurately re-construct the interview 
environment.
168 Of course, crucially, self-transcription - combined with the act of listening repeatedly to the 
actual taped interviews - does not, necessarily, equate to full transcription of the interview data: 
Self-transcription should be a balance of becoming totally au-fait with the data and managing 
research time efficiently.
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deserves full appreciation in order that the researcher understands the cultural 

context. In other words, to have the material transcribed by another is to 

jeopardise the validity of your data from the outset169 .

All of the above is essential in order to ensure that the transcribed material is 

totally accurate. The tapes require repeated listening to guarantee that the 

researcher achieves a full understanding of what was said during the interview and 

that the researcher appreciates the context within which the data was first uttered. 

In this way, listening and typing is far more than an act of transcription, as in true 

grounded theory style it is a continuous (and, thus, never-ending) form of data 
analysis170.

7.2.8: Writing-up as concept building
As my examination of "Wood Valley" is a consideration of both aspects of an 

organization and the individuals that make up such a structure it can, perhaps, be 

considered as a return to the 'structure versus agency' debate171 . A means of 

stressing such 'agency' is to appreciate the research environment as a vibrant (and 

organic) arena that is 'brought to life' through the research process, and even by 

the researcher him- or herself. For Cunliffe (2001) this involved the internalisation 

of the research setting in an extremely graphic manner where the "casualties", 

"wrestling" and "potholes" mentioned by respondents during interviews were not 

visible but, all the same, "created an image of a chaotic organizational life; an 

image of darkness I still carry with me when I recollect my visits" (Cunliffe, 

2001:359). When considering the eventual writing-up stage of the thesis, it is 

essential to consider the prospective reader, as many researchers conduct 

competent research and then neglect "the importance of communicating in a way 

that brings the culture to life" (Spradley, 1979:205). As Taylor and Bogdan (1984) 

insist "[illustrative quotations and descriptions convey a deep understanding of

169 With having your tapes transcribed by those who are 'paid by the hour' there is a considerable 
chance that very little effort will be made, for example, to differentiate barely audible words from 
one another. Ultimately, this will result in wasted research hours whilst re-listening to the tapes and 
re-editing the transcriptions as required.
170 Also, through listening and re-listening to the taped interviews, the researcher is returning not 
only to the original data in context - but is re-living the research moment. This is a far more 
rewarding (and valid) research act than simply relying upon the 'hard copy' transcripts.
171 'Structure versus agency' has been a concern of social scientists - and sociologists in particular 
- for decades. For a consideration of the debates, in relation to the validity of symbolic 
interactionism, see Craib, (1992, pp.85-95).
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what settings and people are like and provide evidence that things are the way you 

report them to be" (Taylor and Bogdan, 1984:153-154).

Therefore, writing-up should not be merely a puerile procedure but, instead, an 

opportunity to vividly recreate the research environment, whilst all-the-while 

utilising such a descriptive approach in order to advance unique concepts that 

have arisen out of an adherence to the implementation of a grounded theory 

approach. In other words, a visual form of writing-up is not simply adding colour 

to the research findings, it is an advanced stage of theorising in itself.

7.2.9: Biographical insights - extending the longitudinal parameters
The notion that my study promotes itself as a graphic data-led work that attempts 

to transcend its restrictive spatial and temporal parameters is furthered by the 

emphasis that I place upon biographical theme, where the expanse of data collated 

results in a consideration of each middle manager over their entire life-span 172.

It has to be made clear that, although my study allowed my respondents to talk 

freely about their lives, it was not a true 'life course' mode of enquiry as, due to 

the nature of doctoral research, I was unable to analyse my sample over the 

required length of time 173 . Instead, I tended to draw from the work of Riley 

(1998), where an appropriation of 'cohort analyses' allowed me, with regards to 

each "Wood Valley" middle manager, to "piece together phases of the lives of a 

cross section of people" (p.41); for example, the interplay between father and 

son 174 . My study then, was obviously not conducted over the time-scale of many 

generations - but, instead, is based upon the recollection of the memories of them.

Many of my puzzlements (and the final three questions in particular; 'Where do 

you live?', 'Where were you born?' and 'Under what circumstances would you 

move?') allowed me to pursue the biographical and, thus, extend the study's

172 With Questions 43. and 44. for example ('What were their [parents] aspirations for you upon 
leaving school?' and 'In what ways do you feel you have lived up to your parents' expectations?') 
not only do I introduce the more 'human' aspects of the middle managers but I also situate them 
biographically within the lives of others.
173 Life-course analysis can involve research that takes several decades - or even an entire lifetime 
- to conduct.
174 Characteristic of this study is that current insights of the middle managers interviewed are 
clearly influenced by previous inter-generational / inter-personal experiences.
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'longitudinal parameters'. In many respects, this was in reply to Newell and 

Dopson's (1996) plea for such an approach, where "more longitudinal research 

following the organization and the individual through joining-up process and then 

through a series of renegotiations jover time would give a much clearer picture of 

the processes involved" (p. 19).

Furthermore, Question 49. ("Under what change of circumstances would you now 

move?") aimed at predicting possible 'turning points' within the respondent's life, 

importantly aiding the pinpointing of personal and emotional 'triggers' (that may 

initiate such life-course trajectories) "in terms of changing attitudes and feelings" 

(Clausen, 1998:205). A consideration of such an interplay of 'attitudes' and 

'feelings' may help to establish the extent to which masculine (or, more 

significantly, non-masculine) facets of the personality initiate such turning points 

during the lives of these middle managers.

The analysis of biographical data allows a respondent (one character) to be split 

into a multiple-self (many characters) as their life-story is encouraged, during 

interview, to 'unfold'. In this way, the temporal parameters of the study are 

exploded into a myriad of exposed facets. Thus, the parameters of this study can 

be thought to have been stretched as "[a]ctors may consist of several actants" 

(Alasuutari, 1997:15) 175 .

It is important to recognise that individuals surround themselves with cultural 

artefacts in order to prompt their remembering of their past, possessions that, quite 

crucially, "are used to establish a link with the past which helps to sustain

175 From a personal / political stance the 'freeing' of my respondents (in an autobiographical 
sense), allowing them to talk about themselves and their lives, is the inherent 'liberating' potential 
of auto / biographical research that both feminists and post-colonialists highlighted during the 
1970s and 1980s. As Anderson (2001) notes, 'the deconstruction of it [auto / biography] as a genre 
which privileged a white, masculine subject gave way, as part of this same movement of 
diversification, to a sense of its potential or use as political strategy by these new social groups' 
(Anderson, 2001:103). I would argue then that, given my respondents the opportunity to discuss 
their lives, it allows these 'middle management Others' to regain their autobiographical voice - a 
voice which provides an opportunity for them, as 'Others', to discuss feelings of 'alienation', 
notions of 'difference', etc. (With regards to the notion of the Other and Wood Valley's middle 
managers see Chapter 4 and 9.2 - and 9.2.9 in particular).
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identity" (Radley, 1990:47) 176, and what individuals choose not to remember is as 

important as what they choose to remember. As Shotter (1990) insists, "If events 

do not fit into the framework provided by one's social institutions - into which 

one has been socialised - then they are not remembered" (1990:131). Therefore, 

within an organisational context, if personal memories do not correspond with that 

of a corporate collective memory they are likely to be 'forgotten' in favour of the 

latter, more acceptable, organisation's memory.

To a certain degree my desire to extend the temporal parameters of my study 

through the inclusion of biographical data can be perceived as a manipulation of 

both time and the data themselves, a "[w]hen we read a research account, we do 

not generally doubt that the events referred to in the account actually took place; 

nor are we likely to wonder if events took place in a different order" (Aldridge, 

1993:60)

7.3: AFTER

It was whilst conducting research during such a period of epochal transition within 

Wood Valley that a realisation occurred. I was, as an observer, caught in the 

middle - powerless, gullible, and yet with an important intermediary role to play: 

as, after all, relating their thoughts, views and experiences the middle managers of 

Wood Valley entered into periods of reflexivity that, quite possibly, had the 

potential of affecting how they would enact both their gender and managerial 

selves in the future177 . It is to a consideration of my 'middleness' - and, thus, 

influence within the research site - that we now turn.

7.3.1: My imagining of Wood Valley and its middle managers

As discussed within Chapter 9, Wood Valley is not only an hierarchical 

organisational structure but is - in reality - a sprawling administrative / 

bureaucratic network. Comprising a mass of isolated individual offices and 

departments it is, in many respects, more 'abstract' than 'real'. Its middle

176 Many of the middle managers that I spoke to discreetly placed personal mementoes around their 
desks and offices in order to invoke their memories to, in turn, locate their present selves This, of 
course, underlines the importance - as discussed within 7.2.1- of analysing the 'boring'.
177 As a complex interactive process 'middleness', of course, discussed in far greater detail within 
Chapter 4 and (as will be discussed) within 9.4.3.
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managers, as alienated organisational members, are required constantly to 

'imagine' Wood Valley's size, shape and area of jurisdiction178 . Its middle 

managers have an opportunity to talk to people such as myself. Through the act of 

imagining, and then verbally describing the organisational structure, they are 

making real the unreal; in essence "articulating something still imaginary, on the 

very edge of existence" (Cunliffe, 2001:353).

As a consequence of such interaction-derived imaginings, the middle managers of 

Wood Valley possessed (despite the fact that the research was conducted during a 

confusing period of organisational restructuring) a very clear idea of where they 

were positioned within the hierarchy: able to verbalise; who was positioned above 

them; who their peers were; and who exactly were the individuals that were 

responsible to them. The researcher should not underestimate their centrality in 

this process of interviewee reflexivity - as, due to the experience of the interview, 

respondents often are able to then clarify (in their own minds) exactly who they 

are, what they do and where they are going.

Also, what struck me during the hours, days and months that I spent 

contemplating both Wood Valley and its middle managers, was the knowledge 

that not only had I been provided with information about Wood Valley as an 

organisation, but that I have been confided with vast amounts of rich biographical 

- and, thus, personal - data. I am - as-and-when required - able to 'imagine' both 

the middle managers, their organisational environment and aspects of their actual 

lives. For example, when Jim talked, during interview, of his teenage relationship 

with his grandfather, a most vivid 'snap-shot' of fanning life could be imagined:

My grand-dad's expectations of me were: 'Can I take this bale of hay over to 
those cows; muck-out the shed properly; fix the mixing; hold a stake while 
he's using the hammer?'

It is now possible for me not only to appreciate Jim's pre-Wood Valley life but 

also, crucially, understand how it informs his current reflexive outlook. My 

research imagination even allowed me to muse over his relationship with others

178 This act, as to be discussed within 9.1.4, can be regarded, in the context of Wood Valley, as a 
middle management, 'coping strategy' in order to deal with the alienating effects of 'middleness'.
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throughout his life - as, in this case, his grandfather's 'expectations' of him. It is 

upon such a realisation that I am able fully to appreciate the liberating nature of 

post-interview 'imagining' that grounded theory allows 179. Like Cunliffe (2001) - 

following each interview I was "...struck by the images they created ... [as] they 

stood out in my memory long after our conversation had finished ... [and, such] 

symbolism creates strong impressions, images and feelings which can be potent in 

making connections with others" (p.365).

7.3.2: Talking and agreeing? - in conversation with the middle managers
Questioning the whole validity of the supposed uninvolved stance of the 

researcher, Gough (2001) claimed that it is essential that linguistic self-control, on 

behalf of the researcher, be practised when in-the-field, in order that a convivial 

environment in which to conduct an interview is maintained. In an effort to glean 

as much information from the interviewee as possible, a researcher must be 

perceived, by the interviewee, as acknowledging, accepting - and even agreeing - 

with the topics under discussion. On many occasions during my interviews with 

the middle managers of Wood Valley, I found myself nodding enthusiastically, 

whilst openly encouraging my respondents to talk freely, to such an extent that 

they eventually were able to talk about any topic comfortably. In practice, I quite 

clearly "...moved between positions of researcher and participant, between 

suppressing my own opinions to implicit (non-verbal) agreement with other 

views" (Gough, 2001:184).

As a male researcher enquiring about masculine issues - in relation to my blatant 

encouragement for my respondents to talk - I found myself agreeing, on 

occasions, with rather questionable rhetoric. Like Gough, "I undoubtedly did 

collude with some of the hyper-masculine banter" (2001:184). For instance, 

chatting with Robert, the reality of being in a situation where we were 'men 

together', became more than apparent:

whilst talking, in general, about his work, Robert, lent forward - as if we 
were involved within some secretive patriarchal conspiracy, and, sniggering, 
jokingly whispered: "Well, it's a bit of a joke, isn't it? 'Don't tell the mother

179 'Imagining' and 'biographies' as a means of, respectively, 'extending the spatial and 
longitudinal parameters' of the research, has been detailed, of course, within 7.2.3 and 7.2.9.

174



that I work for Social Services', or she thinks that I play the piano in a 
brothel!'" [He laughs loudly - thus encouraging me to laugh!]

This extract serves to emphasise how, as a researcher, I found myself 'in the 

middle' during many of my conversations with the middle managers of Wood 

Valley. Perhaps this is proof that as far as a researcher is concerned, total 

neutrality, when in-the-field, is - quite simply - not an option. For, as in the case 

of Robert, an interviewee will suddenly 'open up' due to their perception, (rightly 

or wrongly), that a moment of bonding has taken place180 .

7.3.3: Me, myself and the other
My middleness extended to my experience of the entire research project as a 

whole - especially when outside of the walls of Wood Valley. When in-the-field, I 

was constantly aware of being marked-out, by the locals, as different. This 

realisation grew upon the noticing of odd glances from huddled groups of 

whispering locals. For instance, when trying desperately to pass the time before 

my meeting with Ronnie, I decided to gather my thoughts over a hot drink:

Another cold day. Train up to Bleak Town, (which was, thankfully, not as 
far as I thought from River Town), and yet another frothy coffee, in yet 
another Coal Valley Italian cafe. Although, the locals didn't seem to like the 
look of me: In retrospect, no wonder - in my trench coat, brief-case, black 
shirt, and black pinstripe trousers, I must have looked like a cross between 
the Mafia and the tax inspector!

Upon entering the site where lan was based, I was, (due to my dress, speech, etc.) 

- without doubt - deemed 'the Other' 181 through association:

Entering the building, I announced who I was to the receptionist, to be 
immediately given a very scornful look by a local woman. It transpired that 
the person she was waiting (rather impatiently) for was in a meeting with 
lan. As such, I think she was expecting me - as I was dressed in a trench- 
coat and was in possession of a briefcase - to be dealt with speedily, while

180 This realisation, of course, relates directly to the discussion within 7.1.3 and 7.1.7 where 
researcher 'professionalism' and the study of organisations and management are inter-related. 
Indeed, despite my desire to appear - at all times when in-the-field - 'professional-yet-convivial', I 
was regarded, on occasions, by male respondents as a 'fellow male'. Furthermore, I am convinced 
of the importance of masculinity within this process, as I am sure that - as in the case of this 
particular highlighted interaction with Robert - none of my female interviewees would have 
entered into such an open display of 'buddy-ness'.
181 The notion of the existence of 'the Other' within Wood Valley is debated, at length, within 
Chapter 9 - see 9.2.9.
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she was to be kept waiting. (Although, much to her amusement, it actually 
transpired that 7 was the one kept waiting, whilst she was dealt with without 
delay!)

Whether I was 'dealt with' before her, or not, was inconsequential - the very fact 

that she expected that I would was crucial to her establishment of me as 'the 

Other'. Thus, what I was wearing (trench-coat), and the way I accessorised myself 

(brief-case), merely provided 'evidence' in aiding her to reach that foregone 

conclusion.

CONCLUSION

This chapter is meant to act as a 'methodological support' in my decision to fuse 

together the two differing approaches, that of a considered (and, thus, objective) 

examination of an organisation, and that of a more emotional study of the middle 

management individuals operate within such an organisation. Therefore, my thesis 

does not declare its strength on the grounds of compatibility with the findings of 

previous studies, instead its potency lies in its capacity for providing the reader 

with a data-rich portrait of twelve middle managers, (in relation to the 

multifarious nature of the organisational setting, wider society and representations 

of masculinities). In this way, it shares more of a methodological resemblance to 

studies such as Gleeson and Shain (1999), where:

any claims for the authenticity of this study reside less in conventional 
notions of representativeness, and more in the qualitative complexities of 
analysing changing professional and managerial cultures in the fractured 
environment (p.468).

The adoption of a grounded theory-based methodology not only allowed my 

research to transcend the parameters of a single case-study approach, but 

encouraged a liberation of the methods employed by recognising that they are, 

themselves, organic processes in action that serve to enhance both the data and the 

resultant theoretical conclusions. For example, the inherent flexibility of my 

interview schedule allowed me to transcend the temporal and spatial limitations of 

the study through promotion of rich biographic notes and a depth of description.
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As with many other methodologies, I did not impose an analytical framework 

upon an organisation; instead I 'introduced' ground-level theories as the 

'products' of my conversations with, and observations of, Wood Valley's middle 

managers. Grounded theory merely acted as an aid in recognising, isolating and 

then magnifying what was already in the process of happening within the offices, 

corridors and car-parks of Wood Valley. A grounded theory approach has been 

followed, primarily, as an empirical antidote to the infection (within oganisation, 

managerial and gender analysis) of macro-level theorising. For, as Dopson and 

Stewart (1990), warn: "If writing in this area is to amount to anything more than 

armchair theorizing, it is crucial that more empirical work be done" (p. 15). In 

other words, rather than my theorising being derived from endless 'navel gazing' 

it, instead, arose out of weeks and months of an "interweaving of looking and 

listening, of watching and asking" (Loftland and Loftland, 1995:19).

Ultimately, the formulation of such a methodology is to provide a possible 

blueprint from which others are able to plan further grounded theory-based studies 

of organisations, middle management and masculinities. Because of the emphasis 

that I have placed upon the positive characteristics of qualitative research, such as 

depth and richness, the strength of this thesis lies in the way that the research and, 

in particular, the findings (utilising explicit interview extracts, vivid field-notes, 

graphic observations and pertinent biographical insights) serve to paint a spirited 

picture of middle management life within Wood Valley.
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CHAPTER 8A: THE LANDSCAPE AROUND WOOD
VALLEY- VIEWS OF THE SOCIAL, ECONOMIC AND

ORGANISATIONAL CONTEXT

INTRODUCTION

This sub-chapter is an attempt to place Wood Valley - and, more importantly, its 

middle managers - within their contemporary social, economic and organisational 

context, as the emphasis here is, in keeping with the focus of this thesis, upon 

individuals rather than organisations. Rejecting a formulaic preoccupation with 

organisational make-up (such as employee numbers, management structure, 

organisational framework, etc.) here is a more broader, more in-depth, analysis of 

the context within which the middle managers of Wood Valley, on a day-to-day 

basis, operate. In effect, here is the 'landscape' alongside which my 'portraits' of 

Wood Valley's middle managers are to be 'exhibited'. As an overview of the 

public sector, at both a regional and national level, it highlights employee 

anxieties, managerial dilemmas and the perceptions of a concerned media and 

public. Drawing parallels and noting disparities, this chapter provides an insight 

into a public sector that - in comparison with public industry - is drastically 

understaffed and overseen by despondent and de-motivated management.

8a.l: Recognition that Welsh management and businesses require a shake-up

At the time I was conducting my research, it was acknowledged (by both the 

business' community and the media) that something was 'wrong' with Welsh 

management. With reference to post-devolution pressure on managers and 

businesses to perform, Professor Jones-Evans, a member of The Welsh 

Management Council and head of the School of Business and Regional 

Development at the University of Wales, Bangor, insists that managerial 

recruitment, development and training is crucial to this process:

Developing first-class managers is one of the most important aspects of our 
economic development. .Without them Wales is not going to achieve the 
targets set out by the Assembly (Jones-Evans, cited in Barry, 23r May 
2001:2).
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The chief executive of The Welsh Management Council, Alan Jones, agrees, and 

contends that any future advance to be made by managers and businesses (within 

both the pubic and private sectors) is dependent upon the development of a 

revolutionary, new mind-set being encouraged. Jones asserts that: "It is essential 

that radical new thinking takes place" (Jones, cited in Barry, 23rd May 2001:2).

8a.2: The role of information technologies within this transformation

Crucial to any fundamental overhaul of business, management and managerial 

thinking is an embrace of information technologies. Whilst warning of the dangers 

of becoming too reliant upon cyber-skills, Alan Jones highlights the need for the 

contemporary manager to utilise information technologies, at both a strategic and 

operational level, in order to enhance their effectiveness: "Information and 

communications technology needs to become an enabling tool, controlled by 

managers rather than something which controls us" (Jones, cited in Barry, 23rd 

May 2001:2) 182 . Although, the nurturing of 'information cultures' is problematic 

(even in public services) as it "requires significant attitude changes towards seeing 

information as 'corporate property' rather than as the jealously guarded property 

of particular individuals or departments" (Keen and Scase, 1998:45).

8a.3: The future of social services

The future of social services at once glows with optimism and is overcast by 

clouds of uncertainty, as the Government recently announced their intention to 

restructure local authorities' social services departments. This proposed reordering 

of how care is provided involves a separation of the single units that currently 

provide support for both the elderly and children. It is envisaged that, post- 

restructuring, child protection and family support would be administered by 

separate, and autonomous, bodies; with children's trusts being based within local 

authorities, and care for the elderly generated by National Health Service-derived 

care trusts. The Health Secretary, Alan Milburn, (addressing the National Social

182 The relationship between management (in particular, middle management) and the increased 
organisational reliance upon information technologies is, of course, discussed within Chapter 1. 
With regards a discussion upon the impact of e-mail, mobile phones, pagers, etc., upon manager's 
lives (and the eradication of the work / home divide) see Chapter 3.
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Services Conference) believes that such an overhaul of social services is long 

outstanding, and that such a restructure heralds the rejection of an outdated 

organisational form and the welcome of a more inclusive public / private 

partnership. Milburn, signaling such an "out with the old - in with the new" 

approach, warned:

The one-size-fits-all approach embodied in the traditional social services 
department may have been OK in the 1970s, but as more and more councils 
are recognising, it does not belong to today (Milburn, cited in Carvel, 17th 
October 2002:7).

Milburn's prediction of the epochal transition of social services and local 

authorities (from 1970's formal, hierarchical, rigid bureaucracies towards more 

'open', 'flatter' - and flexible - structures) even implies that this would bring 

about the visible eradication of social services in its current, recognisable format. 

As Milburn confided: "Personally I think the writing is on the wall for the old- 

style, monolithic social services department ... [as in] ... 10 years it is probable 

none would exist" (Milburn, cited in Carvel, 17th October 2002:7). Of course, key 

to such a passage is a fundamental alteration of traditional administrative function 

within social services - i.e. the demolition of bureaucracy and the eradication of 

the boundary between the public and the private spheres.

8a.4: The demolition of bureaucracy

Restructuring of social services requires more than governmental reform to be 

achieved successfully. In many respects, both external and internal factors act as 

prime catalysts of motivation and transition during periods of organisational 

change. For example, current government intervention into the administering of 

child-care is a reaction to the media and public outcry following the recent tragic 

deaths of children who were subject to failed social services scrutiny. Milburn, 

echoing societal exasperation and frustration, commented:

All too often traditional service boundaries get in the way of good care for 
children ... That brings failures of communication as well as organisation. 
Children and parents get passed round the system (Milburn, cited in Carvel, 
17th October 2002:7).
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So much for external pressure for change: internal recognition of administrative 

ineptness, blatant shirking of responsibility and obvious mishandling of resources 

has prompted those within social services to join the call for change. David Behan, 

president designate of the Association of Directors of Social Services, agrees with 

Milbum and launches a scathing attacked against the bureaucratic actions of local 

authority management, organisation and their modus operandi: "Departments are a 

means to an end, not an end in themselves" (Behan, cited in Carvel, 17th October 

2002:7).

For many, the means by which the public are best provided for - and how 

bureaucratic social service departments are to be transfigured - is through a 

merger of the public and private: and, in particular, a cross-fertilisation of 

management skills and attitudes 183 . Such a fusion would, according to Milburn, 

encourage the development of a public / private domain that would truly be in- 

tune with social requirements. Following the eradication of outdated public 

services, new - more appertaining - trusts would, it is thought, be able to "forge 

new local partnerships that specialise in tackling the particular problems local 

communities face" (Milburn, cited in Duckworth, 17th October 2002:2) 184 . The 

planned formation of self-sufficient Children's Trusts - that manage to combine 

social services, health and education for the young, within flexible, dynamic and 

autonomous units - is dependent upon empowerment: in particular, an 

empowerment of intermediate levels of management who possess "powers to 

contract services to charities, private forms, and not-for-profit companies" 

(Carvel, 17th October 2002:7).

183 The creation of such an idealised social services' manager - who embodies public sector 
experience with private sector competitiveness - is, of course, not a new intent. During the late 
1980's / early 1990's it was recognised that the onset of an era of change (where business- 
orientated managerial styles were the perceived of as the future) was inevitable: " The people who 
run local councils increasingly need different skills to meet the challenge of their developing role 
as enablers rather than providers. The ability to manage large numbers of directly employed staff is 
becoming less important than the ability to set up and oversee contractual arrangements" (Welsh 
Office: A Consultation Paper, July 1991:2).
184 This notion of a need to increase public / private 'closeness' is discussed (in relation to the 
acknowledged widespread mistrust of bureaucracies) in Chapter 4.
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8a.5: The carrot of freedom for the donkey of management?

In relation to the discussion of managerial 'autonomy' within Chapter 1 (see, in 

particular, 1.4) social services' managers are offered - if they perform as expected, 

and meet set targets - greater independence than their peers who, in comparison, 

are deemed to be consecutively 'failing'. Recognised as effective managers, who 

are able to successfully span the public / private divide, they would be rewarded 

with even more discretionary measures. This, according to Alan Milbum, means 

that, in real terms, "they would have fewer inspections, the ability to carry funds 

from one financial year to the next and the right to spend their grants on any 

aspect of social care they choose" (Milburn, cited in The Western Mail, 17th 

October 2002:11).

8a.6: The blurring of the boundary between public and private

This increased opportunity - for social services' middle managers in particular - 

to liaise with outside agencies and oversee budgetary controls would allow them 

to combine, on a day-to-day basis, strategic decision-making with operational 

duties. Also, it would enable such a stratum of management to act as 

intermediaries between public sector departments and private sector businesses. 

Ultimately, it is believed that such a development would bring about "an enhanced 

role for the voluntary, private and charitable sector [and serve] to blur the 

distinction between them and statutory social services departments" (The Western 

Mail, 17th October 2002:11). Such a trend, where the public's views on social 

services are encouraged to be aired within a public sector arena that is increasingly 

modeled upon a competitive private sector, is reflected in a recent Capital Times 

headline 185 . Declaring that a "New Era for Social Care" was imminent, the paper 

implored the public to welcome (and participate within) the onset of a more 

inclusive social care world:

The Council is organising wide consultation as a positive response to a Joint 
Inspection report on the authority's social services ... Views will be sought 
from users, care providers and staff through an independent process to 
ensure that everybody has an opportunity to influence the plan ... 
Consultation will include a range of initiatives that will allow individuals,

185 Capital Times is Cardiff s monthly community newspaper.
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representatives groups and local organisations to have their say in complete 
confidentiality (Capital Times, October 2002:1) 186 .

Such a request for significant public intervention within the day-to-day running of 

public services is, according to Martins and Miller (1999), indicative of a 

contemporary move towards challenging "the 'active professional-passive 

consumer' model" (pp. 144-145). Although, Martins and Miller argue that, 

historically, social services departments have been reliant upon public 

involvement / co-operation187 (usually at the expense of this 'cross-over' being 

ignored and undervalued by critics of local authorities).

8a.7: The public sector - a closed shop in turmoil?

This encouraged fusion of public / private - and greater openness of social 

services in general - is, according to many, subject to an ease of entry for potential 

employees into the public sector. Currently, it is agreed that government 

departments and local authorities are perceived to be insular entities that recruit 

and promote from within, where "outsiders are largely excluded ... leaving people 

with extensive experience built up in the commercial and industrial worlds to sit 

frustrated on the sidelines" (Inman and Evans, 27th April 2002:22) 188 . Gill Lucas, 

head of the public sector and not-for-profit recruitment accountants KPMG, 

claims that most health authorities, local councils and quangos require candidates 

who are experienced in public sector work189 ; therefore, quite simply: "You find

186 Such an argument for public involvement in public affairs has raged for decades - often fuelled 
by widespread perception that unwieldy, bureaucratic organisations are, essentially, ineffective: 
"[As] there is a general belief that those who are placed in positions of authority are incompetent, 
negligent or selfish, mounting dissatisfaction may well express itself in the demand that 'the 
people' themselves should take over responsibility" (Hanson and Walles, 1984:324).
187 As Martins and Miller (1999) make explicit: "[S]ociai services departments are seen as 
protecting children from abuse, or further abuse. They do this by removing 4 per cent of children 
on the child protection register from their own homes into children's homes or foster care and by 
enabling the remaining 96 per cent to live more safely with the relevant parts of their family. So, on 
a day-to-day basis, 96 per cent of children who are seen to be at risk are protected by parts of their 
families. The social service department certainly plays a key role in ensuring that children are 
legally protected from further abuse but, within that framework, it is the families that actually do 
most of the protecting" (p. 144-145).
188 The ethical quandaries that arise out of the involvement of the private sector manager within the 
activities of the public sector are considered within Chapter 4 (especially in 4.5).
189 This practice - of ensuring that the public sector remains the domain of the public sector 
employee - is reproduced through a promotion of self-sufficiency and bureau-professionalism. A 
reluctance to recruit managers from outside of the public sector has been based upon an insistence 
that "[s]ocial services need people to conduct assessments of needs as well as those who know how 
to purchase 'care services'" (Clarke and Newman, 2000:75).
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there is more movement within the public sector rather than between the two 

sectors" (Lucas, cited in Inman and Evans, 27th April 2002:22)190.

It is now widely acknowledged that the public sector is suffering an inability to fill 

vacancies as a result of a tendency to recruit from within; to the extent that a 'staff 

shortage' in the public sector is in danger of detrimentally affecting managerial 

development, training and retention. James Reed, chief executive of Reed 

Executive (one of the United Kingdom's largest recruiters) makes explicit the 

managerial / skills deficit in this area:

The supply of top talent remains particularly tight in this sector. In our latest 
Recruitment Index, a survey of almost 1,000 organisations across the UK, 
68% of public sector organisations reported skills shortages, the highest 
level in any sector (Reed, cited in Inman and Evans, 27th April 2002:22).

This lack of skilled people at such a professional level is, according to Inman and 

Evans (27th April 2002), a direct consequence of decades of deplorable conditions 

under which they were expected to operate. Frequently labeled as incompetent, 

incapable and indecisive "[i]t wasn't so long ago that health secretary Alan 

Milburn was an Opposition spokesman calling for a cull of "redundant" managers 

in the NHS" (Inman and Evans, 27th April 2002:22).

With the earnest introduction of star-rated performance tables the confidence and 

morale of public sector managers has not been boosted (quite the contrary - it has, 

in many respects, been irreconcilably undermined), whilst staff retention and 

recruitment has been damaged beyond repair191 . With four councils (Birmingham, 

Coventry, Walsall and North East Lincolnshire) failing to 'score' any stars, they 

found themselves being threatened with private-sector management intervention 

should they fail to rectify the situation. If there was then no evidence of betterment 

within just a few months, 'hit squads' of high-flying managers would be deployed.

190 Quite precisely where this leaves public sector middle managers is debatable. If there is more 
movement to be found 'within' the public sector than 'between' private and public, and - as 
discussed within Chapter 1 - the contemporary middle manager can be conceived of as 'stuck in 
the middle', then not many directions seem to be open to the public sector middle manager.
191 As Frean (30th May 2002) makes clear: "Critics of the ratings said that they oversimplified the 
challenging and complicated work done by social workers, and could be misleading. They believe 
that tables could sap staff morale in a profession where vacancies are as high as 40 per cent in 
some areas" (Frean, 30* May 2002:10).
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In effect, their choice is to improve "or face having their entire social work 

departments taken over by teams of external managers" (Frean, 30th May 

2002:10).

This stated, public sector recruitment is (perhaps) set to improve. Hilary Sears, a 

recruitment expert at A T Kearney Executive Search notes, following a recent 

presentation to business school-leavers, that she had advised them to reconsider 

their choice of organisational destination:

They were asking me where they should be looking after graduating. 
Traditionally, these people would get jobs in business and management 
consulting firms, but I advised them to look at industry, especially the public 
sector (Sears, cited in Inman and Evans, 27th April 2002:23).

CONCLUSION

In conclusion, today's public sector employee is staring at a possible future that is 

already tainted with endemic change and uncertainty. In particular, social service 

personnel - due to the current preoccupation with 'accountability' - are (albeit 

quite rightly) pressurised to perform and achieve and, consequentially, are under 

immense strain. Constant monitoring, endless setting of unattainable targets and 

untoward publicity of failure to meet such unrealistic levels of achievement all 

combine to worsen an already critical situation: "Overall, the star ratings show a 

system at full stretch, struggling under the pressure to cope with rapidly increasing 

demand for services from the elderly and children at risk" (Frean, 30th May 

2002:10). Those who are (arguably) bearing the brunt of increased expectation for 

improved performance are those who have been recently empowered, as 

empowerment, due to its very nature, equates increased responsibility and 

accountability. Intermediate level managers (such as the much-derided middle 

managers) who operate as intermediaries between the public and private to a much 

greater degree than ever before, are - as a result - now answerable to senior 

management in both.

On the other hand, at a time of growing insecurity and increasing unemployment 

in industry and finance, the public sector is a comparatively stable area that 

continues to offer employment at an accelerating rate: "In the year to June [2001],
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the latest available figures, the public administration, education and health created 

40,000 posts" (Thornton et al, 5 th October 2001)192. Considering the intolerable 

pressure to perform, and negative publicity when they do not, social services' 

employees - specifically those managers that straddle strategy and operation - 

may be resigning at a greater rate than replacements can be recruited.

192 Taking into account the earlier discussion on staff shortages within the public sector (especially 
in the case of intermediate and senior management) it is clear that these newly created posts are at 
the lower end of the hierarchy.
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CHAPTER 8B: MIDDLE MANAGEMENT MINIATURES - 

TWELVE CONTEMPORARY ORGANISATIONAL

PORTRAITS

INTRODUCTION

This second half of Chapter 8 introduces the Wood Valley middle managers 

whom I interviewed. The emphasis here is very much upon the promotion of 

individual character over any preoccupation with organisational mechanics. 

Instead of an existential consideration of abstracted organisational concerns, 

warm, meaningful and detailed 'portraits' of real people, who lead real lives are 

given. What follows are 'three-dimensional' accounts of the lives, backgrounds 

and attitudes of a select number of Wood Valley's middle managers 193 . With in- 

depth outlines that highlight how both the 'professional' and 'private' lives can 

overlap, an appreciation of the complexities (and problematics) of being a middle 

manager (whilst being a father, a mother, a husband, a wife, and so on) in the 

contemporary organisational environment is thus gained.

The decision to introduce the middle managers at this precise point is a highly 

appropriate one. Within this thesis they are positioned between the discussion on 

the sector within which they exist and the analysis of the organisational 

environment within which they enact both their management and gender-derived 

selves. This mirrors their actual position within society at large. As 'middle' 

managers they - at once - attempt to operate both within, and between, an 

organisation and its sector.

lan Anderson

lan is a Team Manager, and has been in his post since 1991. Working for the 

organisation "from the Dragon County Council days - that was 1987", he holds

193 Such examinations (that claim to consider "lives, backgrounds and attitudes") - by their very 
nature - serve to extend both the temporal and longitudinal parameters of the research within 
which they are set: thus going some way in aiding an eradication of, what in Chapter 7, are deemed 
to be inherent restrictive qualities of qualitative research.
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both the Certificate of Qualification in Social Work (CQSW) 194 and a Diploma in 

Social Work. lan also boasts that "also I have some experience of management in 

heavy industry".

Upon being asked whether his salary reflects his range of duties and 

responsibilities, lan curtly answered "definitely not, no!" Thus, it came as no 

surprise that lan, with regards to future career opportunities, admits "if I want 

promotion, I'd think I'd be looking for it outside of our local authority". This 

stated, he also confesses that "I don't think I'll ever leave this sort of work". 

(Although, at the same time, lan admits that, in the near future, "I hope I have 

early retirement. [Laughs out loud]").

lan's wife is a social worker and she offers "endless support - always have! ... 

Very supportive over the years". They have two children ("a boy and a girl"). 

Their son went to university; "he's qualified and he's doing very well ... He's the 

financial director ... in the north of England - doing very well". Their daughter 

worked previously for Bay City social services, but "she just finished work a week 

ago, and is expecting her first child in two weeks time - so she's fine as well!" lan 

has a brother who "is in the prison service". lan explains his father was "a general 

foreman for Taylor Woodrow International", and his mother "was a housewife". 

Upon leaving school, lan worked - alongside his father - as a civil engineer and 

even at that age began questioning his parents lifestyle in relation to his future 

hopes and aspirations:

My father was in his work, and he felt that he had his home, and his car, and 
a holiday, but 'that was OK! I don't want anymore!' My brother and myself 
wanted more. And I think my kids are the same. It seems to go on, doesn't 
it?

lan is 56. Born in Peak Walk, and "moved around a bit" before getting married, 

lan now lives in Mountain View. Foreseeing "a 'joint retirement', lan and his wife 

have full intentions to emigrate:

194 A Certificate of Qualification in Social Work - usually referred to, in interview, rather hastily as 
a "CQSW" - is the most basic requirement for anyone wishing to work in social services.
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We intend living abroad ... We're gonna buy a smaller house here (or a 
cottage - and we're thinking about west Wales actually). That's it then, 
we'll spend most of our time abroad!

Caroline Day

Caroline is a Service Manager, Learning Difficulties, and has been in that post for 

three years. She started working for Dragon County Council in 1976. 

Qualifications-wise, she holds a Certificate in Social Work, and both a Certificate 

and Diploma in Management. She is currently in her third year of her MBA. 

Above all, Caroline is at odds to promote her empathy-derived qualities:

I feel that I've got good communication skills. And some of that comes from 
the social work training as well. As part of the training is listening, 
responding and giving space ... I feel that I'm a fairly open, communicative 
person

Regarding future prospects, Caroline admits that she is not inclined to make plans, 

declaring herself "a bit of a drifter ... I've drifted into social work ... I'm not an 

actually active decision-maker".

Caroline is "disem-partnered", and admits that the separation was "possibly 

because I didn't commit enough time to family life". She has two daughters - 14 

and 18 years old - and insists that "I want them to have careers". Caroline's father 

worked for the local authority ("in the Town Planning Department") and her 

mother was a teacher ("in the county primary school"). She is proud that both her 

parents were "trade union activists". Caroline was born in Worcester, but now 

lives in Grass Ridge. She is 47.

Paul Driscoll

Paul is a Principal Assistant and has only been in this role for three weeks, 

although he has been within the organisation (in its various guises - from Dragon 

County Council to Wood Valley195) for "30-years-plus". Starting in 1966 as a 

Trainee Welfare Officer he became a Social Worker in the early 1970's. There he

195 In 1996, due to local government reorganisation, Dragon County Council, in effect, became 
Wood Valley. A period of change and instability was entered into, in which various re-definitions 
of geographical boundaries and managerial roles, duties and responsibilities took place.
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remained until 1987, when he was promoted to Team Manager. Paul spent nearly 

13 years as a Team Manager before being appointed to his current post. He is the 

first to admit that his life-long career with Wood Valley (and relatively slow 

promotion rate) is due to a lack of ambition on his part:

my career progression has been slow. It's been slow because of a lack of 
ambition really. I haven't pursued a career; I've enjoyed doing what I'm 
doing. When I was a Social Worker, I wanted to be a Social Worker - and as 
a Social Work Team Manager, I was happy to do that

Paul admits that he has no plans to leave Wood Valley until he retires. In fact, his 

attitude to his current role as a Principal Assistant is, in a way, particularly 

mercenary: "I see this as being a 5- 10-year job which will take me close to 60 and 

that will be "Thank you very much!""

He is married, and his wife is a Maintenance Officer with a local housing 

association. Paul has two children, a 25-year-old daughter (who, herself, has a son 

- "who are dependent upon me") and an 18-year-old son ("who is dependent upon 

me"). Sadly his eldest son had died the previous year ("well, I've been through, 

you know, two incredibly difficult years with my son"):

the death of my son has put everything in perspective really. As long as they 
are well, and able to live life, then "OK!" ... I want my daughter to get a 
house and move out. I want my son to eventually be able to make a decent 
living out of rugby.

Paul is 51. His mother "didn't work until very late in our lives" and his father 

"worked in the pits". He lives in Tram Town in Coal Valley, and was born "three 

miles up the road":

because I've lived within the Valley, and I've stayed within the Valley, and 
I've not got any wish to move from there, I've limited myself to authorities 
within travelling distance of home. I haven't been prepared from the start, 
really, to move my family in order for my career to progress; and that's what 
prevented that, I think? I've taken the opportunities, in my career, locally - 
and I've stayed locally
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Jeremy Green

Jeremy describes his job title as "Team Manager, Mental Health" and states that 

he has been in that post for 12 years. He notes that his job title changed within that 

time: effectively a manager all-the-while, for the first few years he was termed a 

Senior Social Worker: "So in that sense, I guess, the Authority decided that they 

wanted to put more of a managerial slant on the post". Jeremy has been with the 

organisation ("in social work") since 1978, and had previously worked within the 

Health Authority (again "in social work") for 5 years. He has been in "social 

work" for "27 years in total". Jeremy holds a CQSW, a Diploma in Applied Social 

Studies, and "15 years practice experience". Jeremy comments upon his age now 

being a barrier to promotion: "if I was ten or fifteen years younger then, OK, there 

are opportunities that are going come my way".

Jeremy's parents are non-natives as he explains that "my mother was a German- 

Jewish refugee, but the family came from Poland, and my father was also a 

Germany-Jewish person".

Jeremy is 51 ("going on 52"). He lives in Mountain View, but was born "near to 

Blackpool, in Lancashire". His wife is a nurse and their children are "grown up 

now". Jeremy's father was a civil servant, and his mother "worked in an office".

Susan Hewitt

Susan is a Team Manager for learning Disabilities and has been in that post for 

two years. She holds both a degree ("B.Sc.") and a CQSW and also possesses a 

Diploma in Social Work, Learning Disabilities. Susan's public sector career began 

in 1986 (when Wood Valley was still known as Dragon County Council) as a 

social worker, and happily admits that since then "I feel that I've achieved a lot". 

During the early 1990's Susan became a Senior Social Work Practitioner for 

Learning Disabilities and is not modest about her organisational- and people- 

orientated skills as she insists "I have a lot of knowledge about what works, what 

doesn't work - within systems, and 'out there' in the community". Also, Susan 

readily notes that she has held positions as both a "practitioner" and as a 

"manager" - although excuses herself for many years spent as the former (and far
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fewer years spent as the latter) by stressing her previous overarching family 

commitments:

I've stayed as a practitioner for quite long time really. But that was more 
about personal circumstances - of having a family and so on, and maybe not 
wanting to have additional responsibilities.

Despite her current managerial position, Susan now regards herself to be - 

organisationally speaking - "down the bottom of the pile". Stressing that "I've got 

about 15 years of work left in me" Susan confides that she feels somewhat 

trapped, and, without an obvious upward career to be pursued within Wood 

Valley, talks bluntly of her future prospects:

There isn't anything here. I wouldn't want to be the next tier. I wouldn't 
want to do [that]. The next job would be Service Manager. I don't want to 
go up that route. I would rather go to a different organisation doing what I'm 
doing and starting there.

The reason for her reluctance to apply for promotion within Wood Valley, is that 

"the next tier", for her, is perceived to be one where the management are solely 

preoccupied with "strategy and planning" which prompts her to comment that 

"I'm not sure I would want to work with anything that would be as 'cold' as that". 

This stated, Susan explains that "I'm not going to leave next week, or next month, 

or whatever" and - at the moment - she is "not seriously looking for another job".

Susan is "remarried" and her current husband is an engineer (comically she 

remarks that "he can't get his head around social work" but she, considering the 

amount of support that he offers her, concludes "he could probably be a 

practitioner"). Leaving school with no qualification, Susan "got married very 

young and had children" and was determined that they would have a good 

education;

It was at that point that I actually started getting interested in revisiting my 
own education. And I literally did start by going to, what they call, "extra- 
medial classes" ... And I went to Bay City University then, and did my 
degree ... the kids would come with me. You know? They'd be there with 
their colouring-books listening to a lecture!
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Her parents are "very working-class ... very simple", and whilst her father was a 

mechanic her mother did not work for "most of her married life". They have now 

both passed away.

My father thought I was 'bloody marvellous'... He was really proud to come 
to my graduation. Actually, if I'd never done anything else, the fact that I 
actually drove a car. He never really got over [that]. Such a male chauvinist! 
[Susan laughs]

Her daughter is married with children and does not work Her oldest son is a 

Systems Analyst, whilst her other son - she wearily contemplates - is unsure of 

his future ("I don't think he knows what he wants yet!").

Born in Chinaville, a sprawling suburb of Bay City, Susan now lives in a "little 

village", Gladewalk. She is 50.

Ronnie King

Starting with Dragon County Council in 1980 "on probation" as a Team Manager, 

Ronnie became Co-ordinator (then Senior Service Officer) Adolescent Services. 

Following this, he was appointed as a Deputy District Officer, then a Principle 

Assistant based at The Rugby Fields 196 . Following a further appointment as a 

Service Manager, Ronnie was appointed Principle Officer Child Protection Co 

ordinator in 1996. Following "the modernisation agenda [that] hit local 

authorities", Ronnie explains that he has recently taken on new responsibilities 

and is, as a consequence, less involved in child protection "and more and more on 

salary reviews, and what-have-you". Discussing this, Ronnie hints at the transient 

nature of both his role and careers in general within Wood Valley:

It's now been acknowledged - in principle, in the draft restructuring that we 
have - that my job will become a different job. And there will still be a 
Child Protection Co-ordinator. That will remain as a post. And that will 
have to be re-advertised. So, the job has become two really. There still is an 
agenda for the Protection Co-ordinator, but there's clearly enough work for 
this performance role

196 The Rugby Fields: Wood Valley's head office, (The Rugby Fields, Firtree Park, Brook Vale, 
Miners Village).
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Ronnie, although feeling a sense of security within Wood Valley, admits that 

within the next few years he aims to leave the organisation:

I'd like to think that I'm retired from the local authority. I wouldn't say 
retired from working ... I'd like to think I can work the small-holding, and 
other things

Ronnie has a degree ("Chemistry"), a CQSW, an MBA, a Diploma in Research 

Methodology and is currently registered as a Ph.D. candidate ("it's about the 

development of family support services"). His wife is a teacher and, in reality, the 

"homemaker", with Ronnie admitting that "I am able to do other things knowing 

that the home is run well and is cared for". They have a daughter. His father was a 

miner and a factory worker, and "my mother was a teacher". He is 53, and lives in 

Hill-by-the-Stream, although he was born in Gorsevale ("Hill-by-the-Stream is 

across the mountain [from Gorsevale]in the opposite valley").

Robert Lane

Robert has been with Wood Valley for "28 years" (since 1972, when it was known 

as Dragon County Council). Robert explicitly refers to the organisation under its 

former title, as he was at pains to stress that he has "stayed with Dragon County 

Council Central until 1996 - when it was abolished on local government re 

organisation". Emphasising the transient nature of social services, Robert notes 

that (although he has never lost his job) following every career move, his previous 

posts had been abolished:

Every job I've been in has disappeared. A community work project I was in 
came to an end. I went into a community work organiser post - that 
disappeared. A deputy-district officer post disappeared. Then I became a 
district manager - and with local government reorganisation that 
disappeared! So, don't follow me into a job - you'll find it disappears! 
[Robert laughs out loud]

Upon asking Robert what his future plans might be, he simply repeats "I haven't 

got the faintest idea!"
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Robert is 50, and lives in University Village. He was born in River Town. His 

father was a factory worker (and was a "professional soldier not just a conscript") 

and his mother "a nurse". Robert has two daughters, and holds particularly high 

aspirations for the eldest:

my eldest daughter is quite a good athlete. She's a field event and rugby 
player ... I'd like to see her to compete for Great Britain in the Olympic 
Games in the 'shot-and-hammer'.

Helen Marshall

Helen is a Residential Service Manager. In that post for the past 2 l/i years, she has 

been with the organisation for 30 years (initially at Bay City Children's 

Department: "So I have a child-care background ... working in the field of 

residential child-care"). Helen, holds a MCI, Level 5 (a post-graduate management 

qualification, similar to an MBA, MSc., etc.) and an Open University 'Effective 

Management' course. Helen is quite adamant that her extensive experience of 

child-care within the communities administered by Wood Valley's benefits all 

concerned parties:

I feel after 30 years I've got a wealth of experience. I've persistently worked 
in the Authority, so I actually have a lot of information ... I've been a basic 
grade social worker, I've been a Team Manager, I've been a Service 
Manager of Children's Services 197 , and I am a Service Manager for 
Residential Services - so I think I've quite got a comprehensive overview ... 
Because, that means (by 30 years) I've now seen children of children that I 
used to deal with, and families; I mean, sort of, second-, third-generation. 
You can get quite a good picture of patterns and trends - and that sort of 
thing - that is useful to, perhaps, younger social workers, who are coming 
up, who are waiting to see more of a home-specific view of what's 
happening

Over the past few years Helen has increasingly become aware of the salary 

disparity between the public and private sectors. This has led to a sense of 

growing bitterness towards Wood Valley's lack of recognition of its (middle) 

managers:

197 Many of the middle managers that I met have, at one time or another, worked at the same sites 
- to the extent that they have often occupied each other's posts following an organisational re 
shuffle. For example, during interview Helen mentioned: "In fact, if you've spoken with
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I've been blissful in thinking, yes, I think we should get a bit more; but I 
don't know if it's that badly paid until you compare? And then you think to 
yourself, yeah? Right? That there is no comparison between looking at 
outside, private industry, and the management responsibility that I have got. 
And you compare that, with that, and then you start to look at it. And more 
recently, you start to look at other authorities, and what they're paying, and 
then realise that that's the only way that they can retain staff now is to have 
a recognition of the skills that they've got - a financial recognition! ... 
[L]ooking at my salary, compared to what other authorities are offering now, 
makes me pretty aggrieved anyway: other industries, yes, I've lived with that 
because I've chosen to work in local authorities - and that is the price you 
pay! But if I look at, perhaps, some of my friends who qualified the same 
time as me (at university, and those type of things) their potential for earning 
[in the private sector] is far greater than what mine will be.

With regards to career progression and promotion, Helen dismisses movement 

into senior management:

The next stage up is a strategic post, and I don't see myself in a strategic 
[post] - I'm not comfortable in that position. And I've always been very 
operational, service delivery, which I'm more comfortable with. I don't 
think I would like to spend the rest of my career writing strategic plans ... 
but I'd rather put what they're talking about in place, than write about it! 
[Laughs]

Helen's husband is an insurance broker. They have two children: "two boys, 20 

and 23 ... one is a landscape gardener ... and the other one is actually working in 

child-care, in a residential home". Both her husband and her children offer her 

"110%" support. She feels that this support is offered (and very much required) as 

work is very often a topic of discussion at home:

because you do consistently talk about people, don't you? You can't put 
people into a filing cabinet at 5 o'clock. It is, and has been, very harrowing: 
when you're talking about children who have been neglected to the point - 
well, of almost dying.

Helen notes that she and her two'sisters come "from a very working-class 

background". Her mother "has always been a housewife". Helen admits that her

JuliefOldham - see following 'portrait'] she had the job [Service Manager, Children Services] after 
I left"
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mother has "been an anchor to our family, and remains so - I'm pleased to say 

she's 75". Her father was "a docker" (but now has passed away):

For some reason he thought, up until he died, that I worked in social security 
- not social services. I mean, I begged to correct him on numerous occasions 
but it never worked. And I wondered in the end if it was easier for him to 
say that, because, the social services side of it - the social work - and if he 
actually knew what I'd done, I don't think he'd have ever rested

Helen was born in "Halifax, in Yorkshire", then lived in Seaside Town. She now 

lives in Sheep Hamlet198 .

Julie Oldham

Julie is a Service Manager for Family Placement Services, and has been in that 

role for nine weeks (although she has been with Wood Valley since 1998). 

Previously she was a Service Manager Field-Work Services for Children 

(Daffodil-Leek Council principal office) and Child Protection Manager, and has 

been in child-care social work for 28 years. Julie holds a degree in Social 

Administration and a Diploma in Management Studies. Like other Wood Valley 

middle managers she has a sound belief in her own managerial abilities:

I've operated at a Service Manager level for over 10 years now, and I've got 
a substantial amount of experience in terms of managing people and 
managing servicing provision as well. I think I am a good organiser ... I 
know how to get from A-to-B. I know how to plan things well ... I feel very 
confident as a manager. It's not that I feel complacent or arrogant about it. 
I've been a manager for along time now.

Julie explains that if she were to ever leave Wood Valley it would be as a result of 

other factors besides pay:

Decisions about whether you leave an organisation or not, for me, wouldn't 
be the salary, it would be much wider issues in terms of: the people you 
work with, how you're being managed, what the organisation 'feels like' to 
work in - the culture you're working in.

198 Helen, during interview, did not want to reveal her age!
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This stated, Julie then comments on the current condition of Wood Valley (and 

social services in general) and hints at her attitude towards looking for alternative 

employment:

Staff are leaving at the rate of knots - going like lemmings ... It's that sort 
of issue that would make me look out of community care and think "Oh!?! 
That's not too bad, I'll go for that [job]!

On the other hand, Julie is honest about her organisational / personal motivations:

I'm not coming to work because I like coming to work! I'm coming to work 
because I need the money. What else can I do at this age that would bring in 
lots of money? ... That's why I stay ... If I win the lottery tomorrow you 
won't see me for dust!!! If I could retire, then I would go. I'd love to go

Julie is 49. She lives in Harshplace, but was born in Bristol. Her husband is a 

former journalist, and currently runs his own computer software company. He has 

recently undergone major surgery and, as a result, Julie admits that she now finds 

herself "always worrying about him". Their retirement plan is "to move down to 

south Devon, or Dorset". Her husband has two children (aged 17 and 18) from a 

previous relationship. Julie's father was a quantity surveyor, and her mother was a 

housewife / secretary. Commenting on the fact that she has an older brother, Julie 

openly admits that her parents "probably expected a bit more of him than they did 

of me".

Melanie Plummer

Melanie started with Dragon County Council in 1988 and she has been an Officer- 

in-Charge for 2 '/2 years (but is at pains to emphasise that she was "acting for two 

months before I had the position"). Melanie "started off as a 'casual'" and then, in 

1989, became a part-time residential social worker, "and then I applied for senior 

residential social worker in 1994". She holds a Diploma in Social Work and is 

currently studying for a degree. Melanie claims that her ability to perform in her 

job successfully is attributable to her possession of a particular range of 

competencies:
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attributes for doing this job, I suppose, are all the key skills that I have: 
communicating with children, negotiating with them and compromising 
with young people, not only caring for them but controlling them as well, 
recognising abuse, looking for signs of it, being able to deal with it, knowing 
when I need to refer them to other agencies, those sorts of things 199.

Despite Melanie's confidence in her role and knowledge, recent restructures have 

resulted in the creation of an unstable and uncertain organisational environment in 

which she is now seriously considering her future with Wood Valley:

It all depends what the restructure is. It all depends who I'm working for. I 
don't want to just think of it as the end of the woods, [or] this is where I'm 
gonna be indefinitely. If the conditions are changed, if we get more 
recognition in residential [then I'll stay] ... But unless something changes 
with the restructuring, unless something changes with our conditions, I think 
probably within the next 5 years I'll be looking to be doing something else

Melanie is 44 and her husband is a residential social worker in Bay City (and 

openly admits that "I couldn't manage without him, really". Incidentally, her first 

husband was "a farmer"). They live in Hill-by-the-Stream and have - including 

those from previous relationships - 5 children. Her father was a miner (later "an 

official in the colliery - he worked his way up as well, I suppose?") and her 

mother "worked part-time in an office in River Town".

Jim Winwood

Jim is a Principal Officer and has been in that post for "three-four years", but has 

been with Wood Valley since 1978 (when it was still known as Dragon County 

Council). Jim has a Degree in English (he wanted to be, and qualified as, a 

teacher). For Jim, his strength is to be found in the wealth of experience he has 

gained whilst in the multitude of roles he has performed for Wood Valley:

I've done a lot of different things in Wood Valley, and worked in a variety 
of scales. So that's where I've had, if you like, the diversity. Erm? You 
know? OK! So I haven't worked for different local authorities. But, I think 
that I've experienced the wide range of what the work entails

199 Taking into account this list of competencies, it can be appreciated that Melanie is - in 
comparison with many of the other Wood Valley middle managers that I met - far more 
'operational'. Of course, this only emphasises that the term / role or 'middle manager' 
encompasses a heterogeneous collective of managerial individuals all of whom display a spectrum 
of unique skills, abilities and personalities.
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Jim met his wife in 1978 whilst working in the same children's home, and they 

now have two children (their son is "17 V*" and their daughter is 14). His father 

was a soldier ("I stopped living with them when I was 11 - I went to live on a 

farm") and his mother "raised a family". Jim is 46 and currently lives in Bay City. 

He was born in Aldershot ("which, again, betrays my father's background - as 

there's no reason for anybody to be born in Aldershot!").

Keith Wyatt

Keith's position is that of a Service Manager (Children and Families Division) in 

the Daffodil-Leek Principal Office. Keith has gained a degree, a Diploma in Social 

Work and a Masters in Business Administration. He has been in his current post 

since 2000, but had been with Wood Valley since 1994, although, Keith admits 

that he has "experience of social work going back to 1973". His career history was 

is follows: He was a Social Worker (including, being responsible for the 

recruitment of volunteers in Kent), then an Assistant Officer in Charge of a 

Residential Unit (where he shared the responsibility of supervising twenty staff 

members), followed by being the Head of a (smaller) Children's Unit'. Finally - 

prior to his current position - Keith was a Team Manager (managing a Staff Team 

of five). He has, in effect, "held managerial positions and supervisory positions 

since 1980" and has "a lot of experience as a field worker".

Keith mentions that his career has been characterised by mobility ("I've worked 

for about four, or five, authorities in London") and stagnation ("I then spent a few 

years not then being able to move at the rate I wanted to"), and has now reached 

its zenith:

I think I've I'm as far as I want to go. And my next step? Well, I'm pretty 
clear where my next step is - to give up full-time work, and go part-time, 
and do some other things.

Born in "the Wirral, just outside of Birkenhead" and currently living "just on the 

outskirts of north Bay City", Keith is married and his wife also has a career history
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as a social worker and a "supervisory councillor". He and his wife have cared for 

two adopted children - although the eldest has now returned into care:

they had a very poor experience, and a very damaging experience, before 
they were removed from their parents. The elder one was a very, very 
difficult child to look after - and eventually we couldn't continue with that, 
so we returned him to the care system ... [And, the youngest] ... we find 
him very loving, very attractive kid, very articulate.

Keith's mother died a few years before ("She had motor-neurone disease. She 

survived a long time on that") and his father's now 80:

previously he was a factory worker, worked in the industrial processing 
industry. My parents are from the Wirral ... My mother? The only work she 
did outside the home was a little bit of skivvying - cleaning for people. She 
did quite a lot of sewing at home. She sometimes took stuff in that she 
charged nothing for. I worked for a while in a tailor's shop on a Saturday.

Keith is 52.
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CHAPTER 9: WOOD VALLEY - PUTTING HUMANS BACK 

INTO ORGANISATION STUDIES

INTRODUCTION

The aim of this section is to present 'three-dimensional portraits' of each of the 

individual middle managers, from Wood Valley, that I interviewed and, as such, 

provide us with not only a 'cultural snapshot' of the current positioning of their 

professional life (thus suggesting what is their own sense of organisational role 

and worth) but also an insight into their current hopes and concerns with regards 

to their personal life. What I hope this section will achieve is to draw out of the 

collated data issues that directly relate to: the discussions and debates that rage 

within the literatures that surrounds both the present and future of middle 

management; the many manifestations of the crisis of masculinity and re-present 

them in the context of 'lived culture' of Wood Valley200 . As this section aims 

primarily to place these middle managers within their setting, it is hoped that this 

study will succeed in "putting humans back into organisation studies". This 

fundamental aim is, in effect, a return to the formative years of sociology, a time 

when many recognised the benefits of the promotion of a more humanistic form of 

social research (over that of a purely scientific approach) that would benefit all 

concerned. For example, as Berger (1963), rather colourfully, warned:

Sociology will be especially well advised not to fixate itself in an attitude of 
humourless scientism that is blind and deaf to the buffoonery of the social 
spectacle. If sociology does that, it may find that it has acquired a foolproof 
methodology, only to lose the world of phenomena that it originally set out 
to explore (Berger, 1963:187-188)

This, to be unreserved, is the guiding methodological light by which this thesis, 

(and, in particular, the very content of this chapter), is illuminated. As, in 

conducting this study, a strictly detached approach has been dropped in favour of a

200 'Lived culture' is, according to Beynon et al (2001b) is a form of "[c]ultural analysis which puts 
the wide, anthropological concept of culture in the centre, i.e. a particular way of life of a people, 
period or a group. The 'lived culture' - the experiences people have in their everyday life, the 
meanings they create from everyday situations - is in focus. That the culture is 'lived' stresses the 
importance of the informants experiences and lives they live, as opposed to a more narrow concept 
of culture which refers to aesthetic activities excluding the experiences of many groups" (p.48).
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far more understanding, even sympathetic, attitude to the plight of today's middle 

managers.

As, highlighted on the very first page of this thesis, it has often been asked within 

organisation studies "What exactly is happening to middle management?" 

(Dopson and Stewart, 1990). Following a consideration of the literature (as laid 

out within Section 1) I would argue that - as a still-pertinent question - it is, very 

much more relevant than ever. Perhaps my additional set of related queries are 

also even more relevant than before: As (following a deliberation, within Section 

1, of the literature that addresses both management and masculinity) the 

interrelated queries of, "What has happened to middle management", "What is 

going to happen to middle management?", "What role does gender play in all of 

this?" and "What parallels can be drawn between the future trends in gender 

enactment and the possible development of middle management?", an in-depth 

examination of the actual lives of 'real' middle managers is, without doubt, of 

pressing importance. Bearing in mind the methodological issues discussed in 

Chapter 7 we will now consider the social, cultural and organisational realities 

within which a contemporary organisation exists, by utilising the benefits of 

qualitative research methods in the joint study of middle management and 

masculinity within Wood Valley.

This section comprises six sub-sections all prefixed by the term "Location of 

Enactment". Use of the term "Location of Enactment" is meant to encapsulate the 

spatial and temporal nature of my analysis of middle management and the 

enactment of masculinity within the context of Wood Valley. Indeed, "Location" 

attempts to underline the notion that my study was an examination of real people 

and events within their private and public spaces, whilst "Enactment" is meant to 

emphasise the consideration of actual activities as carried out by these people on a 

day-to-day basis. That is not to say that they are distinct from one another. On the 

contrary, they are better conceived of as autonomous, yet overlapping, social and 

cultural sites. As with Appadurai's notion of "flows", or "scapes", they can be 

understood as a "complex, dynamic, interactive set of processes" (Beynon, et al, 

2001a:36).
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Writing in parallel (although in the field of critical and cultural theory as opposed 

to organisation, managerial and gender studies) was Cavallaro (2001). Cavallaro 

adopted a analytical lay-out within the recently published Critical and Cultural 

Theory (2001) which is conceptually similar to the Locations of Enactment into 

which the research findings here have been distilled. Termed 'thematic 

variations', Cavallaro encourages the reader to consider the social and cultural 

world as a collective of interrelated representations (the 'thematic') and then to 

acknowledge that the adoption of an open theoretical approach allows an observer 

to appreciate that what, at first, appears static is liable to alteration (thus, 

'variations') (Cavallaro, 2001:x-xi). Although, that is where the semblance with 

this thesis ends. Where Cavallaro strives to emphasise a rather abstract fluidity, 

here there is an insistence upon grounded fixivity; instead of a move towards an 

individual's activities equating purely theoretical opportunities, Locations of 

Enactment are where human agency can be observed, analysed and 

conceptualised. In many respects, therefore, this examination of Wood Valley's 

middle managers borrows from the work of radical humanists as the consideration 

of individuals and their actions are prioritised:

In the tradition of the work of the young Marx, the radical humanists are 
concerned with the alienation of modern man. They start from the premise 
that man lives in a world which constrains rather than develops his full 
range of possibilities, and they are committed to providing an analysis and 
critique of the way in which this occurs (Burrell and Morgan, 1994:307)201 .

This thesis is, as such, sympathetic with those that adopt a critical theory-informed 

'anti-organisation' stance. In that, during its conception, an admiration for any 

individual who was essentially opposed to a conventional approach to the study of 

organisations was generated. In essence, here is offered a particular standpoint that 

supports any challenge to the conventional study of organisations and 

management. Such an openness towards a radically distinct investigation of

201 Although, Burrell and Morgan (1994) also warn that the radical humanists are often derided by 
those of a more functionalist persuasion as blinkered paranoiacs: 'The functionalist usually 
dismisses radical humanists as Utopian radicals hell-bent upon fanning the flames of revolutionary 
consciousness, or as mindless existentialists who will not or cannot adjust to the world of everyday 
'reality' and accept the inevitable march of 'progress'" (Burrell and Morgan, 1994:307). 
Therefore, despite the insistence that this thesis is inspired by the radical humanist approach, it is - 
I would maintain - very much rooted in the everyday: hence my decision to adhere to the more 
concrete term of Location of Enactment rather than a more abstract label such as 'thematic 
variation' (Cavallaro, 2001).
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managers suggests (on behalf of the author) a mistrust of traditional organisation 

texts and, quite crucially, "involves entering another paradigm, another intellectual 

world - indeed, an alternative reality" (Burrell and Morgan, 1994:324)202.

9.1: LOCATION OF ENACTMENT (1) - BUILDINGS, SITES AND THE 

WORK / HOME DIVIDE

9.1.1: Buildings, sites and imposing upon the community

We have (within Chapter 3) considered the notion that space is a gendered 

construct. As such, I will now examine exactly how space manifests itself in a 

gendered manner. What is to follow is an insight into how space, as a gendered 

organisational commodity, is utilised by the middle managers of Wood Valley. 

Furthermore, I will also examine how the 'enactment of masculinity' (in the form 

of a multiplicity of coping strategies) allows the middle managers of Wood Valley 

to construct 'back regions' in order to deal with today's changing organisational 

environment. I would insist that key to this qualitative study is, crucially, not only 

a detailed consideration of people but an intricate analysis of the surroundings 

within which they enact their gendered roles. As Deal and Kennedy (1982) assert, 

any attempt to examine the organisational world should include a careful 

consideration "the physical setting" (p. 129): As "[hjowever irrelevant to the 

conduct of business, a company's investment in bricks and mortar - its building - 

inevitably says something about its culture" (p. 129).

What may seem as "irrelevant" detail to many other studies is, I believe, highly 

relevant to this one. It has to be stressed that my data collection (in particular, in- 

depth interviews and extensive periods of observation) were not conducted within 

some neutral, sterile environment (as with some biological experiment) but amid 

surroundings that were endowed with as much meaning as the living respondents 

within. So, here we will consider Wood Valley's organisational sites, in particular

202 Although, Burrell and Morgan warn of a declaration of an 'anti-organisation' stance when, in 
reality, a researcher has merely adopted a 'different angle'. Such a (mistaken) approach then 
"represents a plea for reform rather than a well-founded and consistent theoretical perspective 
committed to an alternative view of society. For the most part, their perspective is grounded in a 

philosophy of social engineering and piecemeal reform within the problematic which defines the 

status quo" (Burrell and Morgan, 1994:325).
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buildings, what I have termed 'sites of imposition' (such as car parks, foyers, 

receptions, corridors, offices, etc.) within which organisational (and, thus, 

patriarchal) discourse is imposed upon those not merely within the walls of the 

organisation - but those, 'out there', within the community.

Furthermore, we will examine the ways in which the actual superficies of an 

organisation (i.e. the visual impact of Wood Valley's buildings) can be 

conceptualised as the means by which the organisation 'manages', both those 

inside and outside. Wood Valley, as I insist, 'manages' by: 'defining' the 

boundaries of organisational space; 'confining' those within that space; and 

'influencing' those on the outside of that space. Relatedly, of course, there is an 

increasing amount of literature that argues that space itself (and, therefore, all 

public places) are gendered constructs and are, as a consequence, male bastions of 

power203 . It is such an understanding that will, of course, inform the following 

account of the gender enactments of the middle managers of Wood Valley.

Any use of the term 'space' fails to sufficiently capture the dynamism of space as 

a cultural domain where gender and power combine to produce a single male 

space of control. As Hearn (1992) reminds u, organisations (and, in particular, 

hierarchical / bureaucratic versions such as Wood Valley) take advantage of the 

visual impact of aesthetic impressions in order to achieve a domination of those 

both within and without its walls. Furthermore, Hearn argues that this endeavour 

to control is not only conducted via a simplistic process of organisational 

semiotics influencing those on the inside and outside but inherently involves the 

acknowledgement of even inanimate organisational objects playing an insidious 

role within this dominatory process; a process in which the very "machinery, 

furniture, corridors, and the other organizational artefacts may all take on such 

special significances" (Hearn, 1992:207). For example, as I glanced around my 

surroundings whilst waiting to meet with my interviewees, the innocuous nature

203 Thus - as outlined more comprehensively throughout Chapter 3 - those such as Walby (1990) 
and Massey (1994), assert that all social space, as it is contained within the patriarchal private and 
public domains, are sites of male domination. Also, if we consider the range of masculine- 
orientated activities that are 'territory' centred - in an effort to advance our understanding of how 
both men and managers enact masculinity - the "venues" and "scenes" inhabited by Moore's 
(1994) skinheads, the football terrace "ends" defended by Dunning et al's (1988) hooligan Casuals, 
and the revered 'office' of Roper's (1991) "Company Man" all share the similarities of being male 
social spaces that are, as a consequence, vehemently 'defended' by men.
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of Wood Valley's infrastructure gradually revealed itself as a far more evocative 

(as well as ominous) setting. Mere car parks revealed themselves to be areas of 

segregation; surrounded by fences and silently observed by motionless security 

cameras. Similarly, 'inviting' foyers eventually exposed themselves to be spaces 

that reflected wider social divisions, where the public were corralled by security 

doors and potted plants and were only allowed to talk with receptionists from 

behind toughened glass204.

With this enhanced scenario in mind, it is worth contemplating my field-notes 

that, on the day that I interviewed Jim, belied my difficulty locating not only the 

entrance of the site, but the building itself. Indeed, later at home I reflected upon 

the day's events - in particular, the significance of the site's illusiveness and my 

impressions upon its first sighting:

It was a real shitty-grey day - low cloud, drizzle, and miserable. Following, 
what I presumed would be a short walk from University Village Station, (it 
wasn't!), I plodded up a hill towards what I thought was Hill House, (where 
I was to interview Jim). But, low-and-behold, I couldn't find the place. After 
asking several bemused locals directions, (I don't think they knew where it 
really was either!), I realised that I'd actually walked around the building 
'bout four bleedin' times; as it was a low-ish, sprawling, bungalow-type 
complex, hidden behind a screen of bushes and fencing. Indeed, still unsure 
if this really was the right place, I searched for an entrance. Eventually, I 
found a gate, that opened onto a driveway. So, I walked through and down, 
across a car-park the size of a postage stamp, and up to a set of front (or 
back!) doors. There - in the smallest of word-processed lettering - was a 
sign that read: "WELCOME TO HILL HOUSE". "WELCOME"? A little 
optimistic, I thought - as the building itself looked like an arse-end of a 
(small) dilapidated, comprehensive school. (Although, granted, in 
comparison to all its other sides - with the wire, fences, walls and tree 
barricades - this side looked, at least a little inviting!) What I didn't realise

204 Despite protestations to the contrary, I admit that such an Orwellian reading of the 
organizational environment of Wood Valley mirrors Huxley's fear of total control through 
impression management, dominatory architecture and propagandist semiotic imagery; as 
exemplified within the open lines of Brave New World (1932): "A squat grey building of only 
thirty-four storeys. Over the main entrance the words, CENTRAL LONDON HATCHERY AND 
CONDITIONING CENTRE, and, in a shield, the World State's motto, COMMUNITY, 
IDENTITY, STABILITY" (p.l). Such an examination of management and their organisational 
surroundings, in which a sense of dread is felt upon entry, is acknowledged upon reading Fletcher's 
(1973) covert / overt analysis of factory management. Although, Fletcher's sense of paranoia is, I 
suspect, derived from a Pro-Marxist (pseudo-Kafkaesque-vvannabe) entering a capitalist arena 
disguised as one of the bourgeois: "Now trapped, I encountered the machine. Inside management 
was a gross inefficiency; corridors made a maze; all doors were to be avoided. My fuel about the 
place came from fear, suspicion, and servility ... My slick, button-down, liberal image tore. I was 
catching managers' diseases and, in becoming as anxious as them, I lost nerve, grip, and purpose. I 
added hate to hypocrisy" (Fletcher, 1973:135).
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was that worse was to follow - as, inside, the place looked like a 
claustrophobic geriatric hospital; (hence, no surprise - as I found out later 
from Jim - that this was, indeed, a re-furbished old-folks-home!)

Following my visit to Hill House, the nature by which Wood Valley's sites 

'imposed' upon visitors became clear. Here was a site that was both hidden, yet 

prominent in an understated way; simultaneously innocent, yet silently menacing. 

It was such an impression that I (and, I would insist, others) would sense upon 

approaching and entering such Wood Valley sights.

9.1.2: Imposing upon the community - deflnement and confinement
Here, it is essential that we recognise that Wood Valley, as an organisational 

entity, attempts to define itself in a multitude of ways. Ramsey and Parker (1992) 

note that an organisation's twin goal of increased security and dominance is 

embodied within the varied symbolism of its infrastructure. In the case of Wood 

Valley, sites such as Hill House, which are foreboding, sparsely sign-posted, 

office complexes, being surrounded by walls, fences and bushes are indicative of 

an organisation that defines itself, primarily, an emphasis of its security and (if not 

blatant domination) a sense of imposition.

It became quite clear that Wood Valley promotes its administrative / authoritative 

function as a local authority through the imposing nature of its sites and buildings. 

Following my meeting with John, my field-notes revealed that:

upon a closer inspection, (after spotting the 'coded' doors and intercom), 
you quickly realise that these buildings are meant to prevent and detain. If 
fact, that's how both Paul and Keith described, in a comic-yet-serious 
manner, the purpose of their respective buildings)

For, recalling Paul's exact words - as he escorted me out of Post Office Corner -1 

realised that such obvious methods of public / employee 'definement' and 

'confinement' was in operation. Quite simply, Paul admitted that such procedures:

keep those inside in, and those outside out

Within such a context, an innocuous car-park is - I would contend - a means by 

which an organisation, such as Wood Valley, simultaneously 'defines' itself and 

'confine' its employees. Confining those within is the initial means by which
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wider control is enforced: keep those on the inside in check, and those from the 

outside, upon entry, will follow suit. For example, a bureaucratic organisation 

immediately betrays its obsession with internal control, through its employee 

parking policy205 . As Ramsey and Parker (1992) make explicit:

The segregated car park ... also reinforces assumptions about hierarchy and 
status which ... are difficult to separate from patriarchal assumptions about 
the way an organisation is supposed to be structured (p.266).

The many Wood Valley car-parks that I wandered through, before entering any of 

the actual sites, spoke volumes of its organisational attitude towards space, power 

and patriarchal / organisational control. For example, when walking up to the 

entrance doors of Hill House, the mention that "I found a gate, that opened onto a 

driveway. So, I walked through and down, across a car-park the size of a postage 

stamp" suggests that the utilisation of such a restrictive space signifies an 

emphasis upon inclusion / exclusion of place where, (despite the "WELCOME 

TO" sign), even an entrance seemed to prohibit entry.

Furthermore, this definement / confinement was no more obvious than at the very 

moment that I first stepped beyond the doors of the sites. Walking into the various 

foyers and receptions of Wood Valley only served to reinforce a sense that, 

through utilisation of space, as an organisation, it attempted to, at once, define 

itself and confine those (once inside) within. For example, upon entering Justice 

Street, with the aim of interviewing Keith, I commented within my field-notes 

that, (perhaps due to an awareness of being an 'outsider'), it now became obvious 

that I had entered the space of the 'bureaucratic Other' 206 :

So, I eventually walked into the reception...With coffee-table type 
magazines, (OK and various Sunday supplements), it bore a resemblance to 
a doctors' or dentists', waiting room

205 An bureaucratic organisation's implementation of internal order and control is, quite simply, 
demonstrated through its stress upon rank, position, order, etc. (Indeed, the relationship that this 
has with the formulation of the identity of the middle managers of Wood Valley is discussed within
9.2.3).
206 As an grounded-theory analytical concept, borne out of my study of the middle managers of
Wood Valley, the bureaucratic Other will be explored, in greater detail, within 9.2.9 and 9.2.10.
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It is such a comparison with 'waiting rooms' that, I believe, instils within the 

temperament of any visitor a passivity; thus, it is at such a moment of subduing 

outsiders that Wood Valley 'imposes itself.

The extent of Wood Valley's spatial definement / confinement did not end there. 

As many of the sites were refurbished former public buildings, they possessed (in 

relation to their current function) a somewhat incongruous facade, where their 

impression of constraint was accentuated further by historical / cultural 

associations. When interviewing Keith, for instance, I noted that Justice Street:

(the overall look of the building meant it felt like a small school) 

Similarly, upon meeting Jim, I commented that:

the building looked like the arse-end of a (small) comprehensive school

My personal sense of confinement (through a tangible perception of imposing 

authority) upon entry to, say, Justice Street was, without doubt, more than 

dismissive deja vu. Deal and Kennedy (1982) very much view such an analysis of 

private / public spaces as symbolic of wider organisational idiosyncrasies:

Your first exposure to the company will be its reception area. Is it formal or 
informal? Elegant or nondescript? Whatever the case, you must assume it 
reflects the values of the culture (p. 131).

What further verified my perception of Wood Valley as an organisation that, upon 

the very moment of entry, defines and confines was that I was required, each and 

every time, to 'report' and 'sign in' 207 . As such, definition of myself as an outsider 

was, without question, underlined at that point. For example, when I was about to 

meet lan, I made a note that:

Walking into the foyer of this rather modern complex ... I announced who I 
was to the receptionist

This extract, in particular, demonstrates how organisations such as Wood Valley 

confine and define us as individuals through compelling us, without hesitation, to

207 Of course, for Deal and Kennedy (1982), this controlled form of access is to be expected upon 
entrance into any bureaucratic or, as they termed them, "process" organisation, where, without fail, 
they warn that "you'll go through an elaborate sign-in procedure, and you'll probably have to wear 
a visitor's tag" (p. 125)
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behave in a controlled manner. Through lay-out, signage, learned behaviour, etc., I 

walked, without deviating, up to the receptionist and divulged personal 

information (i.e. who I was, and what it was I was doing there): thus, once more, 

Wood Valley 'imposes itself. The gendered division of working space, in relation 

to patriarchal / organizational control, is also of significance, in that a male 

manager's 'first line of defence' (as in the case of Wood Valley) is a female 

employee who, in the guise of a secretary or switchboard operator, acts "as 

gatekeeper to the manager" (Ramsey and Parker, 1992:266)208 .

9.1.3: Wood Valley - the organisation as landscape
Wood Valley manages to instil its discursive organisational ethos of confine / 

define upon the community through its very use of existing buildings instead of 

commissioning new construction projects209 . Many of the sites / buildings I visited 

appeared, upon initial sighting, as a natural part of the landscape. For instance, the 

day I interviewed Jeremy, I made note that St. John's was indeed:

a converted church 

Likewise, when meeting with Paul, I commented that:

Post Office Corner is a strange looking building: I suppose it's meant to 
blend-in with the terrace houses surrounding it, as it - at first glance - looks 
like a serene residential home for the elderly

Such sites (appearing so natural) would, in the mind of the public, subliminally 

insist that Wood Valley was an integral core of the community itself. Although, 

that stated, some of Wood Valley's sites attempted - but failed - to achieve this 

goal of aesthetic amalgam. Prior to my meeting with lan, I was struck by the fact

208 Although, of course, in a world where public employees increasingly perceive themselves to be 
under threat, (and find themselves under actual physical attack), (Cottell, 28th July, 2001:19), this 
use of a female employee as a "buffer" between the organization and 'the public' is an issue of 
utmost concern.
209 Local authorities have, in the past, been openly encouraged to recognise that effective 'property 
management' is of utmost concern, and that 'buildings' - as well as 'employees' - are of immense 
value to the organisation: "[S]o property must be regarded as a dynamic rather than a static 
resource" (The Audit Commission for Local Authorities in England and Wales, 1988:3). Although, 
mismanagement of this resource has resulted in Martindale concluding that local authority property 
leans towards being defined as "a rag bag of properties acquired over many moons for a variety of 
purposes" (Martindale, 1999:210).
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that the site presented a jarring visual spectacle in relation to its neighbouring 

buildings, as it was a:

rather modern, but bland, office complex, (which was, rather bizarrely, at 
the end of a long row of traditional Valley terraced housing)

Wood Valley, despite its endeavours to impose itself upon the community, 

attempts to reduce its social / topographical obviousness through its promotion of 

the banal, inoffensive 'fronts' of its sites / buildings210. I conclude, that Wood 

Valley, can be characterised by its nondescript aesthetics where, perhaps 

intentionally, the landscape and organisation are, as far as the public are 

concerned, advanced as a single entity. Such an acknowledgement of Wood 

Valley, the community and the landscape itself being 'as one' is encapsulated 

within an understanding of Wood Valley as 'imagined organisation'.

9.1.4: Imagining the organisation - coping with organisational instability
Many of my middle management respondents possessed a very clear idea of where 

they 'sat' within the organisational hierarchy (despite my research having taking 

place during a period of reorganisation, where apprehensions of change and 

uncertainty were ever present). They were - at all times - able to verbalise, quite 

concisely, who was positioned above them, who their peers were and who exactly 

they were responsible for211 . It seemed as if they endlessly carried around with 

themselves organisational 'cognitive maps', as it was their ability to 'visualise', as 

a single entity, such a fragmented collection of organisational sites that 

demonstrated, to me, the importance that these middle managers placed upon 

converting organisational spatiality (an abstract concept) into something far more

210 Indeed, it is of worth to note here that (in contrast to the buildings occupied by private sector 
organisations, where 'boldness' is a virtue) Wood Valley's sites are characterised by their very 
'blandness'. Thus, such a need to compare the aesthetics of the private and the public sectors is 
advocated by Deal and Kennedy (1982), where they insist that contrasting the "bold statements of 
strong culture companies with the nondescript locations of many other companies" (p. 130) is 
highly illuminating.

211 Indeed, as discussed within 9.2.2, the middle managers of Wood Valley recognise that they are, 
with regards to the management structure, 'in the middle'; and, as considered within 9.2.3, they - 
in relation to those above and below them - are more than aware of their place within the 
organisational hierarchy.
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'solid'. In effect, they proved themselves adept in placing an 'imagined' spatial 

boundary around Wood Valley212.

Many of the middle managers that I spoke to relied upon 'visual props' in order to 

achieve such an imagining of the organisation. One such highly noticeable 'prop' 

was the constant display of the Wood Valley 'wall-map'. Basically, an official 

map of the authority, it was on display upon the wall of many a middle managers' 

office. Dusty and yellowing, these maps were an ever-present reminder of the 

extent of Wood Valley's geographical spread (and, as such, how far it was able to 

exert its 'influence')213 . Upon visiting Jim, for instance, I noted the following:

we sat in a storeroom-come-office to commence the interview. With no light 
on, it was dark, as there was only natural light from the open window on a 
shitty-grey day; and with our easy-chairs-low-coffee-table-set-up, we nestled 
cosily against a huge stack of boxes. Then, low-and-behold, my eyes fell 
upon the Wood Valley Holy Grail: The authority's 'bog-standard', O.S., 
wall-map - of the type that seemed to adorn every office wall!

As many of the managers I spoke to had worked for the authority since their early 

twenties, (and had, as such, witnessed many workplace transformations resulting 

in organisational / geographical 'instability'), this territorial display can be 

understood, very much, as their attempt to stabilise their organisation during days 

of change. Therefore, the proud display of a simple wall-map is, in reality, a 

means of coping with contemporary organisational instability.

212 Likewise, it would be impossible to 'imagine' an organisation, in this manner, if (due to its 
physical size) it was 'beyond visualisation'. Indeed, in recent conversation with a Global Manager 
of a Trans-national company, it was mentioned that, as an organisation, it was about to revert to its 
former configuration of regions, (and, as a consequence, Regional Managers), as many employed 
at such a stratum were unable to identify themselves with the abstraction of that required at the 
level of 'the global'.
213 Utilising maps as a method of 'imagining' geographical space, and providing an opportunity 
for a bureaucracy to revel in its administrative power, has, of course, been the preoccupation of 
those concerned with the rise of nationalism during the 19th and 20th Centuries. Indeed, Benedict 
Anderson (1991) belies the insidious nature of the map itself, where: "The 'warp' of this thinking 
was a totalizing classificatory grid, which could be applied with endless flexibility to anything 
under the state's real or contemplated control: peoples, regions, religions, languages products, 
monuments, and so forth. The effect of the grid was always to be able to say of anything that it was 
this, not that; it belonged here, not there. It was bounded, determinate, and therefore - in principle 
-countable" (p. 184).
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9.1.5: Outside, inside, front and back - understanding Wood Valley as 
regions

Wood Valley, and its individual sites, should not be viewed as an homogenous 

entity. Instead, I would insist that a more satisfactory reading of such an 

organisation can be obtained through an openness to organisational similarities 

and differences through a comparison of a sample of contrasting locations. As 

Deal and Kennedy (1982) insist, quite simply, "[a] slightly more subtle look at a 

company's culture can be gleaned by contrasting sites" (1982:130).

For many visiting Post Office Corner, Court House Street and Hill House, etc., 

Wood Valley may, initially, appear as a collection of identical sites; it is only 

under closer examination that they then reveal organisational anomalies between 

them. In relation to this acknowledgement of spatial differentiation, the array of 

Wood Valley spaces was further fragmented via the research process into an 

infinite number of 'spaces within spaces' 214, such as offices, corridors, walls, 

desks, filing cabinets, notice boards, etc. Such spaces within spaces require 

analysis as a multitude of separate, yet inter-related, spaces, or - drawing from 

Goffman (1959) - 'regions' 215 .

Such a heightened understanding of space as an endless collective of regions is 

reinforced by my observation of the behavioural shifts of each middle manager, as 

they moved from one space to another. For example, when in-the-field I noticed 

that as each middle manager walked around their respective sites their behaviour 

changed according to their immediate environment216 . As I followed them from 

reception, through corridors, into offices, and so on, their conduct evolved 

accordingly. If we consider enacting masculinity as, amongst other manifestations, 

a form of impression management that is dependent on time and place then, as 

they move from space to space, (from 'front regions' such as foyers, receptions

214 Or, as discussed within Chapter 3, Foucauldian 'cells within cells'.
215 Of course, by adopting this method of 'deconstruction' of the organisational environment, 
workplace space then becomes an entity, which is socially and culturally delineated through other 
means besides geographical. Thus, as Handy (1976) stresses: "The boundaries of the territory are 
set out in various ways. Physically, with screens, offices, separate buildings. Procedurally, through 
committee memberships, circulation lists. Socially, through dining groups, informal groupings, 
carpets and other status signs" (Handy, 1976:241)
216 Of course, as I accompanied each middle manager, as they roamed around their respective sites, 
not only did their demeanours change according to their surroundings, but also - perhaps more
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and corridors, to 'back regions' such as offices, and meeting rooms), requires 
particular scrutiny217 .

Not only could it be ascertained that surroundings impacted upon managerial 

performances; in a reversal of this process, I witnessed the transformation of a 

front region to that of a back region by various middle managers acting in, what 

Goffman termed, "a backstage style" (1959: 130)218 . For example, sitting in an 

office, talking with a middle manager, it was noticeable that a transformation of 

our environment took place simply due to a departure in our interaction. During 

more formal moments, our space remained a front region, then - at that magical 

moment, following the end of the interview, when the tape recorder is turned off - 

the same space becomes, instantly, a back region (when formality is dropped in 

favour of the informal)219 . My field-note extracts only serve to emphasise such 

spatial / behavioural alteration; for example, with Paul, I made note that:

following the turning-off of the tape-recorder, he was happy to chat for 
another 10 minutes-or-so. Indeed, at this point - surprise, surprise - he 
seemed to relax, and open up a little more, even asking me what my research 
was really all about

Similarly, when interviewing Robert, I commented that:

following the interview, (with the tape-machine off, naturally!), we chatted 
for another half-an-hour ... as he asked me about my research and 
background. (Indeed, as he seemed genuinely interested, I was happy to 
oblige)

Spaces within spaces, in particular, offices, can be perceived of as sites in which 

the enactment of gender roles and management styles are constantly modified

crucially, (in relation to the effects of the gendered enactment of management) - the attitudes, 
moods, etc., of the people around us also changed miraculously.
217 Indeed, as Goffman (1959) asserts: "One of the most interesting times to observe impression 
management is the moment when a performer leaves the back region and enters the place where the 
audience is to be found, or when he returns therefrom, for at these moments one can detect a 
wonderful putting on and taking off of character" (Goffman, 1959:123).
218 Of course, (incorporating the content of 9.6-1, that discusses masculinity, language and 'joke 
telling') one of the primary ways in which the offices of the middle managers of Wood Valley were 
transposed from front regions to back regions was through the humour. Indeed, as the (male) 
middle managers of Wood Valley joked with me, their office switched from formal (frontstage) to 
'informal' ('backstage') with the quip of a patriarchal one-liner.
219 Instances when behavioural change during interview, when formality was replaced by 
informality, brought into question my role as a researcher (which, usually, was as a direct

216



according to context. Although offices are far more than transformatory spaces, 

they can also be acknowledged as arenas of organisational power imposition, 

where managers are further defined and confined.

9.1.6: Middle managers and their offices - definement and confinement?
With regards to offices occupied by the middle managers of Wood Valley (and our 

understanding of how the organisation both defines and confines) a significant 

common characteristic became evident: size. As all of the offices were private (in 

that they did not have to share workspace) the space that these middle managers 

had to their disposal was minuscule - even, in some cases, bordering on that of 

claustrophobia. For example, at the start of my interviewing with Paul, I was 

conscious that:

I spent the next hour, throughout the interview, in a cramped office ... 
Indeed, the office was incredibly small, and heated up very, very quickly - 
so much so, that he had to open the window ten minutes into the interview, 
in an attempt to dehumidify the room

When speaking with Helen, I made note that her office was:

tiny; [as] even the window misted up as if we were in a greenhouse

In fact, the cramped nature of their offices was, on occasions, emphasised by a 

geographical breadth that surrounds the site - all, tantalisingly, visible through 

their respective windows. For, as with Paul, I noted that:

Despite being a small room, from his desk, the view out of the window was 
quite picturesque, with an expansive view, looking away from the direction 
of River Town

Being encased within such restrictive offices stressed the notion that space was 

not a luxury afforded to the middle managers of Wood Valley. Indeed, as Robert's 

office on the day of our meeting was deemed unsuitable (as the there were 

builders noisily working on the roof just above his office, and as our interview 

was to be taped, it would have been inaudible upon playback) I accompanied 

Robert on a quest to find another space within which we could talk:

consequence of my gender) when my 'middleness' was highlighted, is an issue discussed more
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we searched for a room ... Back-and-fore this corridor, we settled on a 
'spare office' which was full of Christmas presents - although, thankfully, it 
did have two chairs and a desk

In relation to the allocation of cramped offices, and overall shortage of other 

suitable rooms in which impromptu meetings, etc., could be held, the very spaces 

between each room - the corridors - furthered an impression of confinement. For 

example, following my interview with Helen, I remarked:

[what was characteristic of] this particular site - where I interviewed both 
Paul (his office is opposite hers) and Julie (her office, I think, was along the 
corridor) - is that it resembled a maze of tunnels ... narrow, windowless, 
and dark, it was almost 'trench-like' in its claustrophobia

The offices of Wood Valley's middle managers are better understood as, 

primarily, a means of organisational control (and, thus, a manifestation of a 

particular form of patriarchal power imposition). As Brech et al (1968) makes 

explicit, the design, layout and furnishing of the office all serve as an exercise in 

spatial control where meticulous managerial planning and execution are asserted. 

For example, in an effort to control, even the number of drawers within a desk 

require restriction; as:

a surfeit of drawers sooner or later leads to an accumulation of personal 
effects, and affords a convenient place wherein working papers can be lost 
(Brech, et al, 1953:963).

A recognition that the offices of Wood Valley display signs of an organisational 

drive towards a de-humanising of its middle managers, there was evidence of a de 

personalising of their space through the minimal display of personal property. 

Thus: Paul's office "contained very few homely possessions", Keith's "possessed 

a few plants, but no ornaments or pictures", whilst Julie's "was small, [and] not 

very homely" and Helen's also "was small, with very little ornamentation or 

decoration".

Acknowledging such a move towards the removal of 'the human' from such 

organisational spaces - it can be deemed that the middle managers of Wood

fully in 9.6.1.
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Valley clearly do not work within sites and buildings that (even remotely) 

resemble the post-modern 'corporate villages' of the future220. They, instead, can 

be deemed to work within what can be best described as the 'traditional office': 

small, not exceptionally well-lit, and filled with filing cabinets, shelving, in-and- 

out trays, that all encase a cramped work-space that, itself, is centred around the 

ringing of a telephone and the glow of a P.C. monitor.

9.1.7: What's characteristic about their offices - organisational conformity
According to Roper (1991), the more traditional manager, perceiving a threat to 

his existence, has attempted to cocoon himself within his office. There, girdled by 

their 'fetishisation' of the paraphernalia of the organisation (the corporate logo, 

photographs and models of company 'products', etc.) he has managed to construct 

a safe surrounding within which old and outdated forms of workplace masculinity 

continue to exist - irrespective of what has (and is) happened beyond the walls of 

the office. In essence, then, he is (like some corporate male ostrich) ignoring the 

dual crises of post-war masculinity and management221 .

So, at such a time of crises, it must be asked "What do the middle managers of 

Wood Valley fetishise, as a means of coping with social, cultural and 

organisational flux?" Since Wood Valley is an organisation that does not produce 

anything but, rather, provides a service, then there is no opportunity for its middle 

managers to 'fetishise' a particular 'company product' in order to offset workplace 

difficulties. Although, of course, that is not to claim that displays of fetishisation 

do not exist within Wood Valley. Following the completion of my interviews, I 

was mindful that there existed an (almost latent) awareness of a common factor of 

fetishisation. Then, in a moment of realisation, it became starkly apparent: 

'paperwork' - electronic, or 'hard copies', it was there, in the form of letters, 

memos, e-mails, etc. Paperwork littered their office space. Bulging out of in-trays, 

thrown into out-trays, stacked precariously upon shelves, hidden away in filing 

cabinets, forming mountainous piles on desks and pinned in layers onto notice

220 'Corporate villages': As prophesised in Hilpern, 28* April, 2001, pp 18-24, this libertarian move 
towards the creation of such a post-modern workspace, where an invigorating blend of work and 
play are effoitlessly combined, is perceived, by some (perhaps over-optimistic critics), as to 
epitomise the future of the organisational environment.
221 Indeed, for the middle managers of Wood Valley it is argued here (within 9.5) that a triptych of 
crises affects the organisation: masculinity, management, and Social Services.
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boards. Therefore, I conceptualised that, instead of a Roper-like fetishization of 

the masculine fruits of 'production' and 'construction', the Wood Valley middle 

managers (as they were, after all, bureaucrats, within a bureaucratic environment) 

were surrounded by (and, thus, revelled in) their 'product' - paperwork. For 

example, when interviewing Keith, I noted that his:

office seemed to be populated primarily by files of all shapes and sizes 

Likewise, Jeremy's office was:

full of files, (neatly stacked), and paperwork; (there was - what can best be 
described as - a 'small mountain' in his in-tray)

Similarly, when speaking with Helen, I, (in despair), made note that:

the office was, really, just a computer, printer, desk - of course, papers, files 
and boxes

Thus, even sitting with Jim, in a space other than his own personal office:

we sat in a storeroom-come-office ... nestled cosily against a huge stack of 
boxes of paper

Paper has become the raison d'etre of the middle managers of Wood Valley; it is 

what they generate, and it is what they 'fetishise'. It, in real terms, serves to 

emphasise the relevance of their role as administrators within Wood Valley. It is 

such a placing of the self-importance of paperwork within their organisational 

lives which leads us towards an appreciation of their positioning at the forefront of 

both the crisis of masculinity and management. Historically derided as 'mere 

clerks' within a 'feminised' sector, their 'fetishisation' of paper (itself the epitome 

of an unmasculine, non-productivity) can be read as a self-glorification of 

themselves as 'lesser-men'.

Although, despite this rather negative insight, the middle managers of Wood 

Valley strive to instil a sense of organisational / gender individuality through 

utilisation of their office space - as, perhaps, a means of 'coping' with the 

combined effects of such crises.
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9.1.8: What's characteristic about their offices - organisational individuality
For Ramsey and Parker (1992) there are, within the workplace, 'common 

symbols' that, endlessly displayed, culturally reproduce the patriarchal status quo. 

These 'common symbols', they argue, are of such a broad iconographical nature 

that they represent and fulfil a multitude of latent masculine desires, wants and 

needs. These symbols, it is said, range from "the sex for sale pinup on the factory 

floor to the stem wood panelling of the directors office" (Ramsey and Parker, 

1992:267). Considering the academic and social-work backgrounds of the middle 

managers of Wood Valley, I was expecting - upon entry - to be confronted by 

more 'politically correct' versions of such common symbols. It came as no 

surprise that, within the offices of the middle managers of Wood Valley, there 

were no sexist 'pin-ups', etc. to be found.

Considering the academic and social-work backgrounds of the middle managers of 

Wood Valley, I was expecting - upon entry - to be confronted by more 'politically 

correct' versions of such common symbols. It came as no surprise that, within the 

offices of the middle managers of Wood Valley, there were no sexist 'pin-ups', 

etc. to be found. Instead, (despite an over-arching trend towards office conformity) 

a sense of individualised spatial use (as a stamp of one's 'lifestyle') shone through 

on several occasions. For instance, with Jeremy, I was captivated by the fact that 

his office included far more than the typical Wood Valley paraphernalia. Instead, 

there were:

a few homely touches; a number of ethnic-style prints hung on the wall, 
along with an aged 'spider plant'. ("A tad cosmopolitan?" I thought)

With these thoughts in mind, it was no surprise to be told later, within the 

interview, that Jeremy viewed himself as 'a man of the world', and:

had travelled extensively, and was a self-professed 'European'

For Jeremy, an office presented itself as a space where, despite the dominance of 

organisational conformity, the individuality of a person who possessed an open 

attitude was allowed room to express himself. Despite onerous restrictions, 

enactments of masculinity (that reflected male individuality) were tolerated.
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The middle managers of Wood Valley utilised space to their advantage in other 

ways. For example, despite many insisting that effective communication was 

almost absent within Wood Valley, the lay-out of Jeremy's office would go some 

way in contradicting this consensus222 . Office utilisation and a determination to 

promote face-to-face communication were, for Jeremy, complementary to one 

another:

We sat in the comfy-chairs that were dotted around a low coffee table - this 
was a more relaxed area, in which, presumably, less formal (even 'matey') 
chats could take place. (Indeed, he admitted he operated an 'open-door 
policy' towards other members of staff)

Likewise, in conversation with Helen she insisted that their offices doubled-up as 

refuges of communication:

She did, at one stage, mention how offices were sites of confidential talks, 
aimed at comforting colleagues

It can be concluded that despite the existence of weighty evidence to suggest that 

conformity is a powerful coercive force within Wood Valley, individuality is, for 

the middle managers that I met, also a significant factor in the usage of 

organisational space. With regards the acknowledgement of space as a gendered 

construct - and in relation to the enactment of masculinity in particular - space, as 

an organisational commodity, was appropriated in ways as to promote individual 
'ways of being' 223 .

9.1.9: Balancing the work / home divide
It is worth considering, at this point, the importance placed by these middle 

managers upon the home. According to Faludi (1999) the 1950's witnessed (in 

America specifically but elsewhere in the West a little later) the creation of a post 

war 'new' suburban middle-class, within which the 'company man's' wife, who

222 As will be discussed in greater detail later (9.2.3 and 9.4) for the middle managers of Wood 
Valley a 'dysfunctional' relationship with communication characterises their social, cultural and 
organisational lives.
223 An acknowledgement of individualised office (and, in particular, desk) space as central to 
workplace identity formulation is a central concern of Banbury ^""September 2002). For Banbury 
deliberate desk clutter "is another example of someone refusing to let their personality be 
suppressed by an open-plan office" (Banbury, 28"1 September 2002:6).
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had worked during the war years, had happily returned to her 'rightful' place in 

the home224. Marwick (1996) claimed that, despite some evidence to suggest a few 

domestic chores were shared during the Britain of the 1950's, the middle-class, 

male professional "depended very heavily upon wives providing them with the 

comforts and security of domesticity" (p.65). It was whilst talking to the (male) 

middle managers of Wood Valley that I realised that their career stability (whether 

their wives were in full-time employment, or not) was very much conditional upon 

their safe knowledge that the home was the concern of another225 . Many admitted 

that without such knowledge that the home was being successfully 'managed' on 

their behalf, they - quite simply - would not be able to function as managers 

without the help of wives, husbands or partners. For example, Keith confided that 

support was on offer from his wife to such an extent that, despite attempts, it was 

clearly 'one-sided':

I think I have a better deal out of the relationship than she does. If I was to 
be honest... I think that she's more supportive of me, than I am of her

Despite the reality that many of the middle managers that I met were in (relatively) 

equal partnerships, where both parties attempted to maintain a balance between 

home life and their careers, there was little or no indication that Wood Valley 

made allowances for a reversal of this home / work balance that seemed to favour 

a traditional model: i.e. the male manager as 'provider', whilst the wife (or 

partner) provided, in the main, domestic relief226 .

224 Quite poetically, Faludi (1999) insists that this escape from, and return to, the private sphere of 
the home was enforced by a 1950's cultural campaign that convinced "vast numbers of women that 
their newly won employment defiled their femininity, while buffing the living-room furniture 
enhanced it" (p.84).
225 Indeed, recent articles such as 'Rent-A-Wife' (Kirwan-Taylor, 24* Februray, 2002:8) suggest an 
increasing trend, amongst professional men, in attempting to manage all aspects of their lives by 
acknowledging that the home, is as better managed by a wife who is treated more like a secretary 
or, for single males, a secretary-styled home-help being employed as a token wife.
226 Therefore, the concern here is that an appreciation should be shown, on behalf of organisations, 
to those that make the deliberate decision to opt out of full-time employment (but taking a still-vital 
part-time role within the company) in order to prioritise family commitment. As MacDermid et al. 
(2001) stress, organisations should act upon recommendations that they now need to actively 
reconstruct workplace cultures 'that explicitly value and affirm women who juggle multiple roles' 
(p.316). Although my line of argument is one that recognises that as men are now also involved in 
juggling both public and private lives and, as such, any fundamental change within organisations, 
and society in general, should take that basic fact on board as well.
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In relation to the home / work divide proper, the notion that the workplace is 

impinging at an ever increasing rate upon home and family is a high-profile 

contemporary concern, where "we are all working such long hours that we should 

not be surprised when even the highest achievers throw their hands up and cry: 

"Enough"" (Addley, 30th August, 2002:6). Although, this stated, this phenomenon 

seemed not to worry the middle managers of Wood Valley that I met; as, 

following conversations with my interviewees, it became obvious that many had 

consciously decided to resist this phenomenon. Many claimed that they preferred 

to extend their day, at work, in order that 'paperwork' - in any form - would not 

have to be completed at home227 .

Buswell and Jenkins' (1994) notion that middle-class males in a bureaucratic 

organisation, because of the non-physical nature of their work, are only able to 

demonstrate their masculinity through their ability to endure the 'long-hours 

culture', is here disputed. Indeed, since the middle managers of Wood Valley have 

deliberately steered themselves away from adopting the 'macho' characteristic of 

'presenteeism', I would insist that the adoption of a managerial stance where work 

is to be isolated within the workplace in order that home life may be protected, 

equates to a particularly assertive form of masculinity being enacted (as opposed 

to a the more feminised resignation displayed within the act of 'presenteeism').

Crucially, they felt it was essential to confine work to the workplace. Thus, the 

middle managers of Wood Valley actively construct (and protect) such back 

regions (offices, canteens, homes, pubs, etc.) as coping strategies in order survive 

within the ever-changing (and, thus, uncertain) contemporary organisational 

environment228 . Although, the notion of work invading the home, concerned most 

(but, significantly, not all) of my respondents. Indeed, for Robert:

227 Although, despite the dangers of extending the working day being recognised (with regards to 
the damage it could cause to a balanced home life - thus, defeating the object of 'staying on' at 
work in the first place) any extension of the working-day was entered into with trepidation. As 
such, extra hours, at.work, were restricted to a minimum.
228 I would like to further argue that the concept of the domestic sphere (home) for the (male) 
middle managers of Wood Valley as a precious back region to be - at all costs - protected, is 
challenged by the counter-view that, for the wives, it is a site of incarceration (see Chapter 3). Of 
course, this paradox only serves to highlight the multiplicity of space as a gendered construct.
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the standard working day is 7-and-a-half [hours]. Erm? And it depends on 
whether, if there's something happening at the end of the day...I take some 
stuff home to read at weekends, documents; I was reading something on 
'best value' last weekend; just thought I'd take it home and look it over on 
the weekend; but it depends on the distractions in my house...I was a 
committee holder once, and I used to work long hours in the evening - and 
that doesn't bother me

This would suggest that although the middle managers of Wood Valley are able to 

devise individualised methods of opposing both the long-hours culture, and the 

intrusion of home by work, they are, whether they realise it or not, engaging in the 

process of 'Out-Time' (Goddard, 2001) - the process by which work is a constant 

conscious / unconscious concern of the manager, to be discussed at-length with 

those at home. Even for the middle managers of Wood Valley who steadfastly 

refuse to 'take work home', the barrier between the workplace and the home is 

(perhaps unwittingly) being breached, as family members provide an unofficial 

'support service' for the organisation.

The question that has to be asked is: "Can Wood Valley be perceived of as, what I 

have termed, an 'organisational total-sphere', where work colleagues are 

promoted to that of 'family members', whilst the family itself is relegated to that 

of a mere sub-division of the organisation that provides emotional support?" Well, 

as a local authority that provides services for the community (particularly, in the 

form of accommodation for children and young adults, in units that are entitled 

'homes') then, in some ways, the organisation does indeed mirror certain 

dimensions of 'home'. As Wood Valley legitimately intervenes in family affairs 

(and empowers its middle managers as decision-makers in that process) it, very 

much, is an organisation within which both public and private spheres merge.

In an effort to conclude this discussion on the utilisation of space within Wood 

Valley, and the related disintegration of the home / work divide as experienced by 

its Middle Managers, Goffman's (1959) notion of 'life as theatre' is, arguably, 

more relevant than ever before. As they are individuals who employ office space 

as a back region in order to cope with the reality of increased job insecurity, then - 

as far as this study is concerned - "managerial dramaturgy became increasingly 

prevalent" (Collinson and Collinson, 1997:396).
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What is now important to understand, is that - following this consideration of the 

spaces inhabited by the middle managers of Wood Valley (sites, buildings, offices, 

home, etc.) - we now require an appreciation of how they are (subjectively 

speaking) positioned within such spaces.

9.2: LOCATION OF ENACTMENT (2) - ORGANIZATIONAL / SOCIAL 
POSITIONING, MIDDLENESS AND BEING THE BUREAUCRATIC 
OTHER

9.2.1: Middle management - the problem of definition
Perhaps the key problematic characteristic of the middle managers of Wood 

Valley, is that of 'definition' - or, more correctly, that of 'ill-definition'. As 

middle managers who are unsure of their 'place' within the organisation, a feeling 

of subjective uncertainty exists. Crucial to an individual's perception of where 

they do, or do not, 'fit in' derives from their ability to (accurately, and without 

hesitation or uncertainty) define - verbally, or otherwise - who they are, and 

where they are positioned in relation to the 'big picture'. What is also significant 

here is the perception, by others, of their social and organisational position. For 

instance, in many cases, prior to any initial contact, I labelled my Wood Valley 

interviewees 'middle managers'. (Perhaps, as Tom229 - when selecting my sample 

on my behalf - chose them on the grounds that they matched the middle 

management 'model'). Although, this labelling was challenged, on many 

occasions, by instances of counter-labelling by the middle managers themselves. 

For example, as Paul, prior to our meeting, had only occupied his current post of 

Principal Assistant for three weeks, he resolutely believed that it was whilst in his 

former position (that of a Team Manager) that he could more accurately be 

described as a 'middle manager':

I suppose I've been in a middle manager post for the past twelve-thirteen 
years - as a Team Manager

229 Tom Murray, Staff Training and Development Officer, Wood Valley - my 'gate-keeper'. My 
professional relationship with him is discussed, at length, within Chapter 7.
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This notion that he was, previously, a middle manager clashed with my insistence 

that, despite his upward movement within Wood Valley's hierarchy, he was still a 

middle manager:

Although, I would argue that even his new appointment was also that of a 
middle management position; as he perceives his current post as a strategic 
('planning') role which will increasingly become an operational ('doing') 
role ... what I'm looking to do is put a team of Service Managers together to 
operate an aftercare service...it has to become more operational...after 2001 
[The point at which this aftercare service actually becomes policy]

In other instances, the middle managers that I spoke to were clearly uncomfortable 

with the perception that others have of them as middle managers. Following my 

meeting with Jeremy I concluded that:

Throughout the interview, he did not seem comfortable with my suggestion 
that he was, perhaps, a middle manager. (Indeed, I think he saw himself as 
primarily operational and, as such, despised the notion that, by becoming a 
middle manager, he may be accused of 'losing touch')

Meanwhile, others - such as Robert - were noticeably nonchalant about being 

termed a middle manager, but, all-the-same, managed unconsciously to emit a 

sense of 'ill-definition' as a direct consequence of, at once, 'being' and 'not being' 

a middle manager:

I don't have a strategic role - so I'm not involved in shaping the future of 
the department. So, in that sense, I would not see myself as 'top 
management'. [Thinks] I manage other managers? So, if that's the definition 
of a 'middle manager' then, I suppose? Yes!?!

In relation to these middle managers enacting their masculinity, their sense of 'ill- 

definition' may prove to have serious repercussions on their ability to 'perform' 

their gender / organisational role. It could be argued that in order for these middle 

managers to enact any role (gendered, managerial, or otherwise) they have to be 

absolutely certain of the requirements of that role.

9.2.2: Nowhere men? - Wood Valley, middle management and middleness

As mentioned within Chapter 2 it is recognised that the Marxist notion of 

alienation is, quite possibly, the root cause of both the joint crises of masculinity
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and management (Roper, 1991); an alienation that is not only palpable by men 

employed at the very point of production - but an alienation (in, perhaps, a more 

ethereal sense) experienced by management as a form of 'distanciation' from the 

organisation's activity of strategic decision making.

As outlined in Section 2, it is agreed that with the rise of the transnational 

corporation (in conjunction with the decline of local / parochial management 

structures) many managers perceive themselves as alienated, geographically and 

on a subjective level, from the very sites in which all forms of strategy derive. As 

directives, instructions and orders are now increasingly transmitted by fax, e-mail, 

etc., direct from top-level management to those at the 'front-line', it is believed 

that a whole stratum of management is now 'electronically bypassed' (and, as a 

consequence, alienated) to a far greater degree than all others: middle 

management. Scarbrough and Burrell (1996) argue that it is at this point, where 

the "polarization effect is most visible" (p. 184), between senior and lower levels 

of managers, that an arena of almost tangible alienation has been created. It is 

within such an alienated space ('in-between' strategy and operation) where middle 

managers live out their organisational existence - that organizational analysis 

deserves to be focused. An exploration of such translational "third spaces" (Wolf, 

2002) will, I believe, illuminate the cultural / organizational / gender interactions 

that take place, involving Wood Valley's middle managers, within such "in- 

between" spaces230. Thus, during my conversations with the middle managers of 

Wood Valley, it became obvious that their awareness of an exclusion from the 

communication chain brought about a recognition of their organisational 

alienation231 . When I asked Robert "What aspects of your job do you dislike?" he 

complained:

the lack of connection, I suppose - between the activities that I manage and 
any strategy (or longer-term plan) that the department might be having; the 
disconnected nature of the relationship between strategy and operations in 
this polity

230 Wolf (2002), specifically in relation to the act of translation, places immense importance upon 
such "third spaces" - where any notion of being "in-between" suggests another, perhaps culturally 
more vital, point at which agency is played out.
231 Wood Valley's middle management exclusion from its chain of communication is analysed, 
more fully, within 9.2.3 and 9.4.
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Helen expressed her sense of middle management alienation, as an 'us-and-them' 

scenario, by stressing the spatial dimensions of such a divide:

In fact, she talked about the relationship between those at Head Office 
(Brook Vale) and the rest of the organisation, as one in which those at Head 
Office were viewed very much as 'them'. Once again communication - or 
lack of it - proved to be, very much, the 'bone of contention'; here noting 
that, as a result of this inability to communicate, relations with managers 
above were, indeed, 'strained'

Crucially, for lan, this alienation was instilled in a rather insidious manner; 

swallowed as a latent 'bitter pill' that was, invariably, sugar coated when first 

tasted:

What came through from our chat, which connected with comments made 
during the earlier interviews, was the notion of a huge divide existing 
between the senior managers, and those below, such as lan. Despite an 
adequate communication system being in place, any upward flow of 
suggestions, from middle management, of a progressive nature from middle 
management seemed to be (ultimately) blocked, and then (eventually) 
rejected - despite initial expressions of interest from senior management. 
Indeed, he explained how at a 'joint meeting' he, and other managers at his 
level, made positive proposals concerning patterns of potential restructuring, 
only to be - at the last stage - to be disillusioned by senior management's 
refusal to take their ideas on-board. Indeed, lan then made explicit the 
disappoint that was felt throughout Wood Valley's middle management 
strata, following this rejection, by stressing that - despite initial promises of 
support 'from above' - there was always an inclusion of the word "but", 
resulting in middle management realisation that any promised support 
would, in reality, fail to materialise itself

Wood Valley's middle managers' sense of alienation, and their consequential 

frustration with the organisation, heightens their recognition that they are 'caught 

in the middle'. In the eyes of these middle managers, such an awareness of 

'middleness' is often widened by senior management's preoccupation with the 

(often abstract) concerns of "corporate identity, mission statements and strategic" 

(Gleeson and Shain, 1999:466), at the expense of ignoring operational realities232 .

This disparity of interests was made explicit during my interview with Paul:

232 Thus, senior managers' obsession with strategy is often pursued at the expense of service 
delivery, customer care, and .(perhaps most important of all) staff interests - as they becoming 
totally oblivious to the concerns of those 'at the front line' - or, in the case of Wood Valley middle 
management, those 'in the middle'.
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There are two distinct differences within this organization: You've got 
strategic managers who are planning services; and you've got operational 
managers who are trying their damndest to deliver that service233

Although, despite painting such a disparaging picture of organisational 

'middleness', I would also insist that the middle managers of Wood Valley have 

also made attempts to transform the negative aspects of their intermediary position 

into those more characteristic of a more empowering liaison role. For example, 

Keith - when attempting to explain, not only where he 'fitted into' Wood Valley, 

but how he acted as an intermediary between the organisation and agencies 

beyond - explained:

the other role that I haven't really spoken much about, is that I see myself as 
having a liaison role, within Daffodil-Leek District, with the organisations 
that we work with - both statuary, and budgetative ... As such, I'll sit and be 
representative on a number of different work groups, committees, and 
worker / management groups. Erm? As a Team Manager, one of the things I 
was very involved in that side of things - within the patch we work on - and 
we formed a multi-agency party to set up a Community Development 
Project

He expanded on this notion of being able to, as an individual within an 

organisation, liase with other agencies; thus promoting improved communications 

/ relations with the rest of the community. Keith stressed:

we ensure that we maintain a good relationship with the other organisations 
that we work closely with: And we work with Education, Health and the 
Police, as three primary organisations, and establish good, multi-party, 
relationships with them. And there are various other organisations - 
charitable, voluntary agencies - that we have service level agreements with, 
and maintaining good working relationships with them

In the case of Keith in particular, the middle management of Wood Valley have 

compensated for their negative organisational 'middleness' by establishing 

themselves as the public face of the organisation whilst promoting inter-agency

233 Indeed, Paul's forceful use of the word 'damndest' invoked, for me, culturally-instilled images 
of beleaguered First World War officers (in this case Wood Valley's middle management) vainly 
attempting to lead their trench-doomed troops to victory - all at the whim of war-room generals 
(once again, in this case, Wood Valley's senior management). Thus, the notion of the manager as a 
form of visionary leader, endlessly pursuing some higher strategy is, as far as Wood Valley's 
management structure is concerned, the sole preoccupation of senior management. Whereas, for 
those managers lower down the hierarchy, such as its middle managers, the "images available are 
less grandiose" (Grey, 1999:570).
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relationships across the region234. As such, lack of communication may be 

regarded as a characteristic of middle management within Wood Valley - but, 

from a perspective outside of the organisation, they may be viewed as the actual 

instigators of constructive debate235 .

9.2.3: Organisational communication and middleness

For Deal and Kennedy (1982) what characterises a bureaucratic organisation such 

as Wood Valley (what they termed a "process culture") is its own internal 

dynamic - a momentum fuelled by auto-reactions to the non-stop output of such 

'paper-generating' devices as fax-machines and e-mail. An organisational 

environment is created in which the requirement of an instantaneous reply (in the 

form of memos and reports) results in the establishment of a culture based upon 

unsubstantive feedback: that, in reality, results in little or no effective 

communication until there is system failure and then blame needs to be 

administered. "Process people" (typically middle managers - as, historically, their 

very existence has been justified by their instrumental role in this lengthy 

communication / administrative process) are unaware of the proficiency of their 

performance until the moment that an error is detected. In other words, "they have 

no idea how effective [or ineffective] they are until someone blames them for 

something" (Deal and Kennedy, 1982:119). So, as Deal and Kennedy remind us, 

in response to the creation of this 'blame culture', those employed within a 

process organisation, when enacting their managerial persona, compensate by 

overtly displaying themselves as over-protective and cautionary. Such enactments 

of organisational self-protection, within the context of a blame culture, can be 

perceived of as a middle management 'coping strategy' 236 . Keith, for example,

234 A number of perceptive critics have already suggested that the means by which certain rmiddle 

managers attempt to protect their organisational role is by positioning themselves as 

communicational intermediaries between the host organisation and external agencies. Reed (1989), 

for example, makes explicit that the "need for the middle manager to build and maintain alliances 

between coalitions of interest groups both within and outside the employing organisation is a 

necessary prerequisite for organisational survival" (Reed, 1989:87).
235 Acting as "instigators of constructive debate" can clearly be acknowledged as (in relation to the 

'middleness' of Wood Valley's Middle Managers) a 'coping strategy'. Indeed, many other coping 

strategies, in order to deal with the alienating experience of being organisationally 'in the middle' 

are also in evidence. For example, in specific relation to their means of coping with spatial / 

organisational abstraction they are constantly involved in a process of imagining their surroundings 

(as has been discussed in 9.1.4).
236 Turnbull (2001) is mindful of how 'macho' organisational both include and exclude through a 

constnat ridicule of feminine styles of communication (such as a need to confide) and a promotion
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commented that following a particularly difficult period, when personal and 

organisational anxieties merged he now tended towards the cultivation of a veil of 

secrecy:

I'm very careful now what I say, and who I choose to say it to. And I do 
everything to ensure that this is someone I can trust. I mean, I've, er? [He 
pauses, thinks, then continues - although somewhat hesitantly] I've been on 
anti-depressants for the last year-and-a-half, and I'm just coming off them 
now - but, very few people know that! And there's some people I wouldn't 
tell that to

For Deal and Kennedy, further evidence of the existence of a process culture, as 

within Wood Valley, is when process people are obviously obsessed with status 

(as reflected by a constant use of titles) to the extent that the organisation, 

structured as a rigid hierarchy, can resemble something "very close to a class 

system" (Deal and Kennedy, 1982:121). One issue that is not in dispute here (in 

relation to the literature) is the notion of whether Wood Valley is typical of the 

older, more traditional, bureaucratic 'process culture', or that of a newer, more 

contemporary, leaner / flatter, less hierarchical, version. Indeed, for Keith, Wood 

Valley, is, quite simply, exemplary as the former model - if only:

in terms of the hierarchical structure of the department

When Keith discussed Wood Valley's recent re-organisation (and verbalised his 

newly altered position within that revised structure) it became blatantly obvious 

that this was a process culture primarily defined by its hierarchical nature:

There's been a re-organisation recently, so that this authority is now divided 
into Group Directorates. So, Children's Services are part of the Education 
and Children's Services Group Directorate. Within that, there are - within 
that Directorate - there are three Divisions: So, Children and Young People 
Service is one Division within that Group Directorate. So there's a Group 
Director; there's a Divisional Director, Children's Services; there is then a 
Field Manager; and currently there are two Service Managers working to the 
Head of Field-Work Services, or, Operations Co-ordinator - there should be 
three, but, currently, there are only two ... So, that's my position from the 
top down. From the bottom up: There are three Child and Family Teams: 
each of those has a Team Manager - and I'm responsible for managing the 
Team Managers. The admin staff? The Head of Admin Staff also chose our 
Management Group, so, I suppose you could say our operational

of aggresively masculine orders, accusations, threats, etc., such as "Wimps will get fired" 
(Turnbull, 2001:239).
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management are the Admin staff, but they're actually managed by their own 
manager

Following an insight into this (somewhat bewildering) organisational form, the 

middleness of these middle managers, such as Keith, results in an appreciation of 

the reasons behind their fixation with title, position and areas of responsibility. 

Indeed, such a neurosis with one's place can be acknowledged, once again, as yet 

more evidence of middle management's coping strategy being put to use within 

Wood Valley. As being able to state exactly their position within an organisation 

that is, for them, during a period of reorganisation, making stable the unstable. 

Although, of course, this act of stabilising Wood Valley, in the minds of its 

middle managers, did not prove itself successful on every occasion. Paul, for 

example, knew exactly who he reported to although not the actual title:

I'm responsible to the Principal Officer. Erm? [Thinks] Service Manager. 
[Thinks again, then corrects himself] Service Management - whatever his 
title is?!? I've no idea of what his title is! I know who he is!!! [Laughs]

Likewise, Paul - when discussing other Senior Managers - rather confusingly 

uttered:

the new Divisional Director. Erm? [Thinks] What is he? Group Director?!?

So far, we can appreciate that Wood Valley is an organisation that displays 

tensions which, for its Middle Managers, signal the existence of an unstable 

organisational environment - with the consequential effect of undermining their 

managerial identity, for them, a very real possibility. Although, that stated, there 

are coping strategies being enacted that enable them to deal with the 

disempowering repercussions of being 'in the middle' during a time of perceptible 

crisis237 . Although, it is crucial to recognise that, for the middle managers of 

Wood Valley these developments are occurring at a time when another significant 

organisational transformation (that is, itself, directly derived from current

237 Indeed, 'middleness' (and its effect / counter-effect of insecurity / protectiveness) already 

signify anxieties over 'definition' amongst the middle managers of Wood Valley. Thus, with any 

such concern over 'definition' or, in real terms, 'identity' evident within the context in which they 

enact their organisational / gendered roles, then the 'crises' discussed within 9.5 are, quite clearly, 

impacting upon these managers.
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managerial anxieties of insecurity, alienation and middleness) is taking place: The 

loss of a job for life'.

9.2.4: A job for life?
A pivotal consideration within the current debates surrounding middle 

management is the acknowledgement that (historically) a manager, in return for 

organisational loyalty, could be expected to reap discretionary rewards - most 

notably in the form of a guaranteed 'job-for-life'. Although, as discussed within 

Chapter2, there is an increasing awareness that such a "psychological contract" 

(Newell and Dopson, 1996:4), between the organisation and the manager, has 

been breached, as this reward is now only on offer for those willing to reject 

outdated management attitudes (such as patriarchal loyalty) and, instead, embrace 

more contemporary traits such as 'mobility'. In reality, the expectation of a 'job 

for life' is now only a distant memory in the minds of ineffectual managers.

Although, as if to contradict this managerial trend, the middle managers of Wood 

Valley seem immune to this particular symptom of the existence of the crises of 

masculinity and management. The majority of those that I spoke to had - in one 

form or another - been employed within Wood Valley since its days as Dragon 

County Council (a previous incarnation). So, upon asking Robert "How long have 

you been with the organisation?" he answered:

Well, I started work in 1972, with Dragon County Council, and then stayed 
with Dragon County Council Central until 1996 - when it was abolished on 
local government re-organisation [upon being re-titled Wood Valley]: So 28 
years!

During the on-going formulation of field-notes during my period of research I 

incredulously made reference, again-and-again to the fact that the majority of 

these middle managers had spent all their adult lives within a single 

organisation238 . Following my meeting with Paul I commented that:

238 Taking into account the discussion within Chapter 1, in which it was noted that, for the majority 
of today's middle managers, notions of mobility and freedom are empowering factors, the middle 
managers of Wood Valley seemed content with geographical stability and the static nature of their 
career and lives. Therefore, unlike the middle managers of Newell and Dopson's (1996) study - 
British Telecom middle managers whom were aware of the constant organisational pressure that 
they remain mobile - Robert, Paul, Helen and the others were under no such obligation to continue 
changing residences.
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What was interesting about this interviewee was that his entire working 
career had been spent not only in this geographical area (Bay City / River 
Town / Coal Valley), but that he had spent 30-odd years in this single 
organisation. This contradicts the literature surrounding employed males in 
general and middle managers in particular!239

Although, the longevity of the careers of these middle managers (again 

repudiating the literature) seemed to be based upon a recognition (if not by Wood 

Valley senior management, then by their immediate work colleagues) that their 

managerial skills and personal capabilities were attributes of worthy to the 

organisation:

Having spent 30 years in this line of work (from social worker, onwards) 
Helen seemed quite settled, and, more significantly, expressed that she felt 
valued and respected, by those around her, as a source of knowledge and 
experience. Thus, she seemed quite confident that her position was quite 
secure

Following my meetings with the middle managers of Wood Valley it became 

consistently apparent that a sense of resigned complacency had set in throughout 

this, the latter stages of their careers240. Although, somewhat paradoxically, some 

recognised that such an onset of career stagnation has, in-the-long-term, proved 

detrimental to the organisation as a whole. My field-notes (compiled shortly after 

my interview with Ronnie) revealed his weary resignation to this situation, as:

Also, he stated he felt sad; in that, it was a sorry state of affairs that people 
like him (satisfied, but complacent and 'bored') were in jobs that they felt 
secure in. Indeed, Ronnie admitted that he - and others like him - knew that 
if Wood Valley wanted to get rid of them, it would be difficult, (and, 
anyway, even if they succeeded the pay-off would be considerable)241

239 Wood Valley's middle managers, due to their length of service with the organisation, are (in 
comparison with the majority of managers discussed in the literature) atypical. Although parallels 
can be drawn between them and Fletcher's (1973) "old guard" (p. 147): aging middle managers, 
who have worked within the same organisation - and lived in the same community - for all of their 
lives.
240 As stressed here, for the middle; managers that I spoke to, these were the latter (if not final) 
years of their careers. Although, with regards to their potential life-span they were, in general, 
middle-aged. It is this additional dimension of their middleness that is taken further in 9.2.5.
241 Throughout the interview Ronnie clearly held negative views towards Wood Valley, a certain 
contentment was detectable within his resigned complacency. So, unlike the weary negativity 
radiated by Dopson and Neumann's (1997) middle management respondents (who were negative 
almost to the point of depression due to ever-present organisational insecurity) Wood Valley's 
middle managers were negative-yet-confident due to their knowledge of their continued relevance 
to the activities of the local authority.
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This equation ('a job for life' = longevity = complacency) was, quite simply, not 

something which was acceptable to all of Wood Valley's middle managers. Keith, 

for example, during interview, bluntly stated that there were 'disciplinary 

procedures' in place that could, and should, be put into operation to deal with, 

what he termed were, Wood Valley's 'poor managers':

I wouldn't hesitate. I mean I do anything I could to avoid that. But I 
wouldn't shy away from that. I think it's one of the criticisms of local 
authorities, where managers would say "Oh! It's so hard to sack people!": 
It's not hard to sack people - the procedures are there, use them!!! ... When 
I joined Social Services, there were a lot of people who'd run, very quickly, 
through the hierarchy, on the basis of very little practice experience - and 
became very poor managers [as a result]. And, it's taken us years to get rid 
of those people, and some of them are still around

Crucially, of course, Keith (in attempting to impress how it is possible to rid 

Wood Valley of it's complacent managers) also highlights how, despite the 

existence of the disciplinary means, long-serving 'poor managers' are not only in 

evidence - but are, by the very nature of their organisational 'maturity', extremely 

difficult to discipline and / or dismiss. For many of Wood Valley's middle 

managers (complacent, 'poor', or otherwise) 'a job for life' is still, very much, an 

organisational reality.

Another signifier of the positioning of Wood Valley's middle managers is the 

suggestion that a 'generation gap' exists between them and those that surround 

them in both their organisational and private lives (in relation to the latter, in 

particular mothers, fathers, sons and daughters). It is to such a consideration that 

we now turn.

9.2.5: Talkin' 'bout my generation - age and social positioning
Within Chapter 2 it was noted that since the 1960's there is an increasing 

awareness that a managerial 'generation gap' exists between the older, more 

practically trained manager, and the more finance orientated, new-breed of 

younger managers: where the former view the latter aberration as 'lesser breeds of 

men' 242 . Another facet of the generation divide within the organisational

242 As discussed more fully within Section 1, such a generationally divided managerial class was, in 
particular, a central concern within the work of McDowell (1997). McDowell, examining the late- 
1980's / early- 1990's world of finance, notes the huge disparity between the more mature, wiser, 
old-school-tie 'patriarchs' and the younger, brasher, 'young pretenders'.
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environment is the perception that, with the loss of a 'job for life', that the more 

traditional managers have been deserted by their organisational patriarchs. For the 

middle managers of Wood Valley where a 'job for life' is, it seems, still very 

much an organisational feature - in this sense - patriarchal betrayal does not seem 

to be an issue for them.

Instead, for the middle managers of Wood Valley patriarchal betrayal has 

manifested itself in another, more social, form altogether; manifesting itself, 

rather, in the form of a more material father / son, emotional-relational split. 

Indeed, in the case of Keith, paternal betrayal occurred following his father's lack 

of support for Keith's own educational hopes, resulting, in retrospect, an 

unbridgeable generation gap being rent in their lives. It was this emotional / 

relational fissure that became apparent during the conversation I had with Keith 

(aged 52) regarding the life-long relationship with his father (now aged 80):

My father was a factory worker. He left school at fourteen. I think he'd done 
well enough to have gone to the grammar school, but he couldn't do that 
because of his parents situation ... My dad worked shift-work from when I 
was about ten, until he retired ... [I] don't think they [his parents] ever really 
understood me at all. Erm? [He stops, thinks and continues, in a more 
serious manner] There's was a lot of discouragement for me to stay on at 
school. They allowed me to stay on, and I was quite determined I was going 
to go to university. I didn't get good enough A-levels first-time-round, so I 
stayed on another year. They allowed me to do that, they allowed me to stay 
at home; but I wouldn't say there was a lot of encouragement in there. I then 
went away to university. When I finished university, I worked abroad for 
three years as a volunteer - and they had no understanding of why on Earth I 
was doing that ... I think my dad got very split - that was the only way I 
could understand it. I think there was a part of him that wanted me to go on, 
and he tells me he was proud of me - that's what he tells me now! He never 
said that at the time! Erm? [Keith pauses then - clearly contemplating both 
his past and his current words - continues] We hardly spoke from when I 
was fifteen.'I took a couple of O-levels a year early ^ I only passed one of 
them - the guy next door passed two of them. We had a row about that! He 
told me I wasn't any good - he wanted me to leave school right away. Erm? 
[He stops, is silent for a moment, then speaks once more] We never spoke 

  again after that. He never asked me how I did in exams. He never asked me 
what I was doing. He tells me he was proud of me - we know that now! He 
said that he would tell his mates he was proud of me - he never told me that! 
We hardly spoke at all. We passed the time of day - but we never had a 
conversation. .Erm? [Keith, thinking, suddenly looked a little brighter in 
spirit] I tried to talk to him about it, about ten years ago. I just couldn't find 
anything to talk to him about that wouldn't end up in a row! [He laughs out
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loud]. We couldn't even talk about football, without ending up in an 
argument [Keith then laughs raucously for a few moments - before 
becoming, once more, quieter]. I never felt I've been able to talk to him ... 
That's been the difficulty for me; 'bout what sort of father I've been. That's 
why I delayed being a father for many years, I think? I'd say; 'I definitely 
don't wanna do that!' And, it's er? [He stops, thinks, and the - with a glint 
of recognition in his eyes] It's not very nice when I see myself behaving the 
same way as him. My father will sometimes call me by his name, as he sees 
me like him. There are many ways I'm not like him - but there are aspects 
of me that are him - undoubtedly! I can't get away from that!!! [He laughs - 
and there's no stopping him now!] ... There was a teacher that I related well 
with. And I was in the Scouts, and carried on [with that] through that 'til I 
was quite old, as there were quite a lot of people there, that I? You know? I 
think there were people I latched on to, as 'male models', if you like? ... 
[such as]... Other parents friends, that I had relationships with, that they 
filled in for bits that I felt I wasn't getting at the time

Within Keith's monologue, all the classic components are there of a complex 

(and, thus, fraught) male / male, father / son relationship. As such, it is a 

microcosmic reflection of the wider generation gap243 . For Faludi (1999) such a 

lack of communication between father and son (and, thus, compassion) is of 

pivotal significance to the continuation of a generational gap prolonged by a 

man's inability to express himself, and actually talk, with his father244.

Having examined the notion of a generational gap in relation to the middle 

managers of Wood Valley, it is now appropriate that we understand that age itself 

is central in their social / cultural positioning. As, in yet another respect they are 

'in the middle'; as all of the middle managers that I met were middle-aged and, 

quite clearly, this determined their outlook on their lives. The male social / 

cultural 'mid-life crisis' (like its female physiological equivalent, the menopause) 

has been subjected to intense scrutiny and debate for many years245 . Although, 

with the loss of 'a job for life', etc., men and their sense of crisis following their

243 Father of manual-labouring stock, academically-minded son; a father's pride in his son's ability 
and achievement, but the former unable to express to the latter those emotions; the recognition of 
similarities and differences between the two fuelling the antagonistic relationship further; the son's 
desire to forge relationships with surrogate 'fathers'; etc.: these are not only classic symptoms of a 
generation gap between a father and son, but significant characteristics of the contemporary crisis 

of masculinity.
244 This debate, of course, draws together the issues discussed within 9.4 ('cornmunicational 
dysfunction') and 9.5 (the crises that effect the middle managers of Wood Valley) where a lack of 
real communication between men exacerbates the emotional distance that characterise many male 

relationships.
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40 birthday is, increasingly, of particular concern - especially within the 

media246 . Indeed, many recent newspaper articles draw parallels between middle- 

age and workplace disorientation. McLaren, (18th November 2001), for example, 

commented:

These days 45-year-olds are only halfway through their potential productive 
adult lives, and this change in the workplace means they need to give urgent 
thought to how they will spend that second half. I suspect few have much of 
a plan beyond surviving in their jobs for another year or two

It is now agreed that middle-aged men (at a time when others, perhaps, are 

beginning to cope with the post-war crisis of masculinity) are still proving 

themselves the least adaptable in times of change, as "it is mainly older men who 

remain uncomfortable with modern notions of masculinity" (Summerskill, 25th 

August 2002:6).

9.2.6: Wood Valley, middle management and their positioning within the 

community
As a continuation, I will now consider the social positioning within the 

community of Wood Valley's middle manager. To this end, I will consider their 

'class-consciousness', in relation to their signifying consumption of consumer 

goods. Arguably, many people still categorise their place in society via the social 

class in which they (and, perhaps more importantly, others) situate them. One of 

my respondents, Keith, as well as being (as a Middle Manager within Wood 

Valley) 'in the middle' professionally, he felt that even within society in general 

he was also 'in the middle':

[I see myself as] professional, middle class

Keith's comment, made in a casual, but concise, matter-of-fact manner, is a 

deceptively simplistic way of verbalising what is, in reality, a complicated

245 In fact, lan Murray (24th March 2000) highlighted the existence of a male 'manopause' that, due 
to a deficiency in male hormones, is said to account for a significant change of personality / 
attitude in middle-aged men.
246 Adam Sherwin (24th March 2000) commented on the phenomenon of such 40 birthday 
transformations, by providing a list of celebrities who had acted out of character on or near this 
land-mark moment in their lives. For example: "Rock star Paul Weller was arrested for destroying 
a hotel room shortly before his 40th birthday. His outburst was attributed to "frustration" during a 
"turbulent" period in his life" (p. 12).
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reflexive process; where deciding upon one's class position can depend upon a 

multitude of assumptions about the self - and, crucially, includes the subject's 

acknowledgement of external perceptions. Such a complex process of defining 

class position is, perhaps, part of what Townley (1995) terms "self-formation", 

where individuals are required "to be aware of the external and how they stand in 

relation to it" (p.275)

Once a class label has been decided upon / imposed, it is essential to understand 

that, even then, it is not a final or static condition of 'naming'. As Keith agreed; 

clearly, he now belonged to the middle-class, but his former working-classness 

still underscored his present self:

I think I retain something of a working-class sensibility, and some sense of 
loyalty [to that class]

In many respects, detectable within Keith's words is a deep sense of social 'guilt'. 

For Keith then explained that through education, and achieving a social mobility 

whilst becoming a professional he had, to a certain extent, betrayed his working- 

class 'roots'. This notion that through social advancement a whole swathe of 

aspirational working-class people have deserted their traditional political, social 

and cultural bonds and ties (with, for example, the trade unions and "Old" Labour) 

they have become middle-class 'quislings'. Here Keith expands upon such a 

notion:

Working-class kids - before my generation - they would have sought 
advancement through the union, or through politics, or something such as 
that, and retain their working-class roots. I think the whole education system 
has robbed the working-class of our leadership. I mean I'm proud of what 
I've achieved, but you also feel guilty; there is a sense of that I feel!?! The 
working-class Trades-Union movement has lost a lot of potential leaders it 
would have had. So, individually, I've gained - but I think, as a classWI 
And, I am still wedded to a class view of politics - and I've lost out on that! 
... They lost that leadership, and there were all those people that they should 
have been looking to support them, people who got into? Turned their back 
on them. You know? And the Labour Party is definitely seeking to break 
links with the working-class - there's no doubt about that one247

247 John O'Farrell, in his book Things Can Only Get Better (1999), articulates succinctly the 'split' 

within the Labour party following a perceived desertion of their traditional working-class voters: 

"And soon it wasn't the Labour Party anymore, it was New Labour. Every few weeks Tony Blair 

would shock us with another even more audacious abandonment of Labour baggage. He seemed to 

place no value in Labour's traditions ... A few people I know resigned from the Labour party
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What is expressed through Keith's words is the repressed frustration of an entire 

'lost generation': A mobile, affluent (yet, essentially, classless) fraction of society, 

which are in political, social and cultural senses adrift248 . In many respects, Keith 

(and the other Wood Valley middle managers like him) are not only, 

organisationally speaking - but in relation to the community - 'in the middle'. 

They, perhaps, can be perceived of as 'lost' between the working-class and 

middle-class as a result of an unsuccessful dalliance with social mobility.

Importantly, class affiliation - or, as in Keith's case, class disassociation - is 

increasingly defined / complicated by more than simply income and professional 

status. As we have advanced through the century, what has become a more 

accurate barometer of social / class position is an individuals access to, and 

appreciation of, all things cultural. As Stevenson (1990) asserts, from even the 

early years of the 20th Century, what has characterised the middle-class (especially 

in relation to those below) "was as much a question of style of life, habits, tastes 

and attitudes as it was of mere income" (Stevenson, 1990:35). As discussed within 

Chapter 4, such members of the middle-classes, where 'style' and 'taste' are used 

in order to define their societal place, have been labelled "cultural intermediaries" 

(Featherstone, 1995) - and it is to such a grouping that we now turn.

9.2.7: Middle managers as cultural intermediaries and spiralists
The term "cultural intermediaries" refers to a central section of society, normally 

members of the middle-class whose professional background (usually in the field 

of the arts, media, design, and all other associated industries) enables them to 

adopt a culturally dominant societal standing that grants them power to decide 

upon (for themselves, and others) which aspects of culture are acceptable, and 

which, most importantly, are not. As such, disseminating their superior sense of 

'taste' and notions of 'style' to other members of society, they perceive of

during this period, but I never even contemplated it - Labour was my part, right or left" (O'Farrell, 
1999:294).
248 Indeed, the post-war blurring of the distinction between, and within, classes, which - arguably - 
has led to the present day scenario of a perceived 'classlessness', has brought about an 
'unawareness' of class issues, where "the Privileged and the People, have been stirred into Tony 
Blair's social slurry" (Riddell, 14th April, 2002:28). Although, as Stevenson (1990) claims, even 
from the 1930's onwards there has been "some fudging of the sharper distinctions of class with the 
growth of affluence and mass consumerism" (pp.348-349)
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themselves as cultural crusaders - literally true "carriers of aesthetic knowledge" 

(Lury, 1996:79). Due to their extensive experience of travel, and contact with a 

multitude of cultures, they are true 'intermediaries' as they, quite literally, sift 

through global cultures, distilling and refining them, in order to ease the 

appropriation of such cultures / cultural artefacts within more local communities.

Perhaps the signifying practice of cultural intermediaries is their access to, and 

ease of, 'mobility': in particular, social mobility (in the form of upward-mobility 

and classlessness) and cultural mobility (with regards their experience of travel 

and associated consumption of the exotic). Travel and the related appreciation of 

global / local cultures - and a desire to appropriate them for a home culture - is 

deemed a pertinent feature of middle-class life. Such an attitude to mobility, travel 

and consumption of the 'glocal' is seen as a means of adding another dimension to 

contemporary middle-class identity, where "massive amounts of mobility may 

transform such social identities" (Urry, 1995:166).

With Jeremy, his office bore all the hallmarks of a cultural intermediary, where 

mobility, travel, and possession of an 'open mind', all manifest themselves within 

the display of an individual's cultural collections:

I glanced around Jeremy's office. It was a reasonably large office, full of 
files, (neatly stacked), and paperwork ... [but also] ... There were a 
smattering of choice individual touches - a number of ethnic-style prints 
hung on the wall, along with an aged 'spider plant'. (A tad cosmopolitan, as, 
indeed, he had admittedly travelled). Also his progressive nature was on 
show, as he declared himself a true European249

What Jeremy was attempting to promote here was himself as the epitome of the 

aspirational, middle-class, 'lifestyle'. It is through such a blatant suggestion of 

their assimilation of this lifestyle that the middle managers of Wood Valley are 

able to display their flair for consumption. For instance, lan commented on his 

love of "nice things":

249 Jeremy's insistence, whispered in confidence, there he was a true "European" invoked a debate 
in my mind as to how he 'imagined' himself in that anti-nation, pro-continental cosmopolitan. For 

<Fraser (1998), citing Baudrillard, emphasises that such embodied 'European-ation' is, in reality, a 
fallacy: "Europe will take place neither in anyone's head, nor in their dreams ... but rather in the 
sleep-walker's space in which politicians increasingly move, in dossiers, speeches, programmes, 
budgetary or fiscal projects ... As things are going, Europe is a computer model mocking us amidst 
the desert of our dreams of a genuine political community" (Baudrillard cited in Fraser, 1998:39).
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I enjoy nice things. I like nice things -1 always have. I don't like struggling. 
I like to have enough money in my pocket. I like to socialise. I like to eat out 
a lot - my wife does as well: we love it. I like a couple of drinks on a Friday 
night with my friends. I like nice cars. And, both my wife and myself, love 
our holidays - and we're away as often as we can!

For the middle managers of Wood Valley the possession of two or more family 

cars, living in a reasonably large detached house, and opting for several foreign 

holidays per year, suggests that - for them - consumption of consumer goods 

reflects the attainment of an aspirational lifestyle250 . Indeed, in the case of lan, he 

is (typical of such a cultural intermediary) comfortable with his social and cultural 

positioning.

9.2.8: Middle managers as petty bourgeoisie
Although, for Lury (1996), the lower levels of the middle-classes, in particular, 

those formerly belonging to the affluent working-class, are socially and culturally 

(as well as financially) in a far more precarious position than the more assured 

'cultural intermediaries'. These insecure members of the middle-class, termed the 

"petty bourgeoisie", struggle - on a day-to-day basis - to live up to the 

expectations of their middle-class lifestyle; as such, in reality, they "actively 

struggle for self-improvement and self-expression" (Lury, 1996:101). What is 

crucial here, of course, is the notion that their version of the lifestyle is not as 

stable, not as self-confident, as those of the cultural intermediaries. It can even be 

argued that social, cultural and financial insecurities manifests themselves in the 

form of a 'crisis of image' 251 , where "the petty-bourgeois class fraction are uneasy 

... constantly self-consciously checking, watching and correcting themselves" 

(Lury, 1996:101).

With regards to their fixation with 'correcting themselves', the petty bourgeoisie 

have attempted to take advantage of the post-war reforms in further / higher

250 Thus, quite clearly, lan's admittance that he liked "nice things" (in conjunction with his, as far 
as other Wood Valley middle managers are concerned, opulent bodily display - as discussed 
within 9.3.8) can be paralleled with Lury's (1996) notion that such a an attitude to consuming 
reflects "the ways in which people seek to display their individuality and their sense of style 
through the choice of a particular range of goods" (p.80).
251 Such a 'crisis of image' for the petty bourgeoisie, relates directly to the crises that effect the 
middle managers of Wood Valley (see, in particular, 9.3 - with regards gender and bodily - and 
9.5 - a discussion on the crises proper).
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education - and, as such, are viewed as those primarily to have benefited the 

expansion of higher education during the late 1950's, 1960's and early 1970's. 

Characteristically academically insecure, they tended to opt for placement within 

the ever-expanding courses on offer amid occupational vocational training. 

Ironically, it was this very emphasis upon gaining vocational training which 

contributed to the (eventual) formulation of their insecure social / cultural identity, 

as it was "this germinal or not fully formed relationship to the educational field 

which is said to explain the anxious lifestyle of the new petty bourgeoisie" (Lury, 

1996:101). Acknowledged as having adopted a life-long approach towards 

education as a means of coping with social and cultural insecurity; adopting, what 

Featherstone terms, "a learning mode to life" (Featherstone, cited in, Lury, 

1996:101)252 . This "learning mode to life" is, in turn, reflected in the needs and 

requirements of today's managers (in particular, middle managers) where, 

following periods of 'downsizing' and 'delayering', a desire to ensure career 

longevity they have attempted "to convert organizational assets into ... cultural 

assets by acquiring professional qualifications" (Lury, 1996:107).

Keith, for example, personified this petty bourgeois lust for learning - in order to 

shroud his social / cultural / organisational neuroses - as he possessed a degree, a 

Diploma in Social Work and a Masters in Business Administration. When asked 

about his perceptions of 'job insecurity', he stated that education was very much 

utilised as a means of securing career invulnerability:

I think, until relatively recently, I've never really considered moving out of 
that [social work], in some form of other ... I've moved around in different 
places, in different directions - I've worked for about four, or five, 
authorities in London. So, I've moved quite a lot between different 
authorities - and different settings ... So, it's only in recent years that I've 
thought about moving out of it altogether. Although, what was one of the 
reasons for doing the MBA, is perhaps to give myself an option of doing 
that, that was the idea253

252 Quite clearly, this adoption of 'a learning mode to life' is, as far as the middle managers of 
Wood Valley are concerned, yet another coping strategy in order to deal with organisational 
change - and the consequential feelings of insecurity.
253 Of course, post-war affluence, personal development through education, and, ultimately, social 
mobility, should have ensured that the middle-class middle manager, such as those within Wood 
Valley, be guaranteed a life-time of comfort and security - but 'downsizing', 'delayering', and 
'mass layoffs' unsettled their sedentary future. Thus, as Susan Faludi (1999) claimed, "their 
middle-class status should have lifted them above "mass" anything" (p.83). Although, once again, 
as if to contradict the literature, Wood Valley's middle managers seem (at the moment) to be free 
from such middle-class, white-collar, concerns.
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Such a journey along the path of social mobility, undertaken by these middle 

managers was, in many cases, not undertaken without incentive. Paul, for instance, 

was someone who managed to transcend his working-classness through, not only 

educational and professional advancement, but through emotional and financial 

support from family members - most notably his parents. Paul acknowledges the 

immense assistance, from both his mother and father, in aiding his 

accomplishments. When I asked him "What were his parents aspirations for him?" 

he replied:

[For me] not to go down the mines, I think? I think they were happy that 
I've done that ... and I think that they see, comparing me to them, that I've 
done really well, in that I've stepped out of physical work to professional - 
out of manual work into professional work. That's as much as they would 
have wished, I think?

Such a parental desire for their children to 'better themselves' has, historically, 

been a natural hope for working-class parents (although, of course, in reality, this 

was only a feasible expectation after 1945). Mothers and fathers from working- 

class areas, where work equated day-end dirt, recognised that the ideal was "that 

their children should obtain a 'collar and tie' job and not work 'with their hands'" 

(Stevenson, 1990:343). Paul - at this point in our conversation - then thought 

about his father, and began to compare and contrast his father's inescapable life 

of blue-collar labour, with his far more contented white collar career, and mused:

That's directed me probably, because I saw how hard he had to work for a 
poor living - and I've had an easy living, in comparison anyway

Although, despite Paul's transition from working-class to middle-class lifestyle, 

links with his 'former self are ever-present:

I still, suppose, tie myself to the 'socialist ideas' - the 'working-classes' - 
and I still drink in the local pub, and the local rugby club, and all those sort 
of things. But my working life is a professional life obviously, and very 
much a middle-class life. We have all the trappings of two cars, foreign 
holidays. Although, it's interesting now that my youngest son is going in the 
opposite direction, I suppose, in that he's in manual work ... He didn't 
achieve much academically, you know? So he's almost gone back a
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generation. He's got professional parents, and he's doing manual work - and 
he's not likely to do anything other than that

Paul, considering his words in the above passage, hints at a social, cultural and 

subjective multiplicity within his life (which is linked to his own sense of 'class 

identity'). Perhaps the presence of such a multiplicity, suggests that an inner 'class 

conflict' (as a result of his working-class / middle-class class of selves) is of 

particular relevance to his positioning with, or dislocation from, the community. 

His acknowledgement that, although he has successfully managed to transcend his 

working-class roots, the fact that his son may still be shackled by them - even to 

the extent that he may slide back down the 'ladder' of social mobility - only 

serves to undermine Paul's own sense of positioning254 .

9.2.9: Middle managers as the bureaucratic other
Such attempts to distance themselves from the working-classes, has resulted in the 

creation of a further dimension to the middle managers of Wood Valley social / 

cultural / organisational alienation. Here, we will examine the ways in which the 

public perception of the middle-class middle managers of Wood Valley is 

constructed by their very position middleness within the community - and, in turn, 

consider how such a perception serves to distance them from the community. It is 

within this section that we will appreciate how the middle managers of Wood 

Valley are perceived as 'faceless bureaucrats', inextricably bound up in a world of 

'red-tape'. Furthermore I will argue that we have witnessed within Wood Valley 

(in relation to the middle managers, and their relationship with those outside of the 

organisation) the creation of a 'bureaucratic Other' 255 .

As we have already discussed, active consumption - in order to promote their 

middle-class social positioning - is a core concern of the middle managers of 

Wood Valley. As members of a middle-class 'lifestyle grouping' where, through 

the process of consumption, they culturally distance themselves from the working-

254 Paul, as such, may be better understood as being representative of Frankenberg's (1970) 
"blocked spiralists" (p.73 & p.260) where he (and his family) have on both a professional and 
personal level integrated within the community, but now a social, cultural and organisational 
ceiling has been reached that 'blocks' any future progress.
255 The 'bureaucratic Other' being a class-orientated (and social, as opposed to purely 
organisational) manifestation of the alienating 'middleness' experienced by the middle managers of 
Wood Valley.
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classes; through the suggestion that their lifestyle is, somehow, superior and, 

therefore, one to which all should aspire to256.

As we have already acknowledged (following a reading of Chapter 4) the 'Other' 

is a concept originating from work that considers the ethnic or racial 'Other', as 

displayed within Western cultural forms through-out history. Said (1995) has 

proved to be the foremost writer within this area, and his book Orientalism (first 

published in 1978) was concerned with Western representation (and stereotyping) 

of the Orient.

Taking forward Said's work (and specifically relating it to the middle-class middle 

manager of Wood Valley) it is argued here that, as the public confronts, on a daily 

basis, the administrative front of 'the establishment' they have, consciously or not, 

conceived the middle-class clerical workers as a 'counter-type' to themselves. 

What is crucial here is the acknowledgement that once such a standard for a 

counter-type has been set, and it is then culturally static - a representation that is 

unable to "change either its looks or character" (Mosse, 1996:13).

One of my respondents, Keith, claimed that - as he was a member of Wood 

Valley's middle management - he perceived of himself (and, more importantly, 

acknowledged that those outside of Wood Valley viewed him) as part of a 

bureaucratic stratum whom the public saw as ineffective and negative to the 

overall role of that organization:

[They see me, and think] "This is a bureaucrat!" "Is this person necessary?" 
"They're not doing their job!" "What is their role?" That's one image that 
has been pushed for a while ... Families will say to me, when they have to 
get involved with me, rather than a Social Worker, "What do you know 
about this?" "You not doing your work?" "You're just sitting on your arse 
doing nothing!", or "You don't do anything!"

256 Of course, such an insistence suggests that 'taste' can no longer dismissed as a trivial concern 
but, taken seriously, can then be directly related to "social reproduction in general and the 
reproduction of class relations in particular" (Lury, 1996:83).
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9.2.10: Cultural representations of the bureaucratic other
Striff (2000) asserts that, historically, the middle-class middle manager has proved 

to be under-represented in all forms of popular culture. That stated, what has 

proved instrumental in the vilification of the middle-class bureaucrat as 'the 

Other' has been the constant barrage - of the public - by negative cultural 

representations of such a demonised. Thus, whilst agreeing that middle managers 

(in the narrow context) have tended to be within cultural satire, the wider notion 

of the 'middle-class bureaucrat' has proved an endless source of inspiration for 

social and cultural critics.

In line with the notion that the middle manager is - in the public gaze - 

bureaucracy personified, recent cultural representations of them to be 

characterised by negativity, disdain or even, in its most vitriolic manifestations, 

down-right hatred257 . It is such a culturally-created stereotype that has been much 

maligned within working-class culture258 . As Robert agrees:

certainly, I think the context is important. Erm? I would say, generally, that 
Social Services has a negative public image. Erm? ["Robert" puffs and sighs 
whilst thinking. Then continues in a rather matter-of-fact manner] So, if 
you're a middle manager in a Social Services' Department, and the publicity 
around, erm?, enquiries into child deaths, and crimes committed by people 
who have got mental health problems - you know?, something hit the 
headlines. Erm? Local Government, I suppose, has probably got a negative 
image as well, generally, I think?

Robert then attempts to clarify his argument, by focusing our understanding:

257 Of course, this is possibly due to the general public's perception, especially in Britain, that 
bureaucratic 'red-tape' is the means by which 'they' ('the establishment') deny 'us' (everybody 
else) Open access to correct public information and social services.
258 As outlined within Chapter 4, during the 1960's (as an era of 'kitchen-sink realism' and 'social 
satire') there existed a desire to both critique and parody all aspects of British life and, as such, the 
decade was awash with examples of commentaries on class - and middle-class maleness in 
particular. Thus, The Kinks, for example, as unashamed 'Anglocentrics', celebrated English 
'mundaneness' with such hits as A Well Respected Man (1965). Of course, during the 
comparatively more affluent mid-'60's such working-class reflection upon middle-class life was 
rather 'rose-tinted'; come the recessionary late 1970's and the view of the bureaucrat was far less 
tolerant. Thus, post-punk groups, such as The Jam, musically attacked those that they perceived as 
'the establishment' (Mr. Clean, 1978). Although, showing signs of maturity, and perhaps reflecting 
wider societal acknowledgement of middle-class concerns and fears, a later song by The Jam 
(Smithers-Jones, 1980) can be read as an attempt to sympathise with the middle management 
experience of 'downsizing' (see Malins, 1997; Reed, 1996 & 2002).
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I think the stereotype would be dependent upon the organisation. But, I 
would think it would be that, erm?, that then, largely a bureaucratic one - 
sort of enforcing bureaucratic rules and, probably - erm? in that sense - 
dealing with a lot of paperwork: I think that's the stereotype?; coloured by 
the organisation!

As if to counter such negativity, there is evidence to suggest that (whilst still 

viewing such bureaucratic managers as 'the Other') there is a detectable trace of 

sympathy towards them. As John makes clear:

I think there's not very much understanding within the general public about 
the work, except that most people would say - when you talk to them - "Oh 
God! I wouldn't have your job!" So, on one level you find people who are 
actually quite sympathetic, and, on another level, I think you find those that 
haven't a clue

9.3: LOCATION OF ENACTMENT (3) - GENDER AND THE BODY

9.3.1: Middle management and gender
On the opening page of this thesis (and, in the introduction to this, Chapter 9) the 

questions "What role do gender characteristics play...?" and "What parallels can 

be drawn between the future trends in gender relations and the possible 

development of Middle Management?" are highly relevant (and inter-related) 

"puzzlements" (Loftland and Loftland, 1995), where any attempts to answer them, 

would - I am sure - advance our understanding of "What is happening" to both 

middle management and masculinity. Within Chapter 2 it was advanced that any 

dual understanding of men and managers must involve an acknowledgement that 

the very insistence that management is a principal societal attribute has, 

historically, proved itself inseparable from the cultural promotion of the dominant 

position of masculinity itself. The basis of this thesis is as follows: In order to 

consider the future of middle management it may be of greater significance to 

consider the future of masculinity itself before that of middle management. As this 

thesis attempts to thread together the past, present and future of middle 

management, then the importance that it places upon the role of masculinity within 

the function of middle management is paramount. I will, throughout this section, 

endeavour to understand the ways in which masculinity ('the very essence of 

maleness') is enacted by Wood Valley's middle managers via 'bodily display'. 

Throughout 9.3, I will highlight how the middle managers of Wood Valley
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embrace and / or reject accepted managerial styles that, when enacted within an 

organisational setting, are the epitome of masculine display within the public 

sphere.

I feel that it is necessary to make explicit - once again - that although my 

examination of Wood Valley is, primarily, a study of masculinity, it is not 

exclusively a study of men. On the contrary, it is an analysis of masculinity as a 

discernible characteristic of both the male and female middle managers of Wood 

Valley. We must also remember that masculinity - like 'management' itself - is 

not a naturally 'given' role, but it is a learned (and, as such, an unnatural) process 

(see Beynon, 2002: 56-5S)259 .

Armed with such an understanding of both masculinity and management, it is no 

longer feasible to conceptualise either as inherently singular. In other words, if 

both masculinity and management have to be learned then, surely, there exist 

many ways of learning. We can appreciate that there exist a multitude of 'ways of 

being' a man - and, likewise, a plethora of availability of managerial identities 

from which any man (or woman) can choose260. In order to establish the range of 

identities that are available to the middle managers of Wood Valley an in-depth 

examination of the actual bodies and the bodily displays of Wood Valley's middle 

managers were undertaken.

9.3.2: Middle management, masculinity and the body

In relation to this cultural studies-informed examination of the middle 

management^ and their enactment of masculinity, an attempt to analyse 'the 

Body' 261 was deemed most essential. A straightforward description of each was 

deemed the most obvious point of analytical departure. A perusal through my 

field-notes highlights my discernment of the following:

259 As discussed within Chapter 2, management and managers are a (relatively) new phenomenon, 
being the product of modernity's bureaucratisation of the workplace. In other words, managers are, 
very much, an organisational construct.
260 Indeed, multiple 'ways of being' are not only available to men and managers but, crucially, to 
women - and women as managers - also.
261 By the term 'the Body' I mean the entirety of an individual (in which both their physicality and 
subjectivity are considered as a single visual entity) and, in particular, the aesthetic displays that
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Paul was perhaps in his late-40's (he was, in fact, 51) balding, and very thin. 
Wearing a ... greyish-blue shirt, black jeans and shoes - with a navy-black 
woollen blazer slung nonchalantly over the back of the chair ... he seemed 
relaxed and easy-going, and appeared very much a man who seemed 
'content with his lot' ... Although, whilst on the phone - and perhaps 
conscious that I was in the room - he did click his pen in an annoying 
manner! Indeed, Paul seemed quite laid-back throughout - but almost curt at 
times - especially at points in the conversation when he felt he had 
answered the question, was clearly ready for the next

I was greeted outside by a bearded man with a "Your early!" [Jeremy]...A 
youngish-looking middle-aged man (I was, in fact, surprised to find he was 
in his early-50's) he possessed a full head of hair and a (neatly trimmed) 
beard ... [with]... moulded brown shoes ... [and]... black trousers, green 
tweedy jacket, greenish shirt, and blue and green patterned tie

[Robert wore]... glasses, blue shirt, blue patterned tie, blue trousers, navy 
socks and brogues

[Julie was dressed in]...light-blue turtle-neck, navy skirt, black tights and 
shoes ... (I was surprised to find out she was nearly 50 - she gave the 
impression of being 10 years younger)

Ronnie ... In grey / green shirt, chequered tie, and matching grey / green and 
... brown brogues ... with small stature, and grey hair and beard ... [and]... 
he was very amiable, and seemed happy to talk

Helen was relaxed, and joked at many points during our conversation, and 
seemed happy to discuss any topic. She was a youngish-fiftyish (she was, in 
fact, 50) and was dressed in a burgundy, woolly, polo-neck, with a long, 
grey Lycra / flannel skirt, black stockings, black, slip-on chunky loafers with 
tassly bits. With short, blackish-grey bobbed hair

Jim, following our initial telephone conversation, was older than I expected 
(although, I thought he was late-30's / early 40's, but was, in fact, 46) and 
seemed quite friendly ... with greying hair and beard, dressed in royal-blue 
button-down - sleeves rolled up, blue (but soberly) patterned tie, stone 
Chino's, and black lace-up shoes, and generally quite 'lean'

What can now be appreciated is that, during each interview, a 'reading' 262 of their 

bodies took place, whereby I set about compiling a list of 'first impressions'. In

emanate: 'approachability', tone and volume of speech, facial expression, 'nervous' movements, 
posture (especially during interview), colour and cut of clothes, choice of footwear, hair-styles, etc. 
262 My reading of the bodies of Wood Valley's middle managers is, of course, a more academic 
understanding of Desmond Morris' 'body language' techniques - made infamous texts 

Manwatching (1977), The Soccer Tribe (1981), Bodywatching (1985) and The Naked Ape (1994) 
were all avidly read, and the contents practised.
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263essence, these impressions amounted to the sum total of the 'aesthetical impact' 

upon meeting these middle managers. Reproducing such an inventory of 

impressions manages to stress the sheer monotony that can be induced upon 

reading such a catalogue of personal characteristics264 . In fact, it is only after 

returning, again and again265 , to such a register of 'bodies' that connections can be 

made between my style of field-note compilation, and the academic literature that 

addresses the 'fragmentation' of the body.

9.3.3: Organisational research and fragmentation of the body

Simply in order to make 'manageable' my visual examination (and the analysis) of 

their bodies, a fragmentation of their form was necessary. In other words, the 

transformation of their bodily whole into that of a multiplicity of 'component 

parts' was required, in order to isolate, and then analyse, as and when, each unit in 

relation to the sum of parts266 . For example, meeting Jim, I made note of his 

hairstyle, his colour of shoes, the cut of his suit, etc267 . As discussed within 

Chapter 5, such a process of fragmenting the body is (according to many feminist- 

derived studies) acknowledged as central to the construction / transformation / 

appropriation of the female form (and, thus, women) within the advertising and 

pornographic industries. Quite simply, fragmentation is the means by which an 

individual is de-personalised and then made culturally 'accessible'. It is of

263 Obviously, such a similar process of cataloguing 'impressions' was entered into when 
attempting to analyse the sites, buildings, offices, etc., of Wood Valley (see 9.1).
264 Monotony, and other characteristics of 'boredom' experienced when in-the-field, or during data 
analysis, were discussed - in greater detail - within Chapter 7.
265 As outlined within Chapter 7, the implementation of the grounded theory process involved, 
quite crucially, an indefinite return to the data in its original form, in order to facilitate the 
formulation of analytical 'pathways' during analysis / write-up.
286 Such a fragmentation is common-place within organisational and managerial literature. For 
example, Mary Spillane's (1993a, 1993b) twin 'how to' texts - Presenting Yourself: A Personal 
Image Guide. .. - are crowded with fragmented images of both male and female bodies: from head- 
and-shoulders shots to close-ups of ears, feet and hands.
267 Any reading of the Body, when in-the-field, is fraught with complications and difficulties. For 
instance, when interviewing Robert., a successful reading of his body enabled me, quite swiftly, to 
deduce that this was a man who was dismissive of superfluous 'chit-chat'; and, as a consequence, I 
advanced the pace of our meeting accordingly: "our meeting was (relatively) brief - at just under 
45 minutes. Indeed, as Robert's method of answering my questions was 'short 'n' sweet' I thought 
better of attempting to stretch out this interview any further!" Although, on one particular occasion, 
when speaking with lan, his awareness of my attempts to read his body brought about an 
awkwardness that, in turn, exaggerated his nervous speech disorder: "Anyhow, we started the 
interview, and it was at that point that I was reminded of how severe lan's stammer was. As I am 
not particularly comfortable with eye contact during formal situations myself (but realise, as a 
researcher, how important this is to instil notions of interest, concern and empathy) I quickly 
realised that my exaggerated efforts to put lan at ease (inane staring, whilst wearing a 'comforting' 
fixed grin - all-the-while waiting, patiently, without prompting, for what seemed like hours - for 
responses to my questions) proved inflammatory to what was already an awkward situation!"
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incredible significance that, in the process of fragmenting and recording of their 

bodily parts I had, in effect, laid them out in a similarly 'accessible' manner268 

(albeit, in this case, for appropriation within my research project). Furthermore, 

my utilisation of such a powerful means of social observation / control / analysis 

demonstrates my (as a male researcher, in-the-field), patriarchal 'ownership' of 

the 'male gaze' - a means of domination normally applied to the female form 

within cinematic representation269 .

9.3.4: Organisational research and the cultural associations of the researcher

As can be appreciated, I was, at all points of the research (data collection, inquiry, 

and 'write-up', etc.) allowed relative autonomy when analysing the bodies of 

Wood Valley's middle managers, simply through my possession of the 'male 

gaze'. For instance, if I now reproduce, once again, my catalogue of body 

fragments - but on this occasion, in full, a version which includes my post- 

interview 'analytical thoughts' (which I have highlighted thus __ ) I am then 

able to demonstrate, on a more practical level, how the 'gaze' grants the 

researcher, within a grounded-theory framework, the benefit of detached 

contemplation:

Paul was perhaps in his late-40's (he was, in fact, 51) balding, and very thin. 
Wearing a nondescript greyish-blue shirt, black jeans and shoes - with a 
navy-black woollen blazer slung over the back of the chair. In retrospect (as 
I have now deemed the second interviewee [Keithl 'headmasterly') Paul 
seemed very TE teacherish!'

I was greeted outside by a bearded man with a "Your early!" ... If we are to 
continue the teacher metaphor. Jeremy resembled your stereotypical '70's 
Liberal version (crossed with a Rainbow-style children's TV presenter): A 
youngish-looking middle-aged man (I was surprised to find he was in his 
early-50's) he possessed a full head of hair and a (neatly trimmed) beard. 
The teacher / presenter fa9ade was emphasised by his dress-sense. From the 
bottom; moulded brown shoes (how Liberal, how '70 's teacherish) black 
trousers, green tweedy jacket, greenish shirt, and blue and green patterned 
tie

268 The application of 'fragmentation' to the male body within Wood Valley adds to the expanding 
literature that examines representation of the male body within contemporary society. For instance, 
the 'accessorising' of male bodily 'fragments' (torso, buttocks, etc.) is increasingly common within 
advertising aimed at male homosocial / homoerotic circles (Simpson, 1994).
269 For Mulvey (1989), to comprehend 'the male gaze' is to understand male power, where male 
'ownership' of the 'gaze' refers to the process of the domination of women through 'looking', and 
their subjugation as 'objects' as a result. In doing so, their worth is reduced to that of merely 
providing themselves as aesthetically-pleasing forms to be displayed for, and observed by, men, at 
a whim.
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What struck me about Robert (and, in fact, all of the others interviewed 
beforehand1) was how ordinary they all seem to be. Let me elaborate here. 
Bv ordinary. I don't mean simply indistinguishable from you or I. I mean 
unbelievably ordinary. In opposition to the managers of. sav. Roper's (1996) 
study of the homosocial organisational environment - where male managers 
are characterised bv individualitv. flambovancv and dynamism - here are 
examples of. what I can only describe as. 'John-Major-|grevness' par 
excellence. In a similar manner to all the others. Robert was dressed (in 
what seemed the obligatory organisational") blue: In glasses, blue shirt, blue 
patterned tie, blue trousers, navy socks and brogues, he was middle 
management conformity personified

[Julie] Like the rest of the interviewers, she was dressed rather ordinarily 
(light-blue turtleneck, navy skirts, black tights and sensible shoes). Really, 
she was very conservatively dressed in a sense, and this aided an impression 
of her being rather stern. (I was surprised to find out she was nearly 50 - she 
gave the impression of being 10 years younger)

Ronnie, like all the others, was dressed in - what I now consider to be - the 
stereotypical 'Wood Valley-style'. In grey / green shirt, chequered tie, and 
matching grey / green and (rather daring, if I might sav) brown brogues. 
Thus, his attire, combined with small stature, and grey hair and beard, 
shouted out 'middle manager'. Although, he was very amiable, and seemed 
happy to talk

Helen was relaxed, and joked at many points during our conversation, and 
seemed happy to discuss any topic. She was a youngish-fiftyish (she was, in 
fact, 50) and was dressed in a burgundy, woolly, polo-neck, with a long, 
grey Lycra / flannel skirt, black stockings, black, slip-on chunky loafers with 
tassly bits. With short, blackish-grey bobbed hair, she looked the epitome of 
vourex-1960's 'elf-like' model

Jim, following our initial telephone conversation, was younger that I 
expected (although, I though he was late-30's / early 40's, but was, in fact, 
46) and seemed friendly ... Jim seemed a little hesitant early on. but quickly 
adopted a relaxed posture (so-much-so. that eventually he had his feet up 
and was 'hugging' himself in that 'touchv-feelv'. liberal-social-worker. 'Yes 
- I understand - carry on ...' kind of way). Indeed, like all the others. Jim 
was like a cross between - horror-of-horrors - a teacher, (he had, in fact, in 
his early 20's. pursued a teacher-training path), and a slightly-less-smug 
Richard Branson. Although, with greying hair and beard, dressed in royal- 
blue button-down - sleeves rolled up, blue (but soberly) patterned tie, stone 
Chino's, and black lace-up shoes, and generally quite lean - it came as no 
surprise that he had once "coached a boy's rugbv team"...'

Following a reading of the above, the entire version of my observations, it is clear 

that I have, via utilisation of the 'gaze', commodified their 'image'. Then, by 

implementing a grounded-theory analysis of their bodies, I was ultimately able to
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indulge my 'analytical imaginations'. Such an imagining is, according to Simpson 

(1994), characteristic of the way in which the female (and, increasingly, male) 

body is perceived of as a medium through which 'fantasy' is encouraged; a site 

where "depersonalization of the model allows the male viewer to substitute any 

face any fantasy he desires" (p. 107). My (highly personal) comparison of Robert's 

dress-sense to that of a "John-Major-greyness" and my comments that Jim's facial 

features resembled "a slightly-less-smug Richard Branson" are both indicative of 

my ability to extend my grounded-theory imagination to its very limit. My 

imaginations of the middle managers of Wood Valley are, like Sampson's, 

'fantasies' but not 'fantastical'. I have not imagined these individuals in any Billy 

Liar-esque way - quite the opposite. I have compared / contrasted their real 

identities of these individuals with the personas of the (arguably) drab and 
mundane270 .

The inherent power alluded through utilisation of the 'gaze' is, in the main, 

dependent upon the exploitation of the weakness of those being gazed upon. 

Within a patriarchal society, and in direct relation with bodily display, the female 

form is imbued with an 'excessive' disposition that promotes it as an object of 

display that is, as a result, perceived of as burdensome within the organisational 

environment. For example, it is acknowledged that women's clothes, unlike 

men's, are designed to be (in the first instance) revealing and, as a consequence, 

bodily excessiveness is thought to be endemic within all female displays of the 

body. Although, excessiveness can be the result of 'accidental' attention being 

drawn to the body; for instance the sight of a bra underneath a blouse, or a skirt 

tucked into knickers, can suddenly transform a professional female form into a site 

of sexuality271 .

270 Perhaps what is significant of this conscious / unconscious process of imagining / fantasising of 
Wood Valley's middle managers is that I view them as the polar opposite of Roper's (1996) 
flamboyant and conspicuous 'yuppy' managers. Indeed, perhaps their deliberate construction of a 
front that emphasises a 'uniformity of sameness' and sameness (see 9.3.7) is so skilful that it 
instigates such an imagining / fantasising without question.
271 Trethewey, (1999), for instance, argues that a female's body is viewed as excessive not only as 
it is readily viewed as a sexualised entity, but that - additionally - it is excessive in ways that a 
man's body can never be, for example, "via pregnancy, menstrual bleeding, [and] emotional 
displays" (Trethewey, 1999:438).
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Either way, excessive bodily displays - and the resultant unwanted scrutiny via the 
male gaze - insist that the organisation is, far from being a sex-less environment, 
an arena of repressed sexuality, where "the modern office worker is bombarded by 
images of sexuality and gender, restated through dress codes and fashion" 
(Bracewell, 2002:312)272. Whilst interviewing the female middle managers of 
Wood Valley I was aware that they, simultaneously (through dress, etc.) both 
disguised and emphasised their sexuality. It is to such a realisation that I now turn.

9.3.5: Ravaged by success? - the body and female middle managers
A considerable amount of feminist-derived literature concerning the body and 
displays of sexuality within the organisational environment draw attention to the 
experience of being a professional woman and the problem of being both feminine 
and business-like; where an open celebration of sexuality is viewed as being 
incompatible with accepted notions of organisational bodily display. For example, 
Julie chose not to deliberately promote her sexuality. Instead, her particular form 
of bodily display was an attempt to reduce perception of her as a sexualised body, 
and - at the same time - promote herself as purely professional:

[Julie] ... was dressed rather ordinarily, (light-blue turtleneck, navy skirt, 
black tights and sensible shoes). Really, she was very conservatively dressed 
in that sense, and this aided an impression of her being rather stern

Here it is important that we understand that the 'gaze' is not solely a purely male 
asset. Those such as Kaplan (1983) argue, instead, that it is practised by both men 
and women273 . This controversial viewpoint is a particularly pertinent issue when 
considering an organisational environment such as Wood Valley, where, arguably, 
many female middle managers appear to have appropriated the more masculine 
managerial styles - and, in doing so, have become 'honorary' holders of the 
'gaze'. Trethewey (1999) insists that as many women increasingly self-monitor

272 For Bracewell (2002), the organisational environment is a potent site of both gender proximity 
and sexual tensions: As "crossed by grids of gaze and fantasy that could be likened to the infra-red 
beams of a complex security system, there is a deeper sense that sexual intrigue within the office is 
shot through with a quality ; at once sordid and pathetic" (p.314).
273 Of course, such a 'revolutionary' notion that it is, in fact, men that are the 'watched' - and 
women are those that are (primarily) preoccupied with 'watching' is borne out in the words of 
Anthony Clare (2001), who insists that it is "in the powerful world of political control and
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themselves (and other women) through such an adoption of the 'gaze', they have 

become conscious of, and obsessed with, their figure, clothing, make-up, etc.; 

whilst, simultaneously, they are distracted from far more fundamental concerns 

such as workplace inequality.

My impression of Julie during our conversation (being "very, very intense and 

defensive" to the extent that I felt challenged "at every given opportunity") can 

now be conceptualised as a woman viewing others through the predatory 'gaze' of 

masculinity. My recognition that "this aided an impression of her being rather 

stern", as a consequence of her adoption of a more masculine persona, is a 

common assumption; for, as Kaplan (1983) makes clear, a woman who is viewed 

to be holder of the 'male gaze' "nearly always loses her traditionally feminine 

characteristics in so doing ... [only to be then deemed] ... cold, driving, 

ambitious, manipulating" (Kaplan, 1983:29).

Certain female middle managers within Wood Valley were clearly individuals 

who strove to fuse their sexuality and their professionalism, through careful 

monitoring, and controlled display, of their bodies. For example, Helen:

was dressed in a burgundy, woolly, polo-neck, with a long, grey Lycra / 

flannel skirt, black stockings, black, slip-on chunky loafers with tassly bits. 

Petite, with short, blackish-grey bobbed hair, she looked the epitome of your 

ex-1960's 'elf-like' model

As opposed to Julie, Helen was able to, with success, put into symmetry her 

professionalism and sexuality through the presentation of hybrid feminine / 

professional managerial image. Despite this achievement, a resultant tension was 

discernible within this fusion. Whilst the female middle managers of Wood Valley 

are indeed able to display their sexuality and professionalism in equal measure, 

there is a danger that - due to the ever-presence of the 'male gaze' - sexuality may 

be acknowledged as their dominant defining feature; and, therefore, their 

professional standing may be undermined accordingly. Therefore, Wood Valley's 

female middle managers, afraid of being organisationally 'de-sexualised', 

recognise that openly feminine bodily display (coupled with an enhanced

economic might that men do the parading and provide the show, and women, for the most part, are 

the spectators" (p.208).
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sexuality) is liberating enactments of self-promotion. Although, on the other hand, 

they recognise that such open displays of femininity may undermine their 

professional / organisational standing and, as with Trethewey's (1999) 

respondents, they "do not want to be perceived as only sexual or too sexual" 

(p.444).

Femininity - for certain female middle managers of Wood Valley - is a means of 

repudiating the overtly masculine managerial styles that have been adopted by 

others within the organisation. Indeed, by fusing an exaggerated femininity with a 

truly professional front they are, in effect, taking part in a deliberate 'non- 

enactment' of masculinity. If there is evidence that the women I spoke to both 

embrace and reject aspects of femininity and masculinity, then what of the men? It 

is such a concern that we now consider.

9.3.6: Fella or fop? - the body and male middle managers

The male middle managers of Wood Valley are in as much of a quandary over the 

problematics of displaying their professionalism / gender as their female 

counterparts. Despite a career history within the 'caring' (thus 'feminine') world 

of Social Services, the men that I met seemed, without doubt, 'in touch' with their 

masculinity. For example, both Paul and Jim displayed obvious signs of 

'manliness', through an adherence to traditionally masculine bodily display:

[Paul] Wearing a nondescript greyish-blue shirt, black jeans and shoes - 
with a navy-black woollen blazer slung over the back of the chair ... seemed 
very'PE teacherish!'

[Jim] was like a cross between ... a teacher (he had, in fact, in his early 20's, 
pursued a 'teacher-training' path) and ... Richard Branson. Although, with 
greying hair and beard, dressed in royal-blue button-down - sleeves rolled 
up, blue (but soberly) patterned tie, stone Chino's, and black lace-up shoes, 
and generally quite lean. As such, it came as no surprise that he had once 
"coached a boy's rugby team"

With Paul appearing, to me, "PE teacherish". and Jim as a "Richard Branson" 

clone, who "had once coached a boy's rugby team", their masculinity - it seems - 

cannot be challenged, as their choice of clothing equated an impression of a 'safe'
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and 'sure' masculine aesthetic / identity274. Jim's wearing of a full beard can be 

viewed, in retrospect, as a means by which certain men (in this case, middle-class, 

non-physical / non-aggressive masculinity) are able to - within the context of a 

confused male world 'in crisis' - verify their maleness, by exaggerating the 

physical 'paraphernalia' of being a man (in this case, facial-hair)275 . Indeed, 

walking the foyers, corridors, and offices of Wood Valley, the sight of a full beard 

was a common spectacle, suggesting that this was the domain of a particular 

masculine culture - that of 'Liberal Man' 276 . For example, upon meeting Jeremy:

I was greeted outside by a bearded man ... [and] If we are to continue the 
'teacher' metaphor, Jeremy resembled your stereotypical '70"s Liberal 
version (crossed with a Rainbow-style children's TV presenter): A 
youngish-looking middle-aged man (I was surprised to find he was in his 
early-50's) he possessed a full head of hair and a (neatly trimmed) beard. 
The teacher / presenter fa§ade was emphasised by his dress-sense. From the 
bottom: moulded brown shoes (how Liberal, how '70's teacherish), black 
trousers, green tweedy jacket, greenish shirt, and blue and green patterned 
tie

It is fair to say that my conception of Jeremy as representative of a public servant 

with a social work background, is, quite clearly, determined by the extent of my 

own 'cultural imagination'. Indeed, here it is vital that we acknowledge that the 

biographical history, and personalised cultural experiences, of the researcher 

inform the findings277 . Although, my recognition of 'distinguishing' features - 

and, in particular, aesthetic commonalties - allowed parallels to be drawn between

274 Although, of course, external image can never truly signify a person's actual gender or 
sexuality.
275 Although, the existence of such a 'paraphernalia' of maleness - in particular, an emphasis of 
facial- and body-hair - is held as proof that the 'Neanderthal' is still amongst us. For instance, Ron 
Bracy, a clinical psychologist, asserts that any excessive display of male hair simply "equates to 
square foreheads and knuckles scraping on the ground" (Bracy, cited in Gilbert, 7th October, 2001).
276 Similar to Leon Hunt's (1998) 1970's masculine types (Old Spice Man, Brut Man, Bitter Man, 
Tobacco Man, Hairspray Man and Safari Suit Man, pp.56-73) an adoption of a grounded theory 
approach has allowed me, within Wood Valley, to recognise that another Hunt-esque type of 
masculinity exists that is specific to Millenium-era Social Services: 'Liberal Man'. Key 
characteristics of this type, such as an overt display of a 'sharing' / 'caring' persona, and a 
tendency to say "yes, I understand", is outlined, more fully, .within 9.3.9, 9.3.10 and 9.4.2.
277 Thus, my imagining of Jeremy can be conceived of as being the by-product of being enrolled at 
a tough, South Wales comprehensive, during the 1970's. There any suggestion that a teacher was a 
'lesser' man (i.e. softly-spoken, non-aggressive, etc.) would result in his relentless ridicule from 
male pupils. Therefore, such a biography has ensured that even my current analytical tendencies 
are, very much, conditioned by my previous (in this case 'educational') experiences. Therefore, as 
such biographically-informed notions1 can never be truly severed. They should be utilised - but an 
awareness of their limitations should then ensure that further analytical thoughts serve to distance 
the researcher as far as possible from such base cultural parallels.
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the particular form of masculinity as paraded by these male middle managers, and 

adherence to organisational conformity.

9.3.7: Bodily display and organisational conformity
Considering the male bodies on displays within Wood Valley, a common 

denominator - what I have termed a 'uniformity of sameness' 278 - confronted me:

What struck me about Robert (and, in fact, all of the others interviewed 
beforehand) was how ordinary they all seem to be ... In opposition to the 
extrovert managers focused upon within the management literature (for 
instance, McDowell and Court 1994 and Roper 1997) ... here are examples 
of managers who are characterised by their 'John-Major-greyness'. Indeed, 
in a similar manner to all the others, Robert was dressed (in what seemed the 
obligatory organisational) blue: In glasses, blue shirt, blue patterned tie, blue 
trousers, navy socks and brogues - and, as such, he was middle management 
conformity personified

Similarly:

Ronnie, like all the others, was dressed in - what I now consider to be - the 
stereotypical 'Wood Valley-look'. In grey / green shirt, chequered tie, and 
matching grey / green and (rather daring, if I might say) brown brogues. 
Thus, his attire, combined with small stature, and grey hair and beard, 
shouted out 'middle manager'

I began to contemplate the notion that these individuals - far from attempting to 

advance themselves as organisationally distinctive - they actually revelled in their 

very anonymity. Perhaps the pursuit of such conformity can be thought of as a 

means by which Wood Valley's "anxious middle" (Walden, 2001:86-88) deal 

with subjective uncertainty at a time of organisational instability and insecurity. I 

wondered whether or not their 'ordinariness' was, quite simply, yet another 

organisational coping strategy in operation - as, perhaps, the almost total 

disinterest that the middle managers of Wood Valley showed towards aesthetic

278Without being overtly-critical, it is fair to say that the middle managers of Wood Valley were, in 
terms of appearance, not 'cool'. Although, in a discussion on the 1950's nurturing of a Marion 
Brando or James Dean 'look of attitude', the organisationally-uniform male professional in a suit - 
it is generally agreed - was an antithesis to 'cool': " Such a concern with appearance felt quite 
revolutionary in the '50s precisely because it was so deeply at odds with the prevailing work ethic, 
which emphasized self improvement, sobriety and a self-denying sartorial anonymous that you 
would 'blend in' and look like a 'regular guy'" (Fountain and Robins, 2000:114). In a time of 
organisational change, where 'difference' may signal an individual out as a potential target of 
downsizing, then the middle managers of Wood Valley would, I am sure, prefer to be 
indistinguishable from all the other white-collar workers rather than stylistically separate 
themselves as broody, pouting, local authority rebels.
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competition was demonstrative of their complacent attitude to their relative job 

security. Perhaps for the middle managers of Wood Valley, instead of the adoption 

of the 'fly-by-night' image of the new breed of manager, their career longevity 

was reflected in their reverence of an 'oblivious-to-trends' dress-code. As Rosslyn 

Reed (1996) suggests, the 'pin-striped' administrative manager has, historically, 

advanced his public 'face-lessness' through anonymity and uniformity279. 

Although, conformity can be interpreted as a sign of contentment with the status 

quo and, as such, we will now consider the appearance of the male middle 

managers of Wood Valley as a manifestation of organisational "willing 

compliance" (Gleeson and Shain, 1999).

9.3.8: Bodily conformity - evidence of willing compliance?
During a time of structural change within an organisation, there will be those who 

embrace the new corporate discourse with vigour - as they perceive such a period 

of transition as a means of achieving promotion or potentially improving their 

career prospects. Gleeson and Shain (1999) argue that when managers eagerly 

adopt the dominant culture, the most obvious characteristic of, what they term, 

"willing compliance" having been entered into is when managers wear, without 

question, the corporate style of dress280 . Thus, quite simply, Wood Valley's 

invariable display of an organisational 'uniform of sameness' by its middle 

managers can, arguably, be recognised as yet another example of "willing 

compliance". On the other hand, their obvious rejection of the most revered of 

organisational uniform - the suit - is, perhaps, more characteristic of their rebuff 

of the constrictive masculine ethos of the workplace281 . The predominant look 

adopted by these middle managers, what I have labelled 'Wood Valley-non-style', 

was one of a more relaxed shirt / tie / trousers combination - which, in effect, 

replaced the more organisationally-common (and more restrictive) double- or

279 Wood Valley's middle management revelling in anonymity, uniformity and conformity - within 
the context of public perception of them as 'faceless' - has, of course, been instrumental in 
bringing about a wider perception of them as the 'bureaucratic Other' (as discussed within 9.2.9 
and 9.2.10).
280 For example, one of Gleeson and Shain's interviewee's (who had started his career in FE as 
both a lecturer and a union member) graphically described his transition from the ranks to that of 
middle management through sartorial change, where he "opened a Burton's account...and started 
wearing a suit" (1999:476).
281 After all, it is agreed by many - from the hedonistic 'Lads' who flick through Loaded (Stubbs, 
1998/99:86) to foppish advocates of 'bespoke' tailoring who read The Guardian (Johnson, 24th 
November, 2001) that the suit is an all-empowering aesthetic in the eyes of men - and, as such, 
reflects an adherence to, and respect for, patriarchal norms.
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single-breasted suit. Perhaps lan, with his "navy-black woollen blazer slung 

nonchalantly over the back of the chair" epitomised this far more relaxed attitude 

to both bodily display and accepted organisational values.

Despite such weighty evidence to support the notion of a Wood Valley middle 

management 'culture of conformity', I would not suggest that individuality did not 

manifest itself in any form. On the contrary, I also acknowledged that there is a 

certain amount of self-expression through somewhat restrained 'presentations of 

the self. For example, lan (despite wearing, in the main, a version of the 'Wood 

Valley-non-style') displayed, in his restrained manner, his individuality:

Although, lan, on the whole, still wore the obligatory drab organisational 
uniform (only, this time, in a green variation: greenish shirt, green 
chequered tie, greenish-grey trousers and brown brogues) he did display 
some examples of individualism - in particular, through an addition of 
signet rings and an expensive watch. Indeed, coupled with his healthy tan 
(as he admitted that he cherished the twice-yearly foreign holidays) these 
accessories - spoke volumes about his attitude to his middle-class status. (In 
fact, he commented on the 'trappings' of suburbia with pride - especially, 
'the house', 'the holidays', 'the two cars', etc.). As a consequence, many 
times during our conversation, I was reminded - by lan's general demeanour 
- of a Welsh version of a 'wide-awake' Cockney Del Boy

The mere cut and quality of lan's clothing, combined with an abundance of 

jewellery, suggested a personal sense of, if not flamboyance, a 'restrained 

individuality'. (In doing so, of course, lan proves himself as the antithesis of 

Bourdieu's (1979) notion of middle-class 'thriftness' 282).

282 lan, in his open display of middle-class wealth, is, I would insist, a contemporary counter to 
Bourdieu's class-based analysis of consumer attitudes, as outlined in his text Distinction: A Social 
Critique of the Judgement of Taste (1979). Indeed, as is to be expected of a tome first published at 
the tail-end of the '70's, a somewhat outdated worldview is forwarded. As, within, Bourdieu claims 
that the working-class may be defined by their 'working' (read 'scruffy') appearance - whilst the 
middle-classes are solely defined by their adherence to a code of 'thriftness'. Indeed, I would insist 
that, today, certain members of the lower-middle-class and upper-working-class are characterised 
by their attempts (through consumption) at distancing themselves from the (relative) poverty of 
their 'previous' lower-working-class lives. Thus, regarding Bourdieu's hegemonic notion of 'taste' 
- where an individual's inclination to consume is directly related to their shared sense of 'habitus' 
(social / cultural mini-collectives who share perception and appreciation, itself defined as 'taste') it 
is no longer appropriate as an allowance for 'consumer agency', where the range of 'taste options' 
transcends class divides. Indeed, as Paul Willis (1990) observes, "[n]o doubt the larger context 
matters ... But so do people, and their own sensuous practices with their own productions at their 
own level - including fun, joy, meaning-making" (p. 157). This, in relation to the construction of 
Wood Valley's middle management, class-based, identity is discussed further in 9.2.
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We must now contemplate the actual forms that the gender(s) of the middle 

managers of Wood Valley take: with women that either combine a challenging 

masculine front with that of a severe organisational front or fuse their overt 

sexuality with a professional bodily image; and men that attempt to, on one hand, 

flaunt their Liberal masculinity, whilst others revel in their uniformity of sameness 

- then an attempt to make sense of these multiple, and confusing, gender displays 

must be pursued.

9.3.9: The hybrid, male / female middle manager - a third gender?

It is vital to acknowledge here that any recognition of a potential middle 

management metamorphosis within Wood Valley are related, directly, to the 

transformations within organisations, management and wider society itself. Such 

transformations are discussed in detail within Section 1, but, suffice to say, that 

with regards the crises of middle management and masculinity - such as the 

emergence of a hybrid male / female (masc. / fem.) managerial type - can be 

perceived of as yet another example of the efforts to challenge the traditional 

masculine order.

Any suggestion that the sighting of more feminine traits among a particular 

grouping of male managers, with its accompanying detrimental implications for 

management and masculinity, is a new phenomenon, is misleading. Even as early 

as the mid-1970's the spectacle of a feminised middle manager grouping was, for 

many, already a reality - and, for some, their ever-growing presence was a 

personification of the twin demise of British masculinity and British management. 

For example, Mant, in his text The Rise and Fait of the British Manager (1977) 

linked the tendency for managers, during the 1970's (at a time of perceived 

national decline) to resign themselves to merely 'existing' (as opposed to 

'flourishing') was evidence enough, for him, that such a rise of a female / male 

manager was endemic of a wider, post-Empire, social and cultural malaise.

Any current acknowledgment that a 'new breed' of masculine / feminine managers 

is to be found within Wood Valley - a 'hybrid' that is an accomplished 

combination of the more traditional characteristics of a 'macho' manager, with the 

'softer', more feminine traits of a manager adept in 'people skills' - is, then, 

evidence of the ongoing crises of men and middle management. It is also essential
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that we appreciate that, for many middle managers within Wood Valley, 

experiencing the onset of these crises (as, perhaps, directly resulting from their 

attempts to merge male / female attributes within one managerial style) its effects 

can be detected in a multitude of ways. Although - usually - they tend to manifest 

themselves in the form of a very personalised 'identity crisis' where, as one's male 

and female sides are somewhat incompatible, an inherent operational tension 

arises. Paul admitted that his current, managerial (male) self, and former, social 

worker (female) self still co-exist - but as if caught within the standoff of an 

uneasy subjective truce:

I've been doing social work for the past thirty years, and so you do offer a 
counseling service - a 'supportive service' - to anybody and everybody. So 
my first response would be to support, to look at what that problem was. 
But, that's a Social Worker's response. I'm a Social Worker first, and a 
manager second. Sometimes I found that a difficult step to take. Certainly, 
when 'managing the team', the two roles don't always dovetail together

Furthermore, such a new male / female hybrid manager is viewed (within the 

organisational environment in general - and by the 'old order' in particular) as 

self-centred and self-absorbed and, thus, are deemed to have shunned patriarchal 

and corporate loyalty altogether. Instead, this new breed of manager has a 

tendency to pursue a fast-track career, whilst tackling all manner of trouble 

shooting assignments across a plethora of organisational sites. This new breed of 

fire-fighting manager - so-called "interim managers" (Terry, 31 st March 2002:14) 

- are highly desirable during a time of tumultuous organisational change.

Within Wood Valley, perhaps a key characteristic of this hybrid male / female 

(masc. / fern.) middle manager is 'adaptability'; where loyalty to a particular site is 

no longer a requisite - but, instead, an ability to leap from site-to-site, dealing 

with some localised problem, only to then disappear into the organisational night 

(as if they were some form of corporate S.A.S) is a far more compatible skill 

within today's workplace. Paul, for example, prided himself in the fact that he was 

very much conducting the role of what can be thought of as an 'interim middle 

manager':

What I'm looking to do is put a team of Service Managers together to 
operate an 'aftercare' service ... I've got three, probably four, members of 
the team [in mind]...[and I am just] beginning to recruit them from within

264



current staff. There's a need to recruit additional staff, you know? Within a 
year- eighteen-months, I hope to have a team of eight people together ... It's 
lonely 'cos I've worked within a team of ten people for twelve years, and 
here I am, the only member of a current team: There's nobody around me to 
share a ball with! ... I see this as being a five- ten-year job which will take 
me close to sixty and that will be "Thank you very much!"

Paul's post is - if not a true interim position, one which is still of a temporally 

limited nature - lasting only until his retirement. Perhaps the characteristic that 

would insist that this role is truly an interim one is (considering Paul's words that 

his new role is imbued with a sense of isolation - as "It's lonely" and "there's 

nobody around me to share a ball with") is 'alienation'. In comparison with his 

previous roles, this is - for Paul - an incredibly alienating experience, where his 

longing for (of course, male) companionship is clearly evident. It could be argued 

that Paul is currently lacking a sense of true identity, through the denial of 

patriarchal affiliation. It is such a lack of affiliation that is, arguably, at the heart of 

the rises of middle management and masculinity - where an inability to 

communicate effectively is an immense contributory factor. So, it is to an 

examination of the lack of true communication within the lives of Wood Valley's 

middle managers that we now turn.

9.4: LOCATION OF ENACTMENT (4) - DYSFUNCTIONAL 

COMMUNICATION

Ahead of our examination of middle management and dysfunctional 

communication within the context of Wood Valley, it is perhaps helpful that we 

here acknowledge that communication, primarily in the form of speech and 

conversation, has a tendency to accentuate all of the gender enactments that are 

deemed to take place within the organisation. To suggest that a dysfunctional form 

of communication be in place is not to propose that however dysfunctional it may 

be that it does not perform, if only in a somewhat tangential manner, some 

function of sorts. Despite the fact that this is, in reality, a discussion on the misuse 

of speech, conversation and language within Wood Valley, its very misuse - I 

would insist - provides a buttress for the reproduction of a masculine hegemony. 

As a location of enactment, dysfunctional communication can be thought of as the
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least 'solid' of all: in that, rather than overlapping, it seeps into, and then saturates 

all the other locations of enactment.

9.4.1: Biting their tongues? - being the bureaucratic other and being unable 

to communicate with the community

Perhaps the major linguistic characteristic within Wood Valley, that is also a 

social / cultural phenomenon that can, potentially, both unite and divide a 

populace, is regional accent. Indeed, following regional devolution - and the 

recently enhanced cultural promotion of Wales as a whole, through popular music, 

film and literature, a recent revival of Wood Valley as an "imagined community" 

(Anderson, 1991)283 has, as a consequence, succeeded in highlighting the 

conspicuous nature of 'the Other' 284 within the villages and towns of the region. 

With a rise in the number of racially motivated attacks throughout the area, local 

notions of difference can be considered, very much, the current major barometer 

of social and cultural inclusion-exclusion. We must now appreciate how the 

middle managers of Wood Valley are, bearing in mind that they are - in the main 

- increasingly viewed as the 'bureaucratic Other', linguistically differentiated 

within the community.

Many of the Wood Valley middle managers that I spoke to, by their own 

admission, 'born 'n' bred' within the area; raised within working-class families 

they gained academic and professional qualifications and, as a result, have 

simultaneously risen through the organisational and social hierarchy. Thus, to all- 

intents-and-purposes, many of the middle managers of Wood Valley (like some 

grey-suited Tom Jones) could be considered 'locals' who have 'made good'. Thus, 

as academically trained, middle-class professionals working and living within 

(what is primarily) a staunchly working-class region, the middle managers of

283 Wales, since devolution has, perhaps, magically 're-imagined' itself as an ancient-yet- 
progressive 'region' on the periphery of a 'Europe of regions' (Nugent, 1995). I have used the term 
're-imagined' (as opposed to Anderson's original of 'imagined') in an attempt to capture the post- 
modem dimension to Welsh nationalism of the new Millennium, where - arguably - popular 
culture has been afforded an even more prominent role than previously credited. Indeed, 
contemporary re-imagination involves - crucially - a fusion of the traditional (for example, Celtic 
iconography) with the modern, such as the promotion of a local music 'scene'). For instance, in the 
initial instalment of the pro-Wales magazine One Wales (09/01) Rhodri Morgan announced: 
"Wales is [now] more visible than it has been for many centuries and our identity has been 
regained. We still have to live with the stereotypes of the past - the coal mines, castles, rugby and 
sheep - but we are now creating a new updated identity for ourselves" (p.6).
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Wood Valley actually live in (relative) close proximity to those from the lower 

end of the social stratum. It can be recognised that many of these middle managers 

are in day-to-day contact, and even socialise, with those that can be considered - 

in relation to their privileged position within the community - the socially, 

culturally and linguistically 'different'.

In fact, what primarily singles them out as to have undertaken this social and 

cultural odyssey is, characteristically, their speech. Despite maintaining strong 

localised accents, their now expanded lexiconic range resulted in their speech 

sounding (to the locals) 'posh'. Thus, in a locality where coffee - as I recorded 

within my field notes (whilst partaking in the local Welsh-Italian 'frothy' variety) 

pronounced "kar-pew-chee-nooo", a tendency to talk in a 'long-winded' manner 

is, very often, a source of ridicule and, on occasions, even irritation.

A potential clash of localised ideologies is very much an inevitable consequence 

of this close proximity of diametrically opposed class interests. Thus, during 

conversations - on the street, in the supermarket, in the pub - the managers of 

Wood Valley may opt for the linguistic option of "biting one's tongue" (Gough, 

2001). This option is, in reality, unavoidable when the somewhat more liberal 

views of Wood Valley's middle managers may, on occasions, contradict the more 

'accepted' opinions that are ingrained within the local consciousness. In a scenario 

where personal views may readily be contradicted or scorned, a policy of 'keeping 

quiet' is, for the middle managers of Wood Valley, a far more accommodating 

decision.

In conversation with the middle managers of Wood Valley it became glaringly 

obvious that social mobility was, in reality, not only a consequence of their 

educational achievements and career advances. Additionally, social mobility was 

advanced by other cultural nuances that, even at a very early age, singled them out 

as different. Furthermore, it is vital that we acknowledge the centrality of language 

within this process of socialising - in particular, the embryonic cultivation of an 

immense linguistic range during their formative years. Upon asking Robert "In

284 The Other - and, in specific relation to Wood Valley's middle managers, the 'bureaucratic 
Other' - was discussed more fully in 9.2.9 and 9.2.10.
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what ways do you think that your career progression has been mirrored by your 

sense of social mobility?":

[Robert, frowning, deep in thought, eventually says, in an adamant fashion] 
No. It was more shaped by the fact that I went to a grammar school, and then 
was, like, the best in the top 'stream', expected to go to university ... So that 
was, if anything, more a socialising factor, not this job - in that sense, my 
work experience ... if you look at the socialising of culture; cultural factors 
- it's the fact that I speak Welsh and French that has greater bearing, if you 
like, on my social mobility, in that sense, right?: In terms of, erm?, [Robert 
thinks] the 'social melee' - if you think in the terms of change in social 
status. No, I don't think - since I started as a social worker - that I feel any 
different in social status now as I did then - which was shaped by four years 
in higher education

For the middle managers of Wood Valley possession of a local accent, combined 

with a wide lexical range, simultaneously denotes them as 'part of and 'different 

to' the majority of those that reside within the community. For those socially and 

economically deprived individuals who occasionally come into professional 

contact with these middle managers, language and accent is, ironically, a barrier 

that prevents true communication. In many respects, to be confronted by an 

official who offers nothing but 'explanations' (and other forms of verbal 

bureaucracy) understandably incites preconceived notions that here is a 'pen- 

pusher' who really 'doesn't know what it's like' and, therefore, simply 'don't 

understand'. For an eighteen-year-old single-parent, who is told to by a 'stuck-up' 

receptionist that they have to 'take a seat, and wait here' and is silently informed 

by signs that this area and that area are "PRIVATE" and where there is "NO 

ENTRY" but to "AUTHORISED PERSONNEL ONLY"285 , then it is no surprise 

that both the middle managers of Wood Valley and the public are involved in an 

antagonistic deadlock that centres around linguistic incomprehension.

It can now be understood that the middle managers of Wood Valley are not only 

highlighted as 'the Other' by a multitude of differences inherent within 

organisationally-enhanced bodily display - but, in a multitude of instances, due to 

their self-promotion of an exaggerated language that echoes the emotionless

285 The links between linguistic signs, managerial utilisation of space, and imposition of 
organisational power have been explored, in great detail, within 9.1.
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essence of their bureaucratic employer286 . In many ways this is only to be 

expected, as Marwick (1996) asserts that, historically:

Managers in Britain are often distinguished most by their clothes, accents, 
and manners; since these are their main qualifications, they go out of their 
way to stress them (p.215) 287 .

What is also significant here - especially considering the way in which the speech 

of the middle managers of Wood Valley (though accent) includes and (through 

linguistic range) excludes - is the notion that they are, in societal terms, 

'nowhere'. Despite living within, and working with, the community, they are - at 

once - part of, and alienated from, the community. As Hoggart (1957) claimed, 

even as early as the 1950's, a sense of existential 'uprootedness' characterised the 

(then newly) affluent 'working-class-made-good', where:

he is ashamed of his origins; he has learned to 'turn up his nose', to be a bit 
superior about much in working-class manners. He is often not at ease about 
his own physical appearance which speaks too clearly of his birth; he feels 
uncertain or angry inside when he realizes that that, and a hundred habits of 
speech and manners, can 'give him away' daily ... If he tries to be 'pally' 
with working-class people, to show that he is one of them, they 'smell it a 
mile off (p.301).

Such a (linguistic-orientated) sense of isolation is, it has to be admitted, related to 

a wider, gender-based manifestation of communicational dysfunction: that of 

men's inability to talk, freely, with other men - and it is to such a discussion that 

we now turn.

9.4.2: Emotional suppression and linguistic restraint - men's inability to talk
Considering the mass of literature that discusses men's inability to express their 

emotions and talk about the way 'they feel' 288 , I entered Wood Valley in 

anticipation. I imagined that, here, I would be told, by its middle managers, quite 

categorically, that this was an environment in which the more expressive aspects 

of the workplace ('confiding', 'listening', 'support', etc.) would be advocated. As, 

after all, Wood Valley was a division of a Social Services Department in which

286 Nira Yuval-Davis (1997) provides an excellent account of how 'the Other' can be differentiated 
through a multitude of social and cultural characteristics - including speech and accent (p.46-51).
287 Clothes, manners, and other manifestations of the displays of the body - in relation to 
'enactment of masculinity' - was, of course, a major consideration within 9.3.
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the fundamental principle of caring for people was promoted both inside and 

outside of its walls - and, as a result, an emphasis upon a considered and 

compassionate use of language should, certainly, be valorised by its employees 

and management. For me, Wood Valley as a people-orientated organisation - an 

organisation in which everyone's door, I assumed, was 'always be open', where 

all problems would be 'always be shared' - I had hoped that it would epitomise 

effective communication par excellence. On the contrary (as expressed throughout 

the majority of my interviews) the opposite proved to be the case; with - as 

outlined within Section 1 - "emotional suppression" and "linguistic restraint" 

(Gough, 2001) were judged to be in evidence within Wood Valley to the extent 

that they are elsewhere. As Keith rather starkly explained:

Some people within this organisation sometimes are taken aback at how 
insensitive we are as an organisation - and how uncaring we are. It's this 
idea where we are all social workers, and there's always an expectation that 
people will be sensitive and caring. And I don't think that - as an 
organisation - we're any different. There are a lot of organisations, within 
the private sector, that are at least as sympathetic to their staff - if not a lot 
more!289

Despite Wood Valley nurturing an idealised, pro-caring, organisational fagade, 

masculine emotional / communicational traits are deemed, upon investigation, to 

predominate. Despite the existence of an empathetic framework, there is - 

arguably - a 'macho' organisational culture in place which ensures compliance 

with the 'non-communicational' status quo.

Furthermore, even the very nature of Keith's work reproduces the ideal conditions 

required in order for Wood Valley's dysfunctional communication system to 

thrive. As Keith deals with children and young adults that have, in many cases, 

been subjected to mental and physical abuse, he feels unable (or, perhaps, more 

accurately, unwilling) to verbalise his thoughts, feelings and emotions. For 

example, each evening, when Keith 'unwinds', he is - even whilst talking with his 

wife - resolutely enforcing Wood Valley's restraint on emotional expression:

288 In particular Brendan Gough's (2001) illuminatory study.
289 Taking into account this statement (along with Keith's earlier words that discuss the need for 
'secrecy' within Wood Valley - see 9.2.3) it can now be appreciated that despite momentary lapses 
of 'openness' (for example, when Keith felt - rather mistakenly - that he could talk, in confidence, 
to a colleague) there is a recognition that 'displays of emotion' have no real place within Wood 
Valley.
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I'm careful, sometimes, not to give out too much, really. It's not good for me 
to dwell on it, and it's certainly not good to, to give too much for her to deal 
with

For the middle managers of Wood Valley, such as Keith, the existence of 

'emotional suppression' and 'linguistic restraint' can be recognised as signifying 

the presence of a pro-masculine hegemony at work. Such hegemony is based upon 

the maintenance of a dysfunctional communication system, that - in turn - 

encourages the removal of any tendency towards expressions of empathy from the 

workplace290 . It is vital that we acknowledge that the continuation of such a 

hegemony / dysfunctional system is, very much, reliant upon the subordination of 

more feminine forms of communication (those such as a deliberate restraint from 

'interrupting' 291 ). What is considered next is the way in which the presence of 

argumentative / aggressive speech within the context of Wood Valley, indicates 

the presence of a 'macho' organisational culture.

9.4.3: Conversation within Wood Valley - fighting talk or pacifist 

whispering?
The extent to which masculine-orientated language proliferates within 

management and organisational texts hardly needs emphasis292 . Although, here I 

aim to illustrate whether an 'aggressive' (or, thus, truly masculine) conversational 

style predominates within Wood Valley's middle management discourse.

In general, the conversational style of the middle managers of Wood Valley 

tended to reflect their positioning within the caring profession. For many appeared 

genuinely interested whilst listening to my questions intently - nodding in all the 

right places - before answering my queries in an extremely articulate and 

confident manner. In fact, when chatting with these middle managers it was as if

290 Although, despite the dominant nature of such an anti-expressive hegemony, there is some 
evidence to suggest that some of the middle managers of Wood Valley strive to promote a more 
inclusive - although perhaps a less formal - effective communicational system (see the debate on 
'individuality' and utilisation of office space, 9.1.8).
291 An account of the differences between male and female conversation - with a focus upon the 
gendered nature of 'interruption' - forms the basis of Deborah Tannen's excellent (and accessible) 
text You Just Don't Understand: Women and Men in Conversation (1992).
292 For example, Mant (1977) graphically defended the twin acts of (what were to become known 
as) 'downsizing' and 'delayering' using an extremely sexist euphemism: "In lean times, you shed 
fat all over the body corporate and, as any dieting woman knows, it often comes off first in the 
wrong places" (Mant, 1977:52-53).

271



their 'thoughtful' vocal tone and 'sympathetic' body posture, which, in turn, 

suggested an almost 'natural' inclination towards public empathy, beguiled me. 

For example, here is a passage from my field-notes following my conversation 

with Jim:

Jim quickly adopted a relaxed posture; so-much-so, that eventually he had 
his feet up, and was hugging himself in that 'touchy-feely', liberal-social- 
worker, kind of way. And, throughout the interview, exuded that 'yes - I 
understand - carry on' encouragement that facilitated my flow of 
questioning. Indeed, I was unconsciously egged on by his constant "uh- 
huh's" and "yeah's" that were injected by him, in all the right places, 
throughout our conversation

As Wood Valley is part of a national service-providing network of local authority 

organisations, an awareness of the 'sharing' / 'caring' persona of its middle 

managers is an expected observation. Likewise, it is equally easy to appreciate that 

those from outside of Wood Valley would view them as, certainly 'different' to 

other managers, say, in the private sector - if not to perceive them, abhorrently, as 

'lesser managers'. A possible worst-case scenario would involve a perspective 

where the middle managers of Wood Valley are viewed by those within the 

organisation who totally devalue a more feminine approach to management as 

incompetent managers, incapable of managing others. Indeed, as the middle 

managers themselves (but, most probably, not the organisation) appreciate the 

need for more feminine skills such as empathy and understanding as key to a 

managers effectiveness) such a negative view of them may already exist. Such a 

negative view is exacerbated by a widespread bias (against those that embrace 

feminine forms of communication and management) that allows some to assume 

that such managers "are not effective in leading others" (Wood, 1994:273)293 .

As previously considered within Chapter 6, there is a whole swathe of literature 

that suggests that not only are organisations guilty of resisting any attempts to 

incorporate more feminine discourses within the workplace, but also - through the 

promotion of a testosterone-imbued, managerial, 'fighting talk' - they

293 Of course, this reality where women (and, perhaps more crucially) men that openly embrace 
female traits are not taken seriously is a common complaint. Although, as Graddol and Swann 
(1989) remind us, perhaps the most prevailing method of maintaining the patriarchal status quo is 
the daily encouragement of both men and women to ridicule and trivialise everything that can be 
culturally associated with women.
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simultaneously serve to, ultimately, reproduce an aggressive patriarchal society. It 

should come as no surprise that military-derived terminology abounds within 

Wood Valley; as, whilst talking with Keith, a pseudo-militaristic style of talking 

became apparent:

Keith, for instance, mentioned that his role - as a Wood Valley middle 
manager "straddles operational and strategic" and admitted that earlier that 
week he had "spent a whole day on a strategic management exercise". As 
such, I got the impression that, for Keith, organisational life within Wood 
Valley was very much a masculine one, full of daily military-styled 
'planning' and risk-inducing 'calculated decisions'

Likewise, my 5th interviewee, lan, made constant reference to Wood Valley 

through the use of a creolised organisational / military language:

lan had even made reference to the lack of communication between those at 
the top and those at the bottom, claiming that senior management "really 
don't know what's happening on the front line" Indeed, it was his very 
reference to such a 'breakdown of communications' (leading to such a lack 
of knowledge of what's happening "on the front line") which begs the 
analysis of Wood Valley - and, specifically, the use of militaristic language 
by its middle managers - as military analogy... )294

Although, as if to counteract the negative effects of an organisation's 

dysfunctional communication system, the middle managers of Wood Valley enter 

into a dialogue with themselves - in the form of 'reflexivity'. Such moments of 

reflexivity allows them to, in turn, transcend a stagnant communication system 

and instigate meaningful interactions with others - thus, ultimately, positively 

affecting their future actions. For Cunliffe (2001), the resultant innovative modes 

of sense-making are - critically - conversationally inspired, split-seconds, that 

have the potential of refining future face-to-face interactions. Jim, actually 

commented, during interview:

I'm not a great reflector, or, I wouldn't necessarily say I'm not a 'thinker', 
because I am - but I'm more of an action person, one who wants to get 
things done

294 Both organisational and socio-linguistic parallel the workplace management hierarchy and 
military command structures. Indeed, Julia Wood (1994) perceives a particularly striking 
similitude between the communication system of each, where "within the military, for instance, 
communication practices rigidly follow a hierarchy" (p.278).
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Many so-called 'non-reflexive' managers may plead that they are the epitome of 'a 

doer', and not "a 'thinker'"; but - of course - such a very moment of 'reflecting' 

betrays the truth that they are, indeed, 'reflexive'. For Jim, a few moments later 

after his insistence, contemplated that our conversation was having a perceptible 

reflexive effect upon him:

I know that I said earlier that I'm not a reflexive type of guy, but, having 
said what I've just said, I can appreciate that / am reflecting now - and have 
done, in the past, on occasions

Within the context of enacting masculinity, the prevalence of 'impulsive' 

managerial behaviour suggests that a 'macho' organisational culture is dominant; 

whereas such an underlying tendency towards reflexivity - whether conscious, or 

not - should be acknowledged as recognising the presence of more feminine 

middle management discourses in operation within Wood Valley.

Even some of the female middle managers I spoke to proved to have adopted an 

aggressive (and, thus, masculine) means of communicating during conversation295 . 

For example, interviewing Julie I was conscious of facing an intimidating woman 

who was, whilst not being physically aggressive, was - instead - verbally 

challenging:

On the whole, this was a fucking tough one! I feel, (and this is being written 
just after conducting it), as if - throughout the entire interview - that I've 
'been dragged over the coals!' as Julie was (in equal parts) very, very intense 
and defensive. Indeed, she was at various stages puzzled, confused or just 
plain annoyed by some of my questioning - and, as a consequence, 
challenged me at every given opportunity. For example, when asking about 
the 'significance' of my query concerning 'personal support' she curtly 
stated that she "didn't like the way that these questions 'were going'" As 
such, I spent my interactive efforts - on quite a few occasions - clarifying 
and, thus, verbally justifying, some of my questions. (Although, I felt that, 
admirably, I had achieved this!)

What is of further relevance here is a consideration of my reaction to Julie's 

adoption of a 'male' management persona296 . My reaction was exemplary of the

295 This consideration of the female middle managers of Wood Valley adopting a masculine 
conversational form relates directly to their related adoption of a male bodily display (as discussed 
within 9.3.5.
296 Of course, what is of most significance within this field-note is my response to Julie's defensive 
/ aggressive conversational style Firstly, my surprise at her 'unexpected' enactment of a masculine 
persona was, in retrospect, solely based upon my preconceptions formulated prior to entering
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way in which both men and women are judged differentially for enacting the same 

conversational styles within organisations; for, as Julia Wood (1994) reminds us, 

women who openly embrace instrumental (or, more commonly, masculine) forms 

of communication - in other words, a man's way of talking, they are, quite simply, 

"branded "iron maidens""(p.275).

9.5: LOCATION OF ENACTMENT (5) - A TRIPTYCH OF CRISES

Throughout Chapter 9 I have attempted to convey the experiences, views and 

concerns that preoccupy some of today's middle managers of Wood Valley. Also

- expanding upon my in-the-field impressions, views and thoughts -1 have striven 

to provide analytical and conceptual explanations for their deeds and actions. 

Considering the relationship between the micro and the macro, I tell their story in 

relation to the 'big picture'. In many respects, it is at the level of the interviewable

- at a point where the smallest detail can be made observable - that my study was 

focused. For many, it is at the level of the one-to-one - the face-to-face - that 

sense-making starts. So, when attempting to relate my findings to wider issues, 

such as the social and cultural crises that affect us all, where better to start than the 

individual. As far as this thesis is concerned, the middle managers of Wood Valley 

are - currently - subjected to three interlinked crises in particular: The crises of 

masculinity, middle management and Children's Services - and it is this triptych 

of crises that we will now examine.

9.5.1: Men and middle managers - a crisis within a crisis?
It is important that we acknowledge that any form of crisis tends to be experienced 

at the micro level. For, as Faludi (1999) comments, the contemporary crisis of 

masculinity is - almost always - experienced as a solitary conflict with an 

amorphous enemy, where "each man is expected to dramatize his own struggle by 

himself, to confront arbitrarily designated enemies in a staged fight - a fight 

separated from society the way a boxing ring is roped off from the crowd" (Faludi, 

1999:15). Thus, first of all, I would insist that whatever the crisis, or crises,

Wood Valley. Indeed, such assumptions and generalisations - on behalf of the researcher - are 
mirrored throughout many studies of organisations and management. Also, the passage is 
illuminating in that it gives an insight into the mind of a male researcher when 'in the field', where, 
it is obvious, that - on this particular occasion - I succumbed to my 'male intuitions', and 
attempted to 'defend' my 'territory' (my questions) in an overtly masculine way.
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experienced by the middle manager of Wood Valley, it is a highly personal 

encounter where isolation and loneliness are central features: In essence, they can 

be conceived as alienating 'micro-crises'.

Although - as discussed within Chapter 2 - the crisis of masculinity (and, in fact, 

any crisis of management) cannot be regarded as a particularly new phenomenon 

(see Tolson, 1977, and Mant, 1977, respectively) as there, without doubt, exists a 

vast amount of literature that addresses both the contemporary crisis of 

masculinity (within a cultural context) and the current crisis of middle managers 

(within the context of the organisational environment). When combined, the 

literatures agree that men (or, more accurately, masculinity) and management (or, 

once again, more accurately, middle management) have, without question, been 

subjected to immense economic, social and cultural transformations since 1945. 

Thus, the modern (primarily male) middle manager, is left subjectively stranded 

and attempting to survive within stormy organisational waters - having been 

battered by waves of de-industrialisation, de-layering, and downsizing. As already 

mentioned, this qualitative study is concerned with the "in-between" (Wolf, 2002) 

spaces; and such an "in-between" space is Wood Valley, an organisational "third 

space" where the crises of masculinity and middle management' actually overlap, 

inter-relate, and co- propitiate each other.

In order to appreciate fully the complex relationship between the interwoven 

crises of masculinity and middle managers there is a need to contextualise Wood 

Valley in relation to what can be thought of as, the contemporary 'crisis of local 

authorities'.

9.5.2: Wood Valley and children's services - a crisis within a crisis, (again)?
It can be appreciated (following my outline of social services and its sectoral 

context - see Chapter 8a) that the middle managers of Wood Valley have, 

literally, been swept along by organisational change throughout their entire 

careers. Our rather abstracted understanding of contemporary organisational 

change is, for them, a bewildering - and yet very real - personal experience that, 

in actuality, they have had little or no control over. As far as the middle managers 

of Wood Valley are concerned if a social, cultural and managerial crises exist,
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then they most certainly manifests themselves - partly - in the form of continuous 

organisational change, uncertainty and instability. As if to illustrate this inherently 

transitory nature of managerial life within Wood Valley, Robert explained that:

my current post, I didn't apply for in that sense, because I was transferred to 
it - on local government re-organisation

It is possible to understand Wood Valley as, very much, typical of a post- 

restructuring organisation, where individuals are susceptible to the vulnerable 

nature of the workplace. Wood Valley, as an organisation, can be deemed to be 

characterised by both stability and change; that is - in relation to the finding of 

1990's studies of management such as Scarbrough, (1998) - simultaneous 

continuity and discontinuity. As I mention during my field-notes, following my 

conversation with Julie:

She had been in the sector for 28 years, and spoke rather fondly of life as a 
social worker back in the '70's. (Indeed, she commented on how "boring" 
people were now!). On the whole, she was one of the most jaded 
interviewees ... [and] I, as a result, got a frank insight into her views on 
Wood Valley

As Julie had been employed (as both a practitioner and a manager) within social 

services for nearly three decades, this suggests a considerable amount of stability. 

On the other hand, her mention of "how "boring" people were now" perhaps 

offers an insight into the notion that Wood Valley has, historically, also proved 

itself as an environment of discontinuity; in essence, an organisation in which, 

whilst some employees remain, many others are deemed to 'come-and-go'. In fact, 

this issue - of the dichotomy of stability / change, continuity / discontinuity, 

within Wood Valley - in relation to the permanence / transitory nature of Wood 

Valley personnel, was another concern addressed during my conversation with 

Julie:

Discussing the problems with staffing levels ("too many people leaving" and 
"too few being recruited") she stated that Children's Services, nationally, 
could be regarded as "in crisis"297

297 This notion of the public service 'in crisis' is supported by very recent newspaper reports that 
warn of staff resignation - due to severe fatigue - reaching an epidemic level (see Carvel, p.8, and, 
Russell, p.4, September 3"1' 2002). Of course, this problem of retaining and recruiting staff should 
have come as no surprise as it was highlighted as a growing problem over a decade beforehand (see 
The Audit Commission for Local Authorities in England and Wales, Number 4, June 1989).
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This notion of Children's Services - within Wood Valley and on a national level - 

being "in crisis" was repeated in many of the conversations I had with the middle 

managers. For Keith (discussing - in comparison with other sectors - "inadequate 

salary levels") commented upon the crisis as an inability to retain existing, and 

recruit replacement, managers:

It's becoming a national problem ... So, in terms of: "Can we recruit?" and 
"Can we recruit the calibre of workers that we want?" - I think there are 
serious questions about that. And, in part, that has to be related to salary ... 
When I have talked to people in private industry, they just cannot believe 
how little we earn. They are quite astonished, given the responsibilities that 
they feel we carry ... Salaries, in the public sector, have been depressed 
through all of that time. We've had below inflation rate increases in salary 
going back years. It's of no surprise to me, whatsoever, that we can't 
recruit298

It was the very mention of 'crisis' and 'a national problem' that allowed a 

conceptualisation of the contemporary crises of masculinity, middle management, 

and Children's Services, as actually overlapping social, cultural and organisational 

phenomena that exacerbated each other's inherent tensions. Such an exacerbating 

factor, arguably, is a contemporary obsession with 'surface' over 'depth': 

aestheticism.

9.5.3: Dig the new breed - the crises and an obsession with aesthetics
A mass of literature exists that solidifies the relationship between enactments of 

management, notions of professionalism, and presentation - studies that discuss 

the rise of the new breed of male managers who place bodily image, and obsession 

with appearance, within their argument299 . For instance, the 'young pretenders' of 

McDowell and Courts's (1994) study are incessantly conscious of their outward 

appearance (almost to the extent of paranoia) and are, as such, obsessively 

concerned with 'presentation of the self above all else300 . As aspects of the body

298 Keith's comment that public sector managers' salaries are - especially in comparison with the 
salaries of those managers found within private industry - drastically in need of re-alignment, is 
borne out in an article on public sector underrecruitment: "[A]nyone looking to switch [from the 
private to the public sector] should be prepared to take a salary cut" (Inman and Evans, 27th April 
2002:23).
299 These issues, of course, are discussed within this study in great detail (see Chapter 5, and the 
debates contained within 9.3).
300 As such, the very existence of such style-obsessed managerial 'new breeds' only serve to 
emphasise the on-going relevance of Goffman (1959).
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(for example, weight) are now of primary concern amid male circles - within the 

organisational environment, and, of course, society in general - it is acknowledged 

that an increasing number of men are now preoccupied with what was once 

considered solely a feminine concern. For many, it is a development that provides 

further support for the insistence that the crisis of masculinity is well-and-truly 

embedded within the organisational environment. As McDowell and Court 

elaborate, instead of notions of ability and achievement as barometers of worth 

within today's workplace, there is now evidence of a move "towards work as 

performance, in which individualistic criteria of appearance, personality, panache, 

style and deliberate self-presentation are increasingly emphasised" (McDowell and 

Court, 1994:747)301 .

It is such an acknowledgement that today's new breed of manager is infatuated 

with the more feminine concerns of style and image, is perceived of by many as a 

retrograde step for contemporary men and managers like - and, as such, is a major 

signifier of the existence of these over-lapping crises. As The Guardian claimed 

(with more than a hint of patriarchal superiority) "surveys have proven, for 

example, that women who wear make-up to work get promoted more than those 

who don't. It would be rather a shame if men's attention to nasal hair were to 

become the measure of their personal worth" (6th September 1999). If such an 

over-obsession with appearance is illustrative of the post-modern manager's 

shallowness of character, then it must be remembered that - crucially - image is 

not the primary concern of all men and all managers. On the contrary, the Wood 

Valley middle managers whom I met were evidently unconcerned with notions 

'presentation of the self to the extent that has been suggested in the literature. 

Instead, what immediately struck me about their appearance, was their, what I 

have termed, display of 'exaggerated ordinariness' 302 .

301 As if to emphasise the increasing need to conduct a serious study of the aesthetics of 'the body', 
within an organisations / cultural studies remit, The Observer recently noted that 'style' is now an 
issue of primary concern within the corporate environment: "New research has found that more 
firms than ever before are recruiting on the basis of 'aesthetic appeal'...[where]...Qualifications 
come a poor second" (Summerskill, 11 th February, 2001:13)
302 Of course, my reference to the male middle managers of Wood Valley in terms of 'exaggerated 
ordinariness' is, in particular, in opposition to the managers of, say, Roper's (1996) study of a 
homo-social organisational environment where male managers are, primarily, characterised by 
individuality, flamboyance and dynamism.
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9.5.4: Wood Valley - a macho culture or a place of lesser men

We have, perhaps, reached the point at which we can now appreciate that no 

single, gender-based, managerial style predominates within Wood Valley. That is 

not to claim that - at given times - individual managers do not openly display 

themselves as particularly masculine or feminine versions - on the contrary, they 

do. In fact, the middle managers that I interviewed were all able to display an 

apparently limitless plethora of managerial 'fronts'. Indeed, such 'fronts' - that 

were, essentially, gender-dependent - allowed them to enact masculinity, 

femininity, or even a masc. / fern, hybrid at a whim, in accordance with a given 

mood, or context within which they themselves were encountered. What is 

especially significant with regard to this ease of adoption of a multiplicity of 

managerial / gendered enactments is that an epochal change in the organisational 

culture of Wood Valley was perceived to be taking place: involving, in particular, 

a transition from a somewhat patriarchal culture to that of a more progressive 

male-female collective of cultures. Following my meeting with Ronnie, I was left 

with the impression that Wood Valley had undergone - and was, perhaps, still 

undergoing - a period of anti-masculine / pro-feminine organisational transition. 

Once again, my field-notes proved invaluable in the illumination of this trend:

Indeed, what was significant about what Ronnie's words during our 
conversation, was that he stated he that he perceived of evidence that a 
change of cultures had taken place: He felt that the previous 'macho' 
cultures (that were more than evident at the time of Dragon County Council 
Central) had - in its current manifestation as Wood Valley - now gone

Perhaps what I had really observed, during my months of research - as Wood 

Valley was shedding its restrictive hegemonic patriarchal culture, and welcoming 

a more open-minded masculine-feminine cultural amalgam - was a rejection of 

overtly masculine styles of management, in favour of a tolerance of feminine 

management traits303 .

303 Alan Milburn, the current Health Secretary - upon announcing plans for a radical reorganisation 

of social services (where care for children and for the elderly is to be conducted by newly-formed, 

specialist trusts) - insisted that there was now a need for a progressively-minded and multi-faceted 

public-service employee to be recruited and trained. Milburn, addressing a social services 

conference, asserted that "[n]ew breeds of social workers would also be created. One type of 

professional to care for old people would combine the skills of a therapist, community nurse and 

home help. Family care workers [focussing upon children's needs] could combine the skills of the 

health visitor and social worker" (Milburn, cited in Duckworth, 17th October 2002:2). Such "new 

breeds" (who are clearly required to nurture and display both 'male' and 'female' attributes) may - 

in the form of Wood Valley's masc. / fern, middle rr
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THIS IS TOMORROW - FUTURE DIRECTIONS FOR

MIDDLE MANAGEMENT, MASCULINITY 

AND WOOD VALLEY (CONCLUDING REMARKS)

Men, managers and middle management

As I have insisted throughout this thesis, there exists a swathe of combined 

literatures that address the fundamental economic, social and cultural changes that 

have affected both men and managers since 1945. It is (generally) agreed that men 

(or, more correctly, masculinity) have gone through an immense transformation 

over the past fifty years which has left the modern man in a state of flux, 

uncertainty and subjective instability. Such a development has become more 

commonly known as 'the crisis of masculinity'. Similarly, management, during 

the same period, has been lauded with praise and suffered scathing criticism, 

whereby managers have been declared organisational saviours by some and the 

harbinger of corporate ills by others. Furthermore, middle management are, 

according to their critics, passe and have a tendency to resist change; 'middle 

men' who, in an epoch of the post-downsized / delayered, 'leaner', 'flatter' 

organisation, have no 'middle' to belong to. Middle management is very much 

thought of as a contentious stratum of any management structure. Following 

periods of workplace change and organisational restructuring, they feel threatened 

and insecure as they are constantly reminded that they possess 'outdated skills' 

that are now only applicable for increasingly 'outdated jobs'. In many respects, 

this can be considered a 'crisis of middle management'. On the other hand, there 

are some who perceive them as 'change masters', ushering in a new managerial 

golden-era. Proficient in networking they, arguably, could be considered the 

epitome of the modern manager.

Alienated and bypassed

The middle managers of Wood Valley have, like many of today's men and 

managers, experienced workplace and organisational alienation first-hand. Unlike 

many men and managers, their alienation has not taken the form of a distancing 

from the fruits of labour or even a rejection by capitalism with the denial of 'a job
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for life'. Wood Valley's middle managers, who have benefited from continuous 

employment within social services, clearly, do not consider themselves as having 

been 'betrayed' by the patriarchs (Faludi, 1999). Instead, their encountering of 

alienation is following exclusion from the decision-making process, and an 

estrangement from Wood Valley's organisational chain of command / 

communication. At a time of flourishing outsourcing and an escalation of 

contracting out to service providers they find themselves both bypassed (by the 

internal communicational system) but relied upon as organisational points of 

contact with external agencies.

Mediators and a public face

Following a realisation that they are, in reality, invalid as hierarchical 

communicators, as individuals who are excluded from many acts of decision- 

making, the middle managers of Wood Valley have, instead, succeeded in 

initiating the establishment of firm, effective links with local agencies. As they 

can no longer be considered an essential communication 'funnel' between senior 

and lower levels of management, they have adapted and adopted an intermediate 

role between the organisation and its environment. Acting as progressive 

mediators, they are proactively encouraging Wood Valley to be interwoven within 

the very fabric of the community. In doing so, they have strengthened their 

position, if not within the organisation, by embracing this liaison role between the 

organisation and those reliant upon, and crucial to, the local authority. They have, 

in effect, become the recognisable (and, thus, public) face of a post-bureaucratic 

local authority.

The bureaucratic other and being nowhere

They can also be understood to be further alienated in the sense that those outside 

of the organisation (the public) tend to perceive of them as, what I have termed, 

'the bureaucratic Other'. Due to their dual display of (comparative) wealth and 

bureaucratic aloofness (often embodied in their mundane bodily display, that I 

refer to as a 'uniform of conformity', and an exaggerated professional language) 

the middle managers of Wood Valley have highlighted their social and cultural 

conspicuousness, resulting in the creation of a cultural chasm between them and
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the local population. Living within psuedo-middle-class enclaves amid the 

working-class villages and towns of the region, there are looked upon as the 

Other. In an effort to distance themselves from their humble working-class 

backgrounds, and openly embrace their new-found middle-class lifestyles, the 

middle managers of Wood Valley have discovered that they have succeeded in 

self-exiling themselves to a social and cultural 'no-mans-land'. There, estranged, 

they recognise that effective communication with the public is at best restricted 

and at worst impossible. One primary objective of this thesis has been the attempt 

to establish the societal positioning of the middle managers of Wood Valley and, 

in particular, consider the relationship between their middle-class identity and the 

organisational / community status that they hold. I conclude that they occupy a 

societal space that is neither working-class nor middle-class. Existing within an 

'in-between', or 'third space' (Wolf, 2002), they can be best described as being in 

social, cultural and subjective limbo. As discussed in 9.2.9 in great detail, the 

middle manager of Wood Valley can be considered to be socially and culturally 

'nowhere' 304 . The appropriation of Said's (1995) work on the Other (normally the 

preserve of those concerned with the post-colonial / patriarchal 'silencing' of 

racial, ethnic and female 'minorities') within the combined study of middle 

management and masculinity has been permitted due to the adoption of a Cultural 

Studies approach to my examination of Wood Valley. In doing so, organisation 

studies has been provided with a further conceptual dimension that enables 

management and managers - in all their diversity - to be considered in a more 

three-dimensional manner.

Over the past fifty years we have witnessed an increase in the number of people 

being employed within administrative and managerial posts, a softening of attitude 

towards the professional, white-collar worker has, arguably, taken place. This 

thesis, accordingly, examined the cultural representation of the bureaucratic 

worker and, in doing so, highlighted a move away from a predictable 

appropriation of them as a satirical staple (involving stereotypical portrayals of 

them as emotionless, stolid pillars of 'the establishment') towards a more

304 From a social science perspective the occupation of an 'in-between', or 'third-', space by the 

middle managers of Wood Valley is a positive move; as such a space is viewed as a site of social 

and cultural dynamism. On the other hand, the middle manager's self-perception of being (in a
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sympathetic media exploration of their character and plight. In place of viscous, 

scathing attacks upon Mr. Clean (the personification of the workplace 'problem'), 

there now exist far more constructive analyses of Mr. Suburbia as today's 'victim' 

(if not as a 'solution' to tomorrow's organisational dilemmas). As we now look 

back on at least twenty years of organisational restructuring, endless programs of 

downsizing and delayering and witnessing the undermining of middle-class 

security and stability as a consequence of workplace stress and a vulnerability to 

redundancy, we may have, at last, developed a more compassionate view of the 

middle manager.

Middle management(s) - hybrids, restrained individuals and informal 

displays

It can be suggested that what both masculinity and middle management have in 

common (at a time of perceived crises) is a shared sense of subjective uncertainty 

and environmental instability. However, to suggest that all men, and all managers, 

feel threatened is to mislead. With regards to the crises of masculinity and middle 

management, it can be acknowledged that any potential threats that these crises are 

perceived to pose are unfounded. In reality, the actual consequences of these crises 

have proved to be, conversely, a bolstering of the existing gender and managerial 

status quo and, as such, have actually served to reinforce the hegemonic 

patriarchal hierarchy. As the business world is, to a large extent, populated by a 

constant influx of business school-trained 'macho' managers (both male and 

female) it can be suggested that we may well have witnessed, to use Mant's 

(1977) terminology, 'the fall' of the older, more traditional, 'hands-on' manager, 

whilst simultaneously observing 'the rise' of a younger, aggressively competitive, 

'new breed' who are obsessed with newness, image and style.

Within the contemporary organisational environment there exists a managerial 

hierarchy whereby position, status and power is determined solely by the degree of 

masculinity displayed by an individual manager (Grey, 1999). In the main, a 

analogous heterosexual collective of 'real-men' and 'entrepreneurial' / 'macho' 

managers are to be found at the summit, whilst isolated clusters of 'lesser-men'

social / community sense) 'nowhere', is an extremely negative and 'listless' position to find
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and 'ineffective' / 'effete' managers are suppressed and forced to the bottom of 

strata. In direct correlation with the supposedly postmodern era in which these 

crises / reassertions are believed to be taking place, not only do a multiplicity of 

masculine 'ways of being' ('masculinities') exist (from 'gays' to 'lads'), but also a 

mass of managerial techniques, methods and mannerisms are in evidence (from, 

for example, the 'young pretenders' to the 'old patriarchs' of McDowell's (1997) 

study).

Many tolerant and progressive middle managers within Wood Valley already 

value, embrace and exude such 'feminine' attributes as empathy, understanding 

and compassion as not only attributable to their overall effectiveness, but as 

endemic of an image that an organisation, such as a social services department, 

should wish to promote. Instead of a singularly dominant masculinity, and a 

particular prevailing management style, there exists a hybrid form of dual-gender 

management. These middle managers, as exemplars of a 'hybrid' masculine / 

feminine manager, are a true manifestation of the new Millennium 'Ideal Man' 

(Hill, 17th November 2001), where so-called male characteristics (such as 

leadership) and so-called female traits (such as nurturing) can co-exist within an 

egalitarian 'third gender' (Bonvillain, 2001) persona. There are many more critics 

(both inside and outside of Wood Valley) who totally devalue the patronage and 

adoption of such 'softer' approaches within the practice of management and, as a 

result, may view these middle managers as ineffective due to their embodiment of 

masculine / feminine managerial styles.

As managers and management styles are now recognised as being far from a 

homogenous entity, it has been strongly argued here that management, 

masculinity, femininity and masc. / fem. hybridity are all enacted (to differing 

degrees) across a scope of individualised sites and settings amid a multitude of 

organisational contexts within Wood Valley. Therefore, the heterogeneity of 

management should not be seen as an inherent weakness, it should be understood 

as its core strength. The study of management (as with any examination of gender) 

must now recognise that utilisation of the term 'differences' (as opposed to 

difference) implies far more positive connotations than it does negative. A

themselves in.
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superficial focus upon distinctions between the genders serves not only to reflect 

but reinforce the differences between men and women. Thus, discussions that are 

based around, say, 'feminine styles' of management or 'characteristically 

masculine' management techniques, fail to encompass the multifarious essence of 

gender, managerial and organisation studies. Alas, as Collinson and Collinson 

note: 'Such universalizing assertions, that exclusively emphasize differences 

between men and women, may well reinforce the very distinctions and stereotypes 

they seek to critique' (1997:385). Any study that proposes an examination of 

differences hints at the multiple gender characteristics that exist between men and 

between women themselves. That is why this thesis places an strong emphasis 

upon the female / male characteristics of male / female 'hybrid' forms rather than 

pontificate upon the dominant characteristic of a male, or female, 'type'.

One particular focus of the study, then, was to consider the ways in which the 

middle managers of Wood Valley actually displayed, what I have labelled, a 

gendered / managerial 'restrained individuality'. This was a rather reserved 

individuality that (as it was not a macho swaggering, nor peacock flamboyance, 

etc.) allowed a non-antagonistic merger of both male and female qualities to 

underpin a more tolerant and liberal management form to flourish. The signifiers 

of this could be detected within the aesthetic and linguistic displays of the middle 

managers of Wood Valley. That is not to suggest that such a hybrid form can exist 

unchallenged within the context of (what appeared to be upon initial analysis) a 

gender-neutral organisational environment. There is extensive evidence to suggest 

that a 'moderated', dichotomous form of hegemonic / semi-subversive masculinity 

exists within Wood Valley. This is best demonstrated by the predominance of an 

organisationally 'compliant', yet 'non-compliant', (Gleeson and Shain, 1999) 

managerial dress-code. This is where suits and 'power dressing' were rejected in 

favour of more relaxed combinations, such as shirt / tie / trousers and sweater and 

skirt: what I have conceived of as, respectively, male and female 'Wood Valley- 

non-style'. To this end, I have documented the presence of aesthetic and linguistic 

anomalies, whereby 'restrained individuality' and a 'considered' use of language 

contest organisational standards. Such displays are not rebellious to the extent that 

they can be perceived of as advocating the imposition of an overtly competitive 

(thus, overtly masculine) organisational culture.
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Wood Valley's middle management's rejection of absolute formality (in terms of 

an adoption of a more relaxed form of dress, speech, attitude, and so on) is, I 

would insist, not only a consequence of their more liberal personal histories 

(following life-long careers in social work) but also, I suspect, derived from a 

championing of more 'feminine' approaches to bodily display and linguistic 

usage. The middle manager's relaxed attitude to the 'presentation of the self, and 

the humour underlying many of my conversations with them, support Lawrence 

and Edward's (2000) belief that contemporary British managers have, 

characteristically, adopted a far more informal approach to the enactment of both 

gender and management.

Dupes versus the multi-voiced self

Throughout this work I have argued that, for the middle managers of Wood 

Valley, daily life is determined far more by the consequences of their inter-relation 

with those around them than any compelling desire to conform to accepted 

standards of gender or managerial behaviour (despite some evidence of 

organisational, or lifestyle, conformity). Furthering such an understanding of 

Wood Valley's middle managers as being 'individuals through conformity' is the 

notion that they do not, as Goffman (1959) suggests, act out (in totality) any form 

of pre-ordained 'role'. Instead, they seem very much aware of, and content with, 

the notion that they are relatively free agents who do not feel obliged to enact a 

particular gendered role or management stereotype. For example, whereas many 

managers in other organisations and sectors perceive promotion as a personal 

priority, the middle managers of Wood Valley showed little craving for career 

advancement.

As with Cunliffe's (2001) respondents, they seemed to acknowledge that the 

construction of their organisational identity, and even the maintenance of their 

social selves outside of Wood Valley, are a consequence of an arbitration between 

their own internal voices and the external voices of others (colleagues, family, 

friends, the public, etc.). Like Cunliffe (2001) and her managerial respondents, I 

recognised that the middle managers of Wood Valley that I spoke with:
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did not talk about their identity as fixed or bounded in terms of roles or 
competencies, nor did I get the impression they saw themselves acting out 
scripted roles ... Instead, they spoke about different facets, ways of relating, 
and the dilemmas they faced (p.361)

In effect, it is their very 'ways of being' (masculine, feminine, masc. / fern., 

managers, and so on) as a repercussion derived from their participation within an 

interactive process of conversation-action-reaction which, in turn, informs their 

reflexive day-to-day organisational / non-organisational experiences. This process, 

and their consequential experiences, results in the formulation of a notion of who 

they are and how they should act. Indeed, as they are endlessly pushed and pulled 

in all directions (through instruction then decision, the counter-instruction and 

counter-decision) rather than being the organisational 'dupes' of the public sector, 

they can be more correctly understood as the discursive product of the 'multi- 

voiced self.

Work, home, out-time and the influence of space

To claim that the middle managers of Wood Valley are total 'free agents' is to 

delude. Despite highlighting, throughout this thesis, their relative organisational 

autonomy and independence, they are, without doubt, still subject to subordination 

in a host of ways, where their individuality struggles with the discursive 

hegemonies of the organisation, community and even the family. It is such a 

struggle that reinforced my belief that the middle managers of Wood Valley have 

attempted to maintain and reproduce the separation of the spheres of work and of 

home by tactically retaining 'the office' and 'the home' as precious back regions 

of retreat. Despite their attempts to resist the temptation to 'take work home', the 

middle managers that I met did contemplate organisational issues after leaving 

Wood Valley for the day. In the form of 'Out-Time' (Goddard, 2001) they 

discussed, debated and deliberated the day's events with both family and friends. 

In particular, work was, in their own minds, a constant conscious / subconscious 

concern. This phenomenon has already been entered into and is, more than likely, 

to continue unabated; (knowingly or not) those outside of Wood Valley that are 

close to the middle managers are ultimately providing an ''emotional support 

service' already - and have been for quite a number of years.
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Whether this development equates to a complete eradication of the boundaries 

between the middle manager's place of work and home is an assertion that, upon 

reflection, is, perhaps, a precarious one to make at this stage, without undertaking 

further research305 . The research does, nevertheless, propound that the concept of 

the all-encompassing, 'organisational total-sphere', that intentionally entices its 

employees away from the comforts of home, and then treats them (within the 

workplace) as 'family members', is not purely the product of the fertile 

imaginations of over-enthusiastic organisational prophets. As a local authority 

'service provider' that offers accommodation for children and young adults Wood 

Valley is, by definition, an organisation that already masquerades as a 'home' for 

many.

What is most definitely not of conjecture here, but is the outcome of informed 

observation and grounded theory conceptualisation, is the acknowledgement that 

Wood Valley, as an organisational environment, has demonstrated that the 

'traditional office' is very much a valid workspace. The office of the Wood Valley 

middle manager is a workspace that we recognise all to well: cramped, poorly-lit, 

crammed with filing cabinets and shelves, centred around a desk topped with 

bulging in- and out-trays and a constantly ringing telephone.

With regards to organisations and space this thesis has taken a unique approach. In 

the majority of management texts (and, for that matter, those that discuss 

masculinity) space, surroundings and the environment are a backdrop for the 

front-stage activities of enacting management (and the enactment of masculinity). 

As far as this study is concerned 'buildings' are as influential, in a discursive 

manner, as 'bodies'. Unlike Massey (1994) who views space as inherently 

gendered and divided into male- and female-dominated spaces, I have argued that 

organisational spaces, such as Wood Valley, are not necessarily a male, or a 

female, space - but are sites that enhance the gender characteristics of those 

within. For example, an office can be transformed into a patriarchal domain with a

305 Arising out of this doctoral research are various thoughts on the possible direction of future 
research. An in-depth examination into the elimination of the divide between middle managers' 
designated place of work and their domestic environment would be a worthwhile and valid study 
considering current debates surrounding the interrelated nature of space, time and work.
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simple inclusion of a board-room-style table and chairs. Yet another, centred on 

more comfortable chairs and a coffee table (and accessible through a door that is 

"always open"), might suggest that this was welcoming space of a masc. / fern, 

manager. In other words, the space itself - the office - is not a gender-loaded site, 

it is the act of appropriation of that space by the individual that occupies it which 

gives the room, the building, etc., its gender character. Once that space has been 

occupied and 'converted' into a gendered space it then, in turn, reinforces any 

enactment of gender that takes place within. Also, this study is unrivalled in 

another significant manner regarding an analysis of space. Whilst Massey (1994), 

for instance, is preoccupied with only the 'inside' of gendered space, I give equal 

consideration to the 'outside'. In particular, I examine, in great detail, the 

aesthetical impact of Wood Valley's many settings, sites and buildings upon those 

within and without it's walls.

As far as the organisational workplace is concerned (and Wood Valley, its middle 

managers and their enactment of masculinity) gender and sexuality are 

simultaneously disassociated from, and intrinsically woven within, all discursive 

behaviours and behavioural backdrops. Gender and sexuality within the 

organisational workplace cannot be dismissed as merely occupational 'by 

products' or the resultant 'repercussions' of bureaucratic dysfunction. Instead, 

organisations must be appreciated as the derivations of gender and sexual relations 

themselves; with organisations, thereafter, having served to facilitate and 

accentuate gender- and sexuality-derived enactments conducted within their 

spaces. As Hearn (1992) asserts, in this perspective:

Organizations are not imposed upon sexuality, and sexuality does not 
infiltrate organizations; rather organizations and sexualities occur and recur 
simultaneously, mutually defining and reciprocally reinforcing each other 
(Hearn, 1992:172)

Conclusion of conclusions

In essence, this thesis is concerned with the promotion of an understanding of the 

way in which masculinity or, more correctly, masculinities (plural, and in all its 

diversity) is enacted by most, but crucially not all, of today's middle managers.
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Not only has there been an in-depth examination of the effects of gender-derived 

power relations upon individual organisational actors but, crucially, a scrutiny of 

the very 'sites' in which the twin enactment of middle management and 

masculinity takes place. Acknowledging that both middle management and 

masculinity are enacted (to varying degrees) across a spectrum of differing sites 

and settings and within a multitude of organisational contexts, this study, as a 

consequence, considered the enactment of gender within the confines of a 

gendered organisational environment. This is an environment where the 

significance of the decor of the patriarchal confines of a manager's office, or the 

size and shape of a desk, are 'sites' (or 'spaces') of utmost importance when 

considering the social and cultural processes that are entered into during the twin 

enactment of both masculinity and middle management.

It is vital to remember that the picture that I have painted of organisational life in 

Wood Valley include highly detailed portraits of middle managers who (in many 

cases) operate, organisationally speaking, in relative isolation. Many of the 

problems that they encounter are related directly to their individual experience of 

functioning within such an alienating role. As such, not all of the issues addressed 

are as significant for other managers in other organisational settings. For my study 

to suggest that Wood Valley is a 'typical' organisation would be (at the very least, 

methodologically) an erroneous insinuation. Alternatively, to insist that Wood 

Valley (as it is, clearly, part of a network of national, 'care'-providing, local 

authority organisations) is, in essence, more representative of a masc. / fem. 

organisation would be an informed proposal. Such a pertinent proposal is founded 

upon both a full comprehension of the literature that recognises the varied gender 

idiosyncrasies that exist within a diversity of organisational settings, and 

conceptualisations borne out of a grounded theory approach to the analysis of this 

particular case study.

Throughout this thesis I have attempted to draw parallels (and establish linkages) 

between the masculine characteristics of the enactment of middle management 

within Wood Valley, and the middle management traits to be found within their 

particular enactment of masculinity. In turn, I hope to have succeeded in 

contextualising both the causes and effects of the upheavals within middle
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management in relation to the wider managerial / masculinity debate. For 

instance, in 9.4.2 I highlighted the tendency of the middle managers of Wood 

Valley to suppress their desire to express their feelings and viewpoints by 'biting 

their tongues' when attempting to communicate with those within the community. 

With regards to the wider 'crisis of masculinity' such a self-restraint of emotions 

is perceived to be a significant contributory factor in relation to a general male 

inability to communicate effectively.

The very reason why there is a need to consider, and re-consider, middle 

management is because - to date - very little empirical research has been 

conducted that actually involves talking with middle managers in an attempt to 

appreciate exactly how they feel and to ascertain, with accuracy, what they 

consider their future to be. Furthermore, even fewer studies have endeavoured to 

enquire as to how middle management insecurity and uncertainty has been 

informed by the crisis of masculinity. That is where this study of the Wood 

Valley's middle managers situates itself ahead of the literature. A softening of 

public attitudes towards white-collar workers (coinciding with a time when there 

is an increasing notion that there is something intrinsically 'wrong' with 

contemporary men and masculinity) means that the future of the (male) middle 

managers requires particular attention.

This thesis has attempted to illuminate the ways in which a simultaneous study of 

organisations, middle management and masculinity can be successfully pursued 

through the adoption of a Cultural Studies approach in order fully investigate to 

the nuances of managerial and masculine behaviour. Following a reading of the 

multiple (and inter-linked) debates that comprise this thesis, I believe that the 

following question should now be asked: "What direction should the over-lapping 

futures of middle management and masculinity take?" I believe that headway 

should be made towards the adoption of a managerial lifestyle (both at work and at 

home) that serves to promote an organisational / domestic environment that is 

wholeheartedly considerate of, and compassionate to, a multiplicity of managerial 

and gender enactments. This, I insist, is crucial to any proposed promotion of 

managerial development and gender integration within the organisational 

workplaces of the future.
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Above all, organisations need to recognise that all managers (both male and 

female) are unique individuals, each with particular skills to offer. As such, no 

attempt should be made to shape, mould or manipulate the identities of managers 

against their will in order that they conform with 'accepted' organisational, 

managerial or gender hegemonic 'ways of being'. In other words, difference 

should be seen as a managerial virtue, with organisations actively encouraging a 

range of managerial models306 simultaneously to exist, side-by-side, within a 

workplace environment built upon co-operation and mutual respect.

Therefore, the characterisation and labelling of distinct 'masculine' and 'feminine' 

management styles should be derided as an outdated method of reading the 

organisational environment. On the other hand, the instillation of dual-gendered 

managerial skills that stress leadership, resilience, empathy, support and 

encouragement - amongst all managers - is, I believe, the future. What should 

now be acknowledged is that any 'enactment of masculinity' within the 

organisational environment is, in reality, the 'last gasp' of macho management; 

whilst the 'enactment of a masc. / fem. hybridity' (that this thesis promotes) is the 

'first breath' of a more progressive managerial model. As such, I believe that the 

masc. / fem. middle managers of Wood Valley do not represent what is old, 

obsolete and retrograde - but, instead, typify what is contemporary. Indeed, their 

unique embodiment of positive male and female attributes may even be 

recognised as the shape of managerial and gender enactments to come.

306 Use of the term 'model' is deliberately applied, as it suggests the existence of an idealised 
individual whose impeccable behavioural enactments can inspire others to conduct themselves in a 
similar manner, (as opposed to 'types' which only serves to emphasise hegemonic 'validation' of a 
person with restricted ability, skills and individuality).
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APPENDICES
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APPENDIX 1: WOOD VALLEY INTERVIEW SCHEDULE

Current position

1. What is the title of your current position?

2. How long have you been in your current position?

3. How long have you been with the organisation?

4. What qualifications did you hold, which you felt were of beneficial to you, 

when you applied for your current position?

5. What personal attributes do you hold, which you feel make you suitable for 

your role?

6. Please describe a typical day.

7. Is your typical day dependent upon the influence of seasonal trends?

8. How many hours make up a typical day?

9. If you take work home, how many hours do you spend before it's finished?

10. What do you most enjoy about your role?

11. What do you most dislike about your role?

12. What do you think are the stereotypical characteristics - held by the public - 

of a middle manager?

13. If I were to suggest that your role was that of a middle manager, which aspects 

of your position actually suit that description?
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Career history

14. What other positions have you held in this organisation?

15. What other supervisory positions have you held in other organisations?

Sense of purpose and value

16. Can you describe your position within this organisation?

17. Can you describe your role within this organisation?

18. Can you describe your areas of responsibility within this organisation?

19. Can you describe your sense of purpose within this organisation?

20. Does your salary scale reflect your role and duties within this organisation?

21. What is your sense of career progression within this organisation?

22. What is your sense of promotion within this organisation?

23. Many people consider they are in 'a job for life', how does this compare with 

your sense of career position?

Future prospects

24. Where do you think you will be next year?

25. Where do you think you will be in 5 years time?

26. What sense of career progression, or promotion, is on offer to you outside of 

this organisation, do you think?

Relationship with other managers

27. What type of relationship do you have with other managers at your level?
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28. What type of relationship do you have with other managers, at other levels?

29. If a male colleague approached you with a work-related problem, describe how 

you would tackle the issue?

30. If a female colleague approached you with a work-related problem, describe 

how you would tackle the issue?

31. If a male colleague approached you with a non-work-related problem, describe 

how you would tackle the issue?

32. If a female colleague approached you with a non-work-related problem, 

describe how you would tackle the issue?

33. If you approached a manager - at a similar level to you - with a work-related 

problem, how do you think they would react?

34. If you approached a manager - at a similar level to you - with a non-work- 

related problem, how do you think they would react?

35. If you approached a manager - at a senior level to you - with a work-related 

problem, how do you think they would react?

36. If you approached a manager - at a senior level to you - with a non-work- 

related problem, how do you think they would react?

Home life

37. What does your wife / husband / partner do?

38. How much support does your wife / husband / partner offer you?

39. How do you think you would cope without any support from your wife / 

husband / partner?
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40. Do you have any children or dependants?

41. What aspirations do you hold for your children?

42. What did your parents do?

43. What were their aspirations for you upon leaving school?

44. In what ways do you feel you have lived up to your parents' expectations?

45. In what ways do you think that your career progression has been mirrored by 

your sense of social mobility?

Face data

46. How old are you?

Mobility

47. Where do you live now?

48. Is that where you were you born?

49. Under what change of circumstances would you now move?
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APPENDIX 2: PILOTING MY INTERVIEW SCHEDULE

Piloting of the interview schedule is, for many, vital to the ultimate success of the 

research project. For Mann (1985), quite simply, it is the point at which the 

research process transforms itself from an abstract collection of idealised proposed 

moves to that of far more 'real' investigatory actions - and, perhaps more 

importantly, it is the moment at which piloting instigates the uncovering of flaws 

in the research methodology:

The pilot survey should be the crucial stage at which the surveyor is forced 
to come down from the ivory tower and communicate with the respondents. 
[And, as such,] [i]t is at the pilot stage that 'stuffiness' in the wording of the 
questions becomes very apparent (Mann, 1985:146).

Therefore, what follows is an analysis of the pilot stage, whereby my interview 

schedule was initially put to trial with a pilot sample of 4. In keeping with the 

main study, all were identifiable as 'middle managers'.

'Laws of acoustics' - tape-recording interviews in the field 

As was mentioned earlier, at the very outset it was acknowledged that recording of 

the interviews, (when conducting the pilots and interviews proper during the 

actual period of empirical research) was an essential requisite. Indeed, it was 

recognized that the sheer volume of information that would be offered during a 

given interview, it was assumed, would be so great, that it would be impossible to 

record in a conventional, hand-written, manner. Furthermore, for the benefit of the 

interviewees - professionals, where time is precious - it was also recognised that 

recording would ensure that the actual length of the interviews would then be kept 

to a minimum.. In any case; "[n]otes are not only very slow but open to doubts 

about validity" (Fielding, in, Gilbert, 1993:146). Then, of course - with the pilot 

interviews underway - the practicalities of actual recording, in the field, had also 

to be considered prior to the conducting of every interview. Indeed, importantly, a 

suitable spot had to be quickly chosen as to where to place the recorder. For, as 

Lelia Doolan warns:
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Position the microphone and the machine so that the person you are talking 
to will be comfortable, and place yourself so that you will be near enough to 
have your questions recorded, but not to intimidate the other person 
(Doolan, in, Kane, 1985:138).

'Easily distracted' -audible and visual distraction whilst interviewing 

When piloting my schedule with D, for example, seating and positioning of the 

tape-recorder were all carefully considered: Indeed, (miraculously), we were even 

in an area of a hotel foyer which was free from the usual dirge of bland 'elevator 

music'. (Semi-consciously, I thought how awful it would be to eventually 

transcribe the interview whilst listening - repeatedly - to such 'easy listening' 

music!). The mistake I had made prior to this interview was to agree that it should 

be conducted in a hotel lobby, as the distractions, both audible and visible, were 

barrage-like. Upon playback of the tape phones and tanoy announcements 

punctuated our conversation, which, once again, made deciphering speech 

difficult.

What I did well

Indeed, it is this notion of possible 'intimidation' that is of significance here. As 

discussed in Section 3 the researchers 'enactment of masculinity' is also an issue 

of constant concern - so, in interview, it is vital that body posture and position, (in 

relation to the interviewee), is carefully reflected upon.

Being aware of body posture and position - in relation to who they can display an 

individuals masculine characteristics - I am constantly concerned with my 

'research appearance', and, more importantly, other people's perceptions of it: or, 

in effect, the 'presentation of the [my]self in everyday life'. So, it was much to my 

relief that A stated - at the end of our meeting - that I seemed, to her, relaxed and 

attentive; so much so, in fact, that this, she admitted, did indeed encourage her to 

"open up" and talk! Therefore, as Nigel Fielding (1993) asserts, "A relaxed an 

unselfconscious interviewer puts respondents at ease ... [and] that they should 

display interest without appearing intrusive" (p. 139).
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Thus, once again, it was my sensitivity to 'displays of masculinity' - in this case 

'intrusiveness' that facilitated my respondents desire to put herself at ease and 

converse.

What I didn't do so well

It was highlighted - even prior to the pilots - that it would be impossible to even 

attempt to write down verbal responses: Although, that is not to say that responses 

of all kinds were not to be recorded by hand. Therefore, it was deemed essential to 

record significant, 'non-verbal', responses that - as far as the interviewee was 

concerned - appeared to be particularly relevant to a given question; for example, 

'rolling of the eyes', etc. Although, this - as experienced whilst conducting the 

pilots - proved considerably difficult at first. Indeed, to simultaneously: look 

relaxed; ask a question; look interested; maintain eye contact, smile; nod; 

disregard distractions; think about what is actually being said; encourage 

expansion of an unsuspected topic; think about how you are going to manage to 

link all this in with the next question; and still manage to record non-verbal 

communications, is difficult, to say the least! Although, of course, with practice - 

during the pilots - and conducting research 'for real' - in-the-field - this was, the, 

'second-nature'.

Some concluding thoughts

The piloting process was a highly beneficial exercise - and is to be recommended 

as, in reality, the only way of 'practising' one's research ahead of the actual 

empirical research 'in the field'. Indeed, it is an essential element of the research 

'process' as it enables the researcher to become fully accustomed with the 

actualities of 'using' the interview schedule. In fact, piloting not only allows the 

researcher to become familiar with the schedule, the nuances of interviewing, and 

the reaction of interviewees themselves to being questioned. Indeed, the period of 

pilot interviews serves to emphasise the 'organic' nature of the research as a 

whole. Thus, in many ways, piloting is - very much - 'a 'process' within a 

'process".
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APPENDIX 3A: A WORKING TIME-TABLE

".. .By the end of the Summer (2000) I aim to have completed a small-scale 'pilot' 

study, comprising of: the formulation, and conducting, of a questionnaire, (aimed 

at a 'pilot' sample of about 12); followed up with in-depth interviewing of 6 

respondents, (in conjunction with overt observation - lasting no more than 2 - 3 

weeks).

Then, from the late-Summer 2000 until Spring 2001,1 will conduct my main case- 

study research. Lasting a period of approximately 6 months, I intend to: conduct a 

questionnaire, (aimed at a sample of 20 - 30); carry out 10 - 20 in-depth 

interviews; concluding with perhaps 5-10 'follow-up' interviews towards the end 

of the study. (Please note that throughout this period I hope to conducted a 

programme of observation within my organization of choice).

Therefore, the months between Spring and Winter 2001 would be my period of 

'data analysis'. (Also, this may be a period of re-access, where a small number of 

'review' interviews can take place - with, perhaps, a sample of 5).

Thus, Winter 2001 until Spring 2002 would be my 'writing-up' period, with 

completion / submission, hopefully, during early 2002..."
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APPENDIX 3B: A WORKING TIME-TABLE (REVISED)

"...By the end of the Summer 2000 I have completed a small-scale 'pilot' study, 

comprising of the formulation of a structured interview schedule - resulting in a 

sample of 4 being interviewed.

Then, from late-Summer 2000,1 conducted my main case-study research. Lasting 

a period of approximately 3 months I, using a slightly amended version of my 

original interview schedule, conducted in-depth interviews with 12 Wood Valley 

middle managers - with each interview lasting between 45 - 90 minutes. (Please 

note, that throughout this period I also conducted a programme of intense non- 

participant observation).

Therefore, the months between Spring and Winter 2001 are now forecast to be my 

period of 'data analysis'.

Thus, it is now envisaged that the months from Winter 2001 until September 2002 

will now prove to be my 'writing-up' period.

As such, completion / submission, hopefully, would fall towards the end of 

September 2002..."
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APPENDIX 4A: FORMAL APPLICATION FOR RESEARCH 

ACCESS (COVERING LETTER)

"...Tuesday 25th July 2000

Dear Mr Murray,

Please find enclosed, as requested a formal application for access within your 

organisation, with the aim of personally conducting a limited programme of 

academic research over a jointly agreed period of time. I have also enclosed a 

letter, from Professor ..., which supports my application by verifying my 

academic credentials and justifying the need to conduct research within your 

organisation.

I would like to take this opportunity to, once again, thank you for your valuable 

time last Monday, and I look forward to our future meetings regarding my 

proposed research..."
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APPENDIX 4B: FORMAL APPLICATION FOR RESEARCH

ACCESS

"...Tuesday 25th July 2000 

Dear Mr Murray,

Following our meeting on Monday the 24th of July, please accept this letter as a 

formal application for access into your organisation with the aim of conducting a 

period of academic research as part of my Ph.D. research programme. The nature 

of my study would consist of a limited number, approximately twelve, formal 

interviews to be conducted over a period of several weeks, with the consideration 

that any discussions I hold with members of your organisation would be with their 

full agreement, and at a place, date and time that would cause no disruption to 

their time-table or duties.

As previously mentioned, the core theme of my research is 'the role of the 'middle 

manager' within an organisation', therefore it is envisaged that I will speak to such 

managers, at that very supervisory level, regarding their own sense of place and 

responsibility within the organisation and, in turn, the wider working environment. 

Again, as we discussed in our meeting, certain 'team leaders' within your 

department can be defined as 'middle managers', and would, as such, be potential 

candidates for interview.

The primary motivation for this research is, ultimately, that I am able to show that 

I am capable of conducting a unique 'case study' upon which my thesis will be 

based. It is envisaged that this thesis, in turn, (along with any other academic work 

derived from it), will be submitted in 2002 as a means of personally achieving a 

doctoral degree. In order to maintain the ethical integrity of the research itself (and 

to maintain the mutual professional respect between River University and Wood 

Valley) all individuals interviewed will be guaranteed anonymity and complete 

confidentiality. Indeed the organisation itself will be presented under a 

pseudonym, and will be described in the final thesis in a way that ensures that it
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will remain an anonymous site of research. Also, as is normal academic practice, 

your organisation will receive a bound copy of the work upon completion.

Also please find enclosed a letter from my PhD supervisor, Professor ..., which 

not only verifies my academic credentials, but also confirms that any research 

carried out is conducted with the ultimate aim of advancing academic research 

within the areas of organisational change and the study of management styles.

Following the submission of this application for access into your organisation, I 

look forward to your reply and, I hope, further correspondence which will enable 

us to further discuss logistical matters regarding my proposed programme of 

research..."
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APPENDIX 5A: WOOD VALLEY FLYER

"...Dear__

As a post-graduate Ph.D. research student, based at River University, I am 

currently undertaking a period of empirical research involving the gathering and 

analysis of qualitative data. By its very nature this research is required to be totally 

original in character, as it is a means of demonstrating my personal capabilities in 

conducting a unique 'case study' form of research. It is envisaged that the final 

thesis, based upon the research findings, will be submitted in 2002 in order to 

satisfy the requirements of the award for which I am registered.

My research interests are centred on the areas of organisational cultures, 

organisational change, and the role of managers within organisations. Although I 

am interested in the way managers actually manage, I am also interested in their 

own views and personal experiences, which, in turn, will inform us about the 

sense of place, purpose and responsibility that managers hold within 

organisations. (Indeed, the ultimate aim of this research is to provide us with a 

sympathetic understanding of the actual role of managers during this period of 

organisational change).

Under the close supervision of Dr ... and Professor ... , I have compiled a range 

of questions that address the following issues:

Your working relationship with other managers

Your own sense of purpose and value within the organisation

Career history and future employment prospects, (and)

Your ability to balance work- and home-life

In order to maximise both the quality and wealth of information that is expected to 

be gained from our discussion, it is envisaged that the interview will take
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approximately one-and-a-half hours to conduct. Thus, in order to adhere to this 

time-scale, it would be beneficial if the interview can be tape-recorded. Of course, 

as is common practice within the academic research environment, all matters 

discussed would remain totally confidential. (Indeed, the anonymity of the 

respondent, the site of interview, and even the over-all organisation, would all be 

guaranteed).

I would like to take this early opportunity to thank you for the offer of your 

valuable time in aiding me with my programme of research, and look forward to 

arranging with you a suitable future date and time for interview. If you have any 

queries prior to - or following our - meeting, you can contact me on - 01*** 

******. Alternatively, you can speak to either of my supervisors by telephoning 

01*** **, followed by the following extension numbers:..."
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APPENDIX SB: WOOD VALLEY FLYER (COVERING

LETTER)

'.. .Wednesday 8th November 2000

Dear Tom,

Following our second meeting on Wednesday 27th of September, please find 

enclosed, as requested, a copy of my final Interview Schedule, (which has 

changed ever so slightly since then), along with a number of a more 

comprehensive versions of my Letter of Introduction. (As a reminder, we agreed 

that the latter would be the most suitable way of informing each interviewee of 

what they can expect, prior to the interview). Indeed, as it will be most likely 

yourself who will have the task of selecting the most appropriate candidates, (and 

thus contact them initially), I have left space on the 'letter' where their names can 

be added.

As we have already discussed, the proposed nature of my study would involve a 

limited number, (approximately twelve), formal interviews to be conducted over a 

period of several weeks: Although, following a recent discussion with ... [my 

supervisors] ... it has been suggested that it would prove highly beneficial to all 

concerned, if at all possible, that the interviews can be completed by the middle of 

January 2001. Of course, bearing this in mind, it is worth repeating my statement 

of intent that any discussions that I do hold with members of your organisation 

would be conducted with their full agreement, and at a place, date and time 

suitable to them, and would cause no disruption to their time-table or duties..."
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