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MYTHIC VISION , RHETORICAL DETERMINACY AND ORGANIZATIONAL CULTURE IN THE 
SELECTIVE SERVICE SYSTEM 

/)mll'in;: upon lh l' th eoric.1· o{ rh etorica l criticism used to stud1• leadership in orJ.:an i zatirm .l·, thi.1· essay develops two n ew 

ctm cepl.l : my thic 1•isio11 and rh etor ical detcrmin ac)'. ll f l' lh ic l'isimt is the idio.I)'I/Cra t ic .I'C it enw o{ tlt e founder, 

tlenton.l'lmting 11 distin i'l~l' r lt etori c11 / d imension j(J r tlt e creat ion f~( orJ.:fmizational cultu re. '/ Jt e concept of rlt etorical 
dctermillaCl' i.V slt own ( /1 /inti! lit e abifilt' of m fii iiiJ.:emc/1 1 (O respond 10 ell vironme/1((1/ CfUIItJ.:C.\' iiiCfJtl.l'iste/11 tv illt lit e 

mytltic 1·isiou. 't h ese term.1· arc u.1·ed to explain tlt e or;:un izational cu lture tlt e Selectil'e .\ 'er l'i ce St•.l·tem. Tlt e paper 

conc/ude.1· ll'itlt u tli.I'CII.I'Sion of tlt e imp lication.\· of my tltic 1•i.1·ion and rlt etorical deterntillll ( l' for n iiiiWJ.:etnenttlteory and 
rC.\'CIII'Cit . 

I NTIWDUCTION 

1\ccc nl trends in tn:! tt:!gc tn c ttl studt es sug •est a growi n~· 

ll ltcn::~ t in til e :1ppli cat inn o l' th co r ies ol' rh etori c and rh etor ica l 

L ltt i c t ~ lll !'or c\ pl<l lltlg I S~ It c > a1Trc ti11g org: llll / illiotl ~ . C urren t 

IOj)I L''> or llli CI Cs l ro r rese: trc ilel\ Ut tl i1i 11g til e tool-, o r rh eto ri ca l 

L' IIII CI' Ill <I I C til l' USC 11 !' ll i trl i iii VC Sl ll l )' l l' iltll g 1(1 <t l h Oc al e 11e11 

.tpp t l ldc il es I ll huS~ Il C\S prac tt cc ( c g, C1 .11k & S;tl .un :tll , l lJ9 f; , 

( ;rltll & ( ':1sc , I 111lX . .l.t c k s< lll , I 1! 1JlJ) , til l' tttllti L' IICc 11r v: tlu cs 011 

l ll l p<lt< II C c ullut c i l llll d e'C IS I<III tn ak ttt g ( I )c·.tl & K e' llllClh , 2000 , 

1':111 1 & I i iCill ll.tll , I 'Jl! X ), .I Ill i Sl l i l lc ~~ dl'l l \ l(lll lll ;il, llt g ( I ktt d l )' 

.1 () () 0) l·o 1 lil l'Sl' I CSC, II CIICI S, ti l e' ,tpplt C<I II l\11 nl til Ci l lll l .tl 

CI III CISill il i l ' IC\l' i il l'l l til L' l iCit . 111t: lg itlilli lt.: :111d CI C:111Ve j)OIVCI 

ol l:tl l !l, li <I);!.C Ill lilL' jli: ICII CC o l' 11\ i lllilgCII\Cill :1 11d <lrg<III I/ <I II OII i tl 

lcad t.: rsiltp 

.l iid. so tl Sll ggcs ts tlt :il til l' "so pili ~ ti cil t e d :1nd jli OVC n" too ls 

n l til L· ril c t<1 r ic: tl n tti c arc uniquely suit ed to the stud y o r 

l ll :lll.t gelllCill ( l l)l)<) l ) (l) .l:l l ' k '> 0 11 iipp li l'S l lmlll:tllll 's ( 11J7?.) 
til c lll ri l·;tl tli eUI ) o l l :111l :tS\ til en11.: illtal )s is tn c\ pliitll th e 

c·s~C ill t :tl l y rlt e to rt c: tl :q1pe: tl ul' ll t: ll li lgc tncnt );III"LI S. bec ause i t 

pt llV Il le \ ho tl1 lk'> CI" iplt \'C :1 11d e \p l<ll l ii i OI )' lt:111l eii'Ork s tlt : 11 

,ICC llll lll l pr ph eiHl lllCil :i l il rgc l) UIIC\i lllll l lCd With lr:tdit ion:tl 

tn etlt llll '> n l' lll :t ltilgetll c lll l·eo;c ;trc h S i tni l:tl'i y, C l:trl-. :tnd Siililtll:tll 

( !l)<JX) :1 :-.~ cr l ilt:tt lit e po pttl :t ri ty :111d SI ICCess o r 111 il llilgetll <.: 111 

"gut II \ ," such ' " I Pill l ' c tcro, , sl etn s so le ly l'r<l lll th eir ahtlit ) IP 

L' l l\ llc pt.:I\ U:t \1\ L' ll.JJTitli 1c il tg ttll\ Citl s I he) COIII Cml that tlt c ~ e· 

" pu bli c pet l'u t lll:t11Lco;" o; c1 1e no ttttltt: triat1 v; tlu c i11 Sttpp<l rlill g 

th e :~th 1cc olk t l'd 1\ :llh l ·t , th e " g u11J s" con o; tn Jc t il rh c tu1 ic: tl 

1 IL' II PI til t: n1 ,li i .J g l· t ' s sl' ll ~ ttll : t ge ilt.JI is pl'I'CL' i lcd iiS al lrac li l'e' 

dt1d se ll lullill tt tg S ttll tl.ltl ) , C l.t tk <IIlli ( ;J c' :tlh:t l c lt ( 2 00 ~) 

I L'jl<ll t 111.111 ) hcs t -o;c lltt lg 1\ t. llt a ~L' Ill l' lil " l11111' In" h<ll> i-. s ill l' 

l.ih ll l .Jt ed p tOdi lll\ l1ll 111. 1\S lll ll '> llllljll lll l l ilt :tl ii i'C IIIli h:l'cd 

llj11lll SllU il d 1\l:I I I. I ~C I II L' I II ill c'll l ~ Il l l l'<;C ii i Clt , illld , i11 Sil ll\C C: ISCS , 

tlt.il S() II\C o l ti l e' d .JI .I ,11 1d ill l'l ll ll''> :Il l' 111\ Ciil l'l l :tllll .til l\l ~l· tlt c l 

II LII Ill l:t l l'lt e Sl l l l 'L'"> Il l' JII L'Sl' pop 11l il l h11uks i ' dil l ' IO til L' 

.11 1i l llll ~ I II IlS tlt c llliiL. tl sk il l ;111d 111 the puhli shet "s 

qtll' SIIllll ilhk- s, JI ,·•, .IIlli 11 \,llk l' illlg pta l ' I ICes (C g ., it :tl itt g 

e11tplm cc~ pl .t cL· u rd L'IS 111 th e lei I\ o l' t ltOIISillllls to gel th e honk 

ti ll he·o; t-o;e l k t l iSts , 11 ln c lt 111 lUll\ ge llcra tcs " ht ti/' :111 d 

stt ttnti .J tco; l.l lc ttl Lk-tll.I IHI h:1o;ed upon perce i ved popul ar i ty ) . 

('.lw ( I <)l)l)) d t:III S () II lit e ltt l' r:U') ami rhetoric: tl th eo r ies ur 

i-- L' Illl et h l ll tl i-. C ( I <)(Ill , I 1)7()) I ll cx p l:ti l1 th e <il l ra cti OII o r 

llusin ess Process Rce ng inec rin g ( I W I ~) to th c:or ists ond 

pra c titi<H1 crs alik e, despit e litnit ed c111pirical <.:v idence th at 13P R 
wa ~ c iTcc ti vc . (l rint and C ase ( 191JX) no te th e essenti all y 

mi l it :1t·isti c. :1ggress ive , and v iolent natu1·c or th e rh etor ic used 

b) th e proponents o l' 1 11' 1 ~ I il L') tn :ti ttt ai n that thi s violent 

1 hc tn rt c is sys temi c, ge tt et :li ed l't ll l ll :1 wo r ld v iew th at sec 

'' IVI :11t " ( th e :~ut h o 1·~ art: spcc lli c 111 te l:lltng th ese act ions to th e: 

tn alc gc1tdc r ) il '> choosi 11 g lall g lt agL· lo t sc ll'-con c iously 

co l<lll l / ltl g :llld dn tll llt:JIIIt g ~u , d s l lt l·y dec lare th at 

lll i l llil g l' ll\Cill h) I l l ' I, IS tlt ciOII C:ti .tggt L' S\ 10 1\ , int ended 10 be a 

1 lllic-tl l c:tt cc t ·dcs troy ing pt llCC" PI e lt tlllll:tllll );!. a w ho le c lass 

111 "L' IICIIII L's" ( 1 c . 11tiddlc tlliiii.I !;L' I '> ) Co t"eq uent ly. we arc 

II L' Ii :tdl' t<; ed to cntpl o) th e 111 ethod s o l 1hetmi c:1l c r iti c ism to 

bett er und c rs t:~nd attd c .\ pl;1i 1t tltnc popttl ;u and ce leb rated 

pra CII CCS . 

O th er resc: tt chn s note the s ~Sil' ll t t c tnllu ence o r lnnguage 

011 the org;llli ;a lt (Ht , tnal-.tn g :1 th cttlltL: il app t oach to stud y ing 

Ut gan i; :llt ons :tl tnost lll il tld.ti OI ) . 11 Ill' .t i l' to und c r~ t a n d ho w 

111ll i1 idua l ~ :utd grnup~ Io rge a t.: OIIll llll lt 

<1 t'g:tt1 1/ il ii OII. l' uttl tile ( _()()I ) '> Uggcs ls 1h:11 

cO tllltliJili C <~ Ii o t t , espec ia l! ) C\1 111 L' l <;;i l 1<111 , 

td cntit y as an 

a ll n1a nagc:ria l 

I ~ e·~se nt ia li y 

runnilt i vc , creal ing o rgat tl / :t i iOilii l st tu ct 11re~ 1 hru ugh :1 d y tl ami c 

ptoceso; nl' soc i:tl e:\ch:ut ge, w h i ·11 11t:l ll ) researchers perceive <"L 

oh j ~:e ti vc or li .xc d . S itnil atl ). 1\ l o tgatt L' l <tl ( 200..J) :trgue th at 

01 g :tn i ; :t t i(l n;tl idcnl i li e at 10 11 il l HI co tlll l ltltll l' lll :tre co tltplcx 

pt<lCCsses Jllilll eltCed h) 111111\ L' I Il lt<; llll e' I<ICI111 g vari :tblcs, 

IIICIIIdtllg se li'-COits lruc tcd lliii'I.IIII CS tlt :\1 both de li tlC tile 

n rg: tl tl / :t iiOll 111 pc r~onal t e 1n1 ~ and '>L' II - tcllc \ i lely hecO ill c a 

s< >UI Ce ui'OI');!.i lll i l:t iiUil iilldL' ntilic ti iO II lo t lit e Sllli )'ICI!cr . 1\ g:Ji ll . 

tile loo ls or th l' IOI IC: ti Crt t iCI\ 111 :11 1.: tdc' ii ll y \ li l ted fo r L'.'. p lori ttg 

ilt co,e· plt c tl ll lll L' It:J 

\\'lttlc til e c i'l ic :t C) o l" th eiOII C; ti ( llll l' \S il1 rur the StUd y o r 

ll l.lll:t gl' tl\ Cill pt:I CII CCs 1\ dCII\0 11 SII'.t l l'l l i11 th e lil c t·at ure, it s 

1111111 ) lUI L'\j) l <t l\1111" til e Cll lllpic :- 11\l l' I:ICI IU II o!' pc rSllll :ilit ies. 

'> llll l ' l lll e'\ , :tll d Cl l' :tli VC Clld L' i iVli i'S th ai l'O illpri sc lit e 

tll g: JIII / il l lll ll lt .1, h ) l iP ll ll' .ti1S hee l\ l'\ lt au sted . l :or exa ntplc . as 

Ill l i ed ilhOI C, .Jad sl lll ( l l)l)l!) :1ppli <.:s th e rlt eil)I IC: ti theori es o r 

l lunn .tl\1 1 ( I 972 ) rcg:mling l i tnl a o;~ th entc att:d y~ i s 111 ex pliii ll 

the c s~ l' lttiall y rhetor ica l appe;d ul lli:J i til gC tn enl g urus. For 

.lacks0 11 , r:utl i\S)' thCille a11al ys is is UsCI'II I bec au se it provides 

both desc ripti ve and c.'\ p lanalory li·al\leii'Or!.. s ( 1999 . '5·1) l(ll· 

the rcsci\rc li er . 1\cemdi ng l ·• th is p:1pc r deve lops a 11e1V 
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Hershey 

theoret ical con struct, term ed mythic v ision, using Bormann 's 
( 1972) formative work to establi sh th e theoret ica l framework 
thi s mode l. Subsequentl y, th e paper addresses many o f the 
cr iti c isms of fantasy th eme analys is, offering two new concepts 
to enlarge th e model wh ere others contend to it to be 
insufficient (Gunn, 2003). Such an approach is warranted, when 
ex isting concepts are insuffi c ient to ex pl ain th e phenomenon 
under stud y ( Beyer, Hannah, and Milton, 2000) It is suggested 
be lieve th ese new concept s, w hich we term mythi c v ision and 
rh etor ica l d e t ermin :~c y, respond to th e li mitati ons o f th e ori g inal 
model and enhance Borm ann ' s ideas by accounting for more 
sublime, unconsciou s and indi v idua l innuences on organi za ti on 
creat ion , maintenance, and change. 

Mythic Vision and Fanta sy Th eme A nalys is 

In 1972 , Ern st Bonn ann 's seminal essay, "Fa nt asy and 
Rh etori ca l Vi sion: T he Rh etm ica l C t·i t ic ism o f Soc ial Rea lit y, " 
first considered th e rherm ica l dimensions or gt·oup imag inat ive 

processes. By ex plo t·ing th e co mmunicati ve acts tht·ough whi ch 
group psycholog ica l processes became m:1 nifes t. Borm ann 
extended th e exp lanatory powe 1· o f rh etori ca l criti c ism beyond 
th e stat ic descripti ons of histori ca l events into th e realm of 

anticipat ing how shared symbo l-systems generate group identit y 
and motivation (Borm ann , 1972) . 

Since the initial publi cat ion of Bormann 's th eory th ere have 
been numerous responses to fantasy theme analys is, 

cu lminat ing in sharp criti c ism from some quarters, and furth er 
refin ement of the theory (Borm ann , 1982 ; Moh rmannn , 1982) . 
Perhaps the most virul ent criti c ism o f fa ntasy theme analys is 

comes from G . P. M ohrmann ( 1982: 11 0). who fin ds 
Borm ann 's initial th eory to inaccurately ex tend Bales ' wmk on 
small group processes. and rely up0 11 tauto log ica l arguments. 
whi ch "tend toward c irculat·ity i11 app ly ing th e D n1111<1ti sm th at 

is th e hallmark o f th e app mach" ( 1970 : I I 0 ; see :1 lso Bales . 
1970) . In Bormann 's earli er work, he defin es fant asy th eme as a 
" reco llecti on o f something th at happened" or a " dream of 

what . the future could be" th at have th e as yet unrea l ized 
potential to be co ll ecti ve ly shared by a group ( 1972 397) . Hi s 

(Borm ann, 1982) res ponse to M ohrn1an11 assert s th e va l idit y of 

the concept of fantasy th eme analys is by more ca refull y 
defining the term s used by fa ntasy theme u iti cs . l-I e contends 

th at rh etori ca l v ision is a highly abstract synthes izing effo rt th at 
integrates all o f a group's famasy th emes int o a coherent who le, 

a concept simil ar to w hat Hatch (2000) desu ibes as a 
" decentering" pmcess of innova ti on th at is diffused and 

accepted among th e organizati on membership. Continuing, 
Borman furth er delineates th e theory identi fy ing fant asy !._yQf as 
a term of middl e range abstracti on between fantasy themes and 

rh etori ca l v isions, the fant asy type consistin g o f generi c 
headings that identi fy as similar ye t unsynthes ize d fantasy 
themes, with rh etori ca l v isions as wholl y integrated concepts 
shared co llecti vely by th e orga ni za ti on m movement. 

More recentl y, Borm ann 's th eory o f fantasy th eme analys is 
has been criti c ized by G unn (2003), whose diffi culti es w ith 
Borm ann 's theory arc many . but rest in pa rt 011 what G unn 
believes is th e fai lm e o f fa nwsy theme analys is to et1 con1pass 

7~ _ _) 
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different indi v idual interpretati ons of a shared group 
ex peri ence, the ab ilit y of an indiv idual to subsume co llecti ve 
ex peri ences on an unconsc ious leve l, and a lack o f power for 
predicting future group acti on (G unn , 2003: 50-5 -1 ) . Later 
during th e d iscuss ion of mythi c v ision and rh etori ca l 
determin acy . th ese conce rn s are add ressed in greater detail , 
prov iding a new termin ology th at inco rporates G unn 's 
criti c isms and s11·ength ens Borm ann 's fantasy th eme in both 
descri pti on and predi cti on o f how organizati ons deve lop. As 
background for th at d iscuss ion, th e fo ll ow ing sec ti ons examin e 
how researchers in both management and rh etori ca l theory have 
used Borm ann ' s ideas as a heuristi c for descri b ing th e interpl ay 
of myth , rh etori c, and organi zati onal cultut·e. 

Fantasy th eme analys is has beco me part o f th e lex icon o f 
contempmary rh etori cal th eory, 1xov idi ng 1·hetori ca l criti cs w ith 

concepts such as fantasy th eme, fantasy type, and rhetori ca l 
v ision; concepts th at posit myth as a power ful in nuence upon 
in di v idual and group behav im . It is th e power o f myth to both 

sugges t strateg ies for rh etori ca l d iscourse and to bind people 
togeth er into organ izati ons that enact rh ctm ica l v isions, which 
is th e fo cus o f th e present stu dy. Ex pa ndin g on Borm ann 's 

concept , th e approach offered here argues that myth ic rh etor ic 
is simi lar yet d istin ct from rh etori ca l v isio n, a di st inction 
termed mythic v ision, -- a rh etori ca l construct that prov ides an 

organi zing princ iple at th e ind ivid ual leve l for the interpretat ion 
o f soc ial rea lit y th at G unn (2003) finds miss ing from 
Borm ann 's or ig inal th eory. T his paper suggests th at th e concep t 

mythi c v ision subsumes th e arguments lev ied aga inst fa ntasy 
th eme analys is and Borman n's responses to th ose at·gumcnts by 

creatin g a unify ing conceptual ground th at ex tends and ex pands 
our undet·s tanding of how ind iv idu als and groups. symbols and 
myths, and consc ious and unco nsc ious innuences commingle in 
crea ting and sustaining o t·gani za ti ons. 

M yth ic v isions are different fm m rh etm ica l v isions in th at 
th e latt er are shared fantasy themes capab le of unit ing many 

peop le towa rd a co mmon acti on. On th e other hand . mythi c 

v isions are interpretati ve schema indi v iduals use to assess the 
nmu t·e o f rea l ity. W hile oth er researchers have ident iti ed the 

ready-n 1 ~ 1 u c templ ates individuals use for ex tend ing th e 
m gZJ ni zati ona l cultu t·e in to th ei t- personal dec ision makin g 

situ ati ons ( Han·is. \ 99 -1 ), few have exa m ined the essentia ll y 

rhetori ca l nature of thi s process. A s a co nt r ibut ion to th e 

fantasy th eme l itera tut·e. thi s paper argues that Ill) thi c v isions 

precede th e deve lopment of group identi t ies from 11 hi ch 

rh eto ri ca l v isions and fan tasy th emes emerge. 
T o fu rth er exp lain how myth ic v isions, rh etori ca l vi sions, 

and fa ntasy th emes interact. we turn to K enneth Burke, who 
promotes a concept similar to mythi c v ision in h is deve lopme nt 

of "term in ist ic screens" or the capac it y of a g ive n 
nomenclatu re to revea l some re lati onshi ps and obsc ure others 
( 1966 : 45-46) . /\cco rdi ng to Bu t·ke, language constrains not 

on ly how we descri be th e wor ld, but how we respond to th e 
wor ld at·o und us. In other words. how we l ingui st ica l ly 

constru ct our understand ing o f th e wo r ld large ly de termin es th e 
re :-~ lit y we ex peri ence and enact. Burke's concept and myth ic 
v ision are simi lat·, th ough not prec ise ly inte!·changca b \e. Burke's 
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ll a sh..:y 

idea o f termini sti c sc reens is much broader in it s scope, 
app ly ing to all persons across all situati ons. Ye t, mythi c v isions 
arc terministi c screens o f indi v idual sense-maki ng. W hil e 
mythi c v isions ce n ainl y functi on as termin isti c screens, th ey arc 
speci fi c exa mp les of indi v idual sense-makin g. From here, th e 
conceptual step to Borm ann is more c lea r: W hen many people 
adhere to an indi v idual 's mythi c v ision, it becomes a rh etori ca l 
v ision of co ll ec ti ve const1·ucti on. l-Ienee, our concept o f mythi c 
1 ision prov ides a miss ing link between th e generati ve power o f 
th e ind ividua l (not trul y addressed by Bmmann ) to th e 

generat ive power o f th e soc ial group, which is the primary 
focus of his wr it ing. M yth ic vi sion is th e unique creati on o f th e 
individ ual, ren ecting his or her distin cti ve terministi c screens. 

The rh etorica l v ision is the shared crea ti on o f the group, 
imbued wi th a generali zed tenn inisti c screen and becomes th e 
basis of Bormann 's fa nt asy th eme analys is. 

T he concept of mythi c v ision bridges anot her gap in 
Borm ann 's th eo ry: it prov ides a theoreti ca l nex us for 
concept uali z ing how soc ial inn uences renex ivc ly operate in th e 
genes is of th e ind iv idual mind . A mythi c v ision is th e 

coa lescence and synthes is o f perso nal experi ences as th ey arc 
der i ve d from th e cumula ti ve soc iali zation of th e ind ividua l. Th e 

val ues , dreams, and th oughts o f " w lwt might be" comming le in 
the deve lopmental cru c ible of th e formin g mind. innuencing 

our percept ions and operatin g beyo nd our C0 11 scious contro l or 
awa reness. Bom1ann 's them) docs 110t account i'or man :r such 
innuences . Gunn (2003: 54) notes thi s dcli ci<: llC)' in Bom1a 11n 's 

th eory , a il ing for 8 new th eo 1·y o f rh cto1·ic that c111b1·aces t il ~ 

cont r ibuti on o r large ly unco nscious, so-call ed " imaginary" 
c lements o f human symbo l ic acti v it ) in our ac ti ons and 
o1·gani za ti ons. Mythi c v ision , l il.. e Gunn 's " ideology" , frees 
S) mbo l ic conve rgence from co nsc ious cont rol. O u1· v ie11 is th at 

Ill ) thi c v ision t1·anscc nds th e d ifferences betwee n Gunn and 
Bormann . all owing fo r both th e creati ve power o f th e consc ious 

and the unconsc ious , th e group and th e indi v idual , to become 

manifest in a personal int erp retati on of exper ience th at fo rm s 
th e essent ial organi z ing schema fo r an orga nizati on th at we 

typ ica ll y ca ll the fou nd er c llcc t on organi zat ional culture. 
T hat myth s have th e power to subsume expe ri ence is w idcl) 

recognized by philosophers and rh etor icians (e.g .. Burke, 1970 ; 
Ca~s irer, 1972; frye 1973 , 198::! ; Hostad ler, 1955; Langer. 

1980 ; Sy i.. es, 1965, 1970 ; Woodward , 1975 ). For examp le, 
Balt hrop observes th at " e :~ c h myth has a tendency to absorb 
more and mme mca 11ings into itsel f and th at whi ch is th e most 

pm1 erfu l 11 ill incmporat<: the rest int o an all -consuming. 
;d l-e\ pl ain ing image" ( 198<-1 : 34 1 ). It then fo llows th at such :~ n 

image, as deve loped in the ind iv idual psyche, can become a 

mythi c 1 ision , :1 sc hema fo r inteqxe t ing the wo 1·id <md :~ c t in g 
upon th ose int eqxe tati ons. Inev itabl y, til L' in di v idual who 
found s an organia11i on 11 ill pu t the stamp uf his/he1· person<tlit y 

of th e devclop1ng orga ni ;:at iona l cu lture. !'he li..1 under's nll' thi c 
vi sion becomes t:1 e dn v ing force behind tile developm ent o l· 

basic assumptio ns fo1· th e entire m gani zati nn . Dea l & K ennedy 
describe th ese pi vota l li gures as th e '' heroes" or th e 
o1·gani za ti on, who '' personify th ose va lues and epitomi ze th e 
~trcngth of th e organ izati on" (2000 : 37) . T hey are the 
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''v isionary heroes, th e people whose innuence lasts for 
genera ti ons" (2000 : 43) . 

T he interest in the rheto1·ica l dimensions of myth is hard ly 
new. Braden ( 197 5) suggests th at myths function as the 
organi zing prin c iple in the constru cti on of rh etori ca l di scourse . 
T hough Braden 1·e lega tes myth to a support ive position in an 
orato r 's or writ er's constru cti on of proo f, he recogni zes the 
power o f myth to engage th e imaginati on o f both it s creator and 
its believers toward a common purpose or identificati on . Other 
th eor ists argue th at myths are more th an rhetorical dev ices, they 
are th e primary means by whi ch indi v iduals and groups act 
rhetori ca ll y. For examp le, Fu lmer notes that the transformation 

of ordinary ex peri ence "may occur wi thin rh etorical acts. This 
rhetori c makes use of particular recurring images found in the 
va ri ous narTati ves and trad it ions o f th e culture. These myt hic 
images prov ide the rh etori c w ith an in vention founded upon 
mysti ca l justifi cati ons" ( 1986 : 144) . For Fulmer, th e "mythic 
interpretat ions of events" provide peop le w ith the means for 
transforming th e mundane occurrences o f everyday l ife into 

symbols of nati onal honor and thus moti va ti on for group acti on. 
Ba lthrop ex tends the rh etor ica l d imensions of myt h even 
further. li e assert s that to understand a dist inct cultural identity 
requi1·es a th orough "exa min ati on o f th e relati ons between 
cu lture, myth , ideo log). and th e arguments w hi ch express and 
shape e:1c h of th em" (llJo <-1 · 340) . 

Recent I) . 1nana;emc: nt th eori sts have ca p ita li zed upon these 
trends in 1'11 ctori ca l resea 1·ch. ex p lorin g how myth, v ision, and 

orgJiliLJIIOns a1·e in tcrtwined. A l vcs ~o n obser ves th at soc ial 

ident it) is in part crea ted by management by th e use of effecti ve 
symbo lisn1. includ ing the u-,e o f ston es and myths to crea te and 
sustain a v ision of th e company and a sense o f be long ing fo1· a 
loya l emp loyee (2000 : Ill :! , 200::! : 1<15- 147) Simi larl y. Dea l 
& K ennedy (::!000) exa mine th e individ ual identiti es 
organi zati ons culti1:1te th1·ough stori es that shape th e va lues , 

create th e heroes, support th e rites and rituals and en force the 

networks o f th ei r cultural l ife. Ogbor (::!000) d rall's on th eori es 
of deconstru cti on in th e stud y of discourse on entrep1·eneurship, 

identi fyi ng d isnim inatory and contrad ictory trends in th at body 
of l iteratun.' . Ex tending th ese d iscuss ions, we propose a 
synthesis o f th ese parallel trend s in rh etorica l and management 
research to expli cate how 111 yt hs affect th e indiv idual founder o f 

th e orga ni ;at ion, who th en crea tes th e organi za ti ona l cultures 
that beco 111e the we ll sp1·ing lo r socia li 7a tion to th e orga ni zati on 
and the ideo logica l fram eworl.. lo r it s strateg ic dec ision making. 

Rhetoric, Founders, and Orga niza tion al C ulture : T he Case 
o f th e Sclcc ti\ e Se rvice Sys tem 

It is 11 ith i11 thi s intc1·ac ti on o f myth , cul ture , and rh etori ca l 
ac ti on th <JI til t: conccpt o f mythic vision helps ex pl ain how 
mgn ni za ti on l aunder~ establi sh o1·ganizati onal cultw·es. The 
ro llow illg C<l \C ~ tud y o f th e U nited State Se lecti ve Service 

Svstem, til t: government al bu reaucrac) o r mil itary conscription, 
dcmo n s tr<1t e~ how a parti cula1·iy strong mythi c v ision may so 
dom inate an organi za tional cultu1·e th at the organi zati on 1nJy 
lose the abi lit y to respond to changes in it s env ironment. Thi s 
inabilit y to adapt may become mani fest in rh etm ica l acts o f th e 
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founder or organizati on leader th at are prescribed by thei r 
dominant mythic v ision. T his phenomenon is ca lled rhetori ca l 
determinacy. 

Tracing the deve lopment of the Se lecti ve Service System 
( i.e., the Draft) , we identify how th e mythi c vi sion of the Draft's 
founder, General Lewi s B. Hershey, dominated the creati on of 
that system's organi zati onal culture. We also demonstrate how 
thi s mythic v ision and the resulting culture of the Draft System 
sustained and support ed each oth er· to th e ex tent that a ri g id set 
of responses to environmental constraints developed. It is thi s 
sustained r ig id ity in the face of a clea r rhetori ca l ex igency to 
change that constitutes rh etor ica l de termin acy. 

In app ly ing Burke's rh etori c of identifi ca ti on to th e stud y of 
organi zati onal commu ni ca ti on, George Cheney observes th at, 
"one finds relati ve ly l ittl e ~ tt c nti o n to the worki ngs of 
identificati on as the symbo l ic process underl y ing basic 
tendencies in soc ial relati ons" ( 198 3: 143) . A s Cheney 
sugges ts, the concept o f identi fica ti on provides a natural link 
between rh etori ca l th eory :md th e stu dy of th e va ri ety o f 
persuas ive strateg ies used b) modern or·gani za t ions to induce 
employee alleg iance. Later, Cheney asserts th at " [ w] hat is 
des ired by modern co rporati ons, however, is something more: 

th e internal moti vat ion that ari ses when th e two vo ices [i .e., the 
"voice" of the corporati on and the va lue/belief system of the 

individual emp loyee] speak in unison" ( 1983: 157) . 
It is thi s shared system of beli efs that guides our 

interpretat ion of events which compri ses organizati ona l culture. 
Edgar Schein provides an o ft en-cited defi nit ion of 

organizati onal culture. For Schein , organizat ional cul ture is: 

A pattern of bas ic assum pti ons -- in ve nted, discovered, 
or deve loped by a given group as it lea rns to cope w ith 
its prob lems or ex tern al adaptati on and int ern al 
integrati on-th at has worked we ll enough to be 

considered va lid and , th erefore, to be taught to new 
members as the co rTect wn y to perce ive , th ink. and fee l 
in relati on to those prob lems ( 1985 : 9) . 

T hat th ese basic assum pti ons must be co mmuni cn ted and 
accepted by merrhers of th e orgnnizat ion underscores th e 
suitability o f rh etori cil l th eory for the stud y of orga ni za ti on::!l 
communica ti on. Just as Cheney notes th at th e inherent Iucus in 
co rporate communica t ion is a matt er of identifi ca ti on, so too 
can the creati on of organi zati orw l culture be shown to addr·ess 
essentiall y mythic conce rn s. 

As Braden, Fulmer, and Balthrop observe, the Rhetor makes 

use of myths to ei ther organi ze her/his rh etorica l discourse , or 

to prov ide an over-arching framework to rii ll y th e audience 
toward a common pu rpose . Moreover, myths prov ide an 

opportunity to make-sense of the non-empir·ica l wo rld in whi ch 
be lief funct ions as th e anchor for acti on, when definit ive 
knowledge cannot be obtained . In a simi lar app li ca ti on of thi s 
concept , Conrad ( 1983) ar·gues th at thi s characteri st ic o f myth 
compri ses pan o f what he ca ll s th e romantic form , which binds 
together evange li ca l rei ig ious organi zati ons. 
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To understand how organi zati onal cultu res inco rporate 
mythi c elements, it is necessary to examine th e relati onship 
between organi zati on founders and the cultures they establi sh. 
Schein notes that " the analys is o f culture can illuminate the 
stud y of leadershi p" and that "organi zat ions begin to create 
cultures through the acti ons of founders" ( 1985 : 22 1 ). Indeed, 
th e effects of founders and leaders upon the culture o f an 
organi zati on have prov ided the focus of numerous studi es on 
organizati ons (e.g., Dea l and K ennedy, 2000 ; Jacko fsky, 
Slocum & M cQuaid, 1988 ; Schi en, 1985; T hayer, 1967) . Of 
parti cular in terest in the case o f the Draft vs ten1 are the 
influences that init iall y move fo unders to estab li sh a culture th at 
is deri ved from their personal ex peri ence o f the wor ld and o ft en 
lead to the im posit ion of that v ision upon the o r·gani za ti ons th ey 
fo und . We sugges t that the accumul ated ex per ience of the 
indi v idual deve lops into th eir m)1hic vi sion of th e worl d that 
th en se r·ves as th e symbo li c bedrock upon whi ch the founder 
bu ilds th e or·ganiza ti on. 

For anyone o f a cerrain age th at remembers the pervasive 
preoccupati on A mer icans held for the D raft during the V ietn am 
War, the percepti on of General Hershey sing le-handed ly 

makin g pol icy dec isions affect ing th e I ives of 111 iII ions of young 
draft-age men st i II looms large in the heritage of the 1960s. Yet 

th e General's history w ith the draft is longer sti ll. A s d irector of 

th e Se lecti ve Serv ice System, Hershey se rved under six 
presidents. Throughout his thirty-year tenure o f the Draft, the 
General came to symboli ze the system itse l f. Hershey's 

b iographer George Flynn notes that to co l lege students in the 
United States espec iall y, th e General was "the arch symbo l of 
th e governm ent's crimin al adventure in V ietnam" ( 1985 : x ii) . 

More impon an tl y, the organi zati on of the sys tem itsel f was not 
on ly personall y des igned by the General, but explic itl y base d 
upon his percepti on o f American soc iet). 

G rowing up in rural lnd iilna. Hershey li ved the exis tence of 
th e independent , se l f-reliant farm er that '"used to be the 

common heri tage of most Ameri cans'' (F lynn , 1985 : 5). 
Fanning held l ittl e appea l for Hershe) , who left the farm li fe 

upon becoming an ad ult. Yet the va lues and bel iefs of thi s 
background .ayed w ith him. T hese va lues and bel ie fs ca n be 
identifi ed as the basis fo r h is mythi c vi sion of A meri ca, in the 

sense th at th e) not on I) desc ri bed th e '' orld of experi ence for 
ll er·she)' but r r·escr- ibed hi s r-esponses to it as well (e .g., 
Goodpaster·, 1983: Peterson & Smit h, 2000 ). After ex tensive 
trave l, ye:-r rs of military se rvi ce bet\\ een \\ ars, and stud y in the 

pS) cho logy o f leadership, Hershey's emergen t mythic vision 
perce i ved the s:-rl va ti on o f A mer ican soc iet y as groun ded in 

three mythi c v iews of A meri can va lues: (I) T he ri gorous 

deve lopment of indi vid ual sel f- reliance, (:2) th e decentra li zation 

o f aut hor·it y to check inherent abuses of power, and, (3) fa ith in 
loca l leader·ship to dec ide how best to imp lement n ~t i ona l 

po li cy (F lynn , 1985 : 59-6 1 ). Wh en appoi nted to th e Pentagon 
in 1936 to work on plans for manpower mob i li zation in the 

event of wa r, Hershey's Ill ) thi c v ision of A meri ca prov ided th e 
over-a rching framework for the tacti ca l deve lopment of th e 
Draft (F I) nn , 1985 6 1-73). 
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T o understand th e power o r mythi c vision in estab li shing 
organi zati onal culture, it is import ant to rea li ze th at th e idea o f 
Ill ) th fun cti ons in two ways. First. mythi c vision serves as a 
means for organiz ing inform ati on, blend ing va ri ous strain s of 
e>. peri ence into a cohe1·ent w hole. Concurrentl y, mythi c vi sion 
serves to delimit ex pe1·ience. impos ing upon our subjecti ve 
reill it y an in terpretati on o f events th at may dille1· from th e 
ac tua l condi t ions o f th at ex peri ence ( Kuhn & Nelson, 2002). In 
th e case or th e Dral"t , Hershey's mythi c v ision was dom inated by 
this second characteri sti c. A s Flynn observes: 

The syste1n was bui lt upo11 th e myth o f rura l Ameri ca , o f 
small town s where everyone knew everyone else and 

'' here defense was the responsib ilit y o f the 
c iti zen-so ldier. Hershey beli eved in th e pat r iot ic 
co1nmun it), where loyalt y was a paramount virtue and 
wh ere th e most honored c iti zen was th e veteran. l-I e was 
committ ed to an egalit ari an commun it y, where c lass and 
race tensions d id not ex ist and everyone worked fo1· th e 

general good ( 1985: 305). 

T hat thi s v ision o f th e wo1·ld was consistent w ith He1·shcy's 
childhood ex peri ence on th e farm th ere is l itt le doubt. A s he 

moved int o n large r and more comp lex wor ld , thi s v ision 
co111inucd to ser1e as I krshe) 's reCc rent for th e organi zat ion o f 
ex peri ence. Wh en setti ng up th e Selcc t i1 c Sc·1·v icc S)s tem, this 
foc us on a 1: mn-bascd Ill ) tli os o f indi v idual 1·esponsibili ty 
perm ea ted ll ershey's stn1cture o f the l )1·aft. W hil e such :t n 

organ iz ing mewphm may see m C]uai nt , it is one o f th e 1.- ey 

metcl phors of some orga niza ti on th eor) "gurus." For exan1plc , 
Jac l.-son ( 1999) idcn tifi es the lann metaphor as one o f three 
ce ntra l ·· fantasy th emes" o f Stepl1 en Covey' s worl.- . It is thi s usc 

o f un i ve 1·s :~ ll y acccss ib lc n1 e!<lp ho1·s th <t t ennb les th e founders' 
mythi c v ision to become exte rn :ili Le d int o th e cul ture o f th e 

orga ni za ti on ( I lat ch, 2000 ). or in l3orm ann 's term ino logy, part 

of th eir rh etori cal v ision. 
Ironica ll y. ll ershey's v ision o f the preeminent va lue o f 

indi v idual responsibilit y was a pM:tdox in the emergent 
orga ni za ti onal culture of th e l) r;1ft. 1\s membe,·s o f th e st:1tc and 

loca l boards impl ementing th e dral"t po li c ies became more a11 c.l 
more enamored by ll ershcy's v ision. they deferred to th e 
General's opi nion on how th e D r<lfi shoul d be run . Faith in th e 

m) th ic v ision o f the General was so strong th at " local bomds 
t1·ied to do wh at ll ershcy want ed w ithout being asked" ( Fl ynn , 

19R5 : 305). The im ny is th at whil e ll c1shey's mythi c v ision kcl 
hi m to construct a decent rnli Led ICderal system th at e111bodied 
th e idea ls of loca l cont m l, th e d ~ f:1 cto operati on of th e Drnh 

re\ultcd in a h igh I) c~ nt1 ·a li ;cd loc us o f contro l in th e Gc n ~ ra l 

h1m 'ic l f W hil e l lc rshey lac ked th e stat ut ory power to impose 
hi s \\ i ll upon th e Dl·:ll"t boe~ rd \, his intuprclali Oil o r how 10 

implement po l 1e) 1\':J S neve rth eless e n :~ c t c d by st;IIC and locnl 
;n1tlwr1ti es that sought to di 1 i11 c his w ill . Fl) nll notes th ;ll th e 

~clccti1c Sc1·1 ICC S)S iem c111 bodicd th e id e e~l s o f indi vidual 
re\ponsibilit y in the orga niLati on, symbo li Lcd by ll crshey 's 
consc ious int cnt to know th e pc' rSOilllCI o f th e system 011 il 
lir\ t-nalll c ba s i ~. II is hands-on 111 anagement of peop le at th e 

loc.il borm ls resulted in th e perce pti on o f th e Draft as a "famil y " 
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(Flynn , 1985: 304) , whi ch Martin (2002) describes as an 
integrated culture. The famil y metaphor plays a significant role 
in what Smith and Eisenberg ( 1987) and Morgan (2004) 
describe as important considerati o ns w hen confronting 
organi zati onal change. A cco rdin g ly, the " family" cul ture of the 
Draft fo ll owed th e w ishes of it s patri arch and founder . 

A s founder and leader o r th e Drafi , Hershey imposed his 
mythi c v ision upon how th e organi za ti onal cu lture of the 
Se lec ti ve Service System should function . The following 
secti on, d iscusses how Jh c interacti on of culture and mythic 
v ision constrain th e persuasive strateg ies th e organi zati on 
develops in response to th e challenges inherent in its 
env iron111 ent (e.g., Bit zer, 1968; Conrad, 1985 ; Pant & 
Lachman. 1998 ; Stark ey, 1998) . It is the dependency on the 
111 ythi c v ision for th e formu lati on o f persuas ive strategies that 
compri ses rh etori ca l determinacy. 

Mythic Vision, Culture, and Rhetorica l Determinacy 

A s both Cheney and Conrad observe , organizations have 
rhetor ica l di mensions. In add ition to convincing members to 

embody th e goa ls of th e organi zat ion, organi zati onal survival 
depends, in p:1 rt , upon adapting to th e ex tern al con straints 

imposed by th e cnv inlllment. For th e Dra ft . th ese ex ternal 
constrain ts inc luded >I on ly the tacti cal diffi culti es of 
proc uring 111a 11 power for th e arm ed forccs bu t also persuading 
both go ve rnm ent orli c ial s and the A meri can peop le o f the 
neccss 1ty o f eve n having a Se lec ti ve Service System . 

l~mbody in g th e mythi c v ision th at helped him m ganize the 

D1·art , 1\crshe; engaged in con1municat ive practi ces that 
Pacammsl.- y and O' Donneii -T ruj i ll o identify as " cultural 
pe1·forn1 anccs" ( 198 3: 127, 134 ). For Pacanowsky and 

O' Donnc ii -Truj i ll o, organ iLat ions <He " not to be seen as 
computer- li ke machines , but ra th er more like tribes ... Wi thin the 

tri bal organizati on, indi v iduals enac t o1·gani za ti ona l 
"performances" ll'hich arc " loose !) sc ript ed" by th e culture of 

the org:J ni Lati on that "d irects" th e indiv idual actor to "ex plo re 
the uniqueness and va1·iab ilit y of th ese perlo rmances" ( 1983: 

127 , 13'-1 ). The se per formances support th e r it es and rituals o f 
th e co rporat e tr ibe, w hich Deal & Kenn edy describe as 
" dramati Lati ons o f the company 's bas ic cultura l values. Behind 
each ritu al is a myth that symboli zes a bel ief central to th e 
cultu1·e" (2000 : 62 ) . N ot unli ke th e work o f mnnagement gurus 

noted elsewhere (C lark & Greatb::Hch, 2003; C la1·k & Sa laman, 
199 8; Co llins. 2003; Jac kson, 1999) , ll crshey's performance o f 

effect i ve persuasion became a significant fea ture of his ro le as 
Director o f th e D rali , since th e surv iva l of th e Draft System was 

continge 111 upon th e continuous rev iew o f the C ongress and th e 
P1·cs idcnt. These persuasive pcr fom1a11 Ces becJmc increasing ly 
impo n ~ 1 1 1 t , <~ s th e C011trovc 1·sy over U S in vo lvement in th e 
V ic·t11 am \V ar esca lated. 

W ith h1 s Congress io 11 :1l audience, ll ershcy drew upon his 
Ill ) I hie \lSI On as fuel fo r ado pting persuasive Strateg ies for 
continuing th e Draft. T he simpl est persuasive dev ice was th e 
ethi cal appeal o r hi s pers011 alit y . A s F lynn no tes, th e General 

was " il man o f ph ys ical and int ellectual v igor, to whi ch he 
added a remarkab le integrit y, whi ch stood th e test o f 
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journalistic scrutin y for almost thirty years" ( 1985 : 304 ). 
Hershey adopted a remarkab ly success ful interpersonal sty le in 
delivering his arguments to the Congress that embodi ed hi s 
mythic vision . He believed that th e conscripti on o f men into the 
armed forces could succeed onl y through a system th at refl ected 
the values o f th e communiti es from which the conscri pts would 
come, a pos ition mirrored in the academic literature (e.g., Dea l 
and Kennedy, 2000: see esp. 2 1-36) . Hershey ' s arguments were 
often made in the fom1 o f parable storytelling, w ith many o f th e 
stories set on hypotheti ca l farm s seen by both Hershey and his 
Congress ional audience as the locus o f strong values and simp le 
wi sdom. A s Dea l & Kennedy contend , the storyteller is a 
crucial character o f power and influence in an organiza t ion's 
cultural network : 

Storytellers are in a power ful position because th ey can 
change real ity . Storytell ers simply int c: rp t·et what goes 

on in the company - but to su it th eir own perce pti ons. 
And what is power anywa y but th e abi lit y to infl uence 
people' s percepti ons - w ithout th eir ,·ealizing it , o r 
course.. For the co rporat ion, storytell ers maint ain 
cohesion and prov ide gui delines for everyone to 
fo llow ... Storytell ers preserve insti tutions and theit· 
va lues by impartin g legends of th e company.. (2000 : 
87) . 

The values o f Hershey's mythi c v ision were unchanging: 
reliance on th e indi vidual, decentrali za ti on o f author it y, and 

faith in loca l leadership to properl y implement po licy w ith a 
minimum of directi on from above. U sing a se l f-effac ing sty le 

noted for an arcane w it , Hershey succeeded in develop ing 
exce llent pro fess ional relati onshi ps w ith governm ent o f fi c ials. 
espec iall y Congressmen and Senators. Flynn describes Hershey 

presentati on sty le before Congt·ess ional committees as 
"homespun" ( 1985 : 73 ). While Hershey's sty le is best known 
for its success in maintaining work ing relati onshi ps w ith 

Congress, he also ga ve public speeches to va ri ous 
organi zati ons, such as the Boy Scouts and veterans groups. in 
whi ch he used the same se l f-d ept·eca tin g sty le (Sei ve t·ling, 
1970) . Whil e the members o f' Congress were enten ained by 

Hershey's use o f homespun philosophy, sense o f hu mor, and an 
almost eagern ess to downplay his own role i 11 the dt.< tlt , it was 
th e combinati on o f th is sty le w ith h is demotl Stt·ateJ 

organi zati onal expert ise atl d th e arti cul ated va lues Jct·ived !'rom 
his mythi c v ision th at ultimately persuaded. 

Accord ing to Dea l & l<. ennedy, ·'T he bes t stot·ytelk t·s are 

typi call y found in positions th at give them access to a grea t deal 
of informati on. They are usuall y in th e epi ce 11ter o f acti v ity and 
free to be as eccentric as they choose. A storyteller needs 
imaginati on, insight , and a sense o f detail - a story can' t be 
abstract. " (2000 :88) . A s an exempla1· o f th ese qualiti es, it is not 
surprising that the values o f an organi zati on's founder find their 
way into that organi zati on's cult ure. Nor is th e fact that 
members o f the organi zati on, strongly affected by th e strength 

o f the leader's personalit y and v ision, are moved to ant ic ipate 
his/her des ires in determinin g thei1· own course o f acti on. (See 

for example, Deal and Kennedy's d iscuss ion of Symbo lic 
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Leaders; (2000: 14 1-1 56)) . Y et, th is ant ic ipatory behav ior does 
testi fy to the excepti onal talent o f this homespun storyteller, 
since the vast maj ority o f th e members of the local boards o f 
th e Se lecti ve Serv ice System were un paid vo lunteers for whom 
th ere were no fin ancial rewards. 

Pacanowsky and O' Donnell -Trujill o) argue that an "analysis 
o f any parti cular organi zati on would requi re the researcher to 
foc us on communicati on as per formance" ( 1983 : 146. In 
analyz ing Hershey's per form ance, it is interesting to note how 
his rh etori cal strategy before Congress refl ects the myth ic 
vision th at continued to sustain th e Draft 's organi zat ional 
members. Trujill o recogni zes the importance o f organi zati onal 
culture in relati on to the development o f rh etori cal strategy: " . 
i f organi zati onal researchers are to bri ng to fruit ion the 
potenti all y 1·ich not ions o f o t·ganizati onal symbo l ism, 
storytelling, and cultu re, th en we rn ay w ish to make some 
tentati ve rh etori cal assessments" ( 1985 : 22 1 ) . Fm Hershey, a 
pt·oduct not onl y o f a rut·al ( i f mythi c) past, but also o f the 

co mplex burea ucracy o f th e US A rm y atld a thorough student of 
hutna11 mot iva t ion, it seems no co incidence that storytel l ing wa s 
a major c lement in his commun ica ti ve sty le ( Flynn, 1985, see 

esp. 69, and 73) . 
Unfortun ately, Hershey ' s persuas ive stra tegy lo r 

communicat ing his myt hic v ision, and fo und ing the 
organizati onal culture o t' the Selec tive Serv ice Sys tem, 

ultimately lead to its failure. T he rh etor ic o f hi s stor ies became 
embedded in the culture through a legacy o f co rporate ritu als 

that in effect trained people in a spec ifi c mode of behav ior. 
While th ese ritu als served to communicate and unite membet·s 

to a co mmon v ision and purpose , Dea l & K ennedy ca ution th at 
" managers need to be full y aware o f the ritu ali st ic element of 

their own cult ure and not all ow themse lves to be captured by 
th e mag ic o f what they do ... " (2 000 :83) . T he power of 

Hershey's stm ies to cont inuously rein force these cu ltural r it es 
and ritu als resulted in the members o f the co rporate tr ibe fa iling 

to respond a11 d adapt to the demands ot' a changing 
environment. T he paradox that th is transfonnati ve 
" per for!ll ance" became an o bs t ::~ c l e to perce iv ing and ::~dap ting 

to constrat11lS, i llustt·ates th e i ntim :-~ t e relati onship betwee n 
rhetor ic a11d organizati onal communicat ion. The power o f 
l'il etori co l determin acy is seen in this paradox . and the fai lu re o f 

th e D t·al't <11ld irs foulllk r to res pond succe ss fu l ly to the 
cil:mgi ng etw i i'O tl metll31 co nslt·a ints or th e late I 960 's se rves as 
a case in po int. 

A met·ica's in vulvcment in th e V ielt l <l nl Wa t· p laced new 
dem:J nds upon the D t·aft . Face d for the tirst time w ith a \l at· th :J t 

lacked popular support , the Draft s;s tcm fo und it sel f' :J t odds 
w ith th e va lues o f the soc iety it was designed to sc 1·ve . Even so, 

the Draft enjoyed w ide- based support fro m both houses of' 

Congress and the A met·ican publ ic up tho rough late 1967. 
Flynn reports that Pres id ent John son " ncve 1· changed h is m ind " 
about Hershey's hand l ing o f the Dran and w rote lett ers in 
support of th e Direc to1· as late as Novembe1· 1967 ( 1985: 22 -1 ) . 
T hough the T et O f fensive o f I 968 would erode support to r the 
Draft and it s D irec tor from li be ral Senators, eve tl Semlt or 

Kennedy o f M assachusetts begun the decade in fu l l support o f 

6

Journal of Business & Leadership: Research, Practice, and Teaching (2005-2012), Vol. 3 [2007], No. 1, Art. 4

https://scholars.fhsu.edu/jbl/vol3/iss1/4
DOI: 10.58809/OHVF7185



th e system (F lynn , 1985 : 24 1 ) . 

Nevertheless the seeds o f change that would continue to 
assa il the Draft were ev ident. C iti es such as New York and 
Chicago had draft ro ll s th at were predominantl y black and 
impoveri shed, while the loca l board s remained all-white and 
middle c lass. A s such, the loca l boards no longer mirrored th e 
poo l of conscr ipts upon whi ch pa n of Hershey's organi zati on 
rested. The resulting protes t movements are well-documented 
and a matter o f public record. What remains unexp lained, 
however, is why th e General, who was aware of th e changing 
demographics, hild a hi story o f success fu l adaptation to shifting 
po liti ca l alliances, and was faced w ith increas ing ev idence th at 
hi s system was not responsive to the needs of th e community 
va lues upon which it was based, continued to argue before 
Congress for using the Draft statu s quo as an instrument of 
soc ial and military po licy. 

To understand thi s paradox we need to recogni ze that 
Hershey's organi zing pr inciple was a mythi c vi sion o f Ameri ca ; 
an interpretati on o f how the country ought to be, not a true 
re fl ect ion o f A meri can va lues and demographics. His 
essentiall y rh etori ca ll y constructed v iew of the A meri can 
culture and va lue system allowed th e ass imilati on o f apparent 
contradict ions into his sense-making mythi c v ision. ( Fi sher , 
1984, 198 5) 

Because the organi zing prin ciples o f the Draft were 
grounded in a mythi c v ision, the rh etori ca l demands of any 
given sit uat ion were deri ved from the myth , and not from th e 

needs o f th e temporal situati on it se l f. ll e1·shey's response to 
criti cs o f the D1·aft always return ed to th e set o f Gssumpti ons he 

held about the way thin gs ought to be, not to th e issues th ose 
cr iti cs raised abou t the way thin gs were. Eventuall y. He1·shc) 

became a poli ti ca l liab ilit ) to th e Congress and the Pres ident , 
and was forceu to step down. 

I t is a premise o r this stud y tlw t Hershey's myth ic v ision of 
A meri ca so powerfu ll y in lluenced th e culture o f th e Se lecti ve 

Serv ice system that the rh etori c used to defend and exp lain th at 
system was essentiall y determin ed by the mythi c 

v ision/organi zati onal culture interacti on. Th ough thi s stu dy is 

not ex haustive, such a relati onshi p does ex plain wh y Hershey 

was able to accommodate po li cy changes in how th e Se lecti ve 

Serv ice was run across se veral pres idencies, while remaining 
inllex ib le to demands for change in how th e Draft wa s 

structured . I f ll ershey were sim ply th e ca reer bureaucrat 
w ithout an ideo log ica l comm itment, it seems l ikely that he 
wou ld have responded readi ly to publi c demands for structural 
changes in the D1·a ft (e. g. nnti onal random lott ery, an end to all 

deferments) to preserve his positi on as Director. But th e 
commitment th at l le rshey held to th e statu s quo de111 onstratcs 
that myth is a powerful symbo lic Io ree and suggests :hat mythi c 
v ision and organ izati onal culture have powerful rh etori cal 

imp li ca ti OnS. 1 hiS interpretati on iS SUpport ed by th e WOI'k Of 
Pant and Lachm::Jn ( 1998) lin ki ng va lues to organi za ti on 

adaptation and change . In their terms, Hershey' s fai lure, or 
inab ili ty, to change the strategy o f the Se lecti ve Serv ice System 
to better refl ec t the po l iti ca l realiti es o f the late 1960s is 

co nsistent w ith their Propositi on I : " Organi za ti ons w il l be 
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unli ke ly to adopt strateg ies with implicit core value 
assumptions th at conflict w ith th e core values held by the 
organi zati ons" ( 1998: 203) . The requ is ite changes in the Draft 
System refl ected value assumptions that stood in direct conflict 
with the core va lues of th e Draft organi zation as embodied in 
Hershey's mythi c vi sion o f America . Such a view is also 
co nsistent with th e work o f IJerth on, Pitt , and Ewing (200 I) on 
th e importance o f deve loping a strong mechani sm for 
m ganizati onal memory to create adaptive organizational 
cultures . 

Implications for Management Theory and Practice 

Thi s essay has attempted to bui ld upon a rich research 
strea m that connects the too ls of rh etori ca l crit ici sm to the study 

o f organi zati onal cu lture and organi zationa l behavior. To thi s 

ongo ing conversati on, two new terms have been offered: mythic 
v ision and rh etori ca l determin acy to explain with greater 
prec ision how founder effects, fant asy themes and rh etori ca l 
visions interact to translate one person's v iew of th e world into 
a pervasive organ izati ona l culture. Thi s paper has differentiated 
mythi c v ision from Bormann 's rhetori ca l vi sion by noting the 
indi vid ual generati ve nature of th e former versus the ad hoc 
co llecti ve nature o f the later. In noting how successful 
organiza ti ons may fa il to adap t to changing env ironmental 
rea l ities, thi s essay has deve loped th e concept of rh etorica l 
detenn inacy a ~ a new too l for desc ribin g how organi zational 
culture ca n constrain the perceptions of managers when faced 
w ith difficult strategic dec ision-makin g. 

The im pli ca t ions for future stuu y sugges t appl ying the too ls 
of mythi c vision and rh etor ica l determin acy to other 
mgani za ti ons to d iscover wheth er th c5e new th eoreti ca l too ls 
JXOI e v<~ l id i!nd re li ab le across the stud ) o f mnny org;:mi zati ons. 
While useful lo r ex plaining th e histo ri ca l nature of 
o1·ganizat ional dec ision mal-. ing in the case o f th e Draft , it is 

hoped that th ese too ls and th is approac h can be appli ed to 
cu1Tcn t and ongo ing organi zati onal research. 

For example, might the too ls o f mythi c v ision and rh etori ca l 
determinacy be helpful to understand current orga nizati on 

problems, such as Wa i-M ;u·t' s charges o f systemic 

disc rimin atory practi ces aga inst female employees? The 

parallels between the Draft and Wai-M art are more striking 
than their d i fferences as governm ent and for-profit enterpri ses 
suggest. IJoth organi zati ons we re forged by one founder ' s 

v ision of how thin gs ought to be. IJoth organi zati ons deve loped 
strong organi zati onal cultures based upon ind iv iduali sm within 
a co llecti ve . Bo th organi za ti ons were founded by men of rural 
backgrounds. Bo th organi zati ons ex hibited unprecedented 
success in th eir respecti ve fi elds illl U g::~ rn e red the admiration 
(howeve r temporary) of th e majo1·it y o f th eir respective 
stakeho lders. Can mythi c v ision Z~ nd rh etori ca l determinacy 
help us understand how Wai-Mart 's organi zati onal behav ior 
evo lved to it s present state? Perh aps Wai-M an ' s response to 
thi s ex tern al threat w ill entail il rh etori c o f denial of the 
problem. Rheto1·ica l d e t e rmin ::~cy suggests that Wai-M art 's 

culture docs not "see" it s trea tment of female employees as 
unfai r ; albeit different from th e male employees perh aps. but 
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consistent with its founder ' s mythi c v ision. T ime w ill tel l. 
For the organi za ti on theori st, th e challenge is to identify th e 

future likelihood of issues th at might ca ll for a latent rh etorica l 
determinacy and prov ide mechanisms for the organi zati on to 
escape from thi s se lf-defeatin g perspecti ve . Thackaberry (2004) 
identifi es how ex ternal factors perce ived as either an 
opportunity or a threat can force organi zati ons to examine th eir 
culture. The comp lex iti es of organizati onal dynam ics are 
manifo ld and inter-related, underscorin g th at th e symbo lic 
dimensions of ch ange and continuit y can make even oven 
attempts to change organi zati onal cultures prob lemat ic. Perh aps 
the forces of rhetori ca l determin acy can be l imited or overcome 

by instituti onali z ing a form of organi zati onal self-stud y as 
advocated by Thackaberry (2004 ). Deetz (2003) suggests th at 
an organi zati on' s ab il i ty to ada pt to changes in the soc ial 
environment is a fu ncti on o f how inc lusive it is in considerati on 

o f " other dec isional vo ices" (609) . Perhaps both th ese 
suggesti ons can be bui lt into contro l systems to make 
organizat ions more responsive to extem al fo rces o f change than 
their ori g inal cultures woul d il ll ow. In a111 e\'ent. thi s paper 
forward s th e belief th at our awareness o r how o1·g<1 n iza t ions 
beg in, evo lve. and success ful ly or unsuccess fu l ly respond to a 
changing environment is enhanced by the usc o f th e concepts o f 
mythi c vi sion and rh eto1·ica l determin acy. 

Beyond thi s potential top ic o f in ves ti gation , fut ure research 
on organizati on culture and th e interacti on between rh etori ca l 
phenomenon and manageri al practi ce should benefit from 

further de velopment o f the termi no logy and too ls needed to 

explain each fi eld to th e other. 
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