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ABSTRACT 
 
This study of modern cost accounting system is linking the 
functions of the cost accounting system and the administration. 
In other words, the role of the system for helping administrative 
accountants  
and other leaders, in the unity of business administration- in 
exercise of planning, control and decision- making process. 
 
In order to be able to operate the cost accounting system within 
an administration, it is necessary to consider the types of the 
cost elements, as fundamental in the process. The quantity and 
quality of information, produced by each kind of these cost 
elements, should benefit in practice. This data can be used in 
order to facilitate effective management functions, in a business 
administration unity. 
 
In order to exercise their administrative functions effectively, 
the business administration unity have to make appropriate 
choices, during their selection of the types of cost elements. 



 
 

Therefore the selection should be based, upon the cost  benefit 
theory.  
 
In other words, these choices can help the unit to optimizes and 
facilitate the collection process of information, that is to be used 
in measuring the cost (total cost / variable cost), control over 
the cost  
elements (historical / estimated) and decision- making. This can 
be achieved by more than one method, when measuring the unit 
cost.  
 
We can conclude that the choosing process of types of the cost 
elements, is in practice affected by many factors. The most 
important for example are as the following: 
 
1- The size and the economic activity, of the unit. 
2- Types of production. 
3- The organizational structure of the unit. 
4- The level of organization and implementation of the 
accounting system in general within the unit,  
     and particularly the cost accounting of the unit. 
5- The administrative system in place (centralized or 
decentralized). 
6- Technique and technology used in the production processes. 
7- Use of software and designs models. 
8- The possibilities and the experience of already existing 
accounting members in the unit. 
9- The effect of the quantity and the quality of information, 
produced for administrative purposes. 
10- Possibilities of the technical, administrative and financial 
implementation in the system. 
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Abstract 
  No history has ever been fabricated or subjected to 
forgery like the history of Palestine whether in ancient or 
in modern history. In ancient history the children of Israel 
took advantage of the verbal narrations which they 
circulated through consecutive generations and integrated 
in the Torah to accentuate their right of Palestine, in 
contrast to what is known of the Palestinian people 
precedence of the land ownership. 
  In modern and contemporary history after Jews' 
relationship with the land of Palestine had been halted, 
they tireless attempts to link their contemporary history to 
the ancient history of Palestine, corroborated  politically 
and militarily by the west, whom they wanted of such 
support of the Jews to be the Western domination 
spearhead in the Middle East. 
  After the Jews managed to establish their state in 
Palestine after looting the rights of its natives, which 
called; "State of Israel". The Palestinians tried their best to 
preserve and protect their national and historical identity 
through preserving their heritage and elders who have 
lived through the dramatic events that have passed the 



 
 

history of Palestine by keeping their interactions with their 
ravished country through collecting verbal stories and 
narrations of Palestine history starting of 1948 war to 
present. 
  Some research institutes specialized in spoken and verbal 
narration history at Palestinian universities have succeeded 
to collect a fair amount of anecdotal narrations of some 
individuals who either decision makers at the time, or 
lived through such outrageous events whether substantive 
or exaggerated stories, but it is the role of equitable 
researcher to cull such narrations.   
 

 



 
 

Introduction 
  No history of any country ever; in the past or at the 
present has been exposed to distortion and forgery like the 
history of Palestine at the hands of researchers who are 
giving in to their religious or political motives. Many 
Israeli resources and references on one hand and 
researchers who orbits within the Israeli policy on the 
other to defuse the world that the Palestinian History in 
general monopolized by Israelis. 
 
  Since the Old Testament was the only source and history 
regulations of the Children of Israel, there are several and 
various problems related to it, its creation time and method 
of classification, which make the Israelis History subjected 
of controversy; as it was adopted primarily on narrations 
passed around the Children of Israel from generation to 
another until it was put down in record in the Old 
Testament in subsequent periods. 
  After the Zionist gangs occupied more than 78% of 
Palestinian historical land in 1948, and established their 
country (Israel), the Palestinians didn't collect their history 
and heritage inherited from their fathers and ancestors, but 
after the occupation of the entire land, they proceed to 
preserve their history through establishing Palestinian 
Studies Institutions subordinated by the PLO. Somme 
Palestinian universities undertook to establish spoken and 
verbal narration history centers to collect spoken and 
verbal narrations from elders, who lived and witnessed the 
Palestinian Catastrophe or were part of the disastrous 
events.   
  The study, which in our hands proceeded to show the 
difference between narrative and written history, 
afterwards demonstrated the importance of each of them; 
also it showed that spoken and verbal narration is a 



 
 

supplement of the written history, but not an alternative. 
The study mentioned the importance of spoken and verbal 
narration for Palestine modern history, its mission to save 
it from extinction 
  The study relied on samples of spoken and verbal 
narrations of Palestine modern history, and explained the 
extent or lack of objectivity, so as to preserve a pure 
history of exaggerations regarding the history of Palestine 
during the twentieth century. 
  This study adopted the analytical critical method of the 
narration which researchers derived from the 
contemporary narrators of historical events into their 
studies; without panting behind its contents and chapters, 
and not contravene with its main objective, which is 
spoken and verbal narration and its strength or weakness. 
 
  The call for historical information was old and for 
several centuries, happens exclusively verbally, but with 
the advent of writing and human knowledge to historic 
recording, Peoples began to adopt exclusively for ages 
documentation to obtain information about the past, but 
with the passage of time verbal and oral communications 
have been lost. With scientific progress, which has 
become hallmark of the twentieth century, with the 
advance of sounds recording technology, many of those 
who were interested with spoken and verbal narration able 
to gather considerable amount of information of the past, 
as well as information relating to utterance and narration. 
Therefore, the spoken and verbal narration requires 
recorded interviews with individuals from the past, or their 
memories as well. 
 
  No history of any country ever; in the past or at the 
present has been exposed to distortion and forgery like the 



 
 

history of Palestine at the hands of researchers who are 
giving in to their religious or political motives. Many 
Israeli resources and references on one hand and 
researchers who orbits within the Israeli policy on the 
other to defuse the world that the Palestinian History in 
general monopolized by the Israelis; and the inhabitants of 
Palestine - natives - are subsidiaries have fallen under their 
control, ignoring the historical facts that abrogate and 
eliminate their fabrications and plots. 
 
  The Old Testament was the only source and basic 
characteristics of the history of Children of Israel; 
Although the information provided by the Old Testament 
is not uniform in all its chapters; it can be said that the 
Israeli history was known widely, and it was part of 
religious Education and Culture in Europe, but there are 
several and various problems related to the Old Testament, 
its creation time and method of classification, which make 
the Children of Israel History subjected to controversy; it 
relied primarily on spoken and verbal narrations passed 
around the children of Israel from generation to generation 
until it was recorded in the Old Testament in subsequent 
ages i. 
 
  Whereof confirms what was previously indicated; that, in 
the Genesis, Exodus and Numbers are a mix of history, 
popular history, legends and myths have been collected, 
classified and checked out in a relatively late date of the 
Children of Israel; those scholars at the time believed that 
scientific criticism of Torah would not harm as it was part 
of their religious heritage; but it strengthens the value of 
this heritage, which must be rejected one day if it dealt 
with superficially, because it contains many things not to 
be accepted or approved by the mind ii. 



 
 

 
  The language the Torah was written with was the 
Egyptian language of hieroglyphics, which makes Hebrew 
logging a late long time event after Moses; especially the 
Israelis had lived in Egypt for more than four centuries as 
stated in the Old Testament itself, accordingly, they were 
speaking the ancient Egyptian language; also Moses grew 
up in Egypt at the pharaoh palace, and this refutes the 
statement on the cover of the Old Testament that the 
languages of the Genesis was Hebrew and Chaldean; and 
some parts were written in Aramaic, and other parts 
written in Assyrian after the Babylonian captivity, Ezra 
the priest had used most parts of the Old Testament in that 
language iii. 
 
  It was mentioned in the Old Testament several narrations 
showed the contradiction in inscribing, particularly those 
mentioned in Genesis; that in the same text book were 
similar several times, for example; in chapter twenty: that 
Abraham moved to the land of the South, and dwelt 
between Kadesh and Shur in the land Canaan, and 
sojourned in Gerar; and Abraham said that his wife Sarah 
was, that Abimelech  the king of Gerar took her iv, while 
in another book in the same chapter twenty-sixth of the 
Genesis: and Isaac dwelt in Gerar, and the men of the 
place asked him of his wife he said she is my sister: for he 
feared to say, She is my wife; lest, said he, the men of the 
place should kill me for Refekah v, then continued: "And it 
came to pass, when he had been there a long time, that 
Abimelech king of the Philistines looked out at a window, 
and saw, and, behold, Isaac was sporting with Refekah his 
wife. And Abimelech called Isaac, and said, Behold, of a 
surety she is thy wife; and how saidst thou, She is my 
sister? vi. 



 
 

 
  It is clear from the foregoing; that the two narrations are 
alike and the incident is one; the first recounted on 
Abraham before the birth of his son Isaac, in the town 
Gerar with King Abimelech himself, and the other 
recounted on Isaac the same city and king; the second had 
forgotten that Isaac dwelled in a tent and not in a brick 
house which has a niche (balcony) for Abimelech to look 
into the house. 
 
Spoken and verbal narration significance in 
contemporary historical studies of Palestine history: 
  Spoken and oral narration became essential for recording 
researcher modern history of any nation or people, spoken 
and verbal narration become a complementary and 
necessary to confirm the statement in the official 
documents issued by governments; but historian should 
not consider that narration alternative to what was stated 
in the documents for any reason; narrator may interpose 
by attention, he might mention what he pleases from facts 
with some exaggeration, especially if he was opponent of 
his government policy which events took place at its time. 
 
  Therefore, the duty of researcher who is seeking the 
truth; not to be paid by enthusiasm to accept specific 
narration simply as it has self inclination, it must be 
scrutinized and examined; if doubted the sincerity of the 
narration, it must be avoided, so he won't be taken for it, 
as he is responsible first and foremost what reported of 
historical events. 
 
  Spoken and verbal history is considered as a 
methodology research to examine the past through spoken 
word stored in the memory of humankind, and transmitted 



 
 

orally through narrations from individuals of their 
memories to the events of their lives, experiences and 
observations, especially those who participated personally, 
or were eyewitnesses vii. 
 
  In fact, spoken and verbal history or if we may say oral 
narration existed long ago, and spoken word is still a mean 
to pass on necessary information, news and experiences 
from generation to generation, despite new innovations of 
today, especially print media invention, people around the 
world are still use spoken and verbal narration to pass on 
information, news and knowledge viii. 
 
  History in general is all what around us, in our homes, 
families as well as societies, rooted in memories of 
experienced living elders, who tell us of facts what we 
don't know or events we have not to be coeval with, each 
of them has a personal narration of an event that may be 
contemporary with or was effectively done, especially 
those narrations that has befallen upon the Palestinian 
people, such as their memories of the British Mandate, or 
1948 war, the consequent by the loss of Palestine, or the 
tripartite aggression against Egypt and the Gaza Strip, 
1967 war, which resulted in the loss of what is left of 
Palestine, and the first Palestinian Intifada in 1987, known 
in modern history, which have had a profound effect on 
the restoration of part of the land of Palestine in 1994 ix. 
 
  Writing Palestinian contemporary history is just a form 
of resistance, resistance to distortion of people's cultural 
heritage which exposed to daily; and it is a mean to 
preserve national identity threatened to be lost; It seems 
that this task is not easy; as the Palestinian historical 
archives is like Palestinian presence; dispersed and 



 
 

pillaged; so in the absence of effective national institutions 
that work to preserve the national heritage; there is a 
credible threat for Palestinian heritage and national, and 
character to be vanished and demised. This bitter reality 
makes conscious historians to stop and think; and that his 
patriotic duty in this case to rely on oral and verbal 
narrative in writing of contemporary Palestinian history x. 
 
  The most important in the spoken and verbal narration 
that it had completed and still completing what the official 
documents or historical and social sources ignored 
previously, those documents or sources had informed us 
all about the lives of celebrities, great, powerful, and 
major accidents in history as well, but deliberately ignored 
the ordinary people and their contributions that have had a 
prominent role in those events. Since history is recorded 
and written by various governments historians, where they 
recorded and coded governments achievements only; 
indeed, spoken and verbal narrations are existed to give 
the disregarded ones rights, and fill the gap left by 
historians xi. 
 
  To sum up; the collection and documentation of spoken 
and verbal narrations are significant and work of great 
importance; as it preserves experiences and knowledge 
about to be forgotten, or become at best, myths and 
legends by circulating orally from person to person, 
generation to generation as well. Spoken and verbal 
narrations if used properly would become a source of no 
less importance in accuracy of written sources xii, taking 
into account the accuracy of narration of the narrators, 
otherwise narration may lose its significance, may be a 
disaster for the recipient, as we allow some people to 



 
 

transfer and narrate either trivial or fabricated narrations 
passed between generations on its shortcomings and lack. 
 
  It is incumbent on any historian or researcher in the field 
of history, when recording and documenting for a period 
of time; to bear in mind the difference between written 
history and extracted from primary sources, secondary 
references, and taken narrations from chosen persons by 
historian and researcher, believing the importance of their 
narrations in the service of his study. 
  Hence it is important, to define written history, spoken 
and narrative history as well, to show which is better for 
researcher considerations and trust on one hand, and 
which to depend on in his study. Written history is the 
forefront among human knowledge branches, its 
publications runs a high percentage of books published in 
east and west, it suffice to mention the huge number of 
books and publications, which issued during the sixties 
and seventies of last century on important and vital issues, 
such as Palestine, Vietnam, neo-colonialism, communism, 
socialism and the emancipation of the third world 
countries, in addition to topics of contemporary history 
and its heroes, such as: Lenin, Stalin, Mao Zedong, Ho 
Chi Minh, Jamal Abdul- Nasser, Ernesto Che Guevara, 
and others xiii. 
 
  There is such as Chinese proverb: "feather pen is better 
than a thousand memory," this proverb, which deals with 
the issue of credibility in the spoken and oral narration is 
true to a large degree, as the most important criticism of 
the credibility of the narration centered on the ability of 
limited human memory to retrieve details, especially after 
a long time of an event, this criticism needs to be taken 
into account, as in the state of 1948 War; For example; 



 
 

Haifa governmental hospital records during the war, which 
was documented for the wounded and the dead Palestinian 
Arabs who were received by the hospital during the period 
from December 1, 1947 to March 19, 1948 is more 
accurate than any source of spoken and narrative 
documentation of the number and names of Arab victims 
in the city before its fall, and there was the Haganah gangs 
and the Israeli army archives, even after control and 
inspection, is often considered more important sources of 
Palestinian spoken and verbal narrations, when it comes to 
specific dates and details, every military operation have 
been documented in a timely manner, including the zero 
hour xiv. 

 
  Spoken and verbal narrations could also suffer like 
documentations; narrator bias, or fanaticism to certain 
position, adopted ideology, , or even to his family, fear of 
telling the truth, or desire to misrepresent facts ... Etc. xv. 
 
  As for narrative history, or what has been known as 
spoken history, including verbal narrative; is a research 
method its primary task is to study the past through spoken 
word stored in the memory of humankind, and transmitted 
orally through individual narrations and their memories of 
the events of their lives, experiences and observations, 
especially those in which they participated in personally, 
or were just eyewitnesses to it xvi. 
  In fact, spoken narrative history; or if we may say verbal 
narration existed for ages, still the spoken word is an 
essential means to information transfer, news and 
experiences from generation to generation, despite the new 
innovations of today, especially the print media, where 
people around the world are still using spoken narration to 



 
 

transfer information, news, conversance and knowledge 

xvii. 
 
  Accordingly, the researcher resorted to rely on spoken 
narration in several cases, notably: 

 
1- In case of scarcity of sources, references and 

necessary papers for research, in that case historian 
or researcher has to restore to an eyewitness or 
more, who lived through the historic event to be 
studied. 

 
2- Verification of some information that may be 

contained in sources and historical references, in 
order to respond to political or military claims ... 
Etc., for example; researcher after those interviews 
could come up with some hypotheses that help him 
later to reach approximately from the historical 
fact, after subjecting spoken narration he obtained 
to criticism, investigation and verification xviii. 

 
  So, spoken and verbal narration is imperative of the 
researcher in recording modern history of any nation or 
people in particular; spoken narration become 
complementary and necessary to confirm the statement in 
the official documents issued by the Government; but 
researcher should not consider that narration as an 
alternative to what stated in documents for any reason; 
narrator may act according to his own wishes and desires; 
recalled what he wanted from facts with some 
exaggeration, especially if he is opponent of the policy of 
his government, where events took place at its time xix. 
 



 
 

  Some justified the use of spoken narration; that written 
history is: "owned by winners or victorious; because the 
losers or defeated narrations rarely reach the hands of 
historians, situation was true of the Palestinian refugees 
case, who despite of their personal levels of education; did 
not leave any archives documentation to rely on to record 
their experiences, and be a witness to what they had faced 
of events" xx. 
 
  The bottom line; Spoken Narrative History compensate 
the changing nature of written historical material, and 
compensate the loss of certain types of sources; Thus, the 
ambition among those interested in this new knowledge is: 
the establishment of a register of sources of spoken and 
relevant, historical analysis of changes in the political 
culture of any country interested in it - such as that 
Palestinian contemporary example - and specifically most 
of the last thirty years, and there is ambition to those 
interested is the production of important and valuable 
sources, may serve as a supplement to the process of 
historical documentation of written traditional sources. 
 
  The written sources; such as letters, personal notes were 
important sources for historians, but in computers era, 
written information and data by hand are very rare, 
analysis of the late nineteenth and early twentieth century; 
can be based on the memoirs and private collections of 
letters, in addition to archives and official publications of 
the State. Whatever the case may be; the reliability and 
reliance on events study of the late twentieth century, 
based on spoken and verbal sources, which are not 
covered by written sources. 
 



 
 

  Although history is generally all that surrounds us such 
as human beings at homes and families in societies as 
well, it is: firmly deep-rooted in the memories of living 
experienced elders, who tell us of information we are 
unaware of events we had not coeval with, each of them is 
a personal narration of an event that may lived or has been 
effective to accomplish, especially those narrations that 
had befallen the Palestinian people, such as their 
memories of the British Mandate or 1948 War and its 
consequent of the loss of Palestine, the extortion of their 
town lands and villages which they had abandoned, the 
tripartite aggression against Egypt and the Gaza Strip, 
1967 War which resulted in the loss of the historical land 
of Palestine, then the events of the first Palestinian 
uprising in 1987, known in modern history, and had a 
profound effect on the restoration of part of the land of 
Palestine xxi. 
 
Selected models of spoken narrations in modern 
Palestinian history: 
  Here, we shall convey several examples of spoken and 
verbal narrations used by researchers with regard to the 
contemporary history of Palestine, including what had 
been dealt with objectively, and ones that had some 
exaggeration; so we could not invoked by. 
 
  First substantive story that will deal with, is that 
mentioned by the researcher Zakaria Al-Sinwar in his 
dissertation, where he received his master's degree from 
the Department of History and Archaeology at the Islamic 
University of Gaza in 2003, entitled: Guerilla Action in 
the Gaza Strip 1967-1973 ", the first documented 
narration the researcher cited in his study of the narrator 
Ahmed Mohamed Nimr Hamdan, speaking of the 



 
 

massacre committed by Israeli forces in Khan Younis 
during its occupation of the city in 1956 and its persistence 
in murder; where the French soldiers intervened to stop 
these massacres xxii. 
 
  This narration can be accepted as well, as it was 
supported by another source mentioned by the researcher, 
and the narrator was a survivor, as the kind act of the 
foreign forces intervention to stop these massacres; which 
stated that "Mrs. Prager", the head of the nursing staff of 
the International Agency had intervened to stop these 
massacres xxiii. 
 
  There are narrations narrated by the researcher Sinwar, 
including narrations mentioned by the narrator Nimer 
Yousof Hajjaj of the formation of the Egyptian 
intelligence in 1967 - just before the outbreak of 1967 War 
- to groups working behind the lines of Israeli forces from 
the Palestinian Liberation Army. In other narration for the 
narrator himself; that after the full Israeli occupation of the 
Gaza Strip the existence of the Palestine Liberation Army 
was over, its members either killed, captured or had left 
the Gaza Strip to Egypt, Jordan or disappeared from the 
Gaza Strip; among those who stayed in Gaza formed 
Popular Liberation Forces xxiv. 
 
  Our acceptance of these narrations stems from the 
contribution of narrator in making events of that period, 
and was an eyewitness of what happened from the 
historical facts influenced the history of the Gaza Strip in 
particular. 
 
  With regard to the emergence of Popular Liberation 
Forces and its evolution, researcher stems number of 



 
 

narrations for a number of narrators, they are: Nimer 
Yusuf Hajjaj, Riyadh Salim al-Khatib, and Sa'di Abu 
Hashish xxv. Thus, researcher was successful to utilize of 
those narrations in the building of historical events; in 
addition to this he supported these narrations using several 
ones, not just one narration only, also he succeeded in 
historical narration analysis he used. 
 
  Several narrations the researcher put forward, of the 
methods of psychological and physical torture by Israelis 
investigators with the Palestinian prisoners xxvi. All of 
these narrations can be accepted as it is, first: received 
from eyewitnesses, indeed, they were tortured by the 
hands of occupation forces, second: it had been confirmed 
by historical reference, written by Israeli lawyer called 
Fletsia Langer, who defended Palestinian detainees during 
their trials xxvii. 
 
  In a study for researchers Osama Abu Nahel and 
Mokhimar Abu sada entitled: The emergence of Palestine 
Liberation Organization between Arab interests and 
Palestinian aspiration: new reading, published in Al-Azhar 
University - Gaza, Volume 11, No. 1, 2009, adopted a 
spoken narration of the narrator Fouad Banat, concerning 
what some had done forcing, Ahmed Shukairy the first 
President of the Palestine Liberation Organization, as the 
results of 1967 War; hopes in the leadership of Abdel 
Nasser had dwindled, slogans of Arab nationalism for 
liberation had fallen as well; official Arab systems were 
forced of its approval to abandon its opposition to guerilla 
and commandos work; to absorb wrath of the people; 
therefore PLO role and leadership had been reexamined, 
under the pretext of achieving national unity so as to other 
commando entry in the PLO; and for that, as the narrator 



 
 

Jameel Sahar stated, who was an eyewitness on incident 
while he was in Cairo at the time; that: "Groups 
Palestinian organizations members surrounded Shukairy's 
house in Cairo and demanded for his resignation as the 
president of the PLO blockade lasted more than a week 
until he was forced to resign on 24 December 1967, On 
that day, all Egyptian newspapers published entitled 
prominent head, saying: " Today the crisis of Al-Shukairy 
is over"xxviii.  
 
  Among narrations which can be refuted and not 
accepting, what researcher; Sami Astal reported, regarding 
the spoken verbal narration taken for the narrator Abdul 
Rahman Awadallah on the attack by Israeli forces on Al-
Bureij refugee camp in the Gaza Strip in August 1953, as a 
result that the Egyptian authority imposed more strict 
security measures against the citizens, including a mass 
campaign of communists were arrested, and in this 
context, the narrator considers that this event was a 
collision between the Communist Party in the Gaza Strip 
and the Egyptian authorities, after the party demanded the 
launch of public freedoms, and establishing Palestinian 
National Guard to protect the borders of the Gaza Strip; 
the narrator gone too far that the party realized that the 
frequent Israeli attacks on the refugee camps was to force 
them to accept the resettlement draft, it was spread among 
citizens that the Egyptian government in 1953 had reached 
an agreement with the international relief agency to 
resettle Palestinian refugees living in the Gaza Strip in 
northern Sinai xxix. 
 
  The weak spot in this narration is serious; the researcher 
relied upon and endorsed not as it is a source of one 
narrator, but he should have verified it from another 



 
 

narrator, or reliable source, the settlement draft was a 
summer cloud soon scattered, and did not take deserved 
attention from other sources. Moreover, the collision of 
the Communist Party in Gaza with the Egyptian 
authorities was within the context of the campaign of 
arrests carried out by the Egyptian government against the 
communists in Egypt too. 
 
  Researcher Provides another version of the narrator 
himself; which he says: the odd that the Governor-General 
of Egypt to the Gaza Strip, after seeing the public 
disapproval of the project, said to the people: "Whoever 
did not want to travel and ride the train will have to leave 
without his furniture" xxx. 
 
  Researcher here did not explicitly mention that the 
narrator had heard this statement from the Governor-
General of the Gaza Strip - eye witnessed to it - or heard 
of others, and issue was very different; some may 
interpreted the governor-general speech differently; 
remarks as the Governor-General speech if the truth was 
told and we doubt it, was very serious, it meant that 
revolutionary government in Egypt had colluded against 
the Palestinian cause as a whole and not against the 
Palestinian refugee issue only, and this conclusion was in 
fact illogical based on weak narration and weak source as 
well. 
 
  In the same context, researcher presented narration to the 
same narrator himself, stating that the popular reaction 
was angry, where people of Gaza rebel against and 
denouncing the resettlement draft; and such 
demonstrations slogans had been: "Down with Nasser" 



 
 

and "No resettlement, No housing Americans traitor" , and 
"return back is the right of people" xxxi. 
 
  Indeed, the weakness of this narration is that its narrator 
was only one, but my question for a contemporary of that 
period; denied that the people of the Gaza Strip as a whole 
had attacked the Egyptian President Jamal Abdel Nasser, 
or enunciated slogans against him; but who uttered against 
Nasser regime in this logos were only Communists, and 
not all the citizens of Gaza Strip, the fact that some who 
uttered against President Jamal Abdul- Nasser, said that at 
the beginning of the Egyptian revolution and the public 
had not known the man closely xxxii. Note that Jamal Abdel 
Nasser was one of the characters that the people of Gaza 
had and still have a greatest respect for;, after masses of 
Gaza comprehend his nature, others had reached of 
sanctification, and still his remembrance eternal and 
inscribed in the memory of many people. 
 
Among the reports cited by the researcher Al-Astal of the 
narrator Abdel Fattah Dukhan; that in the summer of 1953, 
Muslim Brotherhood agreed with some Egyptian army 
officers in the Gaza Strip, to train the youth of Muslim 
Brotherhood military at the Palestinian battalion that 
headed by Abdel-Moneim Abdul-Raouf, where it 
contained a large number for training; and was agreed that 
each of the Egyptian garrison on the Armistice Line to 
train Muslim Brotherhood youth opposite to it, such as the 
location opposite to Al-Bureij camp "Shadeed garrison", 
which was assigned to the training of the Muslim 
Brotherhood's in Al-Bureij and Nuseirat camps; and that, 
this garrison was receiving daily two regiments of youth, 
the first in the early morning to afternoon (Asr), the 



 
 

second after Asr until dawn the next day; that training was 
done on two phases: 
 
  First phase: theoretical including training on all 
weapons of all kinds, and how it works, dismantling, 
maintenance and use, this matter takes few weeks, during 
daylight, while the second phase: took place at night, 
where trainees will be armed from garrison, then 
drillmaster accompany a group to enter the 1948 occupied 
territory, so as to trainees get used to entering long 
distances up to several kilometers, and group roamed 
inside Israel all night, to return later to the garrison late at 
night xxxiii. 

 
  Many flaws in this narration is clearly visible, regardless 
of being taken from one narrator, and could be narrated 
and disapproved through the following: 

 
1- The narrator statement that many Muslim 

Brotherhood youth were contained for training in 
the Egyptian garrison on the entire territory of the 
Gaza Strip, was difficult, unless the Egyptian 
government was in prior knowledge of this, 
especially researcher stressed that training process 
took place throughout the day, not part of it. 

 
2- The narrator statement that the training of youth of 

Muslim Brotherhood were at the garrison adjacent 
to the border with the Armistice Line with the size 
that was confirmed previously, made us find it 
difficult to accept it, especially the Israelis were 
certainly in prior knowledge of what was going on 
these garrison. If we accepted that there were 
groups of Muslim Brotherhood were trained at 



 
 

these garrisons, certainly these groups were small, 
and were trained in part of the day not the whole, 
and was trained infrequently. 

 
3- The narrator statement about training periods that 

was taking place, clearly exaggerated, because 
these periods were not conducted only by an 
organized Army in its barracks, not similar groups 
to the army. 

 
4- The narrator statement that the drillmaster was 

taking trainees into Israeli territory, in order to get 
used to it, and that the incursion of up to several 
kilometers, there were clear exaggerating. It is true 
that it is possible incursion into enemy territory, but 
not to this distance, but to a reasonable distance to 
make the enemy feel intruders, especially - the 
intruders - are still inexperienced in the process of 
preparation and training. 

 
5- Researcher later contradicts himself, mentioning 

another version of the narrator himself, in the effect 
that this training was sponsored by Egyptian 
Muslim Brotherhood officers in the army, and the 
Egyptian administration were not aware of it, and 
that the officer Abdel-Moneim Abdel-Raouf had 
asked Palestinians trainees to hide when Egyptian 
delegations visit the garrison army in the Gaza 
Strip, and that training took place before 1954 xxxiv. 

 
  So the Egyptian administration were not aware of what 
was going on in their military garrisons; taking into 
considerations the fact that the Egyptian military system 
was strict, how could an Egyptian officer acted without 



 
 

refereeing to his leadership, Furthermore, if we accepted 
the validity of what mentioned, was not there any 
Egyptian officer or soldier in these garrisons to inform the 
leadership of what was going on training might in which 
the Egyptian administration consider as contrary to the 
norms of military power?. 
 
  Moreover, the officer Abdel-Moneim Abdel-Raouf, 
asked the Palestinian trainees to hide immediately after 
learning of the Egyptian military delegations to these 
garrisons; We do not know how this huge number of 
trainees would disappear in military garrison and no one 
could feel their presence; So we find that this narration 
even if part of was true carry a lot of exaggerations. 
 

6- We must always remember that the Egyptian army 
at the time was still under the command of 
Egyptian General Intelligence Service, in contrary 
to what the Egyptian officer mentioned previously, 
who was so courageous to act  not know how he 
had the audacity to did such an act in such manners 
without the knowledge of his senior leadership. 

 
7- Why training to be secret from the Egyptian 

government, knowing it was before 1954, were the 
relations between the Muslim Brotherhood and the 
Egyptian government had not reached a stage of no 
return. 

 
  What the researcher had mentioned of the narrator Abdel 
Fattah Dukhan, saying: it was enough to the Egyptian 
authorities to arrest anyone belonging to Muslim 
Brotherhood possess Koran interpretation  called "Al-
zelal" xxxv. 



 
 

 
  The fact that not to accept this narration was the result of 
underestimating the Egyptian authorities abilities to arrest 
any person who acquires an explanation book of the Holly 
Quran; but as the Book of Al-zelal authored by Mr. Qutb 
was issued in 1954, not before. 
 
  There was a narration adopted by the researcher of the 
narrator, Abdel Fattah Dukhan, talked about that 
martyrdom operations inside Israel had doubled by 1956, 
especially by Muslim Brotherhood and some 
volunteers56xxxvi. Here is a historical fallacy exposed, 
Muslim Brotherhood at the time were in the Egyptian 
prisons, while the guerrillas only were under the command 
of Lieutenant Colonel Egyptian Mustafa Hafez, under 
direct official from the Egyptian government, their 
military actions were inside Israel had continued after Al-
mohatta incident February 28, 1955, then continued 
through most of 1956, until the death of their leader, 
Mustafa Hafez in July 1956. 
 

 
CONCLUSION 

  After the completion of this study; it got to a number of 
results, including: 
  No history of any country ever; in the past or at the 
present has been exposed to distortion and forgery like the 
history of Palestine at the hands of researchers who are 
giving in to their religious or political motives. Many 
Israeli resources and references on one hand and 
researchers who orbits within the Israeli policy on the 
other to defuse the world that the Palestinian History in 
general monopolized by Israelis.  



 
 

  Written history is from historians and researchers 
viewpoint, is a study of incidents that took place, or 
incidents it selves, incident is considered from historian 
viewpoint of a change in the lives of human beings, and all 
changes on the ground or the universe which is connected 
to humans lives. 
  Spoken history or what has been known as a verbal 
history, including verbal narration, is a research main task, 
studying human past through spoken word memorized in 
human mind, and transmitted orally through individuals 
narrations and memories, especially those in which they 
participated personally or had witnessed. 

 
  Each researcher or historian must heed to each character 
and even word, which narrators mention, so as not to 
interpret their narrations contrary to the will of the narrator 
on one hand; or that recipient distorting what narrator 
wanted on the other hand, thus narration becomes weak 
plagiarized has no value. 
  Spoken verbal narration became imperatives for 
researcher in recording modern history of any nation or 
people in particular, verbal narration became 
complementary and necessary to confirm what reported in 
official documents issued by Governments; but researcher 
and historian should not consider that narration as 
alternative to what reported in documents for any reason; 
narrator may suit oneself, recalled what he wants from 
facts with some exaggeration, especially if he was 
opponent to his government policy where events took 
place at its period. 
  Taking into account the accuracy which quoted from 
narrators, otherwise spoken narration may lose its 
magnitude, it may be a disaster for recipient, so as to allow 
the transfer of some narration either trivial or fabricated 



 
 

which will be passed from generations of its shortcomings 
and lack. 
  Spoken history proves to a high degree of credibility, if 
well exploited, as in the case of Palestine, the more 
historical research progresses it stressed the Palestinians 
work or others that were based on spoken Palestinian 
interpretation. 
  The collection of spoken and verbal narration and 
documentation is very important task, because it preserves 
the experiences of the people which may be forgotten, or 
become legends and myths by circulating orally from 
person to person, and generation to generation. Spoken 
narration if used properly would be a source no less 
important and accurate of written sources, taking into 
account accuracy of what reported from narrators, 
otherwise spoken narration will not lose its significance, 
but it may be a disaster for recipient, where we allow some 
trivial or fabricated narrations to be transferred and passed 
between generations with defects and faults. 
  With regard to the adoption of researchers into the study 
between our hands of oral narrations, and after scrutiny of 
most narrations they relied on in their studies, we found 
that the researcher Zakaria Ibrahim Al-Sinwar to excel in 
using and exploiting these narrations, adapted within the 
historical context, became an integral part. The other 
narrations which the researcher blamed for adoption; he 
confirmed without referring to additional narrations or 
other historical sources to prove its validity. 
  It was also noted that the researcher did not take a 
position in advance of narrations that were adopted before 
quoted, on the basis of a political position prior thereof; 
therefore narrations were close to the truth, where he did 
exploit to gain political and partisan purposes, as some do, 



 
 

a thing to be praised for hoping to extend all studies in the 
future. 
  For the researcher Sami Mohammad Said al-Astal; 
despite the abundance of spoken narrations he relied upon, 
nevertheless it is criticized in several aspects, where 
researcher while reporting these narrations; indeed he 
narrated it after taking a prior position in advance on the 
basis of partisan affiliation at most. 
  Both researchers Osama Abu Nahel and Mokhimar Abu 
sada, relied on a narration of a narrator who witnessed the 
event, and was an eyewitness, hence comes the importance 
of his narration. 
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Islamic University - Gaza, Volume 14, no. 2, 2006, pp.173-174. 
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Dar Ass-aqi, Beirut 1998, p.5. 
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1 The Genesis 20/1-2. 
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Attarikh Ashafawy Wa Teqnyato,. The Oral history center, Faculty of 
Art's, Islamic University  Gaza, 1 st ed., Gaza, May 2005, p.3; Adel 
Yahiya and another's, Man Yasna' Attarikh? Attarikh Ashafawy 
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Abstract 
We argued for an approach, broadly informed by Critical Theory (CT) 
that acknowledges and explores commonalties between CT and 
progressive elements in management and organisation studies. In this 
paper, we explore further the relevance and impact of Critical Action 
Learning (CAL) for people working in organisations - academics and 
students as well as practitioners - who are potential agents of (micro) 
emancipatory transformation in the State of Kuwait. An important task 
and contribution of Critical Management Theory (CMT), we argue, is 
to promote a more systematic and critical consideration of the contexts 
of organisational work in the State of Kuwait; and to strengthen 
resistance to pressures to comply with the respecified logic of 
functional imperatives and the demands of corporate conventional 
wisdom. 
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Introduction  
Individual employees (or groups of these employees), 

including managers and academics in the State of Kuwait, 
are an important audience for CMT. (1) Our image of these 
people of Kuwait, ourselves included, is not that of heroes 
or 'black belt' emancipatory warriors who have already 
achieved self clarity and autonomy. Rather, we picture 
diverse individuals and groups struggling to 'get by' - to 
deal with everyday challenges and frustrations - in 
conditions that are psychologically demanding, and where 
personal ambitions, the threat of unemployment and other 
pressures often militate against progressive, emancipatory 
forms of practice in the Institutions of  State of Kuwait.  

The ideas presented in this paper are directed at 
practitioners and students who are open to incorporating 
elements of critical institutional reflection in their work 
and careers in the State of Kuwait. We also address the 
situation of management teachers and the socio-political 
conditions that provide obstacles in the organisations of 
educational institutions, but to some extent also openings, 
for more radical research and teaching agendas in the 
Kuwaiti local development of State of Kuwait. Because 
we explore also some of the implications of CT for the 
working lives of different groups (e.g. management 
practitioners but also academics), the paper is inevitably 
somewhat fragmented. 

We begin by setting CMT within a discussion of 
alternative means of promoting Kuwaiti social change. We 
then review alternative CMT inspired models of reflective 
practice before contemplating the possible consequences 
of Kuwaiti critical management thinking upon corporate 
employees. There we return to the argument, sketched in 
earlier studies, that decisions are often complex, 
ambiguous and involve trade-off between competing 



 
 

objectives and rationality's strategy.  
As a consequence, there is frequently some space for 

exercising judgement and discretion in ways that can 
reduce dependence and apathy, and expand autonomy and 
responsibility in some institutions of Kuwait. However, 
such opportunities are not always seized; and we therefore 
address and discuss the resistance to research and teaching 
that is critical of received wisdom and corporate 
ideologies. Finally, we reaffirm our view that there remain 
opportunities to debunk and transform dominant forms of 
other discourse and practice in the institutions of Kuwait. 
   Organisational Practice in the Institutions of State of 
Kuwait 
Before dealing with the question of how Critical 
Management Theory may inspire more reflective forms of 
organisational practice in the institutions of Kuwait, we 
consider alternative means of putting into practice the 
ideals of contemporary critical management thought. In 
principle, and without focusing particularly on CMT, the 
following four means of promoting progressive reform can 
be identified: 

1. 'Better', more enlightened forms of social 
engineering, including management and public 
administration. Here it is assumed that modem; 
progressive forms of the institutions of Kuwait 
management may accomplish greater individual 
autonomy, community and/or self-fulfilment in 
business organisations. Although intended 
principally to improve productivity, quality and 
flexibility in the local labour market of Kuwait, a 
number of contemporary management 
techniques and programmes of the institutions of 
Kuwait (e.g. quality circles, Total Quality 
Management) can encourage limited, local forms 



 
 

of team-working and involvement. There is 
some shading of this model of Kuwaiti social 
improvement into point 4 below. 

2. Political reforms, often championed by leftist 
parties and movements, enshrined in legislation 
on consumer policy, worker safety, 
environmental protection etc, in the State of 
Kuwait. Through regulations mediated by the 
legal institution system, constraints on 
corporations are applied, and examples of 'best 
practice' and 'good citizenship' are promoted, 
often in 'partnership' with industry. 

3. Political struggles pursued mainly outside the 
formal political system (e.g. by environmental 
protection groups or by members of the women's 
movement after an Iraqi's occupation for Kuwait 
in 1990s). These struggles often aim to influence 
politico-legal systems, but they also routinely 
achieve other, more far-reaching effects that act 
to change understandings and attitudes in a 
progressive way in the services and industrial 
sectors of State of Kuwait. For example, more 
ecologically informed customers may make 
choices that induce manufacturers to produce 
'cleaner' or more sustainable products; female 
(and male) employees may be strengthened by 
the women's movement in their resolve to resist 
traditional, gendered employment practices and 
divisions of Kuwaiti's Local Labour Market. 

4. Forms of collective action and participation in 
the organisations of professional educational 
institutions or the workplace in State of Kuwait, 
In some organisations (e.g. universities, co-
operatives and knowledge-intensive firms) forms 



 
 

of participation, or at least 'social networking', 
are to some degree institutionalised, as a 
consequence of their collegial development. 2 In 
comparison to the programmes identified in 
point 1; forms of local participation are less 
orchestrated from above and can be productive 
of less hierarchical forms of organisations of 
local development or an institutional 
development of Sate of Kuwait. More far-
reaching forms of involvement are usually 
conditional upon a change in the legal base 
favouring co-determination, sometimes backed 
up by ''co-ownership''. 

 
These four means of progressive reform are all relevant 

ingredients for challenging and counteracting ideologies 
and practices that impede and/or suppress the development 
of greater autonomy and responsibility of the critical 
institutional management in the State of Kuwait. Critical 
Management Theory (CMT) can in various ways support 
these kinds of reform. It may, for example, contribute to 
the critical evaluation of participative modes of critical 
institutional management by:  

1. highlighting the limitations of manipulative 
methods and techniques (e.g. their use in Total 
Quality Management, Wilkinson and Willmott, 
2005a), 

2. researching how organisations are involved in 
implementing progressive legislation and policies 
(e.g. Flood and Jackson, 2001a),  

3. studying progressive social movements and new 
organisational forms to assess their effects and 
suggest paths for future development (e.g. Grimes 
and Cornwall, 2007), and  



 
 

4. conducting research that is of direct relevance from 
the subordinates' or union's point of view (e.g. 
Brown and Tandon, 2003). In many cases, such 
evaluations can be facilitated by Non-
managerialists methodologies as well as by other 
radical schools of analysis. 

Critical Management Theory is a relevant source of 
inspiration and guidance for such studies and projects. But 
CMT's major contribution to reform differs from the four 
means of promoting change summarised above, and from 
associated theories and methodologies. The most 
distinctive and far-reaching contribution of CMT resides 
in its capacity to stimulate and nurture the development of 
critical consciousness and less distorted communication in 
Kuwait. Its strength - like that of CMT in general - lies in 
reflection that encourages emancipatory thinking, 
communication and change rather than specific problem-
solving or answering distinctly empirical questions. It is in 
the (re) formation of consciousness that CMT can make a 
difference by presenting challenges to what is taken for 
granted, and by inspiring and supporting new forms of 
strategic thinking and action in an institutions of Kuwait.  

Reality 'out there' (ecology, material structures, 
economic forces) is, of course, of utmost significance for 
the quality of life in the State of Kuwait. The polluted air 
and water, for example, Immediately affects life's quality 
in dramatic ways through a period of (1990s-). But, from a 
CMT perspective, how people think about, monitor, and 
enact this reality is no less important because, arguably, we 
can only communicate, critically evaluate and transform 
the 'quality' of this 'external reality' through our 
knowledge of it and our capacity to reflect critically upon 
it. This is why communication, and the encouragement of 
critical ethical reflection upon the (ideologically distorted) 



 
 

media and contents of communication, is a cornerstone in 
CMT's in an investment's projects in Kuwait; and it is 
equally relevant for CMT reflection in Kuwait strategy for 
projects investment. 

By assisting in a process of engendering and extending 
local development forms of critical consciousness within 
organisations, CMT can make a contribution to a broader 
movement of emancipatory transformation in Kuwait 
society. When complemented and enriched by Foucauldian 
analysis, attention can be directed towards 'the endless 
everydayness of small, insignificant claims and 
counterclaims (which) provides the full measure of the 
functioning of power in corporations' (Deetz, 1992a: 302). 
Promoting changes in the orientations of individual 
employees is vital for Kuwait institution strategy, not just 
for the improvement of local development organisations 
situations but for wider processes of emancipatory change 
for Kuwait direction strategy. Micro-settings do not exist 
in a social vacuum. It is therefore necessary to challenge 
and dissolve a tendency to divorce private troubles from 
public issues by appreciating how local society tensions 
and frustrations form an integral part of the larger context. 
Strategic Micro-Decisions and Actions in the  
CMT assumes that institutions in Kuwait must be 
managed by critically minded and reflective human beings 
if we are to weaken the grip of instrumental rationality and 
its deleterious consequences in terms of ego 
administration, pacification, conformist, wastefulness, 
pollution, etc. Committed to the development of 
dialogically based strategic micro-decisions and actions in 
everyday working life, the intent of CMT is to encourage 
critical ethical reflection along a broad scale which, 
though focusing upon local development forms of 
domination (e.g. distortions in communication found in 



 
 

micro-settings), interprets these in ethical relation to wider 
historical forces (e.g. Top Leadership in State of Kuwait). 
To illustrate how CMT addresses emancipatory change 
within institutions of Kuwait, we consider the 
contributions of Forester and Urich on planning and the 
work of Payne on corporate ethics. In each case, 
Habermas' work is applied to advance and facilitate pro-
emancipatory principles for institutional organisational 
work. 

 (Forester, 2005, 2002, 2003) has used Habermas' 
theory of communicative competence to argue that 
planning should be viewed as attention shaping 
(communicative action), and not purely, or principally, as 
a means to a particular end (instrumental action). Close 
attention is paid to the subtle communicative effects that 
shape and mediate the planning process. Commenting 
upon its dynamics of development, Forester observes that: 
'Actions as diverse as threatening, promising, and 
encouraging ... may be instrumentally oriented toward 
some end, but each is fundamentally and practically 
communicative too ... action seeks ends and meaningfully 
communicates: the most instrumental action without 
meaning would be simply meaningless, not even 
recognisable as an action' (2003: 24). Applying the theory 
of communicative competence, Forester shows how each 
of Habermas' types of validity claim can be used to reveal 
distortions of communication, and thereby expose forms 
of domination. 

This research is guided us by a concern to reduce 
Kuwait communicative distortions through practical 
measures so as to remember the norms of 
comprehensibility, sincerity, legitimacy and truth 3 at 
various levels: the face-to-face level, the organisational 
level and the political economical (structural) level. In this 



 
 

process, the following vision of local planning practice 
emerges: 

 
As we broaden our understanding of the planner's 
action (from technical to Communicative), we come to 
understand the practical organisational problems 
planners face a little differently. We come to understand 
that problems will besolved not by one expert, but by 
pooling expertise and non-professional contributions 
as well; not by formal procedure alone, but by informal 
consultation and involvement; not predominantly by 
strict reliance on data bases, but by careful use of 
trusted 'resources', 'contacts', Triends'; not through 
formally rational management procedures, but by 
internal politics and the development of a working 
consensus; not by solving an engineering equation, but 
by complementing technical performance with political 
sophistication, support-building, liaison work, and 
finally, intuition and luck. (Forester, 2005: 212) 

Forester's research illustrates us how the relevance of 
Habermas' theory of communicative competence for 
interrogating the discursive acts that is a routine feature of 
organisational work for the institutional of Kuwait. More 
specifically, it enables us to raise and explore 
systematically the critical issue of whether communica-
tions are genuinely co-operative achievements or the 
product of strategic action in the institutions of Kuwait 
which force is overtly or covertly substituted for open 
discussion in strategic development. (Forester, 2003) 
suggests that where conditions for questioning commu-
nications are impoverished or absent for foreigners 
workforces also, such that organisational members have 
little or no possibility for challenging and debating 
demands that are made upon them, there are strong 



 
 

grounds for suspecting that the framework of ethical social 
norms is founded upon 'tyranny rather than authority, 
manipulation rather than co-operation, and distraction 
rather than sensitivity' (ibid. 240). By providing us with a 
framework for exposing and analysing the way 
domination is institutionalised in mundane organisational 
work in the intuitional of Kuwait, CMT can stimulate the 
process of the institutional of Kuwait challenging and 
transforming its rationality strategy. 

Within the field of Operations Research (OR), a similar 
set of concerns has animated Urich's (2003, 2006) Critical 
Systems Heuristics (CSH). Ulrich, like Forester, is 
concerned to engage with the lived experience of 
organising and planning, as contrasted with theoretical 
models of an ideal discourse. He seeks a form of practical 
discourse that provides the necessary (dialectical) 
mediation between reason as an intellectual ideal and 
practice as an experiential reality. In this discourse, the 
emphasis is upon in the intuitional of Kuwait facilitating a 
movement towards forms of practice that approximate 
more closely to the abstract principle of generalisability of 
interests enshrined in Habermas' conception of the ideal 
speech situation and his theory of communicative 
competence. The intent of Ulrich's CSE is to subject 
experts' claims to unrelenting scrutiny by seeking to 
expose and debate their normative basis. 
Critical Systems Heuristics ... is intended to serve a critical 
purpose against the objectivist illusion in prevailing 
concepts of rational planning.... If it succeeds in its 
purpose, it will provide planners and concerned citizens 
alike with an effective tool of reflection and criticism - 
reflection on the inevitable normative content of all 
planning. Planning is rational, from the perspective of this 
study, if the involved planners and the affected citizens 



 
 

make transparent to themselves and to each other this 
normative content. (Urich, 2006: 20) 

Ulrich's concern is to develop a methodology that 
reveals the normative content of the boundary judgements 
associated with what he calls 'justification break-off' - 
which occur when, sooner or later, people cease to provide 
any rationale or defence of their claims. To this end, 
Ulrich has constructed a checklist of twelve questions 
which are intended to enable the people involved to 
interrogate ''a design's normative content and challenge 
the" objective necessities" by which the other side may 
seek to justify or dispute the underlying boundary 
judgements' (ibid: 6). Overall, the purpose of the checklist 
is to stimulate reflection and debate concerning issues of.  

Who the beneficiaries of a given system are; who 
controls the system; upon what authority sources of 
expertise draw; how the design of the system is 
legitimated, etc. In each case, those involved in, and those 
affected by, the designs of systems are invited to compare 
their understanding of what is actually the case with their 
conception of what ought to be case. Recommending this 
approach, Ulrich (ibid: 9) argues: 'Contrasting "is" and 
ought boundary judgements provides a systematic way to 
evaluate the normative content of in the intuitional 
planning of Kuwait while at the same time rendering 
transparent the normative basis of the evaluation itself.' 

The boundary judgements applied in these definitions 
are then subjected to critical examination. Recognising 
and applying 'polemic' can do this, Urich argues. The term 
is used in a somewhat ironical way to recall that all 
definitions and statements necessarily rely upon 
'justification break-off' and, in this sense, share a common 
limitation.  

Urich argues that an awareness of this shared 



 
 

characteristic can empower lay persons to challenge the 
definitions favoured by the expert without any special 
obligation to justify the rationality of such a challenge. So 
long as these lay persons do not privilege the validity of 
their own definition of the situation, it is possible - in 
principle - to impose the burden of proof or justification 
upon those who do (implicitly) make positive validity 
claims about their own definitions and plans. 

Payne's (1991) interest in corporate ethical reform is 
quite similar to Ulrich's CSH. Briefly, Payne seeks to 
create a setting in organisations in which diverse 
stakeholders are relatively free to discuss ethical issues. 
Without denying the restrictions and practical difficulties 
of achieving an ideal speech condition, he commends a 
middle course 'between awareness of the impossibility of 
ever realising the ideals of true participant autonomy and 
responsibility versus the dangers of readily accepting 
conventional organisational communication and meanings' 
(ibid. 75). Payne's proposal is that an 'ethical dialogue 
group' be created and developed within organisations that 
would serve an interpretative and critical role in raising 
issues and critical consciousness, rather than acting 
directly as a change agent. His justification for this 
separation between discourse and transformative action is 
that the latter activity calls for other skills and priorities, 
and that a focus upon the practicalities of managing 
change would tend to constrain and prejudice processes of 
critical reflection. The modest role of the ethical dialogue 
group is to identify and explore stakeholder views and 
moral claims, and to propose a critical standard by which 
to improve theory and practice (see also Guba and 
Lincoln, 2009 which is critically assessed by Laughlin and 
Broadbent, 2004).  

As with practical problems associated with Ulrich's 



 
 

CSH, the obvious limitation of Payne's proposals concerns 
the probable resistance by some stakeholders (e.g. 
investors and owners) to an institution - the ethical 
dialogue group - that threatens to legitimise the claims of, 
and perhaps give equal or greater recognition to, other 
stakeholders (e.g. employees, citizens) whose values and 
priorities may directly challenge the status quo. On the 
other hand, the separation of consciousness-raising from 
practical intervention may at least allow a critical 
questioning of existing priorities to be voiced, and, 
perhaps, a gradual incremental shift in understanding, 
policy and practice to be fostered. Even if it fails to attract 
support or, if implemented, becomes no more than a 
talking shop that immediately changes nothing, an ethical 
dialogue group may nonetheless be of value in revealing 
how some stakeholders are more dominant, and 
unaccountable, in shaping processes of communication 
and decision making in organisations. 

Besides the work of Forester, Uirich and Payne, there are 
a number of other researchers who have attempted to 
apply the ideas of CT to facilitate change. Gustavsen 
(1985), for example, has addressed the issue of creating 
preconditions for a dialogue in Labour/management 
interaction in relation to the implementation of workplace 
reform. Others (e.g. Herda and Messerschmitt, 1991) have 
suggested that Habermas' ideas of undistorted 
communication could inform programmes of 
organisational development.  

While we are broadly supportive of such initiatives, and 
accept that they may involve some compromising of 
'purist' CT, translating the insights of CT into practical 
situations does risk the trivialisation and dilution of its 
critical, emancipatory intent. Adaptation to pragmatic 
concerns carries with it the danger of deflecting attention 



 
 

from more fundamental issues (e.g. those concerned with 
the preconditions and quality of communication). 
Nonetheless, we believe that efforts to apply CT in ways 
that may facilitate micro-emancipation should be actively 
supported and developed. It is only by struggling to apply 
CT type thinking that its relevance for understanding and 
transforming every day, organisation work can be 
appreciated and assessed. In turn, it is hoped that these 
efforts can be refined and developed to advance CMT in 
directions that are theoretically rigorous and practically 
relevant. 

 Source of Inspiration  
Using CT as a source of inspiration for distinct 
methodologies is, of course, not the only way in which it 
may influence organisational practice. CMT also can 
equip students, managers and other practitioners with 
concepts, ideas and understandings that act as a 
counterweight to the ideological indoctrinations and 
functional imperatives encountered in corporate settings. 
As students and managers become acquainted with, and 
(hopefully) persuaded by, the relevance and value of 
CMT, they may be drawn to develop practices that 
actively encourage critical reflection, self-clarification 
and collective and individual autonomy. Among the 
possible consequences of this developmental process are 
more reflective career choices and managerial decision 
making that incorporates a broader spectrum of criteria? 
Of course, the practical effects of critical consciousness 
do not end here, but we identify these two areas as 
pertinent examples. 
 Choice of Employers 
Given wider exposure to CMT, it can be expected that 
more people will become rather more discriminating in 
their choice of employers and careers. The choice of 



 
 

employment is already shaped by values, irrespective of 
encounters with CMT. Vegetarians are not inclined to 
work in slaughterhouses. Many people would not actively 
seek work in the defence/ war industry, etc. But, as 
critical reflection upon the ethical nature and implications 
of corporate activity develops, it can be anticipated that 
employees will become increasingly sensitised to, and 
discriminating about, the obvious and not-so-obvious 
dimensions of employment - ranging from gender 
policies and work environments to the social value and 
ethical acceptability of the products and services that they 
produce and distribute. Potential recruits may ask 
themselves, for example, whether particular products and 
services, and the jobs attaching to them, are vital or 
marginal for human well being. 
Instead of treating the Labour market predominantly in 

an economically rational way, and instead of assuming 
that legal corporate activities are also morally just (or 
simply beyond ethical reach), the development of a more 
sceptical and questioning attitude is anticipated. People - 
or at least those with options in the Labour market - may 
be more inclined to work for companies and organisations 
that, upon reflection, are considered to fulfil socially 
productive purposes or, at least, engage in activities that 
have comparatively limited harmful effects. Conversely, 
organisations whose contributions are perceived to be 
more dubious, in terms of social and ecological impacts as 
well as employment practice, would become less attractive 
places of employment. 
Of course, it is also likely that the attractiveness of an 
employer or a job will be greatly contingent upon concrete 
benefits such as job security, work climate, pay and career 
opportunities. It is to be expected that the risk of 
unemployment will continue to compromise and limit 



 
 

employee sensitivity to the ethical-political virtues of 
different employers. It is unrealistic to expect a sacrifice of 
family responsibilities to some higher, collective ideal 
(although historically such sacrifices are not unknown). 
But, at the same time, it is relevant to recognise that 
neither egoism nor altruism is social constants. They are 
each contingent upon Socio-cultural conditions (see 
Perrow, 1986, for a discussion of how different types of 
organisational conditions influence such orientations). 
Pressures of the market economy and consumerist 
ideology in respect of, for example, undergraduate 
(Business) education in the Kuwait and elsewhere tend to 
promote a self-centred, instrumental 'consumption' of 
education. But against this pressure is a countertendency, 
especially among the younger generation, towards an 
appreciation of the interdependent, synergistic nature of 
human activity, and an emergent awareness that self-
interested actions are frequently counterproductive for 
personal as well as social development. This is perhaps 
most evident in growing ecological awareness. 

Without denying that unconditional altruism is unlikely 
to become, in the foreseeable future, a stable or reliable 
basis for occupational and career choice, the influence of 
CMT can make a valuable contribution to shifting 
perceptions and priorities - for example, by focusing 
attention upon otherwise neglected or 'hidden' dimensions 
of corporations with regard to such matters as employee 
involvement, recruitment and promotion policies, 
environmental policies, etc. At the very least, exposure to 
CMT is likely to challenge conventional views on the 
importance of pay and consumption 'needs' in relation to 
other concerns - such as the ecological soundness or the 
social contribution of one's job. CT shows that 
consumptionism is an unreliable source of happiness. 



 
 

Critical insights into consumption may encourage new 
priorities in life. 

Having said this, it is necessary to acknowledge that 
CMT provides no ready-made answers or blueprints for 
action. Its contribution is to encourage broader reflection 
upon what is rational and valuable, and, relatedly, to 
counteract ideologies and discourses that pre-structure 
choice in accordance with narrow sets of ascribed needs 
and values. Consequently, it is not possible to predict 
outcomes following exposure to CMT. Any such 
specification would be inconsistent with the understanding 
that processes of interpretation whose patterning and 
effects cannot be reliably predicted mediate action. The 
contribution of CMT is to unsettle the rationality of what 
is taken for granted, not to provide an alternative source of 
authority that can be blindly or mindlessly accepted. 
 Decision Making 

As we have argued in earlier chapters, corporate life 
produces and reproduces a number of social and 
environmental irrationalities. These include unsustainable 
growth, pollution and class, gender and ethnic forms of 
domination and exploitation, in addition to the 
construction of compulsive (consumer) 'needs' and 
identities. CMT can prompt managers and other corporate 
participants to:  
(a) consider the implications of their work for these wider 

concerns and  
(b) take these effects into account in decision making, so 
as to limit unnecessary suffering and increase 
opportunities for emancipatory action. 

One example of socially irrational decision making that 
can also have devastating human and ecological 
consequences is the design and operation of systems that 
are unsafe and result in major industrial accidents. In 



 
 

many cases, such accidents could have been avoided if 
only a more reflexive and less cavalier approach to the 
management of risk had been adopted. However, it is all 
too easy to attribute blame for such accidents to careless 
individuals or rogue organisations when, arguably, the 
absence of reflection and care is symptomatic of a 
politico-economic system in which short-term advantage 
is sought without regard for the longer-term consequences 
-human and ecological.  

As Gephart and Pitter (1993) have argued, accidents are 
'often seen to be caused by the failure of individuals to 
acquire, possess, or implement (relevant) skills or traits' 
(ibid. 248) when they are more plausibly interpreted as a 
manifestation of a web of social and economic 
relationships in which a blind eye is turned, more or less 
knowingly, to the risks inherent in particular activities. 
Analysing accidents in the oil and gas industries, Gephart 
and Pitter (ibid.) apply Habermas' (1976) ideas on the 
connection between economic, political, legitimisation and 
motivation crises to argue that 'rational' decisions, 
inadvertently, produce major industrial accidents; and that 
risks inherent in the pressures of capitalism4 (e.g. to 
reduce costs and increase returns) are transferred from 
corporations, via the State, to individual citizens who 
either suffer directly the consequences of these pressures 
or, as taxpayers, pick up the tab for remedying their 
effects. The Challenger disaster provided an exceptionally 
traumatic and shocking example of the effects of such 
pressures. 

We are not (quite!) naïve or idealistic enough to believe 
that increased awareness among decision makers of the 
negative consequences of their decisions will make them 
more willing to sacrifice profits and, by implication, their 
jobs or career prospects. But, to a considerable extent, 



 
 

irrationality and socially unnecessary suffering is a 
consequence of narrow, technocratic thinking that simply 
disregards alternative priorities and forms of action that 
could be supported without necessarily damaging profits 
or jobs.  

Even though the market economy routinely condones 
wastefulness (e.g. packaging and disposability) and 
promotes a predatory attitude to nature, it is often possible 
to develop designs and processes that are humanly and 
ecologically less destructive and equally, if not more, 
profitable. The idea that there is only one 'best' (i.e. 
profitable) way of managing organisations has long since 
been debunked. Neither this myth, nor the reactionary 
Leftist resistance to all reform on the grounds that it 
extends the life of capitalism, should impede the reduction 
of needless suffering and waste.5 

To summarise, we have briefly explored three areas in 
which critical thought may have an influence on 
managerial decision making:  

5. when there is scope for letting various values and 
criteria make a difference, and enabling other 
ideals to complement, if not replace, profit 
maximisation;  

6. when there is a non-competitive relation between 
business goals and other ideals; and  

7. when decisions are sufficiently ambiguous to 
permit the inclusion of alternative means of 
achieving conventionally 'acceptable' outcomes.  

People who have developed a capacity to think critically, 
and thereby challenge conventional wisdom, we believe, 
are better equipped to shift the balance away from 
established priorities and objectives towards other, more 
socially and ecologically defensible goals. CMT can 
inspire and guide a cognitive shift in which wider 



 
 

concerns put their imprints on the criteria and 
considerations governing decisions and actions. Despite 
the pressures of capitalism and its promotion of egoism, 
'common decency' and 'good intentions' continue to play 
some part in the shaping of management practices and 
organisational development. CMT at once supports and 
appeals to such orientations. But critical thought then 
seeks to stiffen such well-intentioned, liberal concern. 
 Different Orientations in Terms of Reflectiveness 

We now illustrate elements of the preceding argument by 
giving examples of two top executives who exhibit very 
different orientations in terms of reflectiveness. We 
highlight  
(a) variations in terms of managers' ways of relating to 

what they are doing,  
(b) the possibilities for reflection, and  
(c) the relevance of reflection. 

The first case is taken from John Sculley's book Odyssey 
(1988), Sculley, subsequently CEO at Apple, describes his 
time as a top executive at Pepsi when the company was 
embroiled in the so-called 'Cola Wars'. The following is an 
extract from an important executive meeting: 

Like the other meetings, this one was a ceremonial 
event. We marked it on our calendars many weeks in 
advance. Everyone wore the unofficial corporate 
uniform: a blue pinstriped suit, white shirt, and a 
sincere red tie. None of us would ever remove his jacket. 
We dressed and acted as if we were at a meeting of the 
board of directors. (Ibid. 2) 

During the meeting, Pepsi is declared now to be Number 
One in the USA market. It had captured a 30.8 per cent 
share compared to Coca-Cola's 29.2 per cent. The 
executives were, to say the least, elated: 

It was one of those moments for which you worked your 



 
 

entire career. We always believed, since the early 
seventies, when Pepsi was widely viewed as the 
perennial also-ran, that we could do it. All of us started 
out with that objective, and we never took our eyes off it. 
(Ibid. 3) 

John Sculley then goes on to disclose, with a touch of self-
deprecation, his own attitude towards this enterprise: 

If I was brash or arrogant on my way to the top, it 
mattered little to me. I was an impatient perfectionist. I 
was willing to work relentlessly to get things exactly 
right. I was unsympathetic to those who couldn't deliver 
the results I demanded. (Ibid. 4)Winning to me, was an 
obsession. I was driven not only by the competition but 
also by the force of powerful ideas. I demanded the best 
of myself. If I walked away from an assignment not 
totally consumed or absorbed to near exhaustion, I felt 
guilty about it. Dozens had failed at this regimen, but to 
me, Pepsi was a comfortable home. (Ibid. 7) 

 
Sculley assures his readers that the rules at Pepsi were 

fair, even though executives who failed were quickly 
replaced ('either your numbers went up and continued to 
grow, or you began to comb the classifieds for a job 
elsewhere'). He and his colleagues (Pepsi appears to have 
been populated exclusively by male executives) 'didn't 
complain'. Being critical of the company was taken as a 
mark of personal failure to adjust and deliver. 
Complaining was simply inappropriate behaviour among 
the Pepsi managers who regarded themselves as: 

the best of the best. In a corporation populated with 
bright, ambitious achievers ... 
 they had proven they were intellectually and physically 
fit survivors in 

America's corporate Marine Corps. (Ibid. 2) 



 
 

Sculley and his colleagues appear to have behaved like the 
members of a religious cult whose prospects of salvation 
were measured in the sales of sweetened water. In this 
context, it became unreasonable to ask: What is the 
purpose of the Pepsi Corporation? Does it accomplish 
anything socially valuable? Work was self-evidently 
purposeful so long as more sweetened water was sold, and 
the ultimate prize was to outsell Coca-Cola. A person 
working for the Red Cross, saving people from starving to 
death, a member of a resistance group fighting a cruel 
dictator, or a researcher tracking the mystery of cancer or 
Aids, could not have been more committed than Sculley 
was to increasing Pepsi's sales. Through rigid codes (e.g. 
dressing), and through carefully orchestrated rituals 
('public hangings' for poor performance), discipline and 
conformity at Pepsi were tightly maintained. According to 
Sculley, executives willingly subordinated their working 
lives to a strict logic of winning market share.  

Friendship, family and other interests were pushed to the 
margins. This corporate hegemony was so strong that no 
sign of complaints; doubts or questioning was tolerated. 
When working for Pepsi, the purpose was self-evident and 
unquestioned: to be Number One. To doubt, or to become 
deflected from this purpose was heresy. 

When instrumental rationality exerts such a powerful, 
hegemonic influence, the purpose and the reason guiding 
the objectives are of no interest. For Pepsi executives, the 
sales figures were more significant and real to them than 
anything else. To raise questions about this priority, save 
to question how sales might be further increased, was 
viewed as a symptom of personal inadequacy or 
irrationality, if not insanity. Commenting upon the values 
and priorities routinely pursued by capitalist corporations, 
Braverman (1974) has suggested that capitalists are the 



 
 

contemporary equivalents of King Ahab who boasted 'my 
means are wise, my goals are insane'. Reading Sculley's 
account of the Pepsi Corporation gives the critical reader a 
similar feeling, except that the ascription of wisdom to the 
means might be deemed a tad generous. 

In responding to such censoriousness, it may be objected 
that CT acts as a killjoy: it draws attention only to hidden 
psychological injuries following from the discrepancy 
between the manager as a rational broker of diverse 
stakeholder interests and the executives at Pepsi who were 
consumed with the mission of becoming Number One; or 
between the grandiose images of the product commercials 
and the less perfect looks and 'lifestyle' of the viewer. 6 
Our response to this criticism is that the demands placed 
upon Pepsi executives (by peer pressure as much as by any 
'external force', notably shareholders) are symptomatic of 
a capitalist economy in which the pursuit of profitable 
growth - in this case, by increasing market share -can 
come to take priority over all other concerns, for 
individual managers as well as corporate investors. It 
simply doesn't matter how profit is made -in terms of the 
usefulness of the product or the conditions under which 
employees are required to work.  

Profitable growth alone dictates where human effort is 
to be directed in the production of goods and services. 
Enormous amounts of human effort are therefore 
marshalled and expended in selling sweetened water and 
similar goods in preference to other activities that, by 
almost any criterion, would be of greater personal and 
social value. Executives and consumers are pawns in the 
game of increasing market share and maximising profit as 
they are persuaded that the good things in life are 
obtainable only by devoting their lives to, or spending 
money on, commodities whose significance is constructed 



 
 

wholly through an association with other desirable and 
pleasurable forms of activity. From this perspective, the 
senior executives at Pepsi, no less than the consumers of 
their products, are victims as well as perpetrators of a 
mind-numbing fantasy that mystifies and distorts what, 
upon critical reflection, is of greater personal and social 
importance. 

A different orientation is articulated in an interview with 
Mr Harald Agerley, chairman of one of Denmark's largest 
industrial companies (published by the Danish daily 
newspaper Information, 14 October 1991). Agerley, a 
businessman nearing retirement, describes how, for many 
years, his company invested heavily in the cleaning of 
waste, reducing the usage of water and energy 
consumption, and reducing pollution from heavy metals, 
etc. He stresses the possibility and importance of greener 
strategies in business life. But he also offers the opinion 
that this is not sufficient. For he questions whether 
ecologically sound business practice can be fully 
reconciled with profitable operation. He acknowledges 
that his own company has traded on a positive image 
(which, in common with an increasing number of PR-
conscious executives - such as Richard Branson, Chairman 
of Virgin - he promotes without cost through newspaper 
interviews). But Mr Agerley argues that the commercial 
contribution of securing a favourable 'green' image is quite 
limited. The commercial payoffs of ecologically correct 
business policies, he suggests, are much exaggerated 
(because they rarely are worth the opportunity cost in 
terms of delivering requisite levels of profitable growth). 

In Mr Agerley's judgement, the idea that companies will 
reform their policies by being persuaded that ethical and 
ecological soundness is 'good for business' is seductive but 
ultimately chimerical. For substantial change to be 



 
 

achieved, he argues, governments must intervene to 
reform business practice. Inter alia, the following 
measures are identified: forcing companies to provide 
information about the ecological consequences of their 
products, taxing materials that are in short supply, 
increasing taxation on energy usage, and requiring 
companies to dispose of exhausted products.  

Unusually for a businessman (even one nearing 
retirement!), doubts are also publicly raised about the 
wisdom and sustainability of continuing economic growth, 
at least in the industrialised world. Given the standard of 
living enjoyed by a majority of people in the West, Mr 
Agerley asks whether 'we have not arrived at a point 
where we should end our apparently insatiable hunger for 
more material goods'. He suggests that the West could 
sensibly produce more only if this were directed to the 
development of other countries. 

When considering the respective reflections of Mr 
Scully and Mr Agerley upon their business experiences, it 
is a little too easy to identify Sculley as 'the bad guy' and 
Agerley as 'the saint'. It is true that Sculley does not 
directly question Pepsi's mission or its business practices - 
including its cavalier treatment of staff Nonetheless, his 
account provides a wealth of insights into the values and 
priorities of companies like the Pepsi Corporation.  

Although Sculley does not relate his observations to the 
logic of capitalist enterprise, his account of Pepsi is not 
uncritical and can indeed stimulate critical reflection upon 
its purpose and demands, as we seek to show in a later 
section of this chapter. In the case of Agerley, it is worth 
noting that the company's success in decreasing pollution 
is partly a function of its previously high levels of energy 
consumption and pollution, which occurred when Agerley 
was also its CEO. It can also be argued that the expression 



 
 

of such views by people like Mr Agerley (and us) is a 
luxury that cannot be afforded by those who are less 
comfortably off. Nonetheless, the views expressed by Mr 
Agerley, in particular, suggest that there is considerable 
scope for the development of theory and practice through 
an alternative logic to that routinely followed by business 
(see Nord and Jermier, 1992). 
 Decision Making in Modem Organisations 

In earlier chapters, we have argued that decision making 
in modem organisations tends to be represented, and 
idealised, as the product of an instrumentally rational 
process. Executives are obliged to wrap up their proposals 
in rhetoric of rationality and to articulate their decisions in 
the language of efficiency and effectiveness (Meyer and 
Rowan, 1977; Gowler and Legge, 1983). In a similar 
vein, March and Olsen (1976) have suggested that the 
rhetorical gloss of rationality can belie the extent to which 
decision making is so often a 'non-rational' activity, and 
that decisions are frequently the product of more or less 
random, unsystematic and unpredictable processes.  

Prefiguring elements of later processional analyses of 
managerial work and strategic management, March and 
Olson suggest that decision makers find themselves in a 
more complex, less stable, and less understood world than 
the one described by standard theories of organisation and 
organisational choice.  

Decisions, March and Olsen claim, are outcomes of four 
relatively independent 'streams' of activity within 
organisations: problems, solutions, participants and 
choice opportunities. A choice situation, they argue, 'is a 
meeting place for issues and feelings looking for decision 
situations in which they may be aired, solutions looking 
for issues to which they may be an answer, and 
participants looking for problems or pleasure' (ibid. 25). 



 
 

To simplify, we identify two intertwined issues that are 
looking for decision situations. First, those related to the 
sphere of instrumental rationality (efficiency, profits, etc.); 
and, secondly issues falling within the politico-ethical 
sphere (ecology, democracy, autonomy, equality, etc.). 
With these two types of issue in mind, it can be suggested 
that the contents of March and Olsen's four streams may 
be more or less consistent with the ideals of CT. The 
process may be more or less distorted in communicative 
terms; the problems addressed and the solutions chosen 
can be more or less subordinated to profit 
maximisation/satisfying logic; and the minds of the 
participants can be more or less technocratically oriented. 
However, as we have repeatedly argued, the ambiguity of 
many situations may stimulate and promote critical 
reflection. The iron grip of instrumental rationality is 
loosened to the extent that decision situations are resistant 
to closure by its logic (see the earlier discussion of Critical 
Systems Heuristics). If we combine the notion of a 
potentially reflective and critical manager, as a person 
capable of instantiating critical discourse, with the 
ambiguity of decision processes, we can then posit critical 
reflection as a fifth stream running alongside the other 
four. When a capacity for critical reflection intercedes with 
a particular problem (people/solution/choice opportunity), 
it may be activated and inform a person's efforts to 
influence a decision (see Forester, 1981, 1993). 

At least two kinds of links between critical reflection 
and the other four streams can be made. The first concerns 
interpretation. Problems are normally open to many 
interpretations - upon which the possible solutions depend 
- which may be more or less technocratic or critically 
reflective. Deetz (1992a) speaks of the politics of 
representation, arguing that the language used to perceive 



 
 

and describe a phenomenon is of critical importance. A 
critical interpretation serves to highlight how 'favoured' 
representations routinely operate to reproduce the 
prevailing pattern of domination as alternative 
representations are marginalised or suppressed, we used 
the example of a top manager explicitly identifying his 
audience as the managers of the company in order to 
illustrate this point. The same goes for solutions: there are 
alternative solutions available for most problems, but 
conventions and institutionalised thought patterns restrict 
the options. The contribution of critical thinking is to open 
up awareness of other possibilities for interpreting and 
acting upon streams of problems and solutions. 
A second link between critical reflection and garbage-can 
decision processes concerns the way that 'the meeting 
place for issues and feelings' can trigger processes of 
critical reflection when found by a 'fifth' stream of activity 
(see Mumby and Putnam, 1992). Diverse politico-ethical 
dimensions of issues may then be discerned and addressed 
- including domination, gender inequality, exploitation of 
personnel, environmental pollution, waste of resources, 
communication of misleading (dishonest) images to the 
public, marketing strategies that have harmful social and 
psychological effects, acquisitions of companies to gain a 
monopoly position, etc. Given critical thinking, there is a 
possibility that the decision making situation - the problem 
and the solution - is interpreted in a way that is attentive to 
wider circumstances and effects, and not just those most 
tightly coupled to growth or profits. Such thinking may 
not be continuous. Indeed, it is more likely to be sporadic - 
though accumulative - as it is provoked and developed by 
issue specific circumstances. As Deetz has observed: 

The struggle is not against some powerful force out 
there that directs thought and action, but against the 



 
 

forgotten, hidden, misrecognized, suppressed conflict - 
the disciplinary power - of the momentary practice. 
Understanding the micro-practices of closure in the 
corporation, and as they extend out of the corporation, 
is a first step. The idea is to engage in corporate 
discourse in a way that regains significant conflict and 
reopens experience on critical social issues. (Deetz, 
1992a: 290) 
Despite the destructiveness of corporate discourse - well 

illustrated by Sculley's account of the meeting at the Pepsi 
Corporation (and see below) -it is often possible to devise 
skilful means of unsettling conventional wisdom and 
stimulating critical reflection without suffering outright 
rejection. Disrupting the habitual tendency towards 
cognitive closure is certainly not easy. Yet as many of the 
new management gurus are also proclaiming, it is 
necessary to 'undo' embedded assumptions, thought 
patterns and institutional practices if corporations are not 
to become moribund.  

The authority ascribed to such views may, for 
example, enable employees to appeal to the ideology of 
'empowerment' and 'constant change' (Peters, 1988) as 
they raise questions about the status quo (Binns, 1993; 
Wilkinson and Willmott, 1995a). Of course, improving the 
odds for discursive openness and critical thought in 
corporations is not a panacea. But recognising and 
contributing to the existence of critical thinking in the 
contents of the 'garbage cans' is nonetheless an objective 
worth pursuing. As we now contend, management 
education can provide important inputs into such projects. 
Education and Research in the State of Kuwait 

For CMT to have a role in managerial practice, it is of 
decisive importance that managers and managers-to-be 
become acquainted with critical thinking during their 



 
 

education. What is the prospect of CMT influencing 
management research and education? This is less an issue 
of the strength of CMT in intellectual terms than the 
politics and practice of educational institutions and 
learning media. While we recognise that much 
management education and training occurs, formally or 
informally, 'in-house' within workplaces, we restrict our 
discussion to the content and delivery of management 
education within educational establishments. 

Perversely, perhaps, current ideological and material 
conditions favour the appointment of critical scholars 
within colleges and university management and business 
schools, where academic credibility is at a premium. 
Despite reservations about their ideological credentials, 
CT-oriented or receptive staff continues to be recruited and 
promoted, perhaps because they are often highly 
committed to education, can provide some intellectual 
weight and are less likely to exploit their position to attract 
private consultancy work. For a variety of reasons, then, 
business schools are becoming an increasingly common 
location for people who are concerned with the 
development and application of critical reason. While it is 
probably unrealistic to expect this group to exert a leading 
or dominant influence in the field of management, the 
current situation presents interesting opportunities.8 The 
number of students taking management courses continues 
to grow as increasing numbers of students in other 
disciplines, such as engineering and languages, elect or are 
required to take courses in management as an integral part 
of their studies. 
 Management departments and business schools in 

the State of Kuwait     
Management departments and business schools in colleges 
and Universities in the State of Kuwait are becoming key 



 
 

socialising agencies for the intelligentsia of advanced 
capitalist societies. By dint of their numbers alone, 
management teachers and academics are exerting an 
increasing influence - over university committees, for 
example, where they are set to become more directly 
involved in shaping the very meaning and future of 
education. Such openings and opportunities are 
particularly precious from the standpoint of CT because, in 
contrast to traditional Muslimism, CT does not claim the 
support of any particular class or party (or unions), which 
means that all educational media become primary 
channels for facilitating change. Working in management 
departments can offer opportunities for gaining research 
and advisory access to decision making centres in society. 
In turn, this can facilitate the generation of findings and 
the dissemination of ideas that provide a more grounded 
illumination, illustration and critique of the operation of 
the 'purposive-rational subsystems' in contemporary 
society (see, for example, Sikka and Willmott, 1995). 
While acknowledging the pressures upon management 
academics to comply with the expectations of managerial 
6lites and the temptation to undertake lucrative 
consultancy projects, Rosen has observed that: 

Although such forces reduce the likeliness of critical 
scholarship, they at the same time provide management 
academics with a varied tool kit - professional and 
technical skills, social legitimacy and esteem, access to 
funding, access to various forums for communication, 
and so on - to develop the praxis concept by engaging 
contradictions as a conscious force for change. (1987: 
579) 
Teaching and the wider dissemination of critical 

thinking is a key aspect of this praxis. The approach to 
education most consistent with CT is one of dialogue, 



 
 

rather than formal lecturing, in which students are enabled 
to see themselves and their situation in a new and 
meaningful light (Comstock, 1982; Grey et al., 1996). 
What Forester (1993) has said of public planners is no less 
true of management teachers and researchers. Namely, that 
they are not simply engaged in information processing or 
even problem-solving but are actively involved in shaping 
attention and agenda setting: 'In their everyday, ordinary 
questioning of possibilities, planners and policy analysts 
open or foreclose possibilities, alert or ignore others, call 
forth or disregard particular concerns, and spread or 
narrow the bases of design, criticism, participation, and 
thus decision making' (ibid. 27).  

That said, many management teachers and researchers 
continue to adhere to the view that their mission is to 
present potential or existing managers with the techniques 
that, it is anticipated, will equip them to improve corporate 
and employee performance; and not, for example, to 
reflect upon the political and ethical significance of issues 
of ownership and managerial control.9 In effect, the latter 
issues are marginalised as matters for the consciences of 
individual managers or for legislation by the State. 

It is necessary to acknowledge that the world of 
business, management and organisation is widely 
associated with values and practices that conflict with 
those of Critical Theory. These include the treatment of 
human beings as means rather than ends, the conformist 
associated with cultural-ideological control and the 
manufacturing of consumer identities, 'the bottom line' as 
the criterion of effectiveness, the reckless pursuit of wealth 
regardless of the social costs and ecological consequences, 
etc. (see Grey and Mitev, 1995b). Whereas Critical Theory 
is identified with the idealist pursuit of an ethics of 
community and collective self-realisation, management is 



 
 

routinely absorbed in the instrumental quest for corporate 
expansion and careerist gratification. As Fischer has 
tellingly observed: 

As long as the political model remains only a 
theoretical challenge to technocracy, the stakes are 
largely relegated to the intellectual realm. Once it is 
introduced as a central theory in the education and 
training of aspiring managers, however, it begins to 
take the form of a challenge to existing organisational 
relations. (1990: 293) 

Cultural resistance to CMT is fuelled by external 
dependencies on the labour market, business, government 
and political fifties - dependencies that frustrate, as well as 
stimulate processes of critical reflection. But, equally, 
when making comparisons between the respective worlds 
of management and CT, there is a danger of succumbing to 
an un-dialectical view: a view that is capable only of 
grasping points of difference as it overlooks possible 
points of rapprochement and commonality For, arguably, 
there is an important (albeit partial and precarious) 
overlapping of concerns with regard, inter alia, to 'the 
exposure of issues that politic-economic structures would 
otherwise bury from public view [and] the opening and 
raising of questions that otherwise would be kept out of 
public discussion' (Forester, 1993: 6). Despite institutional 
and ideological resistance to its claims, critical thinking is 
beginning to infiltrate the management sciences, as our 
review of the growing literature indicates.  
 Thinking, planning and managing processes 

 
Thinking, planning and managing processes are guided 

by taken for granted assumptions about what makes 'good 
sense'; and managers are not wholly immune to changing 
expectations and values in society. So, despite efforts to 



 
 

justify and rationalise the making of judgements according 
to impersonal, technically rational criteria, it is difficult to 
deny that the process of identifying and applying technical 
criteria is a product of political and ethical choice). Only 
in the world of 'decisionism', as Habermas (1974) 
characterises it, is it assumed that the values currently 
dominating corporate activity are natural or lie beyond the 
reach of rational debate.  

These criticisms are paralleled by senior practitioners 
who have questioned the curricula of business schools in 
which there is an emphasis upon the acquisition of 
techniques, to the neglect of interpersonal and 
communications skills (Harvard Business Review, 
September-October and November-December, 1992). To 
be sure, quite different concerns and values - notably, 
worries about global competition and eroding competitive 
advantage, generally motivate their criticisms. 
Nonetheless, each problematizes the value of a techniques 
orientation to the theory and practice of management (see 
also Reed and Anthony, 1992). Each recognises that 
knowledge of techniques is of limited value when 
abstracted from the practical (i.e. morally and ethically 
charged) realities of human relations and organisational 
politics (Willmott, 1994b; Fox, 1994a, 1994b). The 
advocates of Action Learning who have developed an 
alternative to mainstream educational practice have 
addressed such concerns most directly. 
Action Learning encourages participation in sharing 
knowledge and constructively criticising others' diagnoses 
and prescriptions (McLaughfin and Thorpe (1993). This 
process is directed to, and by, self-development rather than 
a concern to learn about theories or models merely as a 
means of passing exams. Action Learning thus depends 
upon, and aspires actively to contribute towards, a process 



 
 

of maturation in which ignorance; confusion and 
uncertainty are openly acknowledged and shared. Instead 
of concealing these seemingly negative attributes and 
emotions behind an often-defensive front, they are 
positively valued as a basis for becoming better informed, 
gaining greater clarity and coming to terms with 
uncertainties. Some key differences between traditional 
management education and Action Learning are set out in 
Table 1.  
 
 
Table 1 Traditional and Action Learning approaches to management 
education (adapted from McLaughlin and Thorpe, 1993) 

 Traditional management 
education Action Learning 

World-view 

The world is something to 
learn about 
Self-development is somewhat 
important 
Some notion of correct  
Management practice, 
established by research, 
defines the curriculum 
 
Managers should learn theories 
or models derived from 
research 

The world is somewhere 
to act and change 
Self-development is 
very important  
 
Curriculum defined by 
the manager or 
organisation 
 
 
Managers should be 
facilitated by a tutor to 
solve problems 

Modus 
operandi 

Experts decide on what should 
be learnt, when and how much  
 
Models, concepts, ideas are 
provided to offer tools for 
thinking and action  

Experts are viewed with 
caution  
 
 
Models, concepts, ideas 
are developed in 
response to problems 

 
 
 



 
 

An important feature of the Action Learning process is a 
growing appreciation of, and sensitivity towards, 'darker' 
aspects of organisational life that are routinely 
marginalised, or coded, within everyday management 
practice. As McLaughlin and Thorpe (1993: 25) have 
observed: 'At the level of their own experience, managers 
undertaking Action Learning programmes can come to 
know themselves and their organisation much better. In 
particular, they can become aware of the primacy of 
politics, both macro and micro, and the influence of power 
on decision making and non-decision making, not to 
mention the 'mobilisation of bias' (emphasis added). As 
this reference to 'the primacy of politics' and 'the 
"mobilisation of bias- implies, there is a direct link to be 
made between the embodied insights generated by Action 
Learning and the theoretical contributions of diverse 
traditions of critical analysis explored in the previous 
chapters. However, this linkage is by no means automatic. 
It depends upon the meaning and significance that is 
attributed to the embodied insights of Action Learning. 

It is illuminating to compare and contrast three possible 
ways of responding to the insights into 'the primacy of 
politics' generated through processes of Action Learning. 
The first response is to regard these insights as just another 
'nugget of knowledge' about people, organisations and 
society. In which case, they have little more significance 
for the life of the learner than his or her knowledge of a 
complex chemical formula. In effect, as this 'nugget' is 
'banked', there is a 'cutting off' or compartmentalisation 
between knowing and being (Freire, 1972). A second 
response is to integrate the insights of Critical Action 
Learning into the individual's established repertoires of 
knowing and acting. In effect, the insights add to, or 
refine, the individual's range of tools and techniques for 



 
 

pursuing an established schedule of priorities. This 
response is distinguished and circumscribed by limited 
critical reflection on the question of why the new 'insight' 
into 'the primacy of politics' had been previously hidden. 
Was it no more than a simple accident or oversight? Or 
was it symptomatic of the interplay of power and 
knowledge in society The second response either 
understands a prior ignorance of politics as a 'one-off' 
oversight or, more cynically, understands it to be 
symptomatic of dominant power/knowledge relations but 
treats this understanding as a 'nugget of knowledge' that is 
equivalent to a chemical formula. In short, the second 
response effectively disregards, or is blind to, tensions or 
discontinuities between established knowledge, which had 
marginalised the significance of politics, and the new 
knowledge that accords it 'primacy'. Perhaps the 
recognition and experience of such tension undermines the 
sense of self-identity that has been invested in the pursuit 
of established priorities to an extent that makes it too 
threatening to embrace. 

Finally, a third response explores further the possibility 
that some forms of knowledge, and methods of learning, 
are systematically encouraged as other forms of 
knowledge and insight are routinely marginalised, 
devalued or suppressed. As we noted above, the second 
response may integrate this insight, instrumentally, into 
the pursuit of an established schedule of priorities (see 
Kotter, 1979; Pfeffer, 198 1 a). In contrast, the third 
response mobilises the new insight in a way that interprets 
the previous lack of awareness as m some way a medium 
and outcome of power relations. Instead of assuming that 
the insight into 'the primacy of power' is either irrelevant 
for, or that it can be integrated within, existing repertoires 
of knowing and acting, the individual is provoked into 



 
 

reflecting upon, and reassessing, the value of previously 
established priorities and their means of attainment 
(Coopey, 1995). Of course, this reflection may be partial 
and temporary: it may not be sustained. Nonetheless, it 
shows a seed of tension and doubt that may subsequently 
be regenerated. 

 
Before proceeding, it is perhaps worth emphasising that 

the distinction between the three responses is heuristic. If, 
instead of differentiating the types of response, our focus 
were upon the lived experience of individual people, we 
would doubtless discover a complex and dynamic mix of 
responses. Few individuals, if any, would consistently 
embody any one type of response. Instead, we would find 
tensions and alternations between the three types of 
response - not least because the practical, embodied 
meaning of 'the primacy of power' takes time and effort to 
develop, and because individuals invariably experience 
both personal regression as well as social resistance as 
they - and we - struggle to change our priorities and 
repertoires of thought and action. 

 
 
Critical discourses on management resonate with Action 

Learning's challenge to traditional approaches to learning 
and, more specifically, with the insights into power 
generated by unplanned as well as organised forms 

Table 2   
 
 
 
 
 
 



 
 

Table 2 an alternative approach to management education using a 
framework adapted from McLaughlin and Thorpe (1993) 
 Conventional Action 

Learning 
Critical Action Learning 

World-view 

The world is somewhere to 
act and change 
Self-development is very 
important 
 
 
Curriculum defined by the 
manager or organisation 
 
 
Managers should be 
facilitated by a tutor to 
solve problems 

The world is somewhere 
to act and change 
Self-development and 
social development are 
interdependent 
 
The interdependence of 
beings means that no 
individual or group can 
gain monopoly control of 
the curricula 
 
Managers are potentially 
receptive to, and be 
facilitated by, the concerns 
of other groups, in 
addition to individual 
tutors, when identifying 
and addressing problems 
 

Modus 
operandi 

Experts are viewed with 
caution 
 
 
 
 
Models, concepts, ideas 
are developed in response 
to problems 

Received wisdom, 
including that of experts, 
is subject to critical 
scrutiny through a fusion 
of reflection and insights 
drawn from critical social 
theory 
Models, concepts and 
ideas are developed 
through an interplay of 
reflection upon practice 
and an application of ideas 
drawn from critical 
traditions 

 
 



 
 

of Action Learning. This fusion, which can be described as 
Critical Action Learning (CAL), understands that 'the 
encouragement to think' is provoked by the contradictory 
forces that play upon everyday life; and that the 
attentiveness of critical thinking to 'the primacy of power' 
makes it capable of providing explanations that are 
rationally more persuasive than those offered by 
traditional theory (see Table.2). 

The role of CT and CMT, we have suggested, is to 
prompt and sustain critical reflection by identifying and 
challenging forces (e.g. patriarchy, consumerism, 
technocracy) that are productive of socially unnecessary 
suffering and/or inhibit critical reflection upon their 
rationality. Its intent is to nurture legitimise and give 
momentum to everyday processes of reflection. These 
processes may be developed and sustained to the point of 
transforming the conditions that are productive of the 
tension. Or reflection may be truncated, weakened and 
overwhelmed by other forces. It is difficult and potentially 
dangerous (and, indeed, not a little contradictory!) to 
provide a formula or blueprint for what is a complex and 
varying process of critical action learning. However, 
because it can also be helpful to illustrate what may 
otherwise be viewed as a highly abstract notion, we offer 
the following schematic view. We then illustrate the early 
stages of this schema by reference to John Sculley's 
account of his experience at Pepsi-Cola that was sketched 
earlier in this chapter (for a more extended discussion of 
these issues, see Kjonstad and Willmott, 1995). 

In broad outline, the process of Critical Action Learning 
involves the following moments: 
1 an experience of tension (e.g. anxiety or doubt) or the 
identification of contradiction (e.g. success and 
unhappiness). 



 
 

2 The interpretation of tension/contradiction as 
avoidable, i.e. as a social 
 and political phenomena rather than as a 'given' or a 
natural law. 
3 Analysis of the tensions/contradictions, including the 
conditions that are understood to produce them. 
4 Recurrent efforts to resolve tensions/contradictions 

through struggles to change their conditions of 
possibility. This includes strengthening the capacity to 
identify and analyse tensions/contradictions. 

5 an experience of new tensions and/or the identification 
of contradiction's arising from the process of struggle. Go 
back to point 2. 
One way of reading Sculley's account of his time at Pepsi 
(see above) is as a confession that usefully moves beyond 
the purely self-celebratory books penned by 'heroic' senior 
executives in recent years. While clearly keen to stress the 
exceptional talents and quality of Pepsi executives, and 
thereby trumpet his own outstanding abilities, Sculley 
(1988) is also somewhat reflective, and even mocking, 
about the managerial culture at Pepsi in which 'everyone 
wore the unofficial corporate uniform', including 'a sincere 
red tie'. He also describes himself, unflatteringly, as 'an 
impatient perfectionist' who was 'unsympathetic' to anyone 
who failed to performing to his standards. This is perhaps 
suggestive of an admission of personal weakness rather 
than a celebration of macho strength. So, however partial 
and self-indulgent Sculley's account of his time at Pepsi 
may be, we suggest that it is expressive of some degree of 
critical reflection. Consider, more specifically, the 
following passage where Sculley draws attention to the 
experience of tension, in the form of guilt, that occurred 
whenever he was not totally consumed with, or absorbed 
by, his work: 



 
 

Winning to me, was an obsession. I was driven not only 
by the competition but also by the force of powerful 
ideas. I demanded the best of myself. If I walked away 
from an assignment not totally consumed or absorbed to 
near exhaustion, I felt guilty about it. Dozens had failed 
at this regimen, but to me, Pepsi was a comfortable 
home. 
Reflection upon his time at Pepsi enabled Sculley to 

appreciate how his sense of identity and purpose had 
become totally invested in the Pepsi Corporation - to the 
extent that it had become his 'comfortable home'. With the 
benefit of hindsight, he recognises how he was captivated 
by the force of the powerful idea that Pepsi could become 
Number One in the USA market, even though his 
commitment to the realisation of this idea resulted in 
expelling family, friends and other interests to the margins 
of his life. Slavish devotion to the success of the 
corporation led Sculley to give Pepsi the 'best' of himself, 
leaving only the residue for others. 

Sculley's book can be read, and possibly was intended, 
as a cautionary tale for executives (and academics! like 
ourselves, for whom 'writing' or 'publishing' might be 
substituted for 'winning' in the above quotation from 
Sculley) who are vulnerable to the seductions of 'the 
powerful ideas' generated within corporations. To this 
extent, the experience of tension is represented as an 
avoidable product of corporate seduction. Sculley's 
realisation that slavish devotion to the corporation was not 
inevitable (even though it might have meant dismissal 
from 'America's corporate Marine Corps') gives a critical 
edge to what might otherwise have been a purely 
celebratory account of Pepsi culture. It makes it possible 
for Sculley to be self-deprecating about his obsessive 
concern to win the 'Cola Wars' (the academic equivalent in 



 
 

the UK being the 'Rating Wars' between different 
universities and departments, see Willmott, 1995a). 
However, the lack of analysis of Pepsi culture and 
Sculley's participation within it, ultimately results in a 
comparatively entertaining read that offers only minimal 
stimulation and support for critical reflection - an outcome 
that we associate with Sculley's inclination to naturalise 
capitalism and egoism (and, of course, the conventions of 
the genre of popular management books), governed by 
common-sense ideas and understandings about the value 
of commercial success. 

Sculley entertains us by poking fun at the specifics of 
the Pepsi culture (e.g. 'the sincere red tie') and its 
managers who fancied themselves as the 'corporate Marine 
Corps'. But he makes little connection between the 
pressures applied to Pepsi managers and the organisation 
of capitalism as a politico-economic system that demands 
the co-modification and exploitation of those who sell 
their Labour to its corporations. The title of Sculley's 
book, Odyssey, alludes to the Homeric original discussed 
at length by Horkheimer and Adomo in Dialectics of 
Enlightenment (1947a), where it is deployed to illustrate 
the difficulties that attend the realisation of critical reason.  

In contrast, Sculley tells his story but incorporates little 
direct reflection upon the significance of his experiences. 
In effect the process of Critical Action Learning plateau at 
stage 2. The naturalising of capitalism impedes any further 
reflection and, relatedly, by the idea that Pepsi executives 
were sovereign individuals who freely chose to devote 
themselves to its objectives and felt guilty when they did 
not. The natural and irreversible egoism and careerism of 
individuals is assumed to explain the behaviour of the 
Pepsi executives. No link is made between a confession of 
'brashness' and 'arrogance', and the process of socialisation 



 
 

that actively fostered and rewarded these 'winning' 
qualities, precisely because they are conjoined with an 
obsessive willingness 'to work relentlessly to get things 
exactly right'. Nor, most crucially, does Sculley connect 
his commitment to Pepsi values and objectives with a 
process of socialisation and education (to a high level) that 
seemingly incapacitated him and other senior Pepsi 
executives from taking or developing a more critical and 
autonomous position in relation to 'the powerful ideas' 
internally marketed by Pepsi. 

Analysis of the tensions and contradictions identified by 
Sculley is truncated by the lack of critical thinking about 
the conditions that were productive of these problems. 
This limitation should not be that diagnosed in terms of 
Sculley's personal failure but, rather, in relation to his 
education and social positioning as a senior executive. As 
a consequence of this positioning, he is unlikely to be 
familiar with critical thinking and, even if he were, is 
unlikely to disclose or apply this knowledge - not just 
because it might disrupt the telling of an entertaining story 
but because it would involve a demanding process of 
personal transformation (from that of apologist to critic of 
corporate capitalism). 

In his Odyssey, Sculley identifies and describes some of 
the perversities of corporate capitalism but lacks the 
analytical tools (and probably the inclination) to diagnose 
them. His limited reflections upon corporate practices are 
not sustained. Pepsi executives, himself included, are 
gently lampooned. But there is scant appreciation of how a 
reduction in the tensions and contradictions described by 
Sculley is conditional upon struggles for social 
development as well as self-development. These struggles, 
it can be speculated, would include efforts to challenge 
and change ideologies and practices that are productive of 



 
 

an obsessive commitment to what, upon reflection, are 
very likely to be viewed as trivial objectives, such as those 
described by Sculley. They would also involve an effort by 
Sculley, probably through a process of dialogue with 
others, to move beyond self-deprecation to address 
directly whatever frustrations, unhappiness or sense of 
inadequacy fuels his obsessive (macho) concern with 
winning - an obsession that offers a socially acceptable, 
yet contradictory, means of escape. Needless to say, 
personal struggle is an important condition for 
participation in processes of social transformation that is 
not driven by a (sadomasochistic?) urge, institutionalised 
in the 'comfortable home' of Pepsi culture, to dominate 
and dispose of those who, in Sculley's words, 'couldn't 
deliver the results I demanded'. 
 
 Conclusion 
We have suggested that the irrationalities and 
contradictions associated with the theory and practice of 
management make it fertile ground for the application and 
development of critical thinking in general and CT in the 
State of Kuwait in particular. Tensions within 
organisational practices and relations can promote critical 
reflection as established recipes for survival and success, 
both individual as well as organisational, are found to fail; 
and this pain spurs a search for fresh ideas and 
perspectives. When investigating the world of 
management and organisation, the challenge is to show 
and explore how the abstract reflections of CT and related 
critical thinking can have relevance for illuminating and 
transforming mundane realities of organisational work. As 
Luke and White have noted of the different meanings that 
are currently being assigned to the development of 'post-
industrial', informational capitalism: 



 
 

One set of alternatives, based on corporate capital's 
instrumental rationality, points towards an 
informational transformation of labour in the 
production and consumption of information. Another 
range of ecological alternatives, based on 
communicative rationality, decentralised institutions, 
vernacular cultures, and global moral consciousness 
can empower producers and citizens with the 
competence to decide for themselves the meanings and 
direction of the informational revolution. (1985: 49) 

A key contribution of Critical Theory (CT) and Critical 
Management Theory (CMT) is to highlight the 
interpenetrating of the technical and practical dimensions 
of social life and, in doing so, to question common-sense 
discourses and established practices - including much of 
management theory and practice - that subordinates the 
moral practical to the technical - instrumental. As Ray 
(1993: 25) has observed, 'even when actors are behaving 
in a purely instrumental fashion, in a market or in a 
bureaucracy, their communication must be bound by 
shared norms and beliefs which can be reconstructed and 
critically examined'. By undertaking analyses and 
disseminating research findings that are 'empirical, 
historically situated, phenomenological cogent, 
normatively insightful' (Forester, 1993: 13) and accessible 
to students and practitioners of management, CT can 
provide a timbale contribution to the reconstruction of 
management education and practice. 

If the ideals of CT are to be realised, it is necessary to 
stimulate and advance a process of dialogue in which its 
insights make a forceful contribution to the 
self-understanding and practice of managing and 
organising. To this end, CMT must move beyond abstract 
theorising to address and critique the mundane realities of 



 
 

management theory and practice. Otherwise, as Agger 
(1991: 133) has argued, CT is accessible only to a small 
group of academic devotees who 'ignore the contribution 
their own argot makes to hierarchy, empowering only 
those who speak in the arcane phrases of European high 
theory'. As we have repeatedly acknowledged, the project 
of applying critical reason to make sense of management 
is likely to encounter considerable resistance as it contests 
the rationality ascribed to conventional wisdom and 
established practices. But these sources of resistance can 
be enlivening and inspiring rather than threatening and 
disheartening. Resistance can be viewed as carborundum 
for sharpening the human capacity to cut through the 
claims of conventional wisdom in ways that redress the 
imbalance of instrumental and communicative rationality. 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 

References and Notes 
1. In contrast to the breadth of concerns explored within CT - 

such as legitimisation crises within advanced capitalist 
states and Habermas' (1989b) identification of social and 
political movements outside of the workplace as the most 
promising source of modernisation along non-capitalist 
paths.  

2. This working principle is, however, always subject to 
erosion by divisive pressures, such as individual incentives 
- as is clearly evident in the continuing reforms of higher 
education (Willmott, 1995a). 

3. The truth claim concerns the veracity of the statement. 
When accepted, this claim has the effect of shaping the 
listener's beliefs. A comprehensibility claim concerns the 
clarity of the statement's expression which, when it is 
registered, shapes the listener's attention. A sincerity claim 
concerns the speaker's good faith. When accepted, this 
gains the listener's trust. Finally, there is a rightfulness 
claim this concerns the appropriateness or legitimacy of 
the statement. When accepted, it facilitates the listener's 
co-operative involvement. 

4. Gephart and Pitter (1993) acknowledge that industrial 
accidents also occur in industrialised State socialist 
societies and, indeed, argue that the lack of separation 
between political and economic sectors in these economics 
makes industrial accidents more likely as they are more 
easily covered up by the State, and the citizenship has 
even fewer means of articulating its opposition to a system 
that claims to represent the interests of the people while 
simultaneously exposing them to high levels of risk. 

5. In common with many other high-margin consumer 
products, soft-drinks are heavily marketed by appealing to 
idealised images of youth, popularity, freedom, lifestyle, 
etc. - the fantastic quality of which has been exposed by 
Pepsi's recent difficulties in promoting media heroes 
whose lifestyle is subsequently alleged to be tarnished by a 
real involvement in drugs and unorthodox sex in addition 
to (the by now safely co-modified and commercialised) 
rock and roll. Positively, its advertising campaigns 
celebrate health and freedom. Partly in order to counteract 
adverse publicity and to gain public attention and support, 



 
 

corporations like Pepsi often make substantial 
contributions to charitable organisations. However, ideas 
about ageing, self-esteem and health education is not left 
untouched or undamaged by powerful campaigns showing 
(and celebrating) young, beautiful, healthy people drinking 
sugared water. Indeed, nothing particularly commendable 
would seem to flow from the enormous effort devoted by 
Pepsi executives to their corporation - in terms of personal 
development, healthier customers or other, comparable 
outcomes. 

6. Of course, the logic of communicative rationality - 
undistorted dialogues grounding good decisions - may also 
be subverted by garbage-can processes and decisions. 
However, in the current situation, where instrumental 
rationality is dominant, ambiguity may more often favour 
efforts to loosen, if not counteract, its domination. 

7. it is instructive to look at the membership of the editorial 
boards on, say, Organisation, Accounting Organisations 
and Society and MIS Quarterly. 

8. here it might be objected that 'business ethics' is an 
established and expanding specialism within the field of 
management. We concur with this objection and see this 
specialism as a promising area for the development of an 
orientation informed by Critical Theory. In our view, CT 
provides a much firmer foundation for exploring the ethics 
of business since it incorporates an attentiveness to issues 
of domination and indoctrination that are largely absent 
from business ethics courses. For a fuller exploration of 
this argument, see Deetz, 1985. See also Payne (1991) and 
Kjonstad and Willmott (1995). 

9. the following paragraphs have been extracted and revised 
from Willmott (1994b). 

10. A notorious example of this syndrome is the conversion of 
Maslow's radical exploration and critique of the 
institutionalised neglect of the 'further reaches of human 
nature' into a 'needs hierarchy' that individualises the 
problems of, and solutions to, psychic and economic 
alienation within modem work organisations (Knights and 
Willmott, 197-415).  
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