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Counterculture is often described not only as a distinct subculture, but an act of consciously opposing and rejecting aspects of the dominant culture.  Research on this concept has greatly diffused over the years, and has mostly concentrated on populations in the 1960s during the countercultural conception.  As these populations have entered the workforce, organizational models have grown increasingly multicultural, signifying changing organizational norms and diversity. A countercultural timeline of values and organizational transformation will be attempted, based on a review of works related to organizational culture.
Counterculture: A Conceptual Model
Our cultural timeline contains significant transformations of institutional rules and behaviors, as well as a profound shift in normative values.  At its core, our value system reflects an expectation to work unceasingly and unfailingly toward the common good.  This “instrumental activism” has additional implications: an obligation for personal and group achievement, rationality to attain individual and group ends, and the expectation that the occupational level of social organization should be the principal locus of personal or group efforts (Parsons and White, 1964). Initiative and creativity has enabled us to view our achievements with changing acuity, therefore challenging our goal structure.  Vanguarding the dominant culture critique is a lifestyle of counterculture which stresses “cooperation over competition, expression over success, communalism over individualism, being over doing, and autonomy over obedience” (Flacks, 1971).  In 1960, Yinger first approached a countercultural terminology with a description of a group of people rejecting major values of its society and attempting to replace them with an alternative set of values.  Reich (1970) affirmed that the assimilation of counterculture with cultural norms was dispersing, producing major alterations in institutions and social structure. Institutions began slowly developing into a multicultural context; continuously changing within the cultural boundary, and evolving into a heterogeneous culture.
Counterculture: a Conceptual Evolution

How did the assertion of one group as the official culture become questionable?  As Gregory (1983) illustrates, affiliations evolve, linking people as culture bearers to groups through joint membership.  Organizations can be viewed in terms of multiple cultural contexts that change through time.  Culture becomes an experience of both community and individual roles that may be further divided into subgroups with ideational and material elements.  As Jermier and Associates (1991) state, the material component consists of tangible symbols; formalized practices, obedience pressures, task related interdependence, and authoritarian management.  Searching for covert layers of organizational culture leads to the ideational component, which includes the shared beliefs about the organization’s mission and desirable standards of conduct (Jermier et. all, 1991).  When there is potential for a subcultural divide, these groups either align their ideals with organizational objectives, maintain autonomy within the organization while performing according to the organization’s mission (by creating a subculture), or they create an alternate culture which challenges the views of organizational mission.  The last example is not simply set apart from the common culture; this group serves to question the value system of the organization.  Research has mostly focused on clusters of counterculture groups outside of the organization, and the term is mostly applied to students and “hippies”.  Since the conception of the counterculture framework, when certain populations were labeled, these identified groups have entered and changed the workforce.  The concept of counterculture therefore becomes less visible over the years, and counterculturalists become part of a subcultural group, which has become a more dominant theme to address.  Why has the countercultural theme become a more vague concept?  One may posit that counterculturalists have merged and blended in to the dominant culture, bringing with them extraordinary influence on organizational beliefs, values, and outcomes.  Assuming this effect enables us to look at a variety of research in which counterculture has influenced.
Scenarios of the Cultural Periphery  
Shaping cultures into a seminal structure makes us able to glimpse membership possibilities.  As a continuum of groups, cultures become juxtaposed from values such as ethnicity to values such as religious ideals and lifestyle preference.  These values have profound effects on the counterculturalist entering the workforce, as well as the organization which hires him.  As Abowitz (2000) stated, this resistant discourse changes all parties involved, bringing actors into a greater alignment or even more disparate opposition.  Membership configuration therefore becomes very complex.  Societal ideals are extensively evaluated and given appropriate emphasis in terms of application to organizational objectives.  The nature of the common culture of the organization will determine whether or not an individual can assimilate into the common value structure (Abowitz, 2000).  

The following scenarios posit the subcultural continuum:

Scenario 1: Ouchi explored the relationship of culture and performance in his comparison study of Japanese and American firms. As stated, Japanese firms tend to hire inexperienced recruits and socialize them intensively to accept the company’s views and objectives.  Additionally, an expectation is made that these employees will take on the company objectives as their own.  As Ouchi and Wilkins state, “It is not necessary for these organizations to measure performance to control or direct their employees, since the employees’ natural, or socialized inclination is to do what is best for the firm.” (Ouchi, 1980; Ouchi and Wilkins, 1983).   Therefore, shared assumptions can help to determine a place in the organization.  The employee becomes entrenched in an organizational paradigm, and figures out how to perform accordingly.  Once motivated to become a member, their cultural principles stand to preserve the equity of the organization.  Goal congruence thereby determines the level of efficiency in the organization.  
Scenario 2: Abowitz cites Willis’ Learning to Labor (1977), an ethnographic case of a group of boys in a British working-class town in the early 1970s.  Willis was interested in resistance by the boys to their school’s aims to direct them into professional jobs.  Willis noted how the boys’ opposition did not liberate them from their assigned place in the social class structure, but instead helped to ensure that they would assume the places of their fathers and grandfathers on the shop or factory floor (Abowitz, 2000).  Willis noted that other boys were learning to assimilate into the norms of the school in order to ensure their occupational success as professional workers.  The boys thought that by their actions they were choosing an alternative way of life, as a continuation of their family tradition, over the dominant “common goal.”   This case illustrates Abowitz’ notion of Resistance (2000), the belief that resistance can produce new understandings of participants and of power relations.  The boys also display countercultural patterns by expressing alternative choice over instrumental goals 
Scenario 3: Deyhle (1995) studied Navajo Indians in a reservation, and illustrates the cultural resistance and self-induced ostracism that the Navajo experience.  As stated, “Navajos face and resist the domination of their Anglo neighbors from an intact cultural base that was not developed in reaction to Anglo subordination” (pg. 28).  Their resistance of the dominant culture serves not to transform culture, but to pronounce their own culture. Navajo are resisting “taking the ‘Navajoness’ out of [Navajos]” (pg. 40).  Identity is affirmed by the union of the tribe.  Community dedication at the micro level is significant in this case because it delineates the importance of value affirmation rather than accepting the “common good.”  Their procedures do not seek to dominate the common culture; they are simply maintaining autonomy from the overall structure. Their cultural identity, however, does contribute to the multiculturalistic framework that counterculture implies.  

Scenario 4: At this point we can hypothesize a countercultural example with transformative power.  Imagine a male Navajo tribe member seeks a position within the public sector.  How does his knowledge contribute/hinder his ability to identify with the goals and values of the organization?  Imagine he is seeking a position to research land use. One may assume that he may advocate for purification of the land.  The presupposition is that he will be inclined to search for a position in “Organization 1” which appears to align his individual values with the values of the organization; or will accept a position within “Organization 2,” which may not be aligned with his ideals, possibly out of financial necessity or other extrinsic factors.  His motivations are ambiguous at this point.  If he works for Organization 1, his cause is congruent and his commitment to the organization is assumed.  He is intrinsically motivated at this point by his sense of importance and achievement.  If he works for Organization 2, a goal incongruence may subsist that can yield an uncertain future.  As Dowd and Dowd state (2003), without the most determined effort on the part of either the group or the larger society, subcultures will move toward the cultural center due to the relentless, centripetal pressure emanated from the cultural center.  If his motivation is to initiate change, he can communicate his goals and values to instill organizational goal congruency.  Therefore, positions can be in alignment and are better coordinated to meet the goals of the subgroup and the dominant culture.  As Wilkins and Ouchi (1983) illustrate, goal congruence helps us understand the motivation of members to cooperate and work in the clan.  This concept does not require that members have specific goals in common, although the outcome of the organization is uncertain if goal incongruence persists.  According to Wilkins and Ouchi, the clan is able to be efficient in governing transactions under conditions of relatively high complexity.  To do so, however, requires relatively high levels of goal congruence and the sharing of some general paradigm that helps participants determine collective interest.  Therefore, the case of the Navajo member entering the workforce illustrates an importance of defining and maintaining a collective interest in order to initiate change.  It may appear less difficult for him to pursue a position in Organization 1, thereby avoiding conflict; however, if his interest in Organization 2 is to educate agency actors and transform the organizational values, he may seek to initiate change.
Countercultural Communication and Influence
In 1949, Dewey and Bentley wrote about the concept of transaction, referred to as the ability of seeing things in terms of their systemic context; by their preliminary status as points of inquiry, and their places in a changing world (Abowitz, 2000).  Transaction conveys how communication can change the agents going through the process, although communication is “constantly moving through subjective interpretations and cultural contexts.”  Communication can thereby denote changes applied to forms, roles, and motivations; all of which are elements of a communicative discourse.    Boundaries, then, can become amorphous.  It is at this point that identities of persons and cultures become more complex; reflecting organic, changing, and fragmented views.  We see power relations not as predetermined, but with both hegemonic and transformative potential (Arbowitz, 2000).  Resistance is only a step in this process of communication.  Counterculture further communicates with the dominant culture with transformative ability.  Bouwen and Fry (1991), in their case studies of organizational learning, state the importance of negotiations in reorganization efforts, where the greatest changes were made when members confronted each other and resolved differences through negotiation.  As Mahler (1997) suggests, learning by agency actors depends not only on the collection and retrieval of information, it also depends on the culture of beliefs, norms, and professional identities that provide the context of meaning for this information.  Learning in a countercultural organization thereby becomes driven by the tension that arises, then by the internalization of expressed values.  Communicable interchange enables the individual to make sense of the transformation that is needed.  It is at this point that the organization can proceed to further initiate change.
Counterculture as Normative
Martin and Siehl (1983) illustrate that organizational change can be fostered by viable countercultures; however, even when countercultures can be sustained, the transfer of new ideas and knowledge to the dominant culture is fraught with difficulty (Martin and Siehl, 1983; as cited in Sorensen, 2002 p.76).  We can now turn to Maynard-Moody and Associates’ (1986) research on reorganization.  They ascertain that institutionalization is maintained, in part, by communicating to members the importance of specific values and modes of behavior through rites and ceremonies, of which reorganization can be included.  Jermier and Associates (1991) further develop this concept of countercultural reorganization by suggesting that in some cases, the beliefs expressed are so distinctive and captivating that they cause members to coalesce, causing a subculture to emerge that can reproduce the official culture.  This subculture is likely to form and dissolve during periods of increased interaction with the environment and to become institutionalized during periods of insulation from the environment (Maynard-Moody et. all, 1986). When institutionalized, Maynard-Moody and Associates state, the dominant subculture exercises power by determining the organizational schemes and participants.  For the counterculturalist manager, attempts to alter employees’ behavior through “redirecting” cultural values will require successful efforts to understand existing cultures (Gregory, 1983).  Gregory provides ethno-science concepts for exploring organizational participants’ perspectives to facilitate upward communication and culture-conflict resolution, thereby complementing “people values.”  Maintaining a position of cultural relativity is advocated to express respect for employees and encourage them to maintain individual values.   These management tools can avoid organizational conflict during the exploratory and change process; making the countercultural transformation less of a “challenge” and more of an “encouragement.”  As a result, organizational culture is delineated as shared beliefs and typical patterns that constitute performance.  This organizational symbolism orients analysis beneath the surface level of organizational life to covert layers of meaning shared by participants (Jermier et. all, 1991).
Conclusion
Counterculture has had a profound influence on institutions and social structure since its discovery.  As counterculturalists have become integrated into the organizational framework, research has tied counterculture with other subcultures into the overall structure, and the term “counterculture” has been somewhat softened.  Investigating the evolution of countercultural concepts as applied to organizational change would further show the impact this subculture has had on reframing vision and objectives.  
Appendix 1

Counterculture:  Progress through the Organization
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Ouchi and Wilkins (1983) research Japanese and American firms and illustrate how shared assumptions can help to determine a place in the common organization





Scenario 4: unit proceeds to embark on organizational journey (Dowd and Dowd, 2003: efforts must be determined in order for subcultures to maintain value configuration)








Abowitz (2000) cites resistance as a primary means of changing and opposing values of social environment








Counterculture:  Further Progress


Transaction provides basis for Counterculture as inquiry


Resistance becomes hegemonic (Abowitz, 2000)


Bouwen and Fry (1991) provide importance of negotiation


Mahler (1997) illustrates dependency of beliefs and professional identities on learning


Maynard-Moody and Associates (1986) provide research on reorganization (communication of values and modes of behavior is key)


Institutionalization of Countercultural Ideals (Martin and Siehl, 1983) 
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