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Resource Theory

Interpersonal Behavior as Exchange

Epna B. Foa anDp URrieL G. Foa

INTRODUCTION

At the marketplace, interpersonal behavior has been traditionally
conceptualized as exchange of resources. In a barter society commod-
ities were literally exchanged for one another. Later on, one commod-
ity—money—became standardized and widely accepted; the
money-merchandise exchange was then born, and to this day it has
maintained the pride of place in economic practice and thinking. But
money is also exchanged with services when we pay the plumber for
repairing the pipes and the gardener for improving the landscape.
Information is exchanged with money when we buy a newspaper or
register for a course. Only recently, economists have turned their
attention to the exchange of money with services and with information.
However, these areas of investigation are still regarded with suspicion,
since they fail to lend themselves easily to the elegant formulations of
the money—commodities exchange.

Although economists are still reluctant to include information and
services in their theoretical notions, other social scientists have at-
tempted to extend the economic model to incorporate all interpersonal
transactions, including expressions of esteem and respect, friendship
and love. In many occasions, goods, services, and information are
indeed exchanged with expressions of gratitude, admiration, or affec-

Epna B. Foa e Department of Psychiatry, Temple University Health Sciences Center,
Eastern Pennsylvania Psychiatric Institute, Philadelphia, Pennsylvania 19129.  UrieL
G. Foa e Department of Psychology, Temple University, Philadelphia, Pennsylvania
19129.

77



78 ' CHAPTER 4

tion, rather than with money. A further extension of the economic
model, to include not only interpersonal transactions but also political
exchanges, has been proposed by Easton (1965), and by Ilchman and
Uphoff (1969).

Social scientists have been concerned with describing exchange
processes and with the specification of equilibrium rules. The trend
toward extension of the economic model to noneconomic exchanges
was probably stimulated by the simple elegance of the economic
conceptualization and by its success in predicting price fluctuations,
at least in the ideal conditions of a free market. Another factor
contributing to this ““economic imperialism” (Boulding, 1973, p. 11) is
the traditional indifference of learning theory toward attempts to
classify various forms of behavior in terms other than their reinforcing
or punishing properties. The assumption that all exchanges follow the
economic rule of loss and gain fits well with the Skinnerian notion that
any event which increases the frequency of emitting a given behavior
is a reinforcement, and any event which decreases it is a punishment.
The enquiry into what is exchanged was largely disregarded.

Let us try then to group the variety of interpersonal exchanges
into classes in such a way that within each class the same rules will
prevail. Further parsimony may be achieved if the classes can be
ordered so that those closer to each other in the configuration will have
more similar rules of exchange. To this task of defining classes and
charting their pattern of similarities, we now turn. We shall then
proceed to consider the development of these classes and its relation-
ship to some of their properties. After presenting empirical findings in
various areas of interpersonal behavior, we shall conclude with a
discussion of the application of resource theory to problems in society.

We have limited ourselves here to the treatment of resource
exchanges. A description of the cognitive mechanisms that underlie
exchange, their development in childhood, cross-cultural differences,
and pathology of exchange is provided in Foa and Foa (1974).

Six RESOURCE CLASSES

‘Resource is anythmg transacted in an interpersonal situation. It
encompasses, therefore, many different events: material objects such
as a dress, a flower or a bottle of wine, money and equivalent forms
of payment, a kiss, a medical or beauty treatment, a newspaper, a
congratulatory handshake, a glance of admiration or reproach, a pat
on the back, or a punch on the nose. In short, resource is any item,
concrete or symbolic, which can become the object of exchange among
people.
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We have found it useful to group resources transacted through
interpersonal encounters into six classes, labeled love, status, infor-
mation, money, goods, and services. Love is defined as an expression
of affectionate regard, warmth, or comfort; status is an expression of
evaluative judgment which conveys high or low prestige, regard, or
esteem; information includes advice, opinions, instruction, or enlight-
enment, but excludes those behaviors which could be classed as love
or status; money is any coin, currency, or token which has some
standard unit of exchange value; goods are tangible products, objects,
or materials; and services involve activities on the body or belongings
of a person which often constitute labor for another.

All six classes proposed here have appeared in the literature:
economists have dealt with money, goods, and services and have
considered the relations among these resources in terms of prices and
wages; love is prominent in Freud’s conception of human motivation;
Adler has seen interpersonal relations as a struggle for the acquisition
of status. More recently, information processing has been proposed as
a central construct in the conception of human nature (e.g., Berlyne,
1960). Previous theories of interpersonal resources have emphasized
one or more classes, but largely ignored the others. Our contribution
consists of conceptualizing all classes of resources within a single
framework that accommodates their differences as well as their simi-
larities.

The following two attributes or coordinates were used for ordering
the six ‘classes: concreteness versus symbolism, and particularism
versus universalism. Observation of interpersonal behavior shows that
it varies from concrete to symbolic. Some behaviors, like giving an
object or performing an activity upon the body or the belongings of
another individual, are quite concrete. Some others are more symbolic:
language, posture of the body, a smile, gesture, or facial expression.
Another characteristic on which resources differ is the significance of
the person who provides the resource. Changing the bank teller will
not make much of a difference for the client wishing to cash a check.
A change of doctor or lawyer is less likely to be accepted with
indifference. One is even more particularistic with regard to a friend,
a spouse, or a mother. Harlow and Suomi (1970) showed that when
the facial features of a surrogate mother are altered, the baby monkey
reacts with fear, refusing to accept the change. In some animal species
certain communications are more target specific than others. Mating
calls are more particularistic than status signals, and the latter are less
general than distress or alarm signals (Johnsgard, 1967). In operant
terminology, the particularism-universalism attribute may be thought
of as the degree to which variables associate with the agent of
reinforcement constitute discriminative stimuli affecting the salience
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of the reinforcer. It derives from the writings of Parsons (1951) and
Longabaugh (1963), and is similar to Blau’s (1964) notion of intrinsic
and extrinsic rewards.

Each of the six resources can be classified on the basis of the two
coordinates suggested: concrete-symbolic and particularistic-universal.
On the first coordinate, concreteness, services, and goods involve the
exchange of some overtly tangible activity or product, and are classed
as concrete. Status and information, on the other hand, are typically
conveyed by verbal or paralinguistic behaviors, and are thus more
symbolic. Love and money are exchanged in both concrete and sym-
bolic forms, and thus occupy intermediate positions on this coordinate.

The positions of love and money are extreme and opposite on the
particularistic coordinate. It matters a great deal from whom we receive
love, since its reinforcing effectiveness is closely tied to the stimulus
person. Money, on the other hand, is the least particularistic resource,
since, of all resources, it is most likely to retain the same value
regardless of the relation between, or characteristics of, the reinforcing
agent and recipient. Services and status are less particularistic than
love, but more particularistic than goods and information.

The positions of the six resource classes plotted on the two
coordinates is shown in Figure 1. For simplicity’s sake, these six classes
of resources have been represented by discrete points. It is more
accurate to consider each class as occupying a range in the order, so
that some of its elements will be nearer to one of the two neighboring
classes than to the other. A verbal expression of love such as I like
you very much” is symbolic, and thus is more similar to status than
to services. Conversely, fondling and kissing are concrete ways of
expressing affection, closer to services than to status. Services to the
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body are proximal to love, whereas services to one’s belongings are
nearer to goods. Likewise, consumption goods are closer to services
than durable goods. A credit card can be considered a kind of money,
but it is more particularistic than currency; not every merchant will
honor a credit card, and the card is not issued to everybody. This form
of payment is also more symbolic than currency; although nothing
concrete is given in a credit-card payment, currency actually changes
hands. Thus, a credit card will be nearer to information than currency.
In fact, the card provides information on the solvency of its holder.

At the interface between classes, the elements of one class merge
into those of the other. Consequently, the structure determines only
the ordinal distance among classes, whereas the cardinal distance
depends on the particular sample of items chosen in each class. Thus,
love is always closer to services than to goods and most distant from
money, but the degree of similarity between any two given classes
varies within these limits. The distance between love and service will
be small for items such as fondling and massaging, and larger when
love is expressed by saying, ““I am happy to see you” and the service
consists of changing a tire. In either case, however, the love item will
be closer to services than to goods.

The structure depicted in Figure 1 shows essentially the relative
similarity among the various resource classes on the two attributes of
concreteness and particularism; the nearer any two classes are on a
given coordinate, the more similar they are perceived on the corre-
sponding attribute. Thus, for example, status and services are similar
in particularisms, but differ in concreteness; status and information,
on the other hand, are similar in symbolism, but they differ in
particularism. It is possible, of course, to find other attributes which
may lead to a different arrangement of the classes. The two attributes
chosen by us are of interest only because the configuration they
provide has received a good deal of empirical support, as we shall see
later. In other words, similarity on given attributes is significant to the
extent that it indicates similarity on other important behavioral prop-
erties, such as degree by which two resources are likely to be exchanged
with, or substituted for, one another.

RELATIONSHIP BETWEEN RESOURCE EXCHANGE AND
INTERPERSONAL BEHAVIOR

When interpersonal behavior is defined in terms of its meaning,
it becomeés almost synonymous with resource exchange. Most inter-
personal encounters involve an exchange of resources and, conversely,
resources are obtained mostly through interpersonal encounters. In-

v
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deed, economic resources are obtained by an interaction with those
who control or own them. Love and status are produced mostly in
interpersonal situations; therefore, their exchange requires interper-
sonal contact. The skill to perform a service and the knowledge to
impart information are often controlled by persons and can be obtained
through encounters with them.

Rarely, a single social act will transmit only one given resource.
Usually two, and sometimes even more resources are involved in the
same act. Resources, then, can be conceptualized as component ele-
ments of social behavior so that any given behavior can be described
and analyzed in terms of the resources that compose it. In this sense,
resources are like chemical elements: in nature, they seldom occur in
a pure state, but they provide a basis for classifying and analyzing the
compounds they form. On first sight, the lack of one-to-one corre-
spondence between actions and resources may seem disadvantageous
from a theoretical and practical point of view, as it complicates the
model as well as the predictions derived from it. However, if each
action would convey only one resource, no relationship among classes
and, therefore, no structural pattern, would be found. The fact that
certain resources are proximal in the structure (see FiéTfre 1) and,
therefore, are more related, indicates that they tend to occur jointly in
the same action more often than do distal resources. For example,
actions expressing both love and esteem (status) are more frequent in
the behavioral repertoire of persons than are actions which provide
status and goods. Indeed, love and status are proximal in the structure
of resources, whereas goods are distant from status. If, however, love
and status would always appear together, they could hardly constitute
two distinct classes: each resource is sometimes transmitted alone. The
process of differentiation among resources in childhood depends pre-
cisely -on the emergence of psychomotoric and social conditions that
permit the transmission of one resource at a time.

DIFFERENTIATION OF RESOURCES IN CHILDHOOD

In early infancy, the human being is exposed to an undifferentiated
bundle of love and service; the flowing milk, the warmth and softness
of his mother’s body, and her care for him. The differentiation between
love and services becomes possible after the child has acquired some
psychomotoric skills sufficient for giving some services to himself—
feedmg himself, washing his hands, etc. At this time, his mother can
give him love without services by requesting him to serve himself and,
at the same time, encouraging him to do so. Successively to this first

(@)
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differentiation between love and services, goods are differentiated
from services and status from love. Consumption goods, like food, are
hard to differentiate from service, since they can be used only once. It
is only when the child becomes interested in durable goods, such as
toys which can be used again and again, that the differentiation
between services and goods becomes feasible. The differentiation of
status from love requires some acquisition of language, because’ most
transactions of status (“Gee, you did it”) are verbal. Later on, money
is differentiated from goods, and information from status. Money is a
promlse of future goods, so that this differentiation requires some
“ability to delay rewards. At first, information is hardly distinguishable
from status: parents praise their children for the new information they
have acquired. When_the child broadens his social world. to_contact
‘with his peers, e has the opportunity to discover criteria for status,
such as physical strength, which are different from information.
The developmental sequence described here is depicted in Figure
2. Examination of this figure reveals that the development of resource
classes proceeds along the particularism—universalism dimension. Each

Warmth, softness,

In\t}al stage food, care

/\

Second stage ! Goods Services Love

Final
stage Goods Services Love Status

FiGure 2. A schematic representation of the differentiation of resource classes, in which
a newly differentiated class is indicated by a double frame. Copyright © 1974 by Charles
C Thomas, Publisher.
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-stage consists of developing less particularistic resources, starting with
love (the most particularistic) and services, through status and goods,
to information and money (the least particularistic). However, a further
differentiation takes place along the dimension of concreteness, result-
ing at each stage in the development of two classes.

Exigencies of representation on a flat surface place money and
information on the two extremes in the last row of Figure 2. Because
these two classes are similar in degree of particularism, the last row

“should be folded in order to achieve correct representation. When this
is done, the same order appears in Figure 2 and in Figure 1. The
identity of order suggests that the developmental sequence determines
the structure of resource classes found in the adult. This sequence
seems also to affect certain characteristics of resource classes to which
we now turn for examination.

ExcHANGE OUTCOMES AND ENVIRONMENTAL INFLUENCES

Resource classes vary with respect to their exchange outcomes as
well as to the environmental conditions that facilitate or hinder their
exchange. These characteristics change systematically according to the
position of each class on the particularistic dimension, so that love and
money, being at opposite poles of this dimension, differ most on them.
For the sake of brevity, then, the following description of these
characteristics will refer mainly to love and to money; the other classes
occupy intermediate positions between these two extremes: services
and status are more similar to love than to money, and goods and
information are closer to money..

The first two properties considered here refer to exchange out-
comes, and the others are concerned with environmental conditions
that facilitate specific exchanges.

Relationship between Self and Other

The relationship between giving the resource to the other and
giving it to self is positive for love, but decreases and becomes negative
as one moves from love toward money, its opposite in the order. This
prediction is related to the intuitive notion that the ability to love
others requires self-acceptance, and is supported by the repeated
finding of a positive relationship between giving love to self and to
others. Quite the opposite is true with regard to money, since one
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person’s gain is another’s loss. In consequence, an exchange of money
can be a zero-sum game, but an exchange of love cannot.

Relationship between Giving and Taking

In love there is usually a certain degree of ambivalence even in
normal individuals; giving love does not exclude the concurrent pres-
ence of some hostility, or the taking away of love. However, giving
and taking away money are unlikely to occur in the same act.

Relationship between Interpersonal Situation and Exchange

Money does not require an interpersonal relationship in order to
be transmitted or kept for future exchanges, and it can be sent
conveniently through a third person. Love, on the other hand, can
hardly be separated from the interpersonal situation, kept for a long
time in the absence of actual exchange, or transmitted by an interme-
diary without incurring a loss.

Time for Processing Input

Giving and receiving love cannot be done in a hurry; it requires
time. Money, to the contrary, can change hands very rapidly.

Delay of Reward

Love is a relatively long-term investment, with rewards being
reaped only after several encounters; a friendship needs to be “culti-
vated”’, so that trust (that is, expectation that the exchange will be
completed) is a necessary condition. On the other hand, an exchange
of money with another resource can be completed in a single encounter.

Optimum Group Size

It has been noted (Carpenter, 1963) that in animal species living
in groups, such as monkeys and apes, there is an optimal group size,
presumably related to the input processing capacity of the species.
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When this size is exceeded, aggressive behavior and other tendencies
disruptive of group life increase greatly (Calhoun, 1962). In the human
species, the optimal group size for an orderly exchange of resources
may vary with the resource class, being smallest for love and largest
for money. Lataneé and Darley (1969) have indeed found that the larger
the number of bystanders, the less likely it is that any one of them will
intervene in an emergency situation. Helping belongs to the class of
services, a neighbor of love in the order, and the optimal group size
of this resource appears to be small, according to the findings of Latané
and Darley. On the other hand, large groups are involved in trading in
a stock or commodities exchange, and access to a large market is
considered advantageous by businessmen.

The relationship between order and properties of resource classes
may originate in the sequence of cognitive development of these
classes during socialization; the characteristics of each resource indeed
appear to reflect the conditions that exist when it became a distinct
cognitive class. Love develops early, in the small and relatively per-
manent family group, before the “self-other” and “giving-taking”
differentiations. have become firmly established (Foa & Foa, 1974).
Money, on the other hand, acquires its meaning much later, after one
has learned that ““self” is not “other” and “giving’ is not ‘“’taking,”
and, from the beginning, it is used mostly for exchanges outside the
family. Thus, resources are best exchanged in conditions that resemble
those under which they had been learned in the past.

EMPIRICAL SUPPORT FOR RESOURCE THEORY

We shall now turn to discuss empirical findings related to basic
proportions of resource theory. This review will be narrative and
informal; a more technical and complete presentation of data and
methodology can be found in Foa and Foa (1974).

Homogeneity of Classes

The first question to be answered was whether our classification
of resources into six classes would be used by naive subjects when
given the task of categorizing them. Each of 11 subjects was provided
with a deck of 18 cards. This deck contained three representative
messages for each of the six resource classes, one message to each card.
Examples of messages are: I feel affection for you (love); you do things
very well (status); here is my opinion (information); here is some

10
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money for you (money); here is a package for you (goods); and I ran
that errand for you (services). Subjects were told to sort the 18 cards
into as many different categories as they thought appropriate. Only
one subject used more than six categories in performing this task.

Similarity and Substitution

Next, we investigate the hypothesis that messages belonging to
neighboring classes (see Figure 1) are perceived as more similar and
more substitutable with one another than are messages belonging to
distal classes. The message cards prepared for the previous study were
used in another group of 37 subjects. This group received, in succes-
sion, a series of messages, and were asked to return, from the messages
available to them, the one most similar as well as the one most
dissimilar to the message just received. In the deck of messages
provided to the subject, all classes were represented except the one to
which the message received belonged, so that he was denied the
option of returning a message from the same class.

The results supported the hypothesis; subjects were, indeed, more
likely to substitute for the missing class a proximal, rather than a
distal, message. When subjects were asked to choose the most dissim-
ilar resource, the same order was obtained with the size of frequencies
reversed, as expected. The highest frequency occurred in the class
most distant from the one received, with a gradual decrease in fre-
quency for less remote classes.

Structure

The results obtained in the similarity study provided support for
the structural hypothesis by showing that classes which are closer to
one another in the configuration depicted in Figure 1, elicit more
similar responses. In a more direct test of this hypothesis, 120 subjects
were presented with six hypothetical situations in which they had
given a certain resource to a friend, and were instructed to indicate
what they would prefer to receive in return. Preference scores were
intercorrelated to find out whether resources closer in the order would
elicit more similar responses. As expected, the correlations were higher
the more proximal the resources. More important, this intercorrelation
pattern remained invariant across different exchange situations, that
is, when the resource given by the subject or the resource desired by
him varied. Several other investigations, exploring further aspects of

-
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resource theory, supplied additional evidence for the structural hy-
pothesis.

Exchange

A number of investigations were designed to test the proposition
that, given the choice, people would prefer certain resources over
certain others. More specifically, it was expected that exchanges with
the same or proximal resources would be more frequent than transac-
tions involving distal resources. Some of these investigations used
questionnaires, and others involved experimental manipulations. Both
exchanges of giving as well as exchanges of taking away, i.e., aggres-
sion—aggression sequences (Foa & Foa, 1974, pp. 220-238) were con-
sidered. In the questionnaire studies subjects were asked to imagine
situations in which they had given a particular resource to another
person, or in which they had been deprived of a resource by the other.
Using paired comparisons, they were then requested to choose the
preferred resources for reciprocation or for retaliation. In the experi-
mental work, subjects were actually deprived of a resource by the
experimenter’s confederate, and were then given the opportunity to
deprive him of a resource of their choice.

By and large, the hypothesis that exchanges between proximal
resources are preferred over transactions of distal ones was supported.
However, some additional factors influencing frequency of choice have
emerged from the investigations:

1. Although love tends to be exchanged mainly with love, money
is exchanged with a wider range of proximal resources, but seldom
with money itself.

2. The resource chosen for reciprocation is influenced not only by
the resource previously received, but also by the institutional setting
in which the exchange takes place. Thus, not surprisingly, love is
frequently used to reciprocate friends, and money is used in commer-
cial transactions.

3. In negative exchanges (i.e., aggression), retaliation by denial of
love is prevalent in hypothetical situations elicited by questionnaire
responses. In actual experimental conditions, however, retaliation with
a similar resource class is preferred.

On the whole, the results indicate that when no constraints are
imposed on the availability of resources, certain exchanges are more
likely to occur than certain others. However, such freedom of choice
may not be that common in real life. It is, therefore, of practical interest
* to study the effects of unavailability of the resource most suitable for
a given exchange. :

12
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Effect of Restrictions

It was hypothesized that restricting an exchange by denial of the
most suitable resources will have two effects: (1.) The response will be
more intense as if to substitute quantity for quality. (2.) In spite of
such increased intensity, the exchange will be less effective and less
satisfying than one that involves suitable resources.

Two experiments were designed to test these hypotheses. In the
first experiment, subjects who had been deprived of a given resource
could retaliate by using a resource that was predetermined by the
experimental design; however, they were free to choose the intensity
of retaliation. The result indicated that subjects who retaliated by
depriving the confederate of money chose the strongest retaliation
when the resource they had previously lost was love, the class most
distal from money. Moving away from the class of love, the strength of
the retaliation decreased progressively. This pattern was completely
reversed when the subject was premitted to deprive the confederate of
love. Furthermore, the results indicated that increased intensity of
retaliation, occurring when the resource available was not appropriate,
did not effectively reduce residual hostility in the resource of which
one had been previously deprived (Donnenwerth & Foa, 1974).

In a second experiment, positive exchanges were studied. Subjects
were induced to provide a stooge with a given predetermined resource.
The stooge then reciprocated by giving a resource to the subject. In
some cases, this resource was appropriate to the one previously given
to her by the subject; in other groups the stooge reciprocated with a
resource that was remote from the one she had received. Subjects were
then asked to rate their degree of satisfaction with this interaction. It
was predicted that those who reciprocated with an appropriate resource
would be more satisfied than the others. This prediction was well
supported for the less particular resources; appropriate exchanges of
love and status, however, were less satisfying than expected. A possible
explanation for this deviation is that the time allowed for particularlistic
exchanges was too short; as noted earlier, these transactions require
more time than do less particularistic ones. Indeed, when more time

was later available, degree of satisfaction increased (Teichman & Foa,
1975).

Helping Behavior
Within resource-theory framework, helping somebody in an emer-

gency is perceived as a particular type of exchange. The helper provides
some resource, often services, and, more rarely, money or goods;

13
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reciprocation consists most often in receiving expressions of gratitude
(love) from the helped, and admiration (status) from bystanders—
especially when helping involved some danger; on rarer occasions,
reciprocation may involve money or a gift (goods). This analysis
suggests that a person needing the resource expected in return for
helping will be more likely to help than somebody who needs a
resource different from the one expected. In the experiment designed
to test this proposition, subjects who had been deprived of a given
resource were then exposed to an emergency situation—hearing a
person in a nearby room ostensibly falling from a chair on which he
was standing. As predicted, subjects previously deprived of love were
the quickest to respond, whereas those deprived of money were the
slowest. Control subjects who were not deprived of any resource were
the fastest to offer help. Apparently, poverty in any resource inhibits
helping behavior, but less so when the act of helping provides an
occasion for offsetting the shortage (Foa & Foa, 1974, pp. 199-203).

With few noted exceptions, all these studies provided further
support for the structure of resource classes, since proximal classes
assumed more similar values on the dependent variables than did
distal ones. '

RECENT DEVELOPMENTS

Although early research was concerned with basic hypotheses
derived from resource theory, later investigations were directed to test
specific interpersonal issues.

Differentiation of Resources in Hetero- and Homosexual Males

Informal observations suggest that homosexual liasons are more
transitory than heterosexual ones, and, in general, do not require as
much emotional involvement. The assumption that these behavioral
differences would be reflected in cognition suggests the following
hypothesis: Heterosexual males perceive a closer relationship between
sexual behavior and love than do homosexuals. To test this hypothesis,
subjects were provided with cards containing statements that pertain
to sex, love, and services. They were instructed to sort them into two
piles according to their similarity. As expected, heterosexual subjects
combined love and sex statements into the same pile. Homosexual
subjects, on the other hand, separated sex statements from both love
and services; for them, the class of sexual behavior stands apart,

14
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differentiated from both love and services. These results may explain
the differential courtship behavior in the two groups, and the difficulty
in moving from one group to the other. It would be inappropriate for
a homosexual pursued by another male to insist that sexual encounter
between them should be postponed until emotional ties have been
established. On the other hand, a straightforward sexual approach in
heterosexual encounters may result in rejection, as being dissonant
(Foa & Foa, 1974, pp. 140-150) with the expected relation between sex
and love. Once this underlying difference has been identified, it can
serve as a guideline in the clinical setting. Through behavioral rehearsal
and training, the therapist can increase the match between the degree
of cognitive differentiation that prevails in the group to which the
client belongs and the behavioral practices to be adopted by him.

Asymmetry in Generalization

The issue of generalization among resources was also studied by
investigating what happens when love accompanies the transmission
of another resource. We were told by our parents and we tell our
children that by “being nice” one facilitates social exchanges. Is this
really true?

Sixth-grade students were taught material on the life of wolves by
teachers who acted friendly and warm in one class and cold and distant
(but not hostile) in the other class. Students of ““nice’” teachers not
only liked them better, but also learned more. This latter effect was
most pronounced when both teacher and students were females, and
almost disappeared when both were males.

In another experiment, subjects who were deprived of money by
a confederate expressed dislike for him. When the money was returned
in full the hostility of the subject decreased somewhat. Return of
expressed hostility to the low level which preceded deprivation oc-
curred only when money restitution was accompanied by expression
of liking and regret.

Both studies suggest that the effective transmission of a resource
is enhanced by the simultaneous giving of affection: students who
received love retained more of the information provided by their
teachers; restitution of money became totally effective in reducing
residual aggression only when accompanied by an expression of love.
We also found that deprivation of money results in a deficit of love:
subjects deprived of money expressed more hostility (aggression in
love) than did controls; high residual hostility was also expressed by
subjects after being engaged in mutual deprivation of money with a
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confederate (Foa & Foa, 1974, p. 197). If provision or deprivation of a
given resource affects the balance of other resources, then: (a) provision
of any given resource (e.g., money) should increase the amount of love
possessed by the recipient; (b) deprivation of love should produce a
deficit in other resources as well. The evidence, however, contradicts
these suggestions: money restitution by the harm-doer did not reduce
dislike for him; it seems, then, that provision of money does not affect
love. On the other hand, personal rejection (loss of love) did not
increase the tendency to deprive the rejector of money (Foa & Foa,
1974). _

Considered together, these various results suggest that generali-
zation across resource classes is not symmetrical. When love is provid-
ed, there is a gain in other resources, but no love is gained when other
resources are given. Conversely, deprivation in other resources results
in a loss of love, although love deprivation does not produce a deficit
in other resources. Consequently, the loss of love occurring when other
resources are taken away is not offset by receiving these resources. By
contrast, the gain in other resources when love is provided is not
wiped out by deprivation of love. In the long run, the system seems to
favor other resources over love; its loss following deprivation of other
resources is not offset by their provision. To maintain equilibrium and
avoid accumulation of hostility, it appears necessary that, in the long
run, more love should be given than received.

Asymmetric processes such as the one described here have been
found in other sciences: a classic example is the second law of
thermodynamics. In a closed system, asymmetric processes result in
progressive decay and only external intervention can maintain the
system in a steady state. The evidence for the asymmetry discussed
here suggests that it is impossible to achieve a self-regulating utopian
society; intervention and purposeful changes will always be required
in order to reduce tensions and preserve a viable equilibrium.

Further Results

Additional findings have been obtained more recently and are
summarized here below:

1. Using an instrument called IWIR (Inventory of Wishes for
Interpersonal Resources), devised to measure percelved need for each
class of resources, it was found that:

~a. with increasing age, need for love reduces much more than
need for money
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b. need for love is lesser in those who more often changed
residence in young age ‘

c. married people reported less need for love than unmarried
ones

d. prostitutes, drug addicts, and, to a lesser degree, alcoholics,
have a need for love and status higher than normals, but do
not, however, differ from normals in need for money and
goods

2. Experimental work has shown that anxiety about the threat-
ened loss of one resource generalizes to other resources according to
their position in the structure.

These latter findings serve well to illustrate the relevance of
resource theory to problems of society, a topic taken up in the
concluding portion of this chapter. In preparation for this discussion
of applied aspects, it seem appropriate to summarize what has become
known so far on the modalities of resource exchange.

RULES OF THE GAME

Resource exchanges can be likened to a game in which participants
give and take resources from one another. Their respective gains and
losses depend on the resource transacted, as well as on the conditions
surrounding the exchange; this notion is implicit in much of the
theoretical considerations and empirical findings discussed thus far.
Stating it in explicit form has lead to the exchanges rules which follow:

1. The larger the amount of a resource possessed by a person,
the more likely it is to be given to others.

2. The smaller the amount of a resource possessed by a person,
the more he is likely to take it away from others.

3. The nearer two resources are (in the structure), the more likely
they are to be exchanged with one another.

4. The nearer to love a resource is, the more likely it is to be
exchanged with same resource. Love is exchanged for love, money is
rarely exchanged with money.

5.- The nearer to love a resource is, the narrower the range of
resources with which it is likely to be exchanged.

6. For resources closer to money, the amount lost by the giver
tends to approach the amount gained by the receiver (so that one’s
gain is the other’s loss). _

7. When a resource is not available for exchange, it is more likely
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to be substituted by a less particularistic than by a more particularistic -
one..
8. The simultaneous transmission of love and another resource
increases the value of this other resource, or facilitates its transmission.
9. Taking away any resource (other than love) produces a loss of
love.

10. The optimal range (neither too little nor too much) of a resource
is narrowest for love, and increases progressively for resources closer
to money. . :

11. In absence of exchange, the decrease in amount of love pos-
sessed decreases, and is greater for resources closer to love.

12. Other conditions being equal, the probability of occurrence of
a given exchange is contingent upon the institutional setting in which
it may take place. :

13. The probability of love exchange is higher in small groups.
The opposite is true for money.

Such rules emphasize a main theme of the present chapter:
resource classes are different from one another, yet systematically
interrelated. Integration of their differences and similarities in a single
framework offers a fresh viewpoint for examining problems in modern
society.

APPLICATION TO PROBLEMS OF SOCIETY

There has been some progress in recognizing the close interplay
of economic and social factors which characterizes problems of modern
society, particularly those of metropolitan areas. Thus, an innovative
economist, Kenneth Boulding (1973), has proposed that love and fear
provide noneconomic reciprocation to economic grants, defined as
one-way transfers of economic goods. Furthermore, the search for
social indicators as indices of the quality of life has been spurred by
the realization that economic indicators present only a partial picture
of the state of society, because other factors, although less clearly
identified, influence human happiness and well-being.

Resource theory provides the conceptual tools required for devel-
oping this line of thinking in a more specific and precise way. It offers,
indeed, a unified framework that accommodates economic, as well ‘as
social, behavior. It spells out their diversities and, at the same time,
reveals orderliness in their laws of exchange and the environmental
conditions which influence the likelihood of specific transactions to
occur.
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Exchange Theory in Specialized
Settings

INTRODUCTION

The first section of this volume was devoted primarily to.a number of
general theoretical extensions of the initial exchange formulation. The
papers in this second section each take a more detailed look at several '
more specific domains—group leadership, organizational behavior,
and romantic relationships. Each illustrates how the general exchange
orientation can be heuristically applied within a selected problem area.
Although these areas are richly diverse, reliance on a common per-
spective should aid the reader to trace important linkages among the
various contexts. With each application, the implications of the shared
perspective are broadened.

These applications are applied only in a relative sense. They do
not spell out operational guides to action for professional practitioners
or policymakers, nor do they provide direct personal advice on how to
win friends and influence people. Rather, they constitute applications
in the sense that each borrows the basic orientation of exchange theory
and adapts it to some topic not emphasized in the initial formulations
of Homans (1961), Thibaut and Kelley (1959), and Blau (1964). Although
the concerns of these papers vary in specificity, the objective in all
cases is to extend the basic theory to specific contexts, rather than to
provide rules for coping with concrete problem situations. The goal is
primarily to extend descriptive theory, not to make prescriptions.

SCARCITY OF PRESCRIPTIVE APPLICATIONS

One may wonder why no explicitly prescriptive case studies have
been included in the present volume. It is because they rarely occur in
the published literature. As revealed by recent reviews and surveys
(Berkowitz & Walster, 1976; Chadwick-Jones, 1976; Emerson, 1976;

95
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Walster, Walster, & Berscheid, 1978), the social-exchange literature
consists entirely of research reports, descriptive theorizing and cri-
tiques thereof, and applications or adaptations similar to those in the
present section. There are numerous reports of investigations con-
ducted in applied field settings, but these are primarily validation
studies related to the general exchange framework.

One possible reason for this scarcity is that journal editors and
contributors often hold applied work in low esteem. Another is that
exchange theory may in fact have very little potential for application.
Although the first reason is undoubtedly valid, the second is not.
Speaking of one member of the exchange-theory family, equity theory,
Adams and Freedman (1976, p. 55) astutely note that a vast array of
social conflicts are fundamentally problems of real or imagined ineq-
uity, and that the theory thus has great potential relevance to economic,
legal, interpersonal, and intergroup relations. That is the good news.
The bad news is that the theory, in their view, is weakly prepared at -
present to be applied effectively. In particular, a major reason for the
poor level of applicability of contemporary equity theory is that it has
not been formulated with sufficient quantitative precision. They write:

There is a striking absence of attempts to quantify the magnitude of inputs
and outcomes (commensurately), and thus of inequities. . . . The earliest
studies focused on monetary exchanges principally because outcomes were
thereby roughly quantifiable, as were inputs such as productivity. In
retrospect, this was a tactical error because, by arousing curiosity in
counter-intuitive payment phenomena, rapid expansion of research into
more socially significant areas may have been inhibited. Be that as it may,
the point is that as equity theory matures . . . more precise measurement
of variables and parametric investigations appear desirable. (p. 52)

A first step toward quantifying equity theory, they continue, is
the establishment of a unit of measurement common to both inputs
and outcomes, perhaps by magnitude estimation or multivariate pair
comparison procedures. In any case, subjects—not experimenters—
would decide which entities are inputs and which are outcomes, for
Tornow (1971) has demonstrated that the same thing may be perceived
as an input by one observer and as an outcome by another. The second
step in their proposal is to put to work the common unit of measure-
ment, once established, and a suitable psychometric technology in the
systematic determination of additivity functions—that is, of functions
describing how component inputs and outcomes operate in combina-
tion in the production of experienced inequity.

It may seem at first glance that Adams and Freedman are suggest-
ing a route—a “primrose path,” even—similar to one taken in the
domain of operations research, namely, concentrating only on those
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phenomena which can be measured and modeled precisely. However,
their proposal calls not for confining attention to easily quantified
variables such as money and productivity, but rather for vigorous
programmatic efforts toward the expansion of the number and kind of
important variables that can be handled quantitatively. On this ac-
count, one may applaud the spirit of their proposal. However, it may
be far too optimistic. _

It may be too optimistic insofar as it assumes that the determina-
tion of additivity functions are basically technical problems that can be
solved through refinements in psychometric methodology alone. To us
it appears that these problems have no hope of solution except through
a broadly based attack combining methodological endeavors with
searching conceptual analyses. Strong interdependencies between con-
ceptual and operational questions are illustrated by recent proposals
and counterproposals for modifying Adams’s ratio definition of equity
so that measurement is not restricted to inputs and outcomes of
positive sign (Harris, 1976, Romer, 1977; Samuel, 1976a,b; Walster,
1976).

One basic conceptual question concerns when inputs and out-
comes are compared and when they are not. Any “‘common unit” used
by the experimenter to make comparisons that are not made by the
subject will succeed only in misleading. When inputs and outcomes
are qualitatively very different, the individual may resort to compart-
mentalization or other tactics for avoiding even the effort of comparing.
Consider love and money. ““Identical amounts” or “’amounts of identical
dollar or utile value,” even providing the phrases in quotes can be
given meaning, are not intersubstitutable. “Different amounts” are, a
fortiori, not substitutable, and often not even roughly comparable. The
classes of exchangeable resources used by Foa and Foa (Chapter 4, this
volume, and elsewhere as referenced there), two of which are love and
money, provide a promising approach to problems of noncomparabil-
ity.

Even when inputs and outcomes can be quantified, each in their
own units, one may be unable or unwilling to make comparisons.
Human-life costs can be measured precisely either in units of fatalities
or in years of life expectancy lost. In situations in which it is possible
to estimate the expected dollar cost of saving a given number of lives,
decision makers may strongly resist making the comparison, because
they do not want to know the rate of exchange they are accepting
(McKenzie & Tullock, 1975, pp. 160-162). Such decisions not to compare
may be personally rational, even if not morally defensible, if the
psychic costs of knowing are high enough. Beyond this, even if one is
both able and willing to make comparisons, one may be quite unwilling
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to reveal this fact. Consider the executives of an American automobile
company, who, some believe, knew quite well the rate of exchange
they were accepting between human lives and the added expense of a
safer fuel-tank design.

If Adams and Freedman'’s proposal is overly optimistic and am- -
bitious regarding general solutions to measurement problems, it is, at
the same time, too narrow. A more comprehensive plan of attack is
needed. We have already spoken of the interplay between conceptual
and measurement issues. There is also the crucial question of a
sufficiently broad observational base, where observations include both
research data and less formally obtained experience. Adams and Freed-
man note the need for practitioners—the “’public”’—to be familiar with
theory, but it works both ways. Theorists need to be familiar with the
- activities of practitioners and policymakers. They should know, for
example, what kinds of problems and decisions are faced, and under
what conditions and constraints. They should understand the differ-
ence between successful and unsuccessful practitioners, and should
know something about the interactions between individual differences
and situational variables. In brief, they need to be sensitized to the full
range of relevant factors in each specific context of interest.

OPTIMISTS AND PESSIMISTS

Application is a matter of proceeding from the general to the
particular. Ideally, one’s theory is sufficiently general to provide
solutions for all the kinds of problems one encounters or accepts.
Although less elegant, a collection of less general theories or heuristics,
plus some scheme for knowing when to try which, may work almost
as well. This is approximately the situation in management science.
Several different theories, models, and techniques (decision theory,
game theory, linear programming, dynamic programming, queuing
theory, network theory, and Monte Carlo techniques, among others)
are available. No one is applicable to all types of problems, but it is
often possible to structure a given problem to fit one or another. In a
field which is behavioral and predominantly descriptive, such as
organizational behavior, neither the theories nor the guidelines sug-
gesting when to use which ones are nearly as well explicated at present.
Perhaps they never will be. It depends greatly on the boundaries
defining the field—that is, on how many poorly structured problems
are accepted. Beyond this, there are strong differences of opinion about
the degree of theoretical generality that is possible in principle.

The radical optimists include advocates of General Systems Theory,
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who hold that physical, biological, and social systems share a number
of basic principles that make it possible to say quite a lot about a
system without knowing much about the special area or discipline in
which it is encountered (Bertalanffy, 1968, 1975; Laszlo, 1972). The
radical pessimists are not in evidence, having gravitated no doubt to
fields outside science about which they feel more sanguine. Among
social psychologists, a relatively pessimistic position is taken by
Gergen (1973), who feels that, in his field at least, it is not possible to
establish predictive principles that are truly independent of time,
place, and circumstance. According to this view, social psychologists
should strive to conduct themselves professionally more like historians
and less like physical scientists. If the pessimists are the more nearly
correct, then evidently the best that can be hoped for from behavioral
theory is a set of heuristic sensitizing devices that require periodic
updating in response to changing times. Contrasting positions have
been taken by Schlenker (1974) and Triandis (1978), and most of the
fall 1976 issue of the Personality and Social Psychology Bulletin was
devoted to an exchange of arguments on both sides.

The pessimistic view has at least one very optimistic implication.
It can serve as a powerful antidote to the burden, mentioned above,
that a behavioral scientist might experience in attempting to apply
theory. If one accepts the fact that a major function of behavioral theory
in application is to sensitize, success does not hinge on predictive
precision.

THE PRESENT CONTRIBUTION

Having glimpsed several pressing problems in the utilization of
exchange theory for predictive application, we can now consider the
present array of chapters in which application takes the form of
theoretical elaboration or extension.

In the first selection, Edwin Hollander looks at the development
and maintenance of leadership in small groups. His chapter contains
a synthesis of his extensive contributions to this area. One of the most
significant of these is his elaboration of the concept of one’s group
credit rating. People do not, as the initial theories often assumed,
attend only to the payoff structure at the moment of action. They also
appear to respond to the pattern of previous payoffs, such that an
individual may, through good works, acquire the credit to deviate in
subsequent transactions. This emphasis on payoff history is fully
congruent with the arguments of Levinger and Huesmann (Chapter 8,
this volume) for historically sensitive analysis of exchange relations. In
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addition, Hollander’s paper calls attention to the attribution process in
followers’ evaluations of either the leader’s actions or motives. He thus
joins a number of other exchange theorists who have explicitly incor-
porated elements of attributions into their models (e.g., Greenberg,
Chapter 1, this volume). Also noteworthy is Hollander’s conceptuali-
zation of leadership as an exchange between leader and followers. By
stressing influence and transfers in both directions, he provides a more
balanced view than the unilateral one. Leaders are given more latitude
to deviate from general norms in exchange for compliance with the
more specific and crucial requirements of their role. The most important
of these role requirements relates to attaining group goals and treating
followers fairly.

In Chapter 6, Walter Nord proposes a resource-exchange paradigm
for examining exchanges within and between organizations and the
impact of these exchanges on organizational structures and processes.
This paradigm, which represents a hybrid of the microconcerns of
exchange theorists and the macroconcerns of “resource’” theorists,
provides a set of concepts capable of integrating research at a variety
of levels of organizational functioning. Although the framework de-
veloped by Nord can be applied to microlevel phenomena such as
individual exchanges between organization members, the paper’s
major contribution is in providing a meaningful framework for inte-
grating phenomena at the macrolevel, such as interorganization net-
works, exchange between organizations, and between organizational
subunits such as departments and divisions. Although the unit of
analysis is the organization or department and not the individual, one
can see striking similarities between the processes affecting these
macro and micro units. Particularly noteworthy is the interplay be-
tween strategic and normative components. The evidence reviewed by
Nord illustrates further the limits of a strictly economic exchange
analysis of organization transactions, and demonstrates the need for
including specific resources such as status, trust, and approval. This
point is directly related to the major thesis of Foa and Foa (Chapter 4,
this volume). ‘

Richard Willis and Irene Hanson Frieze, in Chapter 7, consider
the effect of sex roles on exchange processes as these mediate romantic
relationships. They outline a framework or model for interrelating pair
formation, compatibility, and stability. Illustrating the heuristic use of
this model, they derive a number of hypotheses and briefly report
recent evidence in support of some of them. Initial pair formation is
viewed as a global exchange process in which the rate of exchange is
determined by psychological processes, social roles, and “’economic”
factors of supply and demand. More specific similarities and comple-
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mentary differences contribute to subsequent compatibility, with both
the need and resource aspects of dispositional traits being taken into
account. Stability is viewed as jointly determined by intrinsic compat-
ibility and by external conditions of supply and demand, in particular,
the numbers and kinds of “loners” available to provide alternative
relationships. Here again, as in the previous chapter by Nord, both
micro- and macrolevel variables are represented. It should be noted
that although this model clearly views even romantic relationships as
being influenced strongly by economic factors of supply and demand,
it in no way implies anything like direct exchanges of love and money.
The principles of economic exchange, as traditionally developed for
material commodities and impersonal services, are taken seriously but
not literally, so to speak, and have been modified substantially in their
application here.

Levinger and Huesmann'’s treatment of the love relationship
(Chapter 8) shifts the perspective from the general payoff structure in
the dyad as it is fashioned by the broad social context to the microlevel
of the relationship itself. In order to account for the shift in dyadic
relationships over time, the authors propose fundamental alternatives
in the traditional exchange perspective. The latter has almost exclu-
sively been concerned with payoff structures as they are frozen at any
given juncture of a relationship. If changes in payoff patterns are
discussed, it is primarily in the context of exploring the effects of a
specific factor (e.g., causal attribution, order effects) on the change in
payoff value for a given outcome. Yet in the present chapter, Levinger
and Huesmann shift from a synchronic to a diachronic mode of
analysis, elucidating the dynamic, ever shifting, and multiplex altera-
tion of the payoff structure over time. Although one can hardly view
the present treatment as a completed design for diachronic analysis, it
is a significant first step in a vital direction (Rosnow, 1978).
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In 1921 begon Giovanni
Alessi een metaalwerkplaats
gespecialiseerd in het maken van pan-
nen en eetgerei voor ziekenhuizen en
hotels. Nu is dit familiebedrijf met 450
werknemers en 200 miljoen gulden
omzet niet alleen toonaangevend voor
keukengerei maar vooral voor design
in de brede betekenis. Frans Haks,
voormalig directeur van het Gronfnger

Museum sprak met Alberto Alessi.

H: ‘Jullie bedrijf begon met pannen en nu is er een enorme varie-
teit aan producten. Was jij verantwoordelijk voor die uitbreiding?®’
A: ‘Ja, dat was vooral mijn werk. Vanaf het moment dat ik in de
fabriek kwam, was ik in ontwerpers geinteresseerd zoals Sottsass,
Mendini, Sapper, Castiglioni. Zij waren mijn leermeesters.’

H: ‘Gebruikte jij hen om het assortiment van de fabriék te verbre-
den of gebruikten zij jou om hun ideeén gerealiseerd te krijgen?’
A: ‘Wij gebruikten elkaar en profiteerden van elkaar. Dat doen we
tot op de dag van vandaag.’

H: ‘Welke zekerheden bouwde je in. Vertrouwde je op marketing-
medewerkers®

A: ‘Ik zie niks in marketing en word daarin gesterkt door de auto-
industrie. Daar onderzoeken ze welk deel van welke auto het best
in de smaak valt, vinden uit hoe de ‘ideale’ auto eruit moet zien
zodat alle nieuwe auto’s op elkaar lijken, ongeacht het merk.

Met die methodes wil ik niks te maken hebben. Ik vertrouw op »

FRANS HAKS (R) COMMUNICEERT MET AIBERTO ALESSI (L)
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>ienaars, ontwerpers, architecten die niet afgaan op wensen
... derden, maar die ontwerpen waar ze zelf van dromen.
“~zéren nieuwe behoeftes.’
“rd je daardoor aanvankelijk beschouwd als de dorpsidioot
-t bedrijf?’
. ~anvankelijk wel, maar na zoveel jaar ziet iedereen wel in dat
-ze aanpak tot een specifieke productie leidt die ook commercieel
:teressant is.’ : '
{oe kan dat? Innoverend, cultureel van belang en ook nog
. mercieel interessant?’
rat heeft met onze manier van werken te maken. Ik heb con-
«c. et de kunstenaars die ik om ontwerpen vraag of die zelf met
rorstellen komen. Het prototype dat dan ontstaat, wordt beoor-
«e:d door de hoofden van de diverse afdelingen verkoop, finan-
én enzovoort. Dat moet de garantie opleveren dat het mooie en
>windende ook verkoopbaar wordt.
is »en voorstel wordt afgekeurd, heb ik het recht om een joker te
2kken. Twee heb ik er per jaar en dat betekent dat ik tegen de zin
:n iedereen in toch een productie kan doorzetten. Wordt het afge-
:urde model een succes, dan krijg ik mijn joker terug en kan die
onieuw gebruiken.’
i: ‘Heb je een voorbeeld van een joker?
: ‘Ja, de kurkentrekker ‘Anna G’ van Mendini.’
' “‘Waarom keurden ze die af?’
: ‘Je weet toch dat Mendini de reputatie heeft zo radicaal te zijn
1t je zijn producten niet verkoopt. Waarschijnlijk heeft niemand
»ed gekeken, en direct ‘nee’ gestemd, omdat het toch niks kon
ezen. v
let is inmiddels zo’n groot succes geworden, dat het tot de best
rkochte voorwerpen hoort. Mendini werkt nu aan een hele fami-
e van verwante vormen met verschillende functies. Een meisje dat
zlt als je aan haar schudt en dat een vlam op haar hoofd produ-
zert als je op haar armen drukt. Zo komen er totaal wel tien ver-
‘hillende voorwerpen.’ ,
I: ‘Je zou dus van een ‘fiasco’ in de beoordeling kunnen spreken.
2n voorstel afkeuren terwijl het om een potentiéle bestseller gaat.
: het omgekeerde ook wel het geval? Een ontwerp dat luide wordt
toegejuicht en niet verkoopt?’
A: ‘Ja, dat maken we ook mee. We hadden hoge ver-
wachtingen van de set in plastic van Michael Graves
en die blijkt niet te verkopen. Ik neem aan dat het
als ‘te droog’ of ‘te seriematig’, niet bijzonder en
verrassend genoeg wordt ervaren.’
H: “Wordt zo‘n mislukking als een ramp
beschouwd?’ '
A: ‘Commercieel is het natuurlijk
niet leuk, maar ik ben ervan over-
tuigd dat Alessi niet interessant
meer is als er geen fiasco’s meer
zijn.’
H: “Wat is jullie absolute topper?’
A: ‘Het olie- en azijnstel van Sottsass
zestig- zeventigduizend per jaar ver-
kopen we daarvan en dat al twintig

jaar lang.’

’

de systematische ideologie uit de
jaren zestig. Achterlijk dus in verge-
lijking met het jaar van ontstaan. Is »
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H: ‘Het ziet eruit als een product van .
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t succes vooral te danken aan de fallische vorm van de flesjes die
zo lekker in je hand kunt nemen?’ :

‘Dat extra is typerend voor onze producten. Aan de ene kant
zentijds in vorm, goed, functioneel en een goede verhouding van
ijs en kwaliteit en aan de andere kant een meerwaarde. Vaak wor-
‘n onze gebruiksvoorwerpen helemaal niet voor gebruik-gekocht.

» worden gekocht als ‘hebbertjes’ en nog vaker als cadeaus.
1ardoor maken onze succesartikelen twee fasen door. De eerste

ie jaar zijn onze klanten vooral diegenen die het product in elk
-val willen hebben omdat het door Starck, Castiglioni of Sapper
itworpen is. Voor hen is niet van belang of het een asbak, een pan
“een fluitketel is. '

1arna dringt het door tot die groepen die meer letten op de func-
mele en financiéle kant. Is ook dat in orde dan volgt na drie jaar
:t grote succes met de enorme oplagen.’

: ‘De belangrijkste ontwikkelingen in de kunst van de laatste twee
:cennia zijn duidelijk aan jullie productie af te lezen, van postmo-
:rne architectuur in thee- en koffieserviezen uit het begin van de
ren tachtig tot en met strips in de keuken nu. Hoe doe je dat?”’

: ‘Ik volg mijn neus en gevoel.’

: ‘In de kunstwereld draait alles om het onbegrijpelijke van de
mst. Musea, galerieén, kunstbladen ontlenen allemaal hun 0 ) et KOEKBLIK MET ‘KAAK’DEK
:staan aan de noodzaak om moeilijke kunst aan het volk uit'te e S RUIKEND NAAR VANILLE, S. GIovAa
3gen. ' ; : '
‘essi, jij vooral, legt helemaal niks uit. Je kiest de meest interes-
nte kunstenaars uit, geeft die opdrachten, produceert, distribueert
1 verkoopt zodat je de dromen uit het atelier van de kunstenaar
chtstreeks bij de mensen thuis brengt. Voel jij je verwant met de
nst- en museumwereld?’

: ‘Ja, wij zijn bemiddelaars, net als degenen die in de officiéle
mstwereld werken.’

: ‘Produceren jullie kunstwerken?

: ‘Ja, onze producten zijn anders dan je verwacht.’
“: ‘En dat is een van de beste definities van kunst.” e
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hold an unmerited position in the thinking used in
education, management development, consultancy
and in the real world of managing businesses. Not
only does this lead to poor results and bad practice

1
2
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but may actually inhibit the take-up of newer and
better approaches. It may be time to relinquish our
fondness for SWOT analysis which seems now to
have passed its sell-by date.
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Een paar maanden geleden verscheen een opmerkelijk
artikel in het tijdschrift Wired. Nieuwe technologie, globali-
sering en open markten zullen er voor zorgen, dat de economische
groei van dit moment tot minstens het jaar 2020 zal voortduren. In
‘The Long Boom’ schetsen de schrijvers - redacteur Peter Leyden en Peter Schwartz,

mede-oprichter van Global Business Network en auteur van The Art of the Long View - het

beeld van een samenleving die een kwart eeuw van voorspoed en vrijheid tegemoet gaat, maar ookvan

milieuherstel en vernieuwing. Over de hele wereld heeft hun fascinerende en optimistische theorie tot

opgewonden reacties geleid. Safe verwierf de Nederlandse rechten van dit opzienbarende en Hjvige

verhaal en bewerkte het tot bijgaande handzamere versie.

et verhaal begint in de Vere-
nigde Staten, waar in de jaren tach-
1ig een sombere en besmettelitke op-
vatting heerste: ‘Amerika s in verval,
de hele wereld gaat kapot en onze kin-
deren zullen het veel siechter hebben
dan wij.” De argumenten: er zijn steeds minder goede banen,
de arbeidersklasse vervalt tot armoede en de criminaliteit
onbeheersbaar. Doemdenken was trocf, en niet
alieen in de VS. Conflicten met de potentie van escaiatie
bepaalden het wereldnieuws. Natuur en milieu gingen kapot
als gevolg van het broeikaseffect en de aforaak van de ozon-
laag, en als we al niet zouden sterven aan kanker, was het door
een of andere ramp. Het onderwijs faalde hopeloos, en de spij-
belende jeugd was in het gunstigste geval versiaafd aan ham-
burgers en de flipperkast, maar veelal aan drugs en crimineel
gedrag. Een decadente samenleving, rijp voor de ondergang...
Nadien werd die pessimistische visie enigszins bijgesteld.
Door de groei van de econormie, de ontwikkeling van de aan-
delenamarks: en het aantrekken van de werkgelegenheid leek de
wereld ineens zo'n beroerde plek niet meer. Zij het voor de
haves. Voor het overgrote deel van de wereldbevolking dreig-
de onvermijdeiifk armoede en de negetieve gevoigen van het
verval van ons milieu.

De boodschap van nu is een héél andere. We staan 2an het
begin van een wereldwijde economische boom, zoals die zich
nooit eerder heeft voorgedaan. We zijn in een fase van door-
gaande groei terechtgekomen, die neerkomt op een verdub-
beling per twaalf jaar en die miljarden mensen op aarde meer

welvaart zal kunnen brengen. We zitten op de eerste golven
van ¢en cconomische vioed, die probiemen zal oplossen die nu
nog onoplosbaar lijken, zoals met name de aanpak vaz honger
en armocede, én de sanering van het milicu. De periode 1980-
2020 wordz een tijdperk van ongekende bloel. In de hoogont-
wikkelde westerse landen zulien nieuwe technologieén leiden
1ot een sterke stijging van de productiviteit en groet van de
economie. Het proces van globalisering, het opengaan van
nieuwe economicén en de integratie van de markien zal zich
over de hele wereld voortzetmen. Azie, het gerevitaliseerde
Amerike, en de tot en met Rusiand geintegreerde Europese
Unie zullen zich samen ontwikkelen tor een mammoet-
economie, die de overige regio’s vrijwel zonder uitzondering
op sleeptouw zal nemen. Zo zal in de volgende eeuw een
nieuwe, wereldomspannende beschaving floreren...

Laten we eerst eens terugkijken naar de periode vanaf
de Tweede Wereldoorlog, de tiidspanne 1940-1980, die voor-
afgaat aan het even lange tijdperk waarin we ons nu bevinden.
Eerst kwam er een golf van nieuwe technologie beschikbaar,
die niet alleen wegens de oorlogsinspanningen was veriraagd,
maar door diezelfde inspanningen ook sterke impulsen kreeg.
Daarbij denken we aan de mainframe-computers, atoom-
energie, raketten; aan straalvliegruigen voor de burgeriucht-
vaart, moderne auto’s, teievisie. Er kwam een min of meer
geintegreerde markt voor wat de vrije wereld werd genoemd,
met een Wereldbank en een Internationaal Monetair Fonds.

Met name de VS beleefden in de jaren vijftig een stormachti-
ge economische groel, die de westerse economie ot in de jaren



WA havindan anc .
d¥2 DEVIOEE CFS op dit moment op de eerste

=r-gigolven van een economische vioed, die problemen zal oplossen die
inu nog onoplosbaar lijken, zoals met name de aanpak van honger e
barmoede, én de sanering van het milieu.

De periode 1980-2020 wordt een tijdperk van ongekende bloei.

H

zestig op sleeptouw nam. Daaraan kwam in de jaren zeventig
een einde, met een hoge inflatie die onder andere het gevoig
was van een té snelle economische expansie. Maar in de
periode 1950-1973 was de wereldeconomie jaarlijks met 4,9

ziin een scenario op e stelien voor een wezenlijk betere wereld
in 2020. Voor een goed begrip: het is géén voorspeliing, maar
een scenario.

Een plausibel scenario, omdat w: ers al beschikken over

¢ imm

procent gegroeid, een tempo dat sindsdien niet meer is ge-
evenaard. Op de golven van die ronkende economie en groei-
ende welvaart voigden sociale, culturele en politieke reper-

ussies. De jaren zestig en zeventg stonden in het teken van
tal van sociale hervormingen. En aan het einde van de jaren
zeventg kwam zelfs het door menigeen niet voor mogelijk
gehouden proces op gang van het bedindigen van de Koude
Oorlog, war uiteindelifk de weg zou vrijmaken voor een

de basiskennis voor vijf grote technologische ontwikkelingen:
1 de personal computer, 2 de elecommunicatie, 3 de bio-
technologie, 4 de nanotechnologie en 3 de alternatieve ener-
gie. Bijgaand worden ze stuk voor stuk behandeld.

De grote gemene deler van die viif is, dac zij een snelle econo-
mische groe! mogelijk maken zonder dat het milieu verder
word: aangetast. Het scenario dat we hier opstellen is niet
gebaseerd op een wewenschappeiijke doorbraak - zoals destijds

-
an

de kernfusie voor het opwekken van energie - maar op reeds
in gang gestelde ontwikkelingen. Daarbij beweren we beslist

niet, dat er geen onzekere factoren zouden zijn, waarbij we

wereldwiide economie mez geintegreerde markren.

EEN PLAUSIBEL SCENARIO biivoorbeeld kunnen denken aan de grilligheid van politiek en
Dic periode van veertig jaar overziend, en 2l een eind op weg  leiderschap, of aan natuurrampen als aardbevingen, branden

volgende tijdperk van vier decennia, moet hetmogelik  en overstromingen.

o oo o s e e
TR IR R

Rond 1980 kwamen er twee belangrijke ontwikkelingen op gang: de komstvan de
personal computer en het einde van de traditionele telefooncommunicatie. Het
effect van die vernieuwingen was in de tussentiggende jaren al duldelijk zicht-
baar. In dejaren tachtig deden computers op steeds grotere schazl hun intrede

in het bedriifsleven. En vanaf 1990 komen ze in hoog tempo cnze huishoudens
binnen. Geen industrie of dienstensector die niet profiteert. Het vermogen van de
chip wordt gemiddeld elke achttien maanden verdubbeld. Futuristische gimmicks
als handschrift- en stemherkenning worden binnenkort mogelijk en eenvoudic.
Omstreeks 2010 maakt Intel een chip die een miljard transistors bevat, honderd
keer complexer dan de meest geavanceerde geintegreerde Circuits van de late
jaren negentig. En omstreeks 2015 zullen er systemen voor betrouwbare simul-
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taanversatingen bestaan, diein de wereldwijde communicatie elk taalprobleem
opheffen. Het traject van de telecommunicatiegolf loopt ongeveer paraliel aan
datvan de computer. En inmiddels komen die twee wegen sa
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eikaar verbonden en voeden over en weer elkaars fenomenate groel. In 1998 zal het wereldwijde telefoonnetwerk Iridum voltooid

-

men. Computers en communicatiesystemen ziin onlosmakelijk met

enm

iin; in 2002 wordt Teledesics wereldwiide Internet-netwerk operationeel. Deze twee projecten zullen - samen metandere - in het
begin van de 21ste eeuw een naacioze verbinding mogeliik maken met elke informatie-infrastructuur ter wereld. Qok op het gebled
van telecommunicatie vinder we van die voorheen futuristische toepassingen als de video-telefoon, die omstreeks 20C5 aan een
zeker fiikende opmars zal beginnen,
Een nieuwe media-industrie komt op dit moment explosief te voorschiin en credert unieke kansen op bijvoorbeeld het gebied van
interactieve communicatie en individuele dienstverlening. Vanaf het moment dat de traditionele wereld de verhuizing van de win-
kel naar cyberspace in gang zette, werden er nieuwe soorien banen gecrederd. Veel mensen gingen envanuit dat computernetwer-
ken talvan intermediaire banen overbodig zouden maken. Datis voor een deel ook wel waar gebleken. Maar we Zien ook dater

ol 0 N G 0 ool e NS 1B

nieuwe funciies ontstaan in het contact tussen kopers en verkepers. En met de besparingen die het netin de distributie van goede-
ren oplevert, kunnen nieuwe initiatieven worden gefinancierd en nieuwe banen worden geschapen.
P oo RO i RS R e




- 3 BIOTECHNOLOGIE

Tegellik met de eeuwwisseling zal de derde van de grote technologzsche vernieuwin-
gen op gang komen. Na enkele vaise starts in de jaren tachtig en negentig begint de
biotechnologie het terrein van de medische wetenschap te veranderen. Belangrijkin
die ontwikkeling is de afronding, in 2001, van het Human Genome Project, dat pro-
beert alle menselijke genen in kaart te brengen. Een dieper inzicht in ons genetisch
materiaal zal een reeks van doorbraken mogelijk maken in het genezen en voorkomen
van erfelijke Ziekten. Omstreeks 2012, zo mag worden aangenomen, zal een geneti-

che kankertherapie voldoende zijn geperfectioneerd. Viif jaar later moet een derde
ven alle vierduizend nu bekende erfelijke ziekten door genetische manipulatie kun-
nen worden voorkomen.
Inheteerste dee van de nieuwe eeuw za een dieper inzicht in de geneticz, de men-
seh;xe Siclogie en de organo-chemie leiden tot een reeks van krachtige medicijnen

n therapiedn. De b;otechmsche mdustneen bevinden zich op it moment alin een
st*oomve rsnelling en scheppen veel nieuwe we*xge!egeme}d ﬁ.,. eerste belangrijke
verwervenheden zullen tz.ssew 2000 en 2010 op de markt kom
De bictechnische revoluti it een sterk effect op nog een hee‘aﬁéer terrein,
nameliik de agrarische S&C‘O.. Hetzelfde betere inzichtin de genetica leidt tot een ; :
verbeterde teelt van gewassen. Omstreeks 2007 zuiien de meeste landbouwproducten vc{ce's ce }e‘zsc?* bepaaide methoden

worgen geteeld. Hetzelfde zal geiden voor de veeteelt. Over de wenselijkheid en de grenzen van het kionen en al wat daarmee

samenhangt, lijkt een brede maatschappelijke discussie inmiddels op zijn plaats, maar de haalbaarheid ijdt inmiddels nauwelijks
meer twijfel. Superprocuctieve dieren en uiterst sterke gewassen met hoge opbrengsten kunnen een ware groene revolutie teweeg-
brengen in arme landen met een hoge bevctk‘tmsm"% eicf.

En ua de vierde ;ecs,.oiog:sc‘ze goi ce na'zotecimoiogze Naﬁc be;eken* €én mitlard
ste deel. Daarin te rekenen behcorde vroeger tot het rijk van de sciencefiction. Maar
deze microscopische technologie zal omstreeks 2015 werkelijkheid worden. Tot de eer-
ste commerciéle resultaten behoren uiterst kleine sensoren die in de bloedsomicop kun-
nen worden gebracht, om daarover informatie te verwerven en door te geven. Omstreeks
2018 zullen deze micro-apparaten in staat Zijn cellen te herstellen. In theorie kunnen
tailoze producten met deze techniek efficiénter worden gefrabriceerd. Omstreeks 2015
zal de nanotechniek kunnen worden toegepast voor berekeningen op atoomniveau. Nu
er, zoals eerder vermeld, wordt gewerkt aan de miljard-transistor microprocesser, diein
2010 beschikbaar zal zijn, {ijken wetenschappers en technici op oncverkomelijke barrig-

res te stuiten: de omvang van de gefntegreerde circuits is immers zo klein geworden, dat optisch-lithografische technieken falen.
Maar juist wanneer de grenzen van de ruimte voor microprocessing lijken te ziin bereiks, zal de quantum computing beschikbaar
komen, waarmee de samememg de :est van de 2’§ s*'e eeuw onve"mnce:é kan voortgaar opde zrgesagea tecﬁnowgzsche wegen.
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De vier cenoemde technologische vernieuwingen van deze £id - computers, telecommunicatie, biotechnologie en nanotechnoiogie
- dragen bij aan een krachtige golf van nieuwe economische activiteit. Anders dan tiidens de industrialisatie, die ook z0'n golf
veroorzazkte, hoeft dat ditmaal niet ten koste te gaan ven het milieu. De biotechnologie bijvoorbeeld wedijvert met de natuurin
plaats van er roofoouw op te plegen, enverviilt nauwelijks. Ook de informatietechnologie, die de elekironische en niet de fysieke
weg bewandelt, vercorzaakt maar heel weinig vervuiling en bestrijdt die zelfs. Zo is de betrekkelijk eenvoudige informatie-uitwis-
seling per fax 2l zeven maal meer energiebesparend dan verzending per post. Niet dat dit soort verbeteringen in efficiency al ge-
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noeg biidragen om de heersende aantasting van het mili

Alrond de eeuwwisseling verwachten

moet worden biigevuid. Ut

GLOBALISERING

De viif genoemde wechnologische ontwikkelingen vormen nog
maar de helft van het verhazal. De andere helft betreft een
abstractere, maar niettemin minstens even sterke krachg,
namelijk de globalisering. Drijvende krachien daarbij zijn niet
alleen economische motieven, maar vooral 0ok een zich open-
stellende samenleving.

De globalisering kwam rond 1980 op gang. Vooral Michael
Gorbarsiov heeft sterk bijgedragen aan latere gebeurtenissen
ais de val van de Berliinse Muur, de incenstorting van het
Sovijet-imperium en de bedindiging van de Koude Oorlog.
Gorbartsjov heeft ook de aanzet gegeven voor de democratise-
ring van de voormalige QOostbiok-landen, inclusief Rusiand.
Ziin glasnost en perestroika, openheid en herstructurering, vor-
men de sleutel voor de ‘long boom’ waarin wij ons bevinden.
In zijn voerspoor bewerkszelligde Deng Xiaoping in China een
vergelijkbare mate van openheid en economische hervorming.
Twee historische processen met wereldwijde invioed.

In Europa liggen twee gebeurtenissen aan de globalisering ten

u het hoofd te kunnen bieden. Maar wat dat betreft mogen we onze hoop
vestigen op de viifde gotf van nievwe technologie - de alternatieve en duurzame energie.
we een sterke impuls met de
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introductie van de hybride elektrische auto. En de volgende stap
is ook al gezet, namelijk in de luchtvaart, in de vorm van experimenten met hybride straalmotoren die door gasturbines worden
2angedreven. Omstreeks 2005 zuilen die systemen dan ook weer in de autc-industrie toepashbaar zijn. Dan gaat het om auto’s die
gas gebruiken om de ingebouwde generator aan te drijven, die vervoigens de elektromotoren op de wielen aandrijft. Tegen die tijd
zal de auto-industrie bovendien gebruikmaken van uiterst sterke en uiterst lchte nieuwe materialen in plaats van staal, waardoor
de auto's nog zuiniger zullen rijden en hun omgeving minder zullen vervuilen.
Dan komt de voigende stap: motoren van hybride auto’s zullen worden aangedreven door waterstofceilen. Waterstof, het eenvou-
digste en meest overvioedig aanwezige element in het universum, wordt biivoorbeeld ook de brandstof voor de generatoren van
krachtcentrales. En de enige afvaistof is... water. Geen uitstoot, geen kooimonoxyde... gewoon water. Binnen tien jaar zulien er
- overgangsmodeilen van door waterstof-energie aangedreven auto’s werden gebouwd, Gie hun brandstof
nog uit gewone benzine zullen halen. Maar omstreeks 2010 zal waterstof worden geproduceerd door spedia-
le raffinaderijen, waarmee 2uto’s vele maanden - of duizenden kilometers - kunnen rijden voordat de tank
teindeliik zal deze brandst
te ziin. Voor de auto-industrie betekent deze ontwikkeling niets minder dan een volledige omschakeling in
het eerste kwart van de voigende eeuw. Deze industrigie omschakeling geeft prikkels aan de wereldwijde
ecenomie. De fossiele brandstoffen steenkool, aardgas en olie zullen nog totin het midden van de 21ste
eeuw een primaire voeding voor krachtbronnen biijven. Maar omstreeks 2020 zullen bijna alle motorvoertui-
gen hybride zijn, en de meeste zullen dan me? waterstofcellen ziin aangedreven. Dan kan de wereld weilicht
zelfs méérauto’s verdragen. Mool zo, want tegen die 8iid zijn twee miljard Chinezen ook aan een auto toe.
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f nlet alieen goedkoper, maar ook veel veiliger blijken

grondslag. Het slechten van de barrieres tussen Oost en West,
0T en met het nooit voor mogelijk gehouden lidmaatschap van
de NAVO voor landen die tot voor kort als de vijand golden.
En de {uitbreiding van de) Europese Unie, met straks de euro
als gezamenlijke en enige munt.

Omstreeks 2005 komt onvermijdeliik ook Rusland in beeld.
Hert heeft dan vijftien jaar gesukkeld met de overgang naar een
kapiralistische economie en daarbij de westerse buren nogal
eens op stang gejaagd met maatregeien die een terugkeer naar
de centraal geleide staatseconomie deden vermoeden. Maar
na twee decennia van openlijk mafia-achrig kapitalisme, zal
Rusland een solide economische basis kunnen hebben. Dan
zullen talloze Russen in het nieuwe systeem hebben geinves-
teerd en het werk-ethos van het kapiralisme hebben overge-
nomen. Die omwenteling zal omvangrijke buitenlandse inves-
teringen aantrekken, onder meer voor hulp bi} de exploitatie
van de Russische rijkdom aan bodemscharien. Rusland wordt
voor de Europese Unie en de rest van de wereld een van de
grootste markien.



Allang voordat de andere Aziatische landen aan hun recente
opmars begonnen, had Japan aan het beginvan de jaren tach-
tig zijn economie al geperfectioneerd, i} het gebaseerd op het

@ industricle tijdperk. Omstreeks 199C zijn de spelregels van de

| wereldwijde economie veranderd. Veel van de factoren die
lange tijd in Japans voordeel hebben gewerkt, zoals de zeker-
heid van een baan voor het leven en een beschermde thuis-

2§ markt, werken nuin het nadeel van het land. Japan kijkt nu dan

§ ook naar de Amerikaanse netwerk-economie en is bezig dat
model over te nemen. In hetjaar 2000 2l zal Japan een reeks

| van ziin voorheen beschermde markten hebben opengegooid,

= wateen ernorme stimulans zal betekenen voor de wereldeco-
nomie. En het mag worden gezien ais een prelude op de econo-
mische opbloeivan China.

In 1978 zette Deng de eerste stappen op weg naar de Hberalise-

ring van de centraal geleide communistische economie. Alin de

jaren tachtig schoot de groei ven de Chinese economie door
naar een gemicdelde van tien procent per jaar. In de jaren negentig explodeerde de Chinese economie en begon vriiwe! de
hele kust te bruisen van activiteit. Nieuwe steden schoten uit de grond. Het jaar 1997 - waarin China zowel de dood van
Deng als ce teruggave van Hongkong beleefde - symboliseert het einde van de ideologische overgang en de geboorte van
een reusachtige economische wereldmacht.
Het eerste decennium van ce 21ste eeuw zal voor China nog heel wat problemen te zien geven. De oververhitte economie
zet de samenleving onder zware druk. £r zullen grote spanningen ontstaan tussen de welvarende, stedelijke gebieden azn
de kust enerzijds en het achterland met zijn achthonderd miljoen onder de armoedegrens levende bewoners anderzijds. De
betrekkelijk primitieve, vervuilende industrie dreigt het wereldwijde milieuprobleem te verergeren. Nu, in de late jaren ne-

gentig, voorziet steenkool nog voor driekwart in de nationale energiebehoefte. Alleen de vastberaden pogingen van de ge-
vesticde industrielanden, om China zo volledig mogelifk toegang te verlenen tot de beste transportmiddelen en industrigie
technologie®s, kunnen een milieucatastrofe voorkomen,

Met e opkomst van Ching 2ls economische macht wordt het 3500 jaar oude rijk zelfbewuster en zal het een belangrijker rol
spelen £ het bepalen van ons wereldwijde toekomstbeeld. De op clans gebaseerce economie fjkt goed aan te sluiten bij
de beweeglifke, wereidwiCe netwerk-economie. Singapcre en Hongkong hebben in de jaren tachtig en negentig al bewe-
zen datze, als stadstaten zonder noemenswaardig achterland, door de inzet van werk- en denkkracht konden uitgroeien
tot krachtige economische en financigle centra. Al sinds vele jaren hebben Chinezen in westerse en vooral AzZiatische an-
cen complexe financiele netwerken opgebouwd. Een aantal Zuidoost-Aziatische economieén - en zelfs regeringen - wordt
gedomineerd door Chinezen. Omstreeks 2005 zal de Chinese Volksrepubliek besiuiten munt te slaan uit deze netwerken
door ze te formaliseren. Hoewel ze ook dan tegenover andere regeringen geen legale status hebben, kan er een wezenlitke
ecoromische invioed van uitgaan. Tegen die tiid ock zal China Taiwan hebben ingeliifd. Omstreeks 2020 zal de Chinese
economie zijn uitgegroeid tot de groctste ter wereld. Ook al zal de Amerikaanse economie dan technologisch verder ont-

ikkeld Zijn en zullen de Amerikanen en Europeanen meer welvaart hebben, de Chinese economie zal zich met die van het
Westen kunnen meten. Hongkong en Shanghai zutlen de belangrifkste financiéle centra worden van de hele Aziztsche we-
reld.

Maar Azi€'kent nog een aantal andere landen die stuk veor stuk tot de economische machten behoren. India steunt op ziin
hoogwaardige technische scholing en op de beheersing van dé voerteal van de hightech-wereld, het Engels, waardoor het
land een belangrijke rol ze! spelen in Ce ontwikkeling van software. De gedurfde Maleisische poging om met omvangrijke
investeringen een eigen hightech-sector op te bouwen, begint zijn vruchten af te werpen. De voormalige communistische
landen Vietnam en (ambodja blijken zeer ontvankelifk voor het kapitalisme. De hele regio, van een herenigd Korea tot
Inconesié en het Inciase subcontinent, staat op het punt economische bloei mee te maken. In slechts twintig jaar zullen
twee miljard mensen de overgang beleven naar wat we in onze termen de lifestyle van modaal zouden kunnen noemen. £n
- als we nog eens veertig jear verder kijken - in 2060 zal Azi€ Zijn getransformeerd van vrijwel integrale armoede naar een
niveau van algemene welvaart,




SEIEEIVAL ontstaat ruimte om aandacht t:
fLxf—ad geven aan lastige issues als drugs en criminaliteit. Er zal een sfeer
van vrijgevigheid kunnen ontstaan jegens de mensen die onvoldoenc
delen in de toegenomen welvaart. Niet alleen uit sociaal gevoel, wa:
hoe meer aangeslotenen op het wereldwijde netwerk, des te beter.

Het Midden-Oosten gazat een zware crisis tegemoet. Er zijn twee
belangrijke factoren voor de groelence problematiek. Ten eerste is
het fundamentalisme in de mosiimwereld ten enen male ongeschikt
om een antwoord te geven op de veranderiiike eisen van het digita-
te tiidperk. Datvraagt om voortdurend experimenteren en innove-
ren, zaken giein vriiwel alle lancen in het Midden-Oosten worden
geschuwd. De tweede crisistactor is de opkomst van hydro-energie,
die de nu nog zo dominante positie van aardolie in de wereld-eco-
nomie gaat ondermijnen. Omstreeks 2008, wanneer de auto-indus-
trie op enorme schaal bezig is over te schakelen op hycdro-motoren,
valt de bodem uit de oliemarkL. Voor een aantal clieproducerence
{anden in het Midden-Oosten zaler een uiterst kritieke fase aan-
breken. Sommige oude monarchiedn zullen geen stand houdenen
religieuze regimes kunnen gaan wankelen.

Latiing Amerika komt {os. Hier doen de landen, na de nachtmerrievan de enorme it

chuldeniastvan dejaren tachtig, hun best de economie te herstructureren. Vooral Bl
Chili en Argentinié blfiken vindingriik. Brazili& bouwt aan een sterke hightech- =
sector. De zogeheten Pacific Rim wordtin steeds sterkere mate meegetrokken door %%:ﬁ

de snelle groel van de Amerikaanse economie. Omstreeks 2002 wordt er een viithan-
delsverdrag getekend, het All American Free Trade Agreement, waardocr ervoor
Noord-, Midden- en Zuid-Amerika één gezamentiiie markt ontstaat.
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ERDUBBELING IN
WAALF JAAR fe
nd jaren zeveniig, in de jaren tachtgen in devroege jaren i
gentig bedroeg de groei van het bruto nationaal product
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AAR EEN BETERE WERELD

< profiteren van de economische golven zal onvermijdelijk
ngriipende sociale en politieke schokken met zich meebren-
en. Maar wanneer een economie een versnelde groei door-

)
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reldwilé gemiddeld niet meer dan drie procent. In 1996
rong dat percentage naar vier procent.

nstreeks 2005 zal het volgens het scenario van de ‘long
om’ echter een verbazingwekkende zés procent zin.
12t die groei vervolgens door, dan verdubbelt de omvang
n de wereldeconomie in twaalf jzar. Dat is meer dan de
oei van na de Tweede Wereldoorlog, die tussen 1930 en
73 een tempo van 4,9 procent telde. En anders dan toen
llen we zien dat vrijwel zlle regio’s in de wereld, zelfs in
onderontwikkelde landen, direct of indirect van de groet
ofiteren. :

maaki, neemrt de omloopsnelheid van het geld 1oe, worden
velen viugger rijk en ziet bijna tedereen een mogelijkheid zijn
privé-situatie te verbeteren. En daar zai het niet bij blijven. De-
schatkisten van de overheden zulien boordevol raken. Dat lost
niet alleen het probleem van staatsschulden op, maar geeft
veel regeringen OOk ruimte voor inidatieven. Zo kan er meer
aazndacht worden gegeven aan lastige issues als drugs en cri-
minaliteit. Er zal een sfeer van vrijgevigheid kunnen ontstaan
jegens de mensen die onvoidoende delen in de toegenomen
welvaart, Dart gebeurt niet alieen uit sociaal gevoel, want hoe
meer aangesiozenen op het wereldwijde netwerk, des te beter



dat is voor jedereen. Dat besef zal omstreeks het jaar 2000 ot
iedereen beginnen door te dringen.

Dankazij de economische groei zulien steeds meer mensen die
nu nog uitkeringen ontvangen in het arbeidsproces kunnen
worden opgenomen en van de groeiende welvaart gaan pro-
fiteren. De onderklasse, die in sommige landen als bijvoor-
beeld de VS en Groor-Brirtanni@ nu nog wordt beschouwd als
een onvermijdelijk bestanddee! van de maatschappij, zal vrij-
wel verdwijnen. Daardoor zullen de criminaliteitsciifers dalen.
Her drugsprobieem zal anders worden benaderd en in navoil-
ging van Nederland zullen steeds meer janden het cannabis-
gebruik uit de criminele sfeer halen.

Onderwijs is in het komende industriéle tijdperk het volgende
hoofdstuk dar opnieuw geschreven moet worden. Het gaat
erom dat nicuwe generaties worden opgeleid voor taken in het
informaticatijdperk. Men zal gaan erkennen dat een solide en
gericht onderwijs voor een natie zeker zo vitaal is als een
knijgsmacht vroeger. Dart impliceert een geweldige omslag in
denken... binnen veel nationale budgetten zal er dan ook een
verschuiving komen van defensie naar onderwijs.

De behoefte de immigratie t
verdergaande globalisering geleid
groeicnde economie met een breder gespreide welvaart zal het
bovendien minder moeilifk ziin de spanningen tussen de
verschillende emische groeperingen weg te nemen. De mens

egen te houden, zal bij een
¢lijk minder worden. In een

is nu eenmaal toleranter wanneer het eigen bestaansniveau
nier wordt bedreigd. Men za! gemakkelijker willen inzien dat
integratie OOK T0T grotere Creativitelt kan leiden.
Vooral vrouwen biz;kea vaak voorop te lopen als het gaat om
het bevorderen van een geintegreerde, multiculturele samen-
leving. Als helftvan de bevolking vormen vrouwen nu nog een
nitzonderiijke minderheid. Maar de door vrouwen ingebrach-
te visies, waarden en verbeteringen zijn in de politiek en het
bedrijfsleven steeds manifester. In het eerste deel van de
volgende ecuw zal steeds duidelijker worden dat vrouwen over
de vaardigheden beschikken die een goed lopende nerworked
soczery hard nodig heeft. Vrouwen beschikken over talenten,
zoals bijvoorbeeld onderhandelen en het stichten van vrede,
die van groot belang zuilen zin bij het aangaan van de

verschiliende uitdagingen van de nieuwe wereld.

DE NIEUWE GENERATIE

Omstreeks 2020 staat de wereld voor een grote machts-
overdracht. Dat zal niet met geweld gepaard gaan; het betreft
de nareuriike opvoi_....g door een nieuwe generatie. De
babyboomers zullen eerst uit hun leidinggevende posities
verdwijnen. Vervolgens wijken ook hun opvolgers van de
digitale generatie, die nu 2o nijver bezig zijn ons aan te siuiten
op het net. De millenntion-gencratic wordt volwassen. Geboren

in de jaren tachtig en negentig, melden zij zich op de arbeids- -

volgende eeuw een van de prioriteiten op de wereldagenda.

Afrika biiift de zwakke schakel in de keten van globalisering, en een
deel van het continent wordt bedreigd met een afzichteliike crisis.
Terwijl hetin enkele delen van dit continent recelijk goed gaat, zoals in Zuid-
Afrika en de zuidelijke regio, is met name Centraal Afrika in de greep van wrede
etnische conflicten, vitzichtloze armoede, hongersnood en ziektes. Omstreeks
2015 zal deintroductie van biologische wapens in etnische conflicten, samen
met het uitbreken van nieuwe afschuwelijke ziekten, ndg meer dood en verderf
zazien. In een periode van viif maanden zullen naar schatting vijf miljoen men-
sen de dood vinden, nadat er in de voorafgaande decennia 2l honderd mifjoen
mensen zuilen zijn overieden. Maar de tegenstelling tussen deze gruwelijke
rampspoed en de groefende welvaart elders, zal de wereid als geheel in actie

2 brengen. Alle landen zullen beseffen dat een gezond en welvarend Afika in
feders belang is, bijvoorbeeld omdat er niche-markten kunnen ontstaan waarvoor in andere landen geen plaats meer is.
Dus zowel om humanitaire als economische redenen is hulp aan Afrika geboden. Dat wordtin het

eerste kwartvan de

14



men op aarce zin van elkaar afhankeliik. Planten, dieren en mensen zullen op dat nietige plekje in het heelal een manier

moeten vinden o samen te leven,

Nu maken we nog onderscheid tussen rassen. Omstreeks 2020 zutlen we daar anders over denken en zul
voetvan gelijkheid met elkaar om te moeten gaan. Zo gaar we 0p weg naar een nieuwe wereldbeschaving. We scheppen een
kader waarin alle culturen en rassen naast etkaar kunnen bestaan en gedijen. Een kader waarin feders meest waardevoile
¢t blijven en worden ingedracht. Dan zal ons ecosysteem het beste functioneren. Dan zal onze

verworvenhedes in &

markteconomie het beste funchioneren. Dan zal onze cultuur als bron van onze ideeén het beste functioneren.

gang komt. Ze nt
technologiedn van de werorked soctery. Ze vernichten een
substantice] deel van het werk in de samenleving en als ze
tegen de veertig lopen, zulien ze zich concentreren op de
afeuwe problemen die moeten worden opgelost - zoals de
armoede - waarvan hun grootouders en ouders vaak hebben
gezepd dar ze onoplosbaar zouden ziin. Neem het milieu-
probleem. De millennium-generatie heeft een wereld gegrfd
die er siecht aan toe was. Deze mensen staan voor de zware
opgave van het ecologisch herstel. Maar ze zijn gemotiveerd
en ze zijn in staat de middelen te vinden. Bovendien beschik-
ken ze over meer tid. Velen zullen wel honderd jaar worden
en bovendien langer £t zijn.

EPILOOG

Hoe plausibel dit scenario ook is, omdat het zich baseert op
ontwikkelingen die al in gang zijn gezet, een voorspeiling is het
niet. Honderd jaar geleden maakte de wereld een vergelijkbaar
proces door van technische vernieuwing en tot dan toe nooit
verioonde economische integratie. Dart leidde tot een wereld-
wijde economische doom. Nieuwe middelen van transport en
communicatie - de spoorwegen, de telegraaf en de welefoon -

verspreidden zich over de wereld en hebben een codrdinatie

van economische activiteiten mogelik gemaaks zoals nooit
eerder was vertoond. Er zijn nogal wat overeenkomsien
tussen de jaren negentig van de vorige en van deze eeuw. Ook

45

Omstreeks 2020 zullen er mensen op Mars landen. Dat
wordt een Dijzondere gebeurtenis, een halve eeuw
nadatde eerste mens eenvoet op ge maan zette. Deas-

ronauten op Mars zullen hun tv-beelden naar de elf
miljard aardbewoners sturen, waardoor het een geza-
menliike expeditie wordt, ondersteund door werkelijk
alle landen ter wereld, nadat er anderhalf decennia
lang gericht is gewerkt aan een gezamentijk doel. Ook
al wordt het een geweldige milipeal in de bemande
ruimtevaart, de Marsianding zal vooral een grote sym-
bolische betekenis hebben. Als de wereldbevoiking
naar de eigen aarde Kijkt, vanafeen buurplaneet 65 56
milioen kilometer hier vandaan, dan is de boodschap
duidelijker dan ooit: wii zijn één wereld. Alle organis-

n we beseffen op

.

<

toen leken de mogelijkheden van de nieuwe technieken
grenzeloos. De industridle revolutie gaf impulsen aan sociale
en politieke omwentelingen. Het kon niet lang duren, leek het,
i was in aantocht.
Het was een tiid van groot optimisme. Maar dat alles eindig-
de, zoals we weten, met een catastrofe. Heel kort gezegd
kwam dat doordat onze wereldleiders zich beperkten tot de
issues op hun eigen nationale agenda.
Pas nz 1945 onwstond de drijfveer in grote delen van de
wereld om te komen 1ot open samenievingen en open cono-
mieén. De sleutetformule voor de komende eeuw luidr dan
ook in het kort: ‘open is goed, gesiowen is siecht’. Dar geldt
alzijd en voor alles. Pas het toe als het gaat om technologische
standazrden, om business-strategiesn en om levensfilosofieén.
Her is het winnende concept voor individuen, voor naties en
voor de wereldwijde gemeenschap van de toekomst.
Kiezen naties daarentegen voor gesictenheid, dan komen ze in
een neergaande spiraal, dan zal de wereld ulieenvallen in
geisoleerde blokken. Dat zal in her voordeei van de traditio-
nalisten zijn en het zal ruimre scheppen voor rigide vormen
van denken. De economieén zullen stagneren en de armoede
za! toenemen. Daz alles zal leiden tot een groeiende onver-
draagzazmheid en tot conflicten, waardoor de geslotenheid en
de verbrokkeling nog verder zullen toenemen. Dat is 66k een
plausibel, zii het minder aaniokkelijk scenario...

Op pagina 36 geeft Jaap van Duijn in zijn rubriek zijn visie op het
scenario van de fong boom’.
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Regeren is vooruitzien en Faith Popcorn, de bekendste

“trendwatcher’ van onze tijd, regeert onmiskenbaar in
haar vakgebied. Ze wordt wel de ‘Nostradamus van de
marketing’ genoemd en wie haar naam niet kent, kent
vast wel de door haar uitgevonden term ‘cocooning’,
waarmee ze begin jaren 80 voorspelde dat ons leven
zich steeds meer binnen de vier muren van het eigen
huis zou gaan afspelen. in haar boek ‘Clicking’ dat vorig
jaar in Nederland verscheen, zette ze voor ondernemers
uiteen hoe de markt, de consument en de samenleving
zich de komende tien jaar zullen ontwikkelen. Voor AD-
magazine onthult zij de nieuwste trend: Atmosfear, en
gaat ze in op wat volgens haar één van de belangrijkste
ontwikkelingen in de voigende eeuw wordt: Eve-olution,

de opmars van het vrouwelijke denken.

TexsT MARTINE BOELSMA » ILLUSTRATIE YVONNE KROESE

De Angst voor alles

et is geen vrolijke boodschap: angst zal in toenemende

mate de drijfveer worden van de mens en wie geld wil ver-

dienen, moet daar op inspelen. Maar, let op: de consu-
ment van de toekomst laat zich niets meer op de mouw speiden.
Een etikefje met ‘dit product is veilig en goed voor uw gezondheid’,
daar frappen we niet meer in. ‘Garantle, zekerheld, informatie.
vertrouwen, dat is wat we willen’, zegt Faith Popcorn.
‘Atmosfear’ (‘fear betekent angst) heeft ze deze ontwikkeling
genoemd die volgens haar de markt enorm zal beinviceden. Ze zal

- weer tonnen aan verdienen, want wat Faith voorspelt, komt

rmeestal uit en grote en Kleine bedrijven hangen 2an haar lippen
als ze hun adviseert over de treads en hoe daarop in te spelen.
Ze is dan ook een drukbezette vrouw en één van de meest gevraag-
de sprekers in het circuit van talkshows, lezingen en panels. Een
interview met haar wordt per minuut afgesproken.
‘Atmosfear’, legt Faith op Amerikaans-familiaire wijze uit, ‘gaat
over het feit dat we ons drinkwater niet meer vertrouwen, dat we
bang zijn voor de lucht die we inademen, Cat we in een viegtuig
stappen en weten dat we zomaar kunnen vallen. Het gaat over een
ongemakielifk gevoel dat ons in toenemende mate bekruipt, over
een gebrek aan verirouwen in de meest alledaagse, voorheen zo
betrouwbare dingen.’
Een gevoel van machteloosheid over alle onzichtbare gevazen die
ons bedreigen, zal ervoor zorgen dat we vrijwe! alles verdacht vin-
den. ‘Je drinkt koffie en je vraag: je onbewust af of het niet slecht
voor je is. Je stuurt je kind met e bus naar school en je vraagt ieaf
of het wel een veilige bus is, en of de chauffeur wel betrouwbaar is.
Het gaat over een manier van levex die in het teken staat van angst’
De enige manier waarop producenten hierop kunnen inspelen is,
zegt ze, alles doen om het vertrouwen van de Klant terug te win-
nexn. ‘Bedriiven zullen zich gaan realiseren dat ze eer persooniijke,
bijna één-op-één-relatie met hun Kanten moeten opbouwen. Als ik
jou melk wil verkopen, moet ik weten at je kind een melkallergie
heefs, zodat ik je een lactosevrije melk kan aanb '
moet ik je kennen. Bedrijven
moeten veel dichter tegen het
publiek gaan aanzitten en
proberen hun zorgen en
angsten op tijé aan te voelen.’
Het werkt overigens twee Kan-- ; : .
sen wit, denkt Faith, die zowe! een fervent aanhangster is van het
kapitalisme in zijn zuiverste vorm ('Verander uw leven, volg de
markt’), als één van de meest progressieve bedrijfsadviseurs van de
VS. ‘Consumentex zullen ook steeds vaker zelf contact zoeken met
producenten om begrip, kwaliteit. of een aangepast product te
eisen. Wi willen constant worden gerustgesteld. En we willen
meteen onze zin kriigen.'
In het boek ‘Clicking’ wees Faith Popcorn er al op, dat burgers
steeds meer hun macht zullen gebruiken om bedrijven te dwingen
iets te doen voor ket milieu, voor minder bedeelden of voor
bedreigde diersoorten. ‘Dat noemde ik de SOS-trend: Save our
Society (Redt onze samenleving). Er komt een tijd dat we niet meer
op politieke partijen sterrmen, maar onze portemonnee gebruiken
om onze voorkeux voor de handeiwijze van bepaalde producenten
te laten Zien. Ik geloof in dit bedriif omda: het opkoms voor ket regen-
woud er. geen dierproeven. doet, en. cacrom: verkies ik dit product bover:
dat var de concurrent. Kopen of juist niet kopen zal steeds meer een




De opkomst van Eva

middel worden waarmee je je mening geeft, ook als het gaat

om politieke en ideoiogische onderwerpen.’ .

Nu klinkt het allemaal misschien nog wat overdreven, erkent ze.
‘Maar geloof me. het is een trend die onherroepelijk dichterdi
komt. Ik zie nu al, dat het momentum naders, hoewel ik pas een
maand geleden voor het eerst iets heb geschreven over Amosfear.
Ik denk dat dit de komende vijf tot tien jaar een van de belangrifk-
ste thema's wordt.

Het was niet moeilijk dit te zien aankomen, zegt ze: “In Amerika
hadden we eerst het grote schandaal rond de ecoa-bac‘ere in onze
biefstukken, toen kwam de gekkekoeienziekte in het Verenigd
Koninkriik en in Nederland zitten jullie nu met de varkenspest. De
eerste reactie van veel mensen is er misschien één van apathie: e

kunt door al dat slechte nieuws worden overweldigd en je er emo-

tioneel voor afsiuiten. Het lijkt soras alsof het de meesten van ons
niets kan schelen. Maar het zaad van twijfel en wantrouwen in

onze gewone dagelijkse procucten is gezzaid. De voigende stap is.
dat een: Kleine groep bewuste consumenter, zeg maar de elite,
manieren bedenkt om veiliger voedsel en water te krijgen. .
Bedrijven spelen daar op in, meer mensen krijgen toegang tot
veilige producten en de belangsteiling groeit. Zo worct onher-
roepelijk een trend gezet.
‘Hoe we &it weten? Mijn bedriif Brainreserve
praat elk jaar met duizenden consumenten. We
vragen hun dingen als: wat oe je nu wat je een
half jaar geleden niet deed? Ex: over welke din-
gen maak je je zorgen, waarmee je een half jaar
geleden nog niet bezig was? Het resultaat was
overduidelijk: bijna alle zorgen betroffen een
gevoel van onveiligheid over het jeefmiliex, het
érinkwater en het voedsel. Ik praat niet alieen
over de verre toekoms:. Ga maar na hoe het
ebruik van gebotield water is gegroeid. Ook in Nederlanc.
Mensen hebben het idee, dat dat veiliger is dan kraanwater en
kopen het massaal.
“Hier zie ie hoe het becrijfsleven al
in het aanbod van gebotteld water. Ook zien we hier in Amerika
een hele reeks nieuwe verzorgingsproducten op de mark: verschij-
nen: crémes die niet alleen tegen rimpels, zonlicht en milieuver-
vuiling beschermen. maar ook nog eens tegen alleriel soorten
bacterién. En sinds kort kun je een spray kopen die m.,.mde‘n.;\
bacterién doods, bedoeld om bijvoorbeeld op reis de we-bril mee te
ontsmetten. Veel mensen gebruiken die spray ook om hun handen
te reinigen voordat ze hun kinderen eten geven. Dat soort dingen
zullen we steeds meer in de winkels tegenkomen.’

Vrouwelijk denken

Volgens Faith Popcorn hebben vrouwelijke ondernemers beter
door éan mannen hoe belangrijk een persooniiike relatie met de
Klant aan het worden is. Qok vrouwelijke consurnenten lopen vol-
gens haar voorop in de trend hogere eisen te steller aan producten
en bedrijven. In haar laatste boek had ze het over ‘Vrouwelijx
Denken’, maar inmiddels heeft ze een beter woord gevonden:
Eve-olution. “Dat wordt ook de titel van mijn volge nde boek.
Vrzouwen vormen een enorme markt, maar in de marketing is
nauweliiks aandacht voor hun manier van ce*:ke* en kopen. In
de VS opener vrouwen in een enorm termnpo eigen bedrijver, twee

al reageert: er is een enorme groel

‘Vrouwen in zaken
zijn niet ‘soft’,
Jjuist heel strak’

keer zo veel als mannen. En ze geven werk aan meer mexnsén dan
the Forture 500 {de 50¢ grootste bedrijven ter werel &) bij cI’
Maar het Ljkt net of deze ontwikkelingen voliedig \oorbx;gam aar
de door mannen geleide bedrijven. Er is nauwelijks aanéach t voor
wat vrouwen van mannen ondezscheids.
“Vrouwen willen relaties aangaan; ook met de procucten die ze
kopen. Enerziids is dat lastig omdat juist zij steeds zogeze ) Jwali-
teitseisen zullen stelien, anderzijds maakt het hen ook er enorm
merkirouw. Als vrouwen tevreden zijn met een proégct.“.b}:;ven
ze het gebruiken en zullen ze dat az2n iedereen vertelle
horen wil.' '
Ze ziet de samenleving vervrouwelijfken. ‘Er is een vrouwelijke
manier van zakendoen ontstazn die overtuigender is, die meer
gebruiionaakt van samenwerking, en hun bedrijven zijn veel min-
der higrarchisch en traditioneel.
In mijn bureau in Mazhattan we:ken we met fexibele tijden.
Moeders kunnen hun kind meenemen 2ls bet ziek is of als ze geen
oppas kunnen krijgen. We neaben zelfs een oppasservice.
‘Vrouwen trekken geen scheidslijn tussen werktijden en privé-
tiiden, omdat vrouwen weten dat het privé-leven ook op de meest
ongelegen momenten aandacht vraagt. Zij siagen en ‘bex&e te
combireren. Ik denk dat veel bedrijven nu pas een bee*;e segmne';
in te zien wat een kracht hier eigenkijk i in s& i

Zij hebben het Ea afgedaan als lastig oric
niet past in de militaire structuur die bedrijven uit
de oude tiid I\e‘.‘..e'k..
Faith en haar bedrijf Brainreserve geven de Kanten
het advies hun organisatie te zien als’ eexn cirkel en
niet als een piramide. “Communi icatie verloopt als
in een cirkel en vrouwen zijn meesta} goed in
communicatie. Hun manier van z ake'moen is niet
‘soft’, het is juist heel strak. Denk maar eens aan
viouwen die een groot gezin runnen en exin slagen het huishou-
den draaiende te houden, terwiil ze toch iedereen eve-nee'i :
aandacht en verzorging geven. Is dat soft? Nee, dat’is ee—déx

seng en buitengewoon georganiseerd. Maar het is nooit knemr.
‘Als een man van A nazar B moet, haat kil het te verdwaler” Daar
kan hx} abso*x.u* niet tegen, omdat het in ziin ogen gelijk staat aan
misiukking. Een vrouwelijke manager heeft caar geen moeite mee.
Zij denkt eerder: oké. na A komt B, maar wat ais het gaat-regenen?
Die interessante zijweg wil ik ook rog even bek kijken. 2 Zi staat
meer open voor nieuwe ontwikkelingen die haar mxsschxen op een
interessant idee kunnen brengen. Dan maar een beet;e verdwalen.'
Toch is Faith Popcorn geen feministe. ‘Ik constateer alleen dat
deze manier van zakendoer: ce toekomst heeft. En dat mannen
dus zullen moeten leren op een meer vrouwelijke manier te
denken. Door opex te staan voor nieuwe inzichten, door beter te
communiceren. door flexibeler te zijn, door niet bang: te zijn
eventies te verdwalen. S
‘Mannen hebben al die wouweh;ke eigenschappen natuz:'n;x ook
gewoon in zich, maar ze ziin niet gewend ze te gebruiken wannee:
het gaat om zakendoen. Ex het lijkt me, dzt ze toch in elk geval
kunnen leren deze manier van denken te waazderen wanoeer ze
die tegenkomen bi} hun eigen werknemers, of fdat nu ma:m‘c” zin
of vrouwezn. Vol WC‘&} ik denken is een aanwinst en z0 moefhet 00}

N si2h
worden gezien. Tenminste, als je het als bedrif wﬁt z_ggifgf:.. het
nieuwe millennium.’

Algemeen I)ag’m@ cecember 1997

-
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Open up your thinking to your customer’s entire experience with your product or service.

Discovering New Points of Differentiation

by Ian C. MacMillan and Rita Gunther McGrath

Most profitable strategies are built
on differentiation: offering cus-
tomers something they value that
competitors don’t have. But most
companies, in seeking to differenti-
ate themselves, focus their energy
only on their products or services. In
fact, a company has the opportunity
to differentiate itself at every point
where it comes in contact with its
customers - from the moment cus-
tomers realize that they need 2 prod-
uct or service to the time when they
no longer want it and decide to dis-
pose of it. We believe that if compa-
nies open up their creative thinking
to their customers’ entire experience
with 2 product or service — what we
call the consumption chain - they
can uncover opportunities to posi-
tion their offerings in ways that
they, and their competitors, would
never have thought possible.

Tzke the case of Blyth Industries,
a candle manufacturer. By differenti-

DRAWINGS BY PAUL MEISEL

ating and redifferentiating its prod-
ucts, Blyth has been able to grow
from 2 $2 million U.S. producer of
candles used for religious purposcs
to a global candle and accessory
business with nearly $500 million in
sales and 2 market value of $1.2 bil-
lion. Not bad for 2 company in an in-
dustry that, as CEO Robert B. Goer-
gen says, “has been in decline for
300 years.” Blyth's story is, quite
simply, a manifestation of the power
of strategic differentiation.

Business history is full of stories
of entrepreneurs who stumbled
upon 2 great idea that then became
the cornerstone of a successful com-
pany. But finding ways to differenti-
ate one’s company doesn’t have to
be an act of genius or intuition. It is
a skiil that can be developed and
nurtured. We have designed a two-
part approach that can help compa-
nies continually identify new points
of differentiation and develop the
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ability to generate successful differ-
entiation strategies. The first part,
“Mapping the Consumption Chain,”
captures the customer’s total experi-
ence with a product or service. The
second, “Analyzing Your Custom- °
er’s Experience,” shows managers
how directed brainstorming about
each step in the consumption chain

Ian C. MacMillan is the George W.
Tayior Professor of Entrepreneurial
Studies and o professor of manage-
ment at the University of Pennsyl-
vania's Wharton School in Philadel-
phic. Rite Gunther McGreth is an
assistant professor in the Manage-
ment of Orgenizations Division of
Columbie University’s Graduate
School of Business in New York City.
MacMillan and McGrath are coau-
thors of “Discovery-Driven Plan-
ning” (HBR July-August 1995} and
“Discover Your Products’ Hidden
Poiential” (HBR May-June 1996).
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Oral-B created a powerful source of differentiation with a toothbrush that tells customers when they need a new on

can elicit numerous ways to differ-
entiate even the most mundane
product or service.

Mapping the
Consumption Chain

Aswe've said, the first step toward
strategic differentiation is to map
your customer’s entire experience
with your product or service. We rec-
ommend that companies perform
this exercise for each important cus-
tomer segment.

To begin, assemble groups from
all areas of your company - in par-
ticular, those empioyees who use
marketing data and those who have

The first step is to map
your cusfomer’s entire
experience with a product.

face-to-face or phone contact with
customers. Charge the groups with
identifying, for ecach major mar-
ket segment, all the steps through
which customers pass from the time
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they first become aware of your
product to the time when they final-
ly have to dispose of it or discon-
tinue using it.

Naturally, every product or ser-
vice will have a somewhat differ-
ent consumption chain. However, a
few activitics arc common to most
chains. Consider the following ques-
tions, each of which illustrates one
of those activities. Then, as the
group begins to get a feel for the spe-
cial relationship between your cus-
tomers and your products, ask ques-
tions about more complex activities
that pertain to your business.

How do people become aware of
their need for your prod-
uct or service? Are con-
sumers aware that you
can satisfy their need?
Arc they aware that they
even have a need that can
be satisfied? Your com-
pany can create a power-
ful source of differentiation if it can
make consumers aware of 2 need in
2 way that is unique and subtle.

Consider the problem of differen-
tiating an everyday consumer prod-
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uct, such as a2 toothbrush. For ma
people, brushing is a ritual to whi
they pay relatively little attentic
As 2 cousequence, many brushes
used well past the point when th
bristles are worn and are no lony
effective. Toothbrush maker Ora
discovered 2 way to capitalize
this widespread habit. The compai
by introducing a patented blue ¢
in the center bristles of its too
brushes, found a way to have t
brush itself communicate to the o
tomer. As the brush is used, the ¢
gradually fades. When the dye
gone, the brush is no longer effect:
and should be replaced. Custom
are thus made aware of 2 need tl
previously had gone unrecogniz
So far, the idea sounds like son
thing out of Marketing 101. Wi
gives it particular value is that
need can be filled only by Oral-
patented process. The compa
turned differentiation into 2 co
petitive advantage.

How do consumers find your
fering? Opportunities for differer
ating on the basis of the sear
process include making your pri
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uct available when others are not
{24-hour telephone-order lines), of-
fering your product in places where
competitors do not offer theirs {the
mini McDonald’s outlets in Wal-
Mart stores), and making your prod-
uct ubiquitous {Coca-Cola). Making
the search process less complicated,
more convenient, less expensive,
and more habitual are all ways in
which companies can differentiate
themselves. And when competitors
can't or won’t do the same-—at least,
not right away - you have the poten-
tial for a strategic advantage.

One example is the rapid growth
of catalog sales in channels formerly
dominated by retail chains. Con-
sumers now can obtain detailed, up-
to-the-minute information about a
breathtaking range of products over
the telephone or through the Inter-
net, without enduring the inconve-
nience of visiting a showroom and
the often inadequate knowledge of
the floor sales staff. The PC Connec-
tion & Mac Connection, 2 company
that sells computers through its
catalog, operates a 24-hour-a-day,
seven-day-a-week toll-free phone
number for people wanting informa-
tion about computers, software, and
related products. When 2 caller ex-
presses an interest in buying 2 com-
puter system, 2 COmpany representa-
tive asks a set of questions to narrow

Can you make the buying
process more convenient
and less irritating?

down the possibilities to 2 few good
candidates. The rep and the con-
sumer then can discuss each option
in detail. What is remarkable 2bout
this approach is that, in effect, it
allows consumers to tailor the search
experience to their own needs.

How do consumers make their fi-
nal selections? After 2 consumer has
narrowed down the possibilities, he
or she must make 2 choice. Can you
make the selection process more
comfortable, less irritating, or more
convenient? Look for the ideal situa-
tion, in which competitors’ proce-
dures actually discourage people
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from selecting their products, while
your procedures encourage people to
come to you. Citibank for years cap-
tured 2 significant share of the col-
lege student market for credit cards
simply by making it easy for stu-
dents to obtain 2 card while com-
petitors made it difficult.

Another example of this dynamic
is playing out right now in the used-
car business. For many potential
customers, the experience of choos-
ing 2 used car is an
ordeal - to the point
where one CEQO of 2
major automaker ob-
served that some peo-
ple would rather have
a root canal. But a new
method of selecting
cars is transforming
the industry. Compa-
nies such as CarMax Auto Super-
store and AutoNation USA have tar-
geted the selection experience as
their competitive focus. At a Car-
Max showroom, customers sit in
front of a computer and specify what
features they are looking for in an
automobile. They can then, in pri-
vate, scroll through detailed descrip-
tions of cars that might meet their
needs. The final {and only} price for
each vehicle is listed. A sales assis-
tant then lets the customers inspect
the autos that interest them and
handles zll the paper-
work if they decide to
buy one. The “selling” is
done not by the salespeo-
ple but by the selection
process the customers
create for themselves.

How do customers or-
der and purchase your product or
service? This question is particular-
ly important for relatively Jow-cost,
high-volume items. Can 2 company
differentiate itseif by making the
process of ordering and purchasing
more convenient?

American Hospital Supply revolu-
tionized its industry by radically
simplifying the ordering and re-
stocking process for such products
as bandages, tongue depressors, sy-
ringes, and disinfectants. The com-
pany installed computer terminals
at each hospital and medical supply
store with which it did business.
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The terminals connected those cus-
tomers directly to the company’s
system, allowing direct drop ship-
ment and automatic restocking
whenever supplies fell below a cer-
tain level. Hallmark uses a similar
approach for its greeting cards.
Many companies, including ice-
cream makers and pet-food manu-
facturers, are also using this method
to stock supermarket shelves, reap-
ing the benefits of preferred access

CarMax and AutoNation
“sell” cars by letting
customers create their
own selection process.

to these crucial outlets as well as
of superior displays. Another, more
subtle benefit of this form of dif-
ferentiation is that it imposes 2
switching cost on customers that
might be tempted to try another
supplier. Once customers have
signed on, it is expensive for them
to switch; this deterrent creates 2
barrier to competition and, once
again, a potential strategic advan-
tage for the supplier.

How is your product or service de-
fivered? Delivery affords many op-
portunities for differentiation, espe-
cially if the product is an impulse
purchase or if the customer needs
it immediately. Let’s return to our
catalog computer dealer, the PC
Connection. Customers can call its
toll-free number as late as 3 am. to
receive “next-day” shipments of
items in stock. How does the com-
pany do it? The amazing turnaround
times are possible because the ware-
housing and distribution facilities
are conveniently located near an
Airborne Express hub. Packages can
be picked up at the warchouse,
transferred to Airborne, and shipped
to the customer in a matter of hours.
Not only does this delivery strategy
constitute a real benefit for cus-
tomers, but, because there are a im-
ited number of opportunities for
such a warchouse-hub connection,
competitors will find it hard to adopt
the same strategy.



What happens when your product
or service is delivered? An often
overlooked opportunity for differen-
tiation lies in considering what has
to happen from the time 2 company
delivers a product to the time the
customer actually uses it. Opening,
inspecting, transporting, and assem-
bling products are frequently major
issues for customers.

That applies even to the delivery
of services. Consider how difficult it
can be to get an auto accident claim
processed and paid by an insurance
company. Now consider how Pro-
gressive Insurance of Cleveland,
Ohio, tackled the problem. The
company has a fleet of claims ad-
justers on the road every day, ready
to rush to the scene of any auto acci-
dent in their territory. There they
can record all the information they
need and often settle claims on the
spot for policyholders. The process
has greatly increased customer satis-
faction by eliminating the hassle
and delay that so often accompany
conventional reporting, inspection,

MANAGER’'S TOOL KIT

and assessment methods. A side
benefit for the company is that its
approach also has decreased the inci-
dence of fraud by reducing the op-
portunity to file false claims and in-
flate repair bills.

How is your product installed?
This step in the consumption chain
is particularly relevant for compa-
nies with complex products. For ex-
ample, installation has presented an
enormous barrier for computer man-
ufacturers trying to break into the
novice-PC-user market. Computer
beginners are notoriously intolerant
of such on-screen messages as “Disk
Error23.”

Compaq Computer, with its Pre-
sario line, was among the first to tar-
get installation as a source of differ-
entiation. Instead of providing an
instruction book filled with techni-
cal terminology, Compaq offers its
customers a poster that clearly illus-
trates the ten installation steps. The
company uses color-coded cords, ca-
bles, and outlets to simplify installa-
tion further and also has rigged its

Compagq discovered a valuable way to differentiate itself:
it provides customers with a user-friendly installation video.
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computers so that a cheerful videc
and audio presentation leads new
users through the setup and registra-
tion process when they first turmn oz
the machine.

How is your product or service
paid for? Many companies unwit:
tingly cause their customers majos
difficulties with their payment poli-
cies. Here’s 2 test to see whethe:
payment might be such an issue fo1
your customers: Take 2 walk over t¢
your accounts-receivable depart-
ment and ask to see 2 copy of a re:
cent invoice. If your company is
anything like about 80% of those
we have worked with, the invoice
will be virtually incomprehensible
Why? Because invoices are generally
designed by systems people for sys-
tems, not customers. Given the
prevalence of this situation, yow
company may find opportunities tc
set itself apart by making the whole
payment process easier for cus
tomers to understand.

You may discover even greater op-
portunities by rethinking why yow
company uses its current payment
policy in the first place. We once
worked with a2 company in the ener
gy control business that was having
a hard time selling its services to res
idential co-op owners. At every co
op, the company ran into oppositior
from a hard core of owners who re
sisted the capital outlay involved ir
installing an energy managemen:
system. The company eventually
won 2 huge share of the co-op mar
ket by altering its policy. Customer:
no longer pay an up-front installa
tion fee; instead, they pay over time
out of the energy savings.

How is your product stored? Wher
it is expensive, inconvenient, o
downright dangerous for customer:
to have a product simply sitting
around, the opportunities for differ
entiation abound. Air Products anc
Chemicals, 2 producer of industria
gases, grew t0 dominate its marke
segments by addressing the prob
lem of storage. Realizing that mos
of its customers - chemical compa
nies—would rather avoid the burde:
of having to store vast quantities ¢
dangerous high-pressure gases, Al
Products buiit small industrial-ga
plants next to customers’ sites. Th
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move pleased customers; it also gen-
erated switching costs. Best of all,
once an Air Products plant was in
place, competitors had little oppor-
tunity to move in.

How is your product moved
around? What difficulties do cus-
tomers encounter when they must
transport 2 product from one loca-
tion to another? Whether the jour-
ney is across a room Or 2Cross a state,
this step in the consumption chain
is another often-overlooked oppor-
tunity for differentiation. Ask your-
self the following questions: Does
the customer find the product frag-
ile? Difficult to package? Awkward
to move?

Consider how John Sculley’s mar-
keting team at Pepsi-Cola used
packaging as 2 way to differentiate
Pepsi from Coke. Sculley’s team cre-
ated a distinct-if temporary —advan-
tage for Pepsi in the early 1970s by
designing plastic bottles that were
lighter, and thus easier for cus-
tomers to carry, than the heavy glass
bottles of the time. The beauty of
the move was that it not only made
carrying soda easier, but it also re-
duced the advantage of Coke’s well-
known contoured glass bottle. At
the time, it was difficuilt to produce
plastic bottles in that shape.

What is the customer really using
your product for? Finding better
ways for customers to use a product
or service is a2 powerful differentia-
tor. And such opportunitics abound,
especially for companies whose
products are expensive aznd used
relatively infrequently. General Elec-
tric’s Transportation Systems divi-
sion, which manufactures diesel-
eicctric locomotives, used this step
in the consumption chain as the ba-
sis for rethinking its business.

With few exceptions, the railroads
that are the customers for GE's loco-
motives are not all that attached to
a particular unit. What they really
want to know is, if they have freight
to ship, will a2 locomotive be there to
haulit? GE is working on an arrange-
ment through which the company
will guarantee that a2 locomotive
will be availabie on demand. Under
that arrangement, GE will take over
the management of all the enginesin
the customer’s system. It will re-
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Nordstrom takes its no-questions-asked return policy seriously,
and the result is strong customer satisfaction.

lieve the customer of repair and
maintenance concerns, and also will
gain economies of scale by managing
an entire network. What's more, the
entry barricr created by such a sys-
tem can be formidable.

What do customers need help
with when they use your product?
The company with the most helpful
response has a significant advantage
here. GE, for instance, has an enor-
mously popular 800 number that is
available 24 hours 2 day to help peo-
ple who have difficulty using any of
the company’s consumer products.
Similarly, Butterball Turkey’s 24-
hour hot line fields cooking ques-
tions from hundreds of customers
every Thanksgiving. Butterball has
recently supplemented its hot line
with an Internet home page and a
turkey-cooking guide that its cus-
tomers can download.

What about returns or exchanges?
Too many companies put all their
efforts into the selling side of the
product life cycle, forgetting that
long-term loyalty requires attention
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to customers’ needs throughout
their experience with a product.
Handling things well when the prod-
uct doesn’t work out can be as pow-
erful as meeting the need that moti-
vated the initial purchase.

Nordstrom is an excelient exam-
ple of a company that has taken this
issuc to heart. The clothing retailer
captured national publicity in the
1970s when one of its store man-
agers “took back” a set of tires from
a customer despite the fact that
Nordstrom did not scll tires. By fo-
cusing on and aggressively promot-
ing its no-questions-asked return
policy, Nordstrom has enhanced its
position as a company that provides
unigue customer service. Customers
may bc unhappy with the brands
they return, but they are not un-
happy with the store.

How is your product repaired or
serviced? As many users of high-
tech products will attest, repair ex-
periences - both good and bad - can
influence a lifetime of subsequent
purchases.
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An ideal solution, used by Tan-
dem Computers - a company that
makes computers with parallel cen-
tral-processing units for applications
in which downtime is'a2 major prob-
lem - is to try to repair a product
even before the customer is aware
that such service is needed. Tandem
staff members can spot a malfunc-
tioning component through remote
diagnostics, send the appropriate
part and instructions to the cus-
tomer by express mail, and walk the
customer through the repair process
on the phone. This approach has al-
most completely eliminated expen-
sive and inconvenient downtime for
the company’s customers; it also has
eliminated their need for a costly on-
site service force.

Otis Elevator uses remote diagnos-
tics in a different way. In high-traffic
office buildings, where servicing ele-
vators is 2 major inconvenience to
occupants and visitors alike, Otis
uses its remote-diagnostics capabili-
ties to predict possible service inter-
ruptions. It sends employees to carry
out preventive maintenance in the
evening, when traffic is light.

What happens when your product
is disposed of or no longer used? In
a world in which it is becoming
increasingly economical simply to
replace many products as they age
rather than spend the money to fix
them, what do customers do with
the obsolete goods?

Canon offers an interesting exam-
ple of how a company can diffcrenti-
ate itseif at this step in the chain. It
has developed a system that allows
customers to return spent printer
cartridges at Canon’s cxpense. The
cartridges are then rehabilitated and
resold as such. The process makes it
easy for customers to return used
cartridges: all they need to do is drop
the prepaid package off at a2 United
Parcel Service collection station. At
the same time, it enhances the im-
age of Canon as an environmentally
friendly organization.

Analyzing Your
Customer’s Experience
Although mapping the consump-
tion chain is a useful tool in itself,
the strategic value of our approach
continued on page 143
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lies in the next step: analyzing your
customer’s experience. The objec-
tive is to gain insight into the cus-
tomer by appreciating the context
within which each step of the con-
sumption chain unfolds. It is crucial
to remember that the customer is zi-

o> analyze your customer’s
experience, consider how
ve simple questions apply
at each link in the chain.

ways interacting with people,
places, occasions, or activities.
Those interactions determine the
customer’s feelings toward your
product or service at each link in the
chain. When they are viewed strate-
gically, they can shape the dynamics
of competition for that custom-
ex's business.

Essentially, this step involves con-
sidering how a series of simple ques-
tions~what, where, who, when, and
how —apply at each link in the con-
sumption chain. We have found that
the most rewarding way to approach
this exercise is to have z group of
people from a company start down a
path with any of their questions and
brainstorm until their ideas dry up.
Sometimes a given question will not
icad to any particular insight. That’s
not a problem; the goal is to assem-
ble an inventory of possible points
of differentiation. Once the ideas
are on the table, you can assess each
one and select those that are most
promising for your situation.

Blyth Industries, the candle manu-
facturer we mentioned earlier, pro-
vides a good example of how analyz-
ing your customer’s experience
works in practice. By exploring the
options raised by their analysis,
Blyth employees were able to take 2
prosaic product that is easy to imi-
tate and create a profitable competi-
tive advantage. What is important to
understand here is that Blyth makes
no pretense of being able to create
the fabled “sustained competitive

jvantage” - so beloved of strat-
egy texts - in any single segment of

1

the candle market. Rather, what the

»
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company seeks to do is be the first to
create and then dominate many
small niches in rapid succession
over time, gaining economies of dis-
tribution and scale by the sheer
number of products it has in the

marketplace.

Consider some of the
possibilities that Blyth em-
ployees uncovered when
they applied the questions
to their business:

What? What are cus-
tomers doing at each
point in the consumption
chain? What else would
they like to be doing?
What problems could they be experi-
encing? {These problems may not be
directly related to your product or
service.} Is there anything you can
do to enhance their experience while
they are at this stage of the chain?

Candles, when you think about it,
can play a role in everyday life in a
host of different ways. Among other
things, they are used to celebrate
birthdays, create a festive atmo-
sphere for dinner parties, warm buf-
fet dishes, cope with power outages,
and set the mood for
romantic evenings.
Candles can be pur-
chased in specialty
shops, at crafts fairs, in
supermarkets, and at
card stores. Further,
their use can be ac-
companied by a huge
variety of containers,
displays, accents, and mood-creating
products. All this suggests that can-
dle makers might do well to explore
the possibility of offering 2 complete
“candlelight experience” by produc-
ing or marketing complementary
products as well.

Where? Where are your customers
when they are at this point in the
consumption chain? Where else
might they be? Where would they
like to be? Can you arrange for them
0 be there? Do they have any con-
cerns about their location?

Because candles can have so many
uses, it isn’t surprising that there are
as many potential places for their
use. Candles can be found at the
beach, on picnics, at proms, at wed-
dings, at home, in restaurants, at

children’s birthday parties, and in ‘
places of worship. What quickly be- |
came evident to Blyth was that the |

concerns and behavior patterns of its
customers were likely to be different
in each location. That insight sug-
gested the potential for differentia-
tion on the basis of location.

For example, consider how can-
dles are used in the home. Virtually
every room in the house has poten-
tial: the dining room, living room,
kitchen, bedroom, bathroom, and
basement can all conceivably pro-
vide a setting for candle use, each for
a different reason.

Who? Who else is with the cus-
tomer at any given link in the chain?
Do those other people have zny in-
fluence over the customer? Are their
thoughts or concerns important? If
you could arrange it, who else might
be with the customer? If you could
arrange it, how might those other
people influence the customer’s de-
cision to buy your product?

Honing in on the line of thinking
Blyth used about domestic candles,
consider the use of candles in the
dining room. Who else is going to be

Candle makers might
explore the possibility of
offering a complete
“candlelight experience.”

there? The other people could be
members of the immediate or ex-
tended family, business associates,
close friends, or 2 suitor. Each type
of person means a possible point of
differentiation; cach type means a
different experience, a different
mood, and a different time.

When? When-at what time of day
or night, on what day of the week, at
what time of the year-are your cus-
tomers at any given link in the
chain? Does this timing cause any
problems? If you could arrange it,
when would they be at this link?

Take the scenario of 2 dining room
with the family. Blyth found that the
question when uncovered a wealth
of opportunities for differentiation.
Candles are used in the dining room
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What else are your customers
doing when they buy gasoline?
Among other things, they might be
commuting, on ¢ leisure trip, on ¢
business frip, on vacation, shopping, or
plonning to use equipment {suchas ¢
mower or a tiller].

you pursue the business-trip option,
the next question is,

Whom are they with when they
buy gasoline on a business trip?
Your customer couid be clone or

accompanied by a colleague. He or she
could be with o spouse or significant
other. Your customer also could be
traveling with ¢ group of people.

I you pursue the idec thot your ¢
is alone, the next question is,
Where does your customer
gasoline whiie he or she is
business trip?

Your customer might stop first at
gos station, then ogain between
clong the way.

with the family on birthdays, an-
niversaries, holidays, and graduation
days, and at meals marking other
special occasions. Each occasion
provides a distinct experience. Im-
portant for a candle makez, each also
triggers distinct emotions. Blyth em-
ployees were able to identify what
became several successful new areas
of differentiation by exploring how

Even a simple product
such as gasoline can be
differentiated.

their candles might be designed in
special shapes, colors, or scents.
They also came up with a variety of
ways to package the candles and
combine them with such accessories
as napkins to suit cach situation.
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Candles intended for use with fami-
ly members at Thanksgiving, for ex-
ample, might be scented with cinna-
mon, colored in tones associated
with the holiday, and sold with spe-
cial holders.

Because there are many holidays
and other occasions when families
get together in the dining room, you
can begin to get 2 sense of the oppor-
tunities available for dif-
ferentiation. Morcover, the
process can be repeated for
as many different compan-
ions and settings as the
imagination of your em-
ployees can contemplate.
Blyth, for example, also
has found 2 tremendous opportunity
to differentiate its products for roman-
tic meals. CEO Goergen has worked
hard to design scented candles in vari-
ous shapes in order to influence the
ambience of such occasions so that, as

he says, “cating becomes dining, an
dining becomes romance.”

How? How are your customers
needs being addressed? Do the
have any concerns about the wa
in which your company is meetin
their needs? How else might you ar
tend to their needs and concerns?

Think about how candles are use
outdoors - say, at 2 company barb
cue. Citronella candles come t
mind. In addition to creating a fe
tive atmosphere, they are an attrac
tive way to protect people from ir
sect bites.

As we've seen, there is conside
able potential for differentiatio
even in products so simple that :
first blush they seem like commod
ties. Candles are but one. Gasoline:
another. {See the exhibit “Is There
Way to Differentiate Seiling Gas?
Understanding the customer’s exp
rience at any link in the chain £
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Which leads to:

Does your customer have any
concerns in any of those
situations, and how is your
company addressing them?
Among other things, your customer
might worry about getting lost or
running out of gos. Or he or she might
be concerned about personcl security.
Also, your customer certainly doesn’t
want the car to break down.

e T LA

Ceeping those ideas in mind, consider:
#Nhen does your customer buy
gasoline?

Anytime: during the day or night; during
he week or on the weekend.

if you consider in depth the concern about personal security, one way to differenticte
the process of selling gasoline would be to reconfigure the structure of your gas stations

clong those highways that are principal business routes. For example, you could
T ensure that your station is well lit and monitored;

T provide an attendant to pump the gas;

{2 provide ¢ “frovel adviser” at each station who has o detailed knowledge of the
crec; such @ person might be able to advise your customer about the safest routes,
areas under construction, congested areas, and good restaurants and hotels;

T arronge for customers who buy gas 1o rent @ mobile phone ot the gas siction,
possibly negotiating with the phone company to share usage revenues.

any product offers companies the op-
portunity to identify and explore
many noatraditional ways to create
value. The task then becomes select-
ing from among this wealth of possi-
bilities; considering how each idea

Consider how each idea
meshes with your
company'’s skills,
assets, and systems.

meshes with a company’s particular
skills, assets, and systems; and fo-
using only on those that can gener-
ate a competitive advantage. Each
idea also may open up an opportuni-
ty to develop a new competence.
Too many companies pursue what
seem like great new idezs without
carefully assessing whether their
organizations are well suited to do
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so and how quickly competitors
can respond. Robert Goergen knows
that Blyth Industries has certain
strengths its competitors do not, in-
cluding several unique production
techniques and, more important, a
deep knowledge of fra-
grances. Those special
strengths, coupled with 2
solid understanding of
customers based on mar-
ket research, give Blyth
an edge. Goergen thus
evaluates opportunitics
for differentiation based on those
considerations and moves forward
only with the ideas that promise the
strongest returns.

Focused Creativity

Virtually every company we have
ever worked with has within it
scores of people of considerable cre-
stivity and imagination. Unfortu-

(v
~1

nately, all oo often, the company
never benefits because that talent
isn’t appropriately focused. It may
even be squelchéd by the homoge-
nizing pressures that any large orga-
nization tends to impose.

An important benefit of the
process we've outlined above is that
it unlocks the creativity in an orga-
nization so that the tasights of par-
ticular individuals can contribute w
a shared understanding of the cus-
tomer - so that the company, in ¢f-
fect, knows its customers almost
better than they know themselves.
Companies that do this successfully
find themselves deeply attuned to
their markets. And, like entrepre-
neurs, they spend the imagination
they have in lieu of the money they
nay lack to outperform competitors
where it counts.
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Marketing and Seduction: Building Exchange
Relationships by Managing Social

Consensus

JOHN DEIGHTON
KENT GRAYSON*

We distinguish seduction from persuasion and other ways to draw consumers into
exchange relationships. A legal case invoiving the prosecution of a mail fraud known
as Chonda-Za is used 10 ilustrate seduction, and the concept is defined in terms
of social constructionist theory. We identify five stages in the unfolding of a seduction
and draw paraflels and contrasts to the formation of a normai exchange relationship.
We expiore the enroliment stage in more detail and model it as a matier of inducing
consumers to accept progressively more involving role agreements. The distinction
between legitimate and illegitimate seduction is also examined.

ne widely shared prediction about the future of

marketing communication is that it will become
more conversational. Interactive communication tech-
nologies, supported by digitized records of the individ-
ual interactions, will allow marketers to carry on dia-
logues with customers one by one at costs of the order
of broadcast communication costs. If creatively man-
aged, these dialogues will support deeper and more re-
warding relationships than broadcast communication
¢an sustain (Blattberg and Deighton 1991 Peppers and
Rogers 1993: Rapp and Collins 1990).

This article was inspired by an account of a rather
inventive direct mail program that operated for 20 years
and nurtured intense relationships between consumers
and a service known as Chonda-Za. Although the pro-
gram was not technologically sophisticated and never
served a mass market, it suggests features of relationship
formation and maintenance that may well become more
prominent as mass marketing becomes more conver-
sational. In particular, the case of Chonda-Za describes
a kind of conversation that we shall term seductive.

By seduction we mean interactions between marketer
and consumer that transform the consumer’s initial re-
sistance 1o 2 course of action into willing, even avid,

*John Deighton is associate professor of business administration
at the Graduate School of Business Administration, Harverd Uni-
versity, Soidiers Field. Boston. MA 02163, Kent Grayson is assistant
professor of marketing at the London Business School, Sussex Place,
Regepts Park, London NWI14SA. The authors thank the following
for comments on cariier drafis: Jennifer Aaker, Mark Bergen, Erica
Deighton, Jonathan Frenzen, Steve Hoch, Kent Monroe, David
Shulman, three reviewers, and participants at the 1993 Columbia
Marketing Camp.

73

compliance. The paradox of seduction is that it induces
consumers to enjoy things they did not intend to enjoy.
It does so because the marketer entices the consumer
to abandon one set of social agreements and collaborate
in the forging of another, often incompatible, set of
agreements that then serve to govern the relationship,
its value. and the satisfactions that it can vield. A mar-
keting manager of a chain of car dealers toid one of the
authors, I tell my salespeople that when a customer
enters your showroom, he comes because he wants quite
badly to own one of vour cars. But he also wants quite
badly not to spend money. Your job is to help him
through the trauma of parting with the money so that
he can get to own the car. If you do it right, the customer
will thank you.” Our explanation of this story envisages
that the buyer ¢an be in one of two states. In the first,
the money is preferred to the car. In the second, the car
is preferred to the money. The selling role is not merely
education or persuasion: rather, the salesperson em-
ploys guile to lure the buver across a threshold from
the first state to the second, confident that, once across,
the buyer will not resent the ploy.

How common a phenomenon is seduction in mar-
keting? On one hand. formal models of consumer choice
derived from axioms of utility theory would deny that
it exists at all. Models such as those of Corstens and
Gautschi (1983) and Hauser and Urban (1986) envisage
a sovereign consumer who is free to choose and whose
tastes may not be changed by an outside agent. On the
other hand, there has been a sense among social critics
since at least Vance Packard (1957) and among some
marketing academics (Kapferer 1985) that marketing
depends quite pervasively on seduction. In other tra-
ditions that are concerned with social and interpersonat
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influence, seductive transformation of tastes is envis-
aged in art,! in feminist social criticism (Cummings
1991; Hardwick 1990; Miller 1991), and in postmodern
social theory (Baudrillard [1979] 1990; Wernick 1991).
In these portrayals, one side often wins a contest of
values so absolutely that the other side seems to forget
that there has ever been a contest. As Miller (1991) ob-
serves, those seduced are often found “‘validating their
seducers or rulers or oppressors, indeed, cheering them
on” (p. 22).

Whether marketing can be seductive is a pertinent
issue at a time when interest in business ethics is wide-
spread {(Smith and Quelch 1993). Academics, regulators,
and practitioners have been able to sustain a long and
inconclusive debate on legitimacy in marketing. The
debate has tended to center on the meaning of the word
deception (Gardner 1975; Murphy and Wilkie 1990;
Preston 1975; Richards 1990). Deception has been de-
fined as those instances in which a consumer changes
his or her behavior for reasons grounded not on “fact”
or “reality,” but on “beliefs” or “impressions” (Aaker
1974; Barbour and Gardner 1982: Gardner 1975;
Russo, Metcalf, and Stephens 1981; Shimp and Preston
1981). To avoid deception, consumers and marketers
have been encouraged to attend to the facts, which are
to be found in the “inherent aspects of the product”
and which “may be verified by examining only the ob-
ject” (Shimp and Preston 1981, p. 23). When a con-
sumer is deceived, it is because he or she is unduly in-
fluenced by such “nonfunctional” qualities as “style,
appearance, and other ‘nonobjective’ attributes”
{(Gardner 1975, p. 43). A difficulty with this definition
of deception is that “nonfunctional™ qualities are found
in so many consumer exchanges (Bagozzi 1975; Levy
1959) that the definition seems to imply that almost all
marketing is deceptive.

This articie explores the legitimacy of marketing ac-
tions from a different perspective, one that bypasses the
unresoived debate about deception. Our alternative to
deception is the idea of an unsustainable social consen-
sus, a term that we define in the theoretical language
of social constructionism. Seduction is the strategy by
which we suggest 2 consumer is induced to tolerate or
overlook unsustainability, or even to connive in denying
it. We offer a definition of seduction as something more
voluntary than fraud and more collaborative than en-
tertainment, a playful, gamelike social form.

The article is organized as follows. First we outline
some essential concepts in social constructionist theory.
Then we illustrate marketplace seduction with a case
study describing the legal prosecution of a business
known as Chonda-Za. Next, we develop our definition

!Seduction plots abound in literature, poctry, and opera—c.g., the
seduction of Samson by Deiilah, Richardson’s nove! Clarissa, the
Don Juan themes of Moliére, Mozart, Byron, and Shaw, Laclos's Les
Liaisons Dangereuses, and Kierkegaard's Diary of @ Seducer (see,
¢.g., Fiedler [1963] and Newman [19881).
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of seduction by progressively isolating the concept fi
persuasion and other kinds of social influence. In
second half of the article we describe the process
which seduction operates, with detailed attention to
enrollment stage, and we conclude with an analysi
legitimacy in marketing.

SOCIAL CONSTRUCTIONISM

Social constructionism might be thought of as 2
ciological account of phenomena that are more ¢
monly treated as psychological in consumer resea:
In cognitive terms, consumer learning is framed :
matter of fallible inferencing, of individuals’ search
objective truths, helped by marketers” honest mess:
and hindered by their deceptions (Hoch and Deigh
1989). In social constructionist terms, it is seen i
process of social interaction whose goal is a work
consensus, useful rather than truthful. The goa
learning is to have a community share a “single ¢
nition of the situation in the face of 2 multitude of
tential disruptions™ (Goffman [1959] 1973a), where
definition is legitimate if it allows the members to ¢
duct themselves creditably. The social constructio
counterpart of deception is a social consensus that ¢
not be sustained and so ultimately fails those who b
subscribed to it.

Social constructionism (Berger and Luckmann 1¢
Gergen 1983; Hirschman and Holbrook 1992; Sa
and Scheibe 1983: Schutz 1970; Schutz and Luckm
1973) studies the ways in which agreements betw
social actors shape and govern the interactions and:
ceptions of these actors. In this article we referto s
agreements as social consensus. An example of a s¢
consensus is the shared agreements in American soc
that govern conduct in restaurants. For example,
usually acceptable to take wine to a restaurant that<
not sell wine, but it would be odd 1o take 2 fish -
vegetarian restaurant. Such shared understandings
the threads that constitute the fabric of social real
In other words. they provide a necessary context wi
which social action can achieve meaning, and witt
which social action can have no relevance or im;
(Berger and Luckmann 1966, p. 51). They make ug
prescriptive and proscriptive rules for social con¢
and meaning ascription. '

Social constructionism emphasizes that the nun
of individuals participating in the set of agreements
constitute a social reality affects its influence, autho
and sustainability (Berger and Luckmann 1966, p.

*There is no one social reality; individuals cstablish differen
of agreements with different individuals or groups. Schutzand 1
mann (1973, p. 22-24) write that there are “infinitely many. diff
orders of reality that at any given time have a special siyle of
that is characteristic of them alone,™ and that *'in the course of 2
indeed of an hour, we can . . . traverse a whole series of such |
inces.” A simiiar treaiment can be found in Berger and Lucks
(1966, p. 21-25).
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FIGURE 1
BASES OF SUSTAINABILITY
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An agreement between only two people “remains ten-
uous, easily changeable, almost playful. ... Aand B
alone are responsible for having constructed this world.
A and B remain capable of changing or abolishing it”
{Berger and Luckmann 1966, pp. 58-59). As others join
in, the base broadens. The newcomers view this con-
sensus not so much as “This is how A and B’s unique
relationship operates” but instead as a local consensus:
“This is how things are done here.” When the local
consensus becomes widespread, it is said to have be-
come institutionalized (Berger and Luckmann 1966, p.
54). An institutionalized consensus is independent of
any particular individual’s power to repudiate it—
independent even of those who established the agree-
ment in the first place. Someone who flouts an insti-
tutionalized convention does not negate the social fact
of the convention, and may indeed have to deal with
very costly consequences of not working within the so-
cial consensus.

The movement from private agreement, via local
consensus, 10 institutionalized consensus occurs in a
process of continuous negotiation. Any new market-
place consensus is 2 compromise reached among three
forces: (@) what the marketer wants, () what the con-
sumer wants, and (¢) what the institutionalized reality
will allow. In this article we shall be concerned with
whether this three-way consensus is sustainable. The
three main bases for sustainability are shown in Figure
1. When marketer and consumer reach a private agree-
ment that is in harmony with institutionalized agree-
ments, the result is easy to sustain. However, when the
private agreement is discordant, it may still be sustain-
able {but precariously) if the marketer manages to in-

(The agreement
does not contradict
other agreements
of its subscribers.)

h

1
Private Agreement

i

|

Discordant
but
insulated

H

(Subscribers to
the agreement
do not expose
themselves 1o
contradictory
agreements.)

sulate the agreement from conflict with the larger social
reality or contrives evidence to suggest a2 wider consen-
sus. These strategies, some of which we shall call se-
ductive, are examined in more detail later in the article.

Qur term social consensus can be related to similar
concepts in sociology and consumer research. Social
constructionists (and the closely related symbolic in-
teractionists) refer to agreements that constitute social
reality as “provinces of meaning” (Schutz and Luck-
mann 1973, p. 23), “the definition of the situation”
(Mead 1934), and “the frame™ (Goffman 1974). Al-
though these terms are not much used in consumer re-
search, closely related terms have been used. Kleine
and Kernan (1991, p. 313) examine the role of “con-
text” in marketing, and Belk {1975) uses the term
“consumer situation™ for “all those factors particular
to a time and place of observation which do not follow
from a knowledge of personal attributes and which have
a demonstrable and systematic effect on current behav-
tor.” While neither of these articles deals exclusively
with social agreements, both include social dimensions.
Belk’s (1975) taxonomy includes “social surroundings,”
and Kleine and Kernan (1991, p. 313) build from the
idea that “people strive to determine the interpretation
that was intended by {an] object’s displayer.” .

Negotiating a social consensus in the face of threats
to disrupt it is a performance whose subtlety can be
revealed most simply by narration. We shall therefore
present a case account of one such performance. While
this case is bizarre in its particulars, we shall argue in
the discussion that follows that it possesses several as-
pects common to the formation of consensus between
consumers and marketers generally.
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THE CASE OF CHONDA-ZA

This case study concerns the operation of a business
known as the Land of Chonda-Za and the College of
Love (COL). We have compiled a narrative summary
of the episode from press reports (Rose 1988: Smith
1988) and from the 16 volumes of court proceedings
that led in December 1989 to the conviction of the ven-
ture’s principals, Donald Lowry and Pamela St. Charles,
of mail fraud in a Federal Court in Peoria, Illinois.

From 1966 to 1986, Lowry operated the College of
Love from a printing works in downtown Moline, II-
linois. According to the federal indictment, its lifetime
revenues reached $4.1 million and were garnered from
31,000 customers. Lowry communicated with his cus-
tomers almost exclusively through the mail. The College
of Love presented itself as a refuge and rehabilitation
center for sinful, worldly women. under the direction
of Mother Maria Simona Mireles. In the story, Mother
Maria pursued a dream to raisc enough money to trans-
form the retreat into Chonda-Za. a rural valley paradise
in which the young women would live, perhaps with
their benefactors, in an environment free of loneliness,
rejection, and anxiety.

The Chonda-Za project was populated with fictional
characters and roles for the readers of the letters. Mother
Maria, also known as the archangel, was said to care
for a group of 13 angels of love. A security force, the
Huizache, kept the outside world at bay. Patrons were
inducted into the International Order of Knights of
Chonda-Za. where they could buy their way up in rank
to harem lord and temple master. Within the overarch-
ing plot of a project to raise funds to build the valley
paradise, there were many subplots acted out between
fictional angels (Lowry wrote most of the letters) and
real knights.

Customers were recruited by mail from lists pur-
chased {rom lonely-hearts clubs and men’s magazines.
Typically, the correspondence would begin with a for-
mal letter offering membership in the Coliege of Love.
Thereafter, other letters, handwritten, would begin to
arrive from individual angels, and members would be
encouraged to reply. The correspondence mixed affec-
tion, encouragement, lessons in seif-help, salacious
themes. and appeals for money. the proportions varving
from one angel 10 another. A defense witness told the
court they were “nice letters. lovable letters. They is
trying to tell me that they are my friends and they would
itke for me to write to them, express my feelings. Sort
of a release of some of the anger and bitterness out of
me.” Another said, “It’s kind of probably, oh, a little
like a soap opera. It kept going on. It was very enjoy-
abie.”” He characterized the message in the letters as **a
guy ought to be interested in nice type of girls and stay
away from the working girl type.”

One letter began, “On this date, May 31st, 1984, 1,
Vanessa Heather Covington, do hereby declare my love
for vou, Jerry M of Durango, Colorado. . . . For
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all of my life I have needed someone to whom I
give my love. I have chosen you, Jerry M——, bec
you have shown me that you do care for me. YO
have affection for me. You are 2 real man who it
mantic, sensitive, and tender. You are my knigt
shining armor. You are my life. I pledge my und
love and devotion to you, Jerry, and I hold out
hand to you offering you my heart. Tomorrow was nn
for us. Tomorrow we will be together walking dowr
secret path to paradise. And in the valley we will
forever.” Another letter, used later in a relations
offered the customer this assurance: “You can appr<
women with an entirely new outiook. If things d
work out with a woman or if you are rejected, it do¢
matter. [ will always be here. You will always have
to fall back on. I'm your ace in the hole. . . . Remen
the words of the old song *‘vou’re nobody till somet
loves you?” I'm somebody now, Burt, and so are vt
One patron told a federal grand jury of his ¢
spondence with angel Vanessa Covington. She was
sented as the daughter of an alcoholic and a for
participant in organized crime who was taken in
cared for by Mother Maria. Once she sent her patr
penny, describing it as one of her few personal po:
sions, and asked him for something in return. He
the jury, “I'm not too romantic. I didn’t know wi
could send that would mean anything.” He mailed |
a windbreaker. Another witness, who had kept 2 |
tograph of an angel on his television set, described
he sent her a space heater because she complaine
being cold. He also sent sums of money that tot
$9.000 and named the organization in his will.
Lowry conceded his enterprise was a fiction. Ir
trial defense he said, “If you write a story such as L
Red Riding Hood, you are not lying, vou are crea
a story. . . . It [the COL] was based on the princ
that the illusion of romance is better than no rom:
at all. Some people will believe what they want to bel
no matter what vou tell them. I always believed
fantasy aspect to be harmless. Back in the "70s
members said they liked the letters but didn’t like
idea of having to pay a girl to write a love lette
didn’t help their egos.” In soliciting money by pret
ing to apply it to the purchase of sewing machi
clothing, and gardening materials, he explained, he
a “rationale of need™ to protect the egos of the mem!
The federal prosecution of Lowry’s business fo
members to confront its fictional character. One o
ber, asked by the prosecution whether he believed t
was a COL retreat, replied, “Well, | didn't disbd]
it.”" Asked by defense counsel whether he paid o
attention to whether the letters were real or fictior
said, ““No, I never placed much value on that. It rt
didn’t make a difference. It didn’t harm me 16 bel
it and, you know, it didn"t cost me anything to bel
it. So why should I—you know. if somebody says
tend to trust people at what they say. Since it di
cost me to believe it, I didn’t see any harm in it
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contrast, another member, approached by a Wall Street
Journal reporter, expressed shock and betrayal: “It’s a
joke, a mean, hideous joke on anyone they prey on,”
and then terminated the telephone conversation
abruptly.

Some expressed puzzlement at their own gullibility.
A philosophy professor, a customer who gave evidence
for the prosecution, described himself as captivated by
the allure of the voung women. He told a press reporter,
“Over a period of time vour reluctance melts. I began
to write sentimental things, intimate things. It was a
curious part of my history. I can look back and say
‘How did it ever happen?” Another said, “When you
look back it seems corny or fishy. But at the time it
didn’t seem all that ridiculous.” A third had noticed,
and was concerned, that replies to his letters made no
specific reference 1o his letters, vet continued to write.
“Everyone’s got some kind of emotional trigger that’s
easy to push, and they get very foolish when they’ve
been hit.”

Some voiced no sense of betrayal but, rather, a sense
of disappointment as if an illusion had become no
longer sustainable. About 12 former patrons traveled
to the trial to give evidence in Lowry’s defense. They
brought with them mementos: photographs of the an-
gels, love letters, and Mystic Marriage certificates. A
Chicago Tribune report described how they “offered
heartfelt testimony during the weeks of the trial, either
under oath or in coffee shops near the federal court-
house. Most of them were single. Many were unem-
ploved or retired. And they carried their loneliness and
social ineptitude like a2 coat of arms.” One member of
this group told the reporter, “The word ‘lonely’ was an
understatement in my case. [ was lost and confused.
Drinking was my major problem. I used drugs and gave
suicide serious thought. The COL gave me peace and
tranquility, and the letters I wrote fulfilled a great cre-
ative need.” Another said, *‘I was going through a rough
time. My mom had passed away. I was more or less
demoralized. I was depressed. It was more or less the
chance to get the inspiration to continue.”

Another {who had donated $25,000 to the organi-
zation over six years) let himself be photographed by
the Chicago Tribune photographer and told the re-
porter, “I told the postal inspector he ruined my life
when he stopped the Angels’ letters. I liked 1o write
them letters and receive them. [ never belonged o an-
other group that gave you more for your money.”

Although Chonda-Za is a curiosity in its surface de-
tails, we contend that its form is similar to the form of
many relationships between consumers and marketers,
differing perhaps in intensity but not in kind. Five fea-
tures of the case study are particularly important 1o
establishing this generalizability. We use these features
to construct the five questions that isolate our concept
of seduction from related concepts and to construct our
definition. These critical features are the following:
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Ambiguity. Consumers found the events in the case
ambiguous. This applied to component episodes: when
Vanessa sent her patron a penny, there were few rules
to define the proper response. Her patron complained,
“] didn’t know what I could send that would mean any-
thing.” It applied also 1o the program as a whole: re-
viewing it in retrospect, not all participants subscribed
to the same definition of what had happened. It was “a
mean, hideous joke” to one ex-patron and exceptional
value for the money to another. We shall argue that
unless objects or events have this openness to reinter-
pretation, there is little place for marketing in facilitat-
ing their exchange.

A New Consensus. Joining Chonda-Za required
patrons to adopt new agreements. Entering the new
consensus happened progressively: it took multiple in-
teractions, unfolding in a particular sequence, 10 draw
each prospect into the web. It is unlikely that the pattern
of Lowry’s mailings could have been rushed or re-
arranged. If, for example, Vanessa’s offer of the penny
had come early in the process, it might well have failed
to engage the sympathy of its recipient and draw him
into the consensus.

A Narrow Consensus. The agreements between
Chonda-Za and its patrons were narrow, and not simply
local versions of general social agreements. For many
members they would have conflicted with agreements
in the wider world except that the members were in-
sulated, rather like cult members or passengers on a
cruise ship after a few days at sea.

Collaboration. Patrons did not just passively “con-
sume’” what Chonda-Za offered. They helped willingly,
even avidly, to produce it. They accepted roles, re-
sponded to suggestions, and even initiated creative ac-
tions themselves within the overarching plot.

Vulnerable Gains. When the postal authorities in-
tervened and disrupted the consensus supporting
Chonda-Za, some patrons held on 1o their gains while
others lost them. One group distanced itself from the
experience and lost whatever had kept them in the re-
lationship. Another group continued to be involved with
the defunct institution, standing up in public, for ex-
ample, 1o defend it, and so held on to its gains.

ISOLATING THE CONCEPT
OF SEDUCTION
To define seduction and distinguish it from other
ways to induce consumers to take part in transactions,

we shall follow the sequence of questions laid out in
Figure 2.

Are the Terms of the Transaction
Unambiguous?

A transaction may be judged to be unambiguously
fair, unambiguously unfair, or inherently ambiguous
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FIGURE 2
TYPOLOGY OF WAYS TO INDUCE CONSUMERS TC TRANSACT
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(Hoch and Ha 1986), and these three alternatives ac-
count for the gross distinctions in the spectrum of
transaction types at the bottom of Figure 2. If a trans-
action is unambiguously fair, neither party need offer
the other any inducement to trade because each party
comes to the transaction with a fully formed incentive
to act. The category at the far right of Figure 2. trade
with mutual gain, is bilateral exchange in the standard
microeconomic sense: it derives its motive force from
independently formed expectations in the minds of two
fully informed parties that each will be better off after
the exchange. There is little scope for marketing at this
end of the scale. Representations about the value of the
transaction are redundant because they are already
known to both parties. In transactions among informed
traders in a well-regulated stock market, for exampile,
marketing is perfunctory. It is concerned with making
the transaction happen smoothly, not with persuading
one party to join. As we move from the right toward
the middle of Figure 2, the parties are no longer Pareto
informed: the merit of the transaction is more ambig-
uous for one party than for the other. The better-in-
formed party may induce the other to trade by some
kind of representation, by sharing information, or by
making credible promises. Marketing’s role increases.
Now consider the far left of Figure 2, where coercion
is the whole reason the transaction occurs. in theft by

78

force, the felon’s overwhelming superiority of p¢
accounts for the victim’s cooperation. Marketing ¢
no role at this end of the scale, because the benefits
costs of bullying and playing along are unambiguo
known to both parties. We can move from the le
the scale’s midpoint by invoking Nettler’s (1982) «
sification of thefts. It proposes a progression from 1
brutal to least—from force. to stealth, to fraud,

finally to the confidence game—and we suggest

this is also 2 progression from less dependence on 1
keting to more dependence. In theft by force the vic
is physically deterred from responding. In thef
stealth the victim is physically absent or psychologis
unaware of the action of the thief. In theft by frauc
thief’s action is noticed but misinterpreted: the vic
suffers loss by misreading evidence. In a con game
victim’s response to the evidence is not simply to

read it, but to play along with it. Thus, the midd
the spectrum in Figure 2 is reached from the left v
physical power gives way to power over another™
terpretive processes.

The middle of this scale is the focus of interest in
article, because this is where ambiguity about the v
of transacting is greatest and where marketing has
most work to do. The marketer attempts to resolve
biguity by offering the consumer a marketing
crafted to signal value in terms the consumer car
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code.? An example of marketing at work to resolve am-
biguity is seen in the design of the Mazda Miata to con-
form to the notion of a classic sports car (Business Week
1990). The car’s tachometer needle was lubricated so
that it would jump and bounce to signal snappy accel-
eration, and the gearshift was contained by a stiff rubber
guide to give it the solid feel of a rifle bolt. The engine’s
throaty grow! was not incidental to the design of the
engine, but emerged from attempts to mimic the re-
corded sound of MGs and Bugattis. Product design be-
came 2 search for linguistic conventions—growls and
snaps—10 resolve ambiguity about what the car aspired
to be. Whether these linguistic signals were seductive
or not depends on distinctions that remain to be drawn.
Our concluston at this point is that ambiguity is a2 nec-
essary condition for marketing generally and seduction
in particular.

Does the Consumer Enter 2 New Social
Consensus?

The value of Chonda-Za 1o its members depended
on their joining a new social consensus. The consensus
grew from a three-way negotiation between what the
marketer wanted it to be, what the consumer wanted it
to be, and what the larger social consensus would allow
itto be. All consumption objects can be viewed in these
terms, as having meaning and value within a commu-
nity of consensus, and consumers entering a market
either operate under a preexisting consensus or must
be induced to subscribe 10 a new one. The second ques-
tion of Figure 2 distinguishes between these two pos-
sibilities.

When a transaction’s value can be established within
a preexisting consensus, the marketing task is persua-
sion. Persuasion works within the logic of the prevailing
consensus and defines no new language, symbols, or
gestures. So, for example, most advertising is persuasive,
in that it is effective only if there is enough prior con-
sensus between advertiser and consumer for more than
surface comprehension of the message 1o occur (see
Mick [1992] and Stern’s [1989] review of reader-
response theory). So too is public relations, as is clear
when its function is to fit the raw material of news into
a prior consensus. Speaking of the phenomenon of “spin
control,” or controlling the interpretation audiences
place on events, the executive responsible for managing
relations between Salomon Brothers and its public dur-
ing its 1991 reputation crisis said, “Audiences vary and
you have 10 package breaking news in a context relevant
to each group. . .. When the facts come out there has

3This article deais exclusively with cases in which the marketer
seduces the consumer, It should be emphasized that seduction can
operate in the reverse direction as well, For example, 2 consumer
may secuce 2 bank into fending moncey on inadeguate security, or 2
communily may seduce 2 corporation into investing in the com-
munity.
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to be agreement” (Monroe 1993). Here, persuasion in-
volves interpreting evidence in terms of a consensus to
which the consumer already subscribes. :

Seduction, on the other hand, involves the construc-
tion of a new consensus, a deliberate and stepwise pro-
cess. The consumer must be moved, usually in stages,
from old agreements to new. In the encyclopedia sales
pitch presented in Barach (1993), prospects must be
disabused of the idea that they are dealing with a sales-
person. They must come to believe in a new role, that
of envoy from the publisher nominating them to receive
a free encyclopedia set for the sake of the publicity it
will generate, and they must understand that the pay-
ments that he requests are not for the purchase of the
encyclopedia but for yearbook updates. Similarly, in
Goffman’s (1973b) study of the seductive process by
which individuals are coaxed to enter mental institu-
tions, he observed that “passage from person 10 patient
may be effected through a series of linked stages, each
managed by a different agent. While each stage tends
to bring a sharp decrease in adult free status, each agent
may try to maintain the fiction that no further decrease
will occur” (p. 8). Berger and Luckmann {1966, p. 54)
assert that these social agreements “are built up in the
course of a shared history” and “cannot be created in-
stantaneously.”

How Broad Based Is the New Consensus?

The third question of Figure 2 asks whether the con-
sensus is broad or narrow. When the consensus, while
new 1o the consumer, is firmly institutionalized in the
wider society, the result is a broad, robust consensus,
and the marketer’s task here is not seduction but con-
sumer socialization. Consumer research has investi-
gated this topic with respect to the socialization of young
peopie (Moschis and Churchill 1979; Ward 1974).
However, adult transitions can be equally worthy of
study (Moschis 1987), as when one learns the key
agreements to assimilate into a health club or retirement
community or assimilate into categories of expertise
such as wine buff or serious photographer. Even fads
and fashions, though transitory. can be broad based.
The value of 2 miniskirt or a Cabbage Patch Kid toan
individual rises or falls with the broad social consensus
about its value. _

A narrow consensus, on the other hand, is orie that
lacks the support of the larger social order and may
even be prohibited by it. If a private agreement is at
odds with the social order, it may still survive, if the
discord can be cloaked under contrived evidence of
broad consensus or if subscribers isolate themselves
from conflicting demands. In an insulated, private
agreement the marketer makes a claim that consumers.
want 10 believe so strongly that they will insulate them-
selves, physically, psvchologically, or both, from dIS-
sonant aspects of the broader social consensus. Parties
united in a narrow consensus must depend on each
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other to maintain the essential elements of the social
reality. This model therefore describes the perseverance
of cults and deviant social groups and also explains the
survival of more modest convictions such as faith in
ginseng extract and UFOs. Butterfield (1985), describing
a pyramid selling scheme, claims that seminar leaders
use the expression “dream stealers” to warn distributors
against people who express skepticism about the pyr-
amid and threaten to damage its consensus. Cielski,
Rose, and Leigh (1993) describe how skvdivers close
ranks, speaking of themselves as “‘social outcasts” and
taking pride in the observation that their appetite for
risk is incomprehensible to outsiders.

An insulated consensus can collapse if it is intruded.
upon, and the Chonda-Za agreement ultimately met
this fate. It began as something private between Lowry
and his customers, but when federal mai! fraud inves-
tigators intruded, the insulation failed. The largely two-
way negotiation of meaning was compelied to become
a three-way negotiation between Lowry, the customers,
and the broader social context, and for most of the pa-
trons the private agreement within which they had been
operating was now unsustainable. In conclusion, se-
duction involves building a narrowly based private
consensus and managing the risk of unsustainability.

Does the Consumer Collaborate in Building
the Consensus?

A marketer may set about buiiding a new consensus
simply by manipulating appearances so that the con-
sumer passively enters the consensus, as an audience
accedes to the realism of a motion picture set or un-
wittingly accepts a counterfeit bill. Or the marketer may
elicit some cooperative action from the consumer. We
shall call the passive examples——the motion picture set
and the bill—entertainment and fraud. respectively.®
Only when the consumer collaborates actively in the
marketer’s design will we say he or she has been seduced.
This insistence on collaboration as a defining element
of seduction is consistent with the term’s use in feminist
literature. Hardwick (1990) describes the seducer’s task
as the use of guile and insistence 10 uncover pockets of
complicity. Miller (1991) observes that there can be no
seduction that does not implicate the one who 1s se-
duced. Indeed. 10 fail to play along. to resist an advance,

*We recognize that some traditions in literary criicism emphasize
the reader’s active rolc in consuming entertainment (see, ¢.g.. Cham-
bers 1984). in this article we are focusing on more interactive ¢olj-
laboration. Whereas the content of books and movies remains fixed
as the reiationship with the consumer develops, the content of a se-
duction script can change to accommodate audience idiosyncracies.
As entertainment becomes more interaciive, it becomes more se-
ductive. This point acquires a2 particular relevance as interactive
technologies begin 1o diffuse widely throughout the communications
landscape that displaces traditionzal broadcast technologies, such as
radio and television, and raditional marketing communications tools,
such as advertising and couponing.
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is to redefine the initiator’s action as something r
coercive than seduction.

The expression play along suggests that the cons
er’s motive to collaborate may be found in the intri
motivations of play. Baudrillard (1990) observes
seduction denies events their literal truth and t
them into a game. Play is a frame that redefines i1
actions in benign, capricious or less instrumental te
Apter (1991) says that play creates for itself an
chanted zone within which one is confident tha
harm can come. The frame may have physical exist
{a proscenium arch, Disney World’s portals, ora t
ball stadium) or it may exist only by convention (th
that happen on Sunday afternoon, when wearing !
ers, or in the presence of an open beer bottle). It &
set of rules, voluntary except that transgression wi
end the play (Huizinga 1949). Goffman (1973b, ;
observed, in the study of induction into mental i
tutions, that “‘through words, cues and gestures the
patient is implicitly asked by the current agent to
with him in sustaining a running line of polite s:
talk that tactfully avoids the administrative facts o
situation.” Without the patient’s playing along acc
ing to the rules, the admission process might qui
deteriorate from benign to coercive.

Complicity, then, is defined as reciprocal action:
tended to sustain a play frame. To initiate seductic
a consumer, the marketer communicates the rules
narrow social consensus in 2 way that entices the «
sumer to cocreate the piay. The complicit consum
aware that there is play in progress. that behaviors
rule governed, and that things might be otherwise,
may not see the point of the game in the same tern
the marketer. In the same way, the victim in many «
fidence games is aware that a play frame has beer
voked. but 1s in error about the identity of the vi
(Leff 1976). Some home shopping television progr
take the form of a game in which viewers must d
ordering until the price of merchandise falls, but
delay so long that the merchandise is all sold. Cons
ers here may think of themselves as playing a2 g
against their own impulsivity, while the retailer’s g
is to magnify the impulsivity by making the inven
appear to vanish before the customer’s eyes.

Playing along is illustrated in the phenomeno;
pscudoevents identified by Boorstin (1964). He def
them as events planned, planted, or incited for the
pose of being reported or reproduced, crafted to ap;
spontaneous, and indulged in by their audiences
self-serving reasons. Exampiles include public relat
projects, tourist-oriented ceremonies, presidential pl
opportunities, and press conferences. Boorstin ar:
that we tolerate pseudoevents because we “‘suffer {

extravagant expectations. . . . We expect 1o be rich
charitable, powerful and merciful, active and reflec:
kind and competitive. . . . We expect to eat and

thin, to be constantly on the move and ever n
neighborly” (pp. 3-4). And when we watch their stag
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“we cannot say that we are being fooled. . . . This world
of ambiguity is created by those who believe that they
are instructing us, by our best public servants, and with
our own collaboration. . . . We have become eager ac-
cessories to the great hoaxes of the age” (pp. 36-37).
Wernick (1991) writes that the sensibility of the con-
temporary consumer ‘‘oscillates between a plavful
willingness to be temporarily seduced and 2 hardened
skepticism about every kind of communication”
{p. 192).

Are the Gains Lost If the 'Consensus Is Not
Sustained?

The distinctions posed in the first four questions are
sufficient to define seduction. but not to distinguish le-
gitimate from illegitimate seduction or to justify the
distinction between fraud and entertainment made in
Figure 2. To do that we need to consider how 2 social
consensus might betray those who have subscribed to
it. It is not simply that the consensus may fail. The case
of Chonda-Za shows that some members could find the
exchange to have been rewarding even after the con-
sensus collapsed. In our terms it shows that seduction’s
gains may survive the end of the consensus that created
them. When the gains survive, we shall call the event
entertaining or playful. When they do not, we shall say
the consumer has been conned or defrauded. The re-
lation between these terms can be close: cons and frauds
subvert while entertainment and play divert. It is some-
times difficult to decide whether the marketer’s motive
in concealing unsustainability is to delude the audience
or amuse it, and, therefore, it is relatively easy to reframe
the marketer’s action from fraudulent to playful.

Consider the following example. Throw Dough is a
circular sheet of nontoxic polvmer used by pizza makers
who have adopted production methods that no longer
require them to twirl real dough to make pizzas (Sterba
1991). Its manufacturer claims that when cooks toss
the fake dough they create “‘additional interest that
quickly transiates into increased sales.” How might that
happen? Imagine that the chef in an Italian restaurant
charms the patrons with a performance of virtuoso
dough twirling. He then surreptitiously substitutes real
dough for Throw Dough as the cooking phase of the
performance commences. By cloaking the substitution,
the chef plays along with the common consensus re-
garding “‘authentic” pizza restaurants. Imagine now that
the chefis caught in the act of substituting the real dough
by an observant customer. Two outcomes are possible:
the consensus may collapse. and with it the customer’s
delight in the experience. or the chef may attempt a
recovery and, adopting a playful attitude, may convince
the customer that dough throwing is just an act of hom-
age 10 a revered but obsolete tradition that never did
produce results as good as modern machine processing.
The latter strategy urges the patron to play along with
the chef and salvage the satisfactions of the evening.
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When the instrumental consequences of indulging an
unsustainable consensus are not aversive, the audience
to a performance may suspend disbelief (Berger and
Luckmann 1966; Englis 1993; Schutz and Luckmann
1973) and elect not to feel cheated. As negative instru-
mental consequences become more apparent, a sense
of indignation may develop and grow in the audience,
and vengeance ranging from social rejection to illegality
may follow.

The label we have given to transacting within a con-
sensus that is known to be transient is play, and our
analysis in questions 4 and 5 (see Fig. 2) supports the
claim made by some consumer researchers (e.g., Hol-
brook and Hirschman [1982] and Holbrook et al.
[1984)) that playfulness is a significant contributory
motive in much consumer behavior, deserving of more
theoretical weight and empirical attention.

Defining Seduction

We earlier distinguished seduction from persuasion.
We now distinguish it from fraud and entertainment,
using the fourth and fifth questions of Figure 2 taken
together. We define fraud as a transaction conducted
under a consensus that is not sustainable, where the
victim has no part in making the consensus and where
the gains that lure the victim into the trade arc unsus-
tainable. If, for example, a consumer buys a fake Rolex
watch thinking it to be the real thing, the consumer is
innocent of any complicity and is the victim of simple
fraud. Entertainment is defined here as a transaction
that, like fraud, depends on passively aceepting an un-
sustainable private consensus, except that here the gains
are sustained. The consumer in this kind of transaction
trusts in the consensus for the delight or other rewards
that will survive 1it. Seduction is defined as the entice-
ment of a consumer into an exchange where ambiguity
is resolved by a private (not institutionalized) sociai
consensus that the consumer plays a part in construct-
ing. It takes one of two forms. In a confidence game the
unsustainability is cloaked from the consumer because
his/her gains cannot survive the game’s end. In play
unsustainability is not cloaked, and the consumer plays
simply for the rewards of playing, confident that they
will survive. Play differs from entertainment in that the
consumer contributes actively to the consensus. Santa
Claus is entertainment to a very small child and play
1o a slightly older child who sces personal advantage in
piaving along.

Finally, Figure 2 can be used to define marketing
communication.® We claim that marketing commu-

*Here we are referring not oniy (o activitics that are conventionally
considered 10 be marketing communication (e.g.. advertising. pro-
motion, and public relations), but aiso to the communicative function
of other elements of the marketing mix. Inasmuch as all social acts
communicate meaning (Blumer 1969: Harre 1970). the implemen-
tations of product, pricing, and distribution decisions have com-
municative efects that can equally well be employed in the service
of seduction.
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FIGURE 3
DIFFERENT PROGRESSIONS OF RELATIONSHIP FORMATION

Seductive ENTICEMENT ENROLLMENT ENTRAPMENT CONFIRMATION
Relationship
Formation Glimpses of the Invitation 10 Fear of loss of Frequent small rewards
in Chonde-Za valley paradise, join the Huizache. hedonic rewards. (e.g. letters).
Handwritten letters. Requests (o write Fear of humiliation.
replies.
Pledges of affection.
Exchm;c of personal
possessions.
Relationship PROSPECTING QUALIFYING CONVERSION RETENTION
Formation
in Direct Prospect advertising.  Continuity programs Raising exit costs. Retention marketing programs.
Marketing such as frequent flyer
Teaser mailings. Programs. F:equ:my program
accumulations,
Swecpsiakes. Direct mail catalog
scheduiing,
Relationship AWARENESS EXPLORATION EXPANSION COMMITMENT
Formation
in Marketing Recognition of Trial purchase, Muzua! increased Investment in relationship
Generally feasibility of sampling, riskeaking. maintenance,
(.f. Dwyer exchange.
et al 1987) Bargaizing and Cross-selling. Pledges of relational
Positioning. negodation, continuity.
Transaceion-specific
Fantasy advertsing. investment.

nication is not a universal feature of markets, because
it is possible for trade with mutual gain to occur without
it. Rather, it is 2 term for a family of practices to induce
a consumer to transact when neither mutual self-interest
nor coercion applies. These practices reduce ambiguity
in the mind of the reluctant party regarding the value
of the transaction, so that self-interest can drive the
exchange. They do so either by drawing implications
of an established consensus (persuasion) or by drawing
the consumer into a new consensus.

SEDUCTION AS A SPECIAL CASE OF
RELATIONSHIP FORMATION

Relationship formation envisages a series of ex-
changes that lead to increasing commitment. Dwyer,
Schurr, and Oh (1987) have outlined stages by which
exchange moves from a transactional 1o a relational
basis: awareness, exploration, expansion, commitment,
and dissolution. They account for forward movement
{or the failure of some relationships to move forward)
as a matter of assessing the costs and benefits of in-
creasing dependence and therefore as a matter of ex-
panding trust. As the relationship deepens, each party
puts more at risk and increases confidence that the other
intends to keep promises.

Seduction stands in ironic contrast to orthodox re-
lationship formation, and offers, as irony generally of-
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fers, some insight into the orthodoxy. Against eac
the five steps of Dwyer et al. (1987) we can juxta
a seductive counterpart. Our steps are enticement,
rollment, entrapment, confirmation, and defection |
3). In contrast with the rational cost-benefit calcuh
Dwyer et al., we employ the primrose path view of
man judgment (Herrnstein and Prelec 1992}, whicl
sumes that human judgment is deficient at makin
tional choices because choices among means ma
made without full recognition of the ends to which
lead. Thus, seduction can result from designing a-
whose early stages are so tempting that they subve
divert the consumer from attending totheend tow
they lead. Figure 3 imposes the first four steps of
structure on the events of the Chonda-Za case and
gests how the seduction progressed and where te
tations presented themselves. Qur stages corresy
quite closely also to the standard stages of a direct
keting program: prospecting, qualifying, conver
and retaining (Deighton, Peppers, and Rogers 1€
This correspondence is illustrated in Figure 3 as w
The first stage in Dwyer et al. (1987) is aware
the recognition that the other party is a feasible
change partner. We add to recognition the more
posive connotations of enticement, in which the sed
presents a very desirable final goal and implicitly ple
to help the victim to achieve it. In Chonda-Z2, prosj
were allowed to glimpse a vision of how things
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be if they joined Chonda-Za. Willingness to enter its
thrall depended on the lure of the vision. The dream of
life in a valley paradise, hinted at in handwritten letters,
served much as the prospect of a payoff serves to entice
the victim of 2 con (Leff 1976). Enticement more gen-
erally can be indirect (e.g., 2 sweepstakes promotion)
or direct (e.g., advertising). Ads entice when they allude
to fantasy outcomes, such as an encounter with Old
Milwaukee beer’s Swedish bikini team, without explic-
itly promising that they will happen (Miller 1992). Loss-
leader pricing in supermarkets is another enticement
tactic (Nagle 1987).

The second phase in the Dwyer et al. (1987) model
is termed exploration and emphasizes how interchange
of information leads each member of the dyad to grow
1o trust the other. Our term for the second phase of the
Chonda-Za seduction is enrollment. In exploration each
party contributes information that gives legitimate
grounds for trust, while in enrollment the marketer
elicits information from the consumer without recip-
rocal candor. The information is used to design a role
for the consumer. Lowry identified pockets of potential
complicity in his prospects, and cast each in a role that
could be imagined to lead to the vision. He developed
the role progressively, from something merely perfunc-
tory to one that was so engrossing that it became its
own reward. For example, knights could advance to
become temple masters in the Huizache. Through this
progression the demands of the role and the consumer’s
sense of identity were merged. In mass marketing, en-
roliment is an identifiable element of many marketing
programs. Marketers enroll consumers with devices like
promotion or sampling, or an invitation to join 2 fre-
quent-flyer or other continuity program. Catalog mar-
keters like Land’s End use a customer’s purchase pattern
during an initial period to decide the types of catalog
and the frequency of mailings for that customer in sub-
sequent periods (Peppers and Rogers 1993). In face-to-
face marketing, enrollment can be much more subtle.
A shrewd service provider, such as a restaurant waiter,
auto salesperson, or investment counselor, infers the
needs of a client and casts the client in a role that in-
dulges him or her. For exampie, Prudential-Bache
trained brokers 1o recognize risk-averse investors
(termed “‘friendlies™) and sell them risky limited part-
nerships. The training literature offered the brokers
“powerful words you can use that friendly clients pick
up on” such as “‘no problem™ and “‘comfortable.” It
contained ““powerful selling phrases you can use that
friendlies respond to” such as “Trust me. I'll take care
of all the problems™ (Siconolfi 1993).

We term the third stage of seduction enirapment,
while Dwyer et al. (1987) refer to expansion. Each term
refers to an intensification of the pattern of the previous
phase. In expansion, the parties extend the scope of
exchange and become increasingly interdependent. In
entrapment, the unbalanced relationship becomes more
50 because exit for the consumer is increasingly costly.
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"Lowry’s patrons faced two kinds of cost. For some, par-

ticipation in the role gave rewards that they did not
want to lose. Once in the thrall of the story, it was pleas-
ant to remain. For others, it was social cost, revealed
in the humiliation that they suffered when the veil was
lifted and they were obliged to face their own gullibility.
There was a cost 1o stepping out of the role, standing
outside the thrall, and looking coldly at what one had
been doing. It is conventional in marketing to use the
concept of switching costs to describe the entrapment
mechanism in relationship formation. For example, the
investment banking firm Merrill Lynch converted bro-
kerage customers 1o an integrated service known as the
Cash Management Account and lessened the incidence
of account defection (Lovelock 1991). The balances in
frequent-shopper programs may have a similar effect
on lovalty to grocery stores. Addressability (Biattberg
and Deighton 1991) refers to the general strategy by
which individual customers unwittingly place their
transaction histories in manufacturers’ hands. much as
2 patient allows a dentist to accumulate his or her dental
records, so that the manufacturer can discourage
switching by delivering customized service superior to
that which less informed competitors can offer.

The sustaining phase of a relationship in Dwyer et
al.’s (1987) vocabulary is commitment. In seduction it
is confirmation. Commitment involves significant de-
livery on promises made, and explicit or implicit pledg-
ing of relational continuity. Confirmation, in contrast,
involves small acts of commitment or fulfiliment by the
marketer in leu of the fulfiliment of the initial promise.
In Chonda-Za there was no final plundering of the vic-
tims as there often is in confidence games (Leff 1976:
McCormack 1976), yet neither did the patrons ever re-
ceive their goal, an invitation to live in Chonda-Za.
Instead, there were repeated small rewards (e.g., letters
from the angels). In that respect, it parodied a conven-
tional marketing relationship in which a steady stream
of small rewards convinces the consumer that he or she
is on track toward the glimpsed viston of ultimate sat-
isfaction. Wheaties breakfast cereal seidom turns its
consumer into a champion. but it does deliver a flow
of wholesome breakfasts.

Dwyer ¢t al. (1987) refer to the dissolution phase of
relationships, in which one or both parties progress from
private dissatisfaction through interactive unbonding
to public presentation of the breakup. Qur final stage
Is defection, a rather more abrupt ending in which the
seductive party, far from negotiating the disentangle-
ment., exits without prior warning to some place inac-
cessible 1o the victim. In the argot of cons, this is known
as “'scoring the mark™ (Leff 1976). The defection stage
is not a universal feature of cons or, we suggest, of se-
duction. In some cons, such as those involving lonely
peopie, defection is put off and the mark is scored re-
peatedly. Alternatively, there is recourse {0 “‘cooling-
out” the mark, a siratagem to persuade the mark that
it is wiser 1o accept the loss than to pursue the thiefl
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Goffman (1952) finds widespread application in social
life generally for the metaphor of cooling the mark out,
and it might be possible to frame some marketing ac-
tions, such as complaint management, in the same
terms.

ENROLLMENT IN THE
SEDUCTION PROCESS

Seduction’s critical phase is the second, or enroll-
ment, phase, the liminal period in which the victim is
attracted to the design but not vet entrapped by it. In
enrollment, either curiosity elicits acts of complicity or
the audience draws back. We may learn more about
enrollment if we explore how the patrons of Chonda-
Za accounted for their conduct after its insulation failed.
One patron terminated an interview in shame after de-
scribing himself as preved on. A second expressed cu-
riosity and claimed that he was puzzied in retrospect
by his own guliibility. In a third case, a group of patrons
explicitly denied that they felt defrauded, and their
conduct was the very opposite of shame: they went out
of their way 1o give evidence in Lowry’s defense in court
and to newspaper reporters. In each case the idea of 2
divided self was invoked to account for participation.
The first used shame rhetorically to distance the current
self from the self that had been preyed on. The second
also distanced himself from the self that fell for the con
by implying that it was not for him to explain “his™
conduct. In the third case, members of the group
pointed to the inadequacies of their self-concepts before
they joined the knights as justification for joining,
claiming that the selves in the Chonda-Za role were
more contented, more viable, than the previous im-
poverished selves had been. In each case, therefore, en-
roliment was accounted for as a transformation of self.

Audiences often describe an experience by speaking
of its effect on their sense of self or of its control over
their attention. They might say they were taken out of
themselves, entranced, diverted, or captivated. From a
social constructionist perspective these audience mem-
bers are, to a greater or lesser extent, yielding their own
influence in the three-way interaction that creates their
social reality. Especially during liminal experiences
{(Turner 1988) where the influence of the larger social
reality is also reduced, the consumer’s self falls directly
under the influence of the marketer’s agenda. We want
to argue that marketing seduction enrolis iis consumers
by casting them in desired roles and inviting them to
play along. If consumption is a response to performance
(Deighton 1992), then successful performance is one in
which the audience lives for a while within a consensus
imposed by the architects of the production. A suc-
cessful salesperson, for example, might be said 10 have
induced the customer to enter his or her theater (Deigh-
ton 1994; Grove and Fisk 1983), and Kotler (1984) de-
scribes how designers of exotic experiences build con-
texts in which their clients can, for example, pitch
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baseballs to ex-stars or play at pirating in Tahiti.
roliment in a performance is more than the chan
of beliefs, as in the conventional view of persuasio:
draws the consumer, even if only for a while, int
integrated web of beliefs, values, aspirations, scri
and conduct. The performance entertains the audie
and the audience entertains the performer’s view ol
world.

Sarbin (1986) explains enrollment in a performs:
as a matter of narrowing the audience’s separatio
role and self. Performance imposes a role on its 2
ence, for example, to dress soberly and behave 1
decorum in an opera, to be exuberant at a rock con
or to join in the fun of 2 Mardi Gras. Sarbin claims
involvement in the performance becomes more intt
as the gap between role and self narrows (see
Deighton 1994). When the gap is wide, one is me
going through the motions of the role, and one is
involved. As the gap narrows, involvement incre:
The body expends more effort to meet the role’s
mands, more organic systems are in play, and one vi
more and more autonomy to the agenda of the
maker. One loses self consciousness and inhibiteds
At the extremes of involvement, self and role merg
in bewitchment, and trance states result (see, e.g., €
ski et al. 1993).

If Sarbin’s description is recast in terms of the th
way interaction by which social reality is construc
a role is a private or institutionalized agreement at
conduct, and role-self convergence s a process of
cepting progressively more all-encompassing ag
ments. In the first stage of the progression, then,
role involves few new agreements and the consu
takes it on in a detached. perfunctory way. The com
is dictated by bland protocols followed mindiesst
marketer’s role-consistent overture triggers a cons
er's role-determined response. This is not seduct
but it may be an entry into seduction. For exampie¢
encyclopedia salesperson begins, **I’'m making a su:
of your neighborhood’s ideas on education. If I
step in .. ." and exploits the householder’s instinc
politeness to trap him or her into a spiel (Barach 19
A direct mail envelope might feign an official inst
to get itself opened and start the seduction. or a -
marketer may use some banal formula such as G
evening and how are vou today?” to elicit the firs]
of cooperation.

The next stage calls for more pervasive agreeme;
more involving part. The parties to the transactio:
not merely exchange performances as they do in
previous stage: one performance shapes the pe
mance of the other. Sociologists in the Goffman ts
tion term this process aliercasting (e.g., Weinstein
Deutschberger 1964). In the language of confid
games, altercasting describes the process of enrolli
victim. It is iilustrated in the Chonda-Za case by
interchange in which Vanessa sends her patron a pe
and he responds by sending a windbreaker.
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A third level of involvement is reached when the

consumer initiates a role-related action quite deliber-
ately, for rhetorical effect and to accomplish some in-
strumental purpose. Here the consumer starts to co-
produce the performance. Roles are played with an
enthusiasm that begins to become its own reward. In
the case of Chonda-Za, a patron took to writing love
letters and found that it filled “‘a great creative need.”
In Japan, busy executives may contract with a firm
know as Japan Efficiency Headquarters to send surro-
gate sons, daughters, and grandchildren to visit their
parents to simulate family get-togethers and impress
the neighbors that the parents are not neglected. The
consultancy reports that the parents greet the actors
with displays of joy and delight (Financial Times 1992).

Even more intense merging of role and self is possible
in markets, although this is rare. Some performances
engross their participants to the exclusion of self-con-
sciousness, pain, hunger, and sense of personal risk, as
when soldiers are persuaded to enter the “theater” of
battle. Cielski et al. (1993) illustrate how skydiving gen-
erates total absorption, driven by a sense of involvement
that transcends mundane experience. Arnould and Price
(1993) explore 2 different but equally transcendent ex-
perience in river rafting. In these transcendent experi-
ences, marketer and consumer agree so broadly and
deeply that uniting of self and role is complete.

In summary, as the consumer and marketer expand
the areas of consensus, the consumer becomes more
involved in the performance and the consumer’s sense
of self becomes more completely what the marketer
would want it to be. The merging marks the progress
of seduction. Entrapment occurs because there is a
psychic cost to abrogating the consensus and reversing
the process of becoming more involved.

THE LEGITIMACY OF SEDUCTION

Marketing is a technology of social influence, and in
matters of influence the difference between the legiti-
mate and the illegitimate can be subtle. As Hughes
(1971) puts it, “In many of the things which people do
for people. the for can be changed to a to by a slight
over-doing or by a shift of mood” (p. 305). Marketers
often justify their actions with the claim that their in-
tention is to do things for consumers, such as to give
them what they want or to satisfy their needs. so some
attention to the boundary between doing for and doing
10 is not out of place. Just as marketing spans the range
from socially legitimate persuasion to socially illegiti-
mate fraud, so too does seduction. Miller (1991) writes:
“Charm and fascination may be said to gleam at one
end of seduction’s possibilities. Suborning, bribery and
coercion lurk at the other. There are delights and plea-
sures to be found within its purview. There are also
errors, wrongs, betravals” (p. 21). The important ques-
tion, then, is whether there is a sharp disjunction be-
tween persuasion and fraud, between legitimate and il-
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legitimate seduction. The constructionist perspective is
rather 100 relativistic to offer moral high ground from
which to draw principled distinctions, but it does invite
us to think of ethics as a problem of justification. We
propose that marketers judge their own legitimacy by
asking whether they could successfully justify their ac-
tions to those affected by them, so that legitimacy, like
all other social facts, would emerge as a matter of con-
sensus. What follows is intended as 2 contribution to
the discussion of grounds on which a marketer might
try to win consent for an action.

Recent research on marketing ethics (Hunt and Vas-
quez-Parraga 1993; Hunt and Vitell 1986; Mayo and
Marks 1990) points to the value of testing legitimacy
on both deontological and teleological grounds. Briefly
stated, deontology deals with *‘the inherent rightness
or wrongness of a behavior, irrespective of the behav-
ior’s consequences” (Hunt and Vasquez-Parraga 1993,
p. 79). Teleology deals with the value of outcomes. This
section shows how both considerations can be used to
defend or challenge a seductive marketing program.
Two questions are posed, and the action must clear both
hurdles. Each may be asked prospectively of the mar-
keter's intentions or retrospectively of the marketer’s
actions. For simplicity we focus only on the retrospec-
tive analysis.

The first question is deontological:

Did the marketer and the consumer share the same
assessment of the probability that the consensus sup-
porting the exchange would be sustained?

If the answer is no, and the marketer was less confident
than the consumer that the consensus would survive,
then the seduction was deontologically indefensible. In
such a case the imbalance of expectation between con-
sumer and marketer will have had to be strategically
concealed by the marketer. For example, if a television
home shopping program announces that it has a very
limited guantity of an item in stock to create a sense of
urgency in the audience, when it chose to stock that
guantity simply to create the semblance of scarcity, the
program has asked the consumer to accept a definition
of the situation that it does not itself accept. This dis-
sembling is what Gofiman (1973a. p. 18) calls cynical
social behavior. Hunt and Vasquez-Parraga (1993, p.
81) suggest that when one party uses superior knowledge
to take advantage of another, trust in the social rela-
tionship has been violated and the act is deontologically
unethical. We say that a difference of opinion about
sustainability marks a marketing action as indefensible
from a deontological perspective. It is legitimate to se-
duce a consumer into eatertainment, but to invoke an
entertainment defense post hoc to try to save a faiied
fraud, as in our pizza dough example, is not.

The second guestion relates to the teleology of a se-
duction, or the results of the transaction:
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Did the marketer believe in advance that the con-
sumer’s gains from the transaction would survive the
collapse of the consensus?

If the answer here is yes, then the seduction is teleolog-
ically defensible. Returning to the car dealer in the in-
troduction to this article, consider a “lowball” seduc-
tion. The salesperson offers the car at a remarkably low
price but later, after the customer has been seduced into
a sense of ownership, raises the price with a rationale
such as “*‘My manager won’t let me throw in the air
conditioning.” The customer declines to incur the psy-
chological ioss of the car and pays the higher price. Here
the ploy is teleologically defensible if the pleasure of
owning the car survives after the gambit falls apart. Note
that it may or may not be deontologically defensible as
well. If the customer had believed in advance that car
haggling involves the construction of unsustainable
agreements (“Dealers always try to pull something on
vou™’), and had played along with the lowball ploy, then
the marketer would have grounds to claim that the tactic
clears both hurdles of legitimacy.

CONCLUSION

. . . the giant swarm of poor moths and
gnats, rushing sticntly and madly into the
enticing flame! What unanimity in agrecing
to let onesclf be deceived! Here quite clearly
there is in operation a general human need.,
implanted by God Himself in human na-
ture . . . an indispensable device in Hfe's
cconomy. (THOMAS MANN, Confessions of
Felix Krull, Confidence Man)

This article has analyzed seduction, exploring Felix
Krull’s contention that the human inclination to play
along with deception is an essential consideration in
any attempt to explain the social and economic order.
Just as attention to cognitive heuristics and biases can
explain how marketers manage what consumers learn
from experience (Hoch and Deighton 1989), so, we
suggest, attention to social pathologies such as fraud
and con games, and their more innocent counterparts,
play and entertainment, may help to explain how mar-
keters induce compliance in consumers.

Social phenomena need different methodological
treatment than cognitive phenomena. Consumer re-
search has been quite successful at studying cognitive
processes when they can be made to unfold quickly in
a laboratory or field setting. But it would be 2 mistake
to allow demands of tractability to simplify conceptions
of consumer influence processes to the point that they
are represented as immediaie and purely cognitive re-
sponses to verbal argument. Consumer influence is ar-
guably most interesting when it is most protracted and
subtle: when it i1s most seductive. This article has dealt
with a class of influence phenomena that may require
a time scale of the order of months or vears to unfold,
may demand 2 less psvchological. more sociological
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theoretical lens with which to be observed, and w«
tax the ingenuity of an experimentalist to reconst
in a laboratory.

We therefore motivated our discussion with a
history and described how customer relationships v
built up over time and with much interaction. Cho
Za illustrated a seductive meaning-making process
could be either playfulness or a confidence game
was not mere fraud. Chonda-Za would not have
tained this analysis if it had depended for its succes
the manipulation of appearances alone. Like forg
counterfeit, or sleight-of-hand, for example, it w¢
have been explained by the fact that the consumer ¢
ply did not see what was going on. Chonda-Za used
structure of playful participation to implicate the «
sumer.

This work contributes to our understanding of |
marketing builds and preserves relationships. It sugg
that the driver of the process is the construction of ¢
sensus, from which flow the social roles that people
be enticed to play, the social justifications that ot
let them offer for their behavior, and the social ¢
that entrap them in the behavior. This focus can ¢
plement what we know about the cognitive psycho!
of influence, and the role of advertising, by emphasi
the role of tools other than advertising and aspects 0
than cognition. The term “integrated marketing ¢
munications” {Schultz, Tannenbaum, and Lautert
1993) is used by marketing practitioners to refe
communications programs that are chained togethe
deliberately move consumers through sequential st
of relationship creation and maintenance. The my
of seduction provides hypotheses about the natur
the stages and the contingencies that operate at
transitions between stages.

The article concluded with a discussion of legitin
in marketing. It is not evidence per sc of illegitin
that marketing tries to manipulate the significanc
things. performs “‘spin control™ on events, and “rt
sitions” objects. These constructions of meaning
incvitable. because meaning is not an intrinsic prop
of objects. There is no objective Madonna that ca:
distinguished from her marketed presence. She ma;
duce her audicnces into admiring her, but her fans s
to be happy to have been helped over the thresh
What matters is the sustainability of their gains. W
Cher sciis fitness videotapes with the help of a t
built by cosmetic surgery so extensive that it inch
the removal of ribs, she hasseduced customers into
barking on hours of tedious exercise that will ni
produce the effect she implies that it will.

As Houston and Gassenheimer (1987) anticipate,
study of pathologies of exchange is an imporiant
to expand our understanding of exchange generally.
only does it help define the limits of legitimacy, b
emphasizes how precarious the gains from marke
can be. Value lies in the consensus surrounding the
change, not in the objects of exchange. When the «
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sensus is fraudulently established, value persists only
so long as the fraud is undetected. When the consensus
depends on the complicity of the consumer, value de-
pends on whether consumers attribute their playing
along to volution or deception. Only when the consen-
sus is durable does value last as long as the objects do.

Belk (1987) and Holbrook (1987) have argued that
consumer research is not a subdiscipline of marketing
but can stand on its own as a separate discipline. Belk
{1987) goes so far as to advocate a new consumer re-
search agenda, defining it as what marketers are not
interested in. We would recommend caution in uncou-
pling consumer research from marketing. For some
problems, it is productive to think of marketing and
consumption as one phenomenon. Each is a response
to the other: the action is in the interaction. All con-
sumption is relational, with a party who constructs the
consumption opportunity and another who collaborates
to sustain it, and society has a vital interest in the in-
terplay. Indeed, in the terms of this article this inter-
action is society. Transactions between those who pro-
pose and those who dispose, be they lawyers and juries,
entertainers and audiences, politicians and voters,
teachers and students, or zealots and followers, are all
of the form of marketer and consumer, and their out-
comes constitute the social order. We will find mar-
keting at work wherever we see consumption at work.
If consumer research is to be liberated to study the
broadest possibie construal of consumer phenomena,
as Belk (1987) persuasively proposes, the key may be
to broaden our construal of marketing.

{Received September 1993. Revised April 1994.
Kent B. Monroe and Brian Sternthal served
as editors and John F. Sherry, Jr., served as associate
editor for this article.]
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SWOT-analyse

‘SWOT...stands for strengths, weaknesses, opportunities
and threats...the idea is to undertake a more.structured
analysis so as to yield findings which can contritute to the
formulation of strategy. Although what follows is somewhat
crude as an analytical device it has proved in practical application to
be a helpful means of achieving these aims.’ '

JOHNSON EN SCHOLES
ExpLORING CORPORATE STRATEGY

Inleiding

De strategische waarde van een externe en interne analyse afzonderlijk is
beperkt, zo niet nihil. De geidentificeerde kansen/bedreigingen en sterk-
ten/zwakten krijgen pas betekenis wanneer zij met elkaar in verband wor-
den gebracht; wanneer er interpretaties en conclusies aan worden verbon-
den die vervolgens hun neerslag vinden in een geschikte en feitelijk uit-
gevoerde strategie. Het confronteren van sterkten en zwakten met kansen
en bedreigingen is het onderwerp van dit hoofdstuk. Een en ander duiden
we wel aan met de term SWOT-analyse (of SWOTI-analyse). De afkor-
ting staat voor Strengths Weaknesses Opportunities Threats (Issues). Het
doel van deze, qua aard, zeer grove analyse is het identificeren van de be-
langrijkste strategische aandachtsvelden en knelpunten waarmee de on-
derneming zich geconfronteerd ziet. Het gaat in feite om het komen tot
een concrete probleemafbakening en probleemstelling.

Binnen het proces van situatie-analyse en strategieformulering is de
SWOT-analyse te zien als een scharnierpunt. Ten eerste komen in de
SWOT-analyse de resultaten van de externe en interne analyse samen
(convergentie). Ten tweede vormt de uitkomst van de SWOT-analyse het
kader waarbinnen de doelstellingen worden geformuleerd en naar alterna-
tieve strategische wegen wordt gezocht om deze doelstellingen te berei-
ken (divergentie).
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5.2 Theorie achter de SWOT-analyse

Figuur 5.1

Strafegische analyses vormen een poging om het grote aantal omgevings-
invloeden op systematische wijze te reduceren tot een begrijpelijk patroon
van effecten dat, wanneer men de eigen bedrijfssituatie in ogenschouw
neemt, als basis kan dienen voor het uitzetten van het eigen handelen. Een -
‘instrument’ dat hierbij vaak als hulpmiddel wordt gebruikt is de SWOT-
analyse. De SWOT-analyse bestaat uit een externe/interne analyse gekop-
peld aan een confrontatiematrix. De externe analyse en de interne analyse
dienen om achtereenvolgens de kansen en bedreigingen die zich in de om-
geving van de onderneming voordoen en de sterke en zwakke kanten van
de eigen organisatie bloot te leggen. De confrontatiematrix moet het ver-
band tussen de geidentificeerde kansen/bedreigingen en sterkten/zwakten
leggen (zie figuur 5.1). De belangrijkste kruispunten tussen interne en ex-
terne zaken worden wel ‘strategic issues’ genoemd en betreffen in feite

ALGEMENE - politiek/juridisch ]

OMGEVING - economisch
- sociaal/demografisch
—technologisch

MARKT/ - marktomvang/potentie
BEDRIJFSTAK - afnemersgedrag
— segmentatie EXTERNE
—gezochte ‘benefits’ 3 KANSEN &
- toeleveranciers BEDREIGINGEN
— distributeurs
— substituten
- potentiéle toetreders
- winstontwikkeling in branche

-

DIRECTE ~ ‘performance’ b
CONCURRENTEN - capaciteiten
- strategieén N
- intenties

‘SKILLS AND - vermogen tot R&D
RESOURCES’ - vermogen tot inkoop en produktie
— vermogen tot verkoop/marketing/service | INTERNE
- vermogen tot financiering + STERKTEN &
- vermogen tot managen | IWAKTEN ]
(inclusief ‘linkages’, cultuur, structuur)
- relaties toeleveranciers/afnemers

CONFRONTATIEMATRIX

HUIDIGE ~ beschrijving strategie
STRATEGIE — prestatie versus doelstellingen ]

Overzicht analysepad SWOT (gebaseerd op Day, 1990, p. 66)
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een identificatie van de belangrijkste strategische vraagstukken waarmee
de onderneming zich geconfronteerd ziet.

Om het nut van de SWOT-analyse goed te kunnen begrijpen moeten we
eerst kijken naar de achterliggende gedachte. Deze valt het beste weer te
geven aan de hand van een tweetal strategische begrippen, te weten com-
petitive advantage en distinctive competence. Het gaat om begrippen die
de afgelopen jaren in de literatuur sterk aan belang hebben gewonnen en
die steeds vaker als elkaar aanvullende concepten worden bestempeld (zie
Day en Wensley, 1988).

“Competitive advantage’ of concurrentievoordeel is de feitelijke superieu-
re positie van de onderneming op de markt. Als het goed is, is deze posi-
tie gebaseerd op een hogere toegevoegde waarde voor de afnemer of een
lager kostenniveau (vergelijk generieke strategieén van Porter). Een goed
concurrentievoordeel resulteert in meer marktaandeel en/of een betere
winstgevendheid.

Een concurrentievoordeel ontstaat doorgaans niet vanzelf. De onderne-
ming moet er aan werken. Het ligt verankerd in de ‘distinctive competen-
ce’ van de onderneming: unieke combinaties van vermogens van kennis,
kunde en middelen die concurrenten niet hebben. Niet alleen capaciteiten
die direct aan het concurrentievoordeel bijdragen zijn belangrijk. Ook ver-
mogens die de organisatie in staat stellen gecreéerd concurrentievoordeel
in stand te houden en te verdedigen zijn essentiéle ‘resources’.

De relatie leggend met de externe en interne analyse kunnen we stellen
dat de in de externe analyse afgeleide kansen en bedreigingen — in hoofd-
lijn — aangrijpen op het ‘competitive advantage’ van de onderneming.

Kansen en bedreigingen kunnen samenhangen met ontwikkelingen die-

van invloed zijn op het concurrentievoordeel van een specifieke onderne-
ming maar ook verband houden met trends die meer algemeen van toe-
passing zijn op een markt of branche (bijvoorbeeld een dalende totale
markt). De in de interne analyse geidentificeerde sterkten en zwakten
staan in directe relatie met haar ‘distinctive competence’. Gezien het be-
lang van de begrippen kansen, bedreigingen, sterkten en zwakten definié-
ren we deze termen nog even nader (vergelijk Day, 1990):

Kansen zijn gebeurtenissen of trends die potentiéle wegen naar een nieuw
concurrentievoordeel inhouden.

Bedreigingen wijzen op externe ontwikkelingen die het huidig concurren-
tievoordeel eroderen of die de mogelijkheden om huidige onderscheiden-
de competenties verder te exploiteren, verslechteren.
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s Sterkten zijn die ‘distinctive competences’ die gebruikt kunnen worden
om kansen uit te buiten en bedreigingen te pareren.

*  Zwakten zijn tekortkomingen of beperkingen die in de weg staan bij het
komen tot een aan concurrenten gelijke of superieure prestatie.

5.3 Input voor de SWOT-analyse

Zoals gesteld, wordt de SWOT-analyse ‘gebaseerd’ op de uitkomsten van
de externe en interne analyse. De kwaliteit van de uiteindelijke SWOT-
analyse is dan ook sterk bepaald door de kwaliteit van deze voorafgaande
deelanalyses. Het is daarom goed expliciet stil te staan bij de problemen
waarvoor het management zich geplaatst ziet bij de uitvoering van een
externe en interne analyse. Het plaatsen van de externe analyse voor de
interne analyse is strategisch meer verantwoord. Er wordt dan vanuit een
‘helicopter view’ ingezoomd. Verder ligt — theoretisch bezien — de basis
voor het strategische denken in de veranderende omgeving.

Externe analyse

Managers vinden het doorgaans vrij gemakkelijk om een lijst met kansen
en bedreigingen voor hun ‘business’ op te stellen. Dit dreigt echter vaak
te resulteren in zeer lange opsommingen. Binnen het rhanagement team
wordt per item uitgebreid gefilosofeerd over wat misschien wel of niet zal
voorvallen. Met name uitwijdingen over alles wat fout kan gaan, zijn po-
pulair. De feitelijke bijdrage aan een beter inzicht in de materie is hierbij
doorgaans beperkt.

Wil een externe analyse effectief zijn dan moeten de volgende zaken in
de gaten gehouden worden:

1 Het is bij een externe analyse van essentieel belang om uit alle omge-
vingseffecten juist die ontwikkelingen te destilleren die een significante
impact hebben op de bedrijfstak en het bedrijf. Zo dient er binnen de con-
currentieanalyse bijvoorbeeld vooral aandacht te zijn voor aspecten/ele-
menten die bedrijven van elkaar onderscheiden. Op basis waarvan zijn
strategische groepen te onderkennen? i

2 Een checklist vormt een goed en gemakkelijk uitgangspunt voor een ex-
terne analyse. Deze is echter geen garantie dat er geen andere belangrijke
aspecten zijn (bijvoorbeeld branchespecifieke zaken). Er moet gelet wor-
den op het korte- én het lange-termijneffect van de verschillende factoren.
Welke factoren die nu nog niet zo belangrijk zijn, winnen in de toekomst
aan betekenis (toekomstige kritische succesfactoren)?
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Formuleer voor iedere significante omgevingstrend zo concrec! ,‘]()gelijke
veronderstellingen (bijvoorbeeld de olieprijs voor de komende drie jaar)
en trek hieruit de conclusies voor de eigen bedrijfstak (zic bijvoorbeeld
Van der Lee, 1991, p. 100 en volgende). Als er geen duidelijke kans/be-
dreiging uit @en ontwikkeling spreekt, valt het te overwegen hiar weg te
laten. De impact van de ontwikkeling is dan waarschijnlijk klcin. .
Wat is het bewijs voor de gemaakte inschatting omtrent ‘timing’ €n in-
vloed van een gesignaleerde trend? Gaat het om perceptic (van het ma-
nagement) of werkelijkheid? Zeker ten aanzien van belangrijkc ontwikke-
lingen moet gezocht worden naar onderbouwing (bronvermelding). Kwan-
titatieve gegevens hebben hierbij de voorkeur. Vaak zal informatic moeilijk
te krijgen zijn. Men mag zich binnen de externe analyse echtcr nict laten
leiden door wat wel of niet voorhanden is. Dit zou ertoe kunnen leiden
dat belangrijke zaken over het hoofd worden gezien! Eventucc! kam wor-
den overgegaan op ordinale inschattingen (++;+;0;-;--).
‘Toekomstonderzoek is van fundamenteel belang in strategisch manage-
ment. Immers, men wil iets op lange termijn realiseren’ (Vi der Lee,
1991, p. 66). Analyses die slechts één jaar of een historisch pad weerge-
ven, schieten per definitie te kort. Hiermee is niet gezegd dat it type ana-
lyse zinloos is of niet als aanvulling dienst kan doen. Een cxteric analyse
dient echter afdoende dynamisch te zijn en in belangrijke matc inzicht te
verschaffen in de ontwikkelingen voor de komende drie tot vijf jaar. De

cijfers moeten overzichtelijk en inzichtelijk worden geprescntcerd (onder

andere jaar-op-jaar percentages).

Interne analyse

19

Ook bij de interne analyse is het resultaat vaak een lijst van weinig zeg-
gende items. De belangrijkste redenen waarom het misgaat £ijn waar-
schijnlijk de volgende:

Geregeld worden afwegingen gemaakt zonder een duidelijk referentie-
punt. Hierdoor is de betekenis van ‘sterkten’ en “zwakten’ onduidelijk: is
iets een sterkte ten opzichte van belangrijkste directe concurrenten, ten
opzichte van het bedrijfstakgemiddelde, of wordt het bedrijf yanuit haar
historie geacht sterk te zijn op het betreffende punt?

Door het beoordelen van de organisatie op algemene capaciteiten €n 35.‘.
pecten ontstaat geen zicht op die capaciteiten die feitelijk annsluiten b}}
de ‘succesfactoren’ binnen de branche. Het niet onderkenncn it somm‘l-
ge capaciteiten wel en andere niet door afnemers worden gcw;uu'dcerd, 1S
een serieuze tekortkoming in veel interne analyses. Door d¢ value chain
in de interne analyse te betrekken kan worden getracht aan ! bezwaar
tegemoet te komen. De value chain ontrafelt immers de door < onderne-
ming verschafte toegevoegde waarde naar functionele en ondersteunende
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organisatie-activiteiten. Een simpeler operationalisering is het in de gaten
houden van de bijdrage van de diverse interne elementen aan de efficien-
cy en/of effectiviteit van de onderneming.

3 Vaak blijft een interpretatie van de interne situatie achterwege. De inter-
ne analyse is dan eerder een beschrijving dan een analyse en het nut is ni-
‘hil omdat er in feite géén conclusies worden getrokken. Een en ander is
grotendeels terug te voeren op een tweetal oorzaken: perceptie/beoorde-
ling en politiek. Bij veel managers bestaat de neiging om zaken ‘neutraal’
te beoordelen in plaats van ze concreet als sterkten en zwakten te benoe-
men. ‘Politicke of bedrijfsculturele redenen kunnen ertoe leiden de sterke
punten te overschatten en zwakke [punten] te bagatelliseren of juist om-
gekeerd!” (Van der Lee, 1991, p. 45).

5.4  Uitvoering van de SWOT-analyse

Hoe nu een SWOT-analyse (verder) uit te voeren? Er van uitgaande dat
de externe en interne analyse hebben geresulteerd in een tweetal opsom-
mingen van respectievelijk kansen/bedreigingen en sterkten/zwakten. kun-
nen we deze met elkaar confronteren in een matrix: de confrontatiematrix.
Binnen deze matrix kunnen we elk ‘kruispunt’ van competenties en om-
gevingsontwikkelingen nader bekijken en op ordinale wijze beoordelen
(++;+;0;-;--). Sluit bijvoorbeeld een sterkte van de organisatie (bijvoor-
beeld goede Research & Development) bij een kansrijke omgevingsont-
wikkeling aan (sterke vraag naar nieuwe produkten) dan honoreren we dit
‘kruispunt’ met ++. Was in ons voorbeeld R&D juist geen sterkte van de
onderneming geweest maar een lichte of serieuze zwakte dan had een
waardering met - respectievelijk -- voor de hand gelegen. Bij het beoorde-
len van de verschillende ‘kruispunten’ in de confrontatiematrix is het — ze-
ker in eerste instantie — aan te raden niet alle velden van plussen en min-
nen te voorzien. Het beste kan worden begonnen met het identificeren en
beoordelen van de belangrijkste aandachtsvelden. Dit dient zo objectief
mogelijk te gebeuren. Voor een voorbeeld, zie Johnson en Scholes (1993).
Bij het komen tot een beoordeling moet niet alleen gekeken worden naar
het directe effect op een (mogelijk) concurrentievoordeel. Met name ook
de indirecte effecten moeten in de gaten worden gehouden (bijvoorbeeld
niet het voordeel zelf, maar de mogelijkheid tot de verdediging van het
voordeel is in gevaar).. '

Er staan twee wegen open om tot nader inzicht binnen de matrix te ko-
men.
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Ten eerste kunnen per as de items die met elkaar te maken hebben bij el-
kaar worden geplaatst. Door de elementen op de assen kansen/bedreigin-
gen en sterkten/zwakten goed te ordenen ontstaat inzicht in hun samen-
hang. Er ontstaan als het ware ‘clusters’ die de inhoud van de confronta-
tiematrix verder samenvatten.

Ten tweede kunnen de binnen de matrix opgevoerde plussen en minnen
worden opgeteld tot totaalscores per afzonderlijke kans/bedreiging en
sterkte/zwakte. De uitsplitsing in plussen en minnen kan hierbij het beste
worden gehandhaafd, omdat anders té grote compenserende effecten zou-
den kunnen optreden. Het nadeel van de optelmethode is dat er geen re-
kening wordt gehouden met eventuele verschillen in gewicht tussen de di-
verse items (bijvoorbeeld wanneer een producent van specifieke diep-
vriesprodukten de kans ‘groeiende diepvriesmarkt’ opvoert naast de kans
‘groeiende diepvries-snackmarkt’).

Door middel van de confrontatiematrix ontstaat een compacter en duide-
lijker overzicht van de strategische vraagstukken waarmee de onderne-
ming zich geconfronteerd ziet. Met het opstellen en bewerken van de ma-
trix zijn we er echter niet. Wat nog ontbreekt is een interpretatie van de
gecreéerde matrix. Wat is de conclusie die eruit getrokken moet worden?
Om hier een antwoord op te kunnen geven, moeten we op zoek naar de
belangrijkste strategische issues c.q. strategische aandachtsvelden.

Een strategische issue is een, uit de confrontatie van kansen en bedreigin-
gen met sterkten en zwakten naar voren komend, voor de onderneming
essentieel strategisch aandachtsveld.

Van essentieel belang is dat bij een ‘issue’ altijd een intern element met
een extern element in verband wordt gebracht! Op basis van de afgeleide
strategische issues kan vervolgens de definitieve c.q. centrale probleem-
stelling worden gedefinieerd. Hierbij wordt de strategische problematiek
waarmee de organisatie zich geconfronteerd ziet nog verder teruggebracht,
en wel tot de ultieme essentie. De centrale probleemstelling zal bestaan
uit dé belangrijkste strategische issue of uit een ‘subset’ van (samenhan-
gende) strategische issues. Het kan gaan om een feitelijk probleem (be-
dreiging x zwakte) maar ook meer om een uitdaging die de onderneming
kan opnemen (kansen x sterkten).

Natuurlijk zijn de strategische issues situatiespecifiek. Het concreet be-
noemen ervan hangt daardoor af van de feitelijke inhoud van de matrix
per situatie. Toch zijn er enkele algemene aanwijzingen te geven, die be-
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Kansen
1 Toekomst/omvang handels-
en reclamedrukwerk goed + + +
2 Onedoor shopping + 4+ +
'3 Segmenten industrie, handel -
~ enzakelijke dienstverlening
4 Groter gebruik meerkleuren + 4+ +
5 Economische ontwikkelingen +
gunstig
Bedreigingen
6 Drukwerk overheid/non-profit _ _
en intern drukwerk verdwijnt
7 Verschuiving naar datacom- _ e
municatie en kopieerapparaat
8 Atnemers eisen hoge _ _ _
kwaliteit en korte levertijd
9 Milieu-/ARBO-welten strenger
10 Intensiteit concurrentie e ——— —

Strategische issues

1 Assortiment (1, 2,4, A, B, Cen 8, 10, E, G, H)
Het produktassortiment van het bedrijf sluit aan bij de
vraag naar het soort produkt dat door de potentiéle
afnemers wordt gevraagd (intern, handels- en reclame-
drukwerk). '
De huidige wijze van uitwerking/levering van het produkt
voldoet niet aan de eisen van de klant.

2 Financién (5, F)
Profiteren van gunstige economische omstandigheden kan
positieve invioed hebben op de financiéle positie.

3 Afnemers (6, 7, Den 3, 1)
De huidige afnemersgroepen van het bedruf nemen in
belang af.
De afnemersgroepen met potentieel behoren niet tot de
huidige doelmarkt.
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4 Toekomst drukwerk (7, F, G)
Drukwerk moet steeds meer worden gezien als een vorm
en onderdeel van communicatie.

Voorbeeld SWOT-analyse

hulpzaam kunnen zijn bij het komen tot een adequate interpretatie van de
confrontatiematrix.

De simpelste suggestie is te kijken naar de verdeling van de plussen en
minnen over de matrix (en binnen de eventuele totaaltellingen). Valt er
een concentratie waar te nemen? Hierbij moet vooral bedacht worden dat
de vier kwadranten van de confrontatiematrix, zoals duidelijk moge zijn,
elk een andere betekenis hebben. Situaties c.q. plaatsen waar kansen en
sterkten bij elkaar komen zijn beduidend gunstiger dan plaatsen waar be-
dreigingen en zwakten elkaar ontmoeten. De eersten dienen te worden
uitgebuit, terwijl de tweeden moeten worden weerlegd. De andere twee
kwadranten (bedreigingen/sterkten en kansen/zwakten) zitten in een soort
middenpositie. Zwakten/bedreigingen kunnen natuurlijk direct worden
gepareerd. Ook kan echter worden geprobeerd indirect, vanuit acties in
de sfeer van de sterkten/kansen, de zwakten/bedreigingen te bestrijden.
Een en ander geldt natuurlijk ook voor de andere kwadranten. (Bijvoor-
beeld: in een omgeving waarin lage kosten belangrijker worden en het be-
drijf over goede R&D-kwaliteiten beschikt, kunnen direct de overhead-
kosten worden aangepakt of indirect, via ‘design for assembly’, de pro-
duktiekosten worden teruggedrongen).

De aandachts- en inspanningsmogelijkheden van de onderneming zijn be-
perkt. Bovendien vereisen strategische acties een bepaalde ‘critical mass’
om significant en duurzaam effect te kunnen sorteren (Ansoff, 1984). Wat
zijn de hoofdzaken binnen de confrontatiematrix? Wat zijn de prioriteiten
die moeten worden toegekend? Meestal kan worden volstaan met het aan-
duiden van tussen de één en vier issues.

In kader 5.1 is ter illustratie een kort voorbeeld van een SWOT-analyse

opgenomen voor een bedrijf uit de grafische sector.

5.5 Alternatieve SWOT-analyse

Naast de traditionele SWOT-analyse zijn er ook alternatieve methoden
ontwikkeld voor hetzelfde doel. Een duidelijk aan populariteit winnende
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analyse is die van Johnson en Scholes (1993). Deze auteurs leiden uit de
interne analyse wel sterkten/zwakten af, maar spreken in verband met de
externe analyse alleen over belangrijke omgevingsontwikkelingen, die zij
external issues noemen. Deze belangrijke omgevingsontwikkelingen krui-
sen zij vervolgens met de sterkten/zwakten in een matrix. De kruispunten
in deze matrix beoordelen zij met plussen en minnen die zij respectieve-
lijk kansen en bedreigingen noemen. ‘What this yields is a much clearer
view of the extent to which the environmental changes and influences
provide opportunities or threats given current strategies and organisational
capabilities’ (Johnson en Scholes, 1993). Verder worden net als bij de
hiervoor beschreven traditionele SWOT-analyse de waarden uit de tabel
getotaliseerd door plussen en minnen (apart, los van elkaar) op te tellen.

De door Johnson en Scholes naar voren gebrachte aanpak is analytisch
juister dan de aanpak waarbij kansen/bedreigingen met sterkten/zwakten
worden geconfronteerd. Immers, bij het op voorhand bestempelen van ex-
terne ontwikkelingen als respectievelijk kans of bedreiging vindt — behal-
ve een beoordeling met betrekking tot de branche en haar huidige aanbie-
ders — doorgaans toch al een zekere beoordeling plaats in het licht van de
interne ondernemingspositie. In het laatste geval is er eigenlijk sprake van
een soort dubbelweging (eerst als bedreiging bestempelen en dan nog met
een min of dubbelmin waarderen).

Richting doelstellingen en strategieén

Het zal duidelijk zijn dat de SWOT-analyse wordt ondernomen om - op
systematische wijze — uiteindelijk tot een geschikte strategie te komen.
De interpretatie van de SWOT-analyse vormt in feite het kader waarbin-
nen naar de strategie wordt gezocht en verschaft de argumenten voor haar
onderbouwing.

Ook de doelstellingen van de onderneming zijn in de regel niet los te zien
van de strategische analyse. Dit komt omdat doelstellingen lang niet altijd
vrijwillig kunnen worden gekozen, alhoewel we dat graag denken. Er is
doorgaans sprake van een samengaan van wat men noemt voluntarisme.
zijnde een vrije keuze van doelstellingen door het management, en deter-
minisme, wat het door de omgeving dicteren van eisen aan de strategie en
doelstellingen betreft.

De reden om de relatie tussen de elementen van het strategisch beleids-
vormingsproces (analyse, doelstellingen, strategie) zo expliciet naar voren
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te brengen, is om er voor te waarschuwen bij de interpretatie van de uit-
komsten van de SWOT-analyse niet te snel een vooraf ingenomen stand-
punt te omarmen. Het gevaar bestaat dan dat de uitgevoerde externe/inter-
ne analyse niet objectief is of dat bepaalde conclusies die uit de data spre-
ken worden genegeerd. De consistentie van het verhaal is dan in gevaar.

Praktische aanwijzingen voor de uitvoering

We sluiten af met enkele aanvullende praktische tips ten aanzien van de
SWOT-analyse.

1 Vermijd binnen de externe en interne analyse onuitgesproken vooronder-

stellingen. Dit leidt soms tot het extra opvoeren van items bij de opsom-

ming van de SWOT die niet eerder binnen het verhaal aan de orde zijn
geweest. ’

Controleer of de diverse elementen in de analyses qua aggregatieniveau

op elkaar zijn afgestemd. S‘pring met name met betrekking tot sterkten/

zwakten niet heen en weer tussen het ‘corporate’ en het ‘business’-ni-
veau. '

3 Wees uitputtend bij het opsommen van de kansen/bedreigingen en sterk-
ten/zwakten zonder te verzanden in een grote hoeveelheid items. Beperk
het aantal kansen, bedreigingen, sterkten en zwakten tot circa vijf per
groep zonder bepaalde, in de externe/interne analyse als belangrijk ge-
noemde zaken, over het hoofd te zien.

4  Haal elementen/aspecten binnen de externe en interne analyse niet door
elkaar. Controleer aan de hand van de opsommingen binnen de confron-
tatiematrix of de verschillende elementen onder de juiste ‘kopjes’ zijn ge-
plaatst.

5 Laat de kansen en bedreigingen (zoveel) mogelijk de impact van de om-
gevingsontwikkelingen op de branche weerspiegelen. In de confrontatie-
matrix vindt dan de doorvertaling van de voor de branche als kansen en
bedreigingen geldende ontwikkelingen richting de organisatie plaats. Hier-
door wordt ‘de dubbeltelling’, die anders in de procedure opgesloten ligt
gereduceerd (namelijk. op de assen worden positief en negatief onder-
scheiden terwijl dit ook nog eens in de matrix gebeurt).

6  Zoek ‘rode draden’ die door de externe en interne analyse heen lopen. De
externe en interne analyse staan initieel gezien wel op zichzelf maar niet
(volledig) los van elkaar. De totstandkoming van beide is een iteratief
proces. Heersen er interne problemen met een externe oorzaak, dan ver-
dient het aanbeveling na te gaan of het hier misschien een algemene om-
gevingstrend betreft, die ook in de externe analyse moet worden opgeno-
men (bijvoorbeeld de eigen tussenhandelaren dringen de voorraadfunctie

[}
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op aan de onderneming). Externe ontwikkelingen wijzen verder soms op
zaken die het opnemen van (een uitgebreidere bespreking van) een be-
paald aspect/element binnen de interne analyse wenselijk maken (bijvoor-
beeld meer kostenconcurrentie in de toekomst versus de analyse van de
eigen kostenpositie).

7  Als het goed is sluit de uitkomst van de confrontatiematrix aan op de ini-
tiéle probleemstelling die tot het strategische onderzoek leidde (vergelijk
inleiding van een scriptie/notitie). Is dit niet het geval, dan moet nader
worden geanalyseerd of de initi€le probleemstelling fout was of dat er tij-
dens de analyse, dan wel bij de interpretatie van de confrontatiematrix,
iets verkeerd is gegaan.

8  Werk liever niet met codes op de assen van de confrontatiematrix. De ma-
trix wordt hierdoor — met name voor de lezer — een puzzel in plaats van
een inzicht verschaffend instrument. Maak gebruik van trefwoorden. Wees
‘klant-/examinator-vriendelijk’! '
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