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ABSTRACT

The thesis refers to the occurrence, evolution and analysis of a multi-dimensional
crisis in the kibbutzim affiliated with Israel's largest Kibbutz Federation, the United
Kibbutz Movement. Concurrent with and preceding the all-encompassing crisis, a
latent if persistent organisational decline is known to have affected most of the
kibbutzim. The thesis, therefore, simultaneously addresses aspects of organisational
decline and organisational crisis. None of the aforementioned phenomenon have as

yet been appropriately researched within the framework of the kibbutz.

It is generally argued that the kibbutz developed a large measure of organisational
inertia, was shielded by a favouring task-environment, hence numbed its boundary
spanning capacity. Adverse environmental jolts triggered a major crisis which
exposed a wide variety of structural-organisational dysfunctions. This study
encompasses a relatively large number of aspects consanguine with theories of both
organisational decline and crisis.

A number of reasons highlight the scholarly requisite in attending to these topics.
On the one hand, the literature on organisational decline and crisis from different
disciplines, posits often contradictory directions for both the synthesis of a coherent
body of knowledge and prescriptions for crisis management. On the other hand,

negative organisational trends within the kibbutz system have been very passably
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addressed. Since both decline and crisis digress from normative organisational
conduct that underscores growth, they present somewhat more challenging research
topics.

Growing awareness as to the accelerated pace of organisational retrenchments and
business failures alike have invoked academic as well as managerial interest. The
rarity of either cross-sectional and specifically longitudinal data reflecting the
dynamics of crisis and decline have resulted in proliferous theoretical treatises that,

almost invariably lacked a comprehensive empirical substantiation.

This thesis encompasses a population of crisis-ridden organisations based upon a
longitudinal data—base. The study investigates antecedents, causes and responses
to the crisis, employing statistical methodologies (Multiple Correspondence
Analysis, Multiple Discriminant Analysis and Pooled Regression Analysis), hitherto
not applied in the emerging discipline of organisational decline, crisis and demise.
The findings support important theoretical propositions relevant to the roots of
organisational response and organisational mobilisation towards a turnaround or

organisational change.

Essentially, many of the theoretical presumptions are akin with the normative
dichotomy between not-for-profit and business organisations. To a large extent,

these theories have been found to adequately mirror the situation in the kibbutz
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despite the structural co-existence of business and public domains under one
organisational framework. The study points to three major types of crises; an
economic, demographic and a crisis of meaninglessness. These may not be viewed
singularly but should be conceptualised as a multi-dimensional or multi-facetted
crisis. Indications abound as to the existence of vicious circles entailing the
organisational, economic and demographic facets of the kibbutz. Empirical findings
lend support mainly to theories ranging from brain—drain, prediction of
organisational crisis, organisational goals and resistance to change. The thesis
systematises a modest basis for further research as well as advances robust

methodologies to facilitate future analyses of declining and demising organisations.
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INTRODUCTION

“"No organization is immune to encounters with disappointment or
failure. More significantly, organizations that strive for outstanding
success and major power, or seek to contribute something new and
different to society, are especially vulnerable to episodes in which
reality does not conform to their objectives, episodes which constitute
serious crises. Far from being a prelude to failure as an organization,
such crises may actually be occasions for renewed growth and the

beginninq of truly outstanding success" (Fink, Beak & Taddeo,
1971:16")

General Background and Statement of the Research Problem

Much 1like the eclectic nature of underlying theories
concerning organisational decline and crisis, the topic of
our research agenda is comprehensive and entails many
essential components which, eventually, will have to be
synthesized into a coherent presentation. The research
problem revolves around a major occurrence in the annals of
the kibbutz, earmarking an overwhelming turning point which
is believed to have transformed the face of the kibbutz in
an unprecedented fashion and in an unequalled thrust. In a
nutshell, the kibbutz, being a unique creation of the
Zionist movement, experienced, for a considerable length of
time, a preferential institutional interest, befitting the
extraordinary national assignments it assumed since its
inception. Having assumed foremost national tasks, it had
become part of the so-called Israeli elite. As such, the
kibbutz was invariably shielded from having to grapple with
genuine environmental threats. The historical domination of

the Labour Alliance not only legitimised kibbutz's special

'Paraphrasing Zaleznik's (1967:70) statement.
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status but had unknowingly contributed to an almost
complete desensitisation of its environmental awareness.

The kibbutz has had remarkable achievements which far
exceed its proportional size. The kibbutz movement
manufactures in excess of forty percent of the total
agricultural produce, about twelve percent of the total
industrial output and contributes almost ten percent of
Israel's GNP. These figures constitute the net economic
contribution of a mere 3.3 percent of the Jewish population
in Israel. The kibbutz is renowned in its qualitative
contribution to such national institutions as the Israeli
Defence Forces (IDF) where even the absolute number of
kibbutz-born troopers serving in spearhead units as well as
in the officer corps 1is extraordinarily high. Rapid
economic develaopments within the kibbutz framework coupled
with accelerated economic growth in Israel at large,
intensified internal pressures to drastically increase
standards of living on the one hand and a fervent drive
leading towards an unmanageable economic expansion on the
other. Being devoid of environmental spanning capability
and adequate managerial faculties, the kibbutz had expanded
beyond its actual capacity. The relative safety rendered by
a favourable environment facilitated economic and
demographic growth on the one hand but enervated
organisational structure and ossified organisational goals.
Hence, day to day norms and practices were moderately and
incrementally modified, forming a wide discrepancy with the

fast-changing surroundings. The largely self-imposed social
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seclusion and aloofness incorporated with numbed
environmental perception faltered in identifying major and
generally antagonistic undercurrents within the 1Israeli

socio-political loci.

The growing economic instability which typified the West
primarily following the 1973 o0il crisis, ensued an
acceleration in the occurrences of business failures on the
one hand and public-organisational retention and downsizing
on the other. Unlike the "predictable times" between the
Marshal Plan and the Opec Cartel when "fundamentals tend to
be taken for granted" (Drucker, 1980:9) the 1980s
earmarked an era of massive and widespread failures.
Concurrent with the noticeable growth in environmental
turbulence and the ensued occurrences of organisational
crises, the hitherto diluted 1literature addressing
organisational decline and crisis expanded both in terms of
modelling crises and phases of organisational decline and
demise and in furnishing empirical evidence-based research.
Though neither the conceptual clarity nor the non-
integrative nature of organisational decline merits the
theory a paradigmatic status, the extent of both
theoretical treatises and empirical research reached
proportions not known in other areas of organisational
theory. Chiefly as a result of the need to provide answers
to a host of managerial/organisational difficulties arising
from frequent crises in both the private and the public

sectors.
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In a way, the kibbutz is but another instance of an
organisation that failed to effectively interpret major
alterations in its environment and reacted belatedly to
antecedents or overhanging early warning signals. However,
the kibbutz constitutes a unique organisational phenomena
in that it integrates atypical communal aspects with
singular characteristics of business administration. The
current lingering and multi-facetted crisis which seem to
oscillate in its intensity since 1984, bears many
characteristics which have yet to be studied. Of particular
interest would be to examine the applicability of theories
highlighting not-for profit-organisations and theories
underlying aspects of business failure. Intuitively, since
the kibbutz constitutes an amalgamation of both
organisational extremes, one tends to doubt the relevance
and validity of either of the two when applied to kibbutz's
locus, assuming that the kibbutz merits unique theoretical
constructs. Indeed, this apprehension may partially clarify
the avoidance on the part of students of the kibbutz from
undertaking purely organisational-oriented research.
Summing up the aforementioned broadly-stated propositions
and reflections, a need arises to bring to the fore the
inevitable query. What makes our initial reflections a
matter of meaningful and current interest ?

Unlike previous crises of minor proportions, the current
one appears to have engulfed every facet of the complex

system called kibbutz.
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The current crisis is an all-encompassing one and grossly
permeates individual's perceptions. Therefore a coherent
demarcation of a perceptual 'sub crises' is inevitably
called for.

Accordingly, four major ©occurrences of crisis are
obsereved, each of which <calls for a comprehensive
consideration.

a. An economic crisis; the general, multi-dimensional
crisis is still referred to as 'economic' by uninformed
quarters. Indeed, both exogenously and endogenously,
economic factors are assumed to have served as major
catalysts. As, initially, the economic pinch is the

most conspicuous angle of the general predicament, the
crisis in its entirety is labelled 'economic'.

b. A demographic crisis: an almost immediate organisational
response involves a sequence of increasingly powerful
negative demographic propensities triggered, initially, by
economic uncertainties.

Cc. A crisis of meaningfulness: Growing indications exist as
to the widening cleavage between what we refer to as the
'establishing principles of kibbutz' and the way these
constructs are perceived and mainly materialised by grass-
root kibbutzniks. Their perceptual anchor appear to have
been seriously undermined.

d. Oorganisational: In the narrow sense, namely, pertaining
exclusively to matters of structure, the crisis may be
broadly viewed as exposing intrinsic dysfunctions as well

as inadequacies directly attributed to other crisis-related
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facets.This crisis has interminably occupied kibbutz's
public agenda for approximately six years.

General aspects of kibbutz life (economic, sociological,
anthropological, educational) have all been extensively
attended to. However, declivity as a general concept
associated with any of the above and the organisational
scene in main, have yet to trigger a major scholastic
interest.

Issues appertain to policy and quantitative analysis in
particular, have been addressed normally from the confined
and largely political slant. The general notion has it that
UKM's policies and course of action are closely associated
with antecedents to the crisis as well as with crisis
management practices.

With the exception of four studies (The Recovery Plan,
1989; Sheaffer, 1987; Helman, Glick & Goldemberg, 1988,
Niv & Sheaffer, 1991), no major research endeavour has
been launched, thus far, examining organisational decline,
policy analysis as well as the mutuality between
endogenous and exogenous factors in the evolution of
crisis. This study constitutes an attempt to analyse all

these factors.

Organisational decline has thrived, as an independent
theory, primarily on theoretical treatises, models and
propositions calling for empirical confirmation. Unlike in
other aspects of organisational theory, aspects of

decline, crisis and demise within that same theoretical
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framework confront distinct difficulties in gathering
empirical data. Organisations in crisis will hardly lend
themselves to scientific research as they are geared
towards a rescuing endeavour. Furthermore, aspects
pertaining to decline necessarily imply a dynamic process
which can best be addressed by employing a longitudinal
research design. The proposed study has the potential of
undertaking an in-depth analysis into an entire population
of organisations, based on a rare temporal data base.
Grievances concerning the rarity of such a data base are
still abound. Since the kibbutz in itself is a wunique
organisational phenomenon, it is suggested that this thesis
may hold some interesting keys to further our understanding

in an area which lacks a comprehensive empirical basis.

The aspect further to be considered is policy analysis. As
previously alluded to, noticeable significance is given to
the plausibility of UKM's economic policies upon the
evolution of the  crisis. The relatively strong
institutional linkage between the UKM and the affiliated
kibbutzim is presumed to have resulted in a unilateral
contingency where kibbutzim voluntarily subjugated
themselves to institutionally decreed norms in most aspects
of their economic behaviour. In order to qualitatively
establish the extent of this willingly assumed dependence,
a systematic content-analysis will evaluate UKM economic
policies from 1982 to 1988. A minor research question

concerns an old scholarly as well as practical dispute
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apropos the detachment between kibbutz income and consumer
behaviour. A group of theorists lead by Dr. A. Helman of
the Ruppin Institute proposed in the 1970s that the above
disjunction was to have triggered a major crisis.
Subsequently, the validity of their hypothesis will be
tested 1987%). It is proposed that despite the overwhelming
impact of the crisis this economic behaviour has not been

discontinued.

Previous studies have partially assessed the balance
between external- environmental catalysts and internal
perpetrators as either triggers or transmittors of
exogenous impacts upon endogenous processes. Conceptually,
a consistent and acceptable definition of the crisis is
required in order to undertake relatively accurate
predictions and inferences. The problem of the "chicken or
the egg who came first" will be an inseparable ingredient
of the statistical modelling of the crisis.

These models will seek to identify certain causality. As
this research design 1is predicated on longitudinal data
sets, it would be feasible to statistically validate or
refute hypotheses as well as partially differentiate

’He 1mdret WeERITIC a8 S50 BRlshigffgcti-ogs .

The following major questions are addressed.

What are the environmental and the internal causes for a

decrease in the number of members and candidates ? What are
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the exogenous and endogenous apparent causes for a rapidly
deteriorating economic situation as exemplified by the
pre¢ipitous rise in debts ?

A major question to be addressed is the incongruity between
stated principles of the kibbutz and the way kibbutzniks
perceive them. This study will undertake a quantitative
examination as to the apparent cleavage and measure the
applicability, suitability and perception of organisational

goals by both organisational members and superiors.

The demographic scene calls for a prominent position within
the research agenda. The pending research question pertains
to the 1likelihood of a brain-drain process as a
perturberance of the crisis. Treating people as human
resources or human capital is new to the kibbutz scene
where members were considered an essential and steady
ingredient of the system, much more so then, say, physical
assets. Human resources were taken for granted. Descriptive
statistics imply an impending demographic precariousness.
The processes will be quantitatively tested using a
statistical methodology not hitherto employed in

-organisational research.

A crucial element of crisis management is an intelligible
classification of the population of organisations

(kibbutzim) into mutually exclusive categories predicated
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upon a variety of differentiating factors. In addition we
are intrigued by an inadequate and at times, incorrect
prediction of crisis situations. Various research

strategies have been applied aiming to forecast business
failures or bancruptcies. The applicability of a
specific methodology not hitherto undertaken within the
theoretical framework of organisational crisis and decline
will be tested. The underlying intricacy is pertinent to
both practices of crisis management and to the enhancement
of the wutilisation of ephemeral theoretical tools.
Consequently, the following questions are analysed fully.
How would it be possible to accruately classify categories
of kibbutzim at the climax of a multi-dimensional crisis ?

The second question concerns the statistical methodology.

It is assumed that a practical and reliable statistical
methodology can correctly characterise and predict the
occurrence of organisational crisis by way of assigning a
variety of organisational, economic and demographic
variables into a synthetic model.

This model will best characterise organisational crisis as

epitomised by economic and demographic indicators.

A common response to organisational crisis and an
accelerated state of organisational decline is the

proclivity to structural enhancement by way of bolstering
supportive elements of an organisation (not-for-profit, in

the main) i.e. administrative overhead as well as elements
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indirectly associated with the stated reason d'etre of
the declining or retrenching organisation. In light of the
aforementioned depiction the following questions are
formulated:
Is kibbutz typified by the propensity to increase
supportive elements of the organisation following a crisis
impact which causes a general demographic decline and
secondly,
has administrative overhead increased as a response to

the crisis ?

A frequent response to massive and sudden retrenchment in
public organisations results in an upward convergence of
powers as well as a marked weakening of 1links in
intermediate and lower 1levels of the organisational
hierarchy. Similar reaction 1is 1likely in Dbusiness
organisations as a result of comprehensive downsizing
triggered by a crisis impact. It would be essential to
examine the extent to which the kibbutz conforms with the
above theory as it intertwines both business and communal

facets.

General managerial/administrative responses to crisis
include such practices as the upwardly convergence of
powers, restriction on lateral communication, structural
intensification and resistance to change. Alternatively, a
proactive response would include adhocracy and a drive

towards a radical organisational change.
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Subsequently a question is raised as to what managerial
response will characterise a randomly selected population
of kibbutzim, or how this population will be clustered
around a pre-set common managerial response ?
Conventionally four major phases of organisational crisis
are observed: shock, defensive withdrawal, acknowledgement,

adjustment and change or organisational demise.

In general, the data base enables an empirical examination
of the first three stages. Though marginally we possess
certain indications as to the interim phase between the
institutional acknowledgement of the crisis and adaptation
towards organisational change. Therefore it seems essential
to determine the following questions:

How can kibbutzim be classified in accordance with their
organisational mobilisation towards change ?

Hence, which organisational properties can best
differentiate amongst sub-groups of kibbutzim previously
categorised by a variable epitomising the drive towards
mobilisation.

The need also arises to examine kibbutz's perception of
organisational change. Since an ephemeral phase is
addressed it must be confined to the question as to what
aspects of the kibbutz's agenda are viewed as deserving
organisational priority. These aspects include routine
issues and radical ones. Based on the aforementioned
presentation, a number of pertinent issues arise. Is

kibbutz change-oriented or <change-resistant in the
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limelight phase between 'acknowledgement' and ‘'change' ?

overview of Proposed Research Design

As previously alluded to, the general objective of the
thesis 1is to examine empirically several aspects of
organisational crisis in UKM kibbutzim as well as to
investigate some aspects of organisational decline within
an empirical framework. Consequently, the following major

aspects will be analysed:

a. Antecedents to and apparent causes for the crisis.
b. Organisational responses to the crisis.

c. Prediction and characterisation of crisis.

d. Mobilisation towards change.

e. Crisis-ensued organisational-change.

These main research objects will be conceptualised as
separate research models and are designed to constitute a
certain sequential logic albeit they can be viewed as
separate research entities integrated by the general
concern which makes them relevant to one another. Moreover,
the general aim is to eventually present a synthesis of a
particular body of knowledge possessing a common intrinsic
conceptual perspective.

Indeed, one of the theory's major drawbacks lies in its
desegregative nature, namely the concurrent multi-

disciplinary preoccupation with aspects of organisational
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decline, crisis and demise. With the exception of policy
evaluation, all other aspects will be conceptualised as
quantitative models. The policy evaluation will be carried
thrqugh a comprehensive content-analysis. However kibbutz
consumer behaviour will be quantitatively approached mainly
by way of analysing Pearson's correlations coefficients.

Descriptive statistics will also be extensively employed.

The conceptualisation of antecedents to the crisis, hence
apparent causes, endogenous and exogenous, will be handled
by way of applying pooled regression techniques. The
limited number of years does not allow the application of
time-series analyses yet the pooled regression procedure is
equally accurate in its statistical inferential power.
Moreover, this econometric method is widely used primarily
in political economy as well as ir - =conomics. The procedure
markedly surpasses the cross-sectional approach which is
based on one point in time for both the dependent and the
independent variables. The benefit of a time-lagged model
is particularly advantageous in circumstances where
organisational dynamics constitutes the essence of the
researched process. Multiple discriminant analyses (MDA)
will be the statistical procedure used for the prediction
of various crisis situations as well as for an intelligable
classification of distressed categories of kibbutzim. The
processing of a structured questionnaire enables a
factorial analysis where it 1is intended to synthesize

factors possessing the 'code' for the differentiation
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between outdated organisational goals and the wants of

organisational members.

In situations where dichotomous and continuous variables
must be 'crossed’, the research will resort to
sophisticated statistical techniques enabling the user to
both graphically display statistical associations and
concurrently infer and generalise. Though not as accurate
as various other procedures, this methodology is far more
sophisticated then the mundane Chi?. The method enables the
application of time-series analysis where we have a number
of 'dependent' variables (years), which can not be applied
by the ordinary regression-based time-series analysis.
Correspondence analysis will process five research items.
To sum up, this thesis will attempt to introduce a number
of statistical procedures which have not, thus far, been
used in a study focusing on organisational decline and
crisis. These ‘'imported' techniques possess some
mathematical properties which, it is believed, make them
particularly consanguine to the unique problems we have
stated which are invariably within the conceptual framework

of organisational decline and crisis.

Data Bases - Sources and Applications and S8tatistical

Packages

Data bases for the pooled regressions, MDA, descriptive

statistics and graphs constitute a longitudinal design
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mostly with a sequence of six years (1983 -~ 1988)
including, at least three quarters of the population of UKM
kibbutzim. The data were adjusted for the statistical

purposes by either of the two methods:

a. Conversion from a PDP environment into Quattro-pro or
Lotus spreadsheets. The next stage involved a conversion of
the spreadsheet raw data into ASCII files suiting either
SPSSpc or SASpc statistical packages. These conversions
apply to most demographic data. Contingency and Burt-
designed tables constituting the basis for MCA and CA
analyses involving brain-drain constitute the
arithmetic summation of nine PDP files.

b. Conversion of LOTUS 123 files into ASCII. This pertains

all the economic and part of the organisational data.

Data bases for all Correspondence Analyses (CA), Multiple
correspondence Aanalysis (MCA) and Factorial Analyses will
be based on several structured questionnaires distributed
and processed in 1989 and 1990. The generated data account

for a variable number of kibbutzim ranging from 55 to 130.

Pooled time-series analyses as well as Multiple
discriminant analyses (MDA) models will use SPSSpc Version

2, 1987. MCA and CA use SASpc.

The thesis will emphasise the usage of graphs. With the

exception of a number of graphs detailing variance analysis
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and all the MCA and CA graphical displays, all of which are
processed by SASpc, the graphs are programmed using

Quattro-pro version 3, 1991.



PART ONE

THEORETICAL BACKGROUND

CHAPTER ONE

THE KIBBUTZ: DEFINITIONS AND A CONTEXTUAL SURVEY

We alwvays used to say: at our kibbuts

a pride we had in a shirt of a pioneer.

Pain was, not considered unless collective...

It was all heroic if not a bit naive.

We alwvays used to strive to vote before

being granted permission to have our pain announced...

Michal 8Snounit: Kibbutz Fantasy (Trans. Sheaffer)

As indicated in the introduction, the research will employ
the kibbutz as an organisational case study, using its
unique 'organisation-system' characteristics as essential
tools in our encompassing endeavour to substantiate pivotal
theoretical components of organisational decline. The
following definitions and brief outline, will focus on
relevant distinctions. Therefore this study will not dwell
upon the comprehensive scientific and historical
literature, part of which will be discussed in advanced
stages of the thesis. Various aspects of communal life
will be highlighted in order to allow for a comprehensive

and systematic understanding of consequent analyses.

Definitions

It would not be unpresumptuous to try and provide a
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definition that will, concurrently, be comprehensive,
exhaustive yet accurate and agreeable. As the broader
theoretical basis for this study, i.e. organisational
theory (henceforth, OT), is rather eclectic, the required
denotation should be parsimonious whilst encompassing,
allowing for the variety of integrated facets to be
adequately pronounced. The kibbutz is a unique amalgamation
of complex economic enterprises, inseparably intertwining
advanced communal aspects. These, coexist within a
systematic and multifarious organisational framework,
incorporating a universal-humanistic approach as a corner-
stone for inter-personal relationships.

According to the document constituting the revised version
of principles ': "The kibbutz is a collective community of
labourers, constructing an independent economy\hnd society
on nationally-reclaimed 1land. The community directly
amalgamates - 1labour, means of production and property
governed by one authority, the authority of all members.
The kibbutz is predicated upon the negation of private
property and is organised in accordance with the principles
of common consumption and production, in equality and
mutual guarantees and self-labour, ensuring common
education to all children. All education factors: society,
family, movement and youth-movement are integrated in a
general unity; maintaining an independent administration of

society and economy on democratic principals and within the

'mPhe Principles of (UKM) Platform, (a document submitted
to the first UKM convention's preparatory committee),
21-23/VI/1979.
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framework of the movement's fundamentals and upon
resolutions endorsed by its institutions; each member gives
according to his (her) ability and receives according to
his (her) needs within the framework of kibbutz's

capacities".

The Hebrew word "kibbutz" stands for: "to bring together",
"cohesion", "amalgamation". This word has infiltrated the
extensive academic 1literature, primarily in the social
sciences and the arts, attesting to the extensive academic
interest in one of the Western world's most durable
cooperative systems.

The first kibbutz was founded in 1909 on the southern
shores of the Sea of Galilee by a group of young Jewish
pioneers from Russia, profoundly imbued by universal
socialist-humanistic vision that incorporated strong
Zionist-territorial aspirations. These Halutzim (Hebrew for
pioneers) escaped the general instability following the
abortive coupe of 1905 in Tsarist Russia. This group of ten
was part of a greater wave of Jewish immigrants originated
in Eastern Europe who constituted the Second Aliyh (Hebrew
for Ascent to Zion or 'wave of immigration', namely, the
epitomization of Zionism's most essential dictum: Leaving
the Diaspora and emigrating to Eretz Yisrael (Land of
Israel). The impact of this particular wave of newcomers to
Palestine far surpassed its actual size.

Eisenstadt (1985) argues that only five to ten percent of

the Second Aliyh immigrants eventually remained in



Palestine.

Eisenstadt (1985:161;245;251-253), emphasises the internal
ideological cohesion of the Second Aliyh as a motivating
force for the creation of a bridge-head prior to the

ensuing waves of immigrants.

These pioneers held their accentuated elitistic tendencies
in order to materialise pretentious ideological plans. It
was particularly apparent in their aspirations to lead the
entire Zionist epic.

Kanter, (1972); Shepher, (1976); Oved, (1986) ; Eisenstadt,
(1985) and others, all stressed communal virtues such as
social cohesion, adherence to strict norms and social
values, principles and beliefs, as imperative tools in both
the making of and clinging to the ethos of young colonial
nations. The kibbutz as based on principles of equality,
common production and consumption and secular-asceticism
(Talmon, 1955), became a focal point for intellectuals-
turned-farmers who had 1later inspired others and,
practically propelled the national pioneering endeavour.
The collective ideal fast became an indispensable
instrument as an effective way of resolving acute problems
of adjustment to the physically, ©politically and
ethnographically hostile environment. The combination of
socialist-voluntary-collective ideals coupled with the
national aspirations of the redemption of the Jewish people

through extensive settlement and reclamation of the
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desolated lands, proved effective until after the inception
of the State of Israel. The assumption of national
leadership functions did not terminate and, in fact, it
would be correct to say that the nation at large viewed the
kibbutz as a national avant-garde (Shepher, 1976:26, Prag

1962) .

Kibbutz Principles-An Overview

As previously alluded to, there are a number of elemental
principles which seem indispensable to the broader context
of the kibbutz. The comprehension of these principles is
not imperative for students of kibbutz but will constitute
a useful footing for the cognizance of the research
questions and the ensuing analyses and discussion.

The following discussion will describe the principles
without either reflecting on their validity or attempting
to make adjustments commensurate with the advent of time.
The principles as presented here originated from 'classic'
sources, irrespective of the major transformations the
kibbutz is known to have experienced over the last three

decades.

Equality

The major idea behind this equalitarian society is the
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Marxian dictum: "From each according to his abilities to
each according to his needs". This principle is the
cornerstone for the entire system and meant to avert any
st;atification amongst members. This was made possible by
the negation of material rewards other then these allotted
equally regardless of excellence, better performance or
social status. The entire system was so structured as to
refrain from any breach of the above principal. 1In
practice, position-holders are bound by the norm to
undertake managerial rotation in order to refrain from
accumulation of powers. Each kibbutz member is entitled to
the same amount and quality of services provided by the
kibbutz. Paramount decision-making powers reside with the
kibbutz general assembly. All income-generated either
within kibbutz's economic infrastructure or externally, is
funnelled through the kibbutzt hence enabling equal
allocation of benefits. We may, therefore, define this
version of equality as: 'Structured Equality' in that it is
distinctly and comprehensively structured within the
system. (Shur & Ya'ar, 1987; Shepher, 1976; Ben David

1975) .
Direct Democracy

The kibbutz embodies a pure form of participative
democracy. Basically, the kibbutz equips each member with
the rudimentary right to partake actively in the decision-

making process pertaining to the governance of the kibbutz.
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The kibbutz is probably the only commune availing this
natural democratic right without any restrictions,
structural, legislative or otherwise. Generally speaking,
participative democracy obligates an uninterrupted
participation of the entire commune (members) in the deci-
sion-making process.
The institutalisation of direct democracy has created a
situation whereby the legislative, judicial and executive
branches are fully overlapping. The general assembly
consolidates all three branches although the kibbutz is
devoid of a formal judicial capacity. Practically, the
general assembly is autonomous to deal with any public-
related issue, to pass motions, to demand accountability
from position-holders and institutions alike, to ratify or
abrogate any major or minor decision appertaining to the
kibbutz, to enact or abolish rules, to introduce and ratify
annual balance sheets and the kibbutz's annual budget, to
nominate/vote for or dismiss officers. Peres, (1963);
Golomb & Katz, (1971); Rosner, (1975); Rosner 1986:10),
succinctly summarise the main characteristics:
a. Kibbutz democracy is held as an objective in its own
merits, promoting members' commitment.
b. Kibbutz democracy pervades all aspects of life and is
not a mere political tool.
c. Political activity is not restricted to casting
ballots or voting for the kibbutz institutions, a
political involve ment is part of daily life.

d. Democratic decision-making is perceived, in the main,
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as a problem-solving procedure for the public weal.

e. Political activity is expressed not only by communal
decision-making at the general assembly and in commit
-tees but through involvement in managing different
aspects of life. Many minor managerial positions are
not even a part-time-job.

f. Basically, motivation for political activity is a
channel for self-expression and commitment for the

society.

Mutual Guaranties and Mutual Responsibility

Both mutual responsibility and mutual guarantees unite the
kibbutz in the fullest meaning of the word. This mutuality
is fundamentally cementing all other components and is
stemming from or constitute the underpinning for three
essential strata (Meron, 1989):

a. The social-moral level,

b. the economic-existential level,

c. The judicial aspect,

The first level suggests the social acceptance within a
given group of people who voluntarily opt for
communal/moralistic life based on values and dictums in
which humane and moral responsibilities are perceived as
not only essential but self-evident. The second tier
concerns the material-economic layer which derives from the
moralistic-value level albeit it is said to restrict the

above in accordance with the availability of economic
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resources. The third level entails the formal-legal aspects
of the entire issue of mutuality. Despite the ambiguity of
the kibbutz's 1legal framework, there exists a set of
legally binding rules institutionalising all commitments
emanating from both the moral-social voluntary
obligation/culpability and its economic derivative. A
distinction is ought to be made between the externally-
oriented (but also internally-effectuated), and legally-
binding: "The Kibbutz - Set of Regulations" and the written
and unwritten norms, rules and codes as delineated

individually by each kibbutz and affecting its inhabitants.

Communal (Collective) Production

The Kkibbutz differs markedly from other societies
(Leviatan, 1984:69) in that it has communal production
objectives rather then individual ones. The same applies to
the consumption sphere. These are collectively-agreed upon.
Priorities are being decided upon by the entire community.
The usage of resources for either production purposes or
consumption goals is, naturally, a result of a communal
consensus consequently subject to the supreme decision-

making body.

S8elf Labour

Rayman (1981:16), asserts that: "The single most important
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tenet of Socialist-Zionism was self-labour, a policy of
utilizing only Jewish labour". This principle was the
extension of the ideology which dictated that the
materialisation of a Jewish Homeland was "intimately bound
up with the application of the princip l¢of Jewish labour"
(Granovsky, 1940:100). This doctrine coincided with and
evolved simultaneously with the concept of humanistic
socialism that negates any form of exploitation of a fellow
human being for the sake of profits. Moreover, the
Borochovist notion of tipping over the occupational pyramid
of the Jewish occupational structure by turning Jews in
Palestine into farmers and labourers, accomplished both the

concept and its realisation.

Universal Aspects of Western Communes

A brief explanatory introduction about the universal
elements of communal life is necessary. Although communes,
communistic and otherwise are not a rare phenomena, chiefly
in large parts of the Commonwealth of Independent States
and the People's Republic of Chaina, they still cater for
a very small number of inhabitants in Western societies.
The following paragraph will deal with distinctive
characteristics, (Niv, 1980:376-377), relevant to the topic
at hand.

The overwhelming criteria differentiating communes from the
external society is the adherence to a comprehensive

ideology. This ideology 1is underpinned by general
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presumptions concerning an aspired-for social order and

human nature.

P:edominant objectives derived from these assumptions
suggest an entity in which all members will exhaust their
potential for the commune. An equally significant portion
of the ideology pertains to the communes' approach towards
the environment. The second guiding criteria concerns the
totality of this form of life. This totality alludes to the
introverted nature of this entity, in which all members
live, undertake roles and meet their needs. The third
foundation relates to the complexity and wholeness of
communes. The communes dictate and intertwine a variety of
functions which consequently require unique, articulated
and interpersonally-coded communication. The fourth element
requires a clear delineation ,"size and hight" of the
encircling boundaries with the environment. This element
entails the physical layout, selection, enlisting and
socialisation of candidates. The fifth constituent is
comprised of "Egalitarianism and equality as values and
operational forms" (Niv, 1980:377). The following sub-
components are directly associated with the above:
a. Common ownership of all means of production.
b. Central distribution of services & goods (based on
strict equality)
c. Granting equal educational opportunities.
The sixth rudiment entails the voluntary willingness to

harmoniously share life with fellow members. Niv stresses
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that this feature of interpersonal relations assists the
commune to accomplish other objectives whilst it is
regarded as an end by itself. Niv, following Weber (1947),
establishes a significant distinction between two types of
communes. The Model Commune typified by its negative
attitude towards the human nature. Their presumptions vis
a vis humanity perceive mankind as indolent, unimaginative,
indirect, unimpressive, untrustworthy, uncollaborative, and
an inorganic part of nature. Conversely, the Pioneer
commune views human nature positively. With regards to the
relationship between human nature and the environment, the
Pioneer type welcomes change and improvement .and is
desirous of promoting these processes. The Model type will
stifle any change which is 1likely to undermine its rigid
framework. The differences are reflected in all other
aspects of communality and derive primarily from the
erstwhile outlook towards human nature. In general, the
Pioneer type is open, interacts with the environment, the
Model type, however is introverted and suspicious thus
minimises its 1links with its environs. It would be of
crucial importance for this study to note the ensuing
essence of this dichotomy as summarised by Niv: "Our
analysis suggests that stagnation will characterise
disintegration in communes of the model type, whereas
assimilation will occur in Pioneer-like communes".

Most of the Model-type communities comprise of religious
communes, chiefly in the USA but also in Great Britain and

Australasia (Oved, 1986). The Pioneer type commune is best



embodied by the kibbutz. Further elaboration as to the
divergence between the two types exceeds the scope of this

thesis.



CHAPTER TWO

The Historic Dilemma: Communality Versus
Organisational/Economic Rationality - A Theoretical

Discussion

Any attempt to expand on kibbutz as an organisation would
be ineffectual without first dwelling on the ever-widening
cleavage between communality as opposed to the growing need
in rationalising the organisational structure and the
economic system. It is commonly agreed that the kibbutz
displayed aspects of utopian community (Manuel & Manuel,
1979; Erasmus, 1977; Blasi, 1978; Kanter, 1979; Niv, 1980;
Rosner & Tannenbaum 1987). The first kibbutzim were
established with an overt intention of creating a small,
intimate, cohesive and homogeneous community. They stressed
close social interrelations as they assumed that this
intimacy would compensate and redeem the willingly-uprooted
individual (Shepher et. al.). The communal patterns were
made relatively easy by both the homogeneous age groups and
the autarchic and rudimentary economic structure. The very
smallness of these kibbutzim facilitated the enforcement of
this unpretentious communal pattern.

The embryonic organisation had hardly any forms of
differentiation, communications were made in the most
straightforward fashion, hierarchy and span of control were
unheard of. People conducted all imperative assignments

with hardly any division of labour. Male and female members
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undertook, literally, the same functions. The simplicity,
modesty and asceticism were not incidental and stemmed from
Anarcho-Socialist ideals which prevailed in Tsarist Russia
at the turn of the century. In accordance with historical
documents collated and reviewed by Derech (1970:154), a
state of 'anarchy' and 'disorganisation' predominated. This
was reflected primarily in the governance of the kibbutz
but had later made further inroads into the entire system.
This era was characterised as a 'spontaneous democracy'
portraying a deliberate state of disorganisation. Cohen
(1967) asserts that the reason for this conscious
'acceptable anarchy' arises <chiefly from Kkibbutz's
willingness to accomplish direct interpersonal relations in
all spheres of life.

Shepher (1977:105-106), notes that "the kibbutz had
distinct anarchic outlines in which conformity is first and
foremost ensured by identification and not by a formal code
of rules and a systematic judicial procedure". He suggests
that kibbutz perpetuated these features until at least the
mid 1970s. It seems obvious that at the time there was no
need for a more elaborate organisational structure. Indeed,
one of the Jordan Valley's old-timers, Shmuel Harchol of
kibbutz Kinneret, commented humorously that during the
first decade 1914-1924, CEO's functions were tucked in the
left hand pocket of my coveralls, the financial manager's
in the right hand side of my coveralls and the kibbutz
accountancy in the back pocket of my trousers.

This anecdote vividly illustrates the uncomplicated
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organisational structure and the fact that the entire board
of directors was practically assumed by one person who was,
most of the time preoccupied with his basic bread-winning
tasks rather then 'redundant' administration. The rationale
was strikingly simple. Members had to earn cash in order to
sustain the community. Thus, even management was not
regarded as an occupation aimed at facilitating the
kibbutz's sustenance since it incurred no direct material
results and therefore all managerial tasks were conducted

after work.

Chronologically, four major stages, can summarise this

structural evolution:

a. The Primal era (spontaneous democracy 1909-1940)

b. The Second era (federal economy 1940-1950)

c. The Third era (industrialisation growth & maturity 1950-
1982)

d. The Fourth era (crisis, decline & early change [1982-])

Generally speaking, the era of spontaneity and
disorganisation helped in shaping an elaborate and stolid
organisational structure aimed at ensuring the validity of
the application of kibbutz objectives in all domains of
life (Sheaffer 1987:36).

The kibbutz of the early 1990s is an ideological, social
and and economic entity, encompassing all spheres of life.

Consequently, its organisational structure is highly
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differentiated, horizontally and laterally. The
configuration is multi-facetted and is comprised of well-
ramified, informally and formally functional units.

In the mid 1950s, it was suggested by Etzioni (1957) that
an organisational structure is acutely required in the
kibbutz due to its own 'system' disposition. Etzioni
suggested that this necessity coincides with parallel
development in the Israeli society at large and the kibbutz
movement in particular. This requirement is further
exacerbated by alterations within each kibbutz. The rapid
development created a communal society defined as modern by
Eisenstadt (1985). In as much as the kibbutz is no longer
a small, spontaneous and simple community, founding
principles have neither been altered nor significantly-
modified since their inception. It would, however, be
.incorrect to say that the resulting-functional
implementation of these principles are not being modified
periodically. Particularly interesting is the way in which
these ideals are reflected in the organisational-economic
behaviour of the kibbutz.

Kanter (1972:148), criticises, utopian societies asserting
that "S8ocial life cannot be both humane and efficient".
Blasi (1978), suggests that any community encounters the
eternal dilemma of Gemeinschaft-Geselschaft. It is
important to record that utopian communes' effectiveness is
postulated upon mankind's positive nature and this brings
us to Niv's distinction between the 'model' type commune,

basically religious, and the 'pioneer type'. Whereas the
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former strives to eliminate evil, the other will seek
harmony, perfectibility, mutuality and fruitful coexistence
with the environment. Both seem, however, to favour
mutuality of deeds and interests, cooperation and equality
as opposed to exploitation, brutal competition and
contention.

It would be essential to dwell upon arguments portraying
elements that motivate mankind to function effectively
without resorting to material rewards. Tonnies (1955) for
example, following Marx and others, argued that the
positive nature of mankind may be brought forth by
introducing adequate social conditions. It was Marx who
suggested that egocentrism which reflects the capitalist
system will be substituted by social perfectibility and
mutual responsibility. Cooley (1962), suggests that
identification, and acceptance by the social realm will
assist in achieving full self-realisation. It is obvious
that given these ideal  circumstances, greed and
authoritarianism will become irrelevant. Skinner (1971),
follows, suggesting that people may learn through non-
coercive reinforcement to be fully cooperative and
altruistic. No doubt, these people will be far more self-

fulfilled and happier.

Mayo (1945), Likert (1961) and others, have all shared the
seemingly naive postulation of mutuality of ideals and
interests, cooperation and harmony as attributes inherent

with human 1life. They insisted that the type of
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organisational configuration resembling Gemeinschaft will
underscore personal relations, improved human
communications as opposed to the inhumane and impersonal
bureaurocracy. No essential problem arises, in so far as
these authors are concerned, between the humanistic and the
technological-rational imperatives. They, therefore observe
no contradiction between efficacy and human aspects in a
given organisation. Weber (1947:205), contends that:
"Communistic systems for the communal or associational
organisation of work are unfavourable to calculation and to
the consideration of means for obtaining optimum
production, because they tended to be based on the direct
feeling of mutual solidarity".

Weber assumed that organisations based on fraternity will
necessarily fail in the loveless reality of the economic
world should they attempt to act rationally. It may be
concluded, then, stating that Weber argued an incongruence
between technological progress and humanistic-associational
organisation. Paradoxically, Rosner et al, (1989:83),
quoting from Marxist 1literature asserts an industrial
determinism dictating hierarchy. Accordingly, a democratic

industry is liable to undermine efficiency.

The prolific kibbutz literature appears to favour this line
of reasoning. Vallier (1962), observes that a discrepancy
exists between production imperatives on the one hand and
tenets of participative democracy and egalitarianism on the

other. Cohen (1966), suggested that internally-oriented and
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potentially-hazardous contradictions arise from the
kibbutz's ideology which is based on a humanistic form of
socialism and a unique concept of Zionism. There seem to be
an'persistent discord between these ideological dictums and
the "uncommunal" influences of the external environment.
That is, to any urbanism, patterns of Western consumption,
and a decrease in ideological awareness within the Israeli
society.

Certain dilemmas appear salient: self realisation versus
utopian collectivism, lavish spending as opposed to secular
asceticism, the technological imperative versus communal
doctrine (intensive solidarity and spontaneity). Kibbutz
organisational structure needs frequent revisions whereas
communal tendencies remain deeply-ingrained and seemingly
alien to any attempt of reconstruction. The structural-
rigid aspect embodies the rational progress whereas
communality is situated at the opposite polar. This
polarisation generates permanent inner tension. Cohen
(1966) concludes, that the kibbutz lives in two contrasting
worlds: Progress (Modernism) and communality (Primitivity).
Dahrendorf (1970) offers a more specific angle of this
dichotomy by confronting managerial rotation in the kibbutz
as a hindrance to both achieving equality and the rational
prerequisite for efficiency and stability. He appears to be
consistent with his earlier assertions (Dahrendorf, 1959)
which stated quite explicitly that any society and even an
organisation requires a <certain differentiation for

positions of governance and positions of obedience. There
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seem to be no reason to believe that a stable society can
function relying on constant rotation within a team holding
status of authority.

Schoek (1969), argued that there exists a vicious circle of
authorities: the dearth of rewards will diminish the role
call of those willing to assume responsibility,
consequently only the aggressive and ambitious and those
showing real concern for the group's welfare will remain.
However, this 1is an wunreplaceable minority and the
inevitable outgrowth is an ever-escalating conflict between
the 1leaders and subordinates. A substantial managerial
argument, to that effect, was suggested by Jensen &
Meckling (1979) who stressed the contradiction between
democracy and efficiency in firms where inconsistent
democratic decisions undermine professional and managerial
authority. Niv (1980:187), asserted that "values of
equality and egalitarianism may be in conflict with
organizational efficiency and effectiveness". He
demonstrates a comprehensive and inclusive synopsis and his
general motto suggests the immanence of a continuous
friction between the two polars. He argued that openness
and a continuous dialogue with the environment, as opposed
to isolationism, helps to sustain a commune.

Rayman (1981:264-265), alleges that in sociological terms,
"Geselschaft pushed those of Gemeinschaft, the profane
against the sacred, alienation against integration, a new
managerial class of members has been created. The Weberian

image of world dominated by obedient professional managers
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& bureaurocrats, which had been so far from the early
kibbutgz ideology of practice, has come much closer to being
rooted in kibbutz organization". The incomplementarity
between the two polars attracted the attention of
economists (Helman, 1976; Helman & Kroll, 1979; Levkovitch
& Bashan, 1979; Gan, 1980; Helman, 1982a;1982b) primarily
from the mid-seventies onwards. Helman is probably the
leading dissenter who has indefatigably insisted that there
seem to be a rapidly widening divide between the actual
economic strength of kibbutz and its economic behaviour as
expressed by 1its consumption patterns. Helman argued
doggedly and methodically that the process of severance
between consumption and income is on the upswing due
predominantly to a reduction in the perception of
solidarity amongst members and the emergence of kibbutzniks
as standard rational consumers (1976:392). Helman (et.al.)
assumed that excessive consumerism stemming from the above
causes will eventually 1lead to an economic collapse,
following a process of de-communism. He asserted that, in
principle, there 1is no difference between kibbutz
management and Western-style democracies. Furthermore,
Helman doubts whether with the absence and degradation of
values, the kibbutz still maintains economic vitality.
Subsequently, he doubted the extent of which the kibbutz is
'impact resistant' during crises. In an article depicting
the evolution of professional managers in the kibbutz,
Helman (1987:1031), graphically portrays the contrast

between economic efficiency and social values.
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The transformation curve shows that the passage from A to
B entails a partial surrendering of social values in favour

of increased economic efficiency:

Social |

values | A *

L > Econonic

efficiency

Helman, appears to have made significant progress towards
reassuring and solidifying his firm stance regarding the
mismatch between the kibbutz ideology and economic
rationality. In an essay devoted fully to that issue
(Helman 1988) he analyses not only the discrepancy but its
apparent and ominous outgrowth. Helman, strives to refute
most of the traditional canons by heavily resorting to
economic methodology. He links the existing incongruence
with the crisis and alludes to the apparent contextual
linkage between adherence to lofty but irrelevant ideals

and the emergence of an overwhelming imbroglio. In as much
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as this dichotomous situation attracted critical
researchers from different disciplines, there were a
proportionately 1large number of scholars whose views
differ. They, generally speaking, were not particularly
attentive as to both the potential of the discrepancy
between the two contraries and the threat it is liable to
ensue in case of an engulfing crisis.

Rosner & Palgi (1979), found a positive statistical
association between ideological conformity as expressed by
the organisational behaviour of a sample of kibbutz
industries and their organisational efficiency. They
claimed that discipline patterns in the kibbutz industries
are normative and are not based upon economic expediency.
They, therefore, conclude that the legitimisation for the
power structure in the plant should be reliant upon a
democratic decision-making and conformity with ideological
imperatives. They take issue with Etzioni (1961), who
contends the existence of an inconsistency between
normative disciplinary patterns and the functional needs of
business firms. Rosner et.al. adduced evidences, alleging
that the relevant principles of the kibbutz ideology
confute the assumptions of 'industrial logics' based on
hierarchy and inequality in rewards.

Eden & Leviatan (1976), found an inverted statistical
association between measures of organisational formality
and economic efficiency. The closer one gets to the
reverberation of the current crisis, the lesser becomes the

number of studies taking issue with the Weberian stance. It
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would be essential to record that despite some conclusive
findings as to a statistical association between various
predictors of economic success and ideological imperatives,
these linkages are not necessarily causal hence, their
inferential power is very 1limited. Rosner & Tannenbaum
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