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of action that cannot be carried out without resorting to organizational individual in an increasingly complex culture. Organizational prog-
models, that human groups and human societies can set new ob- ress has made it possible to be more tolerant of the personal neegs
jectives for themselves and thus learn by obtaining the sanction of and idiosyncrasies of individual members: one can obtain the wanted
the environment. It is only through these sanctions, i.e., in view of results from them without having to control their behavior so nar-
their successes and failures, that t%-xey can change. Changes, we are rowly as before. Cultural sophistication, on the other hand, has in-
inclined to believe, appear first at the level of the praxis and second creased the individual's caracity for accommodation and at the same
only at the level of tﬁe values. It is true that cultural and organiza- time, as a consequence, his possibilities of independence. People

tional systems are too stable to allow groups to learn jiist anything. can now measure their contribution to the organization in a more

But within the limits fixed by the conditions of equilibrium of these precise way; théy are no longer obliged to bargain for all or nothing.
systems, they can and actually do learn. "The sancyitn of the environ- _ Participation is much less dangerous for them, since they have
is stage;t tends to eliminate learned to be more flexible and since they can participate without

ment, furthermore, does not stop at th
inadequate patterns of action and, ﬁnally:/,f’eeds back on cultural committing themselves quite so much. The cost of quitting and find-

traits and basic behavioral attitudes. p ing a substitute participation is, in any case, both psychically and ma-
To discuss the margin of freedom and of innovation or, better, terially much less heavy than before. The more tolerant modern organ-
the possibilities of learning still offered by these complex systems, izations demand much less from their members, and the latters’ Free«
we shall employ the theoty we subtnitted about their conditions of dom and flexibility allow them also to demand much less in retumn.
equilibrium. Even less than'in the technical feld can one discover, 1F pressure from both sides can diminish as both parties become less
in this domain, a one best wiy to be accepted by everyone, and demanding, rigidity will tend generally to decrease. The number and
there is no point in looking /E(f th?a‘--lﬁnear growth of a unidimensional the complexity of the rules may increase tremendously—modern
rationality. This does not” mean, Kowever, that it is impossible to organizational E)atterns will be more fexible, much less “bureau-
predict the evolution of the systems Bﬁ interdependent elements of cratic” than before. Organizations will be content with a more tem-
which we have triedfo understand the latent functions. In this final porary loyalty from their members, even at the highest echelons, and
erspective, our odels will appear no IOﬁEQc; as ends in themselves individuals will not press the organization to protect them by usincgl
Eut as so many/stages necessary both for understanding the general the rules in the most binding way. With pressures from the top an
orientation of this evolution and for setting the. problems in their counter-pressures from below decreasing, rigidity as described in our
proper context. model will tend to diminish.®
We shill study successively the development of buteaucratic rigid- Many authors, we are aware, have adopted a different view of
ities acbording to. the evolution of industrial society and the special modern organizations. William H. Whyte, Jr.,* who has been among
plag€ of the French model within this evolution. In conclusion, we the more outstanding, argues, for example, that modern organization
4]l exarmine, in the more concrete case of French public administra- man is above all a conformist, that the new ethic which the develop-
’ ion, how the forces of resistance and the forces of change can, be ment of large-scale organizations is creating is an ethic of conformism,
roughly appraised in terms of action. - - .. ’ in contrast to the Protestant and capitalist ethic of individual responsi-
e bility. His arguments, however, are not very convincing even if lim-
ited to the sl%ort run. It might be true that our socia% systemn  still
Bungaucratia SystEMs oF OmcaNizaTioN AND THE EvoLuTioN needs more individual responsibility than the present trend allows
or InpusTriar SocreTy us to manifest. But this does not mean that our society is more con-
T e O . formist than that of even thirty years ago. The “well-rounded” per-
Two ceneral factors, in our opinion, influence the evolution of or- e . ) ) 3 ] )
%ﬂ“izagti"“al patterns in modemn society in & way Weber did nof o Shrting From & e B o e e Wi e g aceclery
oresee. These factors, whose importance we have already stressed tion of change in modern industrial soéiety tends to impose a type of organistic
in our discussion of the ways in which an organization achieves management against the nsual mechanistic type. See ‘Tom Burns and G. M.
conformity, are (1) the constant progress in the techniques of pre- Sfil‘lﬁafii]ggeP’KI%HE;;‘,&?:.'Oé‘f;ﬂaf;gﬁza%in don: (ngfvmiegrlgmssis:% ;3?;)8.0}“15_

diction and organization; and (2) the growing sophistication of the ter, 1956).
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sonality which Whyte so attacks is the mark of a fexible individual
always ready to compromise and generally more socially-minded
than his more assertive counterpart of thirty years ago. Does this
mean that organizational men 'in general are now more conformist?
Certainly not; the confusion comes from Whyte’s focusing on the
top, successful individual. The Protestant ethic was supportive for
the successful executive who could be extremely assertive in the
name of individual responsibility. But this kind of independence
meant more submissiveness on the part of his subordinates and the
retreatism and ritualism necessary to alleviate it. The social values of
today’s organization man are conducive to better possibilities of ad-
justing in a more indePendent way, if not the top, but the average,
member is considered.* Certainly, the extension of those values to
other domains where individual creativity is the decisive factor can
become a deterrent to progress, but in the paramount domain of so-
cial action the price wiic had to be paidp for maintaining the au-
thoritarian hero of former times was such that the flexible, tolerant,
and well-rounded conformist manager of the organization era seems,
in comparison, to be a model of efficiency.

Moreover, as Dalton has shown, the complex human relations and
power relations system of a modern organization imposes on its ex-
-ecutive the need to take initiative constantly and to be creative more
subtly.® Instead of assuming the full responsibility of command in
- a genera] climate of uncertainty, they must settle conflicting claims
in a maze of rules, arbitrate between opposing forms of rationality,
and face the difficult moral issues of the ambiguity of means and
ends. They are becoming political leaders insteadg of risk-taking entre-
preneurs. ,

Considering only these general tendencies, we could conclude that
bureaucratic systems founded on those vicious circles of dysfunc-
tional elements which we have analyzed are bound to become less
conspicuous. Contrary to the fear of so many humanists and revolu-
tionary prophets of g)om, we can expect more promises of liberali-
zation than threats of standardization. '

Such optimism, however, must be considerably moderated, since
we must also take into account the general progress of rationaliza-
tion that constantly diminishes the challenge o% uncertainty, thus
allowing organizations to escape reality. The existence of this long-
range trend toward rationalization that so impressed Weber does not
mean that organizations are becoming more “bureancratic” in our

'Notwithstanding the difficult situation of several layers in the hierarchical

pyramid, and especially the lower supervisors and foremen.
* Melville Dalton, A];n Who Manage (New York: Wiley, 1959).
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dysfunctional sense, but that men’s activities are increasingly proc-
essed through formal organizations, i.e., that bureaucratization in
the Weberian sense is truly increasing, perhaps at an accelerated
rate, but without entailing the dysfunctionaf consequences that
Weber feared and all his successor prophesied. We come then to
the following paradox. That greater Hexi]ivility which makes it easier
for individuals to participate in the standardized and controlled ac-
tivities of Iarge—scaﬁa organizations is responsible for the development
of “bureaucratization.” In other words, the elimination of the “bu-
reaucratic systems of organization” in the dysfunctional sense is the
condition for the growth of “bureaucratization” in the Weberian
sense.

Finally, as is most often the case, the optimist’s and the pessimist's
views equally should both be dismissed. Neither the logic of stand-
ardization nor the logic of liberalization is applicable alone if one
tries to envisage the total picture. Both are valid at that level, Man
seems to push the logic of standardization, i.e., the goals of efficiency,
as much as the successes of the logic of liberalization will permit
him. New equilibria are constantly formed in place of the older
ones. They give man both the advantages and the burdens of greater
sophistication and more complex entanglements.

Within this very general framework, it can be shown that, at the
operational level, it is only when large-scale organizations become
moré- flexible and can eliminate some of their bureaucratic vicious
circles that they can overstep signihcant stages of growth. Recent
research in the field of Jarge-scale organization history has made this
point clear.® Decentralization now seems, to shrewd observers of the
business scene, to be the necessary condition for further growth.’

This outcome, however, is not a simple linear process, and present
systems of organization are still to a large extent “bureaucratic.”
Progress in the organizational field meets a strong passive resistance.
Bureaucratic systems persist and always find news forms. This is the
result of two opposite and yet convergent pressures. On the one side,
each individual, each group and category within an organization,
will always struggle to prevent the rationalization and maintain the
unpredictability of their own task and function. Their power, the in-
fluence they can wield, depend, as we have demonstrated, on their
amount of discretion, and, finally, on the uncertainty they have to
face. One can thus understand that they will fight rationalization in

°See, smong a number of articles published in the Administrative Science
Quarterly, Ernest Dale, “Conuibution to Administration of Alfred P. Sloan, Jr.,

and G. M,,” I (June, 1956), 30—62.
"Ralph R, Cordiner, New Fronticrs for Professional Managers (New York:

McGraw-Hill, 1956).
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their own field while trying to further it in other fields. On the other
side, the constant progress of rationalization offers the possibility and

the temptation, to those responsible for it, to push planning and ility
standardization Further than is rationally feasible. to the necessity of a minimum of eTsllbr1um with the environment.

Two kinds of privileges and vicious circles, therefore, tend to de- And we now must ask ourselves whether or not, in view of the ex-

velop. The former correspond to the resistance of groups trying to traordinary upheaval brought about bf the rise and the development
e complex of bureaucratic pat-

throughout the modern history of French society. These traits and
these behaviora}l patterns, however, cannot be considered as given
once and for all. Whatever their stability, they have also to submit

prescrve their positions o strength which can be weakened by tech- of mass-consumption society, the who
nical meress, and the latter to the desire of other groups to imEose terns, processes of change, and the basic primary traits will not finally
» rationalization which is not yet warranted by this progress. Those become gravely dysfunctional and whether or not the pressure of ne-

two forces very often reinforce each other. A premature centraliza- cessity will not oblige French society to learn new patterns of behav-
Gion can create the best protection for Jocal privileges; conversely, a ior that will tend to influence and transform hasic traits which could
coalition of such privileges will eventually [-I‘) ht to impose a ration- until now be considered immutable.
alization which will protect them and even en%lance their status tem- Until the present, the pressures of the outside world have led
porarily by eliminating other privileges. onlytoa reinflgrcement of the system. There had been constant prog-
The success of these two maneuvers depends on the organization’s ress in flexibility, but this was offset by a general growth of centralgi-
capacity to isolate itself from the rest of society. Since the persistence sation and a wider diffusion of the iureaucratic patterns. French
of bureaucratic vicious circles will entail, as a primary consequence, society met the challenge of the modern world by extending jts own
diffculty of contact with the environment, those activities in which special type of organizational rationality and pushing it to the ex-
it is easier to remain isolated from outside pressures are most likely tteme. There are now signs, however, that the Jimit of possible de-
to allow the development of bureaucratic systems of organization. velopments has been reached, that the system does not have the nec-
We should like thus to argue that the fears of technocracy ex- essary Tesources to solve the increasingly difficult problems which it

pressed by so many authors are not founded on fact. When progress will confront if it extends still further. We mag now approach a
accelerates, the power of the expert is diminished and managerial

breaking point, from which point on the basic stability of the system

power becomes more and more a political and judicial power rather_ will be threatened.
than a technical one. Managers' success depends on their htiman The threat comes From two sets of convergent pressures. On the

qualities as leaders and not on their ccientific know-how. As science |\ one hand, the requirements of efficiency of modern industrial societ{,

invades the domain of the experts, those aspects of their oles which that cannot be met as in earlier times by Tesorting to greater centia i-
zation, force the elimination of some of the bureaucratic rigidity.

it affects decrease in importance.

We may emphasize, as a last paradox, that bureaucratic forms in Role diferentiation, the complexity of the co-operative Process, an
the dysfunctional sense correspond to the impossibility of eliminat- sheer organizational growth require that individuals and groups have
ing all elements of charismatic power from the functioning of Jarge- more personal contacts, participate better in the decision-making sys-
scale organizations. Bureaucratic privileges and vicious circles follow tem, and be part, finally, of more fluid equilibria of newer relation-
from the necessity of resorting to charismatic-like power in an other- ships. On the other hand, the modern mass-consumption techniques
wise ever more rationalized world. seem to present new possibilities of meeting French basic needs at

' lower cost and more rationally. This convergence makes it possible

to meet the two basic conditions for successful change: urgent ne-
cessity and the material and moral possibility of adjusting to it.

Tre Growing THREATS TO THR Frencd Burpaucratic PATTERNS
Let us be more specific. We emphasized, in the preceding section,

Let us now analyze the place and meaning of the French model in that the whole tendency of modern organizational develoliment has
this general context. We have chown that its temporary and local had to be toward more flexible patterns and that decentralization at
dysfunctions could only reinforce its general hold. The system as 2 certain decisive stages has been prerequisite for further growth. This
whole seerns to be functional, inasmuch as it relies on a number of problem has been especialty misunderstood in France, where mod-

eultural traits and basic patterns of behavior that have been constant ern organizational developrment has often been resisted under the

i
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pretext that it is bureaucratic. To be sure, many voices have de-
nounced, time and again, the errors and failures caused by the
French patterns of organization. But most of the time this has been
done in a very partial and ultimately reactionary way, since the erit-
ics have refused to understand the price which would have to be
aid to eliminate the dysfunctions about which they complain so
Eitterly. Finally, there has been a deep consensus about the relative
excellence of the French system, to wEich most Frenchmen, revolu-
tionaries and conservatives, radical and moderates, alike have in-
stinctively adhered.
They have had some justification for this opinion, since the
French system has been able to claim, within the context of bour-
eois and traditional Europe, all the tangible advantages that we
Eave analyzed of stability, reliability, protection of individual inde-
pendence. At the same time, it has seemed to bring, in its own way,

a very sufficient measure of efficiency, while appearing, in a nation -

deeply influenced by the ups and downs of a turbulent history, as
the best system for safeguarding the unity of purpose and the per-
manence of national society and insuring a quick mobilization of
resources in case of war,

The consequences of the ensuing organizational lag have not been
very worrying, since the lag cou%d not be embodied in practical
terms. On the contrary, most responsible Frenchmen have been very
proud of the suceess of an organizational system that could make it
possible to benefit from all the progress of modern technical civiliza-
tion without having to obey the imperatives of standardization, con-
centration, and discipline af),ready stifling the spirit of the other West-
ern nations. But the lesser efficiency of French organizations can be
compensated for by the gains brougit by centralization, only as long
as planning, prediction, and development activities remain extremely
uncertain, aﬁaitrary, and hazardous, thus making the activities of
control and regulation the decisive administrative functions. Now,
when a more rational view of man's influence in shaping future
events can be maintained and an increasing number of organizations
are becoming able to make more conscious choices, the centralized
administrative state and all organizations and branches of activities
influenced by bureaucratic patterns are, curiously enough, becoming
more conservative than their less integrated counterparts. They may
be bigger and more sophisticated, but they are 1i)aralyzed by egali-
tarianism, by the weight of their own impersonal rules, and, above
all, they are unable to master the necessary pressure for imposing
change upon fesisting groups. Centralization, once a certain stage
has been definitely overstepped, cannot any longer bring useful re-
wards. It seems even to have become self-defeating in the French
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cultural context, where socialist solutions are not able to escape the
dilemma of stagnation or totalitarianism.?

At the same time, when there seems to be no escape within the
system fitself, pressures from without become increasingly stronger.
The different para-bureaucratic systems disintegrate, The bourgeois
entre reneuriaf system is no longer able to compete with the more
flexible modern managerial organizations. The educational system
cannot any longer promote the highest learning and research af.?:ieve-
ment. The co]oniaﬁ) system is unable to give way to another, better-
adjusted type of political influence. Pressures to disrupt all these en-
trenched patterns are finally threatening the bureaucratic system of
organization itself,

From another and perhaps more profound perspective, the possi-
bility of the emergence of a new form of rationality not compatible
with the bureaucratic tradition seems extremely difficult to giscard
in a country which has always prided itself in keeping in the van-
guard of rational achievement.

French bureaucratic rationality has relied on individual efferves-
cence and competition to produce new and more elaborate models
of routine activities to be carried out on an egalitarian and imper-
sonal basis after having overcome the resistance of groups. T'hisI])neas
meant no competition and no co-operation at the group level; state
and group quasi-monopolies have imposed the one Ezst way through
egalitarian pressures against individual resistance. This pracedure
makes planning extremely difficult, because planning ahead implies
organizational experimentation, exchange oF information, and sta-
tistical analysis—all contrary to the philosophy of the one best way
and the negative practices of groups. It also requires a co-operative
attitude on the part of individuals that cannot be obtained wﬂen the
dominant behavior of the central and group authorities is one of con-
tro] and repression.

Now, wien managerial planning for growth both in private and
publie organizations ias definitely taken precedence over state and
group attempts at controlling or regularizing the blind forces of the
market, when organizations come to recognize that it is better to al-
low a large tolerance for calculated waste and human deviances and
imperfections than to sacrifice growth to thrift and the pursuit of
possible overlapping, waste, and corruption, the rationale of the tra-
ditional system of organization crumbles. The French bureaucratic
system of organization, as we have described and analyzed it, cannot

¢ The model of state socialism, once rather progressive, scems now increasingly
to be assaciated with ineficiency, corruption, and waste (the Middle East, Latin
America, Spain)), unless it becomes totalitarian, while the only success of socialism
In modern times has been obtained in countries with strong tendencies to self-
government.
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easily adjust to this new form of rationality. It is not fit for planning
ahead, but for regularizing, after the fact, the results of group strug-
gles over the proposals of individuals. Planned growth implies
greater trust in human motivations, fostering initiative at all levels,
more co-operation between individuals, and more competition be-
tween groups.

If everything is taken into account, it no longer seems possible to
maintain the rate of development required by modern industrial so-
ciety without resorting to this new strategy of action. And French

The first sign of a significant change was the creation of the Plan-
ning Commission just after the Liberation, and the subsequent elab-
oration, in its midst, by younger higher civil servants and the most
progressive business leaders, of first the practices, and then the phi-
losophy, of économie concertée.?

Economie concertée has many weaknesses in practice and is only
very partially fulfilling its ideals. It retains many of the anterior prac-
tices. The state still keeps some of its anthoritarian and negative at-
titudes, and it is only by manipulating the different pressure systems
that it can succeed in obliging private groups to act. Private groups,
on the other hand, maintain their infantile attitude and consent to
co-operate only when they feel that the state agrees to pay a heavy
price for their co-operation. Yet dconomie conceriée is a significant
departure, since many positive results have been achieved without
the traditional controls, and both the private managerial elite and

the state bureaucratic elite are gradually but definitely being won

over to the new kind of rationality. These groups are thus increas-
ingly able to bargain realistically without resorting to the traditional
mixture and alternation of repressive control on the one side, and
secretiveness, tesistance, and apathy on the other.

® This is what Henry W. Ehrmann, in an otherwise extremely perceptive arti-
cle on économie concertée, fails to understand when reviewing the theory and
practice of recent French bureaucratic intervention in the econcmy. He is judg-
ing according to the American standards of a trust-busting and competitive phi-
losophy. For him, therefore, économie concertde has much in common with the
Viclfy attempts at corporatism and traditional European protective tendencies.
This is quite true but represents only a part of the picture. That picture may be
good, but the comparisens, we believe, are not xelevant. The defects of économie
concertée to which Ehrmann is pointing concern practices that were flourishing
earlier in different forms. And what is more signiEcant for assessing the change
brought by économie comcertde is mot a comparison with American but vyxth
earlier French practices which have been hampering the growth of the nation.
Measured against the latter, the new attitudes toward ‘co-operation and planning
ahead, the diffusion of the new managerial rationality, are extremely important
and revolutionary factors. (See Henry W. Ehrmann, “French Bureaucracy and
Organized Interests,” Administrative Science Quarterly, V, No. 4 [March, 1961],
534~53; and Club Jean Moulin, L'Etat et le citoyen [Paris: Le Seuil, 1961], pp.

354-70.)

socie%, as & matter of tact, has heen moving steadily in this direction.
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While the pressures for new organizational atterns become
stronger and more difficult to resist because of theliure of progress
efficiency, and a broader kind of rationality, there are also signsgr that
the cumulative changes brought about by the emergence in France
of a mass-consumption society are be inning to offer new possibili-
ties, outside the bureaucratic system okg organization, of meeting basic
individual demands. In the pre-mass-consumption era, the satisfac-
tion of the individual needs for autonomy, individual contro] over
the environment, equality, and freedom from direct dependence re-
lationships required the combination of a stratified society and a cen-
tralized ijStem of decision-making. Stratification made it possible to
safeguard equality, while centraﬁzation made the consequence of
stratification impersonal and allowed the individual to escape the
difficulties of hierarchical relationships.”® But with mass consum
tion, stratification becomes less rigid. More and more people ca?:;
participate in ever wider cultural infuences. The greater complexit
of the whole culture does not seem to entail a greater degree o}é
h_xel:ar_chy but engenders, on the contrary, greater and greater spe-
cialization and the breakdown of the old hierarchical order. Imper-
sonality, eguality, and individual autonomy, therefore, become pos-
sible outside the protection of the strata, and direct interpersonal
contacts become less threatening. We do not want to imply that the
Eres_su_re for avoiding face-to-face relations will cease, all at once, to

e an important element of French social relations, but we do belieye
that the emergence of mass consumption is already lessening this
pressure, '

French society has resisted the diffusion of the new cultural mod-
els of mass society, which for this reason have developed less quickl
in France than in the neighboring countries.™ But this resistancg
amounts on]ir to rearguard delaying tactics.

A national, all-encompassing market is emerging in France slowly
but with increasing rapidity, in the field of culture as well as in the
fields of material products and services. It may even be argued that
the more rational and universalistic culture of the French ]gms fewer
possibilities of resistance than more particularistic and “deferent”

¥ The protection brought by secial stratification is still im i
We believe one can find an indirect proof of this in the sﬂolifgrt?i]:rii::ﬁg: I};:xf:
vosed by spontaneous group references- to the expectations of individuals, These
imitations appear to be much greater than in America and the other Western
E)unmes closer to the model of mass saciety. See Stern and Keller, “Spontaneous

1'31'1_1[3}1 References in France,” Public Gpinion Quarterly, XVII C1053), 2081 7.
o e temporary but important lag in the diffusion of television in France in
¢ 2 1950 is a good case In point. This lag cannot be explained by economic and
nancial reasons, as the French standard of living in this period was high enou

and still growing—it was caused b i b
y the general resistance t
the French systern of sociz] relations. P change generated by
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© cultures.”* The open and epalitarian French culture has been able

to maintain stratification only with the use of artificial distances.”
Once such distances appear anachronistic and ludicrous, no possible
basis of discrimination remains.**

The consequences of these new developments are already appar-
ent. The basic rules of the game of French human relations have al-
ready changed greatly in many fields, as can readily be verified.

Changes in class relations are the most conspicuous. Social dis-

tancé has diminished considerably. Class lines are increasingly.

blurred. Only the widest social distances are apparent. Centraliza-
tion has both focused attention on them and helped to lend strategic
importance to the opposition of groups at the end of the social spec-
trum. But the game is played, on both sides, with more sophistication
and less passion than earlier. Employers and employees understand
each other better and are becoming more tolerant. Parallel progress
in the organizational field, finally, makes the complex game of polite
avoidance and indirect hargaining scem hollow and useless.
Cultural differences, however, still remain as difficult a barrier to
overcome as the traditional bureaucratic rationality; but they also are
tending to crumble under the pressure of mass culture. A great loss
of faith in the most discriminating aspects of bourgeois culture is al-
ready manifest. Even the baccalaureate, that old symbol of bourgeois

status whose sacred character Goblot emphasized, is about to disap-

pear in the relative indifference of public opinion. Correlated with
this loss of faith in social discrimination, and running much deeﬁfar,
is the change that is slowly gathering momentum in parent-child
relationships, which will have a decisive influence upon the patterns
of authority.

The impact of the mass media has already made I.[))ossible the de-
velopment of a youth culture outside the parental orbit, and the di-
minishing influence of traditional social discriminaton has greatly
alleviated the pressure on the younger generation. French parental

*'We use the term as sug ested by 8. M. Lipset in his analysis of present-day
British society. See Lipset, * ]%emocracy and the Social System,” in The First New
Nation (New York: Basic Books, 1963). :

" Inferiors did not internalize their inferiority as in England; the&; were kept
at a distance only by the vertical stratification of cultural patterns, the difficulty
of promotion an! crossing over the social barrier, and the resulting fear of face-
to-face contacts and of humiliation, o .

% The disintegration of the traditional system of cultural stratification is quite
apparent already when comparing the theater and movie public in Pars. The
hierarchic differerices in public, still very strong in the theater, have not persisted
for the movies, in spite of the frantic efforts of the holders of" high-brow culture
to impose more sophisticated aesthetic standards. See Crozier, "Employés et petits

fonctionnaires, note sur le loisic comme moyen de participation aux valeurs de

1a société hourgeoise,” Esprit, June, ro50.
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authority is still far from being permissive, but the self-perpetuating
conflict over authority can be expected to lose one of its indispensable
sources, the family system.®

These new social and cultural developments may account for the
emergence and the significant progress of new patterns of action
opposed to the bureaucratic spirit. We shall cite only two of them.
First, as we have stated, a new managerial spirit is ellourishing that
is breaking away from the traditional bourgeois pattern and pervades
the entrepreneurial system as well as the%‘ligher strata of the Civil
Service. Good observers might still ind many remnants of the bour-
geois patterns in this new spirit. But, here again, the important thin
is the departure from entrenched patterns of action and the tend-
ency to give more importance to the values of growth, cooperation,
and service to-the community than to the values of stability, indi-
vidual control, and class discrimination. Another new and interesting
phenomenon has been the increase in autonomous co-operative

roup action in a number of different domains, ranging widely in
51(3 fields of econdmic and political action, among students, peasants,
entrepreneurs, and religious milieux. Many aspects of these new
group activities, it is true, also retain some of the characteristic neg-
ative features of the French tradition.’® Yet we believe that there has
been a significant departure from the traditional group passivity of
the'Frencgh hureaucratic and bourgeois system. The change that is
occurring in the peasantry, especiaﬁy, is an extraordinary revolution
which no one would have dared to predict twenty years ago and
which puts to the question many aspects of the traditional equilib-
rium o}P French bourgeois society.

All these changes and their consequences feed back vigorously on
the spirit of youth and have finally brought in a new inte lectuaf’ cli-
mate whose importance, although fogged by the passions and vio-
lence of the Algerian war, shoulg not be uncﬁ;restimated." A greater

* Another very important element of the French family system has changed sig-
nificantly, namely, the attitude and behavior toward procreation. The change in
the birth rate is not very great and may seem, at first glance, to be accounted for
by too many factors to be relevant to our discussion. Yet we believe that this
change is very important, because it concerns basic attitudes toward life and
therefore must be associated with the general transformation of French society.
The behavior of self-restraint that the French people were the first to impose on
themselves in the nineteenth century was guite an unusual human achievement,
and it can be considered as a milestone in human rationality typical, after all,
of the bureaucratic spirit. A relaxation of this restraint is thus very significant.
It corresponds in our opinion to a moré trustful and future-oriented view of the
human conditien that is well in tune with the new forms of rationality.

* E.g., the activity of the students’ union and of the Farmers’ associations in
the gt_zﬁrs 1959-61 has often been extraordinarily irresponsible.

¥ The decisive breaking point scems to have been the Mendés-France experi-
ment in 1954. :
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concern for empirical knowledge, a greater disregard for abstract the-

. ories, a reformist and action-oriente ghiloso hy, have marked a stu-

dent body whose enthusiasm and radiance have not been matched
since the first half of the nineteenth century. The educational sys-
tem has not yet changed; but the climate which is sha ing the
learning process of the elite of French youth'® also calls for the accel-
eration of the disintegration of the traditional bourgeois and bureau-
cratic order.

Tue Mobzrr's PossisILiTIES OF RESISTANCE:
Tue Cise or Frencr Puntic ADMINISTRATION

In considering the growing threat to the French bureaucratic and
para-bureaucratic patterns, we have taken into account only the
changes in values and modes of action effected by the accelerating
development of industrial civilization. We have thus easily con-
cluded that these patterns are likely to recede inasmuch as their
latent functions lose their importance. These conclusions may be
considered as probable hypotheses for the long run, but they do not
seem adequately relevant to the present and the near future. For
they do not give proper importance to the possibilities of resistance
to change of all-encompassing and yet self-contained and tiihtly con-

- trolled systems of organization. It may be argued that such systems

can outlive the disappearance of their traditional latent functions.
Because of their possibilities of action upon their own environment,
they can reshape the latter, create a new kind of equilibrium, and
develop new latent functions for maintaining the basic behavioral
patterns necessary to their survival.

We shall discuss these possibilitiés of resistance in the most cen-
tral and decisive case for France, that of public administration. The
bureaucratic system of organization of French public administration
is certainly one of the most entrenched of such closed systems of so-
cial action that has existed in the modern world. It contributed heav-
ily to the shaping of its own environment in the past, and many of
the patterns of action that support it at present have developed under
its influence.” Our problem is to assess whether and to what extent
it is still able to exert such influence in the mass-consumption era.

“This climate is all the more important, since the content of the curriculum
is formalistic and unjnspidng.

** De Tocqueville has argued, for example, that the lack of independent frou
action and the strata isolation in French communities were due to the king's

municipal and fiscal policies, See Alexis de Tocqueville, I'ancien régime et la
Révolution, passim and especially I, 115~22.
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It is self-evident that most nations are now much more interde-
pendent than they were, and that France is no longer able fo pursue
its own bureaucratic experiment by isolating itself from the rest of
the world. Once it was possible for paral]e% social systems to take
their own courses in a rather independent way. Today, however,
there are too many organizational links and too many intellectual
contacts to allow a nation to remain isolated. Only Russia and the
Communist countries can preserve such isolation, but they are a
world unto themselves and Eave to pay a heavy price for it. France,
in any case, cannot conduct its bureaucratic experiment while ignor-
ing the rest of the world, The failure of its cc}:ﬁmial system, the end
of its “civilizing mission,” have taken away the last buffer against
foreign contacts that it had elaborated. France has had to recognize
that its organizational system js not only not universal but has proved
inferior, at least in the organizational competition within the West-
ern world., -

This over-all analysis, however, is still adequate only for the long
run, The relative inferiority of an organizational system does not
make it impossible for this system to resist change if it is able to
maintain its equilibrium or to find a new equilibrium with jts envi-
ronment. From this point of view, we believe that three main areas
of contact are decisive for assessing the possibilities of resistance to
chan%e of the French bureaucratic system of organization: the area
o ]po icy-making (the orientation of the system); the area of person-
nel recruitment (the human basis of the system); and the area of
the ?)Jureaucratic functions (the services given to the larger commu-
nity .

"The first area of contact of the bureaucracy with the outside world
concerns, of course, general policy-making. We have shown how
difficult this problem can be for 2 bureaucratic system that always
tends to transfer major decisions further up. French ublic admin-
istration has set aside special categories of higher civi]pservants sep-
arately recruited and trained, relieved from the usual organizational
requirements, who alone can confront these problems and thus be-
come the system’s change agents. The role of these members of the
Grands Corps has become increasingly important as the gap between
the bureaucratic system and its environment has widened, for they
have become the necessary mediators between the bureaucracy and
the environment, especially at times of crisis. This is why the present

change of outlook of the younger generation of higher civil servants
should not be peglected. They have been deeply influenced by the
new intellectual c%imate of the student world and by the experiments
in economic action made possible by the nationalization of various
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enterprises and the growth of écomomie concertée.” As a conse-
quence, they have lost most of their attachment to the bureaucratic
system as an ideal of perfection.* They have become empiricists,
more devoted to economic growth than to purity of style and, espe-
cially, financial purity. Their heroes are no longer the perfectionists
but the doers. .
This great change, however, has not as yet greatly influenced the

internal functioning of the system.2? At this level, the values and

perspective of the new managerial leaders are not entirely decisive.
According to the scheme we lgi;aw_: proposed, the “directors” are all-
powerful in maintaining the status quo and finding ways of readjust-
ing the system to new conditions, but very weak in operating basic re-
forms or even changes affecting interrelationships between different
groups. Yet it must be recognized that some margin of action is
granted them, especially during crises and because of their strategic
situation as mediators. In the short run, it is true; a higher civil serv-
ant who wants to initiate reform must resort to an authoritarian show
of force that, in the end, defeats its own purpose and reinforces the
whole system. In the long run, however, the diffusion of a reformist

. spirit among most of the hiﬁher civil servants must have decisive con-

sequences. When the breaking point is reached, it will no longer be
possible to maintain the bureaucratic faith in the middle ranks while
the upper ranks disown it.” From then on, groups’ resistance to re-
forms will be less and less easy.

The second area of contact is the domain of personnel recruit-
ment. No organizational system can survive without achieving a

proper equilibrium with the community in which it is developing

and which must provide it with a reasonable fow of new members,
This condition is even more restrictive for the French public service,

since it relies on a tight stratification system that functions well only

if there is enough pressure for entering it at the bottom.

Yet this is now one of the weak points of the French bureaucratic
system. The erisis of recruitment that began after World War II has
become increasingly more acute. Contrary to a very long tradition,
there seems to be a decreasing interest in state employment at the

*This may be only vicarious participation. The Renault experiment is con-
sidered by many younger hiﬁher civil servants as one of the outstanding successes
of their new philosophy, although almost none of them has been active in it:

. Although, in practice, fewer of the.present than of the past generations of
higher civil servants leave the service.

“ Very curjous double standards seem to have emerged. The bureaucracy is
progressive when dealing with the outside world and extremely conservative in
regard to its own patterns of action and internal functioning,

= The bureaucratic faith has already much declined among young middle-rank
civil servants. :
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lower and middle ranks.* There are now fewer candidates for many
competitive examinations than there are jobs offered.

This situation, which is beginhing to undermine the whole sys-
tem, has many causes. General factors that have devaluated the tra-
ditional advantages of the Civil Service are the universal down-
grading of routine clerical occupations, the growing stability, secu-
rity, and even independence guaranteed by private employment. But
more specific factors may have had as muc importance, especially
the insistence of the French bureaucratic establishment® op main-
taining and even extending its rigorous selective system, with its high
and at times irrelevant standards, and the climate of cramped out-
look and narrow bickering that has discredited petty civil servants in
the community.

Here again, instead of the bureancracy’s influencing its own envi-
ronment, as in earlier times, and slowly reshaping it in accord with
its own wants and requirements, the community is beginning to put
pressure upon the bureaucracy by refusing the bureancratic pat-
terns. This second area of contact is also an area where the bureauc-
1acy is in an inferfor position, more likely to be influenced than to
infuence. :

The system has been able to maintain jtself up to now by tapping
new human resources. Lower civil servants, once predominantly
male and recruited from al] over France,* have become increasingly
female and originate mostly from the underdeveloped Southwest.
Such a new symbiosis with the cornmunity, however successful it
may be in the short run, inevitably involves two risks. First, it is only
temporary; the Southwest also will industrialize (it is already doing
s0), and there are limits to the number of women who seck employ-
ment outside the home. Second, it accentuates the inferior situation
of the bureaucracy, increasingly staffed by people who are dlearly
ranked much lower than their counterparts In private employment.

At the same time, other pressures are exerteclp during the employ-
ment life of civil servants. Civil servants are no longer so isolated as
they once were. They are, therefore, much less committed to the
Service. The rate of departure may still be low, but there is already
much more alternative employment offered, and this is causing un-
rest. Public service will have increasingly to compete with other pos-

 sible employment in order to keep its personnel. This will become

* Because of their general social and intellectual prestige, the higher ranks st
attract the best talent, :
The pressure, as we have shown, does not come from the policy-making
ranks but from all the groups interested.
. _anere were, of course, already many important distortions of geographical
distribution, but no such focnsing on only one region as exists now.
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extremely difficult if public service maintains the eg ian guaran-
tees that make it impossible to discriminate between employees.

Finally, the pressure for change we have seen developing in the
higher ranks has its counterpart in the lower ranks. There, however,
it is likely to be expressed through movements making rather simple
claims, whose objectives are likely to be even more conservative in
regard to the system. This has already been marked in the successive
strikes and soctal movements that have plagued the Civil Service in
the last fifteen years and that played their part in the troubles of the
Fourth Republic.?” But we are also clase to a breaking point, inas-
much as the system is pushed into more and more contradictions and
can no longer find its equilibrium. R

The last and third area of contact of the bureaucracy with the out-
side world is the area of the bureaucratic functions. This is not so
dynamic a domain as the first two, but it will also, in the Itm%l un,
generate a pressure for change that will be difficult to resist. C anfge
in this area comes from the-universally increased importance of the
role of the state and the growing demands of the community for

ublic services. This trend is disturbing the traditional French equi-
ibrium between the state and the citizen. The citizen, who once re-
fused state intervention as much as he could, is now continually
asking for more services. Thus servicing in the balance of activities
of the bureaucracy is taking the precedence over controlling. Increas-
ing numbers of new roles must therefore be created which do not fit
into the old scheme. The system is tending to disintegrate because
it has had to overextend. Specialization and dilferentiation, as we
have seen, entail another logic of bureaucracy that can be reconciled
with the logic of centralization only in the short run. In the long
run, and we are already seeing many consequences of these new de-
velopments, the general equilibrium of the system is completely dis-
turbed, and this engenders another kind of pressure for change.

In all three of these areas, the same scheme operates that we have
so briefly reviewed. The pressure of the generaiJ community, which
is much more open than the bureaucracy to the new patterns of ac-
tion brought by mass production and the mass-consumption society,
becomes the leading force, and the balance between the state and
society is reversed. In the major areas of contact, the French Civil
Service seems unable any longer to shape its own environment; it
appears, on the other hand, to be fighting a rear-guard battle to
escape the outside influences conveyed by this environment. The
French bureaucratic system of organization is desperately trying to

. "We are still within the vicious circle. The malaise originating in the appli-
cation of the system gives rise to movements that claim, and partially succeed in
imposing, an extension of this system.
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cope with ever expanding responsibilities, and with new functions
and a new managerial spirit not easily compatible with its principles,
while the community refuses to give it proper recognition and to staff
it adequately.” In so doing, without understanding it very well,
T'rench society is paving the way for a much deeper crisis, or at least
for a change of a much greater magnitude, whose repercussions will
bear in their turn on the French model of change and adjustment to
change and on its usual paiterns of action.

THE FRENCH BUREAUCRATIC CONTRIBUTION

No such deeply stabilized system as the French bureaucratic system
of organization can disappear without shaping profoundly the pat-
terns succeeding it. The move practical question, therefore, which
should be asked is not whether or not change will come, but what
is likely to remain from the traditional bureaucratic system. Or, in
more elaborate terms, what new equilibrium, what new system of
relationships, can be evolved in, and well adjusted to, the modern
world, to preserve the advantages of the original French bureaucratic
contribution,*

We have already discussed the advantages for the individual of
the French bureaucratic system,* and what was at stake in the in-
dividual's attachment to ir. Examining these advantages again from a
general and comparative point of view, we should liie to argue that
the basic benefit the French bureaucratic system brought to the in-
dividual was the possibility it offered to all its members, even the
most humble, of participating on a wide and egalitarian basis in a
style of life that featured especially a great deal of personal inde-
pendence, the possibility of detaching oneself from the pressure of
circumstances, and great freedom and lucidity. These acEievements
should not be minimized. They may be considered s one of the
best parts of the contribution of the French culture to the Western
world. At different stages they have been decisive for the progress of
Western civilization. They are maintained now in a very expensive

= Ope_ should also take into account that the new functions and the new op-
portunities offered by these changes will hure away the most brilliant of the civil
servants, by weakening resistance that would otherwise be very difficult ro break.
It can be.hy}‘)orhesize , finally, that resistance will come mnsﬁry from the middle
and lowet middle ranks that are best identified with the system and less open to
exterior influences.

®We tend to belisve that older systems influence new omes by imposing on
them the requirements of securing at least equivalent benefits for most people
concerned. This means that one of the decisive starting points in our prospective
orientation would be 1o ascertain whar was the basic contribution of S’e grench

bufneaucratic system to the general Western culture in which it has developed.
See above, pp. 198—203.
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and inefficient way, and the whole balance of French society is af-
fected by the relative failure of these traditional patterns. At the
same time, however, there are enough elements in modern mass pro-
duction and mass-consumption society that can be utilized by French
society to elaborate new patterns enabling it to maintain and to re-
new its traditional and necessary contribution.
Such a problem presents a very deep challenge to a society, but it
Is not insuperable. One should point out also that nowhere else has
a satisfactory balance as yet been achieved between individual and
organized activity. Modern organization man is %roping for a new
' cu%ture, open to all and thus 2 mass culture, yet ively and creative
enough to encourage each individual to participate with the best of
himself. It is not so surprising that France, whose bureaucratic and
bourgeois system permitted the blossoming of one of the most elabo-
- 1ate indivic{ual cultures of the pre-industrial era, should remain at-
tached to it somewhat longer than other nations, But we can hope
that when change comes, as it now does, the challenge offered to
French ingenuity may be met by a positive contribution to the new
humanism that must develop in the context of the new organizational

rationality,
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