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Purpose/Research question. The increased opportunities for surveillance in glass offices motivate the study to pursue the following research
question: how does normative control operate in a glass office working environment?

Design/Method/Approach. A case study approach was adopted in order to explore the phenomenon in its context. The empirical data consist
of twenty semi-structured interviews conducted at the business school of a large UK-based university.

Findings. The article reveals the cognitive and emotional experiences of working in a glass office. Normative control is exercised through the
building’s design and through managerial discourse. The study also captures employees” response to the control attempt related to
resistance to exposure and impression management.

Theoretical implications and Originality. Prior literature that investigates the concept of organizational space as a structure of control links it
to bureaucratic control functioning vertically through direct managerial supervision and instructions. The present article demonstrates
how control can work on the horizontal level through the management of beliefs, norms, emotions, and social influence.

Research limitations/Future research. To the limitations of this research belong issues concerning internal validity, such as the inability to use
multiple sources of data generation (observations, document

analysis) in order to ensure triangulation. fLachezar Ivanov,
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KorHiTuBHMI | eMmoLLifHMIA

AOCBig poboTH B odici 3 nposopumu
CTiHamu: cuTyauiiiHe AOocaiAXKeHHsA
HOPMaTUBHOIO KOHTPO/IIO

/lauesap leaHos!

t€sponeticokuli yHisepcumem BiadpiHa,
®paHkPypm-Ha-Odepi, HimeuyuHa

Meta pocnigKeHHa/focnigHMubKe  MUTaHHA.  36i/blIeHHA
MOM/IMBOCTEM A0 CNOCTEepPeXeHHA 3a CniBpobiTHMKamMK, Lo
npaytoloTe B odici 3 npo3opumu  CTiHaMK, CTaBUTb
AOC/AHUUBKE  MUTAHHA:  AKMM  YMHOM  34iMCHIOKOTb
onepaTMBHUIM KOHTPO/Ib B POBOYOMY OTOYEHHi 3i CKAAHUMMU
cTiHamu?

Ausaitn/MeTtoa/MNigxia AocaigxeHHA. [/A  eKCn/I0paTUBHOIO
AOCNIAKEHHA AaHOrO ¢eHoMeHa OyB 3aCTOCOBaHWI MeToZ
cuTyatmBHOro aHanisy (case study analysis). Emnipuuni gaHi
npeAcTaB/eHi 4BaAuATbMA MOAYCTPYKTYpOBaHUMM iHTepB'to,
3ibpaHumMn B 6i3HeC LWKOAI MpWM BeAMKOMY YyHiBepcuTeTi
CnonyyeHoro KoposiscTea.

Pesy/bTatn pAociigkeHHA. OxapaKTepu30BaHO KOTHITUBHUIA i
emMoLiitH1i1 AocBig poboTn B odici 3 mposopumu cTiHamu.
Haro/olweHo, Wo HOPMaTUMBHUIA KOHTPO/b 3AiMCHIOTL 3a
£,0MOMOrOt0 MPOEKTYBAHHA ByAiBAi Ta 338 40MNOMOro CUCTEMMU
cninkyBaHHA MeHeaepiB (managerial discourse). OnwucaHa
peakuis  cniBpobiTHMKIB  Ha cnpobu  KOHTpO/MtO, AKa
BMPAXAETbCA B YHWKHEHHI BMCTAB/IEHHA Harnokas (resistance
to exposure) i CaMOBUPAXKEHHI.

OpMriHaAbHICTb/LiHHICTb/HOBU3HA AOC/iIKEHHS. PaHiwe
fiTepaTypa 3  AOCNIAMEHHA KOHUenuii  opraHisauiiHoro
NpoCTOpYy AK CTPYKTYpU KOHTpo/to mnos'A3yBasa 1i 3
BGIOPOKPATUYHUM  KOHTPO/IEM, AKUM MNPaLtOE BEPTUKA/IbLHO
LWAAXOM MPAMOrO MEeHe/KepCbKOro Har/iaay i AupeKkTus. Y
AaHI  CTaTTi  MOKa3aHO  MOM/AMBOCTI  KOHTPO/IIO  Ha
rOPW30HTa/IbHOMY PIBHI LUINAXOM yNpaB/AiHHA NePEeKOHaHHAMM,
HOpMamu, eMoLifAMM | coLiaibHUM BN/IMBOM.

O6MmexeHHA Aoc/igKeHHsA/llepcnekTUBU NoAA/bLIMX AOC/iAKEHD.
O6MeXKeHHA AaHOro AO0C/igMKEeHHA — Npob6/i1emMn BHYTPILLHLOT
Ba/iAHOCTI, TaKi AK BiACYTHICTb MHOMWHHUX A)Kepen AaHux
(Hanpukiag, cnocTepexeHb i aHazlidy AOKYMEHTIB) AadA
CTBOPEHHA epeKTy TpiaHryAALii.

Tun cTaTTi — emnipuyHa.
Kaouosi  cnoea:  cutyauiiiHe  AOC/igMKEHHA;  HOPMATUBHMIMA

KOHTPO/1b; 0iC 3i CKAAHUMM CTIHAMM; YHUKHEHHA BUCTaB/IEHHA
HaroKas; CaMmOBMPaXKeHHS.

KOrHUTUBHBIM U SMOLMOHA/IbHBIM

onbiT paboTbl B odpuce ¢ Nnpo3pavHbIMuU
CTeHaMM: CUTYalLMOHHOE UcC/1ea0BaHNe
HOPMaTUBHOIO KOHTPO/A

/laueszap UeaHoe!

tEgponelickuli yHusepcumem BuadpuHd,
®parHkdypm-Ha-Odepe, epmaHus

Lenb uccrepoBaHusA/MccnefoBaTeNbCKUA BOMPOC.  YBe/MYeHMe
BO3MOMHOCTE K  Hab/logeHMIO 33 COTPYAHMKamy,
paboTatowmmu B odpuce C NpO3payHbIMKM CTEHaMK, CTaBUT
ucc/e0BaTeIbCKUiA BOMpOC: KaK1m obpasom
OCYLLeCTB/IAETCA  OMEepaTMBHbIM  KOHTPO/b B paboyem
OKPY>EHWUM CO CTEKNAHHBIMU CTeHaMMU?

Auzaiii/MeTog/Moaxoa uccaegoBaHus. [lAA  3KCM/IOPATUBHOTO
UCCeA0BaHUA AaHHOrO (peHoMeHa 6bl1 MpUMeHeH MeTog,
CuTyaTMBHOrO aHaau3a (case study analysis). dmnupudeckue
AaHHble npeacTaB/ieHbl ABajLaTbio
MO/lyCTPYKTYPUPOBAHHBIMU MHTEPBbLIO, COBPaHHLIMU B BU3HeC
wKosne npu  bosbwom  yHusepcutete  COeAMHEHHOro
KoposescTsa.

Pe3y/bTaTbl uccieaoBaHna. OXapakTepu3oBaHbl KOTHUTUBHbINA U
SMOLMOHA/IbHLIM  OnbIT paboTbl B opuce ¢ MNpo3payvHbIMU
cteHamu.  CaKUEHTMPOBAHO BHMMaHWe Ha TOM, 4TO
HOPMATMBHbIM ~ KOHTPO/Ib  OCYLULeCTB/AT  NOCPeACTBOM
NPOEKTUPOBaHMUA 3/4aHUA U MOCPEACTBOM CUCTEMbI ObLLEeHNA
meHegkepoB (managerial discourse). OnucaHa peakuus
COTPYAHMKOB Ha TMOMbITKM KOHTPO/IA, Bblpaxkaemasd B
u3beraHuu BbICTaB/AeHUA Harokas (resistance to exposure) u
CaMOBbIpaXKeHuu.

OpUrMHa/NIbHOCTL/LUEHHOCTB/HOBU3HA  UcciefoBaHuA.  Padee
AnTepaTypa no ucc/e,0BaHUAM KOHLenLmum
OpraHu3aLMOHHOrO MPOCTPAHCTBa KakK CTPYKTYpbl KOHTPO/A
CBA3bIBa/Ia ee C 6IopOKpaTUYECKUM KOHTPO/IeM, paboTatoLmMm
BEPTUKA/IbHO  MOCPEeACTBOM  MPAMOrO  MEHEe/AKepCKOro
HagcMoTpa M AMpeKTMB. B pAaHHOM cTaTbe MoOKasaHbl
BO3MOXHOCTU OCYLLLECTB/IEHUA KOHTPO/IA Ha FOPU3OHTA/IbHOM
ypOBHE NMOCPeACTBOM YNpaB/eHus ybexAeHUAMU, HopMamy,
SMOLMAMM U COLMA/bHBIM BANAHUEM.

OrpaHuyeHue nccnegosaHusA/llepcneKkTuBb AaNbHENLINX
ucciegoBaHuid. OrpaHuMyeHMA AAHHOrO  UCC/eAO0BaHUA —
npob/embl BHYTPEHHEN Ba/MAHOCTM, TaKMe KaK OTCYyTCTBUE
MHOXeCTBEHHbIX MCTOYHMKOB A@HHbIX (Hanpumep,
Hab/Ito4EeHMIt 1 aHa/IM3a AOKYMEHTOB) A4/19 CO34aHuA 3pdeKTa
TPUAHry ALK,

Tun cTaTbu — SMnnpuyecKan.
Knrouesvle cnoea: CUTYyaUMOHHOE UCC1e40BaHNE; HOpMaTMBHbII‘;i

KOHTPO/Ib; OPUC CO CTEK/AAHHBIMM CTeHamu; u3beraHue
BbICTaB/IEHWA HaMOKa3; CaMOBbIPaXKeHue.
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Introduction

knowledge-intensive organization occupying a glass office

working environment. Glass offices commonly have floor to
ceiling walls and doors that due to their transparency allow
individuals from outside or inside the building to observe the actions
of the office occupants.

@n the present article, normative control is examined in a

Literature Review

Normative control in a knowledge-intensive
organization

definition of control as the exercise of power to secure

sufficient resources and orchestrate individual and collective
action toward certain ends. One can differentiate between more
traditional forms of control such as bureaucratic and technocratic
control, and more contemporary ones such as normative control.
The first set of control mechanisms mentioned above is connected
to Weber’s (1922) notion of bureaucracy and relies on strict formal
protocols, managerial surveillance and monitoring that directly
targets outputs and behaviour.

@n the present article, | adopt the provided by Costas (2012, p. 2)

Normative control is associated with culture management, which
attempts to indirectly alter employees’ selves by the management
of meaning and the introduction of norms, values, beliefs and
ideals, beneficial for the company (Alvesson, & Willmott, 2002).
According to Kunda (2006, p. 11), normative ontrol represents the
“the attempt to elicit and direct the required efforts of
[organizational] members by controlling the underlying experience,
thoughts, and feelings that guide their actions”. Normative control
constructs and maintains symbols embodying a particular meaning
and its preferred interpretation. Its aim is that individuals encode
the corporate culture’s values and norms, internalize them and
engage in behaviour that is aligned with the organizational goals.

The present study investigates normative control in a knowledge-
intensive organization. Knowledge work represents an ideal of high-
end employment that is often contrasted with bureaucratic and
industrial forms of work. Knowledge workers are seen as highly
qualified, talented and creative solvers of complex problems. Due to
the sophisticated and often intangible nature of their work, which
requires a high degree of self-organization, knowledge workers
usually enjoy more autonomy. The team structures are relatively
loose and there is a lack of direct supervision from management.
However, knowledge work does not take place outside of
managerial control, but is often regulated through normative
control to “make people inclined to do the right thing voluntarily,
and in the absence of monitoring” (Alvesson, 2004, p. 130). Hence,
normative control is essential for knowledge-intensive firms.

Organizational space and control

ccording to Baldry (1999, p. 18), organizational space is
@“deliberately structured for the purposes of social control”.

Work building environments represent cultural artefacts and
provide information about values, social and economic preferences,
hierarchy, and status. These environments also facilitate managerial
control over the work process “enabling both the co-ordination of
production through the division of labour and the construction of
systems of surveillance” (Baldry, 1999, p. 3). The present article is a
response to Baldrey’s (1999) call for the reintegration of the working
environment, as a socially constructed space, in the study of work.

The work experience of every worker is closely influenced by the
organization and qualities of the physical working environment.
Work building layouts have impact on the occupying workforce
through symbols and cues for behaviour. Those cues reinforce the
organizationally approved practices. The office occupants decode
the messages sent out by the building’s design and encode and
internalize this information to preserve it for future use (Baldry,

1999).

&b

According to Harvey (1990), social control is primarily exercised
through the management of space and time. He defines space and
time “through the organization of social practices fundamental to
commodity production” (Harvey, 1990, p. 239). According to Giddens
(1979, 1984, 1987), the command over space and time is essential to
all bureaucratic forms and to social theory in general. For example,
the separation of the workplace from home is essential for
bureaucracy because it allows for its impersonal functioning
(Weber, 1922).

According to Foucault (1979), surveillance is a tool that incorporates
managerial control. In the study of increased time-space
surveillance in the UK insurance industry by Collinson and Collinson
(1997), after the reorganization of the company, senior managers
wanted to install a new competitive and aggressive organizational
culture. Part of this strategy was the implicit introduction of
working longer hours through senior managers that had to “set an
example” (Collinson, & Collinson, 1997, p. 388). Time, visibility and
presence at work became the leading criteria for evaluating
managers’ engagement. Managers felt social pressure to commit to
the strategy when seeing their peers working late.

Gabriel (2005) argues that in many cases present-day work is hard to
manage. For this reason, bureaucratic control is replaced by control
mechanisms operating through language, emotion, space and
exposure. Organizations create spaces with continuous exposure.

Research question

the main tools of managerial control (Foucault, 1979)) motivate

@he resulting increased opportunities for surveillance (one of
the study to pursue the following research question:

How does normative control operate in a glass office working
environment?

The question is worth investigating, since to my knowledge, prior
literature puts emphasis on the relationship between organizational
arrangements and bureaucratic control, and the topic of space and
normative control is rather neglected.

Methodology

he empirical data for the present research were collected at
@the business school of a UK-based university termed NEW BS

(NEW Business School) placed at THE CITY. A case study
approach was adopted in order to explore the phenomenon in its
context (Eisenhardt, & Graebner, 2007; Yin, 2009). The NEW BS was
chosen for this research project due to its physical characteristics
(glass office design) and the fact that it is a one of the largest
business schools in the United Kingdom employing people with
different responsibilities and in different ages. The case is intriguing
because academics tend to have more flexibility and are often able
to work from home. The study is of interpretative (Burrell, &
Morgan, 1979) and exploratory (Saunders et al., 2012) character due
to the necessity to investigate a social phenomenon in its natural
environment, and due to the open research question.

The present article is of inductive nature and aims to develop new
theoretical claims. The collected data were used to explore the
phenomenon, recognize themes and patterns and develop a
conceptual framework. With induction theory follows data
(Saunders, & Lewis, 2012).

The empirical data consist of twenty interviews. For the sample
selection, | relied on a non-probability sampling technique. In
particular, snowball sampling was used. | contacted one of the
participants who forwarded my research proposal to his colleagues.
As a result of self-selection, nineteen more employees decided to
participate in the research. The interviews were semi-structured,
had an approximate duration of 30 minutes, and followed an
ethnographic research guide. The collected data were transcribed
according to Kruse (2015) and analysed qualitatively according to the
Gioia methodology (Gioia et al., 2012)
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1" Order Categories

Aggregate Theoretical
Dimension

2™ Order Themes

A. Employees knowing how much time their colleagues

1. Cognitive experience

Normative

control

spend in the office of work

B. Employees thinking they should come to work more >
often

C. Employees feeling uncomfortable/worried when 2. Emotional experience of
being watched > work

D. Employees being conscious about not disturbing
their colleagues

E. Employees trying to reduce visibility into the office
F. Employees not going to the office unless they have to

3. Resistance to exposure

Response
to control

G. Employees being conscious/ strategic about how
they present themselves and their intentions

3

4. Impression management

Fig. 1. Data structure

Findings

Normative control

the NEW BS creates opportunities for both employees and

managers to precisely observe when the office occupants
come to work and how much time they spend there. In the present
article, however, | put more emphasis on the responses of the
employees and not on the managers, who also play significant role
in office dynamics:

:: oghnitive experience of work. The glass office environment at

Quotation 1. I think that (.) management would like us to be in our
offices more often and there was=l have a coupled of
conversations with my line manager about the fact that were are
part of the management department. So we really should go to
the 5th floor, but we are on the 6th floor=on the 6th floor in=in
this 4 person office. Ehm and he has said that you know (.) ehm,
this other people got their eyes at our office. So the marketing
department they are on the 6th floor, you know, they=they=they
stop by our offices and they are kind of "you should really be
there more often, so that people think you're using it, so that we
don’t get challenged to=to take the office back.

Many interviewees gave examples revealing that they are aware of
the work time habits of their colleagues. One participant concluded
that a high level of employee presence could be observed:

Quotation 2. | think most people are in a lot of time.

Managers at the NEW BS tried to influence employees through
what | would suggest is normative control. They crafted a narrative
about spending more time in the office due to increased interest in
that space from colleagues who may challenge them “to take the
office back”. In that manner they made employees more sensible
about the issue of presence and affected their beliefs by putting
social pressure so that one participant would disclose:

Quotation 3./ don’t come to work probably as often as I should.

Emotional experience of work. As seen above, normative control in
the NEW BS has cognitive effect on the workforce. Besides, it has
also its affective dimensions. They have predominately negative
connotations. The interviewees revealed that at many occasions

&

they feel observed by their colleagues and the students. The
respondents generally dislike it:

Quotation 4. | just don't think, people like to be on show.

Quotation 5. [ feel (.) I would=I would have preferred, if (.) there was
no (.) window from the corridor IN: the office, (.) because (.) even
() you know (.) I don’t like people looking at my screen,(.)
whether I’'m doing something private or not.(.) ehm (.) and you
know it’s a tendency of human being that you know, you PASS
and (?look?)(.) and then you tend to look. (.) and people DO: look
inside your office when they pass around the corridor.

Being aware of the unpleasant emotions that prolonged
observation evokes in those observed, some employees try to
control their desire to look continuously in the offices of their
colleagues. They would, however, use the glass environment to
have a very “small peek” to secure that their colleagues are not
occupied if they want to approach them:

Quotation 6. So this is in a sense a try to (.) make sure that I’'m not
intruding other peoples (.) eh work to be honest.

Response to control

to the control attempt by trying to decrease their level of

exposure. This is exercised trough moving pieces of furniture,
such as desks and bookshelves, in order to create “barriers”, and by
hanging out posters on the glass walls, “so people can't look in”.
One participant relates this disruptive behaviour to the effort of the
employees to escape managerial control:

:: esistance to exposure. Some employees responded negatively

Quotation 7. ...even you put me in a glass fronted office you know,
but you can't make me act like a goldfish you know? I'll=1=""ll take
some action, I'll you know create my own working space.

Many reviewees further revealed that for activities that require
deep concentration, such as research, marking exam papers and
scripts, they would prefer to work from home:

Quotation 8. If  want to do research or marking (.) MOST of the time |
stay at home.

Quotation 9. So certainly a lot of my colleagues don’t come in if they
don’t have to, don’t go to work if you don’t have to be in.
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Impression management. Employees at the NEW BS consciously
attempt to impact the perception of others, such as managers,
colleagues and students, which | have termed impression
management. This is particularly the case in the example provided
by a female participant related to the employees’ effort to reduce
visibility and control by using posters. According to her, her
colleagues need to gain legitimacy in front of the managers by
“strategically picking the right sorts of posters, so things the
university is trying to push”. She further explains:

Quotation 10. | think people need to be more creative to make it look
we're not really just trying to=to hide, we're actually trying to
advertise something that’s important for the students.

Self-representation, as the attempt to impact the perception of
one’s own image, plays an important role at the NEW BS. Due to the
increased visibility, employees tend to avoid certain actions that
may shed a negative light on their professional appearance. Two
nice illustrations supporting this claim are provided by one
participant who admits that when it is noisy, she would:

Quotation 11. ... stick my fingers in my ears, so | could concentrate, but
you think when students are looking through the wall at you, it
doesn't look very professional.

Besides, she would be reluctant to check her Facebook account on
her computer at work, because passengers in the corridor might
see pictures related to her hobby on the big screen of her
computer. This might “look very weird, so | won’t be looking at my
Facebook page when somebody can be looking behind me, and it
does influence what you're doing”. In order to escape this situation,
she would use either her mobile phone or her laptop.

Conclusion

control operates in a knowledge-intensive organization
occupying a glass office setting. Besides, some of the possible
reactions to those control attempts have been revealed.

:: he value of this study is in the illustration of how normative

Prior literature that investigates the concept of organizational space
as a structure of control puts great emphasis on bureaucratic
control. An example for this is Jeremy Bentham’s panopticon prison
design. According to Foucault (1979), panopticon principles are
often used by organizations such as factories, hospitals, asylums
and schools. In these settings control functions vertically trough
managerial supervision of the employees and direct instructions.

In the present article, on the contrary, control works predominately
on the horizontal level through the management of beliefs, norms,
emotions, and social influence, to which | refer as normative
control. Due to the rather intangible character and high complexity
of knowledge work performed at the NEW BS, control is exercised
through the building design that reveals the behaviour of the office
occupants. Besides, managerial discourse is used to make
employees sensible about the working habits of their colleagues
and to legitimize the need for visibility. As a result some employees
feel social pressure to commit more to the organization after
observing and evaluating the engagement of their peers.

Many interviewees in the present study engaged in impression
management. They would not necessary attempt to build an image
of working long hours employees by using time-space
manipulations (as in the study by Collinson and Collinson (1997)), but
would avoid actions that would have a negative impact on their
professional appearance and would be “creative” when trying to
legitimize their attempts to decrease their visibility.

Glass offices enjoy a wide popularity in present days (Shellenbarger,
2012, online). Their adoption is related to the notion that they can
make an organization appear more progressive and innovative
(Meyer, 1997), and more transparent and trustworthy. This office
design could also be used as an instrument of normative control, as
argued in the present article.
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