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From Chapter 7 - Totally Free to Fly & Totally Free to Fall - concerning new relationships between workers and organisations.

SYMBIOTIC RELATIONSHIPS

The shift away from a work/command structure based around employees and employers, and towards one focused upon free agent workers and core organisational brokers, will present many management challenges.  Perhaps most significantly, perceptions of the power relationship between worker and organisation will need to change.  Far less frequently will managers be able to exert control in their old ‘I’m the boss and you are the underling who must obey’ fashion.  In theory, of course, few if any modern managers operate with such a mindset.  In practice, as we all know only too well, many still rely heavily upon the bureaucratic omnipotence of their role.

To break the ‘you’re lucky to be here’ mentality of many managers may take decades.  However, stick-in-the-muds will be increasingly likely to encounter future workers who will retort that an organisation is lucky to be enjoying their services.  A symbiotic relationship between worker and organisation will in future be required:  a relationship across which both worker and organisation perceive and accrue synergistic benefits through mutual co-operation.  Granted, shoddy workers who do not deliver on quality will be lucky to gain employment.  Yet strong, creative labour talent will be like gold.  New models of worker-organisation relationship will be needed.  Indeed, in some quarters they have already arrived.

Cavendish Management Resources (CMR) is a UK company with an investor base in excess of £200 million.  Run by Harvard graduate Mike Downey, the company has also been operating as a model for many a Future Organisation since 1984.  Despite its size and range of activities, CMR only employees a handful of secretarial employees at its central office in London’s Harley Street.  However, around this core, over 300 free agents provide national and international expertise in fields ranging from intellectual property protection and licensing, through to corporate recovery and executive training.

Each of CMR’s free agents (or ‘members’) pays a monthly fee in order to be linked to the core.  Whilst this payment does not guarantee any work, it does enable members to capitalise upon CMR’s image, client list and reputation.  Members of CMR also gain access to the expertise of all other members.  They may also distribute ‘individual’ workloads across the organisation.  This helps to alleviate the problems of under- or over-trading which plague many an individual businessman.  Newsletters and regional dinners, together with a skills database, keep CMR members in touch.  Within the organisation, loyalty and mutual respect are a completely two-way street, as CMR needs talented members just as much as its free agents value their attachment to a fluid but united whole.

Unencumbered by the shackles of traditional employment relationships, CMR provides a fresh model for human resource management.  Enjoying ultimate manpower flexibility, the organisation is empowered to provide the very best for its customers.  Individual CMR members also enjoy widespread flexibility as they are free to trade outside of the CMR alliance.  As a trailblazer for worker and organisation married in a new state of symbiosis, we are certain to witness many more organisations like CMR in the future.
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IN SEARCH OF A VIRTUAL ORGANIZATION

THE CASE OF CAVENDISH MANAGEMENT RESOURCES



   The concept of a “virtual organisation” — of a transitory network of non-exclusive portfolio individuals coupled together by advanced communications technologies — continues to grow in prominence. One problem in analysing the potential of such a model concerns the lack of well-documented, real-world case examples. This paper provides a study of a UK-based company — Cavendish Management Resources (CMR) — which has for many years exhibited the characteristics of a “virtual” model of human, technological and capital resource integration. A literature review concerning the “virtual organisation” phenomenon is also included as a précis to the case. As a result, this paper may provide both practical and theoretical insights into future flexible organisational forms.
INTRODUCTION

The forces of uncertainty — be they economic, social, regulatory or technological — continue to reign supreme. Even though it is now well over a decade since the commencement of widespread descaling across the economies of the West, the desire for ever-increasing flexibility in business operations remains as prominent as it did in the early- to mid-1980s. However, within many organisations, many resources are already approaching “optimal” utilisation. There therefore seems little left to downsize; few enough employees remaining for headcount to be further reduced. Widespread outsourcing and intra-organizational networking are also standard practices in many business sectors. It is therefore hardly surprising that business interest is growing in the concept of the “virtual organisation” — of an extremely loose web of individuals, capital and technologies which may operate in amalgamation as the ultimate flexible organisational form.


Whilst business interest in virtual organisational theory is undoubtedly continuing to develop, many sources of academic literature remain somewhat sceptical of the benefits to be reaped from a broad organisational “virtuality” (see, for example, Chesbrough and Teece, 1996; Porter, 1993). The overriding objective of this paper is therefore to provide evidence of how such organisational rethinking has already started to take form in actuality. In particular, much of the content herein is devoted to a case study of Cavendish Management Resources (CMR). A UK company coupling together around two hundred and fifty free agent individuals with an investment base in excess of £200 million, CMR has already been operating in what may be termed a “virtual organisation” mode for over five years.

THE VIRTUAL ORGANIZATION PHENOMENON
Governments, practitioners, and academics from a range of genres, have for several years been vying to be amongst the first to be associated with the emergent “virtual organisation phenomenon”. Virtual organisations will, so their proponents claim, prove to be far more flexible than even the so-termed “dynamic” agent-broker networks popularised as the next-big-thing in organisational construction by Miles and Snow in 1986. Dynamic networks are patterns of productive activity formed around a central core or “broker” organisation which outsources specific sub-tasks (such as manufacturing or distribution) to other “agent” organisations. In contrast, emergent virtual organisational models tend to be based around an even looser coupling of free agent individuals to a lean management centre. Drawing together largely freelance personnel across space and time, “virtual companies” may thereby benefit from an incredible inherent responsiveness to change in the business environment. They may potentially also become free to harness the power of market forces in ways which fully-integrated organisations with dedicated resources will be unable to duplicate (Chesbrough and Teece, 1996: 65).


One of the prime arguments put forward in support of virtual organisational flexibility concerns the way in which such business webs may electronically interconnect people and distributed resources across previous physical divides. As an influential report upon the creation of “virtual companies” predicted over five years ago, future organisations may become fluctuating “electronic mosaics” (Lehigh University, 1991).


Many analysts from a range of disciplines and persuasions have suggested that developments in computing and communications technologies over the past couple of decades have played a major role in instigating a post-industrial revolution — in marking a clear “industrial divide” — which signals our entry into a “New Age” wherein the dominant resource will prove to be knowledge or information (see, for example, Bell, 1973; Toffler, 1980; Piore and Sabel, 1984; Barnatt, 1997). Under such a scenario, there will be the potential for new modes of organisation focused around the processing of information into knowledge, rather than the transformation and combination of physical resources. With firms, their inputs and outputs, and their employees, increasingly dispersed around an interconnected world of information systems, there will therefore be the potential for totally electronic, virtual organisational forms with no clear real-world physical identity. Under such a scenario, virtual organisations may thereby emerge as productive business systems with little or no dedicated physical infrastructure. Rather, virtual organisations will come to operate as “software entities” across the emergent “global hardware platform” now being created as the technologies and infrastructures of most popular information and entertainment media converge (Barnatt, 1995: 11-12).


As children of the much-hyped “information age”, virtual organisations will principally trade in knowledge and in expertise. Gone, so the post-industrialists contend, are the days when organisations could only add value by combining the traditional economic factors (of land, labour, and capital resources), in order to produce physical goods or first-hand-delivered services. As Stonier so nicely puts it, information has now “upstaged” land, labour and capital as the key input resource for modern productive systems (1983: 8). Indeed, it can be argued that “we now mass produce information the way we used to mass produce cars” — with knowledge having become the new driving force of the economy (Naisbitt, 1984: 7).


Many variants of virtual organisation are likely to emerge to capitalise upon the new prominence of knowledge and information as the key inputs and outputs of an increasing number of business processes. Due to the intangibility of the resources they will process, there will be no necessity for many virtual organisations to exhibit or support a definite physical architecture nor a clear bureaucracy; a tight employment structure, nor a dedicated resource base. However, as the case of Cavendish Management Resources will later demonstrate, organisations lacking such traditionally-critical constitutional elements have already become capable of mobilising traditional physical resources as and when their clients demand.

CMC TECHNOLOGIES & NEW WORKING RELATIONSHIPS
One of the most cited reasons for the potentially explosive flexibility of future virtual organisations concerns their likely transparent application of cutting edge technologies for computer-mediated communication (CMC). Computer-mediated communication systems — such as electronic mail, network conferencing facilities and PC video links — enable remote individuals to engage in computer-supported co-operative work (CSCW). Some office workers, for example, may already opt not to travel to their company's locality. Instead, they may choose to “telework” by using a PC and a modem or an integrated services digital network (ISDN) link to connect to their co-workers and to company data sources.


Teleworking initiatives allow an organisation’s workforce to become highly dispersed. They also permit many forms of work to be released from the traditional constraints of a common geographic location, and from the time constraints of a preset working day. Indeed, experiments in teleworking have proved highly successful across a range of organisations. American Express has reported savings in the region of $30,000 per employee per year where teleworking has been taken up, whilst Burger King and British Telecommunications have also reported substantial cost savings (Pancucci, 1995: 78-80).


It must be noted, however, that simply engaging in a teleworking initiative does not necessarily constitute a move towards running a truly virtual organisation. Nor does empowering workers into “virtual teams” by providing them with the technology to timeshift, to “hot-desk”, or to “hotel”, as pioneered by companies like Chiat-Day and Ernst & Young (Handy, 1995: 212; Sprout, 1994: 67). Rather, evolutions toward virtual organisational forms more significantly require a change in the relationship between organisations and their human resources. New forms of flexibility require new forms of human resource control based upon synthesis and mutual synergy rather than the traditional management jurisdiction of command and obey. As organisations start to spawn (or to re-engineer) towards such ends, patterns of loyalty and of organisational culture will undoubtedly therefore need to evolve.


Virtual forms of organisation will be constituted around radically new patterns of human resourcing involving substantial freelance and sub-contractual personnel attachment. Within virtual organisational structures, human as well as technical and financial resources need to know no traditional boundaries in order to become totally fluid in productive application. As a consequence, most of the people working within future virtual organisations will come to operate as free agents — as what Charles Handy has termed “portfolio people” (1995: 200) — to be knitted together only as and when mutual necessity dictates. In this sense, the virtual organisation phenomenon represents a further human resource downscaling of the dynamic network organisational model.


With outsourcing occurring at the level of the individual rather than the partner organisation, moves towards virtual structures will come to have a far more significant impact upon traditional employment patterns than did transitions towards more network-styled models. Downscaling towards a dynamic network model left many employees with a new (if less secure) employing organisation. In contrast, emergent models of virtual organisation will leave lone individuals to fend entirely for themselves within a cut-throat, hyper-competitive labour market.


Whilst in ancient times masters traded in slave workers as property, and at present organisations attempt to purchase their employee's time and loyalty principally in return for monetary reward, so in future many people will “both own themselves and trade themselves in a market of increasingly-free individual agents” (Barnatt, 1997: 86). Charles Handy continues to predict that fifty per cent of the workforce will be effectively “outside” of traditional employment relationships by the year 2000 (1996: 27). Nicholas Negroponte, Director of the Media Lab at MIT, concurs — offering the prediction that, by the year 2020, the largest employer in the developed world will be “self” (1995: 237).


In Handy's terms, the “public ordering” of organisational affiliation is being replaced by the “private ordering” of the individual (1996: 33-35). Couple such an employment transition with the development and the application of CMC technologies within the world of work, and one encapsulates the essence of the virtual organisational forms of the future. Look for such patterns of human resource and CMC integration within the real world of today, and one can hold up the case of Cavendish Management Resources as a clear example of a virtual organisational form functioning within the present.

A BACKGROUND TO CAVENDISH MANAGEMENT RESOURCES
The origins of Cavendish Management Resources (CMR) date back to 1984 when Harvard graduate Mike Downey founded the Chiltern Investment Group. His objective at this time was to provide a forum within which private investors could meet, filter and review business proposals, and perhaps syndicate investment packages. Since this time, the Chiltern Investment Group has been amalgamated into the broader organisation now entitled CMR. This company provides a wide range of consultancy and management support services in addition to investment funds for small- and medium-sized businesses seeking expansion.


The experiences of CMR's founder when working at a senior board level within blue-chip companies in the United Kingdom, Europe, and the United States, had led him to believe that many small and medium sized enterprises (SMEs) had great difficulty in accessing the financial and management support needed to realise future growth potential. In particular, Downey noted that SMEs with a turnover in the range of around £1–£30 million generally exhibited two expansion handicaps. Firstly, they were often undercapitalised. Secondly, they were also often under managed, with a particular lack of management expertise appropriate for the progression of innovative projects with extremely high growth potential. There was therefore the problem that some exceedingly promising opportunities within the SME sector were not being realised. An opening therefore existed for a consultancy organisation prepared to offer a complete range of developmental, strategic and financial management skills targeted towards the SME sector.


The Chiltern Investment Group, and later CMR (formed in 1990), were created in response to the above state of affairs. CMR's rapid expansion has not only demonstrated that a great demand for funds exists, but perhaps more notably that many SMEs seeking to realise growth potential are often in as much (if not more) need of specialist management expertise than they are of additional financial resources. Indeed, several of the clients whom CMR has served in recent years have been found to be lacking only in management experience rather than in capital provision. Hence, whilst CMR now offers clients potential access to funds from a £200 million+ capital base derived from several hundred private investors, its business is now also that of a provider of  consultancy and management support services. To this end, CMR has expertise on offer in intellectual property protection and licensing (both nationally and internationally), extensive experience in assisting corporate recovery, the facility to provide executive personnel for interim and permanent management positions at short notice, a phased company sales programme for owners of companies seeking to retire, and a range of executive training programmes.


To provide management services to its clients, CMR draws upon the expertise of around three hundred and fifty members who have gained business experience across a wide range of industry sectors. All members are former senior managers and executives who have now opted to offer their professional skills within CMR's broad virtual network. However, no member is actually a CMR employee, nor do they have access to an office or any other physical resource. Indeed, CMR's geographic base is limited to a single co-ordinating office in Harley Street which employs only secretarial staff. Despite these apparent constraints, CMR remains a flourishing and expanding business enterprise.


In order to research the case which follows, the author was permitted access to a wide variety of material concerning the operation, structure and strategy of CMR. Such material included promotional client documentation, together with internal policy statements, electronic and paper based member communications, and company newsletters. Access to an actual CMR member, as well as to CMR's founder and managing director, Mike Downey, also proved invaluable in gaining an insight into the history and the philosophies underpinning the organisation’s functioning and evolution.

THE MEMBER ROLE
Every CMR member has to be an independent business-person (preferably operating through their own limited company) to be entitled to join the organisation. In essence, this makes CMR a wide portfolio of sole traders and small-firm owner-managers. The company is therefore a perfect example of a virtual organisation staffed by portfolio people, as all members are free to trade individually and within other networks in addition to operating as members of CMR. The limited company membership restriction is in place to ease contractual difficulties, and specifically to simplify arrangements for the payment of members as free agents rather than as employees.


CMR members have three potential sources of work activity open to them. These comprise:

· Business generated by themselves but in the name of CMR (a proportion of the income generated from which has to be returned to CMR),

· Business allocated to them as a CMR member which has been generated elsewhere within the organisation (either by the centre or by another member),

· Business generated by themselves as individual traders which involves no CMR affiliation.


Inevitably, therefore, CMR members come to find themselves managing a portfolio of activities (with some members also being participants within additional CMR-style virtual organisational consultancy alliances).


Every CMR member pays a monthly fee in return for their attachment to the parent organisation. However, it should be noted that an application to become a CMR member in no way guarantees recruitment to its ranks, and hence that member fees are therefore required in addition to individual success within the CMR selection process. What's more, payment of CMR's membership fee does not guarantee that any work will be allocated to an individual. However, fee payment does enable members to capitalise upon CMR's image, client list, and reputation, when seeking work by themselves but in CMR's name. In particular, members are provided with a variety of CMR stationery and marketing brochures, including an individual CMR business card. In the marketplace, CMR therefore comes to be presented as a unified organisation, so effectively allowing sole trader individuals to present a scale of operations which they could not achieve in isolation. CMR members also gain access to the expertise of other members, hence increasing the range and quality of the services which they may to offer to their clients. A skills database of members is maintained for this and other purposes. A newsletter from Mike Downey keeps all members in touch with developments across the organisation.


As indicated within the second bullet point above, by becoming a member of CMR, portfolio individuals are also presented with the opportunity of equalising their own workloads by involving other members in their individual projects if required. As a result, the erratic workload peaks and troughs so often experienced by consultants and other sole traders when working alone may cease to be quite so problematic. In other words, when demand for their services is high, CMR members do not have to worry about overtrading as excess capacity is likely to be available elsewhere within the collective. On the other hand, when little work is available, it may be that other members are being presented with business opportunities which may need to be spread across the wider organisation in order to ensure their timely completion.

CENTRAL AND REGIONAL STRUCTURES
CMR's basic operating framework is organised into twelve geographic regions, which are grouped around a central co-ordinating core. The two major roles of the centre are seen as to co-ordinate the activities of the regions, and to promote the organisation as a whole to potential clients. The combined role of the regions and of the centre is to develop an overall business structure, hence putting the organisation as a whole in a position to deal with increased enquiries stemming from central promotional activities. As such enquiries increase, the centre is becoming more and more capable of generating work to be allocated out to its members within the regions. In addition to the above, each region seeks to obtain its own collective identity, and to develop its own marketing strategy. At the time of writing, possibilities for increased cross-regional networking and work-swapping were under investigation.


Dinner meetings are organised on a monthly basis within each region in order to allow members to get to know each other. These occasions also allow members to build up their contact-base and knowledge of the expertise available to them across their operating area. By meeting regularly, a sense of identity with an organisation larger than themselves is also fostered — something which many members may have missed since becoming sole traders after previous periods of long-term employment within more traditional organisations. Monthly regional meetings may therefore help to overcome the isolation and the loneliness now noted as one of the great “sadnesses of portfolio life” (Handy, 1996: 79). As reported not by a CMR member, but by a teleworker interviewed within a recent television documentary, “the only buzz in this [home] office is the hard disk on the computer” (cited from Harrison, 1995). Even the portfolio activities of the most talented individual will become more effective when tempered by the constraints and tribulations of operating within a wider, social whole. By providing some degree of cohesive focus for the members within its regions, CMR at least attempts to provide a “real” organisational home to which its distributed member base may belong.

COMMUNICATIONS TECHNOLOGIES AND MEETING SPACES
In order to provide a coherent client service, as well as to maintain effective communications across the organisation, most CMR members utilise increasingly advanced computing and communications systems. A large number of CMR members use electronic mail (e-mail) to send messages and to enable the rapid sharing of word processed documents and spreadsheet files. With the majority of these individuals using CompuServe as their service provider, electronic access to a range of data services (such as Dialogue) is also only a key press or mouse click away. The need to be able to quickly swap documents and data sets electronically necessitates the use of common software packages for file compatibility. Hardly surprisingly, Microsoft Word and WordPerfect have become the standard software exchange formats for document processing, whilst Microsoft Excel is CMR's default spreadsheet standard.


In addition to the use of “basic” e-mail communications facilities, at the time of writing there were plans for a CMR bulletin board upon the Internet to replace part of the current programme of regular newsletters. The executive skills database was also being upgraded (using Microsoft Access), to be made available to each region on disk or via network linkages as appropriate. Given the prominence of computer technology adoption in much of the virtual organisational literature, it is perhaps interesting to note that, whilst most CMR members use computers and network links to help them work more effectively, CMR as a model of virtual organisation was not constituted around new developments in computing technologies per se. Rather, the primary driving force behind CMR's innovative structure related to its adoption of a new worker-organisation relationship. Therefore, whilst CMR may be thriving as a child of the “information age”, it was most definitely not new information technologies which led to the conception of its current strategies and organisational form.


Regardless of the role played within their work by computing and communications systems, there is still the need for CMR members to engage in face-to-face meetings with either clients or other members on a regular basis. With only limited office/meeting room availability in London, this may at first appear to present a problem. However in practice it does not, as much of the work is actually undertaken at the client’s premises, or members simply use hotels. Often plush lobbies suffice for meetings, as these offer tables which members may occupy for several hours in return for the purchase of tea or coffee. For longer or larger meetings, actual conference rooms are booked. Either way, the cost is minimal compared to the upkeep of dedicated company meeting facilities. What's more, some clients have even been noted to thank CMR members for “going to the trouble of meeting them in their airport hotel”. Aside from CMR, an increasing number of other organisations are now using hotel lobbies and conference rooms — public houses, coffee shops and motorway service stations — as locations for business meetings. As more and more people come to work as portfolio free agents, the demand for convenient, quality meeting spaces looks set to rapidly increase.

FLEXIBLE PROGRAMMES AND SERVICES
The near-frictionless fluidity of its own member and resource base not only allows CMR itself to operate in a virtual organisation mode. In addition, many of the management services offered by CMR also enable its clients to benefit from the flexibilities inherent in CMR's philosophy of operations. The provision of such flexibilities may be most readily identified within CMR's programmes for interim management recruitment and for progressive company sales.

· Interim management services
Following the headcount-reduction mania of the last decade-and-a-half, there are now thousands of competent executives available upon the job market. However, traditional senior recruitment methods have generally not adapted to this new labour reality. Rather, executive recruitment continues to be extremely expensive, very protracted, and to take far too much managerial time. Hence, whilst many organisations today recognise the value of using short-term contracted “interim managers” to run specific projects or to solve short-term problems, labour market inflexibilities often prevent this from occurring. The current state-of-play in executive recruitment is simply stacked against any fluid trade in portfolio executive skills.


As its answer to the above dilemma, CMR operates in association with a company called Harvard Executive Resources (HER) in order to offer companies the opportunity of recruiting senior interim managers (and even permanent managers) quickly, effectively, and at low cost. It does so by maintaining a database of pre-interviewed executives. By searching this facility, a short-list of quality candidates may be offered to a company within a few days of their recruitment request. What's more, clients are not only provided with a curriculum vitae and psychometric test evaluations, the career details including a photograph of each candidate can also be accessed through CMR’s Internet Web site, greatly speeding the process and accuracy of deciding which candidates to interview in person.


Once employment commences, HER manages the whole employment process, with the client organisation able to dictate the timescale involved. Clients even have the opportunity of converting interim managers into permanent personnel if desired, with all statutory and administrative employment expenses avoided until such a decision is made. Portfolio executives hence gain more and faster assignments, whilst employing organisations reap major time and cost savings within the recruitment and selection process.

· The progressive company sale programme
CMR's progressive company sales programme is designed specifically for company owners wishing to retire or to realise the full value of their business. Whilst selling a business today can prove both difficult and time-consuming, the CMR programme allows owners to gradually withdraw from their enterprises on a timescale which suits their own individual requirements. A small continuing role within “their” organisation can even be accommodated if required.


Once a price is agreed for a company, CMR provides a management team to run the business under the direction of the owner for however long he or she wishes to provide such direction. As certain percentages of the agreed price come to be paid to the owner, the balance of management power shifts towards CMR, until it has 100% control and ownership of the enterprise. The progressive company sale programme thereby allows retiring owner-managers to be flexible in ceasing work (and in realising retirement arrangements). CMR members may also benefit in being provided with work from the centre as part of the management team of the purchased organisation.

MANAGEMENT VS. MEMBER PERSPECTIVES
From the perspective of the centre, the key challenge in managing CMR is to maintain the interest (and the loyalty) of members in periods when they are not being allocated any work. In addition, management has to be sensitive to the fact that not all CMR members have the same motivation to remain as part of the organisation. Approaching fifty per cent, for example, are involved in a significant portfolio of business activities outside of CMR, and are hence mainly paying their monthly membership fee to become part of a broadly-based skills and industry forum. Such individuals are therefore as much seeking a contacts network and an organisational identity from CMR, as they are new work opportunities.


On the other hand, many other CMR members have joined the organisation in the hope that work will be allocated to them from the centre or from other members. They therefore have very different expectations for short- rather than long-term gains from their affiliation. The “trick”, from such a member's perspective, seems to be to be prepared to invest short-term in CMR by participating (financially unrewarded) in promotional/marketing activities for the centre, in return for more rapid medium-term gains in the form of subsequent work allocations. Effectively for many individuals, membership of CMR therefore becomes a “club” for the group promotion of one's own expertise within a marketplace which trusts scale, and within which a single individual will always remain “contact-challenged” in comparison to a larger collective with more ears to put to the ground.

CONCLUSIONS
Clearly CMR and its members offer a certain type of management and financial service within a particular market sector. However successful CMR becomes, it would therefore be foolish to suggest that in future the vast majority of portfolio people will be working for identical modes of virtual organisation. There is a limit, after all, to the percentage of the workforce who may labour as management and finance consultants. This said, the existence of CMR does prove that patterns of virtual organisation are already more than idle theoretical speculation. We may also draw lessons from the CMR case concerning the working relationships likely to be exhibited within a wider variety of virtual organisational structures.


Probably the most common concern voiced by those sceptical of any organisational arrangement involving homeworking relates to the potential lack of control available over remote personnel. To put it bluntly, worries are raised concerning the supervision of people “whom managers cannot see”. Or as Charles Handy argues, “the trust is the rub” (1995: 212). However, by looking to the case of CMR, we may quickly conclude that the above fears are based upon traditional and now outdated notions of worker-organisation relationship. Indeed, the CMR case effectively demonstrates that the “rub of trust” causality may in future be turned on its head.


Key to this conclusion is an analysis of CMR's policy of charging individuals a monthly fee in order to allow them to remain members of its virtual organisational collective. By doing so, CMR is dramatically altering the traditional worker-organisation relationship. Consequently, the organisation does not have to worry about whether or not its “out of sight” members are pulling their weight. Indeed, concerns are more likely to flow in the opposite direction, with members having to trust the organisation to be providing them with value in return for their monthly fee.


Whilst many people — many current employees — may baulk  at the prospect of having to pay for organisational affiliation (effectively to have to pay for their job), such an arrangement may in some senses be seen as beneficial in both directions. From the organisation’s perspective, by having members pay a fee to work through them, labour monitoring costs may be substantially reduced. The overall cost effectiveness of the business may therefore be improved. From an individual standpoint, flexibilities and fresh opportunities may also become available — with members of CMR, for example, being free to trade inside and outside of the organisation as they so choose. Additionally, with a free agent mentality having already been bred into a significant proportion of the population by those who have allowed them to buy out of the welfare state, it may only be a matter of time before quite a few portfolio individuals come to expect to purchase their own job on their own terms. Many people have already accepted the need to pay for private pensions, private medical care, private education for their children, and private old-age nursing provision. Is it therefore not likely that such portfolio-minded individuals will seek to purchase a similar control and flexibility over the work-command relationship which will govern a far larger proportion of their lives?


Whatever the causalities, CMR's model of a virtual collective into which individual members non-exclusively buy-in seems likely to be mirrored across other organisations in the future. As this occurs, and more “virtual organisations” proliferate, an increasing number of traditional notions of the work-command relationship — of trust, of employee control, and of dedicated organisational allegiance — will be forced to evolve. Knowledge and information (and in time pure imagination) may indeed become the raw materials which in future will add most value. However, the structures and management philosophies of many a Future Organisation will be driven by the flexibilities and the economies of transforming labour markets, rather than by abstract collections of meaning derived from raw data patterns. Or to put it another way, the structure and management philosophies of most future virtual organisations will be determined not by the consensual hallucinations of cyberspace, but rather by the flesh-soul-and-coin realities of human and economic necessity.
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