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EVOLUTION OF THE APPROACHES TO MANAGEMENT 

IN FREUCH COMPANIES AND CORPORATIONS

A In troduct ion

The issues oi the y e a r ly  research  in to  the com petitiveness 

of twenty-two in d u s t r ia l  w ed  cou n tr ie s  c a r r ie d  out by the World 

Economic Forum in Geneva in  1986 show that the race for competi­

t ion  France is  almost l a s t ,  ju s t  ahead of I r e la n d ,  i . e .  in  sixte­

enth pi a c e * .

Therefore, french companies and co rpora t ions  today f ind  them­

se lves  in a t ig h t  spot. The f a s t ,  complex e vo lu t io n  of th e i r  l o ­

c a l ,  n a t io na l  ana in t e r n a t ionalenvironm ents makes up a s e r ie s  of 

h ird  challenges in  view of th e ir  methods of management, a l l  the 

яэге so s ince  France is  not one of the strong nat ions in  terms 

of development.

Consequently what development s t r a te g ie s  can French companies

and corpora t ions  adept?

Henceforth , i t  would seem qu ite  p o in t le ss  t ry in g  to make use 

of the t r i c k s  of the trade by s e t t in g  about one s in g le  g iven va­

r i a b le .  The company and co rpora t ion  managers are o ften  f u l l y  awa­

re of t h i s ,  which generates qu ite  understandable confusion among 

the managerial s t a f f .

* Or, In s t y tu t  E n t re p r is e  et Pe rson e l,  k ierownik  Centre de 
Recherche- In terven tion  en Management, Lyon, F ran c ja .

* European Management Forum: Rapport sur la  conpéti t iv ité  in­
dustrielle internationale, Econonica, P a r is  1986.



Hence, new approaches to management are implemented, sought 

a f t e r  or tailor-made in order to deal w ith new environmental de­

mands. Bes ides , a l l  corporations зеет to be im plica ted  in th is  

imperious quest for new t a c t i c s ,  whether they are in d u s t r ia l  or 

commercial concerns, non-commercial o rg an iza t ions ,  c i v i l  admini­

s t r a t io n s ,  and so f o r t h . . .  They a l l  fe e l  the need to modernize 

th e i r  in te rn a l  s tru c tu re s  or ex terna l p o l i c i e s ,  even though i t  

may make i t s e l f  f e l t  in d i f f e r e n t  ways, in view nf th e i r  d i f f e ­

rent vocations. That is  the reason why fundamental trends emerge 

in the methods of company and co rpora t ion  management, w ith  how­

ever occas ional e r r a t i c  stammering or desu lto ry  speech.

B. Hew fea tu res  of management conceptions and ap p l ic a t io n s

Although i t  is  commonplace to a sse rt  that the world is  s h i f ­

t ing  and every th ing  is  g e tt in g  d i f f e r e n t ,  One must admit that 

companies gnd co rpora t ions  are at g r ip s  with the constant evo lu ­

t ion  in trends which fo rccs  them to adapt.

1. Environmental e vo lu t ion

Environmental trends in  corpora t ions  are obv ious ly  i n t e r l i n ­

ked, To be c le a r ,  we have put* them f iv e  mam headings:

- the so-ca l led  psychologycal trends, p e r ta in in g  to can a 

hopes (e .g .  the q u a l i t y  of l i f e )  o r ig in a t in g  more p a r t i c u l a r l y  

from the increase in  e f f i c i e n c y ,  in le v e ls  of education and stan­

dard of l i v in g ,  and often  g iv ing  п з е  to i n d i v id u a l i s t i c  id e o lo ­

g ie s 2;

- c u i t u r a l trends l inked to the development of knowledge, ex­

changes and meuia, and r e s u l t in g  in an a l t e rn a t io n  of trad it iona l 

stantiirds and m e n ta l i t ie s  (d e c l in e  in the notion  of "duty* or the

2 H. M e n d r a a ,  M. F o r s e ,  Le changement s o c ia l ,
Armand C o l in  C o l le c t io n ,  1983.



m otiva tion  of economic s a fe t y ,  as oposed to a r i s e  in the search 

for p leasure  and m otiva tion  of in d iv id u a l  express ion5;

- s o c io lo g ic a l  trends , r e s u l t in g  in  an evo lu t io n  of the norms 

and ways of l i f e ,  a s p l i t t in g - u p  of t r a d i t io n a l  f i e ld s  of a c t i ­

v i t y  ( the  m u lt in a t io n a l  phenomenon, exchanges between in d iv id u ­

a ls ,  s o c ia l  groups and s ta te s  which are more and more developed 

and tan g led ) ;

- techno log ica l trends w ith  the advent of computing, the 

techniques of r o b o t iz a t io n , o f f i c e  work and te le t ra n s m is s io n , as 

w e l l  as Computer-Assisted Oesign and Manufacture*: tho present 

times are , th e re fo re ,  r e fe r red  tu by some as "times of great 

techno log ica l tu rbu lence“5 in  q uan tity  as w e l l  аз in q u a l i t y ,  

to euch an extent th a t  a number of companies a lready reflect upon 

what the " fa c to r y  of the fu tu re "  w i l l  beb-,

- economic trends born of takeovers and amalgamations and 

the dramatic Increase  in  in te rn a t io n a l  imbalance7 which, moreo­

ver c o n s t i tu te  3lgns of a general c r i o i s ,  because they cast 

rtoubt upon the very foundations of post-war world growth and 

r e s u l t  in barxous d is tu rbances in the companies' environment.

The companies' environment (o r  ra ther  the environments both 

in te rn a l  and e x te rn a l )  a re , th e re fo re ,  undergoing a number of 

a l t e r a t io n s .  Moroover, as the cor.iptny is  acknowledged as an 

"open system", change from the outs ide  can but spread to the 

in s id e .

5 A. d e  V u J p i a n, Changement so c io - cu ltu re l  et 
dém ocra t ie , " F u t u r ib l e s " , novembre 1984,

4 G. C a i r e, F i l i é r e s  é le c t r iq u e s  et recherche s o c ia ­
le  - probléme de méthode, “ Recherche Economique et S o c ia le .  La 
Documentation F ranęa ise "  1983.

J J .  M o r i n ,  L exce l lence  techno log ique , éd. 3. P i- 
c o 1 1 e c ,  Pub li-Un ion , P a r i s  1985.

Ŕ J .  Le 0 u e m e n t ,  L usine du fu tu r  proche; s t r a ­
teg ie s  in te rn a t io n a le s  d autom at isa t ion , Hermes/ADI, 1983.

7 te  Huméro Sp éc ia l  de la  Revue d Economie I n d u s t r i e l l e “ 
(1980, no 14) et notamment 1 a r t i c l e  de J .  M i  s t r a 1, D i ­
v is io n  In te rn a t io n a le  du t r a v a i l :  Quelle  c r i s e ?



The company з development ргосезз, being dynamical by nature, 

has, the re fo re ,  In e v i t a b ly  evolved over the years and i s  today 

going through profound mutations. These a l t e rn a t io n s  ere f*»lt 

w ith in  the management i t s e l f  due to the new challenges  with which 

the companies and corpora t ions  are faced , and to the in c reas ing  

complexity of the phenomena surrounding or a ffe c* inQ  them.

2 . The new challenges

The French'companies and co rpora t ions  are obvious ly  not the 

only ones to be faced with those ch a l len g es ;  however, the l a t t e r  

seem to have been taken in to  con s id e ra t ion  sooner in some coun­

t r i e s  such as the United S ta tes  or Japan, who nowadays ore taken 

by French observers 05 e i th o r  models, or counter-mono].1.

Bes ides , we a-e sometimes sharp ly  and d i r c c t l y  chal lenged by 

fore ign  leaders  such ar. in  P res id «n t  Konoeu'te M a tsu sh ita 's  "con ­

f i d e n t i a l "  statement issued in many French media for c v pt  two 

years : We s h a l l  win and the West s h a l l  I ' jse £ . . . ]  your corpo­

ra t io n s  are Tay lo r ien  but w o r s e s t U l ,  your heads are toe 

What Is  Implied by these strong messages? £)oubtless, the «* i-  

stence of seve ra l s t r u c t u r a l ,  s t r a te g ie  and s o c ia l  challonties for 

co rp o ra t io n s .

Today, French companies ju s t  l i4 e  the American ones have to 

take up these new cha l lenges  which may be gathered under three  

headings^:

- a s t r u c tu r a l  cha l lenge  in  ord«r to escape f ro *  technocra ­

t i c  bureaucracy;

- a, chal lenge to improve the powers of d e c is io n ,  to be able 

to a n t ic ip a te  and adapt;

- a s t r a t e g i c a l  challenge by improving integration of staff, ma­

nagement. ■

8

1 Л '  Ü 0 s n a y ' T a y lo r , c *e s t  í l n i . . . " ,  “ Ľ E x p a n s io n ” , 
7-20 decembre 1984, p. 271.

9

лг-  ‘ н e г e 1, R. A. T h i e t a r t ,  E vo lu t io n s  e t  
d e n s  du management s t ra té g lq u e ,  document de 1 ' I n s t i t u t  E n t r e ­

p r ise  et Personne l, decembre 19B6.



Thus, the point i s  to:

- know how to take in to  cons ide ra t ion  the e x is t in g  or fu tu ­

re s tru c tu re s  in order to determine the s t ra te g y ;

- be able to develop and va lo r iz e  in te rn a l  resources, espe­

c i a l l y  by m obil iz ing  in d iv id u a ls  to obta in  improved contribution 

to the c o l l e c t i v e  performance;

- Id e n t i f y  and implement the s p e c i f i c  ro le  played in  th is  

f i e l d  by the managerial s t a f f .

These new challenges  then lead the companies and corporations 

to question a number of t r a d i t io n a l  ideas and p ra c t ic e s  in mana­

gement and s tra teg y .

Questioning p ra c t ic e s  and ideas in  management: 

fashion or n e c e s s i t y -*

fash ion  has an in f luence  upon management: faced w ith  the va 

r ious  problems they hayc to ta c k le ,  some companies or corpora ­

t ions or e v e n  some consu ltants  sometimes have a tendency - c a l ­

ico  Jhe pendulum reac t io n  - to r e je c t  a l l  previous practices  and 

go to the ether extreme.

"Tomorrows t ru th  is  not n e c e s sa r i ly  the opposite of y e s t e r ­

d a y 's  . . ]  One should be able not to throw the baby away w i l l  

the bath w a te r "10. As a matter of fa c t  the p r in c ip le s  of manage­

ment p r o f i t  by en r ich ing  themsrlves ra ther  than excluding p re ­

vious b e n e f i ts .  As i t  faces new u n ce r ta in t ie s  3nd demands a r i ­

s ing from the fu tu re ,  market, customers, general environment, o r ­

gan iza tion  and in te rn a l  c u l tu re ,  the management can, thus, bene 

f i t  from, and improve the t r a d i t io n a l  techniques to face tomo­

rrow s world.

These t r a d i t io n a l  approaches somewhat r ig id  or too mechanis­

t i c  need, th e re fo re ,  both some bending and con s id e ra t ion  of soft 

v a r ia b le s  such as the s o c ie l  o rgan iza t ion  of the company of pub­

l i c  s e rv ic e s .

10 H. S e r i  e y x, Management: in ,  management out,
" L  E x p a n s i o n " , 16 j u i l l e t  1 9B6 .



N everthe less , denying a s t r i c t  эг'С) formal manarjcnent would 

lead to b lu rred , hazardous p ra c t ic e s .  Therefore, from now on, 

formalism and h e u r i s t i c s 11 must be reconc iled  to s tee r  company 

s t ra te g y .  For that reason th is  s tee r in g  is  constan t ly  performed 

by seeking the dosage the best adapted to ths c ircum stances. I t  

a lso  needs a new approach to the d ire c to rsh ip  of human resources.

4. The ro le  of human resources

In the t r a d i t io n a l  d e f in i t io n  of general company p o l ic y ,  so­

c i a l  p o l ic y  gene ra l ly  p lays  a very l im ited  ro le ,  to such an ex­

ten t,  that i t  sometimes im plies the r is k  of p la in  irvcompa t i bi 1 i - 

ty between the economic and so c ia l  goals of the corpora t ion .

Today on the other hand, human p o te n t ia l  is  considered wore 

and raore uften  as a source of com petit ive  advantages of the u t ­

most importance for the co rpora t ion . Thus, the ta rge t  of the new 

so c ia l  s t r a te g ie s  no longer l i e s  in " c i t h e r  s o c ia l  peace, or ovftn

people s s a t i s f a c t io n ,  but in man’s ro le  in the company as well
12

as in i t s  e f f i c i e n c y "

Consequently company management can no logger be tackled 

w ithout tak ing hunan resources in to  cons id e ra t ion .  This is  one 

□í the геазопь why new approaches have appeared in corporat ions 

with the aim of exp la in ing  the meaning of individualcommunity 

convergence and i t s  modes of a p p l ic a t io n ,  e .g . the "Company P ro ­

j e c t " ,  "To ta l Q u a l i t y " ,  or search for exce l lency .

5. The p r in c ip le s  of exce llency

The evo lu t io n  of the approaches to managemant is  notab ly  f e ­

atured by a re turn  to simple p r in c ip le s  - even s im p i is t ip  acco r ­

11 M. j .  A v e n i  e r ,  te  p i lo tag e  s tra tég ique  de l 'e n -  
t r e p r i s e .  T i re r  p a r t i  de 1 imprévu, éd. C .N .R .S . ,  Centre Ré- 
g iona l de P u b l ic a t io n s  de M a r s e i l le ,  1?Й5, p. 246.

'* R. B o s q u e t ,  F la ce  des hommes dąns l  e f í icac ité  de
1 e n t re p r ise  - document de synthésc э 1 in te n t io n  des Qirigeants, 
I n s t i t u t  E n trep r iae  et Personne l,  septembre 1985.



ding to some - that become the bnoic values of the corpora t ion .

I t  r e s u l ts  in ,  say, the hunt for the "ghost company", l i v in g  

p a r a l l e l  to the " o f f i c i a l "  company in order to regu la te  a l l  i t s  

d y s fu n c t io n s . This b a t t le  against waste (o f  time, products, ene­

rgy, m a te r ia l ,  money and so on' is  svnthntized in to  f iv e  targets, 

c a l le d  the " f i v e  noes" (no breakdowns, no de lays , no fau lt 's ,  no 

stock, no рзрег) sonstiges co">p]et»>d by a s ix th  one: “ no under­

es t im a t io n " .

Obviously everybody knows thst although ttves« noes arc out 

of reach for our corporat ions at least, in tho short or middl»; 

run, tney are the targe t  to be reached through a constant dyna­

mism in tho search for exce llency .

The notion of exce llency has been widely put forward by Ame­

r ican  c o n su lta n ts1* and re s u l ts  in a few key-notions such as 

" c h c r is h  the customer", "m obilize  human resou rces " ,  "kepp on in ­

novating ” , and r,n on. There was an outburst of very c r i t i c a l  

r e p l ie s  to those s im p l i s t i c  ideas which bear a c lose  resemblance 

to "Yaka F łu co n "1^. However, beyond th is  obviousness and to avoid 

thr pendulum reac t ion  nentioned hereabowe, these princip les should 

doubtless bo regarded as f la sh  reminders used to gather together 

sca tte red  elements of management.

Then, i t  Oecoires necessary to locate  those "m iraculous r e c i ­

pes" w ith in  the s t r i c t  framework of the evo lu t io n  of management 

p r a c t i c e s , such as a s t r a t e g ic  management.

6 . S t r a te g ic  management

l h i r  t r a in  of thought considers f i r s t l y  that no one "manager" 

(taken  in  the sense of a person occupying a post of " r e s p o n s ib i ­

l i t y "  in the organ iza t ion  c h a r t )  is  f u l l y  responsib le  for mana­

gement, and converse ly  that none is  e n t i r e l y  without re sp o n s ib i ­

l i t y  in the rtanagement process. Moreover, although the " in ten-

I .  P e t e r s ,  R.  W a t e r m a n ,  l e  p r ix  de 1 ex­
c e l le n c e .  Les sec re ts  des m e i l leu res  e n t re p r is e s ,  In te réd it ions ,
P a r i s  1*83.

C. V. t.ervern, L evang ile  selon 5aint-Mac, "Annales des 
Minas. Gárer et conprendre“ I96i>, no 2.



t in n a l  p lan ” prnves necessary , i t  i s  c e r t a in l y  not su f f ic ien t  and 

mu3t be complemented by an ac tua l  implementation.

The s t r a te g ic  management process aims at f a c i l i t a t i n g  the 

management of u corporation  and u t i l i z e s  s tra tegy  ta guide i t s  

a c t io n s .  The process i s  an actua l operating system which goes 

fu r th e r  than the s t r a te g ic  planning procedure by adding the ne­

cessary development of in te rn a l  ap titudes  and c a p a b i l i t i e s  

which w i l l  g ive the company both the f l e x i b i l i t y  and " invu lne- 

r a b i l i l i t y "  req u ired 15. Thus s t r a te g ic  management endeavours to 

avoid the unfortunate consequences of the d isc repanc ies  between 

the so c a l le d  s t r a te g ic  dec is ions  ( i . e .  in  the t r a d i t io n a l  sense 

of the word; intended for the ou ts ide ) and o rgan iza t iona l d e c i ­

s ions ( in tended for the in s id e ) .

Therefore , the s t r a te g ic  management aims at being in c lu s iv e  

and t r i e s  to take in to  cons ide ra t ion  the complexity of manage­

ment problems. In  f a c t ,  “ s t r a te g ic  management guarantees cohe­

rence between a l l  these s t r a te g ie s  a c tu a l ly  in c lud ing  a l l  "hard" 

and " s o f t "  v a r ia b le s ,  both in te rn a l  and e x t e r n a l " 16.

I t  may, thus, be noted that the corporat ions  new approaches 

s t r i v e  to meet seve ra l requirements;

- the needs of co-ord inat ion  between the company’ s main 

fu n c t io n s ;

- the importance of Implementing the s tra tegy  adopted, the 

same as fo r  a n a ly s is  and form ulation;

- the ind ispensable  con s id e ra t ion  of behavioura l v a r ia b le s ;

- the necessary connection between in te rn a l  and externa l e- 

lements;

- the cons ide ra t ion  of the dangers invo lved  in  a s im p l i s t i c  

management;

- f i n a l l y ,  the need to s te e r  change ra ther  than submit to i t .

15 A. C. M a r t i n e  t ,  t e management s t r a té g iq u e : or­
gan isa t ion  et p o l i t iq u e ,  Mac Graw H i l l ,  New York 1984.

lL  M. A. S a i  a 3 , Vera une théor ie  du management s t r a ­
tégique, "Working paper. I n s t i t u t  d ’Adm in istre t ion  des Entrepri- 
ses d A ix-e«-Provence", no 213.



7. S t r a te g ic  s tee r ing  of change in companies and corporations.

The new approach by corporations management, charac te r ized

as was seen by attempts to reach a more comprehensive development,
n

imply c le v e r ly - s te e re d  p ra c t ic e s  of change Indeed, considering 

the various dimensions of management implies genera l,  in te r a c t iv e  

procedures as regards the stages pe rte in in g  to a n a ly s is ,  prepa­

ra t io n ,  implementation, v e r i f i c a t io n ,  a c t i v a t io n ,  a c tu a l iz a t io n

and so on.

Consequently for a given co rpora t ion , change may be compared 

to a d e l ib e ra te  moinmont achieved by:

- the choice of route,

- the path a c tu a l ly  taken,-

- checking the course.

Ihf* choice of route re fe rs  to the p re l im in a ry  s t r a te g ic  ana­

l y s i s  and more p a r t i c u l a r l y  re s u l ts  in a s t r a te g ic  p lan , v i z . :  

choice of ta rg e ts ,  d e f in i t io n  of in term ediate  stages and choice 

of mean«. W ith in  the framework of Jn approach to s t r a te g ic  ma­

nagement, th is  stage emphasizes as much tho choice of a c t iv i t i e s ,  

market im p lantations, types of products and technologies deve lo ­

ped, as tho id e n t i t y  and vocat ion  of the company, the m ob il iza ­

t ion  of i t s  in te rn a l  resources, i t s  opera t iona l methods and so 

f o r t h .

The path ac tua l l y taken then r e fe rs  to the s t r a te g ic  s te e ­

r ing  of these, cho ices , to the fea tures  of the change process, to 

the f i e ld s  of d a i ly  a n a ly s is  and a c t io n ,  e t c . . .  The Total Qua­

l i t y  arid Company P ro je c t  procedures introduced h e rea f te r  are the 

poss ib le  vectors of th is  progress.

F in a l l y  the dynamic, "ex pa3 t "  v e r i f i c a t io n  makes i t  p o ss i ­

b le  to analyse the course fo l low ed , to understand and measure the 

dev ia t io n  from the i n i t i a l  route and, thus, to assess the r e l e ­

vance and d e f ic ie n c ie s  of the s tee r in g .  In such and approach, the 

management of human resources has - as was seen - an assen t ía l

1 A. 8 a r t o 1 i ,  Ph. H e r m e 1, P i l o t e r  1 entre- 
p r is e  en mutation, line approache s tra teg ique  du changement, ed. 
c fU rb an isa t ion ,  P a r is  1986, p. 259.



part to p lay as, though the s t r a te g ic  s tee r in g  of change is  in ­

dispensable in view of en v i rönnent о 1 d is tu rbances, i t  nonetheless 

strong ly  depends upon in te rn a l  s tru c tu res  and behav iour.

i t  i s ,  the re fo re ,  of paramount importance to s teer the evo­

lu t io n  process by means of the an a ly s is  and act ion  m u lt ip le  in ­

te r re la te d  v a r ia b le s ,  whether they be in te rn a l  or ex te rna l .  This 

needs tha compliance with two fundament a 1 p r in c ip le s  of the stra­

teg ic  s tee r ing  of change: contingency and dosage.

The contingency p r in c ip le  re fe rs  to the cons idera t ion  of pad' 

corporation  s s p e c i f i c  c h a r a c t e r i s t i c s  as well as to the re fu sa l  

of ready-made trade dodges that could be adapted to every c i r ­

cumstance. On the other hand, one has to adapt the con ten ts of 

the act ions  to be implemented to contextual needs and fea tu rea , 

even though the general i t s e l f  may remain comparative ly

s tead y .

As for the p r in c ip le  oi do:*age, i t  t r i e s  to meet the need to 

manage c e r ta in  obvious co n tra d ic t io n s  in  a complex, unstable en ­

vironment .

Uosege con s is ts  ii»:

- e i th e r  a rb i t r a t in g  (by s t r ik in g  a happy medium): i n d i v i ­

d u a l / c o l l e c t i v i t y ,  fo rm a l/ in fo rm a l, e t c . ;

- or ( f l e x i b l y )  a l t e rn a t in g ,  p a r i c ip a t io n / d i r e c t i v i t y , ana- 

ly s is / a c t iu n ,  e t c . ;

- or simultaneously leading complementary elements: proco- 

dure/ccntents, t a c t ic s / s t r a te r .y , e tc .

Moreover these s tee r in g  facto rs  prove e s s e n t ia l  for the Com­

pany P ro je c t  and Total Q ua l ity  procedures.

C. Total Q u a l i ty and Company P ro je c t !  

two new Company a_nd_Corpor a t io n Procedures

The companies and corpora t ions  seem to be more and more awa­

re of a l l  these stakes and more c r  1езэ begin to evo lve  towards 

such managersent p ra c t ic e s .  Moreover p u b l ic  se rv ice s  a re , none­

the less  , invo lved in ,  nor concerned by, these rew challenges.



This is  p re c is e ly  the reason why severa l government departments 

and o f f i c e s  have a lso ,  for the la s t  few month or years , boon pon­

dering upon, and f ind ing  p r a c t ic a l  so lu t ions  to , a renewal of 

th e i r  opera tiona l methods and pos it ion in g .

These renewals in vo lve  both th e i r  r e la t io n  to the externa l en­

vironment - where one can perce ive  new th rea ts  and opportun it ies  

(development of c e r ta in  forms of com petit ion, p o l i t i c a l  and So- 

c ie t y - re la t c d  o b l ig a t io n s  and in ce n t iv e s ,  e t c . )  - and th e ir  in ­

terna l management, which up u n t i l  now has often been l i t t l e  ex­

p lo i t e r  in  the search for performance for fea r  of lo s ing  a part 

of th»’ i r  vocation  as э "Pu b l ic  S e r v jc e " .  Today, none the less , cun- 

p lem entar itv  between the concepts of "socio-economic e f f i c i e n c y "  

anu "p u b l ic  s e r v ic e "  is  becoming too obvious not to be taken in ­

to account. Ihus, in sp ite  of an apparent semantic paradox, one 

can witness the spring ing up of Company P ro je c ts  in  numerous pub­

l i c  o f f i c e s .

Certa in  new approaches to performance can a lso  be noted 

through the c rea t ion  of "Q u a l i ty  C i r c le s "  and other even more 

eonpreher.aive q u a l i ty  processes. Ih e re fo re ,  i t  would seem in ­

te re s t in g  я» an example to present h e rea f te r  two types of pro ­

cedure that stum to concern a l l  forms of corpora t ions.

1. Total Q ua l ity  procedures

In  the ea r ly  8 0 s ,  Western companies and corporat ions ado­

pted procedures to improve co m p e t i t iv i t y  by means of a search 

for Q u a l i ty .  The nation of Total Q ua l ity  has, thus, g radua lly  

appesred in French management, on American and Japanes l i n e s 10, 

with notions of Total Q u a l i ty  Control (TQC) or of Company Wide 

Q u a l i ty  Control (CtlQC).

Nowadays ana cannot help n o t ic ing  (nore p a r t i c u la r l y  in 

French companies) э d e f in i t e  craze for these Total Q ua l ity  Ap­

proaches, sometimes un res tra in ed ly  considered as the u n ive rsa l

18 • %
K. I  s h i k a w a, Le TQC ou la  q u a l i te  á la  japona-

is e ,  Afnor Gestion, 19Й1.



panacea to a l l  problems. But, p r io r  to these comprehensive s t r a ­

teg ic  procedures, a somewhat mofe r e s t r i c t e d  O ua l ity  p ra c t ic e ,  

v iz .  the Q ua l ity  C i r c l e s ,  has often been evolved.

This method of O ua l ity  Management has often  led to p o s it iv e
19

re s u l ts  . More p a r t i c u la r l y  the Q u a l i ty  C i r c le s  have been able 

to provide rea l so lu t io ns  to problem encountered during product 

manufacture. For th is  reason, they may well bo e f f i c i e n t  devices 

for short-term economic performance, and are acknowledged as such 

by the companies that have tasted them. Moreover, by pu tt ing  

forward the notion of q u a l i t y  as everyone’s concern, they a lso 

con tr ibu te  to the improvement in re la t io n e  and communication within 

the company.

However, notwithstanding these asse ts ,  a number nf bounda-
20

r ie s  and i l l - e f f e c t s  may appear in some cqmpanies running qua­

l i t y  c i r c l e s .

They are , amongst others:

- the d isconnection  of q u a l i t y  c i r c l e s  with regard to the 

contents of the operators d a i ly  tasks , which have otherwise un­

dergone no bas ic  a l t e rn a t io n ;

- th<3 need for the superv iso ry  s t a f f  to p lay я novel p a r t ,  

sometimes hard ly  compatible with the t r a d i t io n a l  operating s y ­

stem in fo rce ;

- the im p o s s ib i l i t y  to deal w ith , or so lve ,  design problems 

beyond the Q ua l ity  C i r c le s  (badly  conceived to o ls ,  pa rts  d i f f i ­

c u l t  to assemble, e t c . ) ;  , •

- d e f ic ie n t  p reven t ive  measures as a Q ua l ity  C i r c le  mainly 

proves to be a co n s u lta t iv e  body;

- non-existent o v e r a l l  a n a ly s is  p r io r  to the s e t t in g  up of 

g u a l i ty  c i r c l e s ,  more p a r t i c u l a r l y  in terras of appropriatedness, 

which may lead to s p e c i f i c  e rro rs  of reco gn it io n ;

19
B. M o n t e l l ,  P.  R y o m ,  Cerc les  de q u a l i t é  et 

de progres pour une nouvelle  c o m p e t i t iv i t é ,  ed. d O rgan isation ,
P a n s  19B3.
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- а danger of p rpaň izat ione l schizophrenia when the remain­

der of the operating sys te r  res ts  upon t r a d i t io n a l  p r in c ip le s  of

s c i e n t i f i c  o rgan ization  of labour;

- a d is c r im in a t io n  phenomenon between operators  3nd the ad­

vent of an e l i t i s t  fe e l in g  that i s  l iU e ly  to c rea te  new tensions 

and d i f f i c u l t i e s .

Therefore , altough tho d u a l i t y  C i r c l e s  may prove a f a u l t - r e ­

ducing fa c to r ,  they cani'ct re s u f f i c i e n t  as such in the middle 

run. To succeed, эr e s s e n t ia l  cond it ion  would tie 11> in teg ra te  

them m  a m • ť cr">prchr>nsive pr: edure of actua l s t r a te g ic  ope-
'»л . - ■■■•

ra t io n  at a l l  le v e ls  on a l l  t ie  company s main con s t ituen ts  

(s t ru c tu re s ,  behaviour. s t r i t e j i p s ) .

A -stcaicy) oi d u a l i t y  in the iense of Total Q u a l i ty  (TO) can 

tfven co n s t i tu te  th is  o v e r a l l  approach enabling one to ove r r id e  

» is  t ítffv : ł o i c i e *  found in tiic.se i o latod systems known as q u a l i ­

ty c i  i c l  flu that tho l a t i n r  n v  continue con tr ib u t in g  e f f i ­

c i e n t l y  tc the search f^r exce l lency .

la  orOer to be cvaDy  f f e c t i v e ,  th is  TQ s tra tegy  must be ba­

ses! not or 1 y upon oj'or.-11 ч i requirements o ften  c a l le d  " p r in c ip ­

l e s ’*, f.ot a lso  upAO mano;iemer’ t systems which turn them in to  ac ­

t ion .  then, it l i l t p i  cannot be con ter.pl a ted as a «ere  transpo­

s i t i o n  of Nipponese t r i c k r  of the t.r3do, but as s p e c i f i c  to our 

o rgan iza tions  and cu ltu re s  througn change-including procedure. 

Tncse p r in c ip le s  ran fie gathered unoei four headings:

- extending Ute notion ->f Q u a l i ty  to a l l  f i e ld s  ( la rg e ly  out­

s t r ip p in g  the r e s t r i c t i v e  framework of a manufactured prnduct);

- t' v •r a p o l j t in g  the r e la t io n  “ customer to su p p l ie r "  to a l l  

f i in cU e n a l or opera t iona l r e la t io n s h ip s  w ith in  the co rp o ra t ion ;

- i f  yard ing the wage-earner as both sup p l ie rs  to , and custo­

mers o f ,  the co rpora t ion ;

- implement mg follow-up and a n a ly s is  of the a c t i v i t i e s  at 

a l l  l e v e ls .

Turning the company in to  a l i v e l y  cen tre  meant to c rea te  

energy ard optim a lize  i t s  u t i l i z a t i o n ,  thus, appears to be ob­

'  * Ph. H e г m e  1, l ’approche gocio-economique de lammise
en oeuvre s t r a t ig iq u e  de 1 e n t re p r is e ,  "Revue Franęa ise  de Ge-
s t»on “ , па з 2 .



ta ined only on cond it ion  that one in ves ts  in a genuine s t r a te g ic
72

management o i human resources , Moreover th is  conclusion  seems 

a lso  to be ap p l icab le  to the Company p ro je c t  procedure.

2. Company P ro je c t

The Company P ro je c t  theme has spread at a b r isk  pace throgh- 

out French corporat ions and management c i r c l e s .  In t^e updated 

vocabulary of company management, the Сопрзпу P ro je c t  may be de­

f ined  as en o v e ra l l  purpose w ith in  any one company (or corpora ­

t io n ) ,  which aims at m ob iliz ing  human resources in one common, 

given and unanimously accepted d i r e c t io n .

The Сотрзпу P ro je c t  endeavours to crea te  a common denomina­

tor between a l l  members of 4 co rpora t ion ; th is  denominator con­

s t i t u t e s  as i t  were the le i tm o t iv  which must be c l e a r l y  defined 

so as to reach the company s s t r a te g ic  goals more accu ra te ly  and 

w ith  g rea ter  speed.

Indeed the need to develop the companies* o v e ra l l  e f f i c ie n c y  

is  more and more s trong ly  f e l t  due to the new requirements re ­

s u l t in g  from c o m p e t i t iv l t y  and adaptation  to environment. This 

leads the companies to reso r t  to th e ir  main in te rn a l  mobilization 

f a c to r ,  v iz .  human resources. Having resource to the Company Pro­

j e c t  may then meet the need to e i th e r  rebalance or counterba lan ­

ce the growing p ra c t ic e  of d e leg a t io n /d e ce n tra l iz a t io n  at u n it  

or departmental le v e l  of any one company, which is  the general 

consequence of the need to both increase in te rn a l  f l e x ib i l i t y  and 

come up to the expectat ions o ften  very high of these e n t i t i e s  аз 

fa r  as autonomy and d i f f e r e n t i a t io n  are concerned. Thus, the 

Company P ro je c t  may co n s t i tu te  the "compensation” , or fe d e ra t iv e  

element roaking i t  poss ib le  to avoid the r is k  of dispersal and ove­

r a l l  incoherencv.

22 ,
Ph. H e  r m e 1, S t r a té g ie ,  changement e t  ressources

humaineS: que lles  r e la t io n s ? ,  "Working Paper I n s t i t u t  d Admi­
n i s t r a t io n  des fn t r e p r i s e s  d Áix-en-Provance" 1986, no 329.



However, th is  P ro je c t  fashion ra is e s  the problem oi the means 

of o tn a in ig  roob il izatm n.

In  the face of these problems, an immediate r e f le x  could be 

to regard that form ulating , strengthen ing  and even c re a t in g  ( i f  

i t  i s  p o s s ib le ' )  3 company c u l tu re ,  would g ive  an opportun ity  to 

p lay  up in d iv id u a l  va lues and to make behaviours converge. Ob­

v io u s ly ,  t h i3 approach would tie s im p l i s t i c :  although d iscuu rsm y  

on the companies' va lues in the »’re je c t  proves necessary , i t  la 

fa r  from being s u f f i c i e n t .  More p a r t i c u l a r l y ,  those companies that 

have nere ly  attempted to en luV ’ tfn th e ir  vocation  and goals by 

»C4HS of c l a r i f i c a t i o n  of the i r leaders va lues issued in an in ­

te rna l ’'c h a r t e r ” , seen to have -.-Upped up. In f a c t ,  though the 

i n i t i a t i v e  ana bas ic  contents n( the P ro je c t  are to bu answer­

ab le  to the General Management in order to be both c re d ib le  and 

le g it im a te  as a s tr . ite r j ic  vec to r ,  th in  P ro je c t  is  by no means 

supposed to be one-s i’!rd,

Thus, : t  becomes necessary »o pnv a t te n t io n  to the various 

p ercep t ions ,  expectat ions  and existiOQ va lues щ  the company as

э whole, so as то incorporate  thrra at tne h ighest l e v e l ,  and 

cf>eck th e ir  degree of co m p a t ib i l i t y  with the s t r a te g ic  goals . 

O n ly  provided th is  cond it ion  is  f u l f i l l e d  can the p ro je c t  he e f ­

f i c i e n t . having head accepted by the company in genera l .  Of со 

ur*>e, the corcep i uf p a r t i c ip a t io n  in drawing up tfié P ro je c t  r e ­

qu ires  s t r ik in g  a h;.ppy medium. More p a r t i c u l a r l y ,  a ba lace has 

to be found between:

- the r a t io n a l  and em otiona l,

- the c o l l e c t i v e  and in d iv id u a l ,

- tMe p a r t i c ip a t io n  of each one and the d i r e c t i v i t y  of the 

helwstnen, .

- s im p l ic i t y  and ambition,

- proxim ity  and u n iv e r s a l i t y ,

- t a c t i c s  and s t r a t e g i c s . . .

In  other words, tne Company P ro je c t  w i l l  induce m ob il iza t ion  

only i f  i t  is  both meaningful for everyone and s t r a t e g i c a l l y  o- 

r ien ta te d  for the company, lo do so, the p r o j e c t ’s proposed 

g oa ls ,  means and counterparts  must be coherent and p la in .  There­

fo re ,  i t  is  to be desired  that the whole Company P ro je c t  be sub­



d iv ided  in to  Unit P ro je c ts .  A c tu a l ly ,  the Company P ro je c t  i t s e l f

- from i t s  conception to itr. permanent implementation - can hut 

be a rea l o v e r a l l  process of change i f  i t  is  to he e f f ic ie n t .  I t s  

very drawing up giveti the opportun ity  of c rea t in g  a dynamism, a 

movement that m obilizes the whole company. Then, through the ac ­

t ions and evo lu t ions  i t  induces, trio Company P ro je c t  ia  a t ru ly  

p r iv i le g e d  vector of the company s ргосезя and change,

Therefore, the values dea lt  w ith , and discussed in , thi?, 

P ro je c t  are not to be r e s t r i c t i v e  Mlcments to whtch one should 

n e c e s s a r i ly  subscribe, and that would run the r is k ,  in the long 

run, of "breaking m ob il iza t ion  down“ , but have to be understood

as "common p r in c ip le s  of a c t ion  though to engender a b e t te r  un-
2 i

dergtanding and co-operat ion"

0 . Conr.lubioit

The Company P ro je c t  and Total Q u a l i ty ,  thus, appear to be 

able to c o n s t i tu te  genuine vecto rs  for an o v e ra l l  change in  a l l  

forma of companies and co rpora t ions.

Provided that a number of p recautions are taken together with 

the s t r i c t  methodology ab so lu te ly  ind ispensab le  to th e i r  prepa­

ra t io n ,  iropleracntation and a c t i v a t io n ,  the^e approaches can, in ­

deed, help s teer the necessary evo lu t io n  of French co rpora t ions. 

Besides they bear w itness to a need to enr ich  the approaches to 

management and s tra tegy  in genera l ,  in  order to meet both the 

present operating requirements arm our environmental complexi­

t i e s  .

Some s t r a t e g ic  managerial p ra c t ic e s  together w ith  the current 

methodological developments woula appear in such a way to pro­

vide embryonic r e p l ie s  that enable companies and corpora t ions  to 

take up the countless  challenges  with which they are faced.

О 1 ,
M. G r o i i e r ,  Houveaux modes d o rg an isa t ion .  I n s t i ­

tut de 1 E n t r e p r is e ,  19CS.



Ph i l ip p e  Herme1

EWOLUCJA PODE .IŚCI A 00 ZARZĄDZANIA 
WE FRANCUSKICH РЯZEHSIEBIORSTWACH

Przedsięb io rstwa f rancusk ie ,  bez względu na charakter ich 
d z ia ła ln o ś c i ,  odczuwaj.} potrzebę modernizacji zarówno wewnętrz­
nych s t ru k tu r ,  jak i zewnętrznej s t r a t e g i i ,  spowodowaną wymaga­
niami, j a k ie  stwarzają  ewolucyjne zmiany w otoczeniu.

Nowymi cechan: zarządzania, będącymi rezultatem tych zmian, 
według autora, s j !  od e jśc ie  od technokratycznej b iu ro k ra ­
c j i ;  sformułowanie s t r a t e g u  d z ia ła n ia  p rzeds ięb io rs tw a; roz­
wój i udo3konnlemo indywidualnych możliwości decyzyjnych przy 
przewidywaniu i adap tac j i  zmian; in teg rac ja  k ierownicza , dokony­
wana przez id e n ty f ik a c ję  i wykorzystanie ró l odgrywanych przez 
poszczególnych członków kadry; nowy stosunek do czynnika ludz­
kiego jako podstawowego elementu u rz cd s ięb ia rs tn a ;  zarządzania 
s tra teg iczne  przez rozwój; k ierowanie zmianami i limo. Autor przed­
staw i*  dwie drogi pt'Stopowjf ха unowoczeánia jąnoge . ia rz ijdzan le , o- 
k re á la tc  jako: fe ta l  Q ua l ity  Procedures, w którym rozszerza i 
odnc.si p o jęc ie  jakości na wszyot>,ie’ obszary d z ia ła ln o śc i  przed­
s ięb io rs tw a  oroz Company P ro je c t  - mający na celu  wewnętrzną 
m ob il izac ję  zasobów lu d z k im ,  w kierunku r e a l i z a c j i  wspólnie wy­
tyczonych i zaakceptowanych działart.


