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 ANTITRUST IN TIMES OF FINANCIAL CRISIS 
 

Anna Piszcz1 
 

Abstract 
The author attempts to answer the question of whether there is any role 
for antitrust policy and legislation to play in an era of financial crisis. The 
author analyses trends regarding concentration control, as well as 
enforcement of other antitrust rules in times of crisis. In this paper the 
author deals also with the question of what impact a chosen antitrust 
policy may have for future antitrust enforcement. Finally, the author 
attempts to forecast the consequences of a chosen antitrust policy.  
 
Keywords: antitrust, crisis, competition, failing firm  
 
Introduction 
 
The current financial crisis began in 2007 in the USA and the country 
found itself in deeper trouble than at any time since the Great 
Depression of the 1930s. In the latter half of 2008 the crisis spread to 
EU, Japan, as well as other economies and has destabilised developed, 
emerging and developing countries. As regards Poland, in October 2008 
- one of the worst months of trading in history of the Warsaw Stock 
Exchange - the Polish government still believed that our country was not 
experiencing a real crisis. However, the sudden weakening of the Polish 
zloty since the beginning of 2009 - to the lowest in five years - is one of 
proofs that Poland is indeed in a state of crisis. In Poland, like in many 
Eastern European countries and also in Iceland, New Zealand and 
Australia, it was beneficial for private households and enterprises to 
borrow - on a fairly large scale - in foreign currencies, particularly in the 
Swiss franc, at a lower rate of interest compared with local currency 
loans. Borrowers face a severe debt shock. Poland has also been hit by 
falling demand for exports. Notwithstanding, compared to what is 
happening internationally, Polish financial institutions, having relatively 
safe credit policy, are in a really good position despite connections with 
foreign banks and foreign markets.  

                                                 
1 Anna Piszcz, Ph. D., is a lecturer at the Department of Public Commercial Law at the 
University of Bialystok, Poland. 
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Role of antitrust rules  
 
In the wake of the crisis, international institutions and governments 
around the world have taken a number of measures to ward off the 
impact of the global economic crisis, safeguard the stability of the 
financial markets and boost economic growth. On one hand, one can 
see a trend toward unilateral measures undertaken with national 
interests in mind, e.g. infusions of capital. Polish government, however, 
seems to be offering some unintelligible solutions which are hardly 
believed in. On the other hand, given the enhancing integration and 
interdependence of national economies and financial markets, 
governments are deliberating on the unification of unilateral tools, 
establishing a more coherent system as well as restructuring multilateral 
institutions and trading instruments.  
 
Subsequently, interesting questions are brought up regarding the role of 
antitrust law - understood as the rules prohibiting agreements and 
practices that restrict free trading and competition, the rules prohibiting 
abuse of a dominant position, as well as the rules on control of 
concentrations (mergers and acquisitions) - in times of crisis. First, is 
there any role for antitrust policy and legislation to play in an era of 
financial crisis? If yes, what kind? Second, what impact may a chosen 
antitrust policy have for future antitrust enforcement?  
 
Generally, there are two concepts of the role of antitrust rules: a 
traditional one according to which the role of antitrust law constitutes 
ensuring the freedom to compete, and one which states that the role of 
antitrust law constitutes making markets work well for consumers 
(Schmitz, 2002: 359). No matter which concept is chosen, the question 
arises as to whether this role - sometimes defined by the law itself 
(Miąsik, 2008: 34)2 - is suspended, modified, limited or expanded in 
times of crisis. By this, I do not mean a legislative action aimed at 
reshaping the role of antitrust law but antitrust enforcement that evolves 
with time. Developed countries have antitrust legislative frameworks 
                                                 
2 See Article 1 section 1 of the Polish Act of 16th February 2007 on competition and 
consumer protection (Journal of Laws No. 50, item 331, as amended): “(…) development 
and protection of competition as well as (…) protection of interests of undertakings and 
consumers, undertaken in the public interest”.  
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appropriate for times of growth as well as a recession. The open 
question is how to enforce these solid foundations. 
 
Concentration control 
 
Conducting antitrust proceedings is a time-consuming process whereas 
in circumstances of widespread crisis, there are groups of interest like 
politicians or businesses that look to quick fixes. However, this does not 
result in the pressure to suspend antitrust enforcement in its entirety but 
one can observe the demand for selective antitrust enforcement. A 
desire for some selectivity in the application of antitrust rules is 
expressed, in particular for not applying antitrust rules that does not 
allow permitting anticompetitive mergers. Saving businesses from failure 
should preponderate over antitrust principles. According to this logic, 
tightened merger review should be shunted aside.  
 
As regards mergers, two contradicting trends can be observed around 
the world in times of crisis. On one hand, in some markets one can 
observe an increasing merger wave (Stolz, 2007: 94). On the other 
hand, there are markets where mergers and acquisitions seem to be 
typical of times of prosperity whereas in times of crisis enterprises are 
more oriented towards protecting their hitherto positions in the market. 
Polish markets can be used as examples of this second tendency. 
During the first two months of 2009, Polish national competition authority 
– the President of the Office of Competition and Consumer Protection 
(OCCP) received only 9 M&A notifications. This is only one third of the 
number of notifications received in January and February 2008.  
 
Regardless of which of these trends actually wins, according to the 
“theory” of selective enforcement, in the course of merger assessment 
proceedings the highest priority should be afforded to restructurings that 
are necessary when countries are recovering from crises. To achieve 
this, the competition authorities should turn a blind eye to the risk of 
acquiring a market power by the merging parties.  
 
The possibility of such a change of the role of antitrust enforcement 
mainly depends on flexibility of legislative regime. However, almost all 
jurisdictions can recognise a so-called failing firm defence (failing firm 
doctrine), i.e. that the failing firm is going out of business and the only 
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way to save it is for the buyer to take it on. The practical application of 
the failing firm defence may vary from authority to authority. The 
European Commission and the competition authorities of the Member 
States (e.g. the United Kingdom, Poland) used to apply this doctrine 
very narrowly. The European Commission has recognised the possibility 
of the failing firm defence indicating three cumulative criteria which are 
relevant for the application of this defence3: (1) the failing firm would in 
the near future be forced out of the market because of financial 
difficulties if not taken over by another undertaking; (2) there is no less 
anti-competitive alternative purchase than the notified merger; and (3) in 
the absence of a merger the assets of the failing firm would inevitably 
exit the market. 
 
As regards Poland, the Act of 16th February 2007 on Competition and 
Consumer Protection states that concentration control is not applicable 
at all when the concentration arises as an effect of insolvency 
proceedings (excluding the cases where the firm is to be taken over by a 
competitor or a participant of the capital group to which the competitors 
of the to-be-taken firm belong)4. In the case when the firm has not yet 
been subjected to insolvency proceedings, the failing firm defence (sui 
generis) may be based upon Article 20 section 2 of the Act which 
provides that the President of the OCCP issues a consent for the 
implementation of the concentration as a result of which competition in 
the market will be significantly impeded, in particular by the creation or 
strengthening of a dominant position, in any case that the desistance 
from banning concentration is justifiable, and in particular: 
1) the concentration is expected to contribute to economic development 

or technical progress; 
2) it may exert a positive impact on the national economy. 
These provisions are drafted in such a general and imprecise language 
that they leave an interpreter with wide margins of discretion and, thus, 
may be understood and applied in a substantially different way in times 
of crisis and in normal times. However, in Poland, the financial crisis has 
not caused any so-called “shotgun marriages” in the domestic banking 

                                                 
3 Guidelines on the assessment of horizontal mergers under the Council Regulation on 
the control of concentrations between undertakings, Official Journal C 31, 05.02.2004, p. 
5-18. The Commission’s view is consistent with the ECJ judgment in Kali und Salz case 
(joined cases C-68/94 and C-30/95), [1998] ECR I-1375.  
4 Article 14 item 4. 
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sector so far. Moreover, to date, the President of the OCCP has been 
silent of its views of the role of antitrust law and policy in an era of crisis5.  
 
The United Kingdom’s approach to the failing firm defence is described 
succinctly in the guidelines of the Competition Commission and in the 
guidelines of the Office of Fair Trading6 (Parr, 2005: 384). In 2008 both 
authorities launched a joint review of their guidelines for the assessment 
and review of mergers in order to produce a single set of guidelines. 
Notwithstanding, on 18th December 2008 the OFT published a 
restatement of its position on the failing firm defence in merger analysis. 
According to the abovementioned restatement, in order to apply the 
failing firm defence, two conditions must be satisfied: “inevitable exit” 
condition and the absence of an alternative purchaser. The OFT also 
made clear that, in line with recent practice, it would offer informal, 
confidential guidance to parties to the merger relying on the failing firm 
defence.  
 
In Canada the failing firm defence is incorporated in the Competition Act 
and the Merger Enforcement Guidelines of the Competition Bureau. 
Besides, Canadian competition law provides for an efficiency defence, 
which allows anticompetitive mergers to be approved if they are likely to 
generate gains in efficiency that will be greater than, and will offset, the 
effects of any prevention or lessening of competition (Addy, 2008: 9). 
 
However, the unique possibilities of selective antitrust enforcement are 
offered by the U.S. antitrust regime which in comparison to other 
national regimes appears extremely flexible. Although American antitrust 
rules remain almost unchanged for over a hundred years, antitrust 
enforcement reflects changes of existing economic circumstances and 
social needs as well as of economic theories and legal concepts. In the 
USA, having regard to the current economic environment, three grounds 
should be mentioned that determine the possibility of clearing 
anticompetitive mergers: (1) the failing firm defence under the 1992 

                                                 
5 The only context in which the President of the OCCP referred to the financial crisis was 
state aid. It is interesting that the beginning of 2009 brought one prohibition of the 
concentration (fourth from 2004) and one conditional approval of the concentration (ninth 
from 2004). Perhaps the President of the OCCP has been too permissive in reviewing 
mergers. 
6 Hereinafter referred to as the OFT.  
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Horizontal Merger Guidelines7, (2) the General Dynamics defence and 
(3) the flailing firm defence. The failing firm defence focuses on the 
following aspects: the firm will be unable to meet its obligations in the 
near future, the failing firm has no realistic prospect for a successful 
reorganisation, there is no identifiable purchaser that would not pose 
antitrust concerns, and the assets would likely exit the market absent the 
transaction. The General Dynamics defence relies on the U.S. Supreme 
Court’s decision8 where the Court concluded that, even provided that a 
company was not going to exit the market, if the company lacked 
resources to be able to engage in new competition in the future, 
acquisition of that company would not be unlawful. On the contrary, the 
flailing firm defence - a variant of the General Dynamics defence - may 
be applied when the firm would likely have some competitive influence 
going forward9.  
 
It seems that no matter what views the competition authority might hold 
on the two last of the aforementioned defences, the crisis might cause it 
to be more receptive to the needs of businesses. There are numerous 
examples of this kind of policy applied because of the urgency of the 
situation. I wish to express amazement at the extent to which the USA 
facilitated major mergers in the financial sector that would raise some 
antitrust concerns if they were reviewed in normal times. For example, 
Wells Fargo’s application to acquire Wachovia Corporation was 
approved by the competent authorities “in light of the unusual and 
exigent circumstances affecting the financial markets, the weakened 
financial condition of Wachovia”. Also Bank of America that acquired two 
troubled giants: Countrywide Financial and Merrill Lynch took advantage 
of the economic instability, benefiting from the lax decisions by the 
authorities. Next, JP Morgan Chase acquired both Bear Stearns and 
Washington Mutual as those financial institutions crumbled under a 
financial and market meltdown. This series of so-called “shotgun 
marriages” (Rich, 2008: 1) was arranged to stave off bank failures10.  

                                                 
7 The Guidelines incorporate considerations of the U.S. Supreme Court - decision in 
Citizen Publishing Co. v. United States, 394 U.S. 131, 136-38 (1969).  
8 United States v. General Dynamics Corp., 415 U.S. 486 (1974). 
9 United States v. UPM-Kymmene Oyj, 2003 WL 21781902, 2003-2 Trade Cas. (CCH) 
74,101 (N.D. Ill. 2003). 
10 The review process for bank mergers differs from that for other transactions. Banking 
industry-specific statutes govern most bank mergers reviews. For any particular 
transaction, one of four banking agencies (the Federal Reserve Board, the Federal 
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Proper merger analysis of a transaction that raises competition issues 
takes much time whereas restructurings are usually urgently needed to 
maintain the economic stability. Speed of response does not necessarily 
go hand in hand with fulfilling usual roles of antitrust law. Therefore, the 
competition authorities are more open to play the emergency role to 
rescue economies if they are equipped with some “corrective” tools. 
Such a “safety valve” exists under section 97 of the Canadian 
Competition Act which authorises the Competition Bureau to challenge a 
transaction up to three years following closing. The U.S. competition 
authorities possess a tool such as the “pocket decree” (or “blank check”) 
that permits a transaction to close immediately, but also permits the 
authority to require a divestiture at a later date if the authority concludes 
that a remedy is necessary. These tools provide authority with some 
comfort but the other side of the coin is the uncertainty of decisions by 
the authority.  
 
Without a doubt the competition authorities need to engage closely with 
government attempting to save the financial system. However, as 
proved by the United Kingdom’s experience with an acquisition by 
Lloyds TSB of HBOS (where the government - exercising statutory 
powers granted to the Secretary of State under section 42 of the 
Enterprise Act of 2002 - withdrew jurisdiction from the antitrust 
authorities to review the merger despite antitrust concerns), political 
pressures to act quickly may not allow any meaningful role for antitrust 
review. The public interest may be prioritised, in particular when the 
authorities consider action in national sectors. The United Kingdom’s 
Parliament altered the regulatory framework for financial sector mergers 
to enable the public interest concerns to outweigh the competition 
issues. 
 
Enforcement of other antitrust rules 
 
A second point brought out by the “theory” of selective enforcement is 
that the enforcement of some antitrust rules should be more robust in 
order to do properly its job of protecting consumers from abuses in times 
                                                                                                                        
Deposit Insurance Corporation, the Office of Thrift Supervision or the Office of the 
Comptroller of the Currency) shares jurisdiction with the Department of Justice’s Antitrust 
Division. 
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of crisis. It is possible that the competition authorities - bowing to political 
pressure - initiate investigations that would not be commenced in normal 
times. We find an example of such proceedings during the U.S. gas 
price crisis of 2004 when the Federal Trade Commission opened an 
investigation of the decision by Shell Oil Products US to close its 
petroleum refinery in Bakersfield (California). Finally, the Commission 
closed its twelve-month investigation but from the beginning it was quiet 
clear that an independent decision by a non-monopolist to close a plant 
is not something that may have antitrust implications. 
 
A pressure for stronger cartel enforcement may also arise. During 
periods of economic crisis, the temptations for businesses to collude and 
establish new cartels to “share the pain” may increase. This increase 
may be accompanied by a decrease in the volume of leniency 
applications. Thus, there is nothing surprising in the fact that the 
competition authorities may enhance their efforts to detect illegal cartel 
behaviours undertaken to deal with economic pressures.  
 
However, it may be difficult for the competition authorities to escalate a 
scale of fines and, therefore, in some countries there may emerge a 
demand for new methods of deterrence, such as jail sentences (Cseres, 
2006) or sanctions for individuals (Jones, 2007: 1211). Notwithstanding, 
the contradicting trend may be found in the European Commission’s 
antitrust enforcement as one can observe the record fines of over Euro 
1.3 billion relating to the car glass cartel imposed in November 2008. It 
can be seen that the Commission has little intention of weakening its 
enforcement stance in the face of the current crisis.  
 
On the other hand, the question arises as to whether the so-called crisis 
cartels could be allowed in times of crisis. The European Commission 
responded to the formation of “crisis cartels” in the 1980s (Wesseling, 
2000: 38). The Commission exempted under Article 81(3) of the EC 
Treaty an agreement to make specific production cutbacks to deal with 
the overcapacity that the industry suffered from (Commission Decision of 
4th July 1984, 1984 OJ L207/18), as well as a market-sharing 
agreement that enabled the parties to eliminate underutilised capacity, 
improve unit costs and eliminate losses (Commission Decision of 19th 
July 1984, 1984 OJ L212/1). Yet, the Commission - under its Guidelines 
on the Application of Article 81(3) of the EC Treaty - has not made any 
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statements that would indicate its position in the current economic 
downturn. Thus, the exemption criteria must be construed narrowly, as 
usually.  
 
Similarly, the availability of exemption for crisis cartels under Polish law 
is in principle limited. The Polish equivalent of Article 81(3) of the EC 
Treaty requires an agreement to: (1) contribute to improvement of the 
production, distribution of goods or to technical or economic progress; 
(2) allow the buyer or user a fair share of benefits resulting thereof; (3) 
not to impose upon the undertakings concerned impediments which are 
not indispensable to the attainment of these objectives; and (4) not to 
afford these undertakings the possibility to eliminate competition in the 
relevant market in respect of a substantial part of the goods in question. 
 
Consequences of a chosen antitrust policy 
 
Global economic crisis needs a global response. The United Nations 
Conference on Trade and Development (UNCTAD) prepared a report 
titled “The Global Economic Crisis: System Failures and Multilateral 
Remedies”. The issue of competition is shortly highlighted in Chapter V 
where it is stated as follows: “(...) countries that want to share the 
potential benefits of the trade and foreign direct investment have to 
understand that the creation of level playing fields for the competition of 
the companies is a desirable target but that competition of nations is 
useless and dangerous concept. (...) To avoid the fight for market shares 
through manipulation of the exchange rate, wage rates, taxes or 
subsidies and to prevent financial markets from driving the competitive 
positions of nations into the wrong direction, a new code of conduct is 
needed regarding the overall competitiveness of nations”. 
 
It seems that domestic remedies shall not be abandoned in favour of an 
internationally coordinated intervention, and thus, national antitrust 
issues shall not be relegated to a second tier policy imperative. 
However, a difficult challenge for national competition authorities around 
the world is to internationalise their policies and approaches as the 
global trade negotiations known as the Doha Round broke up without an 
agreement (Evenett, 2006: 454). Countries cooperate on a bilateral and 
multilateral basis in area of competition, mostly on a voluntary, 
nonbinding basis, which results in de facto harmonisation through co-
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operation. A possible benefit of the current economic crisis may be a 
greater internationalisation across the global antitrust enforcement 
community. The enforcement posture of one jurisdiction may result in 
adoption of the same stance in other jurisdictions, e.g. increased 
enforcement in one jurisdiction may lead to increased enforcement in 
other countries.  
 
What impact may a chosen antitrust policy have for future antitrust 
enforcement? It depends inter alia on the remedies used. Actions taken 
in a crisis atmosphere may produce consequences and generate 
controversy for years to come (Winerman, 2008: 2). Those who present 
the approach of getting through the crisis and dealing with negative 
consequences later seem to forget that facilitating mergers may increase 
concentration and lead directly to higher prices. Increased prices are 
almost always accompanied by reduced output and in turn more 
unemployment. This may lead the competition authorities to investigate 
more abuse of dominance cases in the future. However, it is safe to say 
that one cannot expect a financial crisis to give anyone a free pass 
where antitrust enforcement is concerned.  
 
Concluding thoughts 
 
The history of the current financial crisis has yet to show whether 
antitrust rules and antitrust enforcement shall be a hindrance or an aid to 
the effort to solve the crisis. In my opinion, antitrust enforcement may be 
part of the solution to the crisis, rather than the problem, although the 
rush to solve the crisis seems to be ignoring the relevance of antitrust 
rules. It is hard to say whether antitrust policy will remain relevant to the 
crisis, or it will have little meaningful impact on the crisis outcome. The 
debate continues and will likely continue during the next few quarters.  
 
I would suggest that competition laws need to be implemented at least 
as strictly during a time of economic crisis as they are in normal times. A 
strong and effective competition law designed for the evolving market 
conditions allows for flexible application of antitrust rules without 
weakening enforcement stance or radical shifts in the key enforcement 
priorities. It seems that it is possible to integrate the usual functions of 
antitrust rules with their emergency role, to some extent. Moreover, 
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antitrust crisis enforcement may also play the role of a factor 
accelerating internationalisation of antitrust policy.  
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TOWARDS THE CONCEPT OF A STRATEGY OF 
SOCIAL DEVELOPMENT 

 
Borut Rončević* 

 
 
Absstract: 
Strategic processes are social processes. They are eventuating in a 
special field between individual and collective actors and the emergent 
social structures. The analysis must therefore take both micro and 
macro level into account. Social dimensions of these processes can be 
explained by the “social becoming” approach to analysis of social reality. 
Within this approach strategy is located on the level of agency, between 
individuality and totality. This is the reason for “path-dependent” nature 
of strategic processes and of development, implying “choice within 
constraints” approach. Strategic actors have freedom of strategic choice, 
but this choice is constrained by the social structures and culture. 
However, strategic steering is only a potentiality. Whether it will 
transform to actuality depends on a number of socio-cultural factors. 
One important factor in this respect is social capital. It is performing two 
roles. First, it enables cooperation that is needed for successful strategic 
steering. It enables formation of multi-functional alliances in the from of 
business clusters and developmental coalitions. They are the 
prerequisite for intensive processes of social learning and search for 
complementarity on the basis of divergent interests. This increases 
adaptability of modern societies. Hence, social capital is and important 
policy resource and policies designed to promote social capital can be 
an important segment of developmental performance. 
 
 
Key words: strategic steering, social processes, strategy, social 
becoming, path-dependency 
 
 

                                                 
* Borut Rončević is director of University and Research Centre Novo mesto and 
associate professor at the Faculty of Applied Social Studies in Nova Gorica, 
Slovenia. 
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Introduction 
 
Studies of strategic steering have a rich tradition. However, while 
studying this rich tradition, we can see some specifics with important 
consequences for studies of social development. Firstly, the concept of 
strategy as a form of social action is relatively poorly defined 
(Whittington, 1993). Consequently, we have a number of difficulties 
while studying strategic steering. Key problems are related with 
delimitation of research object, which leads to incomparable 
operationalisations, data and conclusions. These problems are 
aggravated by the fact that more recent, sociologically oriented 
approaches (i.e. strategy as practice approach) the object of research by 
definition reaches over the limits of specific organisation or subsystem 
and also includes field of culture and values. Additionally, due to smaller 
relevance of hierarchical forms of steering, strategy-making process 
cannot be ascribed only to specific ’strategists’. Consequently, almost 
every activity taking place in organisation, subsystem or society can be 
studied as a part of strategic practice (Hendry and Seidl, 2002:3). 
 
Secondly, most studies in this field focus on research of individual profit 
or non-profit organisations (companies, administrative institutions, 
NGO’s etc.). In this sense, most of this literature belongs to the narrow 
field of strategic management. More sociologically-oriented approaches 
attempt to integrate micro and macro approach. However, these 
attempts are guided primarily by the interest in the impact of wider socio-
cultural field on specific strategic practices that are taking place in 
specific organisations (Whittington, 2002). While studying steering of 
social development, we need to have interest in mutual effect of both 
levels. 
 
We should also emphasise some common traits. First, in the framework 
of both studies of organisational strategies and studies of strategic 
steering of social development there is a need for reduction of 
complexity. Strategy is a tool for reduction of complexity. Economic 
system is not trivial subsystem, it is a complex subsystem and this 
quality influences ability to steer developmental trajectories. 
Organisations are complex systems as well and this complexity has to 
be reduced, i.e. there is a need for reduction of possible options, among 
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which we can select. Strategy reduces complexity to the extent that it is 
possible to select between options that emerge in the system and in the 
environment. In this sense, we can understand strategy as “the activity 
of selecting, and selectively combining, forms of complexity reduction” 
(Seidl, 2003: 3). Selection between different options can lead to either 
declarative or authentic consensus about the goal we are to achieve; 
selection renders other options (at least temporarily) irrelevant. 
Secondly, strategy is a concept, which allows us to deal with theoretical 
and practical consequences of social changes. In this sense, we can 
understand strategy as activity to steer changes. Here we come close to 
sociological theories of social practice, which are dealing with 
interrelationship between macro level (societal structures) and micro 
level (actor). During strategic processes there is more or less successful 
implementation of control over changes, in the context of this study, 
control over social changes. 
 
When trying to answer whether society is capable to establish strategic 
steering processes we have to answer the question whether it is capable 
to establish, first, developmental consensus1 and secondly, control over 
developmental processes. Goal setting is relatively simple process with 
companies and other types of organisations. These are determined by 
stakeholders, who are in many cases external factors (i.e. owners, 
members, founders etc.) These goals are also more or less clearly 
defined, i.e. as a profit market share, services output etc. Even in cases 
of family businesses, which can be quite distinctive form other types of 
enterprises, we can notice specific goal setting, i.e. employment and 
decent income for family members Control over achievement of goals is 
relatively simple; capability to implement strategy is measured by proxy, 
i.e. achievement of set goals. On the macro system or subsystems level 
we are dealing with inability to do so, as legitimate goals cannot be set 
by some ‘supreme’ instance in contemporary societies. Any such goals 
                                                 
1 Sočan is discussing four types of developmental consensus. Autocratic 
consensus implies that the ruling elite is making the relevant decisions, 
sometimes including input from experts or other actors. This consensus is 
enforced. The second type of consensus adopted by democratically elected 
political elites, excluding other actors. The third type of consensus derives from 
antagonistic relations between social actors. This is a fragile consensus, based 
on constant compromises. The most solid consensus is emerging in the most 
developed countries of northern and western Europe, where actors are 
increasingly aware of complementarities of their interests (Sočan, 2003: 77-78). 
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can be declaratively determined, but in such a case their implementation 
is questionable at least. 
 
Ability to build consensus about developmental trajectories and 
capability of societies to control its implementation are, according to 
Amitai Etzioni (1968), key dimension of social steering. He analytically 
distinguishes four categories of societies, according to these two criteria:  
 
1. Passive societies are societies with low ability to build developmental 

consensus and low level of control over development. This group of 
countries consists mostly of poorly developed societies (e.g. Third 
World). 

2. Over-managed societies are societies with high level of control and 
low level of developmental consensus. There is a big number of 
these countries, especially among various authoritarian regimes. 
High level of social control does not necessarily imply effectiveness. 
In many cases we are instead dealing with “omnipresent, but weak 
states” (Syrett, 1995), with negative impact on economic 
development and entrepreneurial initiatives (de Soto, 2000). 

3. »Drifting societies« are societies with high level of developmental 
consensus and relatively low level of control. Western democratic 
societies are typical example of this category. 

4. Active societies are societies with high level of developmental 
consensus and also high level of control over developmental 
trajectories. 

This typology implies that active societies are those that have the 
capacity for strategic steering of social development. Active societies are 
Etzioni’s normative ideal, as they enable influence of all relevant social 
actors and not only those with biggest social power; this is the only 
authentic consensus (Makarovič, 2001: 169). Including all relevant and 
interested actors is not only relevant to ensure social justice and 
equality, but also to contribute to solving technocratic problems, which 
emerge while formulating and executing (control) developmental 
strategies. Societies, which quickly combine the goal of successful 
economic development (growth) with social cohesiveness and cultural 
prosperity, are societies that solve their dilemmas through organisational 
and political pluralism (Messner, 1997). There are some specific and 
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very successful examples of undemocratic states in East Asia (steering 
development as developmental states), where authorities legitimised 
themselves through economic development. However, in addition to 
remark that it is difficult to talk about cultural prosperity and quality of life 
in view of obvious repression and violation of human rights, we can also 
observe that these undemocratic consensus building processes 
contributed to development of negative externalities, i.e. development of 
militant trade union movements. Economic development led to either 
democratisation (South Korea, Taiwan) (Castells, 1998), or knowledge 
about negative impacts of paternalism, hindering inventiveness and 
creativity, which are in fact a necessary condition for most sophisticated 
production processes. (Wee, 2001). 
 
This implies that successful developmental strategies are formulated 
and implemented in constant interlinkage and dialogue – both formal 
and informal – of all relevant actors. Equal dialogue between partners is 
a necessary condition of successful strategic process. Elinor Ostrom is 
writing about ‘coproduction’, which describes joint involvement of public 
and private actors in productive processes, where both sides make their 
contribution (Ostrom, 1997). When contribution of both actors is 
complementary, cooperation can lead to significant synergetic effects. 
Peter Evans (1997) also emphasises possibility of synergy stemming 
from cooperation between state and society. He emphasises two basic 
principles. The first is complementarity, as with Ostrom’s approach. By 
complementarity he describes mutually supportive relationships between 
private and public actors. This also presupposes clear division of work, 
which is based on qualities and competences of individual actors. The 
second is the concept of embeddedness, describing linkages between 
public and private actors.2 Application of this concept makes analysis of 
strategic processes more difficult, as numerous interactions presuppose 
establishment of formal and informal institutional and arrangements and 
networks, which can have both positive and negative consequences. But 
at the same time they increase the possibility to build authentic 
consensus and successful control over development. This is why 
cooperation of competent strategic actors is so important for processes 

                                                 
2 Evans is aware that these linkages can lead to both constructive linking of 
interested actors, as well as to establishment of corruptive and rent-seeking 
behaviour (Evans, 1997: 180). 



Innovative Issues and Approaches in Social Sciences, Vol.2, No.3 

    | 22  

of strategic steering. Evans is discussing the need for communication 
between strong state and strong society. (Ibid.). 
 
In this relationship between competent strategic actors relationships are 
formed in two ways. They can be the outcome of communicative 
process between actors and planning (deliberate strategies) or derive 
from actions of relevant actors. These are ideal types. Planned or 
deliberate strategies presuppose control over implementation of plans. 
This is equivalent to Etzioni’s control over developmental trajectories. 
They do not allow process of learning, equivalent to Etzioni’s 
developmental consensus. Emergent strategies presuppose processes 
of social learning and exclude active control (Mintzberg, 1989: 32). 
Ideally, we tend towards combination of both approaches, which allows 
learning and control over implementation of strategy. This is the quality 
of developmental societies. Active societies are the best equipped to 
steer social changes in conditions of complexity. This is also 
manifestation of adaptive nature of modern social systems. Active 
society strongly emphasises communicative aspect and search for 
complementarity of divergent interests.  
 
Actors of strategic steering have to take into account limitations coming 
from the environment. These can be quite ‘objective’, e.g. coming from 
natural environment, but they can be also social and cultural limitations. 
This includes interests of other strategic actors and also many other 
institutional constraints and social structures. Hence, process of 
strategic steering is not only technocratic problem, but also – or above 
all – social process. 
 
Strategy as a social process 
 
Henry Mintzberg (1998) developed, on the basis of his research in 
strategic management, classification of various definitions of strategies. 
First is strategy as plan. I this category are concepts, which define 
strategy as intentional plan or guidelines for action (blueprint). This 
approach focuses on two characteristics of strategies: they are 
intentional and purposeful, and they are formulated before the action 
itself (e.g. Drucker, 1974). Second category, strategy as ploy, is quite 
similar to the first and could perhaps even be classified as its 
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subcategory. It is a specific manoeuvre to ‘outwit’ the opponent. These 
concepts are appropriate to deal with competitive situations or 
negotiation processes (Porter, 1980). Third category, strategy as 
pattern, focuses on behaviour related with formulation and 
implementation of strategy. These definitions focus on a pattern in 
stream of actions. Fourth category of definitions, strategy as position, 
deals with relationship of strategic actor (individual or collective) and its 
environment. Strategy is a ‘intermediary’ between strategic actor and the 
environment, i.e. internal and external context (Thompson, 1967). The 
fifth category of definitions, strategy as perspective, seeks to locate the 
organisation in external organisation. This approach depends on 
strategic actors’ perspective of their environment. One such approach is 
Selznick’s discussion of ‘character’ of organisation (Selznick, 1957). 
 
Differences in approaches, which focus on different aspects of strategic 
processes, point to the conclusion that strategic steering is not only a 
simple technocratic process. Instead, we are dealing with multi-layered 
and complex social processes. Strategic processes are social processes 
and while dealing with possibility of strategic steering of development, 
we are also dealing with some of the key sociological questions. One 
such question is the relationship between actor and structure (micro-
macro in American sociological tradition). In the framework of strategy 
as plan (also strategy as ploy) and strategy as perspective approach we 
can also ask the question of possibility of intentional influence on social 
structure. The question of relationship between actor and structure is 
most clearly emphasised in the framework of approaches that define 
strategy as intermediary between internal and external environment. 
Strategy as patter approach, focusing on sequence of strategic actions, 
points to time dimensions of strategic interactions between actors mutual 
influence between actors and social structures. This is not only about 
other actors in term of dyadic relations or their influence as a sum of 
individual influences, but about actions of emergent entity. 
 
While studying steering of social development, we have to dedicate 
special attention to these questions and issues. Dealing with debates 
with ideological and disciplinarily burdens, e.g. should the state play the 
key role in steering social development or should it be left to markets, is 
counterproductive as it diverts debates from some of the key questions 
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about formulation and implementation of strategy and strategic 
processes. 
 
Dimensions of strategic processes 
 
Sociology intensively deals with social changes from its early 
beginnings. After all, it was formed as a science in response to intensive 
social changes more than one hundred years ago.  Nevertheless, until 
now it dealt more with non-intentional action and less with forms and 
consequences of intentional action. It seems that studying this form of 
action remained in the domain of economic science, primarily dealing 
with homo economicus. In the framework of sociology, intentional action 
remained in the domain of rational choice theory. In spite of that, in the 
last period sociological approach to research of strategic processes 
started to develop. A number of authors started to analyse strategy as a 
form of social practice (e.g. Whittington, 2002; Samra-Fredericks, 2000; 
Hendry, 2000; Bukovec 2009). In this strategy as practice approach 
some researcher successfully applied more recent sociological theories 
of practice (Giddens, 1979; 1984; Bourdieu, 1990; de Certeau, 1988) 
and started dealing with one of the basic sociological questions through 
analysis of strategic processes: relation between actor and structure 
(European sociological tradition) or macro and micro level (American 
sociological tradition).3 
 
At this point we again encounter aforementioned difference between 
strategic steering of organisation and strategic steering of social 
development. The first started to deal with actor-structure through 
research on influences of environment on social actors. The other are 
dealing with research on possibility of influence of social subsystems or 
collective actors on developmental trajectories. Foundations were laid by 
Etzioni’s concept of the active society. According to Etzioni, theory of 
social steering differs from other theories in contemporary social 
sciences, that mobilising energy of collectivities and societies are the 
                                                 
3 Question whether social reality is constituted from individual and their actions 
or supranational social structures, is according to Adam one of the key 
sociological questions. This is present in following dichotomies: nominalism vs. 
holism, micro level vs. macro level, voluntarism vs. determinism and actor 
(action) vs. structure (Adam, 1995: 10). While studying dimensions of strategic 
processes we are dealing with dichotomy strategic action vs. structure. 
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main source of their own transformations and transformation of their 
relationships with other societal units. When social unit mobilises, it 
tends to change its own structure and boundaries and also the structure 
of supra-unit, which it constitutes with other units and to which it belongs 
(Etzioni, 1968: 393). 
 
Interesting starting point for discussion on relation actor-structure is 
theory of structuration proposed by Anthony Giddens. (1979; 1984). In 
his theory he rejected functionalist and structuralist approaches, which 
presupposed too great social determination of human being or actor. 
This was denounced even much before that by Dennis Wrong as “over 
socialised conception of man” (Wrong, 1961). Giddens understands 
social reality as constantly changing and fluid object of research. Society 
exists in interactions between actors. Therefore, he changes static 
notion of structure to more dynamic notion of structuration. “The 
structural properties of social systems are both medium and outcome of 
the practices they recursively organize”. (Giddens, 1984: 25). He terms 
this theorem ‘duality of structure’. The motor of structuration are 
individual and collective actors. 
 
Margaret Archer (1988) argues in her “theory of morphogenesis” that 
social systems are capable of radical restructuration. The source of 
these changes are individual and collective actors. There are complex 
exchanges between action and structures, which result in social 
changes; formation of structures is taking place in practical interaction. 
Unlike Giddens, Archer argues for the principle of ‘analytical dualism’, 
which should replace ‘duality of structure’. This implies that there is a 
need to introduce analytical distinction between action and structure. 
Namely, emergent qualities, that characterise socio-cultural systems, 
imply discontinuity between initial interactions and their products, 
complex system (Archer, 1988: 61). 
 
These theories represent important starting point to study strategy as a 
social process, because they deal with possibility of individual and 
collective actors to intentionally influence structure of social systems. 
However, both Archer and Giddens did not develop apparatus that 
would allow us to locate strategy or strategic processes in the context of 
social processes. If society exists in interactions between social actors, 
we have to ask where to search and analyse these processes. Is 
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strategic process as intentional action taking place in relationship 
between people or perhaps at the individual level? Archer’s theory 
invites similar questions. Both individual strategies and collective 
strategies, which are the result of communicative processes among 
various actors; have to take a number of limitations – posed by social 
structures – into account. 
 
Towards a conclusion: A model based on »Social becoming« 
 
Sztompka's theory of social processes, social becoming, is more 
appropriate to model dimensions and levels of strategic processes. He 
shapes his vision of social reality on the basis of two analytical 
dichotomies. First, he distinguishes between two levels of social reality: 
level of individuality (people as individuals or as members of specific 
collectivities, e.g. groups, associations, communities, movements etc.) 
and the level of totality (abstract social wholes of superindividual sort, 
social reality sui generis). He does not interpret social whole as a 
metaphysical entity, but as a structure. Individuals are neither passive 
objects nor completely autonomous, but as “bounded agents” (bounded 
rationality) (Sztompka, 1994). Second, he distinguishes between two 
forms of social reality: potentiality (inherent tendencies, capacities, 
capabilities) and actuality (processes, transformations, activities, 
development etc.). Table 1 shows Sztompka’s vision of social reality, 
developed on the basis of these two dichotomies. Actors – we could also 
call him strategic actor – is actualised through social action. Structure, 
which is social context of strategic process, is actualised in operation. 
 
 

Table 1: Sztompka’s image of social reality 

 Potentiality Actuality 
Totality Structure (social context of 

strategic process) 
Operation (relevant social 
processes) 

Individuality Agent (strategic actor) Action (decision) 
Reworked after Sztompka, 1994: 214 
 
Relevant structures, which represent social context of strategic process, 
have emergent quality. This implies that the structure is not only sum of 
quality of individual agents. The same goes for operations (relevant 
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social processes); although action is component of operations, 
operations cannot be reduced to individual actions; they have new 
specific emergent qualities. 
 
According to Sztompka, structures can have individual dynamics. It is 
based no three principles. The first is inertia, implying that it is more 
likely that functioning (e.g. developmental trajectory) will continue in the 
same direction that experience radical change in direction. Ghemawat 
calls this phenomenon ‘commitment’; specific organisation insists with 
the same strategy for various reasons, although relevant actors are 
aware that it does not provide optimal or even acceptable solution. 
However, after sometime significant change in strategy takes place 
(Ghemawat, 1991). One such case is Ireland, which changes very 
unsuccessful strategy of self-sufficiency and import substitution in the 
1950s and 1960s, after holding to it unsuccessfully for decades 
(O'Hearn, 1998). One can also mention Germany, not being able break 
the trap of rigid institutions of welfare state (Esping-Andersen, 1996). 
The second principle is ‘momentum’. This implies that once the process 
is in place and it achieves certain level, it is almost impossible to stop it 
and return to starting point. It is more likely that the process will continue 
and that actors will try to modify it. The third is is principle od 
‘sequences’; phases of the operation contain pattern, which often cannot 
be altered. 
 
However, actions performed by actors are not only realisation of social 
trends. Actors are autonomous in relation to operations of structure to 
certain extent. 
 
Unlike Giddens and Archer, who insist on ‘duality of structure’ and 
‘analytical dualism’, which contributes to aforementioned problem of 
location of strategy at individual or supraindividual level, Sztompka 
introduces the third, intermediary level. It is located between levels of 
individuality and totality and Sztompka claims that it is the only real 
substance of social reality, specific social tissue (Sztompka, 1994: 217). 
According to Sztompka, each social event or process, which is the 
building unit of society, represents a fusion of both levels. It is therefore 
difficult to differentiate them, even if only for analytical purposes. He 
terms this intermediary level praxis: 
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"Praxis is where operation and action meet; a dialectical 
synthesis of what is going on in a society and what people are 
doing. It represents the confluence of operating structures and 
acting agents, the combined product of the momentum of 
operation (at the level of totalities) and the course of action 
undertaken by societal members (at the level of individualities). 
In other words, it is doubly conditioned (constrained and 
facilitated): from above, by the phase of functioning reached by 
wider society; and from below, by the conduct of individuals and 
their groups. Bu tit is not reducible to either; with respect to both 
levels, of individualities and totalities, it is a new emergent 
quality”. 

      (Sztompka, 1994: 217) 
 
Praxis is actuality. Therefore, there is also potentiality. Sztompka terms it 
‘agency’. It is area where structures and actors meet. It is also doubly 
conditioned and is synthetic product of structural circumstances and 
capacities of individual and collective actors. However, like in the case of 
praxis, agency cannot be reduced to sum of qualities of actors or to 
expression of the environment. It is a new, emergent level. 
 
Praxis and agency are connected. Just like agent is mobilised in action 
and structure is unfolding in operation, agency is ‘eventuating’ in praxis. 
Sztompka uses the notion of ‘eventuation’ to show that agency can 
agency be actualised as a social event, which is the basic unit of social 
reality in his theory. In the context of our research, this process is the 
strategic process. It is possible that potentiality is not eventuated. In this 
case the society does not realise its strategic potentials. 
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Scheme 1: Dimensions and levels of social process 

Potentiality Actuality

totality

Individuality

REALITY

STRUCTURES

AGENCY

AGENTS ACTION

PRAXIS

OPERATION

 
Source: Sztompka, 1994: 218 

 
 

However, this model is not sufficient, as it contains the idea of linear 
development, which is expressed in unidirectional linkages from 
potentialities to actualities. In reality, the level of actuality has a reverse 
impact on potentiality. This is why Sztompka introduces three feedback 
loops. First, on the level of totalities redefinitions of structures takes 
place, as a consequence of social operations, in ‘structure building’ 
process. Secondly, on the level of individuality, ‘moulding of agents’, as 
a consequence of agents’ actions, takes place. Finally, on the 
intermediary level of social reality, ‘agency-construction’ takes place as a 
consequence of praxis (Sztompka, 1994: 218). 
 
Sztompka developed his ‘social becoming’ approach as a generic model 
of social processes. In the context of this paper, however, we are 
interested in implications of this model to explain or model strategic 
steering of social development. On the basis of model of dimensions and 
levels of social process we can design a model of dimensions and levels 
of strategic processes, which includes our debate. On the level of 
individuality, the analysis focuses on strategic action of strategic actor as 
a potentiality. This can be both individual and collective actor. Strategic 
actor can mobilise through planned strategy.4 On the level of totality 
there is s socio-cultural field, which includes social and cultural factors 

                                                 
4 Action of actor can also be unplanned, but in this context we are more 
interested in their intentional actions. 
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that limit the set of options for strategic actors.5 Socio-cultural field is 
unfolding as developmental trajectory through emergent strategies. 
 
At the intermediate level, which is, according to Sztompka’s model of 
social processes, level of social reality with the event as a basic unit of 
sociological analysis, we can locate – as a potentiality – strategic area, 
network, cognitive space. It is eventuating in strategic process. Realised 
strategy is a result of emergent and planned strategy (Mintzberg, 1998: 
36). 
 

Scheme 1: Dimensions and levels of the strategic process 

Potentiality Actuality

Totality

Individuality

REALITY

SOCIO-CULTURAL
FIELD

Strategic area,
 networks, 
“cognitive spacer”

STRATEGIC
ACTOR

STRATEGIC 
   ACTION

STRATEGIC PROCESS

DEVELOPMENTAL
TRAJECTORIES

Mobilization

Eventuation

Unfolding

Realised strategy

Planned strategy

Emergent strategy

 
 

                                                 
5 Sztompka uses the notion socio-cultural field, to denote multi-dimensionality of 
inter-individual ‘social tissue’. Social tissue consists of four types of linkages, 
which are interpersonal, emergent in nature. He describes these dimensions by 
using INIO typologies: ideal (I), normative (N), interactive (I) and (O) 
opportunity. At the first level, continuous formulation, legitimisation and 
reformulation of ideas is taking place. At the normative level continuous 
institutionalisation, reaffirmation or rejection of regulations, ethical codes, etc. is 
taking place. At the action level there is continuous establishment, 
differentiation and reformulation of interactive channels and linkages at different 
levels. At the interest level there is continuous crystallisation, petrification and 
redistribution of opportunities, interests etc. (Sztompka, 1994: 11). Ideal (ideal) 
and normative (rules) linkages contribute to culture. Interactions and interests 
contribute to social tissue (structures) (Sztompka, 1994: 10-11). 
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Actors can mobilise their capacities and resources in the form of 
strategic action. However, this is not the necessary outcome. In certain 
circumstances these resources are not utilised in processes of strategic 
steering of social development and remain a potentiality. We have do 
touch the question of necessary conditions for effective utilisation of 
existing resources. This is not only theoretical problem, but a highly 
relevant one in the context of formulation of developmental policies. For 
example, do we have to invest new resources in improvement of specific 
factors of development (e.g. increase R&D funding), or should we 
instead attempt to increase efficiency of already existing inputs (e.g. by 
improving cooperation between R&D institutions and business sector). 
This is highly important because strategic action contributes to changes 
in strategic capacity of actors, either through virtuous circle or vicious 
circle. 
 
Socio-cultural field represents important element of the environment, 
limiting the options of strategic actors. Sztompka is discussing two types 
of environment, natural environment and social consciousness. In this 
paper, the aspect of natural environment is less important, although we 
cannot ignore it. However, the role of natural resources in 
competitiveness and ability for steering social development is reducing 
(Porter, 1990: 4). Hence, we are focusing on that aspect of the 
environment, which we term socio-cultural environment and it cannot be 
ignored while studying systemic competitiveness (Esser et al, 1996). 
 
The above model is designed with the purpose of sociological analysis 
of strategic action. Similar approach was developed in organisational 
sociology and economic geography, dealing with social construction of 
enterprises in communication with their environment. It is analysis of 
‘business systems framework’, which was used to study national 
specifics in structure and actions of businesses and business sector 
(Whitley, 1996; Sorge, 1996). Conceptual framework was designed by 
Richard Whitley (1992; 1999) and further developed by Scandinavian 
researchers, especially in the framework of Copenhagen business 
school (Karnøe, 1999; Kristensen, 1999). Unlike neoclassical economic 
analysis, which ignores importance of history, institutional arrangements 
and collective actors, enterprises are understood as embedded in 
nationally and regionally specific institutional context. This context is a 
‘host’ of certain type of economic organisations (inter- and intra-
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organisational forms and practices). Local economic and social 
institutions represent broader environment, which determines set of 
possibilities (Karnøe, 1999: 9-10). Analysis of business system focuses 
of the role of these arrangements in current and future action as a part of 
historic process. From the perspective of this study, their 
conceptualisation of institutional context of business system – its 
environment – is especially interesting. It is divided to proximate social 
institutions and background social institutions. The former are ‘classical’ 
economic institutions (financial systems, educational systems, tradition 
of state interventionism, industrial relations…). These institutions are 
also socially constructed; their functionality is relative and depends on 
respective business system. The latter are dominant beliefs, 
conventions, moral codes etc., that lead interaction and cooperation. 
Here we are referring to cultural aspects of the environment. 
 
Starting from the general issues of rationality linked to the steering of 
societal development and considering – though very briefly – several 
relevant sociological theories, we have thus reached  a comparatively 
feasible and more specific model that may contribute to the further 
understanding of the strategic steering of development.  
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Abstract 
 
Changes and effecting change are becoming a constant. The dynamics 
of change are increasing dramatically; new knowledge is emerging, new 
technologies pose new challenges, new methods of communicating offer 
almost unlimited possibilities of synergistic effects. But primarily, the new 
culture of innovativeness is such a culture that, in the desire for a higher 
quality of living, constantly generates the requirement which must 
surpass itself.  
The article presents modern approaches and models which are used by 
organizational systems to improve their business success (ISO 9001 
Standard, EFMQ Excellence Model, 20 Keys, BSC (Balanced 
Scorecard), Six Sigma, BPR (Business Process Reengineering)), the 
examples of different organizations show practical findings of the 
research and usage of these approaches in Slovenia. The article 
continues with their basic structure, it also compares relativity of models, 
it searches coincidences of their fundamentals and recognises their 
common paradigm backdrop.  
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CONTINUOUS CHANGE AS THE FOUNDATION OF QUALITY 
EXCELLENCE  
 
It is an obvious fact that changes in the environment occur with 
dynamics and trends that are faster than the dynamics of the responses 
with which attempts are made in organizations to keep track of 
opportunities and to avoid the pitfalls inherent in today's turbulent 
environment. In acknowledging the unconditional and mutual 
interdependence between organizations and their environments (e.g. 
social, business, natural, etc.), managers in companies and other 
organizations are faced with a gap between actual change and the 
awareness of a need for it, as well as the obvious gap between their 
wishes and capacities. 

 
Adapting to changes in the environment is a proactive and dynamic 
process, where existence and taking into account feed-back are of 
paramount importance in achieving and exceeding one's mission on a 
personal, organizational or system-related level. Here we distinguish 
between two significantly different aspects of change which 
subsequently also call for significantly different approaches, even though 
both are based on taking into account the feedback loop of learning and 
creativity (for more on the feedback loop of learning, see Argyris and 
Schon, 1996; Morgan, 1998; Nonaka, 1991; et al).  
 

In the article, we present a generalised view of the process of change by 
dividing change into transactional or gradual changes, which represent a 
continuous response to evolutional changes in the environment and 
actually signify a continuous improvement of the approaches introduced, 
and into transformational or radical changes, which represent a one-off 
response to revolutionary changes in the environment and actually mean 
a thorough transformation of the introduced changes (Coghlan and 
Rashford, 2006; Pfeifer etc., 2005). Radical changes call for a great 
amount of focus and a dramatic change of the mission as well as 
decisiveness in their implementation, while continuous improvement can 
distract one's attention from thorough and urgent action (Car, 2000; 
Harrington, 1995; Peters, 1999). 
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An outline of the history of the approach towards organizational change, 
as well as research and management thereof, was sketched by Burke 
(2002) who, for example, concludes that scientific management and 
Taylor's findings have shown themselves to be fundamental for change 
management. From the point of view of comprehensive change 
management, we find it interesting to highlight Taylor's assertion that 
90% of all problems can be attributed to poor quality management 
(similar conclusions are also reached by Hamel and Prahalad, 1994; 
Ishikawa, 1987; Mintzberg, 1994; and others) and that improving the 
quality of the work of management is more difficult than changing the 
work of other co-workers (Hamel, 200). Weisbord (in Burke, 2002: 22) 
states that with deeper scrutiny, one can distinguish "two Taylors" in 
Taylor – these being the scientist and the student of social science. He 
is considered the founder of modern scientific management principles as 
well as the principles of industrial engineering, from which have emerged 
many methods which are still current today, such as process-approach 
quality management, process re-alignment, ISO 9000, SixSigma, and 
Total Quality Management. 

 

In Towards a European Vision of Quality (EOQ, 2000: 16), the assertion 
that Total Quality Management (TQM) is one of the most important 
organizational innovations of the 20th century is both stated and argued.   

 
Quality is a powerful concept, as in the struggle for excellence it 
connects untiring engineering with the concepts of values, worth, ethics 
and human satisfaction in all forms of labour (Dahlgaard and Dahlgaard-
Park, 2006; Hansson and Klefsjö, 2003; Lam, 1995; Ljungström, 2005; 
Tari, 2005; et al). The European vision of quality recognises three key 
elements, which together form a specific whole, just as Europe's territory 
is a comprehensive whole, but at the same time also specific. It 
emphasises that participants will be able to nurture its creativity 
successfully only on a foundation of diversity, and to apply it effectively 
only in the winning form of synergistical cooperation.  
 
To recapitulate the above: one can conclude that quality is a value, the 
synonym of which is constant improvement. A management method 
based on quality as the fundamental value put forth by theoretics 
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(Deming, 2002; Ishikawa, 1990; Juran, 1988; Taguchi, 1989 et al) is 
called TQM. There are many definitions of TQM; Crosby, for example, 
defines it as follows (1996: 73): "TQM means a set of concepts used by 
the executive management in order to establish a type of organizational 
culture in which changes are always carried out in a correct way and 
where the relations between the employees, suppliers and customers 
are excellent. Achieving this is the responsibility of the management." 
 
The definition of TQM is universal; the "set of concepts" applied by the 
"management", however, can be very different and must correspond 
with the activities of the organizational system and its organizational 
culture. In monitoring the best practices and approaches of successful 
companies as well as the indicated trends of future development, one 
can distinguish a number of models ("sets of concepts") utilised for the 
achievement of continuous improvement of success in the best 
companies and other organizations (Chen, 2002; Collins and Porras, 
2000; Goldsmith and Clutterbruck, 1984; Peters and Watermans, 1982; 
MAKE, 2005; et al). 
 

The models we deemed relevant were the following: 

• MODEL A: The EFQM Excellence Model (source: EFQM, 1999). 
A widespread model in Europe for encouraging continuous 
improvement, based on learning and innovativeness, designed by 
the European Foundation for Quality Management. 

• MODEL B: IS0 9001 Standard (source: ISO 9001, 2000). A global 
international standard, which determines a system of quality 
management, based on a process-oriented approach and 
continuous improvement.  

• MODEL C: 20 Keys to Workplace Improvement (source: 
Kobayashi, 1995). A comprehensive system for carrying out 
continuous improvement, developed by Professor Iwao 
Kobayashi, presents twenty interdependently connected tools or 
keys, focused primarily on the development of the production 
process. 

• MODEL D: Balanced Scorecard (source: Kaplan and Norton, 
1996). A comprehensive organization management model 
designed by Robert S. Kaplan, on the basis of a balanced 
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collection of goals, derived from the vision, for the purpose of 
gauging and managing the business strategy. 

• MODEL E: Six Sigma (source: Harry and Schroeder, 2000). A 
system of continuous improvement developed by Bill Smith in the 
Motorola Company, it presents a series of programmable applied 
independent tools, focused mainly on decreasing the number of 
mistakes and on production development.  

• MODEL F: Business Process Reengineering (source: Hammer, 
2001). A process-oriented and radically transformative approach, 
defined by Michael Hammer, which focuses primarily on creating 
new values for the customer and ensuring customer satisfaction. 

 

Already the short description of the above-presented models reveals that 
they are similar. The repetition of key words (e.g. processes, 
improvement, customers, goals) is evident and a study of the 
fundamental structures of individual models also indicates an interesting 
similarity between their fundamental building blocks (e.g. customer 
focus, result orientation, management by processes & facts, people 
development). A detailed examination of Crosby's definition of TQM also 
reveals another interesting fact - its central component is aimed at 
change management.  

 
Experience from Slovenian companies indicates that introduction of the 
SIST ISO 9000 Standards creates a solid foundation for remodelling or 
reengineering processes and encourages the future introduction of 
innovation (e.g. TQM, EFQM, BPR, BSC, the 20 Keys method, or the 
SixSigma method and other methods of management innovation) 
(Bukovec, 2004; Markič, 2005; Mulej, Likar and Potocan, 2005; Piskar 
2006; Ursic and Mulej, 2006; et al). 
 
Comprehensive quality management begins with the commitment and 
efforts of executive management staff as, without them, all it amounts to 
is just another fad. For this reason we were also interested in 
ascertaining the extent of the executive management's knowledge in this 
field and the importance they ascribed to the implementation of the 
above-mentioned quality models in practice in Slovenian companies and 
other organizations.  
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METHODOLOGY 

RESEARCH DESCRIPTION 

In November 2002, extensive research was conducted on a sample of 
90 organizations using the survey method. Our aim was to gain as many 
opinions as possible on a number of statements, which are contextually 
related to the approaches and practices implemented in change 
management. The sample encompassed both profit and non-profit 
organizational systems on the territory of Slovenia, which were chosen 
randomly from a sample of the most successful organizations over the 
past few years (i.e. organizations that had been nominated for the 
national prize for excellence in the field of business, that had gained 
certificates of quality, that were members of the SZK (Slovene 
Association for Quality), or the NFPO (National Foundation for Business 
Excellence).  

 

We were interested primarily in the practices, approaches and what 
models were implemented in the area of change management. A letter 
was addressed to the general manager (CEO) in each of these 
organizational systems, which contained five survey questionnaires and 
a cover letter, in which we kindly asked the CEO to distribute the 
remaining questionnaires amongst his/her fellow members of the 
executive team and other managers. We were interested primarily in the 
opinions of the organizations’ leaders. 

 

The results were statistically processed using the SPSS 10 program 
package. The results of the analysis were used in the shaping of a 
model for improving the approaches taken in introducing organizational 
changes and for the verification of the following key hypothesis of our 
research: 

 
Hypothesis: The choice of the specific model for change 

management in a concrete organizational system is 
contingent on the period of the life cycle it is in at the 
time. 
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DESCRIPTION OF THE CHARACTERISTICS OF A SAMPLE OF 
RESPONDENTS 

• Of the 453 questionnaires that were sent out, 263 (58%) were 
returned, and 244 (54%) were used for research purposes, as 19 
(4%) of all the questionnaires that were returned to us were 
eliminated because they were incomplete. 

• The target group of respondents was achieved, as 68.4% of the 
respondents were general managers (CEOs) and executive team 
members. 

• The average age of the respondents was 41 years, and male 
respondents were predominant (60.7%). 

• The average level of education was very high, as the majority of 
respondents held university degrees (4 or more-year course) 
(49.2%), followed by the group with post-graduate degrees 
(19.7%) and the last two groups of almost similar size with 
university degrees (2-year course) (16%) and secondary school 
education (15.1%). 

• The sample encompassed 70.9% profit organizations and 29.1% 
non-profit organizations. The largest group was the group of 
profit organizations in the industrial sector (52.9%), followed by 
the profit services group (18%), the sample from the state 
administration sector (13.5%), health care (8.6%) and tertiary 
education (7%). 

• The organizations, on average, had 704 employees. The largest 
group of organizations had up to 400 employees (61.7%), and 
the smallest group of organizations had up to 500 employees 
(9.1%). 

• In the responses to the question of which phase of the life cycle 
the organization that was the subject of the survey was in, the 
phases of maturity (45.5%) and of growth (42.6%) occurred most 
frequently, while the group that recognises the phase of decline 
was also of a considerable size (9.4%). 
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RESULTS AND DISCUSSION 

THE EXTENT OF USE AND THE ORDER IN WHICH SPECIFIC 
MODELS WERE INTRODUCED  
 

In the introductory segment of the survey, respondents were requested 
to assess the degree to which a given model was integrated in their 
organizational system, where the options were defined as follows: 1-We 
are not familiar with this model; 2-We are familiar with this model and will 
not be introducing it; 3-We are considering the introduction of this model; 
4-The model is in the process of being introduced; 5-The model is being 
applied.  

Upon completion of our analysis (Table 1), the following conclusions 
were drawn: 

• The degree of familiarity and the integration of a given model in 
the whole sample followed the following sequence (from the most 
to the least integrated): ISO 9001, EFQM, 20 Keys, BPR, BSC, 
SixSigma. 

• The most widely recognised model is the ISO 9001 Standard 
(mark 4.40), which means that the organizations in the 
environment encompassed by the survey are very familiar with 
the model and have strong reasons for introducing it, as the 
majority of them also use it. 

• The level of recognition registered for the degree to which the 
EFQM model was integrated (mark 2.88) is noticeably lower. 
Some organizations are introducing it; on average though, most 
were only considering its introduction.  

• The 20 Keys model also scored favourable positive results (mark 
2.14), which on average are indicative of its individual 
introduction; above all though, that the decision for its introduction 
has been given some consideration. 

• The last group of models is represented with a fairly balanced 
score by BPR (mark 1.92), BSC (mark 1.89) and SixSigma (mark 
1.75) which, however, the respondents were either not familiar 
with or not considering the application of in their environment. 
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• The position of BPR is interesting, which takes fourth place 
contextually owing to its orientation towards transformational 
changes, which means that the respondents acknowledge the 
need for occasional thorough changes in the structural relations of 
an already running system, which was previosly established 
based on the models that strongly advocate transactional change 
(ISO 9001, EFQM, 20 Keys). 

• A smaller deviation was noticeable in the sample of non-profit and 
production organizations where the perception of the level of 
integratedness of the BSC model was higher than that of the BPR 
model.  

• A markedly rejective position was noticed amongst the non-profit 
and services organizations towards the models 20 Keys, BSC, 
SixSigma and BPR.  

 

Table 1: The extent of the use of each specific model  

TOTAL  
(N=244) 

 

PROFIT 
ORGANIZATIONS 

(N=173) 

NON-PROFIT 
ORGANIZATIONS 

(N=71) 

PRODUCTION 
ORGANIZATIONS 

(N=129) 

SERVICES 
ORGANIZATIONS 

(N=115) 

ISO9001 
(4.40) 

ISO9001 
(4.80) 

ISO9001 
(3.44) 

ISO9001 
(4.99) 

ISO9001 
(3.74) 

EFQM 
(2.88) 

EFQM 
(3.09) 

EFQM 
(2.37) 

EFQM 
(3.26) 

EFQM 
(2.54) 

20 KEYS 
(2.14) 

20 KEYS 
(2.47) 

20 KEYS 
(1.34) 

20 KEYS 
(2.65) 

20 KEYS 
(1.57) 

BPR 
(1.92) 

BPR 
(2.21) 

BSC 
(1.30) 

BSC 
(2.32) 

BPR 
(1.57) 

BSC 
(1.89) 

BSC 
(2.13) 

BPR 
(1.23) 

BPR 
(2.24) 

BSC 
(1.41) 

SIXSIGMA 
(1.75) 

SIXSIGMA 
(1.97) 

SIXSIGMA 
(1.23) 

SIXSIGMA 
(2.13) 

SIXSIGMA 
(1.33) 
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In the continuation of our resarch, respondents were also asked to 
define a meaningful time-plan for the introduction of each individual 
model for their organizational system and, in view of the life-cycle of thier 
organizational system, to define the phase in which, in their opinion, it is 
at the time – with the phases available for selection being: birth, growth, 
maturity and decline. The effect of the size of the organizational system 
on the perception of the time-plan for the introduction of each specific 
model was also studied.  
 
The summary of the whole study from the point of view of the use and 
order of introduction of each specific model can be presented in the 
following points:  

• The degree of familiarity and the integration of a given model in 
the whole sample followed the following sequence (from the most 
to the least integrated): ISO 9001, EFQM, 20 Keys, BPR, BSC, 
SixSigma. 

• The type of organizational system (profit, non-profit, production or 
services) has no significant effect on the time-plan proposed for 
the introduction of each individual model, which in all cases is 
congruent with the sequence of the pattern that all the 
organizations have in common: ISO 9001, EFQM, 20 Keys, BSC, 
BPR, SixSigma. The general order is also congruent with the 
order that is typical of the organizations at the "mature" stage of 
their life-cycle, as well as with the order that was recognisable in 
the case of the organizations with from 120 to 150 employees. A 
noticeable deviation could be detected only amongst the 
production organizations, where the introduction of the 20 Keys 
model was proposed immediately after the introduction of the 
demands of the ISO 9001 Standard; the EFQM model, which the 
other respondents traditionally delegated to second place, being 
proposed thereafter.  

• The choice and introduction of a concrete model for change 
management depends within an organizational system on the 
individual phase of its life-cycle; the model ISO 9001, however, 
was given first priority in all phases. Also the model EFQM was 
attributed increasingly more importance in each subsequent 
phase, while the importance attributed to the models BSC and 20 



Innovative Issues and Approaches in Social Sciences, Vol.2, No.3 

    | 47  

Keys dwindled in each subsequent phase after an initial high 
assessment. Following their initial high classification, the 
importance ascribed to BSC and 20 Keys dwindled, while model 
BPR, on the contrary, with its transformational approach gained in 
importance the closer to the "mature" phase an organization 
came.  

• With the organizational systems that had up to 1,500 employees, 
the proposed order of introduction of the models concurred with 
the order that was characteristic of the organizational systems in 
the mature phase of development; while with the organizational 
systems that had over 1,500 employees, it concurred with the 
order that was characteristic of the organizational systems in the 
phase of decline. 

 

COMPARATIVE ANALYSIS OF VARIOUS MODELS FOR 
ORGANIZATIONAL CHANGE MANAGEMENT 

As we are interested in the fundamental structures of the individual 
models (ISO 9001, EFQM, 20 Keys, BPR, BSC, SixSigma), we have 
depicted the fundamentals of each individual model in Table 2 in greater 
detail. We studied the similarities between the models as well as the 
contents that coincided. Concurrence amongst all the models was 
checked using a referential model, which we discerned as being the 
EFQM Excellence Model. The latter was chosen as referential due to the 
fact that it is an integral business model, which already serves in many 
companies as the fundamental and initial concept for the development of 
a business model designed to cover their specific needs.  The 
conceptual design of the Excellence Model in essence already facilitates 
a meaningful upgrading of the business model with all the heretofore 
known models, standards and tools. 

 

Key commentary to the comparative analysis of the various models for 
organizational change management (Table 2): 
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• The referential model, with its fundamentals, has proven itself as 
appropriate, as it has made it possible to check for 
correspondence between all the models encompassed in the 
comparison. 

• The correspondence check was carried out based on a study of 
the literature and on practical examples of the individual models, 
as well as on the basis of the personal experience of the author 
of this contribution. 

• The greatest frequency of correspondence by far was recorded 
in the case of the fundamental: 

o 4 - Management by processes & facts 
• A high but balanced frequency of correspondence was recorded 

for the fundamentals: 
o 1 - Customer focus 
o 8 - Result orientation 
o 3 - People development & involvement 
o 5 - Continuous learning, innovation & improvement 
o 2 - Partnership development 
o 6 - Leadership & constancy of purpose 

• By far the lowest frequency of correspondence occurred with the 
fundamental: 

o 7 - Public responsibility 
• The differing frequency of correspondence is a result of the 

differences between the models, as models C and E focus more 
on the production process, while the other models are more 
system-oriented. 

• The low frequency of correspondence in the case of public 
responsibility can also be ascribed to different cultural 
civilisations in which the various models developed. In Europe, 
i.e. within the European cultural domain efforts are made to 
upgrade public responsibility, while in the American cultural 
domain (models E and F) public responsibility is not particularly 
emphasised. 

• Model B (IS0 9001 standard) with its 2000 issue corresponds 
strongly in content with the referential model, which was to be 
expected, as both offer the possibility of designing a systems 
business model. Another parallel lies in the time frame of their 
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development, as well as in the visible marked influence of the 
European cultural domain. 

• Model C (20 Keys to Workplace Improvement), due to its focus 
on developing the production process, corresponds the most with 
respect to the process oriented approach, while in the other 
balanced approaches, staff development and involvement are 
also noticeable. 

• Model D (BSC - Balanced Scorecard) with its focus on mastering 
strategies corresponds in a very balanced way with all the 
fundamentals of the referential model, amongst which, however, 
management by processes and facts and result orientation are 
markedly in the forefront. 

• Model E (Six Sigma), due to its focus on reducing error and 
product development, corresponds the most in the areas of 
customer focus, management by processes and facts, and result 
orientation. No correspondence was recorded between this 
model and the referential model in the area of public 
responsibility. 

• Model F (BPR - Business Process Reengineering) shows a 
marked correspondence in the area of customer focus, while the 
other areas are balanced, with the exception of public 
responsibility, where no correspondence was recorded.  

• The fundamentals of the referential model (A) are discernible as 
the universal conceptual background of the models 
encompassed in this comparison (B, C, D, E, F). 

• We believe that the fundamentals of the referential model (A) 
mentioned in this study can be utilised in the conceptualisation of 
the fundamentals of the new paradigm for change management 
on the organizational level.  
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Table 2: A comparative analysis of various models for the 
management of organizational change – part A  

 
 

FUNDAMENTALS OF THE 
COMPARED MODEL  

FUNDAMENTALS OF THE 
REFERENTIAL EFQM 
EXCELLENCE MODEL 

1 2 3 4 5 6 7 8 

Number of incidences of 
correspondence – Total

 
16

 
11

 
14

 
31

 
11

 
10

 
5 

 
16 

MODEL A:  EFQM 
EXCELLENCE MODEL 

Number of incidences of 
correspondence – Model

        
1 1 1 1 1 1 1 1 

1. Customer focus         
2. Partnership development         
3. People development & 

involvement 
        

4. Management by processes & 
facts 

        

5. Continuous learning, 
innovation & improvement 

        

6. Leadership & constancy of 
purpose 

        

7. Public responsibility         
8. Result orientation         
MODEL B: ISO 9001  

Number of incidences of 
correspondence – Model 

        
1 1 1 3 1 1 1 2 

1. Customer focus         
2. Leadership         
3. Involvement of people         
4. Process approach         
5. System approach to 

management 
        

6. Continual improvement         
7. Factual approach to decision 

making 
        

8. Mutually beneficial supplier 
relationships 
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MODEL C: 20 KEYS 

Number of incidences of 
correspondence – Model 

5 5 7 18 2 2 3 6 

1. Cleaning and organizing         
2. Rationalizing the system goal 

alignment 
        

3. Small group activities         
4. Reducing work process         
5. Quick changeover 

technology 
        

6. Kaizen of operations         
7. Zero monitoring of 

manufacturing 
        

8. Coupled manufacturing         
9. Maintaining machines         
10. Workplace discipline         
11. Quality assurance         
12. Developing your supplier         
13. Eliminating waste         
14. Empowering employees         
15. Cross training         
16. Production scheduling         
17. Efficiency control         
18. Using information technology         
19. Conserving energy and 

materials 
        

20. Leading technology site 
technology 
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Table 2: A comparative analysis of various models for the 
management of organizational change – part B 

 
FUNDAMENTALS OF THE 

COMPARED MODEL  

FUNDAMENTALS OF THE 
REFERENTIAL EFQM EXCELLENCE 

MODEL 
1 2 3 4 5 6 7 8 

MODEL D: BSC- BALANCED 
SCORECARD 

Number of incidences of 
correspondence – Model 

        
2 1 2 4 3 3 1 4 

1. Financial aspect         
2. Customer aspect         
3. Internal processes aspect         
4. Learning and growth aspect         
MODEL E: SIX SIGMA

Number of incidences of 
correspondence – Model 

        
3 2 2 3 2 2 0 3 

1. Customer satisfaction with 
emphasis on quality 

        

2. Cost reduction with emphasis on 
quality 

        

3. Increasing market segment 
through customer satisfaction and 
cost reduction 

        

MODEL F: BPR (Business Process 
Reengineering) 

Number of incidences of 
correspondence – Model 

        
5 2 2 3 3 2 0 1 

1. Run your business for your 
customers - become ETDBW 
(Easy-To-Do-Business-With) 

        

2. Give your customers what they 
really want – deliver MVA (More-
Value-Added) 

        

3. Put processes first – make high 
performance possible 

        

4. Create order where chaos reigns – 
systematize creativity 

        

5. Measure like you mean it – make 
measuring part of managing, not 
accounting 

        

6. Manage without structure – profit 
from the power of ambiguity 

        

7. Focus on the final customer – turn 
distribution chains into distribution 
communities 

        

8. Knock down your outer walls – 
collaborate wherever you can 

        

9. Extend your enterprise – integrate 
virtually, not vertically 
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CONCLUDING THOUGHTS 
 
The above described research prompted the concluding finding that the 
level of familiarity with a given model for organizational change 
management significantly affects the extent to which it is applied, and a 
causal connection exists between the choice of model and its 
introduction, and the individual phase of the life-cycle of a company 
(birth, growth, maturity, decline). The respondents expect an 
improvement of management quality from their managers,  which must 
be based on management by example and ensuring the selection of the 
appropriate model of change management with regard to the phase of 
the life-cycle their organization is in.  
 

The most important message of the comparative analysis of the various 
models of organizational change management (ISO 9001, EFQM, 20 
Keys, BPR, BSC, SixSigma) is, that although all the above-listed models 
may differ contextually and structurally from each other, their 
fundamental building-blocks are identical. We also believe that based on 
the comparison carried out, the concept of a model of a new paradigm 
for change management on the organizational level can be elaborated, 
which would also be based on the following fundamental building-blocks: 

o Customer focus. 
o Partnership development. 
o People development & involvement. 
o Management by processes & facts. 
o Continuous learning, innovation & improvement. 
o Leadership & constancy of purpose. 
o Public responsibility. 
o Result orientation. 

 
The conceptual model of the new paradigm for change management 
thus represents the  cognitive background in the process of change from 
which, taking into account the multi-levelled interconnectedness of the 
fundamental building-blocks, we glean our contextual answers to the 
question of "what needs to be changed?". The process of change in 
organizational systems can thus ensure success only if it continuosly 
maintains a central focus on the customers, partnership ties, social 
responsibility and a result-oriented attitude. Fact-based and process-
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based management is also similarly important, but cannot be achieved 
without quality managemnet, development and the inclusion of the 
employees, as well as continuous education, innovation and 
improvement.  
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