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11. Adaptation and Distinction: the
Management Politics of two East German
Production Managers in a Multinational
Combine

Birgit Miiller
o 1993 the dmemational elevator company HOCHINAUFE exccured
what some mankigers jokingly called ihe Gefmon unification on i smul|
seale. HOCHINAUF united the enterprise it had bought in East Berlin in
990 with the production and service company it already owned in West
Herlin, The production of luxary elevators mosily (n eluw anel chrome
wils tramterred topether with 1s work force and engineering from Wit
o East Berlin and 10 wis Fosed with the elevator production there. This
lusicsn was intended by management (o speed up the rocess of ussimilu-
tiom of the Eost Berlin workforce 1o the miodel of the (bt it opal o
Bitie — u process that bad begun when the enterprise had been wken over
by HECHINALUE. The resrganisation — it wis hoped — should mike the
preduction mere efficient pod competitive in the face of prowing compe-
Hiiom From chisyper prodoction wmits in Easiern Europe 1hat were part of
e combine,'

e wnierprise was in the farmer Pemocratie Republic of Gertniny
the place on which political Indoctrinution wis concentrated und where
pilittecal decisions aboul the planned economy were not vnly carried oul,
il alse olfficially commented wnd mnofficially eésisted: The culerprise
wan the teld where the ways of fife [n the two Germamies before the- fall
ul the Wall were most clearly distinet, The unification of the West and
Fast Berhin producuon lines went along with an intense citipaign by the
Went Bechin management for promoting (he ‘philosophy " of the multing-
Hetal HOCHINAUF combine, The effort of the cambine to IFLHISIOSE i
vyt of meanings and values and o reshinpe the identity af the Easl
Herhin workToree has muny ¢lements In commen with the effors ol
i and reeducation by the West Germian government of Eusl Ger-
nn cihzens on all levels of sociedy. The moltinationsl combine [Hid
ted e g condensed  form the values of growth, competition,
npensitibivy of e indivedodl Tor Risfher own success that ilso chare-
lenze the expressed aims of German government pelitics in East Ger-
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many.  Unaflfected by the widespread questioning ol modeinisl
certainties in sociological and philosophical writings (e.g. Beck, Latour,
Touraine) an official discourse prevailed that claimed adaptation and
submission (o the values and the dominant ideology of modern competi
tive market socicry

The German unilication was promoted by the political forces fiest in
the West and alter 1989 also in the Lust as a “natural” right of the Ger
man people o a single and undivided nation. On the grounds of a cons
cept of national dentity as based on fiee consent and a shared piisl
{Renan) the political unification ol the (wo German states was rapidly
pushed through, However, already since the spring and summer of 1991}
a growing feeling of otherness, of incommensurability between East and
West Germans, was to be [elt, The dominant discourse in the West
underlined the necessity for a rapid and (otal assimilation of the Iiasl
Germans to the West German culture, In the West German reinlerpreta
tion of the past the ‘two black periods’ of German history, the Nazi rul
and the Communist reginie, should be overcome as fast as possible aind
nothing should remain ol them in the new strong united Germany. Thy
prevailing discourse in the East on the other hand claimed that the Easl

Germans had developed their own cultural specilicities i the forty yeany
of real existing socialism that should be respecled and some even
claimed thart these were incompatible with the West German ones

How can the essentialist cultural discourses in the East and thy
assinilationist claims from the West be interpreted? How do they (it in
with debates aboul culture and power thal rage 1n the social anthropolog,
ical discipline” Through a detailed analysis of the nature of the culwral
model of the multinational combine HOCHINAUT and the mechanisins
of adaptution and resistance of only two members of the East Betlin per
somnel T will analyse the complexities ol the process ol their culunal
assimilation and differentiation and T will enguire into the link of “cui
ture” Lo ‘power’

[ will now examine how, in the case of the take over of an East Berlin
entlerprise, the mulinational buyer lirm attempled o encourage the
cmergenee ol an enterprise cullure that should/would lead to the scll
discipline of the worklorce and how two production managers from Easl
Berlin used and responded (o this model, The production manager of the
West Berlin enterprise — I call him Wolpert, who had previously conw
lrom East Berlin in [988 — retumed in 1993 o tuke over the ening
mounting section from his Bast Berlin colleague — [ call him Oswald
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who was left with the machine section, the cutting und preparing ol
oaterials and the building of elevator platforms. The experiences ol the
two managers since the fall of the Wall pose (he question of the nature of
the processes ol acculturation that wok pluce when the cuterprise
hecame part ol the multinational combine. Acculturation as Nathan
Wachtel defines 1t rests on two characters: on the encounter of heteroge-
ucous cultures and on the domination of one of these cultures over the
other: T will examine the management strategies and discourses of the
production managers in respect o the specific enterprise-mternal model
lor Lhe “successiul manager in a successful enterprise”, 1 will show how
(his dominant western model becomes part of (the power relationships in
(he enterprise without however entirely eliminating the old patterns of
athtudes and strategies that had developed in the planned cconomy

I'rom losing to winning: the HOCHINAUF model

HOCHINAUF is a successtul company that operates worldwide with
production and service vnits all over the world. Simce 1989 11 started 10
mvest heavily in Castern Europe. [ts success 1s based on the Nexible pro-
duction of large series of elevators that allows o adapl Lo a large varety
ol customers’ specifications for the smgle iem. HOCHINAUF is
mlempong w introduce fabrication in (lexible production cells all over
the world, Growth, lechnological innovation, customers service, high
product quality, productivity and the recruitment of the most qualified
petsonnel are the expressed aims ol the “strategic plan’ that IHOCITIN-
\UF sel itself for realising its “vision for the future’

As the glossy brochure that 1s distributed worldwide 1o all the
HOCHINAUF firms states: “well informed staff members who arce
vicoutaged to use their energy and initiative’, should work together in
real teams”, they should attempt to realize the HOCHINAUF visions fo
the Tuture as if they were ‘independent entieprencurs’ ready to confront
the competitors. The HOCHINAUF model not only sets the aims fot
veonomic practices and management choices in the company, it is alse
capressed and specilied in @ cede of conduct that seis standards for the
litudes and behaviour of the members of stuff- The code of conduct is
wmmed up on a brightly coloured poster that has been distributed Lo all
Ihe members of medium and vpper management in East and West Ber-
i e states six rules of conduct illustrated by little humorous drawings:
(rom losing to winning. [( states:
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From losing to winning
Pl desiers anoe ahvees pant of thae pivedien
Tl sy iree ol ST o e N
T losers oy This s worm sesponsibiling
Tl wilnneers epcls = o con f feler oy
The losers see a problem in cach solution —
The winners see a solution for each problem
e Sevvers seevs 00 a8 posadinle Bor il fo e, -
Phe winners say: I ey diffiends, hes possiide!
Tl devders hee the others oa Jrnrt o Hie v s
|I|'I.|l" W ey N |'|II|' .ll.".llh".l'_'.' iy I|'I|'.'.lj il |'||'||.-I .'l"lrl'l'lll'l"l'l
The losers always have an exciise —
The winners atways have u plan
[he model presents itself as the guide 1 success and huppiness, The
drawings show the winners with happy faces. They all smile bnghily
Chise whio conmibuie 1o |1I'{'||'-|L'l1l sululicms, Conperle with others Al
see thelr colleagues in a pasitive way and confront tiffieeities-with ol
miam have o problem, Mothing cun stand in their way for fulfilling 3he
mms that the company sefs itsell. The winmers = the mode) promisey »
redch an optieustic state of mind, o positive miude o their colleapug
amcl townrds I E e etive cantribotion 1o the achievements of e
company.

The presentation on the poster side opposite shows the TTHTRT
stthe of the madel, The losers on the feft side sit with uohappy Taces, dueipl
haiir sticking in the air, the head resting. on their hands. Their faciil
expression shows fear, pnguish, stress. The miessige 15, those who do nol
follow lose, Those who see problems everywhere, piesh respansibiliflo
away from them, gvold difficulties and isks god civistintly search fog
exeuses for their shortcomings thase will be the losers, 1t i left ot
the cunliemplator o imagime the consequences thi might owiil the [oser
slugnaticnt in the currier or wl worst loss of the Jub,

Althowgh this poster iy appear superficunlly as d friendly b
le-advice to the smllT members it is clearty lnked (o the exercise of
et nstie the enterprise. To think and wer in p positive oprimisie Wiy
15 the porm that the enterprise sets for its staff, the meatl and psychis
1i-‘£.iL'.'|| ~'~L'|i-lli'>L'I|T|ll1|: requained, A Weat Germon prisinzer of fhe T
carmimeniec on hese eapecilions
When you are siting together i the circle ol department clueds wnd
vou sy "We need procductivity. We have 1o improve. Yoo on the
shopflsor you have 1o contribate o it now®" And then, if yoee el five
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or len tmes the answer: “Bul what 15 going to happen il we cuannot do
i? and if you answer ten times: "Then we close the shop.. and i
they don’t understand this, then I don’t know, how often you want 1o
tell them that T always maintain that for me this is not an acceptable
statement il someone says: “This does not work! T cannot do that! |
don’t accept that I only accept, it somebody says: “O K. The aim s
clear, [ will think about, how to get there,” then it iy legitumnale that he
makes his claims
I'he aims are given. The autonomy of the enterprise members does not
vonsist in the fact of questioning them. but o think aboul the way how 1o
Johieve them. Also. the possibility of not reaching the aims should not
vven be considered. It they hesitate and doubt in the possibility o suc-
ceed, “then’, as Stolz commented “something is wiong in their heads!”
'People have to believe in success’, 15 his philosophy and be 1s ready o
‘preach, preach and preach” 1t all over again “this 1s the way and now do
' 11 you don’t want then its over!”,

The cultural model of the enterprise is on the one side a legitimating
ileology and on the other side a disciplinary code of conduct, The legiti-
mating ideology explains why the enterprise in order to be competitive
amd to survive on the world marker has w be tough and demanding
twards the inside. The HOCHINAUF “family’ has to eliminate the non-
performing members because of the pressure of outside markelt forees.

The disciplinary code is geared owards social and cconomic prac-
lice, The modern enterprise requiring Mexible responsible members
needs, that they discipline themselves. It is not so important what people
think and what their political convictions are. it is important how they
behave, The winner may doubt in the rationality of marker economy as
ling as he behaves like the winner The cultural model sets a frame ol
parameters that cannot be ignored bul o which the enterprise menibers
van resist or adapt themselves.

The HOCHINAUF medel provides a complete worldview, ready to
i1l the gap that the ideological model of real existung socialisny might
have lelt, In a moment of individual disorientation and social and cco-
nomic upheaval the ideological model of the enterprise tends to give a
home™ to the ‘homeless mund” Marcus talks about, Tt is the American
molel of the self-made-man transposed on the level of the firm that s
piving the direction, advocating an unlimited belief in the strength of the
mdividual will. As Stolz so strongly cliimed (o have this beliel was not o
possibility, it was the only correct stale of mind accepted in the firm,
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Of course this mode! was also conceived against what the wesien)
managers sow s the rationile of the planned ecomomy. The image of g
loser sketches out certmin strtegic uititades thin could have Been il
for & manager in the planned econonty tn order to protect his position
and his firm On receiving the plan obligations at the beginning of the
year 1t was useful Tor the manager in the planned cconomy to stress how

unrealistic. problematic and not feasible they were because this would

prepare the ficld for asking for a plan correction lalet in the yewr. In tl
socialist competition each brigade declarcd the efforts it made to ultil
the plan and pointed 1o the shoricomings of the other sections that hins
dered their achievements, In the face of a lack in material, workers and
of the bad quality of the production machines all supplementary ef ol
wits presented s improvisstion full of good swill that canme be perfiegl
in the face of all these difficulties all the sections of the enterpise ageeil
Hint hedp and support could only be esceptionally eapected Trom g
netghbosing section and that 1twas only granted as a speciol Tavor (il
wils to be reciprocated

For the modern competitive enterprise it is nol sufficient o contil
s members through the wmposion of body discipline that Foucuull
reterred tras "oty pe of power which s constntly cxercised by nnsans of
survelimee i Foucanlt, 1986:239)  Rather, the  modern enterprise
meeds members O ST wiho wotively strive lowirds (e maodel ol e
winner proposed. Not obedience to the objectives of the firm was (e
i but rather the animation of the mdividual competitive spiriy, Th
memnbers of staff were o confound thelr meusure of personul sucoess
with the contributions they made 10 the success of the enterprise. Thigl
identety was e be confused with the one of the firme 1 s u supreme (om
o the normalisation of diseipline that i sequired — the active self-disel
plmatian, Foucault deseribes this mechansm of power as transfenming
indivicuals inw subjects (Foucault 1987:2460 The subject v subdue
through control and dependency and al the same lime he is tied © hi
identity through conscience and a speeilic mterpretation of the sell” This
does nol min. however, thit the lmpact of this mechipism of powe iy
complete: It encounters oppasition and is.mer with strugeles for the sig
b of the Individual, Tor his sdentity, sgonst the privileges of knowled g
and the concrete tmgible consequences of power { Foucault 1957:246)

The HOCHINAUF model in Practice

Tl eleciion o Mose the twin |]rLILIULEi1:'II bt dn DY s ke anly
one week botore the moeye ok ploge, Initiedly the managenent of
HOCHINALUE i West Berlin had planned g move the production from
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West 1o East Berlin but to keep it separile at first from the ajready exist-
mg production there: The reason for that lic i the different tarifs for
Liast and West Germany, The West German stalf that was to move 1o East
Berhin successlully defended its right to be payed according to the West-
ern Larilf while their counterparts in East Berlin emmed about half s
teome in real lerms, A change in the direction of HOCHINAUF how-
vver brought with it a change in management strategics. The new pro-
duction director decided to abandon the concept ol his predecessor and
fuse the two production lines in spite of the differences in tarilfs

Wolperl became head of the entire mounting department of elevators
.md thereby responsible for ten workers and one foreman who had previ-
ously worked under Oswald. Oswald became responsible for the
machine section and the mounting of elevator platforms, Two CNC
nuchines from West Betlin and five workers who had handled them
were integrated m his section, The fve workers earned considerubly
more than their foreman and probably more than Oswald himsell, Most
al the fourteen members of staff who came from the West Berlin branch.
were nitally fromi Bast Germany and had started to work with HOCHI-
NAUF in West Berlin alter the fall of the Wall They were ull puid
dccording o the West German LariT,

When I visited the two production managers. Woipert and Oswald,
dller the unification of the two production lines twe small detnls struck
me when [ entered their new offices. Both had arranged thelr desks and
the adjoining conference table in the way habitual to all the oftices |
have visited in enterprises of the planned economy. Similar to the office
thiu Lenin had arranged in the Kremlin the desk of the chiel was placed
with ils buck against the head end of the conference table The chiel of
the office was thus able to overlook sitting behind his desk the menbers
ol stafl he had assembled Tor consultation. This disposition of tables had
dlready existed in the office that Oswald had used previously, Wolpert,
huowever, had not used it while directing the production in West Berlin
He had chosen this arrangement only oo his return to East Berlin. On the
wall of Wolpert’s office hang as the only decoration framed the colourful
poster 1 have already described in detail. In Oswald’s office the poster
had no prominent place, He used 1t as a blotting pad, These small details
hint at the ambiguities felt by the two managers in respect to their role in
e firm.

Both managers had different experiences ol the cconomic and politi-
cal changes after the fall of the wall. Wolpert had chosen to leave the
planned economy Tor the market cconomy in [988. when he lett East
Bertim o rejoin his girl friend in the West. He found & job with HOCHI-
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NAUF m West Berlin and rapidly learned to adapt o the requitements of’
the company. The performance oriented stife of work suited his ambi-
tions, He felt at ease in the cooperation with his western colleagues and
especially appreciated — as he said — that they were much more ready (o
respond 1o his problems and to take over responsibilities than this had
been 1he case in the enlerprises he had worked in East Berlin, “There is
less competition and more cooperation in the West than in the East’. he
stated. Among the workers in West Berlin he was known and contested
for the enormous work-pressure be put on them. Increasing the outpur of
elevators by one and o half times wis the result of his first few: months in
otfice in West Berlin, However the role he saw for himself before mov-
ing to the East Berlin enterprise was less Lo exerl strong pressure bt
rather Lo bring in “u fresh wind’ and to change the working climate to
more openess and riendliness,

Wolpert did not hide his contempt for Oswald whom he wanted (0
replace as manager. Only one month after he had arrived in East Berlin
he claimed that the entire elevator production should come under ong
management to remedy to the problems ol coordination between the sec-
tion Oswald was responsible for and his own. He even considered 1o
abandon the idea of the production cell, integrating production. disposi-
tion of matetials and engineering, in favour of a more centralized model
that he considered more adapted to the siwation in East Berlin. While
Oswald cnvied the relationship thal Wolpert was uble to have with 1l
production direclor in Wesl Berlin, Wolperl felt that he had no direal
influence on the dircctor any more now (hat he was “far away’ in Eist
Berlin. Afier the move he felt with regret that he had become “tougher
than ever before and that the move back 1o East Berlin had been more
difficult for him than the move to West Berlin in 1988, The decision
Fuse prisduction, however, apidly levelled the producriviry of the mouns
Ing section. The ten East Berlin workers adapied viery Yuickly to 1
pace given by their West Beclin colleagues and showed then that they
were able to be equally productive and that the difference in income wils
thercfore unjustified. The workers from West Berlin began to speak in a
morc posilive way of Wolpert and started (o rally around hini while they
rarely sought help and support from their East Berlin eolleagues,

Wolpert brought to bear the pressure for more productivity direcily
on his staff. He constantly supervised, advised and controlled what wan:
puing on the shopfloor where he spent gt least half of his working Jay, W
was often him whe saw shorteomings of production and mistkes i e
manufacturing and handling of equipment before even the foremen siw
it With his meler ready at hand he proved his points o the workers
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the minutest detsils. The foremen were dischorged from responsibilinies
by this attitude. Thie East Berdin loremin who hiel praviously worked
under Crswuld was hoppy o be proteeted from the sight of upper man-
agerment ind e gel Wolpen™s support in selving suthorily problents on
the shop Raar,

Wolpert saw his work in Eiast Berlln as o misson. When e Lialked
ABUUE 1 be wsed terms such as ‘o form the consclence” of his slaft, o
show them the fdeals and the precise dinm of work In the marker ecion-
nmy. Criticizing members of stff in East Berdin: amd enpeuially Ouwikl,
b oused wrms thal o superlor could use calicizing :-2-.1!11L‘I-!-|H|'3.' wihi
|I-'p|:|1.|.|1. on him, such as; *Fwould expecla lendim e member of st o he
=hiscraus of the fact that a customer as o person sunds behind the dead-
line. This meuns money, jobs ete,” He wanted his staff o relate the serv-
lees they give 10 their customers 1o the seivicey they expect 1o receive
Irisps others in the narket economy, The give and ke of the exchange
ccanamy — the ey of the jusl exchunge — became in his discourse 4
dimension with mn almost universal bearing.

wware of the fuct that the production of ¢levatons in Berlin wis
winrking ol & loss, and was therefore inside 1l mulunat ol caomblne |n
d prreenanious simation, he showed pragmatic optimism: *1 think it 15 sim
Hy my job o solve problemns: [ can never way, "thiv does ol work ™™
Working twelve hours o day he tried 1o set {he exumple that his staff
bl Foblow. He howeve vemstanily hortled Bimseld against the resist-
e ol the East Berlin colbleugues: "They nre i|||.rm:4hu|_'\; prosued wnd they
dont want o understand, that |1 really had sot been thit marvelloos
here” The workers responded 1o what hie tried (o [Fressenl s fhe -
thons of murket eoonomy with slogans Trom the Planned economy. Whe
e empliasszed guality and responsibitity gs the new jdeals from the
West they unswered; "We know thal Trom the ol tmes: Tike part in tle
ruling, tuke part in the thinking!®

Walpert posed the logic of the markes economy us the ideal @ fol-
W His dliscourse und atinde clearly eeerresponded to the madel of the
Whiner propased by the company, However, in un inlerview b sdmitred
Wt he did not regard market economy gs o perfect system and that he
tell himsel! explaited by It in o sulyle wiy, He r.':p]:uuml thil *scirrie-
thing” drove him o it in the epterprise for welve hours every day and 1o
meithect by private ke, I somehow o refined ferl ||1'|:_1.|1||:.-|r;|||.|'_||1| [Hin
Lo persomully no longer el iy cantral or dirged.., "

Uwwald had an entirely differsnt eny y nto the multinational com-
Bl than Wolpert, He became active in the workers council of the Eysl
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the functivning of market ecanamy thal wis (0 many possts apposed i
the medel of the combine. However when the West Berlin workers!
council presenteil isell and the frm o the colleagues in the East they
fell buek into the discourse of the dominunt model of e winner, shows
Mg up in front of their Exstern collengues 1he acliievements and the pros
dugrivity of therr frm

The relationship between the East German workforce and West Ger-
man management 1s certainly one of dommation. Especially in the eco-
nomic domain (s domination is not accepted as positive or in theil
mterest by many East Germans, The efforts to mask this domination
through o hegeinonic ideology thit guve the resplnsibility lor succeds:
back: 1o the indivithual did net owlly soeceed. However economic differs
ences — due also to different incomes — established boundauries and cre
aled solidarities that now go across the West-Cast German division, The
Fuct of belonging to 4 privileged group in the East Germun éliterpriag
mitdde of sumeone o “Wessi® in the eyes of s colleagues and made liim
obey. 10 the Western nwsdel more ensily than hiy less iy lesred [ecils S
leagues. He may however still use elements of reasoning ol the fonmdl
System. |

There wona typical Base German' behaviour however there are L gu:-
ments and defence strivegies East Germuns s o group can fall back
upon 1 under pressure from oultside. In spite of the fact that the GDR
was a relatively isolated political and economic system the individuals in
the system did not simply parake o i calioral midel, Both Wolpi
wnd Qswald contested it while functioning inside (1 Oswald comnstrugted
his East German identity « posteriori when confronted with the Weslein
model with which he was unable 10 comply. When under attack (e
political enlture of e social actors stll have remnants af the compele
tion between soctal o political systems that can be sctivited, Howeve
even those Germans who pose their culiure as essentially different NOW,
partake in innumerable cultural facettes of life in the West. It is nol (e
question of whether there are two German cullutes oday or not. it iy
rather the question who gets included and who gets included into th
highly competitive modern German socicty |

Notes

| A quubified workes from HOCHINAUF m West Berlin was guarsiresd
in 1993 27 DM, while o worker with simlar qualificatien woubl ey
A, DM an howr in the Ceech Repablic
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