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One major attraction for visitors of
the Brazilian Amazon rainforest is the
“meeting of waters,” a phenomenon
that occurs at the confluence between
the Negro River, with its black (dark)
water, and the Solimoes River, with its
sandy-colored water. The waters of the
two rivers run side by side without mi-
xing for more than 6 kilometers. This
phenomenon is due to the differences
in water density, temperature and spe-
ed of the two rivers. The Negro River
flows at approximately 2 km per hour
at a temperature of 22°C, while the
Solimoes River flows between 4 to 6
km per hour at a temperature of 28°C
(PREFEITURA DE MANAUS, 2007).

In this Pensata, it will be argued
that a similar phenomenon is taking
place in the corporate world. Since
the 1990s, the increasing speed of or-
ganizational change processes (KAN-
TER, STEIN & JICK, 1992; WILSON,
1992), the growth of merger and ac-
quisition processes (GREGORIOU &
RENNEBOOG, 2007; MARKS & MIR-
VIS, 1998; THE ECONOMIST, 1999a;
THE ECONOMIST, 1999b; VASCON-
CELOS, CALDAS & WOOD, 2003)
and privatization processes, particu-
larly in emerging countries (RAMA-
MURTI, 2000), gave rise to what may
be called hybrid organizations, a new
“ideal type” (see LAMMERS, 1988).
In Brazil, several recent cases may
have generated hybrid organizations,
such as the acquisition of ABN-Real
by Santander, the merger between Itat
and Unibanco, the creation of Fibria, a
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result of the merger between Aracruz
Celulose and Votorantim Celulose e
Papel, and the creation of Brazil Foo-
ds, a result of the merger between Sa-
dia e a Perdigao.

This paper seeks to present hy-
brid organizations as configurations
that result from change processes and
preserve for a long time, in the same
organizational locus, certain distinct
strategic, organizational and cultural
features which originate from the ma-
trices that formed the organization and
may sometimes be antagonistic. We be-
lieve that, in addition to drawing atten-
tion to a relevant, yet poorly studied,
phenomenon, this paper makes three
other contributions: first, by enriching
the concept of hybrid organizations;
second, by revealing the dynamics un-
derlying this phenomenon; and third,
by identifying the opportunities and
challenges that this phenomenon poses
to researchers and executives.

The paper is structured as follows:
in the second section (following this
introduction), the concepts of hybridi-
ty and hybrid organization are presen-
ted based on existing literature, and a
basis for a review and expansion of the
hybrid organization concept; in the
third section, the expanded concept of
hybrid organization is outlined with
a list of its causes, expressions and
consequences; finally, in the fourth
section (conclusion), a few opportu-
nities and challenges that this concept
poses to researchers and executives
are presented.

©RAE ¢ Sio Paulo ¢ v.50 ¢ n.2 «

THEORY: A REVIEW OF CURRENT
LITERATURE

In recent decades, the terms “hybrid”
and “hybridity,” both originating from
biology, were appropriated by the fiel-
ds of sociology and cultural studies,
with hybridity being associated with
a quality, state or existential condi-
tion (see BHABHA, 2003; HARAWAY,
2000; BURKE, 2003; GARCIA-CAN-
CLINI, 2003a; 2003b). The phenome-
non can also be seen, for example, in
music, when there is an overlapping,
in a certain style, of elements from
other styles, as in the case of jazz and
bossa nova. In this section, we will
address the appropriation of these ter-
ms in organizational studies.

Quasi-governmental organizations
and hybrids involving social
organizations
In the field of New Institutional Eco-
nomics, the term “hybrid organiza-
tion” is used in reference to hybrids
that operate between market and hie-
rarchy (WILLIAMSON, 1985; 1991)
or arrangements mixing contracts
and administrative entities to ensure
coordination between partners that
gain from their mutual dependence,
but need to control the risks of op-
portunism (MENARD, 2004, p. 347).
However, this approach refers to inter-
company arrangements, rather than
organizations per se, which are the
subject of this paper.

Outside this field, the term “hybrid
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organization” first appeared in scien-
tific literature in the areas of public
administration and non-profit orga-
nizations during the 2000s, in refe-
rence to organizations that operate at
the interface between the public and
the private sectors and address both
governmental demands and business
demands. According to this literature,
examples of hybrid organizations in-
clude public universities that provide
consulting services to private compa-
nies and research centers that conduct
studies for pharmaceutical laborato-
ries (e.g. LAMB & DAVIDSON, 2004).

The term “hybrid organization” is
also used to designate organizations
that combine features of non-profit
organizations, such as volunteering,
mission orientation and focus on the
creation of social value, with features
of business companies, such as self-
-interest, market orientation and focus
on the creation of economic value (see
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ANHEIER & SCHROER, 2008; HUD-
NUT, BAUER & LORENZ, 2006; KO-
PPELL, 2003). U.S. companies Fannie
Mae and Freddie Mac are examples of
this type of hybrid organizations (THE
ECONOMIST, 2008).

Hybrids, hybridity and hybridization
in organizational studies

In addition to the term hybrid or-
ganization, scientific literature on or-
ganizations has used the terms “hy-
brid,” “hybridity” and “hybridization”
in different ways. The first group of
references deals with management
models and studies the effects of the
global dissemination of certain mana-
gerial discourses and practices and the
formation of hybrids in countries that
receive such discourses and practices.
The second group of references deals
specifically with governance models
and studies how certain models dis-
seminate, are influenced by local rea-

Table 1 - Studies on hybrids, hybridity and hybridization

GENERAL TOPIC FOCUS OF ANALYSIS REFERENCE

lity and form hybrids. Table 1 below
summarizes the main contributions to
the understanding of these phenome-
na in literature.

Comments on existing literature

A review of existing literature shows
that the hybridization process and
the hybrid condition in organizations
contain a strong element of indetermi-
nacy, as it may destabilize the existing
reference points and blur the distinc-
tions between local culture and cor-
porate culture. In multinational com-
panies, for example, corporate efforts
to impose values and practices may be
faced with defensive responses from
local executives who mix such values
and practices with their own values
and practices, thus creating hybrids.
Furthermore, different institutional
and cultural scenarios (countries or
regions) may generate different res-
ponses and different hybrids.

Cultural changes involved in the adoption of American and European producti-
vity models in Israel, with formation of hybrids: mixtures between foreign practi-
ces, local practices and also practices which were modified or given new mea-
nings based on the interaction between original practices and foreign practices.

Implementation of production management practices of Swedish and Japanese
origin in a Volvo plant in Brazil, resulting in a hybrid system.

Westernization (and hybridization) of the Japanese management system.

Worldwide dissemination of Japanese production techniques and their hybri-
dization to address various economic and institutional scenarios.

How executives in Israel, Thailand and Mexico create hybrid value and mana-
gement practice formats based on cultural interactions and trade-offs.

A study on the diffusion of governance models and practices showing that the
dissemination of codes has caused both convergence and a certain degree of
hybridization in the countries that adopted them.

A study on the evolution of governance models in China suggesting that the
final model will not be a copy of the original system, but a hybrid containing

A study on the transient nature of governance models in Germany, with a trend

Management
models
Governance
models
the best features of the most relevant models.
towards convergence.
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Frankel & Shenhav (2003)

Wallace (2004)

Pudelko & Mendenhall (2007)

Whitford & Zeitlin (2004)

Shimoni & Bergmann (2006);

Shimoni (2008)

Aguilera & Cuervo-Cazurra

(2004)

Chan, Luk & Wang (2005)

Lane (2005)
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The formation of hybrids may oc-
cur either by a (voluntary or involun-
tary) mixture of features from diffe-
rent types of organization and due to
changes in the organization (HATCH,
1997). Reinforcing this point, Calas
and Arias (1997) contrasted the con-
cept of organizational transformation
with hybridization. According to the
authors, the discourse of organizatio-
nal transformation is characteristic of
the modernist outlook, for which it is
possible to conduct an orderly process
of change. On the other hand, the hy-
bridization process, which is closer to
the postmodernist outlook, presuppo-
ses fragmentation and juxtaposition
of forms.

Although the literature on hybrids,
hybridity, hybridization and hybrid
organizations has generated some
progress, it presents two points of con-
cern. First, studies have emphasized
the cultural dimension and, to a les-
ser extent, the mixing of management
models. However, it lacks a deeper un-
derstanding of how the hybridization
process occurs in organizations and
how systems, processes and structu-
res participate in and are influenced
by such process. Second, studies that
deal with hybrid organizations percei-
ve them as specific contractual models
(as in the case of New Institutional
Economics) or as combinations be-
tween business organizations, public
organizations and non-profit organi-
zations. Thus, they fail to apply the
concept to a wide range of organiza-
tions which also have a hybrid natu-
re and do not fall into these catego-
ries. Studies on hybrid organizations
could address several other issues. For
example: What gives rise to a hybrid
organization? How hybridity is ex-
pressed? What are the implications
for management practice? What is,
after all, a hybrid organization? This
paper will address these issues in the
following section.
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DISCUSSION: DIRECTIONS FORA
NEW DEFINITION

Up to this point, we presented the
concepts of hybridity, hybridization
and hybrid organization and discus-
sed the limits of the latter concept. In
this section, we will seek to broaden
the understanding of the phenomenon
of hybrid organizations and “specula-
te” about its causes, expressions and
consequernces.

Causes of the hybridization
process and the emergence of
hybrid organizations
Globalization-related changes are
among the causes of the hybridiza-
tion process and the emergence of
hybrid organizations. Among such
changes, we may highlight: first, the
limits experienced by the State in
providing services to the population,
which gave rise to the emergence and
proliferation of non-profit organiza-
tions (SALAMON, 1994); second,
the liberalization of national markets,
which increased competition, causing
privatization processes (RAMAMUR-
TI, 2000), industry consolidation
processes (mergers and acquisitions)
and organizational change processes,
including radical changes (GREGO-
RIOU & RENNEBOOG, 2007; VAS-
CONCELQOS, CALDAS & WOOD JR,
2004); and third, the growth of capi-
tal markets, together with companies
going public, which often entailed
major changes in governance and
management models, particularly in
family businesses (BHATTACHARYA
& RAVIKUMAR, 2001; EHRHARDT
& NOWALK, 2003).

Such changes could be clearly seen
in developing countries, which expe-
rienced a rapid transition to market
economy (such as Eastern European
countries) or a rapid market opening
process (such as Latin American coun-
tries) (BAUMANN, 2002). It may be
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argued that all the processes mentio-
ned (i.e. emergence of non-profit or-
ganizations, privatizations, mergers
and acquisitions, organizational chan-
ge or companies going public) may
generate hybrids, although it cannot
be affirmed that the cause-and-effect
relationship is absolute.

Expressions of the hybridity
phenomenon

The sources compiled and discussed
in the section on the existing theory
provide indications of expressions of
the hybridity phenomenon in organi-
zations. However, this base must be
expanded to take into account certain
major organizational change processes
occurred in Brazil, such as, for exam-
ple, the privatization of the electrici-
ty and telephone systems; efforts to
modernize and professionalize major
Brazilian private groups; and merger
and acquisition processes.

Based on a review of this expanded
base, we suggest that the hybridity
phenomenon may be seen in four
main dimensions: governance syste-
ms; special structure and segregation;
processes and systems; and discourse,
culture and identity. These dimen-
sions will be reviewed one by one.

The first dimension is governance
systems. The hybrid governance con-
dition is observable in the examples
mentioned by Lamb and Davidson
(2004) and by Anheier and Schoer
(2008), i.e. public universities that
provide consulting services to private
companies and research centers that
conduct studies for pharmaceutical
laboratories. The hybrid governance
condition may also be observed in or-
ganizations that combine features of
non-profit organizations with features
of business companies.

The second dimension is structu-
re and spatial segregation. Based on
observation of numerous consulting
projects and case studies, one may

apr./jun. 2010 « 241-247 243



conclude that hybridity is also expres-
sed in the coexistence of parts from
different sources. In companies that
resulted from privatization proces-
ses, for example, it is common to find
areas coming directly from the public
corporation that originated the new
organization, while new areas have
been created from the hiring of pro-
fessionals in the market.

The third dimension is processes
and systems. Also based on case ob-
servation, it may be argued that hybri-
dity is expressed in the juxtaposition
of processes and systems. One change
process that often generates hybrids
is the implementation of integrated
enterprise management systems (En-
terprise Resource Planning — ERPs).
Such implementations usually in-
volve the adoption by companies of
standardized flows for their core work
processes. However, because of time
constraints, internal resistance or pe-
culiarities of the companies, adaptation
is not always perfect (WOOD JR. &
CALDAS, 2001). Therefore, the result
of the implementation work is often the
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coexistence of the new system and its
new processes with inherited procedu-
res and systems, which are operated in
parallel and sometimes generate diffe-
rent information and results.

The fourth dimension is of discour-
se, culture and identity. This fourth di-
mension is probably among the most
researched in organizational studies.
Works in this field deal with rhetoric
disputes (HARDY & PHILLIPS, 1999;
MAGUIRE & HARDY, 2006), multiple
identities (FOREMAN & WHETTEN,
2002; HOFESTEDE, 1980; PRATT &
FOREMAN, 2000) and cultural di-
versity (GIOIA, SCHULTZ & COR-
LEY, 2000; HAMPDEN-TURNER &
TROMPENAARS, 1998). In short, in
this fourth dimension we must also
accept the possibility of coexistence
of different corpora (of discourses,
culture or identity) in the same orga-
nizational corpus.

Consequences of the hybrid
condition

Itis intuitive to realize a challenge for

Figure 1 - Relational model for hybrid organizations

management in the hybrid situation.
However, it is helpful to adopt a sim-
plified conceptual model for a better
understanding of the consequences.
This model, represented by Figure 1,
involves an ideal hypothetical situa-
tion in which two organizations with
different features merge, giving rise
to a supposedly hybrid organization.
The vertical axis records the level of
salience of Company 1. The horizon-
tal axis represents the level of salience
of Company 2. Salience refers to the
dimensions listed above, i.e. gover-
nance system; special structure and
segregation; processes and systems;
and discourse, culture and identity.

Friendly coexistence

Cell (3) represents a situation in whi-
ch both companies are low salience,
i.e. none of them is able to offer strong
or dominant features. In this situa-
tion, individual features may remain
for some time, thus maintaining the
hybrid condition until the balance is
changed or new features are imposed
by some initiative.

High I
I
I
(4) I (1)
Domination and I Multiplicity or
repression I conflict
I
Salienceof  _ _ _ _ _ _ _ _ _ _ _ _ _ : _____________
Company 1 |
I
3) : (2)
Friendly coexistence : Repression and
| domination
I
Low I

Low
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In situations similar to the one re-
presented by cell (3), i.e. low salien-
ce, one may conclude that there is an
accommodation from both parties if
there is no external force for change.
Thus, different models, systems and
cultures may coexist for an indefini-
te period. This may imply barriers to
generate economies of scale and sco-
pe, because systems and procedures
will be duplicated, and additional co-
ordination capacity will be required
from top management coordination,
particularly in agenda definition and
decision-making processes.

Domination and submission

Cells (2) and (4) represent a different
situation in which one of the compa-
nies presents a high level of salience
compared to the other, which presents
low salience. In both cases, one may
assume that there will be a dynamics
involving domination and submis-
sion, i.e. a company will seek to im-
pose its features on the other.

In situations similar to the ones
represented by cells (2) and (4), i.e.
a combination of strong and weak
salience, one may conclude that one
organization (with strong salience)
will tend to impose its features on
the other (with low salience). This
scenario is likely to be permeated by
tensions and conflicts between the do-
minant perspective and the non-domi-
nant perspective, with consequences
such as deterioration of the organi-
zational environment, emergence of
resistance, increased organizational
cynicism, higher incidence of organi-
zational incivility cases and negative
impacts on absenteeism, employee
turnover productivity.

Multiplicity or conflict

Cell (1) represents the hybrid situa-
tion par excellence, or the scenario
in which the hybrid condition may
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continue for the longest time. In this
scenario, both organizations present
high-salience features.

In situations similar to the one re-
presented by the cell (1), i.e. strong
salience, one may conclude that the-
re may be situations of confrontation,
with varying degrees of conflict, and
each organization will seek to esta-
blish its features as dominant or at
least to defend its territory. We argue
that this scenario combines the chal-
lenges from the previous two scena-
rios, because it involves both the trend
towards continuance of the features
associated with the present organi-
zations and permanent domination
attempts by one or the other party.

CONCLUSION

In this paper, we sought to expand the
perception of the concept of hybrid or-
ganizations. To achieve this goal, we
summarized and reviewed the exis-
ting literature and sought to outline
the phenomenon. In this last section,
we will discuss additional issues. We
will also review the contributions of
the paper, identify its limitations and
provide directions for future research.

Additional Issues
As mentioned above, this paper fo-
cused on the causes, expressions and
consequences of the phenomenon of
hybrid organizations. On the other
hand, two relevant issues must be
mentioned which, due to choice of
scope, have not been addressed: first,
are not all organizations potentially
hybrid after all, reaching such status
at least for a certain period of their
existence? And second, what condi-
tions would lead organizations to lose
or soften their hybrid nature?
Regarding the first question, the
initial answer is yes, at least for orga-
nizations that reach a certain degree

of complexity. After all, every organi-
zation that restructures itself, expands
regionally or internationally or acqui-
res or is acquired by another becomes
hybrid to some degree. But we should
also consider that what makes hybri-
dity a relevant phenomenon is not
its mere existence, but the fact that it
occurs in such a degree that generates
significant interference or impact on
management. Therefore, it may be su-
ggested that all complex organizations
are hybrid, but not all experience such
a feature in a relevant degree.

Regarding the second question, it
must admitted that the answer would
require additional research and may
even be the subject of an empirical
study. However, some preliminary
observations can be made. Just as the
Negro River eventually mixes with
the Solimoes River, organizations
may also lose or reduce their hybrid
nature over time. This process may
occur, for example, due to continued
managerial action to promote greater
uniformity in systems, structures or
even attitudes and behaviors. Signi-
ficantly, contemporary managerial
rhetoric is populated by terms such
as “strong culture,” “corporate DNA”
and “strong identity.” The popularity
of these terms indicates a systematic
search for homogeneity (and therefo-
re for a force contrary to hybridiza-
tion). Therefore, it may be suggested
that conscious managerial action,
through the use of rhetoric and the
usual management and control tools
(e.g. hiring, firing, punishment and
reward) is a driver to reduce the de-
gree of hybridity.

Contributions to theory and
practice

As stated in the introduction, this pa-
per presents some contributions to or-
ganizational studies by drawing atten-
tion to a relevant, yet poorly studied,
phenomenon, reviews and expands
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the concept of hybrid organizations
and reveals the dynamics underlying
this phenomenon.

For researchers, particularly those
interested in organizational change
processes, the adoption of the expan-
ded hybrid organization concept may
open new avenues of study. Such ave-
nues may include, among others, the
following possibilities: first, a com-
parative study of governance systems
that may accommodate the hybrid
condition of certain organizations;
second, a study of the conditions and
effects of the coexistence between
groups from different origins within
an organization,; third, a study of the
impact of hybridization relating to the
existence of processes and systems
from different origins within the same
organizational environment, such as
the effects on the organization of work
and on decision-making processes;
and fourth, the study of the dimension
of discourse, culture and identity in
hybrid environments.

As for executives, the concept may
be usefully applied to merger and ac-
quisition processes, privatization and
organizational changes. The recogni-
tion of the hybrid condition and hy-
brid organizations poses additional
challenges to the conduct of large-
-scale intervention processes. First,
one must emphasize knowledge of
the history of the organization or or-
ganizations involved. It is important
to identify their origin, major deve-
lopmental milestones and critical
events. This knowledge allows us to
understand the dynamics underlying
the formation of hybrids. Second, one
must identify the groups within the or-
ganization, as well as their respective
physical spaces. The purpose of this
mapping is to understand motives and
actions, which allows us to determine
the best intervention strategy. Third,
one must identify expressions of hy-
bridity, both in relation to objective
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features (e.g. models, processes, sys-
tems and procedures) and subjective
features (e.g. organizational culture,
organizational identity and discour-
ses). Such identification must be ac-
companied by a review of the respec-
tive levels of salience. Fourth, it is
advisable to identify the main points
of tension and conflict generated by
the presence of hybrids. Both must
be considered. Fifth, one must esta-
blish the intervention strategy. Such
strategy must consider the results of
previous steps and a review of the level
of salience of the features.

Limitations e future research

The essay nature of this paper im-
plies two limitations that may lead to
further research. The first limitation
refers to the model being proposed
(Figure 1), which, although it serves
the didactic purposes of this paper,
presents a static and bipolar picture of
the phenomenon (with only two orga-
nizations). The hybridization process
is dynamic and intricate and could
easily escape the eye of an observer.
Therefore, future research should seek
to capture such dynamics.

The second limitation concerns the
empirical base. Future research should
involve case studies. A grounded the-
ory model (Eisenhardt, 1989) may be
used for this purpose in order to iden-
tify broader patterns and expand the
understanding of the phenomenon.
Finally, we expect, as usual, that this
paper will be regarded as an invitation
to future developments related to the
subject of hybrid organizations.
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