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"Gommmint ii thc mtulpredor/s ofhuman posstssions: anáno can can hs Ion gnat to hs spen! i» ena-
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Alfted Maishal]

"Otnpatitits an Greek, bulouradainistratian is^juaan.'
Dwight Wdda

Abstract. Cañada, likemany industnali^ed countries,
isfacing a crisis ofthe state. At a lime when thenew
demands on che state areincreasing, the oídsocial
ledmoloQ! t^pears lo be inadequate. This calisfor Che
definilion ofa new state. The paperidentifies the guiding
valúes andthe design principies ihat are iikely lo underpin
the soáalarchitecture ofthis new tíratele slate. It

ideníifies also onefeatures ofthe strategic state
{meso\fonms, netivork organi^tions, moral contracts)
and the nature leadership in this new strategic state (leader

asanimateur and use language ofáth^nship). It is argued
that in the new strategic state economy, society andpolity
musí share the organis^tional task and that the on^
viable agendafor the strategic state isa modest agenda
promoling soáalleaming andfinding thepath of
mínimum re^t arethe onlp hopes that leaders may
reasonably enterteún.

The Canadian state is in crisis, i.e. atapoint
of decisión. On the external ftont, the

ground is in motion. Cañada lives in an
environment where: 1) knowledge-based and
cime-based competition have become die detet-
rmning soucces of competitiva advantage, 2) as a

matter of consequence the mortgage of geography
has waned: a dematerialization of economic

activity and a deterritotialization of the eco
nomic pcocess have ensued, 3) a new regional-
ism of trading biocks has emerged in which
accoss-border partnering and new forms of
government-business collaboration would ap-
pear to be required strategies, and 4) gcowing
intetdependencies within this transnational
world have mtemationalized domestic fitms

and governments, so to speak, and made the
notions of "domestic ficm" and "national
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economy" rather fuzzy (Paquet, 1990 and 1991).
On the interna] front, 1) Úie externa] pressures

fix>m diis global knowledge-based economy have
translated into greater demands on die state to
provide standards, a sense of political and social
identity, and new foims of public-prívate risk-
shacing arrangements; 2) these demands have
come at a time when the ligatures pulling society
togedier have been loosened, oíd solidarities have
been eroded, and Canada's socio-cultura] support
for the statóhas weakened in subde but important
ways, 3) the public realm has come to be gov-
emed by warringprivate interests which are either
paralyzed by conflicting tensions or swayed by
decisions appeaiing to a majority of citizens as in-
creasingly arbitrary or capricious, and 4) the polity
has imploded after the demise of the Westminster
model of "club govemment" (based on parlia-
mentaiysovereignty and public service acting as a
passive executant) in the face of internal pressures
for accommodation which callad for power-
sharing and negotiated adjustments within an in-
creasingly heterogeneous and diverse society
pDahrendorf, 1988, Marquand, 1988; Reich, 1991).

The tensions between the new demands for

strategic state intervention and the oíd political
apparatus have triggered many reactions. One has
been an argument for the deliberare downsizing
of the state and a plea in fevour of the market as
the only mechanism capable of constnicting a
meaningful order in this maelstrom; this has been
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articulated by a neo-liberal ideology that has
brought about a vacuum at the hcart oí tlie politi-
cal cconomy: the public purpose has come co be
seen as the sum oí prívate purposcs. Another re-
action has been an obstínate dcfensc of tlie cid

Kcynesian state with all its paraphemalia evcn
after it had become clear that it was ineffectivc,

and that it could be maintained only by saddling
the country with unprecedented debt. These are
the neo-conservative and the neo-socialist routes,

respectivcly. There must be a third way.
In order to uncover what tliis third way might

look Hke, ene must go back to first principies; 1)
to prospect anew the boundanes of prívate and
public matters and to understand the coevolu-
tíonary natute of the public and prívate cealms, 2)
to gauge the extent to which the public infra-
structute has become inadequate and why, 3) to
identify some of the foundational valúes and the
design principies in the construction of the new

state and the process of accommodation required
from society, polity and economy, and 4) to exa
mine some of the features of the new state and

the sort of leadership it demands.

'rílese are the different tasks tackled in the fol-

lowing scctions.

I. The prívate and public sectors

The boundaries between the prívate and tlie pub
lic spheres are neither well-defined conceptually
ñor well-delineated statistically: this is because
tiiey do not correspond to a rigid frontier but
rather to a wavering and evolving fracture zone.

Yet whenever the scope of govemment activi-
ties is debated, there is a frantic seatch for

Economy

Society / A
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"technical" charactetistics decreeing that an activ-
ity shüuld fall in the prívate or in the public
sphece. Thcse attempts to propose-more or less
"objective" criteria of "publicness" or "private-
ness" Ki apportion responsibilities between sphe
res have foundered- The degree of publicness is

fundamentally as dependent on valúes and politi-
cal cholees as it is on technical characteristics of

gíods and services, and any chango in prevailing
valúes or any teorientation of public organizations
may redefine the boundaries between rhc public
and tlie prívate spheres without much refetence to
the technical features of the particular activities
^elletictc, 1989).

In the languagc of Karl Popper, the boundaries
between the public and the prívate spheres are
evolving as a rcsult of the interaction between the

forccs of Worid 1 (the world of material and geo-
technical cealities) and the forces of World 2 (the
subjective world of valúes, mind, preferenccs,
plans and intentions); this constructed boundary
zone constitutcs a part of World 3 (the world of
objective structuces-organizations, laws, inscitu-
tions, righcs. etc.) produced witcin^y or not by hu
manbeing (Popper, 1972).

The most insi^tfiil X-ray of this fuzzy bound
ary zone has been proposed by Fran^ois Perroux

(and developed independently by Kenneth
Bouldinga decade later) at a time when humanis-
tic social scicnccs were still in good currency
(Perroux, 1960; Doulding, 1970), Both identified
tliree generic ensembles of organizations more or
less dominated by a different mechanism of ince-
gration: quid pro quo exchangt, coeráon, and gifí or
solidari^. Thcse mechanisms were explored by
Karl Polanyi in the 1940s as dominant features of
theconcrete socio-economies of the past (Polanyi,
1968). To map out this terrain, Boulding useci a
simple triangle with each of these mechanisms in
its purest form at one of che apexcs: all the inncr
territory represcnting organizations and institutions
embodying different mixes of diese integrativc
mechanisms. A sli^dy modified versión of this sort
of triante is prescnted in figure 1.

II. A modified Boulding triangle

This approach provides a rough cartography of
the organizational terrain into threc domains
whcrc the rules, arrangements or mechanisms of
coordination are based on different principies; the
economic/markct domain (B) where supply and
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dctmiid forccs, the price mechanism and cfficient
rcsources allocation are the nocms; tlic srate do-

main (Q where coerción and redistribution are

rhe rules; dte civil society domain (A) where co-
operation, rcciprccity and solidarity are the inte-
granng principies. Iliis corresponds roughiy to
rhe srandacd partitioning of human ocganizations
mto cconomy, polityand society (VVolfe, 1989).

A careful survey of the Canadian organizational
rcrrain reveáis that society (A), economy (B) and
polif)' (C^ each occupy roughiy one tliird of the
organizational territory. This does not correspond

TI) the statistical portrait emerging from official
agencies, mainly becausc zone A activities are un-

dcr-rcported, and little effort has been made to
measurc ir better. Activities in the home, witliin

not-for-profit associations, and in general beyond
rhe market and tlte state are poorly recorded and
remain largely underground (Paquet, 1989a).

niese three sectors have not always liad equal

valence. A century ago, the state portion was
i,]uitc hmited and the Canadian scene was domi-
iiated by the other two sets of organizations.
b'rom the late 19th century to the 1970$, govem-
mcnt grew in importance to the point where

probably half of tlie miasund activities now fall
•lito the ^neral ambit of state and state-relatcd

activities. The boundaries have been displaced ac-
cordingly in time. More recently, therc has been a

\ igorous counter-movement of privatization and
dercguiation that has caused a mducdon of the

state sector and a reverse shift of the boundaries.

III. Coevolution: rcsilieoce and social Jeaming

,Any shift in boundaries corresponds to a ncw di-
i ision of labour among the three sectors, but
there is no neasstny tíerard^ among thon sttíon. In-
dced, one of the great weaknesses of most analy-
>t"S of the scope of govemment has been to as-

cribe to the state (and in general to the public
spherc) a dependent and somewhat secondary role
vis-á-vis die market: the state being required to
.iftcnd to mattcrs oniy when neither the market
iior civil society are able to take care of it. This is
.1 mislcading ideológica! stand. The relationships
among sectors are heltranhicai. it is not a world of
pccking order. 1leterarcliy introduces "slranff
loopi'' of authority "under conditions of time and
place" vcry much like the "game of paper, rock,
•iiid scissors where paper covers rock, rock
crushcs scissors, and scissors cut paper" (Ogilvy,

1986-87). Any sector mcy ai times have a dominiiim
over the oíhers.

The ecológica! concept of coemhition provides a
better way to synthcsize the links among these
three universos. Coevolution in biolo^ refers to
an cvolutionaty process based on reciprocal re
sponsos of closely interacting species. Reference
has been made to the coevolution of the beaks of

hummingbirds and-the shapc of the flowers they
feed on. ITie concept can be generalized to en-
compass feedback processes among interacting
systems (social, economic, political) going
through a reciprocal proccss of change. The proc
ess of coevolution becomes a form of organiza-
tional leaming, that is, of joint leaming and in-
teradjustment of economy, society and state
(Nocgaard, 1984).

The central characteristics of this jointly evolv-
ing process are resHience (the capacity for the econ
omy, polity and society to spring back undamaged
from pressure or shock), and kaming (the capacity
to improvc present performance as a result of ex-
perience but also to redefine the otganizadon's
objectives and modiíy behaviour and stnictures as

a result of ncw circumstances). Thesegiveming re-
¡ations are in a somewhat creative tensión: resil-

ience calis for prcservation while leaming means
changc. These goveming relations must be bal-
anced and tliis does not cali for a rígid and strict
división of labour among the spheres, but rather
for a capacity to switch to a greater or lesser de-
pendencc on one family of integrative mecha-
nisms or another as circumstanceschange.

Ecological studies have shown that animal so-
cicties have this capacity to effect a switch in tlie
dominant rules in the face of a changing envi-
ronment; from myopic individual search for effi-
cicncy in normal times, to a colkctive search for re-
silience using very different mechanisms for deci-
sion-making in turbulent times, and back to indi

vidual search when normal times retum

(Vertinsky, 1987).
Govemmcnts ate one of the instruments

throu^ which collecbve concems are addressed
in human societics and ^vemments may choose
to exert different degrecs of coerción: 1) to en-
force changes in tiie behavior of prívate agents
and in tlie structure of the economy or society, or
2) at Icast to rcsist prívate demands but be un-
willing to enforce changes in behaviors of prívate
actors, or 3) simply to l>c the instrument of pres
sure groups. Such a choicc may have a determi-
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ning impact on the fate and evolution of the

overall socio-cconomic ocganization. In the same
manner, the institutions of civil society (family,
associations, etc.) may be more or Icss dcveloped
and accordingly more or less of tlie collective
concems may be addrcssed througii the mobiliza-
tion of interpersonal and particularistic resources
like status, leve and community ^•'ca, 1971 i
Bruyn and Mechan, 1987; Marquand, 1988).

One may idcncify a vaciety of mixcs of política],
social and cconomic mcchanisms (and different
modes of interaction among govemmcnt, busi
ness and society) in different portions of the
world. The Anglo-American systcm (Cañada,
U. S. A-, U. K-, Autralia, New Zealand, and South

Africa) is prone co gíving a dominant valence to
the market meclianism to the point of bclittling
the scope of statc and civil society. But this sort
of system represents no more than 25% of the
world trade, and a lesser percentage of socio-
cconomic transactions. Other portions of the
world (Westem Europe, Japan, etc.) have chosen
to assign a much greater role for the state in their
national fabric (and to community, culture, citi-
zenship) and unarguably their own brand of
mixed organization would appear to have gener-
ated a much more impressivc socio-economic
performance than our own, greater resilience and
faster organizational Icaming (Choate and Linger,
1988). This resilience has been achieved through
a capacity to maintain the ri^t balance between
tlie emphasis on competition and cooperation in
the goveming appreciative systcm, and on a
leamed readiness to adjust the govcmance of the
liuman organization accordingly -and therefore to
cliange the structures, technologics lUid theories
in good currency in the cconomy, society and

. Theory of
A rcality

P Soda!
valúes

Sourcc;Friednan aid Abooyi, 1976,p. 88.
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polity. Sincc these in tum echo more or less accu-
ratcly che basic underlying valúes of the mcmbcrs
and organizations, their information proccssing luid
computing capacities, and their ability to learn
andadapt quickly, Icaming cchoesvalué changcs tind
leads to valué changos (Mc.sthcne, 197Ü).

In this process of cocvolution, adjustments are

not the rcsult of the workings of some invisible
hand. Tlic state has an important role in main-
taining healthy communication in the forum itnd

workable competition in the market. The state
must maintain an important inteiligencc function
if it is to act as catalyst in an innovativc learning
process (Wilensky, 1967). Friedmann and Abonvi
have ptoposed an approach to the analysis of
statc learning, a way to identify the main points to
kccp in mind in organizational learning. Thcir ap
proach is based on the analysis of four sub-
processes; (1) the construcción of appropriatc
theories of reality, (2) the formation of social val
úes, P) the gaming that leads to the design of po
litical strategies, and (4) tlte carrying out of col
lective action. These four interconnectcd sub-

processes are components of a social learning
process summarized in a graph adapted from
Friedmann and Abonyi in figure 2 (Friedmann
and Abonyi, 1976).

Social valúes (Block B) providc normative guid
anee; they define what is acceplabk. Tlieory of real
ity (Block A) is a symbolic representación and ex
planación of the policy environment; it depicts
what is leénicalfy feasible. Political strategy (Block
Q rcfers to the política] action chosen, to whai
will ensurc a slabk situación, to what is polilicall)

feasible. Social action (Block D) deals widi the
practica] measures taken to ensure that the policv
is carried out and identifies what is impkmenlahk
Together these four sub-processes come to life in
concrete situations (Faquet, 1989b), and pose thi'
four questions that are basic to the requisite social
learningby the state.

riie basic challenge in organizational learning is
to develop innovative competence, for the ability
to improve and to innóvate is a skill that is vital
for survival and resilience (Rugman and D'Oruz,
1991). But organizationid learning requires the
discipline of team kantin^ a capacity for tlic differ
ent stakeholders to engagc in dialogues, in con
versations that begin to have a 'life of their own",
to take all parties in direcrions that could not have

bccn planned in advancc. This sort of conversa
ción enables the stakeholders to discover what ih
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acccpcable, technicstlly and politically feasible, and
iinplementable. Such a convecsation rcquires,
bowever, a facilitator capable of carrying the part-
ners bcyond the dcfensive routines (based on pre-
sumptions that are supposedly undiscussabk and
rhcrefcjre prc\'cnting leaming) toward a willing-
ncss to raise tlie most difficult, subtie smd con-

flicrual issucs. 'Iliis leadcrship is esscntial if dia

logue is to icad to suspending assumptions col-
lectivcly (Senge, 1990).

Vertinsky lias anaiyzcd the internal decisión
proccsscs in Japancse companies, the way intcr-
company intcractions procecd, and dic stnicture
of govemment decisión process and its tole in

guiding the economy. Me has discovercd the

many ways in which the proccss of dialtjgue is
bcing actively prometed at all levéis and the man-

ner in which organizational leaming would appear
to proceed effectively. Vertinsky describes in the
following terms the situation he has observcd in
Japan:

Wliilc swifr and radical intervendon is taken in

VI crisis to secure the collectivc survival, ir is the

nvarkct which ultimately prevails. Wlien a crisis
dissolvcs and market forccs dominatc, govem

ment policy retreats to a subsidiar)' role of keep-
ing options open, disseminating infoimation, and
ensuring a smootiicr trvinsition to tlie new state
dictatcd by tlic market (Vertinsky, 1987).

I low is this balance maintaincd betwccn collec

tivc control and cocjpctation and individuvil com-

petition, and how is the switching mcchanism op-
eratcd -these are central questions. In anim-al
collecdvities (/¿gr) and in sophisticated social or-
gamzations Qapan), it would appear that the se-
cret is not si^ bul Jkxibilicy. adjustmcnt is effected
through "flexible behavioral mechanisms rathcr
than expensive investment in physiological or
morphological adaptations... (in the first casc)-
and tlirough flexible exercise of controls and in-

fluences upon the privatc sector, ratlter than the
strengtliening of a permanent public sector infra-
strucrurc and its sharc in the economy" (in the sec-
ond case) (Vertinsky, 1987).

Coevolution of polity, society and economy
calis for rhis sort of flexibility and this depends
much on an on-going multilogue among partners.

This in turn rcquires a fvicilitator, a leader capable
of acting as a quartcrback in tlic process of or
ganizational leaming, in the balancing of the
short-tcrm competitivc forces vuid of the long-
term cooperative forces, and in ensuring a smooth
transitiun from one regimc to the next. Organiza
tional leaming is dicreforc not oniy adaplive kant-
ing, i. í?., about coping, it is 'íSsogencralii>e kamingi. e.
about crcating, vidjusting goals, norms and as

sumptions as required. In tliis context, the state
itself has to become a leaming org.uiization vind
the leader has to dcvclop new skills and abandon
moral agnosticism to be cffective, for the leadcr's

new work is huilding leaming org.inizations, vmd
tiiis is not value-free (Senge, 1990). ♦
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Poemas
!2^esde su l'undación enla década deloscincuenia ba

incluido autores de todo el mundo y se han reeditado
las obras más ivotabics y de mayor demanda.

C7lcuIos y artistas de reconocida calidad y
trayectoria, derinítivos en la evolución de la

sensibilidad artística contemporánea.

(Octavio Paz, Ernesto Cardenal, Alejo Carpentier. Jorge Cuesta, Luis Cardoza y Aragón.
Rosario Castellanos, Jaime Goded, Carlos Monletnayor, Fierre KJossowski. Witliáffl Blake,
Paúl Valéry, Cesare Pavese, Elíseo Diego, VicenteHuidobro. RenéChair, nombresde algunos
de ios poetas y ensayistas incluidos en la colección.

^os elementos de ta noche. Tiernos y diferencias. Las peras del olmo. Laimagen en el
espejo. Pequeña sinfonía del nuevo mundo. Las vanas consinict iones. Alianza para vivir. La
alegría. Oficio de leer. Sueño ypoesía. Elvals de lasreptiles. Elamorpor lasciudades. Libro
de quizá y de quiért .sabe. fTvLsecdones. Inmediaciones de Van Oogh. Poética y «íé//ca
creacionistas. La rumbasin .sosiego. El canto de lo.s muertos. Ecos del silencio. Animal de
amor, El paraíso vendido. Poesía quechua, ¡00 imágenes del mar. Tientos y diferencias.
Nofluma palabra. Ciegamente los ojos 1962-1976. Primeros librospro/éticos. El ave Fénix.
Cómose pasa ¡a vida.... Manual de simiosy ouvs poemas. Elseñor Teste.
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