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Una società economicamente libera (quella capitalista) può essere 

moralmente accettabile soltanto a patto che la ricchezza privata di-

venti fraternità attraverso le opere buone, e benessere collettivo at-

traverso la creazione di mezzi di produzione, di fatti, di lavoro e pos-

sibilità di vita per altri uomini. Ogni onesto imprenditore si compor-

ta così.

An economically free society (the capitalist one) can be morally ac-

ceptable only if the private richness becomes fraternity through good 

actions and collective well-being through the creation of means of 

production and work, and opportunity of life for other men. Every 

honest entrepreneur acts this way.

Gaetano Zambon
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1. INTRODUCTION

“Taking care of an integrated company” has been the leading statement of the 
Zambon’s cultural policy project since its initiation in 2006. The pharmaceuti-
cal company bases its mission statement on a strong synergy between values 
and business and claims to recognize the ‘signi!cant human responsibility’ the 
business carries. The value-transmitting process has the aim of introducing a 
new way the company is lived and perceived from the inside and consequently 
also from the outside. Due to this reason Zambon wants to enforce the aware-
ness of the individual within the company and declares in its value statement 
that without the individual consciousness of Zambon’s values the preservation 
of the (working) community could not be preserved and the ‘soul’ of the com-
pany would get lost.1  My research critically analyzes the projects trying to un-
derstand which tools and media are being used to achieve these goals and the 
effects the project has on the company and its employees. In order to do 
achieve this mission and put it into practice, Zambon has introduced a new 
approach to culture and the related values, and a very strong and in"uential 
narrative and imaginary. 
 The main focus of the research is the assumption that ‘culture can play a 
determining role in an organization through the use of narratives’. I examine 
how culture can be a narrative medium applied on different levels, i.e. on indi-
vidual level and corporate levels, in order to construct a renewed identity and 
how narrative can turn into a power discourse which can arguable be either 
imposed from the top or jointly constructed in a bottom-up way. Throughout 
the research (both primary and secondary) a few additional sub-topics 
emerged, which complemented the understanding of the main focus area: be-
ing a family business can be considered an obstacle for the development to-
wards a "at organization; the difference between a “Walk the Talk-approach” 
and a “Marketing-Approach”; the leader as a mediator between different nar-
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ratives or as an autocrat imposing a narrative; play as a an intervention into 

work.  

Due to the the impact such a culture-changing process through narratives can 
have on different levels within an organization, both the measurement and the 
analysis of the effects can be complicated. A quantitative analysis would not 
consider the above described nature of the issue, limiting the analysis to a 
mere quanti!able measurement (e.g. measuring results, rating goal achieve-
ments etc.). This would mean ignoring the the two levels , which culture and 
values are actually aiming at in Zambon’s case. Indeed, as Weick (1969:5) 
states, “organizations, despite their apparent preoccupation with facts, num-
bers, objectivity, concreteness, and accountability, are in fact saturated with 
subjectivity, abstraction, guesses, making do, invention, and arbitrariness just 
like the rest of us.” Hence, a qualitative research method based on focused in-
terviews and observations has been used in order to consider also the less tan-
gible and quantitative effects of the changing process in the company. These 
methods have 10 the aim of identifying not only the perceived results of the 
cultural transformation process at Zambon (e.g. “I feel this new way of living 
corporate culture has given more meaning to my actions”), but also the 
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changes this process has brought to the company and the people working in it 
(e.g. People actually do know their co-workers better and greet more people 
when they enter their working place in the morning). 

More theoretically speaking, my research starts providing a combination of 
managerial and sociological elements connected to the above-mentioned is-
sues: narratives as a tool and narrative as an identity; individual identity and 
organizational identity in a strategic context; the narrative’s effects on the rela-
tionship between the individual and the organization; effects of narratives and 
culture inside (and outside) the organization on different levels. Analyzing 
these issues implies that the act of working in an organization is not examined 
as a mere goal-achieving action, but as a ‘relational act underscoring that each 
decision, experience, and interaction with the working world is understood, 
in"uenced, and shaped by relationships’ (Flum, 2001; Gergen, 2009; Richard-
son, 2010 cited in Blustein, 2010:6). Hence, within the context of this research 
description, the concept relationship is considered not only as the act of relat-
ing to the others, but also as the broader and more complex act of relating to 
the self, the environment, the leading narrative, and the image and identity of 
the organization. 
 In the past, managerial objectives determined by pro!ts were generally 
the sole factors determining an organization’s actions and decisions. The focus 
was mainly on the design and implementation of impersonal, generally bu-
reaucratic, mechanisms, where all the issues related to the individual as an ac-
tual ‘human actor’ were less overtly addressed. Today, many organizations 
start attributing signi!cant importance to the more ‘qualitative’ and less meas-
urable aspects of performance and work. The modern business of manage-
ment is often managing the “insides” – the hopes, fears, and aspirations – of 
workers, rather than their behaviors directly’ (Deetz, 1995 cited in Alvesson 
and Willmott, 2002:620). These “insides” are considered worth examining as 
they have been proven to in"uence the employee’s performance. Hopes and 
aspirations may not only in"uence the quality of work on a personal level, but 
also on a broader community level. Notably, advocates of ‘strong corporate 
cultures’ have sought to persuade managers, that ‘soft is hard’ and that all that 
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stuff you have been dismissing for so long as intractable, irrational, intuitive, 
informal organization can be managed (Peters and Waterman, 1982 cited in 
Alvesson and Willmott, 2002: 620). This implies that it can be managed in or-
der to serve the organization’s interests. Over time it has been recognized that 
established bureaucratic controls are not suf!ciently responsive and adaptable 
to intensifying competitive pressure (Willmott, 1992 cited in Alvesson and 
Willmott, 2002: 621). Exactly for this reason narratives are used as rhetorical 
strategies to form an important part of this arsenal of identity work. Some re-
cent social constructionists and critical studies have even suggested that or-
ganizations literally are narratives (Coore, 1999 cited in Brown, 2006:732). 
Different approaches of organization theory (among others Czarnsiawska 
1999, 2010; Brown, 2006; Weick, 1995; Boje, 1991) state that a narrative ap-
proach is central to an understanding of organizations in general and of their 
identity constructs. 
 Nowadays narratives are starting to be used by organizations in order to 
help actors to make sense of their actions. It is arguable if these narratives are 
‘imposed’ from the top or if all the actors in it jointly construct them. One way 
or another, in both cases they contribute to the organization’s creation of sig-
ni!cance and meaning from the inside. An additional way of describing narra-
tive construction on another dimension is explained by Andre D. Brown 
(2006) from a narrative perspective by de!ning organizations’ identities as dis-
cursive constructs constructed by the multiple identity-relevant narratives that 
their participants author about them. A good deal of critical research has iden-
ti!ed how culture building and similar technologies (i.e. narratives in this case) 
are simply systems of management control that aim intentionally to ‘colonize’ 
(Casey, 1995 cited in Fleming and Spice, 2003:158) the identities of workers so 
that they become more the kind of person the company would like them to be. 
In some of this literature there has been a preoccupation with surfacing unob-
trusive control systems that work ‘behind the back’ of workers so that they 
unwittingly achieve the goals of superiors by their own volition (Jermier, 
1998). These ways of examining corporate culture clearly attribute a high level 
of control and power to the top management levels in organizations, while 
turning the individual into a more passive entity.  It is arguable which one of 
the above-mentioned approaches is really taking place in most of the modern 
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organizations using corporate culture initiatives to change the working envi-
ronment. Generally the tools they use are very similar, but the aim or reason 
why they are applied differs a lot. My research will examine which one applies 
to Zambon.

 The research paper is structured in  four main parts. (1) It starts with a 
review of the literature on the concepts and topic of interest for the chosen 
case study. This implies a focus on the notions of identity, narrative and cor-
porate culture. (2) The following part on the method describes the technique 
and modus operandi of the qualitative data collection of the study. (3) After 
the section on method, the empirical part is divided into two parts, the de-
scription of the chosen company and its project, and the analysis of the project 
and the single components applying those concepts that were examined in the 
!rst theory chapter. This section also contains brief ‘descriptive boxes’ that 
provide a description of speci!c aspects of Zambon, offering so a explanatory 
picture of the company, its events, buildings and employees. (4) In conclusion, 
the results of the research will be summarized achieving also some managerial 
implications related to it.
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2. LITERATURE REVIEW

2.1. NARRATIVES

[…] Narrative is present in every age, every place, in every society; it begins with the very history of man-

kind and there nowhere is nor has been a people without narrative. All  classes, all human groups, have 

their narratives…Caring nothing for the division between good and bad literature, narrative is interna-

tional, transhistorical, transcultural: it is simply there, like life itself.

 (Barthes, 1977: 79 cited in Czarnaiwska, 2004:1)

The above quotation represents one of the most inclusive de!nitions of narra-
tive encountered on texts and literature on narrative analysis. Usually, how-
ever, ‘a narrative is understood as a spoken or written text giving an account of 
an event/action or series of events/actions, chronologically connected’ (Czar-
niawska, 2004:17). A simple list, table or schedule of events can, therefore, not 
be considered a narrative. It misses the joining element, which provides a nar-
rative approach to the content, providing so a deeper sense of meaning than a 
mere list or spreadsheet model ever could. According to Polkinghorne this 
element is the plot. It is the means by which single elements, otherwise listed 
in a table or in a chronicle, are brought into a meaningful order (1987). Czar-
niaswska summarizes this approach by de!ning narrative as a ‘mode of know-
ing’. ‘The narrative mode of knowing consists in organizing experience with 
the help of a scheme assuming the intentionality of human action’ (Czar-
niawska, 2004:7). Additionally, in social sciences there is another perspective 
of the concept of narrative, which is seeing narration as a ‘mode of communi-
cation’. This perspective underlines the ‘narrating nature’ of the human being. 
People tell stories to entertain, to teach and to learn, to ask for interpretation 
and to give on (Czarniawska, 2004:10). For the purpose of this research re-
lated the Zambon case it is especially important to keep both perspectives in 
mind, as they are both relevant for providing meaning and sense to the mem-
bers’ actions. 
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2.1.1. NARRATIVES AND ANTENARRATIVES IN ORGANIZATIONS – A DEFINITION

Throughout his research, A. D. Brown has built on what is, arguably, an 
emerging consensus that narratives can ‘open’ valuable windows into the emo-
tional and symbolic lives of organizations’ (Gabriel, 1998:135). These windows 
can, however, be opened in very different moments of the organization’s life 
having each time a different impact. On account of that, it is necessary to get a 
deeper understanding of both, the narratives and the antenarratives and exam-
ine what role they play on the development of the organization and its mem-
bers. For the aim of the following case study, it will be important to consider 
this distinction between narrative and antenarrative. 
Organizational scholars generally agree on the fact that stories are uniquely 
suited for making sense of ambiguous or equivocal situations because they se-
lectively distill fragmented or contradictory experiences and information into a 
coherent portrait (Boje, 2011). In fact, in an organizational setting narratives 
can be applied successfully in order to provide a sense-making connection 
among single elements, i.e. events. Recent social constructionists and critical 
studies have also suggested that ‘organizations literally are narratives (Cooren, 
1999) or antenarrative networks of dynamic stories’ (Brown, 2006:732). Due 
to this reason organizations may be analyzed as discourse spaces, i.e. ‘oppor-
tunities for talking and writing, and the importance of these discursive prac-
tices for understanding processes of organizing’ (Coupland, 2001, Cunliffe, 
2001, Samra-Fredericks, 2003 cited in Brown, 2006:733). It is by looking at 
organizations from this perspective, that an organization can most easily be 
analyzed as the power effects, which will be analyzed in the chapter ‘Critical 
Reasoning’. 
 In order to get a better understanding of how the time factor  is related 
to both the application and comprehension of narratives in organizations and 
how they apply to the Zambon case study, it is necessary to understand what 
antennarratives are !rst. The idea of antenarrative has been introduced in the 
organizational storytelling theory quite recently by David Boje, in order to de-
!ne a narrative which ‘is not yet’. It is a ‘before narrative’. Antenarrative is all 
about ’prospective sense-making,’ betting on the future before narrative retro-
spection fossilizes the past. It has not yet enrolled the entire cast of characters, 
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the objects, the processes and the institutional systems. Antenarrating means 
trying to re-contextualize or decontextualize. It involves a form of repackaging 
(Boje, 2011). “Antenarrative is a prospective sense-making (looking forward), 
and is in interplay with now-perspective (in the present moment of emergent 
being), and retrospective (backward looking) manners of sense-making.” It 
can, therefore, be easily understood why antenarratives can play an important 
role in any innovation process. According to Boje, both strategic narratives 
and antenarratives are important to make interpretations of innovative ideas 
and to interact with changes in everyday life (2011). In the following examina-
tion of Zambon’s changing process it will be clearly visible how both the ante-
narrative founded by the leader and the already existing historical narrative 
play a crucial role in the implementation of the newly introduced values.

2.1.2. NARRATIVES FOR SENSE-MAKING AND IDENTITY-CREATION

The importance of the time factor is also pursued in Weick’s analysis of sense-
making in organization. In fact, he argues that sense-making depends, to a 
great extent, on our ability to think in narrative terms: to look back, retrospec-
tively, and ahead, prospectively, so as to construct an understanding of events’ 
(cited in Pentland, 1999:717). Telling a “good story” helps people create 
meaning (Gergen, 1994; McAdams 1996, 1999 in Ibarra, 2010: 135). It helps 
employees contextualize what they do within a broader picture and organiza-
tional context. Czarniawska de!nes this phenomenon by stating that ‘Sense-
making basically consists of attempts to integrate a new event into a plot, 
whereby it becomes understandable in relation to the context of what has 
happened (1999:17).’ This plot is the narrative that is used by some organiza-
tions, such as Zambon, to provide meaning to employees’ actions. ‘The narra-
tion allows individuals to enter the play via different narratives and, by story 
interplay, to make sense of it’ (Pedersen and Johansen, 2012). Weick summa-
rizes the most important aspects of sense-making:

If accuracy is nice but not necessary in sense-making, then what is necessary? The answer  is, something 

that preserves plausibility and coherence, something that is reasonable and memorable, something that 

embodies past experience and expectations, something which resonates with other people, something that 

can be constructed retrospectively but also can be used prospectively, something that captures both feeling 
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and thought, something that allows for embellishment to fit current oddities, something that is fun to con-

trast. In short, what is necessary in sense-making is a good story.

(1995:60)

Looking at this description, a link between the concept of sense-making and 
identity within organizations can be clearly recognized. Providing meaning 
and sense to what is done, contributes to the creation of one’s identity. As will 
be seen in the following case study, a strong narrative is often recognized as 
crucial for an organization’s identity.  Žižek explains this correlation between 
narrative and identity by citing an anonymous Times reporter who claims that 
today:

[…]  everybody needs his story, her narrative. You do not know who you are until you possess the imagina-

tive version of yourself. You almost do not exist without it.

(Žižek 1993:15 cited in Essers, 2012:335) 

In this context, an organization can be seen as the sum of different stories. Dif-
ferent narratives are put together in a collective storytelling system in which 
the enactment of the stories is a key element in the employee’s sense-making 
and identity-creating process. Indeed, Weick (1995) argues that you cannot 
make sense without some sense of who you are. As proven by Zambon’s initia-
tives (see Chapters 4 and 5), this connection can be perceived on both indi-
vidual and organizational level. Each individual part of an organization has to 
be able to attribute a sense to him- or herself, in order to attribute meaning to 
what he or she is doing and vice versa. It can be argued that identity is the 
precursor of the product of sense-making. Anne S. Huff 2  summarizes this di-
lemma by af!rming that ‘in order to exist, you have to act, and to act, you have 
to have some sense of who you are and some sense of what you are trying to 
do.’ These sense-making activities are not stable over time. Again, time plays a 
very important role. When implementing sense-making activities, all the dif-
ferent changing elements within the organizations have to be considered, in 
order to adapt the activities to the changes taking place according to the shift-
ing needs and expectations of the environment and its actors. Accordingly, 
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also the sense-making activities created through narratives have to change and 
adapt. Playing the narrative such an important role in change, it can also be an 
obstacle for an organization’s adaptability3 if does not evolve and develop over 
time.  In this case Czarniawska (2004) calls it a petri!ed narrative.  
 This link between narrative and identity creation related to change will 
be further developed in the following chapter about Identity. 

2.1.3. EMPLOYEES AS AUTHORS AND ACTORS

Seeing narratives only as a matter of management and power discourse within 
the organizational context, could, however, be quite limiting for the research. 
It has to be kept in mind that the aforementioned contribution of each em-
ployee to the overall narrative of the organization can still play a signi!cant 
role in the creation of both an organizational narrative and a network of indi-
vidual narratives. ‘Although individuals are limited information processors, 
each person retains a part of the story line, a bit of interpretation, story per-
formance practices, and some facts that con!rm a line of reasoning’ (Boje, 
1991:106). Each employee has his or her own story and his or her own inter-
pretation of the common narrative. Subsequently, each person adds a unique 
piece of narrative, which can stand on its own, but also creates a building 
piece of the common sense-making narrative. This way of seeing narratives as a 
joint process and as a network of individual narratives will be of great interest 
also in the later chapter about person-organization !t and mostly, in the Zam-
bon analysis. People do not just tell stories, they enact stories, and these stories 
provide legitimacy and accountability for their actions (Czarniawska 1997 
cited in Pentland 1999). 
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2.2. IDENTITY

In order to get a deeper understanding of the previously mentioned connec-
tion between the concepts of identity and narrative, it is necessary to look 
deeper into the meaning of the concept of identity. 

2.2.1. IDENTITY – A DEFINITION

As proven by the high number of literature regarding “identity” the concept 
can be examined in the most different contexts, showing, however, some gen-
eral common features. ‘This absence of common agreement about de!nition is 
what makes the topic so fertile’ (Albert, 1998:3). In this research related to the 
Zambon case study the different meanings of identity are narrowed down to 
only a few de!nitions, which make the understanding of the discussion easier. 
 Keeping this in mind, the explanation given by Ashfort & Mael (1989) 
may be the most useful, since it provides a de!nition focusing on the relational 
aspect of identity. According to them, “identities are the various meanings at-
tached to an individual by the self and by others; these meanings may be based 
on the social roles a person holds – social identities – on personal, idiosyn-
cratic characteristics the individual plays and other attribute to him or her 
based on his or her conduct (2010:137).” Here the relation aspect of identities 
clearly plays an important role. An individual (or an organization) can, there-
fore, not de!ne who he is without relating himself to others and without plac-
ing himself within a speci!c social context. 

2.2.2. FROM INDIVIDUAL TO ORGANIZATIONAL IDENTITY

To analyze an organization’s identity means asking who is saying what to whom, when, in what contexts and 

for what purposes? It crucially involves being sensitive to issues of power and control, hegemony and resis-

tance: does the CEO author different versions of the organization’s identity for different stakeholders? 

What do corporate histories and web sites gloss over, or omit? Whose account of the organization’s identity 

is most pervasive? 

(D. Brown 2006:744)
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Identity, like culture, is a socially complex, often tacit, and organizationally 
complex characteristic of corporations (Whetten et al. 1998). This does not, 
however, mean that it is not relevant. On the contrary, the internal perception 
of identity is a very important factor in all sectors of an organization. Individu-
als need to know who they are and what their role is in the organization. This 
allows them to !nd a deeper meaning and sense in their action.4  In terms of 
organizational ef!ciency, ‘much organizational identi!cation research main-
tains that identi!cation levels affect decision-making and behavior, stereotypi-
cal perceptions of self and other, group cohesion (Ashfort and Mael, 1989), 
commitment (Sass and Canary, 1991) and social support (Haslam and Reicher, 
2006)’ (Alvesson et al. 2008:8). The micro and macro level analysis are, there-
fore, strictly intertwined. Individual and organizational identities strongly in-
"uence each other. I de!ne who I am in relation to where I am and what I am 
part of; the organization de!nes itself according to who is in it.
 Very often organizations also de!ne who they are by comparing them-
selves with others: we are what we are not. Organizational identity is typically 
taken by scholars to be an organization’s members’ collective understanding of 
the features presumed to be central and relatively permanent, and that distin-
guish the organization from other organizations (Albert and Whetten, 1998). 
Many scholars explain this phenomenon with the term of ‘anti-identity’. The 
anti-identity can be created out of necessity when there is an absence of iden-
tity in an organization: we aren’t sure who we are and what we stand for, but 
we de!nitely are not like this other organization’. Very often, time can turn 
this anti-identity into a proper de!nition of the actual identity of the organiza-
tion. The time factor is in fact, an important one to consider when analyzing 
an organization’s identity. As an anti-identity may turn into a well-de!ned 
identity over time, it may also happen that such an identity may become out-
dated. As industries evolve, and as the nature of competitive rivalry in those 
industries shifts, organizational identities will therefore need to be updated 
(Whetten et. al, 1998:90). The social, industrial and economic context does 
force an identity to change. As will be seen in the following case study, this ne-
cessity of innovation is what lead Zambon to the identity renewing process. 

20

4 See previous chapter Narratives and Sense-making.



2.2.3. IDENTITY AS A NARRATIVE

The identities of organizations are, perhaps, best regarded as ‘continuous processes of narration where 

both the narrator and the audience formulate, edit, applaud, and refuse various elements of the ever-

produced narrative.

(Czarniawska-Joerges, 1994:198). 

‘Accounts, narratives and other rhetorical strategies form an important part of 
the arsenal for identity work’ (Ibarra, 2010:135). As Anne S. Huff, professor of 
Strategic Management at the University of Colorado-Boulder puts it, “often a 
story makes identity compelling”. A story can help making the message we are 
trying to transmit clearer. In an organization’s case, relating the main message 
carried by the identity of the organization to a story (e.g. the company’s history 
as in Zambon’s case) can make it more personal and meaningful, and therefore 
also more approachable. Placing single events into a broader picture, locating 
them within a well-de!ned process, can increase its appeal for the members 
involved. As a matter of fact, ‘organizational scholars concur that stories are 
uniquely suited for making sense of ambiguous or equivocal situations because 
they selectively distill fragmented or contradictory experiences and informa-
tion into a coherent portrait’ (Boje, 2001 cited in Ibarra and Barbulescu, 
2010:137). 
 Indeed, ‘from a narrative perspective, organizations’ identities are dis-
cursive (linguistic) constructs constituted by the multiple identity-relevant nar-
ratives that their participants author about them’ (Brown, 2006:731). By de!n-
ing collective identities as the sum of such narratives, the attention is speci!-
cally focused on the complex, and often fragmented and heterogeneous nature 
of identities. It has to be kept in mind, that these individual narratives play a 
crucial role in the creation of the previously described organizational identity. 
Because of this, ‘during times of signi!cant transition, identity work may move 
to the front burner of everyday consciousness as the person seeks explicitly to 
align his or her evolving story with rapidly changing events and self-
conceptions. This is one of the phenomena taking place at Zambon during its 
time of changing identity perception, which will be examined in the later 
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chapters: identity work moves to the front in order to put values into action 
and provide a meaning to actions.

2.2.4. IDENTITY AS IMAGE: FROM THE INSIDE TO THE OUTSIDE

Once identity has been created through the use of narratives, the issue of ex-
ternal communication and perception of this identity has to be examined. Al-
bert and Whetten (1998) introduce a few fundamental self-re"ective ques-
tions, which involve a comparison between identity and external image: “Who 
are we as an organization?”, although Gioia et al. (2000) claim that it is theo-
retically more revealing to cast the question as ‘Who do we think we are’ or 
‘Who do we think we should be?’), and “Who do they think we are”. Accord-
ing to Gioia et al. it is the outcome of this comparison that de!nes how af-
!rmed the organization’s identity is. If the outcome of this comparison is a 
sense that there is no discrepancy between the two perceptions – that the way 
“ we see ourselves” corresponds with how “others see us” – then identity is af-
!rmed, and no apparent need for change exists (2000:68). This implies that 
only a strong identity, which is also re"ected effectively on the outside, can 
create the correct corresponding image. If the way others see us is not how we 
really are, then clearly the relation between image and identity is not success-
ful. 
 This link between inside and outside, between identity and image is, 
however, seen from two different perspectives by theorists. On one hand, 
there are some theorists that claim that in order to let ‘them’ know who we 
are, ‘we’ have to know who we are !rst. On the other hand, some fairly 
weighty managerial !ndings suggest that a way for top managers to push the 
process of changing (or creating) organizational identity along is to project an 
attractive future image that acts like a bandwagon for members to jump on. 
Once people are on board and have bought into the new image, the revised 
image serves as a catalyst for changing their identity (Albert and Whetten, 
1998:45). This makes image the shaper of identity. Applying Dutton and Duk-
erich’s argument  (1991) that ‘organizational image is the way organization 
members believe others view the organization’ (cited in Gioia et al., 2000:65) 
to the latter perspective, would mean that knowing how we would like others 
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to see us, actually helps us turning into it. Somehow this view can be related or 
the concept of antenarrative: a narrative that is not yet taking place and an 
identity that is not existing yet. 
 Thus, before being able to transmit certain messages to the outside, an 
organization needs to create a well-de!ned identity on the inside based on 
those chosen messages, i.e. values, and created through the selected narrative. 
As described in the later chapter, this is exactly what Zambon has been trying 
to do: changing the outside by changing the inside  using a “walk-the-talk ap-
proach” rather than a marketing approach.

2.3. CORPORATE CULTURE AND COMMUNITY

Narratives can contribute signi!cantly to the creation of a strong corporate 
culture and, consequently, also to the sense of belonging to the community of 
the individuals part of the organizations. Accordingly, also identity, both on 
the individual and organizational level, is linked to this reasoning. 

2.3.1. ORGANIZATIONAL IDENTITY VERSUS CORPORATE CULTURE

Corporate culture is a central factor when creating a solid common basis 
within organizations. Its importance and powerfulness is often attributed to 
the power it has of giving meaning to people’s lives, reduce uncertainty and 
create stability (Gormann, 1989:14). Due to this reason, corporate culture can 
be especially important in times of change and transition in organizations, 
since members can feel particularly lost or uncertain about the meaning and 
signi!cance of their actions and roles. Indeed, this is what happened during 
the chaniging process in Zambon (see later chapter). According to Gorman, 
‘by becoming more aware of the elements of the culture, i.e. its deeper as-
sumptions and the forces that sustain those assumptions, managers will !nd it 
easier to cope with cultural change’ (1989:14). As a matter of fact, using cul-
ture as a social glue which keeps the company’s activities together makes it 
most valuable managerial concept in rapidly changing environment (Alevsson 
and Ber, 1992). 

23



 Liam Gorman (1994) recognizes the functions of corporate culture’ 
more distinctively by summarizing them in the following 4 points:

• To transmit learnings; through the organization culture, members learn 
to perceive reality in a particular way, to make certain assumptions 
about what is important, how things work and how to behave, thus re-
ducing complexity.

• To unite the organization; consistency in outlook and value makes 

decision-making, control, co- ordination and common purpose possible at 

all levels.

• To give meaning to members of an organization; people need to !nd 

meaning in their lives; it is important that they feel that they are part of a 

team. Loss of meaning, through the de-skilling of jobs, for example, can 

result in the development of a culture which excludes management.

• To handle strong emotions; emotions ranging from anger, aggression and 

fear to hope and enthusiasm are handled according to the culture of an or-

ganization.

Looking at these functions, it can be recognized how they can also in"uence 
an organization’s identity. Whetten et al, provide a very interesting de!nition 
of what corporate culture is: ‘Culture is the context within which identity is 
shaped, reshaped, negotiated, changed, decayed, and so forth’ (1998:72). Tak-
ing this de!nition as a basis for the following discussion, it can therefore be 
said that without a solid corporate culture no solid organizational identity can 
be created, and without a solid organizational identity no common goal can be 
commonly achieved by all members of the organization. As a matter of fact, 
the best way to make a company successful is to have a culture that in"uences 
all members to adopt, by tacit agreement, the most effective approach, atti-
tude, and behavior. This tacit agreement can be ‘induced’ through more or 
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less explicit activities that have the aim of directing members towards the same 
direction
 Since it has been stated previously that narratives create, form and shape 
identity, it can be assumed, that narratives also shape the cultural context 
within which this identity creation process takes place. Having recognized this 
interrelatedness between identity, narrative and culture, it is understandable 
why no thinking in isolation is possible. Indeed, this would limit the ability to 
achieve a broader picture of the organizational situation and, therefore, limit 
the possible results of the research.

2.4. CRITICAL REASONING

They wanted us to believe that everything is production. The leitmotiv of world transformation, the play of 

productive forces is to regulate the flow of things. Seduction is merely immoral, frivolous, superficial  and 

superfluous process: one within the real of signs and appearances; one that is devoted to pleasure and to 

the usufruct of useless bodies. What if everything, contrary to appearances – in fact according to the secret 

rule of appearances – operated by the [principle of] seduction?

(Baudrillard cited in Czarniawska, 2004)

Some theorists have analyzed narratives from a very critical perspective within 
the organizational context, relating the concept of narrative to a Foucauldian 
notion of power and the idea of corporate culture to the suppression of sub-
jectivity and individuality. Looking at narratives from this perspective turns 
the members of any corporation into passive victims of such a power dis-
course.

2.4.1. NARRATIVE AS AN IMPOSED IDEOLOGY AND DISCOURSE? 

In a Foucauldian (1997) sense, narratives are a form of discursive practice that 
does not merely provide the contextual apparatus for the exercise of power 
over those in organizations, but functions as a disciplinary form that consti-
tutes organizations and their participants in particular ways (Brown, 
2006:736). This implies that the formation of the organizations and the indi-
viduals in it happen through the use of narratives. Narratives are not only the 
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framework in which this (trans)formation takes place, but they are also the de-
termining and directing factor in it. As Clegg (1989: 183) observes, ‘to the ex-
tent that meaning become !xed or re!ned in certain forms, which then articu-
late particular practices, agents and relations, this !xity is power’ (cited in 
Brown, 2006:736). The power to choose and communicate a certain narrative, 
therefore, is the power to choose the de!ned meanings and values in an or-
ganization. Thus, it is argued that narratives actually are power tools that can 
be applied for meaning setting.
 As a matter of fact, Gabriel argues that just as stories can be vehicles of 
contestation and opposition, they can also be vehicles of oppression, easily 
slipping into hegemonic discourse; they can be vehicles to enlightenment and 
understanding, but also to dissimulation and lying (2008). It is underlined how 
corporate power and worker subjectivity intersect within social relations of or-
ganizational domination. According to Fleming and Spicer (2003), one of the 
most important clari!cations of Foucault’s vocabulary regarding the issue can 
be found in Knights and Willmott’s (1989:554) application of Foucault to la-
bor process theory: ‘Rejecting the essentialist view of human nature, subjectiv-
ity is understood as product of disciplinary mechanisms, techniques of surveil-
lance and power/knowledge strategies’ (2003:158).  Here we see an explana-
tion of what is generally considered to be an individual and distinctive way of 
thinking and habit is hardly separated from the context the individual is in. 
Much of the research exploring the relationship between subjectivity and 
power has indeed attempted to understand the workers inscribed themselves 
in power relations and become ‘the principle of their own subjectivity’ (Fou-
cault, 1977:203 cited in Fleming and Spicer, 2003:158). The focus is then on 
the worry of how control systems in"uence workers, without them being 
aware of this power wielded on them. Narrative structure systems of presence 
and absence in organizations can, therefore, possibly insinuate particular sets 
of meanings into everyday practices that are (subconsciously) presented as 
authoritative to the workers, while excluding alternative conceptions (Hall, 
1985 cited in Brown, 2006:736). 
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2.4.2. SHAPING THE INDIVIDUAL FOR A PERSON-ORGANIZATION FIT

Whenever yo

u have what happens to be successful decentralization, if you look more closely, you will discover that it was 

always preceded by a period of intense centralization where a set of core values were hammered out and 

socialized into people before the people were turned loose to go their own ‘independent’, and ‘autonomous 

ways.

(Weick, 1987:124)

These power relations through narratives and discourse strongly determine the 
level of individuality within an organization and act through the corporate cul-
ture within which the latter is shaped. It is, therefore, crucial to also critically 
examine the corporate culture programs and their effects on the selves of 
workers in organizations (Fleming and Spicer, 2003). A good deal of critical 
research has indeed identi!ed how culture building and similar technologies 
are simply systems of management control that aim intentionally to ‘colonize’ 
(Casey, 1995) the identities of workers so that they become more the kind of 
person the company would like them to be. The emphasis would therefore be 
on how an engineered culture is created through which the individual can be 
shaped and turned into the best match for the organization. This ‘shaping 
process’ can lead to well de!ned results and social identi!cation can have clear 
perceptual and behavioral outcomes. When a speci!c social identity is salient, 
members tend to perceive and act in ways that conform to the norms and 
stereotypes of that social group (Whetten et al. 1998:187). The person adopts 
the behavior that best !ts into the social setting he or she happens to be/work 
in. 
 However, there are two main critiques that are made to the above de-
scribed power issues: (1) It can be naive to assume that identity can be pushed 
in any direction without inertia, pain, resistance and unintended consequences 
(Alvesson, 2010:637). Saying that individuals are victims exposed to the power 
and knowledge coming from ‘the top’ without any will and drive on their own 
could lead to a ingenuous generalization of the issue; (2) It is proposed that 
organizational control is often based on a particular understanding of power; 
an understanding that views power as negative and repressive (Jermier et al 
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1994: 1-24 cited in Kentola and Seek, 2009). Kantola and Seek (2009) claiming 
that power is equated with domination and subjugation (Daudi 1986; Burrell 
1998). According to them it appears that the accounts of organizational con-
trol are often based upon negative conceptualizations of power, and this con-
ceptualization of organizational control seems to be taken as a fact that is only 
rarely questioned in the critical organizational literature. 
It is, therefore, necessary to take none of the above described de!nitions and 
explanations as conclusive. Each one of them has to be looked at critically and 
related to the chosen case study. Each organization is different and each has a 
different way of dealing with identity and cultural issues. Due to this reason 
the following chapter describes which methodology has been applied to this 
speci!c study, in order to achieve the best possible results related to it. 

3. METHODOLOGY

The research method of this research is based on one speci!c case study:  the 
pharmaceutical company Zambon in Italy. Having this speci!c business case 
to analyze and look at provides the opportunity to verify theoretical results 
achieved through the analysis of the existing literature. 
 Case studies were the major research tool of early business policy schol-
ars, but over the past two decades, strategy research has become more quanti-
tative, adopting methodologies that require constructs and variables that can 
be both readily and reliably measured. (A. Whetten, 1998:96). Due to the na-
ture and aim of this research, it seems appropriate to use the theoretical re-
search of existing literature combined with the above-mentioned actual busi-
ness case, indeed.
 In fact, as stated by A. Whetten it is also proven that most of the empiri-
cal studies on organizational identity conducted by strategy researchers have 
used the case study methodology (1998:95). The advantage that case studies 
offer over other research methods is the opportunity to draw on the perspec-
tives of organizational members while also understanding the organizational 
contexts (Yin, 1994 cited in A. Whetten, 1998:95). 
 More speci!cally, the Zambon case study was chosen due to the particu-
lar nature of the project applied by the company in order to modify and renew 

28



its corporate culture and identity. In addition to that, knowing also a direct 
contact person within Zambon, was a valuable reseource to get the informa-
tion needed for the analysis, making a deeper understanding of the project and 
its impact possible. The ‘humanization process’ which Zambon has been un-
dertaking since 2006 has been an attempt to revitalize and rennovate the com-
pany by using cultural initiatives as a changing tool.
 Case studies of organizational identity and business values not only al-
low researchers to interact with managers and actors, but they also provide re-
searchers with an appreciation of how context and history have been both 
shaped by individual beliefs. This is exactly the case of the research done on 
Zambon. Indeed, the chosen case study is strongly in"uenced and signed by 
the context and history in which the company has developed and grown. de-
veloping a very strong narrative which has been in"uencing the way of work-
ing and making business. As a result a broader picture of the strategic and his-
torical development of the company needed to be achieved, in order to be able 
to have a better understanding of the examined issues. 
 Qualitative interviews and observations make up the data this paper is 
based on. As summarized by Smircich and Stubbart (1985), “Rather than seek-
ing a detached Olympian perspective on an industry or !rm, interpretive re-
search explores what strategists were thinking, why they acted as they did, 
what they wanted to accomplish” (1985:733 cited in A. Whetten 1998:95). The 
research method applied in this study has the aim of answering these questions 
relating them to the speci!c Zambon case. Even though the main focus of the 
study has been to verify the assumption that culture can play a determining 
role in an organization through the use of narratives’. , throughout the re-
search (both primary and secondary) a few additional sub-topics emerged. Not 
all of them had initially been considered importand for the purpose of the 
study. Indeed, initially the focuse was mainly on the importance of narrative as 
a sense-making and identity-creating tool inside an organization. However, it 
quickly became apparent, both in the interviews and the observations that also 
the history of the company being a family business, the role of the leader, and 
the use of play as a communicating tool were signi!cant aspects of the chang-
ing project in Zambon. 
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Some scholars question whether research interviews are suf!cient to under-
stand identity construction processes in organizations. Scholars advancing this 
critique typically call for methods that enable access to what people do as well 
as say, and ‘hanging out’ via observation is a primary answer (Barley and 
Kunda, 2001 cited in Alvesson et al, 2007). Due to this reason, observation 
methods were employed during !eldwork, primarily during project-related oc-
casions, such as workshops, teambuilding events and meetings. 

3.1. THE OBSERVATIONS

One condition imposed by Zambon where that the observer could not partici-
pate in the workshop or interfere in any other way in the development and 
implementation of the activity. For this reason the observations were mainly of 
passive nature, avoiding any direct interaction with the observed participants 
and any outcome bias.
These non-participant observations were carried out at three events during the 
whole month of July 2012:

• Values Day: This event takes place twice a year and describes to manag-
ers and general employees the value-related results, events and future 
plans through presentations and workshops. The observations were car-
ried out at the Values Day on July 10th, 2012. 

• Rugby Teambuilding Event: The sport-related teambuilding events took 
place at all the different Italian and Swiss Zambon headquarters. 

• Good Morning Zambon: This presentation lasts one afternoon and pre-
sents the !nancial results achieved by the different divisions. The event 
took place on July 31st, 2012.

These events were chosen for the observations since they are some of the key 
activities of the project and they provide a good general perception and over-
view of the aim and impact of the changing process occuring in Zambon.
 In this study the observations are reported using a style similar to “eth-
nographic realism”. The descriptive style of this genre presents an author 
functioning more or less as a "y on the wall in the course of his sojourn in the 
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!eld - an objective, unseen observer following well de!ned procedures for data 
collection and veri!cation (Kunda, 1992:229 cited in Czarniawska, 2012). This 
presentation style was used as much as possible in the boxes describing the 
observations in this research. In the boxes the events are described in a de-
tailed manner providing a realistic vision and a detailed picture.

3.2. THE INTERVIEWS

Once the data of the observations was transcribed and analyzed, it was possi-
ble to conduct the interviews between September and October 2012. Having 
already a general idea of the project and the philosophy and reasoning behind 
it, it was possible to ask event-related questions in addition to the planned 
questions related to the overall project and the analyzed theoretical knowl-
edge. 
 In order to get an overview of what I would de!ne as the ‘humanization 
process’ of the company the !rst interview was conducted with Stefania 
Torelli, Communication and Learning Manager at Zambon. Since she has 
played a signi!cant role in the creation and organization of the process since 
the very beginning, she has been able to provide a general overview of the pro-
ject and the single events, which avoided unnecessary practical questions in 
the following interviews. During that interview a schematic chronological 
overview of all the events was used as a starting point, in order to verify if 
there had been a correct understanding of the process and its elements up to 
that point in the research. With her help the table was adjusted and completed 
and can also be found in the following chapter of this paper. 
 Having gained a complete picture of all the initiatives carried out by 
Zambon from 2006 up until today, the second interview was conducted with 
Elena Zambon, president of Zambon and grandchild of the founder Gaetano 
Zambon. This interview had a completely different format than the previous 
one, since the number of questions was smaller. This made it possible to give 
the interviewee more freedom in answering and allowed Elena Zambon to 
truly narrate her vision and point of view of the process. 
 All interviews were conducted using a thematically arranged interview 
guide, where subjects and issues to be discussed were speci!ed, though room 
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was left to allow other relevant topics to surface and be further explored dur-
ing the interview. Each interview lasted 40-80 minutes and took place either in 
the Zambon buildings in Bresso and Vicenza or at the In-spire of!ces in Mi-
lan. The interviews were recorded and subsequently transcribed for a proper 
thematic analysis. In order to allow a more natural and spontaneous "ow of 
the conversation, the interviews were conducted in Italian, mother tongue of 
all the interviewees. Due to the nature and aim of the research the relevant 
parts were then translated into English. 
 One important issue to keep in mind is the fact that all the interviews 
were carried out in the workplace, i.e. Zambon’s of!ces. This setting could 
possibly have affected how boldly and frankly employees spoke about their 
workplace and it could have made sharing criticism more dif!cult (Pedersen & 
Johansen, 2012:8). However, given the nature of the interviews and the will-
ingness of the interviewees involved, the setting did not seem to have had any 
signi!cant in"uence on this study. 

The results of my research, could, however, be partially weakened by the fact 
that managers, blue-collars and of!ce workers could be examined equally dur-
ing the observations, while the same hierarchical balance has not been possible 
during the interviews. The interviews were, indeed, conducted with the man-
ager of communications, an external consultant, the president of Zambon/
granddaughter of the founder and the director of the foundations. It has not 
been feasible to interview actors of lower hierarchical levels. The information 
regarding the feedback of workers and employees and the understanding of 
the impact the project had on them and their work, were merely achieved 
through the observations on the !eld and during the workshops. Thus, further 
research on this speci!c topic could be done by conducting interviews and fo-
cus groups collecting employees’ and workers’ view of the cultural process.

4. CASE STUDY

My message to researchers today is: You can no longer ask only me or look only inside of me to understand 

my identity. You can also no longer take a single snapshot of me at one point in time and believe that you 

have captured my identity. In these times of turbulence and change, you can only begin to understand who 
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I am by focusing on the dynamic arena of image projections and interpretations. That is  where my identity 

is being shaped and reshaped. 

(C. Marlene Fiol in Albert and Whetten, 1998: 68)

This case study is used to examine how a cultural approach to the business of 
an organization can have a positive impact on the individual’s approach to his 
work and actions in practice. It aims to verify if (and how) a cultural narrative 
can provide a !l rouge that gives meaning and sense to an individual’s actions 
in the organization contributing to the creation and the persistence of a strong 
identity .

4.1. ZAMBON

4.1.1. THE COMPANY TODAY

Zambon Company, and industrial holding owned by the Zambon family is an 
Italian venture with 106 years of experience in the chemical and pharmaceuti-
cal industries. The company comprises different divisions (Zambon SpA, 
chemical ZaCh, Zambon Chemicals, Zcube, Zambon Immobiliare and Zam-
bon Group). 
 According to the most recent !nancial analysis the company’s !nancial 
performance in 2011 has been satisfactory on a global level, despite the in-
creasing regulatory dif!culties and pressures on the chemical market. On De-
cember 31st, 2011 its consolidated business revenues was €562 million with a 
gross operating pro!t of €80 million. The Zambon Group employs more than 
2652 workers worldwide. 33% of them are in Italy. The headquarters are in 
Bresso (Milan-Italy). The of!ces are in 15 countries in Europe, Asia and South 
America and the production plants in Italy, Switzerland, France and China. 

4.1.2. THE COMPANY’S HISTORY

Gaetano Zambon founded the company in 1906 together with two partners. 
Since the very beginning the company has had a strong tie with the family. 
Zambon turned into an industrial company right after World War Two in 
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1920 amplifying the production portfolio and turning into an industrial com-
pany with modern standardized working processes. Gaetano Zambon contin-
ued to be the clear head of the company. He was the one setting the moral and 
ethical standards and values within the company. Within the 30s Zambon had 
turned into a nearly completely self-suf!cient company: nearly everything, 
from packaging to synthetics was done in-house. 
 In 1946 Alberto, Gaetano’s son, of!cially entered the company. A few 
years later he formally took his father’s place. In addition to the entrepreneu-
rial responsibility, Gaetano Zambon left his son a signi!cant human and moral 
responsibility towards the 500 employees depending on him. His words are 
still used as moral and ethical guidelines for the company today.

“Our economic situation is in a certain way (much)  higher than the average, but we know that this implies 

significant “human” responsibilities. There are more than 500 people working for us, and one step in the 

wrong business direction could touch the life of many families.”

(Extract of the “moral will” Gaetano Zambon left when leaving the company)

Alberto Zambon started leading the company towards a more international 
business approach. Nevertheless, he renovated the “philosophy of the big fam-
ily” still applying the “caring leadership” model.  One of his main goals was, 
however, to maintain the company’s complete autonomy. He repeatedly de-
nied acquisition offers from various multinational companies and also several 
partnership propositions. In 1962 the original headquarter was moved from 
Vicenza to Bresso, near Milan offering a more central location in terms of lo-
gistics.
 During the late nineties Zambon was forced to face signi!cant changes 
in the market and thus also in the industrial structure of pharmaceutical com-
panies. As a matter of fact, Zambon’s industrial structure had to be adapted to 
the changing market and the company had to turn multinational in order to 
keep pace with these decisive changes. Similarly, also the approach to the 
market itself had to be changed, since some Zambon products were moved 
from category A to category C5  in 1997. This implied, among other changes, 
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the introduction of a different pricing strategy and a revised relationship with 
the market. Additionally, the examination of new research in genetics related 
to pharmaceutical sciences set new standards in that sector, weakening Zam-
bon’s previous strength in the research sector. Consequently the company was 
forced to move a great part of its research centers abroad. This implied various 
risks related to this novelty and also additional costs. During the same years 
different pharmaceutical companies started merging, forming big global giants 
able to act powerfully within the modern market. Zambon clearly had to ad-
just, in order to face this high level of pressure coming from all these changes 
in the system. 
 Furthermore, during those years, the company also had to deal with a 
big generation gap. Alberto Zambon died in 2007 at quite a young age and the 
Zambon sisters, currently on top of the company with Elena Zambon, have 
only taken his spot a few years after recent years. This caused signi!cant lead-
ership problems and considerable weakness in the company’s corporate cul-
ture, marked by insecurity, over-bureaucracy, self-re"ection caused by the 
previous market changes and studded by a very signi!cant paternalism carried 
over from the past leaders.
 In the later chapter regarding the aim of the analyzed project, I will il-
lustrate how Zambon, and in particular Elena Zambon herself, have tried to 
face these instabilities of past through the introduction of this renovating cul-
tural plan. 

4.2. THE PROJECT OF CHANGE

The need for increased "exibility and ef!-
ciency has encouraged Zambon to steer its or-
ganizational structure towards an increasingly 
integrated model where internal divisions, dif-
ferent legal entities, teams, suppliers and dis-
tributors can develop a higher level of organ-
izational integration among each other. The 
constant af!rmation of the group's identity 
has recently led Zambon to reshape its Busi-
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ness Brand as an Italian company whose unique nature shows distinctive traits 
of entrepreneurship and Italian craft.
 Zambon, with a !rm business identity, also communicates actively both 
internally and externally using its brand, with accounts of its history, its suc-
cess and its changes, with its values and not least with its products, of which it 
is extremely proud.6 The noteworthy issue about this speci!c case study is how 
the pharmaceutical company Zamabon has decided to change its working cul-
ture. As previously explained, the company has a long history, which has lead 
to signi!cant changes in the organization, the management and the way the 
company is lived and perceived from the inside. The question is what impact 
these changes have had up to today on the different levels of the company. 
 Elena Zambon has been determined to bring the pharmaceutical com-
pany back to its roots trying to encourage at the same time innovation through 
an open dialogue within the company. Zambon believes is not enough to pro-
ject values only to the outside in advertising and marketing campaigns – em-
ployees must personally feel and subscribe to the company’s historic values as 
well. The values the founder Gaetano Zambon strongly believed in are put 
into practice through actual initiatives and projects, that have the purpose of 
making employees identify with the company they work for and the brand the 
represent.
 Throughout this process the history of the company and the renovated 
narrative created by Elena Zambon herself in cooperation with external coun-
selors and internal communication experts has been used as a solid basis for 
this development. The aim is to create a ‘humanized’ company, in which each 
individual counts as much as the achieved !nancial business results.

“In a sense, our economic situation is far above average, but we know that this carries with it significant 

"human" responsibility. There are more than 500 people who work for us, and one misplaced step by man-

agement could touch the lives of numerous families.”

(Gaetano Zambon- founder  13 November 1953)
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4.2.1.  AN INTEGRATED COMPANY: ‘HUMANIZATION AS A PROCESS’

“ It is important to see how the company has undertaken a process and not a single event.  The event is part 

of a process.”

( Andrea Vitullo)

The sum of all the events and initiatives developed and carried out at Zambon 
starting from 2006, creates an ongoing process. Seemingly, this process does 
not have a clear starting point and clearly it has an open ending. As opposed to 
the commonly adopted method of (1) writing down the process, and then (2) 
following the steps of the process by acting, Zambon has started being an ‘in-
tegrated company’ by acting. The effects on the people were examines, in or-
der to see how the initiatives could be improved, adapted and/or changed.

“We first had the need to do things and then we wrote them down. My personality and my way of thinking 

probably would have preferred if the actions were anticipated by a sort of theoretical  manifesto to apply on 

actions. Whereas reality is the opposite. Maybe it happened because we are a family business, because 

there is an entrepreneur. As a matter of fact, we actually first did things and while we were doing them we 

understood which were the key messages.”

(Stefania Torelli)

Competences and values have been combined through an experimenting at-
tempt of putting them into concrete actions. Only after a few initial trials, the 
leitmotiv of the desired formula for the integrated company could be written 
down. As described Stefania Torelli described during her interview, the pro-
ject and the single indputs given to the company had to be adapted each time 
they were put into practice. Even todaythere still is no general formula and 
de!ned way of acting. 
 The unusual initiation and development of the process has consequently 
generated a more practice-oriented interpretation of the ‘written guidelines’ 
that had to be kept in mind.  

The ‘humanization’ process started in 2006 and has since always been de!ned 
by a few crucial elements, which have been introduced and adapted with time: 

• The company’s history: a solid narrating base and proof of the com-
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pany’s persistence over the years. The history is not told as a traditional 
company history !lled with !gures and data, but as a long account of 
more than one hundred years of family history that became so inter-
weaved with the business that they eventually grew together as one. A 
crucial !gure of this history is the founder Gaetano Zambon. His letters 
and writings are still used as moral and ethical guidelines by his follow-
ers.

• The working spaces and common areas: social areas where human rela-
tions are built on top of the occurring working anonymity. Benvivere” 
(Living Well) guidelines have structured the new design of the common 
spaces with the aim of enhancing quality of life at work by improving 
the comfort and appeal of shared work spaces, that are designed to en-
courage meetings and relations between colleagues, to provide welcom-
ing environments with opportunities for individual expression and crea-
tivity, or for simply getting to know one another.7

• The code of values: written guidelines that have been used since 2009  
as the theoretical basis on which the practical decisions have been built 
on. It lays down a set of values which the Zambon Group recognizes, 
shares and promotes, in the knowledge that a business run on principles 
of diligence, correctness and loyalty constitutes a driving force for eco-
nomic and social development.

• The internal communication: important bonding and networking tool 
inside Zambon. It gained more importance in recent years. e uni!ed 
communication network has been a determining factor in connecting 
people within Zambon and creating an effective and valuable relational 
network.

• Events and workshops inside the company: culture in practice. They are 
used to make members live !rst hand the value-related culture. Creative 
workshops, teambuilding sport-events and interactive quarterly meet-
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ings are only a few of the communication initiatives. 

• The Museum: physical representation of the historical narrative. A for-
mer industrial shed is used to exhibit physical and immaterial objects 
that represent the historic legacy of the company, giving visitors a slice 
of Zambon history. 

• Foundation ZOÉ: medium to communicate health. ‘Zambon Open 
Education’ is a very important tool, through which Zambon interacts 
with external stakeholders and creates a network among them. Even if 
the foundation’s actions are not always openly related to the Zambon 
brand, they still transmit the message of communicating culture and 
health. The aim is to disseminate new knowledge on the subjects of 
health and wellbeing based on opinions of the public and selected target 
workers.8

• The products: media to communicate to consumers. 
The design packaging has been an important message-delivering tool for 
the Zambon brand. It communicates the company’s culture and values. 

The vast majority of message-delivering media has been applied internally, 
considering internal belief in the values as an indispensable prerequisite of an 
effective external message delivery. The external dimension can be reached 
successfully once there is balance and coherence between what is communi-
cated to external stakeholders and what is believed and done by the internal 
stakeholders. Consequently, the change of how the identity of Zambon is lived 
by every internal stakeholder has inevitably also lead to a change in how the 
corporate culture and identity itself is communicated !rst inside and then also 
outside the company. 

“With the hundredth anniversary, Zambon started questioning itself, which could be activities not strictly 

related to the business that could bring some benefits to the territory (of Vicenza), to the reputation of the 

company, the image…or to any other aspect of the company.”

(Luca Primavera )
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The table on the following two pages summarizes all the single elements and 
initiatives that are part of the process in a chronological overview. Events and 
sub-events are related to the changes that have occured at a broader corporate 
level. This will provide a general picture, allowing a better understanding of 
the overall construction of the process. Due to the high number of events tak-
ing place only in the foundation, all the initiatives of ZOÉ were left out from 
this visual summary.[The events or sub-events in grey cells are related to
the observations described in the boxes in the following pages.]
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4.2.2. THE AIM

“I wanted to give back liveliness and vivacity to a group of people, a community, which I found “asleep” and 

resigned after all the time I had been away. There was a lot of carelessness, both in relation to their shape 

and to the care about themselves. Consequently, also the ability of finding the resources and the will  to act 

within themselves was shabby. This macro-objective does not only exist for its own sake. People at the end 

definitely get benefits from it, because they work better. But essentially I thought it was the only way to re-

establish and re-construct an environment, which was able to catch possible opportunities, especially in 

the field of innovation - which today generally develops only vertically. Innovation had to provide ideas and 

cues through the exchange and interrelation between disciplines.”

(Elena Zambon)

The statement of the President Elena Zambon shows how the aim of this 
process of change is,  the renewal of the Zambon culture and identity: creating 
a strong feeling of belonging and a strong understanding and belief in those 
values, that were originated by Gaetano Zambon and are brought back to the 
contemporary routine by Elena Zambon today. This new culture should en-
courage innovation trough a bottom-up dialogue and an equal interrelation 
between the different actors involved in the business. Culture is to be used as 
the glue keeping everything and everyone involved in the Zambon business to-
gether while moving towards a successful innovative business. This arousal 
and ‘awaking’ of the whole company has the aim of contributing signi!cantly 
to a new interpretation of the old Zambon identity.

“The hundredth anniversary of Zambon in 2006 was an opportunity for everyone to rediscover the com-

pany’s identity, which had not been forgotten, but maybe had somehow ‘fallen asleep’.

(Stefania Torelli)

A very strong historical narrative on which to build on was already present. 
The potential value of the company’s history as a resource was recognized by 
Elena Zambon and the team working with her. The aim was to make everyone 
r e c- ognize and exploit this potential using it as a strategic resource for 
inno- vation, From the interviews it could be understood that the goal was 
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and still is to remember the history of Zambon and the values which were at-
tached to the company’s grwoth, relating them at the same time to an innova-
tive and productive way of working. The antenarrative envisioned by Elena 
Zambon exploited the value of the existing historical narrative applied to a 
contemporary setting. The modern market required a strategic change. The 
mission of the ‘humanization process’ has been to meet this requirement with-
out bringing at the same time back the original values and believes of Zam-
bon’s way of working.

4.2.3. THE ACTORS

The observations of the !eld and the interview with the consultant Andrea Vi-
tullo showed that the achievement of this goal and the feasibility of each part 
of the changing process strongly depends on the reaction and attitude of all 
actors involved in it. All the individuals, i.e. workers, employees and managers, 
that are part of the project determine the development and the outcomes and 
effects of each initiative. Their reaction and attitude towards the initiatives and 
towards  a new culture within the company, de!ne the results/success of the 
process. 

I think the base of all the projects was the will  of setting something back in motion; the will of making peo-

ple live in first person - as main characters - those things that maybe in the past were left in the hands of 

one single person  […].

(Elena Zambon)

From the interviews is was very clear that the main actor within the process is 
Elena Zambon. Even though she has an human resources and communication 
team working with her on this project, she clearly is the one who comes up 
with the main ideas and has to approve each single initiative before it is im-
plemented.  She participates in every single step of the path. andtogether with 
the team of Zambon and with the external counselors of In-Spire9 she thinks 
through every single element of the project. In addition to that, taking person-
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ally part at the events and initiatives is one of the main components of her 
working philosophy. The key role of Elena Zambon will be looked into more 
deeply in a following section.

4.2.4. BUSINESS VERSUS VALUES

I think it is necessary to always be in agreement with the business people. That’s why I had a ‘Table of Val-

ues’, where I shared with them the ideas for these initiatives (…). In a production plant you can’t simply 

keep the operatives away from the working system (…). We had to understand when we didn’t create any 

problems for the business.

(Elena Zambon)

In Zambon, at the higher hierarchical levels, managers have often seen the re-
lationship between business and the value-process as a contrast: You can’t 
have both. The value process operates by making actually become values and 
culture part of the business. Merging the two approaches in one of the goals. 
Culture should act as sense-making tool for all employees. Interweaving the 
values with the business changes the approach to business. 
 However, from the research it resulted that at the very beginning the 
Zambon management were concerned that these ‘humanization’ would keep 
people from doing their job. They worried that, all these welfare facilities part 
of Benvivere could be a great distraction from business, if they were not con-
trolled and used adequately. From the observations and the interviews, it has, 
however resulted, that people hardly ever use the Benvivere spaces outside the 
time-frame, in which they are supposed to use them. 

You don’t see people playing ping-pong in the afternoon, when they are supposed to sit in front of their 

computers. Sure, maybe their breaks have gotten a tiny bit longer, but this change can be lived with no 

stress at all.

(Stefania Torelli)

The way Zambon members see their work and their working environment has 
actually changed. As could be observed during the visits at the Zambon head-
quarters in Bresso, workers enjoy their lunch or coffee breaks by meeting in 
the lobby or in the garden. Elena Zambon explained how many female em-
ployees also regularly take bene!t from the laundries tat were installed in some 
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establishements. That way the amount of stress caused by the necessaity of 
balancing family and work has been partially reduced. 
 These common areas are often used as a place where to exchange ideas 
freely ncouraging the dialogue between teams and between individuals. This 
has lead to a more personal involvement of the individuals in the work they are 
doing and at the same time has increased productivity. Indeed, people are 
more aware of other members of the same Zambon community are doing and 
the common goal and mission of making business is perceived more strongly

46

VALUES DAY 

Tuesday, July 10th, 2012
Via Lillo del Duca 10 – Bresso (MI)

MORNING SPEECHES

8:30: Little groups of people enter the building opposite the Zambon HQ in 
Bresso/Milan: the Zambon Open Circle, a seemingly anonymous warehouse 
from the outside and an interesting space to gather, meet and discuss inside. 
Chairs are arranged in a circle providing a “natural” stage in the middle. Four 
screens provide Italian and English presentations related to the speeches, giv-
ing foreign managers attending the event, the possibility to understand the 
things said.
e lights, the screens, the carpets on the stage as well as the CEO’s clothes (is 
it a coincidence?), perfectly match Zambon’s brand color.: 
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8:45: e meeting begins with a short introduction of two new international 
managers. e personal and entertaining power point presentation contains their 
childhood and family pictures, gives a human touch to the description of their 
professional path. Right aer, all the new employees taking part for the #rst time 
at the Values Day are asked to stand up and are officially welcomed to Zambon. 
e topic of the year is introduced, even though it appears like a mere formality 
since it seems that all employees are already aware of it. 

9:00: e #rst presentation provides an overview of what a brand is relating it 
also to Zambon’s functionality and reputation. e “lecture-like” presentation 
keeps the atmosphere quite traditional, making it difficult to keep participants’ 
interest alive. e second speaker, Antonio Ghini, director of ‘e Official Fer-
rari Magazine’ and in the past also involved in the marketing activities of com-
panies such as Renault and Henkel, gives an entertaining speech and demonstra-
tion of how a brand can be used effectively. 

11:00: Aer Ghini concluded his speech with an amusing video everyone is in-
vited to access the Museum where a buffet has been set up.  is gives all the 
participants the opportunity to freshen up their minds and discuss what they 
have just heard with their colleagues. e atmosphere seems quite unconven-
tional and relaxed. 

11.25: Now Elena Zambon’s moment has arrived. Leaving her seat next to her 4 
siblings in the #rst row, she greets the approximately 150 participants. with a 
warm smile Aer an apology to the foreign managers for having had the previ-
ous presentations only in Italian, she starts her speech about ‘2012 as the Brand 
Year’ and the new ‘testimonial #gure’ Andy Warhol, switching continuously from 
Italian to English. “Industry is art” and “Everything has its beauty but not every-
one sees it” are only two of the numerous artist’s quotations she uses to explain 
the reasoning behind this choice of selecting Warhol as the guide through 2012. 
e philosophy behind Warhol’s work is related to Zambon’s values, to the com-
pany’s value path and also to the meaning of the brand. Authenticity, communi-
cation and identity are the key concept throughout the explanation. 

e morning ends with the explanation of the aernoon workshop for the 40 
chosen employees. 
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WORKSHOP: ARTIST FOR ONE DAY

Aim:
Use art as a communication tool
Get rid of adult encumbrances
Cooperate with others combining different identities and views
Brief:
e four teams have to build a sculpture representing Zambon with its main 
elements, using industrial leover materials. e sculptures will be exposed on 
the 31st of July at the company’s “Good Morning”.
Steps:
e participants are divided in four groups (each made of 5 participants).
Two groups have the opportunity to express their creative view of Zambon freely, 
while the remaining 2 groups have to use a “Warhol-style”.
Each group has an external creative group leader coming from the MUBA (Chil-
dren’s Museum in Milan).
Pictures related to Zambon collected by all employees are used as starting point 
for re&ection and inspiration.
e groups brainstorm ideas in order to see what feelings and concepts the 
group members share.
e groups build their sculpture using the material.
Each group has to give a title to its masterpiece and sign it.
All “artists” gather in a circle and discuss the experience: their feelings, emotions 
and difficulties.
One speaker presents and explains the sculpture to the other groups and also to 
the managers coming to a viewing at the end of the day. 
Observations:
Older employees have a harder time letting themselves go.
Some “single-players” go their own way without considering the group’s deci-
sions.
Many participants don’t know their colleagues names.
Informal way of talking to each other (no Italian courtesy form).
ere is a lot of curiosity regarding the other groups’ creations.
e pride at the end of the creation is clearly visible – also through each group’s 
own applause.
ere is also experience-sharing dialogue between groups.
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4.2.5. THE CHANGE: REACTIONS AND EFFECTS

Zambon’s process of change has proven that some narratives may be more im-
portant than others in the innovation process of an organization. As Pedersen 
and Johansen (2012) claimed, some narratives may be a stronger ability to cre-
ate space for collaboration and interaction by persuading others to participate 
and make common sense strategies. This is exactly what is taking place at 
Zambon. Some elements of the process, which may have their own narrative 
within the broader changing narrative, may be more able than others to create 
an environment of shared acceptance concerning the skepticism and insecurity 
related to such a bid change. The workshop described in the box at the begin-
ning of this section is one such example.  
 Observations have shown that younger employees have an easier time 
adapting to change and accepting the new approach to business. Both, at the 
Rugby Teambuilding event and at the Artistic Workshop, younger participants 
easily accepted the informal approach and the absence of any hierarchical 
roles during the activity. On the contrary, participants with a longer past in 
Zambon, did not slip into this new way of interacting easily. Insecurity was of-
ten hidden behind skepticism and negativity. Setting the workshop into the 
broader picture of the value creating narrative, helped many of the older par-
ticipants make sense of the unusual environment and activity. Having a ‘story’ 
on which to lean on, helped them better understand ambiguous situations. 
This reaction, clearly re"ects Boje’s (2011) explanation of the role of narra-
tives: selectively distilling fragmented or contradictory experiences and infor-
mation into a coherent portrait. In Zambon’s case the whole narrative value-
creative process gives the single inputs a place and a reason-to-be in the overall 
portrait. 
 This sense-making effect of the new narrative has, however, not been 
perceived by everyone at all levels. Sometimes it has only been perceived at a 
later stage of the process, when people started seeing a clear connection to the 
renewed identity creation of the company. At the beginning the reactions were 
quite negative and suspicious. Only a very limited number of people could 
understand Zambon’s long-term changing process and vision. 
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There were two main reactions. On one hand, some people immediately perceived that there was a lot of 

good faith and well-meaning and that there was a big desire of carrying this investment on. (…) On the 

other hand, there was a high level of distrust: “You’ll see, in a few months they’ll  get tired and they’ll drop 

everything.” Elena’s persistence, though, has slowly beaten this resistance.

(Stefania Torelli)

Setting the different elements of the process in a well-de!ned context helps 
giving meaning to the different inputs that are given on the different levels. In 
Zambon’s case the context is the well-de!ned process of change where each 
element is a single step of this path. When put together the elements create a 
narrative and make sense. As a matter of fact, sense-making can be seen as the 
attempt to integrate a new event into the plot, whereby it becomes under-
standable in relation to the context of what has happened (Czarniawska, 
1999). 

[…] each single letter/container in the museum (Z-A-M-B-O-N) is a symbol. These symbols help to con-

centrate on the main topics, to focus on them and start thinking about what they may mean, mainly, in our 

case, as matrixes of values.

(Elena Zambon

The letters of the museum constitute only one set of elements within the Zam-
bon narrative. They somehow create their own narrative within the broader 
narrative of change – a path within the path. Other elements in the plot may 
be the single initiatives, such as the Mini Parliament or the Values Days (see 
the Table in the previous chapter for the complete list of elements). All these 
elements are inputs that the company provides to all the actors involved in the 
narrative of change. 
 One problem has, however, sometimes been the amount of inputs given. 
From the interviews it resulted, that from the employee’s feedback it was per-
ceived that the high number of initiatives sometimes confused and worried 
them. Individuals sometimes feel overwhelmed by all the innovative ideas lead-
ing them towards change. Giving up old traditions and changing what you has 
been your organization identity and also part of your individual identity is not 
easy to accept. In Zambon this resistence has been fought by the project lead-
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ers showing persistence in following the chosen path and faith in its success. 
Elena Zambon’s role has been crucial for this (see following section). 

4.2.6. THE WORKING COMMUNITY AS A TEAM

Sometimes it is difficult to face the issue of meritocracy. There is a feeling of injustice related to the fact 

that there are some people working twice as much as their colleagues, doing just as much as is necessary. 

People perceive it as a profound injustice, because everyone is treated the same way and, therefore, there is 

no acknowledgement.  Some of them said: “Well, if how much I do doesn’t change anything, then….” These 

were the arguments and ways of thinking I was trying to change. As a matter  of fact, each community func-

tions like this: a family, a school-class etc. I think it is part of the people’s personality.  They wouldn’t know 

how to act and think differently. On the other hand, there is also the concept of “team”, according to which 

you have to take also the slower and lazier ones with you. Perhaps it becomes your responsibility to take 

them on board and even make them reach your same speed.

(Elena Zambon)

Both, the perception of meritocracy and hierarchy are two aspects of 
community-life that had to be changed in order to try to reach the new way 
work was lived and perceived at Zambon. 
 For many members of the community the idea of giving up the tradi-
tional relation between hierarchical roles was quite bewildering and confusing. 
For managerial reasons the formal structure and role distinction had to be 
maintained, but at the same time the way this structure was lived wanted to be 
changed. The aim was and still is to facilitate and foster the dialogue between 
the different levels. Encouraging the exchange of information and the com-
parisons between ways of thinking and working should boost the innovation 
process. The renewed internal communication system and the new way of 
structuring internal events have the aim of transmitting this message. How-
ever, showing this new approach at structured corporate occasions is generally 
easier than actually applying it to the daily business. As much as managers and 
workers can feel part of the same team at the rugby-teambuilding event, once 
they get back to work the original formal role distinction is still present. On 
one hand, this is necessary to keep the business functioning in an effective and 
productive manner; on the other hand it is unavoidable due to the dif!culty 
people face when required to abandon traditions. From the observations at the 
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rugby event, it has been clearly visible how skeptical workers are regarding 
this new approach: they are asked to express their thoughts, doubts, fears and 
ideas freely with everyone, no matter what their title and role in the hierarchi-
cal structure is. This skepticism was explained by the fact that at the end, the 
decision-maker is only one and he is the one that requires from them certain 
goals, achievements and behaviors. 
 Consequently, as much as workers and employees can feel and act as 
team-mates during the rugby match or even during the creative workshop at 
the values meeting, once they get back to the working place, the original hier-
archical relations are inevitably back. Nevertheless, as Chatman (1991) ex-
plained, ‘through such initiatives the !rms seek to instill certain values and ex-
pectations of behaviors’ (in Autry and Wheeler, 2005).  These values and ex-
pectations should then slowly become intrinsic to the people’s attitudes and 
behaviors within the organization. 
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RUGBY TEAMBUILDING

FRIDAY, JULY 27TH, 2012

LONIGO HEADQUARTER – VICENZA

“Rugby is a beastly game played by gentlemen.” 

(Henry Blaha - American sports journalist)

2:00pm: With her usual good mood and smile Elena Zambon personally in-
troduces the Rugby-Day at the Lonigo factory building close to Vicenza (It-
aly) greeting the 68 participants. She explains the choice of this speci#c sport 
by comparing its main features to those we generally #nd in our daily lives: 
each person has to give a little contribution in order to “score a try”. 
e audience, later turning into sportsmen, is mainly made of factory work-
ers of that speci#c branch of Zambon: Lonigo. e chosen tone and language 
of both the speech and the power point presentation are clearly adapted to the 
target: the language is colloquial and light and jokes are inserted in the speech 
delivering the aim and message of the day: “we all have to believe in what we 
do in order to achieve our common goal”. 
One of the quotes used by Elena Zambon:

“I realize my group has turned into a team when the members face each other openly and 

sincerely, without faking anything. The more filter we take off, the more useful the dialogue 

is for the team. A team is much more than a simple group of people (…).”

(Massimo Mascioletti – Italian rugby union coach and former player)

Additionally, also some parts of the movie Invictus by Clint Eastwood (2009) 
are used to show the actual power sports can have. Aer that, Professor Ste-
fano Baia Curioni, former rugby player and organizer of this sports event, 
shortly presents the rules of the game and describes what the participants 
should expect from the aernoon.Finally, before heading by bus to the rugby 
court, Elena Zambon personally hands the jersey to each participant, using 
this moment to get closer to the workers greeting each one of them individu-
ally.
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4:00pm
Together with three assistants, the coach teaches the players (managers, Elena 
Zambon herself, and workers) the basics of the game making them get more 
con#dent with the ball and the basic movements. Aer a two-hours warm-up 
and practice, the teams challenge each other in a small tournament.
During the tournament the coach also acts as a referee.  
Despite the heat and the sun, all players participate. Women and men show 
their enthusiasm and competitiveness in equal measure.
Families of the players sit on the side of the court and watch their fathers, hus-
bands or wives play. Each “water-break” is used as an additional bonding mo-
ment between colleagues, families and Elena Zambon herself. 
7:00pm
Right aer the tournament the players are invited to sit in a circle on the #eld. 
Together with Stefano Baia Curioni the external counselor of the company, also 
participating at the matches, tries to lead the players through a useful feedback 
of the day. e aim is to stimulate the discussion and re&ection on the feelings, 
emotions and impressions.
e day ends with a barbecue.

OBSERVATIONS:
Shyness and insecurity disappeared as soon as the practice started.
e jerseys helped players feeling equal. 
Not all participants felt comfortable expressing their opinion during the feed-
back. e conversation took quite a while to take off. 
Team spirit clearly increased as soon as the tournament started.

FEEDBACK:
Many players felt there were no hierarchies on the #eld.
Some felt that a team (not only in sports) needs a coach and a referee, i.e. a 
guide who reminds people of the rules, in order to work effectively. 
“Cooperation” and “guide” were the most frequently used concepts during the 
feedback. 
ere was a common fear of loosing the positive attitude once they all returned 
to the usual working environment and routine.
e pre-de#ned teams helped workers to get to know colleagues they had never 
talked to.
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4.2.7. HOMOGENIZATION BETWEEN INSIDE AND OUTSIDE: WALK THE TALK

Thank you for making me live an unforgettable experience. Working with your  team, with your volunteers 

(of ZOÉ), has been fantastic. Each one of you has infected me, some with their strength, some with their 

enthusiasm, some with their simplicity and helpfulness. The volunteer who took us to the highway late at 

night after the event, told us pieces of the company’s history, pieces of a human interest story, full  of 

shared humanity and of achieved goals.  He explained me the secret of his happiness: a satisfying job, a 

pension that arrived at the right moment, a wife that loves him and a camper van always ready to leave for a 

new journey. “I am sorry I am getting older”, he said, “because also thanks to Zambon my life has been 

beautiful.

(Letter from an external partner to Elena Zambon)

The importance of the alignment between inside and outside, has been quiete 
clear since the very beginning of the process: communicating change to exter-
nal stakeholders is impossible if people do not live accordingly inside the 
company. This philosophy “walk the talk” has been the leitmotiv of the proc-
ess since the very beginning. Compared to other companies, where a so-called 
marketing appraoch determines the development of both internal and external 
communication, Zambon tries to implement the guidelines given by the com-
pany to the company before even putting them down on paper. How this phi-
losophy has been perceived by all the members of company, can be under-
stood by reading their comments to the letter of the “4Ways of Being” (see 
appendix). In this letter the Zambon family wanted to share with all the am-
ployees its thoughts regarding the company’s “sould” and community. The let-
ter describes the importance Zambon attributes to each individual, his or her 
commitment to the company and the within the company and the values re-
lated to the business.

The following quotes show how the single individuals have perceived this de-
sire of change described by the family and what they were actually expecting 
from it, back in 2009. 
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I always feel a bit uncomfortable talking about values. I do, indeed, think that certain values have to be 

demonstrated through facts (“walk the talk”), rather than being told through words. This is  the commit-

ment I am taking by signing this letter.10

• — • — • — • — • — • 

“I have been working here for 23 years and I feel part of the corporation and I sign the 4 ways of being. I 

would like to add:

The equations have been written down, now we need to solve them.

I would like that the solutions lead us to a society that pays more attention to the detail, so that the that 

noise doesn’t cover the good music. 

A company competing for the best place to work, where people are being appreciated in their strengths and 

improved in their weaknesses.”

• — • — • — • — • — • 

“From my side there will be the effort to transmit many ways of being to all my colleagues using all the 

available tools.”

• — • — • — • — • — • 

“Here are some my ways of being: 

Being promoter of change through teamwork. Teamwork as expression of involvement of the community 

and of the individual.

Being “hungry” for novelty. Not stopping at the known things.” 

The main message coming from these signed letters seems, therefore, to be 
that all the guidelines of values given by Zambon need to be put into practice. 
As seen also during the observations on the !eld, there is  a strong desire of 
transformation, but not everyone is) con!dent about the feasibility of this 
change. Since the very beginning seeing concrete results of this process has 
been very important for people, in order to trust Elena Zambon’s vision. The 
letter and the code of values were not enough. That’s why the transformation 
had to occur at all levels in order to transmit the message in relation to all the 
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different aspects of Zambon: the working spaces, the working hours, welfare 
services etc. 

We can take the furniture as an example. I have always said that also these spaces we work in are some sort 

of expression of change. I didn’t call Renzo Piano. I took these chairs, that were quite broken at the time, 

and I got them repaired for 50 euros. I literally took everything that existed and tried to replicate it. The 

message I was trying to transmit was: There is no need to be a megalomaniac. Otherwise you start putting 

the sustainability into question.

(Elena Zambon )

According to Elena Zambon, these changes inside the company have to be felt 
and lived by every member of the organization, in order to be truly and hon-
estly communicated to the external world. No strong image can exist, if the 
identity is not built from the inside. The two need to be coherent. In her inter-
view Mrs Zambon explained how one competitor claimed to have extraordi-
nary welfare facilities. It was then found out that these facilities did not exist at 
all. Clearly this lack of authenticity weakens both the image and the identity. A 
strong narrative coming from the inside, and ideally jointly constructed by all 
members, can create a stronger image for the external stakeholders. At the 
same time, employees also have an easier time believing in change if they see 
the authentic and concrete efforts of transformation coming from the upper 
"oors by setting a good example. That’s the reason why the higher the hierar-
chical level of the person, the bigger the effort of having an exemplifying be-
havior has to be. Elena Zambon herself is trying to apply this method as much 
as possible, by getting in the game whenever the situation allows it. 

4.2.8. THE HISTORY’S ROLE IN THE PROCESS

As described in the previous chapter, Zambon has a signi!cant family history 
related to the business. Indeed, since its foundation in 1906 the Zambon fam-
ily has always been on top of the company with very charismatic leaders trying 
to set an example both on a relational level and on an entrepreneurial level. 
From the observations and also from the material related to each event it 
could be perceived how leaders have turned into role models within the com-
pany’s narrative. Through the observations at the Values Day it could be no-

59



ticed how the history of the company and the related history of the family pro-
vides the structural narrative on which the renewed corporate culture and 
identity the company is constructed. In addition to the numerous quotations 
of the founder’s words, Elena Zambon herself frequently mentioned speci!c 
anecdotes of her personal narrative that she felt had in"uenced her contribu-
tion to the creation of a renewed corporate narrative. It could, therefore, be 
observed how the family history still is an essential part of the renewed narra-
tive.  of Elena Zambon herself frequently quoted her father and grandfather. 
From a more critical perspective, the strong ties with the past could prevent 
the company from developing and innovating. The value of the historical nar-
rative of the resource can be exploited in a pro!table way both for the internal 
renovation process and for the external communication change. At the same 
time, it seems that this history partially also keeps the company from being as 
future-oriented as the antenarrative indeed claims to be. 
 The signi!cant role and involvement of the family in the business’ values 
makes the "at organization Elena Zambon is aiming at dif!cult to reach. Em-
ployees and workers are used to a top-down system related to a traditional 
(Italian) family business11. Combining this new organizational culture with the 
existing strong historical narrative related to the family and the business is not 
an simple goal to reach. Indeed, to reach a "at organization in which the envi-
sioned open dialogue and equal exchange of ideas can exist, people’s way of 
perceiving the involvement of the family in the business has to be modi!ed. 
Again, this can only happen if two major changes occur in the leadership: 
!rstly, the family has to take a distance from the business without taking value 
from the historical family narrative, which is a signi!cant resource and asset of 
the company; secondly, the centrality of Elena Zambon’s role has be reduced 
in all parts of the business. During the interview with her it was clearly notice-
able how she was directly involved in all the company’s different business ac-
tivities. This direct involvement can create two effects: on one hand, it allows 
her to “walk the talk” and deliver her messages of value to all the members of 
the working community. One the other hand, it reduces the actual possibility 
of change towards a "at organization.

60

 Family businesses are those whose policy and directon are subject to significant influence by one or more family un11its. This in-
fluence is exercised through ownership and sometimes through the participation of family members in management. (Davis, 1983 
quoted in Chua et al. 1999:21)



THE EMOTIONS IN A STORY OF VALUES

EXTRACTS FROM THE INTERVIEW WITH ELENA ZAMBON

I think that #rst of all a 100-years old company needs to #nd its way in this era; 
a distinctive way based on honesty, probably tilting at windmills. 
-----
It isn’t easy bringing people’s attention back to “healthy” things.
-----
I was well aware that I had to accept the fact that single individuals interpreted 
the values the way they personally saw them.
-----
Don’t live your work only as something that has to be done because they asked 
you to; but bring to work that best part of you which you usually only keep for 
your hobbies and interests outside work.
-----
Since we’re all making noise here, in order not to have the detail cover the en-
semble, it is necessary that each individual gives his contribution.
-----
I’ve always gotten a lot of satisfaction from the workers. With all their simplic-
ity they are incredibly generous people.
-----
Unfortunately sometimes something gets broken and you actually start doubt-
ing if this common competence and vision actually exists.
-----
You always need to #nd the right balance between what is feasible and what 
you are aspiring to.
-----
Since we’re all testimonials of this brand, your behavior gives or takes reputa-
tion not only to the company, but also to yourself. 
-----
It is one thing to live a certain way of being together through lectures of cate-
chism; it is another thing to live it in any other form, through boy scouting, 
sports etc.
-----
Every now and then you get some doubts. You get the feeling that there is not 
one unique recipe. 
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4.2.9. ELENA ZAMBON: A MEDIATOR OR AN IMPOSING LEADER?

The aforementioned centrality of Elena Zambon’s role has been crucial 
throughout the whole process of change. Her exemplifying behavior of walk-
ing the talk herself in !rst place, has been one of the main communication 
tools used to transmit the message of change. People need to see proof and 
they need to see that she truly believes of what she is saying. Elena plays the 
double role of mediator and renovator, acting at the same time also as role 
model within the company. Using her strong and charismatic personality she 
mediates between the narrative coming from a century long history and an in-
novative modern narrative through the creation of a visionary,  future-oriented 
and innovative antenarrative. Zambon’s existing historical narrative is used as 
a strategic element. The history is placed within a context and frame in which 
it becomes a valuable innovative resource. Looking at this relationship be-
tween existing narrative and innovative antennarative, it could be said that 
Elena Zambon acts as a mediator in the attempt of !nding a balance between 
the past and the future. She tries to mediate restructuring at the same the valu-
able narrative that is already available in relation to the long history of the 
company and the tangible inheritance related to it  (e.g. letters, pictures and 
writings). This means that the history is analyzed and used to create the future-
oriented antenarrative she is envisioning. This requires a signi!cant renovating 
effort, both when interpreting the history and when applying its lessons to the 
present (and future). Elena Zambon’s role of renovator involves a very clear 
vision which can only be transmitted through numerous different inputs that 
are created regularly. Her ideas take form through these inputs. Sometimes, 
though, these ideas exceed the number of inputs that people are actually able 
to receive and understand. 

The only danger is that unfortunately, or maybe luckily, ideas don’t fail me. I put them all on the table and 

sometimes people have a hard time keeping pace and digesting them all.”     

           (Elena Zambon)

As explained by Stefania Torelli during the interview, especially at the begin-
ning, the number of inputs sometimes exceeded the capability of Zambon 
members to assimilate and elaborate them more deeply. Employees got scared 
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and reacted negatively to the numerous changes on their workplace. Also the 
director of the foundation explained how it was often necessary to slow the 
"ow of ideas coming from Elena Zambon down, since the target audience was 
only only able to assimilate a certain number of messages. Thus, sometimes all 
these inputs given through the different initiatives had a negative impact: peo-
ple felt more disoriented and lost than before. It is, therefore, essential to give 
a number of inputs to people, that encourages thinking and acting without 
confusing the members through the variety and high number of given stimuli.
 Indeed, in addition to the number of inputs also the type of initiatives 
delivering the value-related messages has been and still is determining. The 
different activities have shown that the tool has to re"ect the message. Since 
the very beginning the type of medium used in order to communicate the val-
ues has been determining when relating values to people’s attitudes and ac-
tions. It needs to re"ect the Zambon vision, Elena Zambon’s antenarrative and 
the company’s historical narrative. The rugby workshop can be clear example. 
In his interview Luca Primavera, director of the ZOE’ foundation, called this 
style the “Zambon style”. According to him, Elena Zambon’s !gure, both as 
an investor and as a role model is present in all the initiatives. 

The actions and activities have to last in time and have to continuously transmit positive messages. It’s a 

good thing that the entrepreneur  believes in what he or she does. In our case, she doesn’t simply believe in 

it. She is enthusiastic about it.”

(Luca Primavera)

At the same time, on a more practical level, Elena Zambon tries to put her vi-
sion into action in order to show how she truly interprets the code of values 
and acts accordingly.  As Newston (2010) puts it, ‘the primary role of a leader 
is to in"uence others to voluntarily seek de!ned objectives (preferably with en-
thusiasm)’ (cited in Sutarjo, 2011). This seems to be exactly what Elena Zam-
bon is trying to do. She is getting in the game at all levels: when dealing with 
production managers, when playing rugby with the workers, when presenting 
Good Morning Zambon. She tries to ‘walk the talk’, just the same way she is 
asking everyone else to do. She wants to set the example. 
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I felt I had to set an example if we really wanted to change. Therefore, I needed to be the first one encourag-

ing them to be authentic and real.

(Elena Zambon)

Nevertheless, looking at Elena Zambon’s role more critically it can be noticed 
that the line between mediating and imposing is very thin. Despite being the 
aim a balanced exchange of ideas based on a dialogue between higher and 
lower levels within Zambon, from the research it the relationship still appears 
very top-down. The inputs mainly come from the top and employees and 
workers need a lot of encouragement before expressing their ideas and opin-
ions (see the descriptive box regarding the rugby teambuilding event on page 
52). This shows that in spite of the desired equalized relationship between al 
members of the organazion, this change cannot occur in such a short time 
frame. Considering the long history of Zambon, the in"uence of the past and 
the important role the past leaders have played within the company has to be 
recognized. For that reason time becomes a determining factor throughout 
this changing process. Up to the current moment in time the discourse is still 
imposed from the top through the person of Elena Zambon. Being she the one 
providing the inputs and representing the renewed values, the power of dis-
course still lies in her hands. The aim of her antenarrative and of this whole 
process is to make Elena Zambon actually be a mediator .

4.2.10. RESULTS: THE NARRATIVE SCHEME

 According to this analysis, the impact cultural policies can have on the 
identity of an organization through the use of narratives is quite visible. This 
impact occurs on different levels and in different ways. By creating a continu-
ous common and innovative sense-making narrative the organizational identity 
can be created jointly by all members. The individual narratives are put to-
gether in order to create the message, i.e. image and narrative, which is then 
communicate externally. This makes the narrative both the mean and the goal 
of this identity-creation process. The process can however be either created by 
joining the forces of all members of the organization or it can be induced 
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“from the top”. The latter turns the narrative into a power discourse that de-
!nes the narrative and therefore also the identity of the organization and indi-
viduals part of it. This is what is happening in Zambon’s case. Even though, 
the aim is to stimulate the cooperation in creating a common identity and con-
sequently common image, what is actually occurring is a top-down approach 
to this identity-creation process. Some companies adopt this top-down narra-
tive approach on purpose, since this gives the leader greater control over the 
sense-making and identity-creating process related to the narrative. In this case 
the narrative turns into a power discourse. 
 The ideal collective process of identity and image creation is represented 
on the graph on the following page using the Zambon as an example. The 
green arrow represents the history-related narrative renovated and mediated 
through the use of a renewed narrative made of different inputs. On the con-
trary, the returning narrative is constructed jointly by different actors of differ-
ent levels within the organization and is represented through the grey arrow 
leading back to the antenarrative. This graph represents the goal Zambon has 
set itself. 
 As opposed to the !rst one, the second graph shows the current struc-
ture of the narrative process inside Zambon. As described throughout the 
analizes, the company still has a top-down approach in delivering the identity-
creating and sense-making narrative. The company’s leader provides the value 
transmitting and message delivering inputs. These inputs do actually touch the 
members individually taking away the anonymity which had become part of 
the company’s organization before the beginning of the project in 2006. What 
is still missing, though, is the balanced exchange represented with the grey ar-
row in the previous graph. As a matter of fact, Elena Zambon still creates the 
antenarrative, but she is also the one controlling and creating the renewed nar-
rative. This leads to an identity, and consequently to an image, which are de-
!ned from the top and then accepted us such by all the other members of the 
organization.
Since quite a few changes have been done in the organizational culture and 
identity from 2006 until today, it can probably be said that time will make a 
continuous development towards the ‘envisioned ‘narrative structure repre-
sented in graph 1 possible. As has been shown by the data provided through-
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out this research, it takes less time to perceive the delivered values applying 
them individually, while the common change of the whole working community 
and corporate culture requires much more time.
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The analysis of the Zambon case study has proven the assumption that ‘culture 
can play a determining role in an organization through the use of narratives’ to 
be right. Culture can be a medium applied on different levels, i.e. on individ-
ual and corporate levels, used to construct a renewed identity. Narrating this 
change helps all the actors involved making sense of who they are and what 
they do. It can, however, be said that up to this point (November, 2012) the 
company is aware of the importance of continuity of this ambitious aim. 
Clearly the value-process has successfully given back a certain liveliness and 
vitality to the company and the people working in it. Nevertheless, it is not 
easy to give up old habits from one day to another and change the way of act-
ing and thinking. On some levels this change is applied and accepted more 
easily than on others. For example, accepting to have a laundry service at your 
workplace is easier than accepting to have an equal-level relationship with eve-
ryone at your workplace. As a matter of fact, people still hold on to the hierar-
chical structure. Seemingly they hold on to the safety they relate to it. It seems 
that on an individual dimension, changes are strongly perceived and adopted 
more openly and easily. On a corporate level, though, changes occur more 
slowly and take more time to dig in.
 The vision and aim of any organization recognizing the importance of 
values and culture is to create a workplace and a working environment in 
which an open dialogue and interaction among people stimulates innovation 
and the creation of ideas. As described throughout the analysis, this interac-
tion and dialogue is actually starting to take place in Zambon. However, the 
dialogue is only occurring among same-level individuals within the working 
hierarchy. Employees and workers are still skeptical about expressing their 
opinions freely in front of their team leader or boss. Especially those employ-
ees, that have been working with Zambon for a long time have a harder time 
letting go of the traditional hierarchical structure of the family business.Ideally 
the exchange of ideas should be made possible through an equal exchange of 
value-delivering inputs set within a cultural narrative between the entrepre-
neur, the company and the people working in the corporation. These inputs 
are given and taken both on an individual and on a corporate level and pro-
vide also two-dimensional effects. Through this exchange the identity-building 
process of the company takes place. The corporate identity is continuously 
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constructed from the inside. Individuals are part of this construction process. 
This interaction makes a strong external communication of the identity, and 
therefore also a strong image and reputation, become possible. 
 However, in organizations with a value-related mission, the risk exists 
that values turn into empty words. There is the risk that they turn into a mere 
communication tool. They become part of the mission that is “sold” to the 
market, to improve reputation in theory and sell a better image to external 
stakeholders. This is the difference between  Zambon and many other corpo-
rations are applying. Zambon has a very clear goal, which is trying to be 
reached by very concrete initiatives: the buildings have been adapted to the 
new culture, Elena Zambon’s approach to employees and workers has 
changed, the format of corporate events has been adapted and workshops 
have been introduced. All of this shows how the changes or not merely occur-
ring on an external level to communicate a more positive image to the outside. 
They are aiming at the individuals at the very heart of the business, which 
make it possible to change and revitalize the company from the inside to the 
outside. 
 Looking at the graph, it is visible how this value related interaction be-
tween different actors within the organization can keep the values alive. Cul-
ture becomes a dynamic factor within the organization that updates the dic-
tated values through the continuous interaction among the different actors in-
volved in the organization’s actions. However, in every organization the risk of 
treating values as something !xed and permanent exists. This absence of inter-
action and, therefore, of innovation, can turn into a substantial obstacle for 
modernity. In such cases where values are only ‘talked’ and not ‘walked’, the 
organization keeps itself from innovating and adapting to changes in the mar-
ket and in society. This risk comes up in every organization that ignores the 
dynamic and alive nature of values and treats them as mere guidelines made of 
‘soul-less’ and !xed concepts detached from the human factors that actually 
create them. 
 In such cases, the narrative process is not as ‘symmetrical’ as it is repre-
sented in the graph. The hierarchical structure is the factor determining the 
nature and in"uence of the different interactions taking place in an organiza-
tion. The delivery of inputs is still taking place only one way. This causes a lim-
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ited capability to innovate. Even though the single narratives of the individuals 
are encouraged and stimulated, the process is still very centralized on higher 
hierarchical levels. 

5. CONCLUSIONS

Considering the theoretical and empirical research it can, therefore, be said 
that narrative and identity can be both managerially and sociologically deter-
mining concepts in an organization. They can be used as the combining and 
balancing element between business and corporate culture. 
 Indeed, Zambon is a clear example of a corporation that has the aim of 
putting this business philosophy into action. The act of working is not seen as 
a mere goal-achieving action, but as a relational act underscoring each deci-
sion, experience and interaction. This implies that more signi!cance is attrib-
uted to the more ‘qualitative aspects’ of performance and work. A charismatic 
leader tries to relate a narrative to the company’s history renovating it and 
turned it into a future-oriented antenarrative. Combined, these narratives can 
provide a frame in which the different actions of all the members !nd a setting 
and meaning. Even though the aim is that this renovated narrative and identity 
are jointly created by all members of the Zambon comunity, the charismatic 
leader and the presence of a signi!cant family history, seem to be obstructing 
or at least delaying this process. In order to reach this goal of a new corporate 
working culture based on a jointly constructed narrative, these two elements 
have to be modi!ed giving individuals time to get used to it.
 The results of my research, could, however, be partially weakened by 
the fact that managers, blue-collars and of!ce workers could be examined 
equally during the observations, while the same hierarchical balance has not 
been possible during the interviews. It has, indeed, not been feasible to inter-
view actors of lower hierarchical levels. Thus, further research on this speci!c 
topic could be done by conducting interviews collecting employees’ and work-
ers’ view of the cultural process.
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7. APPENDIX

LETTER ‘TAKING CARE OF AN INTEGRATED COMPANY’

1 
 

 
 

 
 
 
 
 
We believe that company strategies and values are two sides of the 
same coin.  
Basic skills, identity, organizational structure and values, for Zambon, 
have a two-way relationship with strategies, in that they support them 
and are supported by them. Without its “soul”, it would be difficult 
for the company to adopt ambitious strategies, without strategies 
rewarded by economic success it would be difficult to preserve the 
company soul and community. 
This is the reason why we would like to share these thoughts with 
you, so that you can witness and interpret them through your work 
and commitment.  
 
 
A journey, with continuity  
 
Our entrepreneurial dream is to project a company that is built to last 
in a future that preserves its ancient soul. The entrepreneurial drive 
wants to recognize and preserve the company distinctive competence 
and original values.  
 
Its chemical and pharmaceutical competencies and values of humility 
and integrity are the main asset through which the company achieves 
the maximum level of change and innovation and gives to the people 
the sense of being part of a solid community.  
 
  

 
Taking care of an integrated 

company 
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2 
 

Mission 
 
By strongly relying on its values, Zambon offers products, services 
and solutions to help an increasing number of people in many 
countries to breathe and live well. To do so, it produces medicines 
whose quality and safety is guaranteed by the management of the 
whole production chain. Zambon owes its economic development to 
socially significant drugs produced and distributed on a large scale. In 
Zambon, cost containment and social responsibility are incorporated 
beginning with the development of products and production process.  
 
 
Identity  
 
Zambon is an Italian company whose unique character expresses the 
distinctive characteristics of Italian entrepreneurship and work. 
Zambon has a strong corporate identity which the company 
communicates both inside and outside, by relying on its brand, the 
narration of its ancient history, its successes, changes, values and its 
products, of which it is proud.  Its profile is based on the people who 
are and have been working for it while pursuing continuous 
improvement to, quality, to better organizational management, 
without exasperation but with authenticity.  Zambon is capable of 
telling the story of its progress, its personality as an Italian company, 
and its uniqueness and vitality as an organizational entity both to the 
inside and the outside world.  
 
 
 
Organization: Integrating the organization and people 
 
Zambon pursues the implementation of a highly integrated 
organizational model, in which the different legal entities, internal 
organizational units, teams, suppliers, distributors, are not only 
committed to fulfil their assigned roles with competence, but also 
ensure a high level of organizational integration, i.e. spontaneous 
cooperation, knowledge sharing, extended communication, 
professional community and practice.  
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Zambon’s management approach aims to integrate its people with the 
external communities within which the company operates. Hence it 
adopts an organizational behaviour based on suppleness, rapidity and 
responsiveness. Zambon is a company pursuing continuous 
improvement and stability, quality and flexibility. Zambon is not a 
bureaucratic organization but rather a resilient 1 and adaptive 2 one. 
To Zambon all that which people implement, but also the way they 
do it, is important. Zambon is an organizational network consisting 
of flexible roles and vital organizational units which operate with 
suppleness, rapidity and responsiveness, in view of the company 
economic and social objectives.  
 
Zambon expresses its distinctive nature above all through its people, 
favoring continuous learning and the development of competencies.  
 
It is an integral company because it is made of integral people. 
Zambon enhances the physical, psychological, cognitive, professional, 
social integration above all focused on the enhancement of the real 
identity. 
 
 
 
Values 
 
Zambon relies on fundamental values, i.e. principles which are 
expected to guide the behaviour of company and people. Values are 
the prerequisites of our behaviours. For us, at Zambon, values are 
something worth committing ourselves to.  
 
x Ethical values: integrity, honesty, consideration for other people, 

humility and on their safety 
 
x Personal values: develop talent and passion, be brave and curious, 

be strongly inclined to stay together. These values can be supported 
to benefit our professional lives.  

 

                                                 
1 Resilience is the ability to withstand shear stresses and ad just to external conditions.  

2  Adaptivity is the ability to take unexpected opportunities.  
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x Professional values: innovative character, quality, responsiveness, 
discipline. These values benefit our strategies and help us achieve 
the goals we set for ourselves everyday.  

 
 
This entire set of ethical, personal and professional values 
represents a comprehensive integrated corporate culture which must 
be supported and circulated extensively, especially by setting good 
examples that can be followed by others. Integrity and humility are at 
the top of our values because they allow us to “listen to” our and 
other people’s responsibilities before taking action.  
 
 
Live up to our social responsibility  
 
Zambon complies with, listens to and promotes the legitimate 
interests of all stakesholders. At the base of our corporate values are 
the dedication to the drug and service end-users, the care for the 
people working with the company, the development of the 
communities in which the company operates, the environmental 
sustainability, the respect of investor partners. Our effort to take into 
account the needs of the different stakeholders, optimize them all 
together, make ourselves useful, favour spontaneous cooperation is 
an integrated part of our company management system which aims 
to set and achieve several objectives. This all-round social respect is 
an essential component of our reputation, economic success and of 
the duration of our company.  
 
 
 
Business strategies 
 
Zambon has opted to have increasing volumes and increasing 
geographical coverage, so as to ensure growth and sustain its ability 
to last and change over time. Its strategies and the implementation of 
its strategies in a very complex economic and social environment 
must rely on a high innovation capability and flexibility.  Its strategy 
of making investments upstream the chemical sector allows Zambon 
not only to confirm its distinctive competence but also to penetrate a 
larger market, increase its size and international presence, thus 
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reinforcing its current ability to follow several business strategies, 
such as cost, diversification, innovation and internationalization 
strategies. Zambon develops strategies it is able to comply with, and 
implements them thanks to the support each of us can provide. 
Flexible strategies and their implementation make up a need we are 
called to meet and they require the humility and participation of 
everybody.  
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