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ABSTRACT

Considering the current organizational macro-emvitents, we notice that competitors have become more
aggressive. At the same time, some stakeholdemsxaexting more from organizations in relation doial and
environmental issues. Therefore, in order to seruivthis context, it is crucial for organizaticmsknow better
their identity, which is projected by different nmsaof communication to its internal members andtrevetl
public. In this scenario, the aim of this papetdsanalyze the projected organizational identityaafecently
privatized Brazilian railroad. We studied the coustion and transformation process of this orgaiural
identity through two different discourses: thatlog high-level manager and that of the trade urioddition,
two Discourse Analysis elements were used: theupsian strategies and the discursive images. Télesents
were very useful in order to apprehend the idecklgbackground of the discourses and the orgaoizalti
identity projected. In the end, we concluded tle tdentity projection process occurs in a veryerbe,
contradictory and interactive way.
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INTRODUCTION

For the last few decades, the globalization prodess been changing Brazilian society through
privatizations, market deregulation and increasingpetition between all kinds of organizations.
According to Almeida (2005), academic studies agaaizational identity and public expectations of
corporations have advanced a great deal since 1Bfiorts to present intrinsic and extrinsic
organizational qualities to society may turn oub&oa competitive differential.

This paper aims to study the construction of agtewvailroad’'s organizational identity, Railroad
X®, in order to understand the different levels a6 throcess, through different points of view. In
spite of the railroad's importance to economic d@gweent, the Brazilian train system had suffered a
notable decrease in investments since the late’d9Blis negligence regarding the sector resulted i
an increase iRede Ferroviaria Federal S. '8.(RFFSA?) debts and, as a result, the RFFS®led up
being privatized by 1996 and 1997.

This opening to private capital process dividedabmpany into six separate railroads. One of them,
Railroad X, located on the mid-eastern part of Brazil (Duaft@97), had to act according to the
investors’ interests and keep Brazilian societypeemlly its clients, satisfied. Therefore, the
management of Railroad X’s identity is necessaryrider to give credibility and legitimacy to this
new organization.

Railroad X emerged amid major organizational changaich as layoffs, changes in stock
participation and changes in management style.nidmagement of its new identity is crucial, in order
to make it easier for employees to identify witke tbrganization and its new managerial practices.
Briefly, Railroad X should look for its legitimacywith its internal and external public. Hence, our
main purpose is to present the study of the chamgd®ailroad X's identity from 1999 to 2005
regarding the discourses of two different orgamiwesl groups: upper management and the trade
union.

This paper is divided into seven sections: introidmg theoretical reference concerning
organizational identity, methods of gathering andlgzing data, result findings from the managerial
point of view, results of the trade union’s poirft\vdew, considerations and comparisons of both
discourses and conclusions.

STUDIES CONCERNING IDENTITY IN ORGANIZATIONS

According to Nogueira and Machado-da-Silva (20@8)anizational identity can be understood as
the result of various perceptions of the differatitig, essential and lasting aspects of an orgamiza
including its sociabktatus and relevant comparisons with other groups or argadions. In addition,
there is a psychological relation between social arganizational identity: the connection with a
positively identified organization may have a pesiteffect on the individual's social identity
(Rodrigues & Child, 2005).

Most of the identity studies related to organizasiopresent a relational point of view. The
individual, within an organizational structure, logi his identity in relation to the organizatiordahe
other subjacent categories, such as working groupis, departments, small groups with unique
characteristics, etc. Therefore, each member obithanization, personally and symbolically, intésac
with others, creating and recognizing identitien@htel, Carrieri, Leite-da-Silva, & Abate, 2005).

Wood and Caldas (1995) differentiated the pathg #hatudy intoorganizational identity may
follow. A first dimension of distinction is related the focal object. We can distinguish organasi
studies that focus on the individual identity frathers that concentrate on wider issues (such as
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groups’ or organizations’ identities). Having theganization as the focal object, Albert and Whetten
(1985) were pioneers in asserting that organizatibke individuals, also can have an identity. sT hi
would be built based on shared beliefs about whadifferentiating, essential and lasting in the
organization. These three criteria would be enotmldefine organizational identity as a scientific
concept.

Wood and Caldas’s second dimension of distinction the studies into organizational identity
would be the differences in perspective. Identitgynbe conceived as an internally or externally
defined attribute in relation to the analyzed obj@te internal perspective focuses on identifaati
issues in order to apprehend the organizationalbeeshshared values and distinctive characteristics
The external perspective is related to the studgrgénizational image and reputation, attempting to
understand the result of the different stakeholderslings and perceptions about the organization
(Almeida, 2005).

Considering possible contradictions between thearizgtional identity conceived by different
perspective and focal objects, Carrieri (2003)estahat we can talk about homogeneous and unique
organizational identity characteristics, or grouged fragmented ones. Studying both, it would be
possible to improve comprehension of identity amituce within organizations.

In this sense, we could state that Railroad X sspey through a crucial moment concerning the
comprehension of its identity because of its redeginning. In order to comprehend the railroad’s
identity, our focal object in preparing this papeas the organization, and two different internal
perspectives were considered: the managerial amdrédle union’s. Based on these concepts, we
aimed to comprehend changes in the organizatideatity of Railroad X from its beginning.

Organizational Identity Transformation

Numerous studies have defined what organizatiateitity is and why it matters. However, very
little is known about the process by which orgatioreal identity emerges and changes over time
(Empson, 2004). Changes in organizational ideatigyalways a result of a state of identity ambiguit
— a shared sense that there are multiple possitdepretations of what the organization is. Codey
Gioia (2004) have identified three triggers of itign change that represent these potential
discrepancies and cause members to change thainipagonal identity: a construed external image
discrepancy, change in the salient social refexrdttemporal identity discrepancies.

Since organizational identities consist of languagé meanings, there are two basic ways in which
organizational identity change can occur: in tHeela used to express identity or in the meanings
underlying those labels (Corley & Gioia, 2004). IK®002) has shown the importance of managing
identity labels during radical change processeg. fhietorical way of expressing identity can play an
important role in helping members disassociate ftbenold identity and identify instead with a new
set of core beliefs.

Elstak and Riel (2005) have explored the link bemmverganizational identity change and individual
identification, in order to oppose Fiol's (2002)nctusions that a low degree of identification makes
members receptive to identity change. Members whodl identify with the organization will not be
motivated to change because they are indifferewatd the organization’s continuity and social
position. Therefore, during identity change proesssa member’s strong identification toward the
organization is a key element to building a newniity.

This paper aims to enrich studies about organizati@dentity change, taking into account the
discrepancy between scholars in this field. We d¢atidte that Railroad X's identity has been through
a change process because of a change in its seéiment and also because of temporal identity
discrepancies. In addition, the railroad has faxedeaningful label identity change. In order tadret
understand this change process and its impactsgamiaational members, we have used the concept
of projected organizational identity, as stateddbyeida (2005), which:
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(...) includes the corporative identity, consideradtlze visual translation of what the organization
is, but it also incorporates every managerial disse, about what the organization is, which can be
expressed by institutional bulletins, cd-rom, hoaggs, newsletters and internal magazines,
lectures, intranet, press releases, advertisemgglts campaigns and several means and actions of
communication adopted by the organization as a efgyacing itself internally and externally (p.
46).

Based on this definition, we notice the great iefice of the managerial ideological creation in the
construction of the projected identity, throughfefiént communication mechanisms. However, for the
purposes of this paper we considered that the giemjeorganizational identity is also built based on
what is said in everyday life and by the trade olsaliscourse. In this way, while the managerial
discourse would generally try to project a consideadequate identity, other discourses would show
an organizational identity built through daily ptiaes.

METHODS

This research can be classified as exploratoryhébeginning, we did bibliographic research of the
RFFSAand Railroad X. We then made case study of theitgezhanges in the railroad, presenting a
unifying interpretation of the two different perspiges of the situation. The most important data fo
the study were collected in internal bulletins aegvsletters, published by the enterprise and Huetr
union, the STEFBHSindicato dos Trabalhadores em Empresas Ferrovsada Belo Horizonte —
Railroad Workers’ Trade Union in Belo Horizontehid data were analyzed from 1999 to 2005 in
order to understand the changes during this peiiocaddition, we also interviewed the person
responsible for the internal communication of Reilt X, the trade union president and an RFFSA’s
engineer.

These three interviews were used in a complementay to the discourses collected through
bulletins and newsletters. The interviewees frorirBad X and the trade union were chosen because
they were responsible for deciding what informatittould be released in their internal bulletins. In
this sense, by recognizing what their ideologicatkgrounds are, we can better understand the
intended purposes of each discourse published énptinted data. Finally, we interviewed the
RFFSA’s engineer in order to enrich our knowledgmoerning this defunct company. The
interviewee has been working for many years inRRESA and he is one of the few employees who
still work for the company and is in charge of demlwith its final obligations. Therefore, his
opinions are interesting as a third point of vidwhe privatization context.

Data Analysis Technique: Discourse Analysis

In order to perform a qualitative data analysis, weed the Discourse Analysis [DA]. Discourse
becomes a key element to the comprehension ofrtijegped organizational identity because it is an
instrument of reality interpretation, which defines certain organizational identity and tries to
influence the individual's behavior. The DA is angortant technique for extracting from discourse it
ideological formation and the organizational idgntelated to it. In this paper, we basically used
DA elements: the use of persuasion strate@i@ria & Linhares, 1993) and the construction of
discursive images (Pécheux as cited in Gadet & Ha80).

According to Faria and Linhares (1993), it is impot to detect four persuasion strategies in a
discourse. The creation of discursive charactersregeal the enunciator’s ideological inclination
because they are not created without purpose. fianer¢he enunciator may contradict or defend ideas
through the use of a given character, transferorespilities to it or even omit its existence. Samly,
relations between explicit and implicit contentsrgaan ideological background. The implicit content
enables the enunciator to pass to the reader méd&ds in a subtle and interactive way. Theseiaitpl
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ideas can reveal the enunciator’s ideological bemkud (Faria & Linhares, 1993; Maingueneau,
2000).

The silencestrategy about certain themes and charactersdsaat®mmon way of persuading. The
enunciator can omit possible meanings, which adesined and incoherent with the sustained point of
view. Through the analysis of what is omitted anlgatvis exposed, we can understand better the
discourse’s ideology. Finally, the fourth strategyers to lexical choice and it is also a revealing
element. The argumentative intention of the enuacis reflected in the words that the he uses to
express himself. In different situations, we cae sfrong or subtle, clear or technical vocabulary
(Faria & Linhares, 1993).

The persuasion strategies can contribute to thénitlef of the discursive partnergirofile.
Discursive partnerare the ones involved in a given discursive situatin this study, particularly, the
partnersare the enterprise and the trade union, on one siue the projected receptors of their
discourses, on the other side. From the definitbriRailroad X's profile, we could determine the
identity characteristics of the organization throutifferent points of view.

Based on Jakobson’s informational diagram, Péclfaaxcited in Gadet & Hak, 1990, pp. 79-87)
emphasized the need to identify the main partnedstiae reference of a discourse because they are
constitutive factors of any linguistic processshewn in the figure below:

“ : y D (L)
A: “enunciator (L): language coc
B: “receptor” A >B f: established contact
R: “referent” (context) R D: verbal sequence

By the process described in the diagram, we cantifgedifferent structural elements of the
discourse’s production. To Pécheux, A and B remitesertain places, which are defined by the social
structure. Sociology describes these places witierak objective aspects. As an example of these
places, we can cite a director or chief’s situatioan enterprise and an employee’s place in aifact
However, when we represent A and B in a discurpreeess, they become different and often do not
preserve their objective characteristics. Thesmdtions of images can be represented and explained
as in the table:
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Table 1: Imaginary Formations about the DiscursivePartners

Imaginary Implicit question, whose “answer”
formations’ Expression’s meaning supposes a correspondent imaginary
expressions formation

Image of A’s place, according to the subject in )
C 1a(A) N “Who am | to talk to you like that?”
A’s position
A X I (B) Image of B's place, according to the subjegt“Who is he, for me to talk to him like
A
L A’s position that?”
- 1B Image of B's place, according to the subject“¥vho am |, for him to talk to me like
® B’s position that?”
B S Image of A’s place, according to the subject in )
Is (A) N “Who is he to talk to me like that?”
L B’s position

Source: adapted from Pécheux (1990, pp. 82-83).

In addition to the partners’ position in the diskgm) it is important to emphasize that the referent
(the context or situation in which the discours@egrs) also influences the discourse production
conditions (Pécheux, 1990). In this sense, tharduather expressions:

Table 2: Imaginary Formations of the “Referent”

Expressions designating imaginary ] ) Implicit questions, whose “answer|
) Expressions’ meaning
formations supposes a correspondent
A Ia (R) A’s “Point of View” regarding R “What do | tieyou like this?”
Is (R) B’s “Point of View” regarding R “What does el me like this?”

Based on Pécheux’s theory, this paper could appoeheconcept that goes further on managerial
discourse and also consider trade union discowse Tthe analysis of how each partner sees the
reference is interesting in order to find out edisitourse’s conception of reality.

THE RAILROAD X

Railroad X started in 1996, through a concessiatgss of an RFFSA’s East-Center railroad. The
enterprise officially started to operate in 1 Sepier of the same year. At that time, it presented a
very heterogeneous stockholder configuration. Theree eight, including national and international
investors.

In September of 2003, Company?Yone of the biggest Brazilian corporations, wathanized by
the government to take charge of the stocks coofr®ailroad X. Thus it became part of Company
Y’s logistic department. Railroad X’'s business alanged from the strict control of the railroad t
the status of logistic operator, responsible ndy éor the railroad, but also for its links with hatr
railroads and other means of transportation. Radlr¥ operates in seven Brazilian states covering
important production centers.
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Through a previous data analysis, we were ablevidadthe organizational identity of Railroad X
into three main phases. The first one was theoedlprior to privatization, when it was controlleg
the federal government. The second was the momféet privatization. The third, from 2002
onwards, was the managerial dominance by Companyh¥s company had become the main
Railroad X stockholder in 1999. However, it wasyom 2002 that one could see greater interest on
the part of Company Y in investing in the railroand influencing its management practices. This
influence became stronger after 2003, when Railndastarted to integrate Company’s Y logistic
structure.

The Identity of Railroad X from the Managerial Point of View

Interviews and newsletters from Railroad Were used to examine the managerial discourse.
According to this discourse, at the moment beforeapization, RFFSA was identified as a shambles
enterprise in a condition of financial bankruptgydanot adapted to the new economic reality. The
following excerpt well illustrates the charactgmsfile in the discourse:

“Employeeswere used to the enterprise's reality, a rediigt escaped them at that time, because of what
had begun, | mean, in Collor's governmeithough | don't think you can blame Presidentd€dimself.

But it stemmed from a new reality that was beingldshed, with the strengthening of neoliberaligitom

that time on, the world has changed (...). And thieaad workerswere unfortunately conservative; they
had some resistance (...). So, when they woke ugnherprise was already in a major crisis” (RFFSA’s
engineer—characters highlighted).

From the excerpt cited above, we notice the shifesponsibility from the character government to
the character railroad workergnplicitly, it is said that the government canti@ blamed, nor can
President Fernando Collor, who was only followingneoliberalizing world trend. The railroad
workers, on the other hand, were presented as fottee @ulprits because they could not adapt to the
market's new characteristics. This is implicit niin the 4" sentence of the excerpt. In this process
of responsibility transference, an ideological depenent from a dominant class is highlighted.
According to this development, the employees ansiciered guilty.

“The owner of the RFFSA, the biggest railroad guriee in Latin America, bigger than Petrobras [the
petroleum company], was the Brazilian peoptevas paid for by the Brazilian people. (...) ISiink the
way it was done, in such a short period, left meetito thoughtfully prepare the denationalizatioraitess
damaging way to the nation” (RFFSA engineer—charadtighlighted).

Another discursive character to be highlighted iszian society. In this excerpt, the enunciator
manifests his sorrow for the loss caused in coressoplof the railroad concessions sale. The Brazilia
people appear explicitly as the great victim of grecess, for they are said to have paid for the
RFFSA patrimony. In addition, the interviewee shosplicit discontentment about the way the
RFFSA privatization took place. It is interesting thighlight in the excerpt above that
denationalization would have caused loss to théeomadnyway, inferred by thexpression less
damagingin the last sentence.

In the enterprise's second phase, one of the mainds is the increase in railroad accidents:

“By dismissing an employei@ charge of maintenance and hiring people witlexyperience, or rehiring the
same employees with a different salary and in woosglitions, theyhave interfered with the maintenance
of the permanent via and railroads. By doing seythrought about a situation of serious accidents”
(RFFSA's engineer, characters highlighted).

Some of the first actions of the railroad’'s privaanagers were dismissals and cost reductions.
Thus, a conseguence of these actions can be semanagerial discourse: accidents increase. The
interviewed manager also admits that the level afidents in the enterprise had escalated. By
analyzing the relationship between the charactagkliphted above, we notice the transference of
responsibility to Railroad X's new managers. Imipljc the private managers' lack of social
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sensitivity is denounced. The employee, on therotlaed, is presented as a victim of managerial
practices.

The manager of Railroad X mentions that the enis|srinitial phase was quite a difficult period. A
phase when management was adjusting to the railseatbr conditions during the privatization
period. She differentiates, thus, between an abandot scenario, during the RFFSA period, and a
changing one, initiated by Railroad X. However, diefthe changes took place, there had been
hardships:

“The beginning was difficult because there wassdny of abandonment. Weok over the railroad in a
declining period. The prices reported by the gowent did not actually exist. So, the beginning was a
period of adjustment. (...) Railroad Kad had capital loss so far” (Railroad ifanager, characters
highlighted).

The enterprise’s initial phase is identified withet development of a new identity, trying to
understand this new environment in which the orgtion would operate. Railroad X's management,
here identified by the expressiare, went through a number of difficulties and woulel tesponsible
for reversing this situation, restoring the raillogystem from its decline; in addition, the entisgr
wasn’t profitable. The character, government, is implicitly gettadgthe blame for the poor railroad
conditions, due to neglect and lack of balance vatiity.

The difficulties faced are made explicit by theemiewee. Those difficulties would be due to the
investor group’s heterogeneity and lack of experen railroad management:

“They were groups that did not have a lot of experieacd knowledge of the railroad business. Even
though _Company Ywas also present in some cases, as in Railrdadcase, the opinions were very
divergent. The groups were very divergent” (RFFS&igineer, characters highlighted).

It is interesting to observe in this excerpt the tharacter Company Y stands out from the other
investors. It is identified as one that would bpatale of managing the railroad in the most effitien
way. However, the existing divergence between tleugs would hinder Railroad X's progress.
Concerning the lexical choice used in the discquisesee the use of the terailroad business We
can affirm, from the implicit ideas in this expriess that the enunciator sees Railroad X’s actiaiy
exclusively directed to the market and the sociatfion theme is set aside.

During Railroad X’s third identity phase, we freqtlg observe the themes of investment,
restructuring, accident prevention and productivity

“(...) Railroad X's_employeesvere invited to take part, body and soul, in aawound process. (...) Now,
we need to focus on the results: the achievemeritelofidual goals will turn into the enterpriseigtories”
(Railroad X's Newsletter, April 2005, charactergftlighted).

We can observe the implicit theme of the employédéntification with the new Railroad X's
management. The idea of cooperation between watkcapital is also implicit. The unity theme can
still be inferred from the use of the charaeter which integrates all Railroad X's members.

Following the investors’ idea and the railroad’stracturing, the themes of safety, accident deereas
and productivity increase appear. These facts wdddthe result of a new management. The
improvements observed in Railroad X would be p&et new identity for the enterprise, which would
be the new Railroad X.

“The number of railroad occurrences dropped 15%omparison with 2003. Good production results came
together with the safety benefits” (Railroad X'sviétetter, April 2005).

“Building and consolidating the enterprise’s imageing able to count on a well informed, integrated
motivated _team besides narrowing the relationship with the comityuand the mediathese are
prerequisites for the construction of the ‘new’ IR&d X' (Railroad X's Newsletter, no. 12, August 2005,
characters highlighted).
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The two excerpts point to a change in the entegjsriglentity. Formerly a loss-making enterprise,
Railroad X is now highly productive and has fewidents; the enterprise’s new attitude theme is
explicit, the implicit one being the need for a e¢ounication policy between the railroad and other
characters—the internal team and the community.osliieg to the discourse, these characters are
indispensable to the enterprise. This new attitisdeonsidered as responsible for the renewal of
Railroad X. Since 2004, one notices greater impoedeing attached to the communication function
with the creation of a specialized department arghymew information vehicles. The enterprise’s
internal communication is one of the items heldoesible for the employee’s identification with
Railroad X as well as a vehicle for the dissemorabf its new identity.

“Before, there was this put-out-the-fire attitud®e talked to the_journalistevho came around, but we
invested little in getting good publicity for thaterprisé (Railroad X’s Newsletter, no. 12, August 2005,
characters highlighted).

“The intention is really to make up the employem&\d about the enterprisgsojects. Therefore, to get the
family involved too, (...) we send it (the newsletterjneoto them. (...) If you look at the illustratiotisere’s
always a black employee, because we have a lotlawk® working at the enterprise” (Railroad X's
communication manager, characters highlighted).

In the excerpts above, the function of Railroad B&Bnmmunication department is clear. The first
excerpt makes an explicit comparison with the farmmeactive attitude of the enterprise’s
communication. The charactewe, who represents the people in charge of Railrodd X
communication, would have modified its way of agtitt is implicit that the character journalists,
representing the media, only sought the enterpvidethe intention of reporting negative eventseTh
communication department, therefore, would be iargh of publishing good news in order to
maintain a positive image of the railroad. Thisi@ctdisplays well the strategies employed by
Railroad X's communication to captivate the empbsyand their families

As to the lexical choice for the discourses, thaetwo aspects worth highlighting: the selectibn o
the expressions employees over railroad workersraitiad occurrences over accidents. The first
preference could be an attempt to disassociateatlhead workers as a working class, and to inteegra
them to the enterprise as hired workers. The seaspdct of lexical choice could be an euphemism,
i.e., the term ‘accidents’ is avoided becauseshighly negative connotation.

The theme of optimism about the future permeatesdiscourses, revealing an expectation of
growth. The anniversary issue of Railroad X’s Nettgk features a baby on its cover, which,
according to the interviewee, could be a metapbiothfe enterprise.

“On the cover of the August issue Weatured a little babyho turned 1 in the same month the newsletter
turned 1, with the intention of celebrating andvdrag a parallel between the baby and the entersisee
we're also developing, we'd stumble and fall todRa{lroad X'’s communication manager, character
highlighted).

Finally, the main themes omitted by Railroad X'snagerial discourse would be: all the enterprise’s
labor disputes, including those that existed ptait being controlled by Company Y; the lack of
salary equity between Company Y’s railroad workeasd the great deactivation of the railroad
network after privatization. The reason for the gsmn of these themes is obvious as they do not
contribute towards the development of a positieniidy for the new Railroad X.

Railroad X’s Identity from the Trade Union’s Point of View

In order to capture the trade union’s discourse,saurces were used: the trade union’s newsletter —
Railroad Workers' Informative Newsletterand an interview with the trade union’s presidénis
interesting to observe that, since the beginnihg, trade union discourse explicitly opposed the
privatization of the RFFSA, as can be seen in Xtemt below:
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“The STEFBHsupports the struggle against the privatizatiothef RFFSAand have been moving in this
direction since late 1991 (...), emphasizing thatRFFSA’s dismantlement surely means retrogressioh
surrender to private capitatreason to Brazilian societyrhe bulletins also approach the strategies of
worldwide neoliberalism, the big sponsor of the eswof privatization and outsourcinRailroad Workers’
Informative Newsletr, no. 18, March 1994, characters highlighted).

The trade union appears in the discourse as acpootexs responsible for the railroad workers’
increase of consciousness and mobilization. Furtbes, it claims that the RFFSA would have been
abandoned and that its denationalization would s for Brazilians, the victims in this discourse
The private capital's interests become responsible the privatization and for the growing
precariousness of work conditions. Despite the lprab experienced by the railroad, problems caused
by the government as well as by public managers,sees some identification on the part of the trade
union with theNetwork (Rede) and with the railroad sector. Moreover, garnmg private and public
managements, the trade union’s president reachdsltbwing conclusion:

“The railroadformerly had a meaning in the ‘Rede’ and now th&aning has changed (...). In the ‘Rede’s’
times, it had a very big social meaning becauseairmads contributed to Brazil's development. fehare
cities that sprang up around the railroad” (STEFBptesident, characters highlighted).

During the construction of Railroad X's organizati identity, one can see negative and neutral
themes associated with the enterprise. It is isterg to observe that in spite of the trade union’s
accusation of aspects it considered unfair in Badr X's management, it sporadically uses the
‘collaboration’ theme between the workers and thtemprise. Thus, the denial of the conflict between
capital versus work is implicithe trade union’s radicalism is seen as inapprtgriBhe protection
offered to the workers exclusively by the tradeonns also implicit.

“A partnership relation with the enterprisesmade necessary. This is what the STEFBkkeking. (...) At
present, however, pure and simple intransigennetiacceptable, but the clarity of decisions imofaef the
workersand the enterpri&edevelopment (i.e., productivity) is. This wiletainly revert to the workeas
real gains. Moreover, balance is fundamental, sifee enterprise aims at profit and the trade union
represents the worker (...)" (Railroad Workers’omhative Newsletter, no. 53, October 1998, characte
highlighted).

In this excerpt, a minor hostility concerning theegprise’s character can be detected, the enserpri
that is also treated as a potential partner. The igj then, to balance enterprise and trade union
interests. Implicitly, such interests can be coatd. Moreover, when dealing with talks and the
representation of the worker with the enterpribe,aharacter trade union is given the most impogan
being an advocate for labor’s interests.

The trade union’s president recognizes that ia&ex to deal with Railroad X than with the RFFSA,
this is interesting, since the union’s struggle wgainst the RFFSA’s privatization. The prefereface
negotiating with the private enterprise would be tiugreater facility in balancing interests.

One may conclude from the discourse that the werkee sometimes successful in agreements
established with the enterprise. Thus, it remaimplicit that interfacing with a private enterprise
makes the balance between the trade union’s am&aiX’s interests more accessible:

“l think it is easier than it was with RFFS#ecause it was a very large enterprise and defdeorldhe
authorization of agencigbat controlled it. Therefore, the negotiationstmthe RFFSA were slower (...).
With private companieshe answers are immediate” (STEFBH’s presidemyacters highlighted).

On the other hand, the negative themes relatedaitroRd X also appear in the trade union’s
discourse. The claim for better working conditioespecially for the train operators, is observed.
Railroad X would have threatened to cut benefimmfremployees and would not be able to
accomplish the goals established by the denatimatidn edict.

“(...) the current trade union’s _presidenisyopen and is how negotiating the Collective Agnent with
Railroad X CorporationThe enterprise threatened to cut benefits amorighwiour are fundamental and
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indispensable: meal vouchers, profit sharing, avertand company-controlled ‘flexitime’ (Banco de
Horas)” (Railroad Workers’ Informative Newslettan. 53, October 1998, characters highlighted).

“Railroad X(...) transported only 82% of the loads that it 3tdwave carried in the first year of concession.
In 1998, it achieved 91,3% of the established go@silroad Workers’ Informative Newsletter, no.,54
April 1999, characters highlighted).

In the first highlighted excerpt, Railroad iX linked to negative themes: the cut in basic bene
The trade union’s president emerges as being reggerfor the protection of the railroad workers’
(implicit character) rights. Implicitly, Railroad Xvould not have a social commitment to its
employees, as it would break labor laws. Hencetrdde union was to carry out a control function. |
the last excerpt, the enterprise appears as itisedor it would not have been able to accompttsi
goals established by the government (implicit cbizr.

Finally, the trade union’s leader raises yet anotieéevant theme for the identity formation of
Railroad X the deactivation of railroads. The concessionziapanies would be responsible for this,
and the consequence is the depredation of theadilpatrimony.

“Many things were deactivated. 90% of the stations96, in the case of Railroad Znd in the case of
Railroad Z(fictitious name) (...) 90% of the railroad statiomere closed and today they are abandoned in
the whole national territory” (STEFBH's presidedbaracters highlighted).

However, it is interesting to note the omissiorsofme themes from the trade union’s discourse. It
does not deal with railroad accidents or internatters of the enterprise, concerning the new
management’s adaptation and the conflicts amorakistdder groups. Perhaps these themes were not
considered relevant.

In the third identity phase of Railroad X, it istiteable that the trade union’s discourse did not
change. Nevertheless, a new theme arises: the fdaisalary equity among employees of Railroad X
and other Company Yailroads This theme first arose during the Collective Agneat period in
2000, the first year after the Company Y took ovemaining in the trade union’s newsletters pages
until 2005:

“Our main struggle is to seek salary EQUITY anddjita for Railroad Xs workerstogether with Company
Y’s fellows (...). We must get mobilized to eliminate this unfdiscrimination against Railroad’'sX
workers, a railroad that belongs to the Companiofding” (Railroad Workers’ Informative Newsletter,
August 2005, characters highlighted).

Thus, it is interesting to note that the charaG@empany Y had still not answered the STEFBH’s
request, even after five years of claims. The d@&wea character Railroad X's workers would be the
victim of the discourse, since it would have be&triminated against and would have the right to
receive the same salaries and benefits as theadilworkers from Company Yeurthermore, it is
inferred that the trade union could only demandaryalequity after Company Y had major
participation in Railroad X'shares.

Another interesting theme that is relevant in fRalroad X identity phase is the condemnation of
the concessionaires’ shares control by only oneageament group.

“Some management grougsve taken over the Brazilian railroad system.sT&ystem, which could
integrate the whole country by means of passetrgasportation and the possibility of small anddiam
production conveyance, has become the private pgsopé some_groupstrongly armed with a powerful
influence over governments (...)" (Railroad Workelsformative Newsletter, July 2005, characters
highlighted).

In the excerpt above, the trade union’s discoursaclks the railroad concession stocks being
controlled by only one enterprise or enterpriseugroA trust would be formed that would have
negative consequences for clients, an implicit ati@r in the discourse theme of price definition.
There would also be negative consequences for amdlinedium producers, inferred characters in the
theme of small and medium production transportation for passengers, an explicit character. It is
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interesting to highlight that in this theme the cdisrse enunciator avoids making explicit the
management group controllers and the controlldcbeals, counting on the reader’s knowledge to fill
in these blanks.

The themes of the trade union’s struggle against énterprise and of criticism towards
concessionaires persist in the trade union’s dissywonveying the idea that Company Y's control
did not modify labor relations at Railroad X.

“Yet, the enterprisénas been interfering in the understanding betvpegties and, as they have not paid the

PRV (Variable Remuneration Plan) scheduled for 2093 and have not met other demands, the railroad
workersdecided to go on strike” (Railroad Workers' Infative Newsletter, no. 57, June 2000, characters
highlighted).

“(...) furthermore, the concessionairalso neglected to prepare to transport an incdegsain harvest,
postponing essential construction work and investmen the road. Accidents were not reduced as rasich
intended and users frequently complain about tirdmot being punctual” (Railroad Workers’ Infortina
Newsletter, July 2005, characters highlighted).

From these two excerpts, Railroad X's disregardt$oemployees is explicit, and the organizational
misconduct is implicit. The organization takes partthe discourse through the explicit character
concessionaires. Railroad workers and railroadsus@uld be the maiwrictims, since their needs
would not have been met by the enterprise. In Bfglitt is implicit that the concessionaires, whok
over the railroad network, were not being efficienbugh, i.e., the railroad sector had not improved
with the process.

Unlike what is observed in managerial discoursgargding lexical choice, one notices the constant
use of the term railroad worker in the trade ursodiscourse. Such a strategy might contribute
towards strengthening the idea of a united worldorihe worker should not identify with the
enterprise, but with the workforce and the railroad

Concerning the themes omitted from the trade usidiscourses, we noticed that nothing was said
about Company Y's investments in the railroads, rié& enterprise managing projects or the new
relationship policy with customers, employees amel community through the new communication
department. Such themes would be omitted due t@dkéive connotation they could convey to the
concessionaires.

CONSIDERATIONS ON THE “IMAGE GAME”: RAILROAD X—TRADE UNION

As previously exposed, it is interesting to undemdt the imaginary formation in discourses to
increase the knowledge of how the enterprise viesedf and how its external and internal publicssee
it. The discursive partnerthat are going to take part in this analysis wét Railroad X, the trade
union, the railroad workers and their families. Tdigcourse of the trade union (A) basically pragect
the employees (B) as readers. The discourse ofdadilX (A’), on the other hand, has the employees
and their families (B’) as its main addresseess Itill important to point out that the discourse
referent (R—context) is the same, bearing in mifgbrwand where they were mentioned. Figure 1
illustrates these discursive processes:

Figure 1: Discursive Processes of the Trade UnioA) and of the High Administration (A’)

®
B .

(R)




The Construction of the Organizational Identitys€iurses upon a Brazilian Private Railroad 18¢

The self-image presented by RailroadIX'(A")) throughout would be the image of an emese
that underwent difficult times at the beginningthauigh it has recently managed to grow and to
improve its efficiency. This becomes clear through comparison between the initial themes (the
scrapping of the RFFSA, the mass dismissals, tlread accidents) and the final themes (the radroa
investments, increased productivity and the praspfer growth). Thus, what would prevail now is
the creation of a promising and optimistic Railroadnage.

The point of view of Railroad X’'s management conasg the discursive context (I A'(R)) is quite
important for understanding its ideological backgrd. When it comes to the main referent
characteristic, privatization, the discourse isofable. As for other smaller themes, such as the
increase in working hours, the disappearance ofpgobitions and the lack of salary equity, the
managerial discourse makes no mention of thent,waeuild prefer not to select them to compose its
discourse, for they are negative to its image.

The trade union’s image of the referent (IA(R))oalsveals a Railroad X identity. As highlighted
above, there is aanti-privatization ideology: the union condemned the process befooedurred
and still returns to the theme in order to criticithe concessionaires’ performance. As for some
smaller themes, the trade union’s discourse becdesssradical, for example, when it defends the
maintenance of a good relationship with the eniegpHowever, considering Railroad X's activities
as the main referent for the trade union’s disamupae can affirm that the union is against moshef
actions of the enterprise, showing dissatisfadtiorelation to the railroad management. Therefire,
the trade union discourse, in general, RailroachX & negative image.

We can agree with Elstak and Riel (2005) that #u lof the trade union’s identification with the
new Railroad X makes the identity change process mongptex and difficult. The railroad workers,
who are the receptors of both discourses (high midimition and trade union), receive two different
discursive images (and identities) of Railroad XisTambiguous state may be an obstacle to the
construction of a consistent organizational idgntit

DISCUSSION OF RESULTS

In brief, we can state that Railroad Xd@entity, besides having undergone changes, hasilé m
faceted character. It is possible to identify vasiothemes that permeate the discourses in a
differentiated manner, and other themes exclusivenly one of them. Thus, the projected Railroad
X's identity can be illustrated in the following wa

Figure 2: The Projected Organizational Identity ofRailroad X

Other _
Discourses| Administratio ‘ Trade Union

The above diagram illustrates the projected orgdiaizal identity of Railroad X. It would be made
up of a nucleus of themes common to both analyzedodrses; themes that would include the
organization’s main characteristics, such as: fheration area, the history of its privatization atsd
marked-by-accidents negative beginning. There e themes that are exclusive to each discourse,
such as salary equity, in the trade union’s disseuand the newRailroad X, in the managerial
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discourse. Furthermore, the railroad’s projecteshtitly would still be constructed by other themes,
conveyed by other discourses not analyzed here.

This multi-faceted identity may have a differerggtinfluence on the various recipients of these
discourses, based on their social groups and ideiiogical backgrounds. This happens in view of
the interactive character of the discursive procesether words, the interlocutor plays an impotta
role in the interpretation of what is explicitlydmplicitly announced.

Eventually, we question the possibility of concegvionly one organizational identity. The strong
link between ideological background and variousrimhl and external organization groups’ discourses
was highlighted. These groups are held respon&ibléhe projection, recognition and construction of
the railroad identity. Consequently, it is veryfidifilt to talk about only one enterprise identisynce
the ideologies are different and peculiar to eandies group.

In an attempt to visualize a single railroad’s migational identity, we can point to the themethat
intersection of all discourses represented in EdurThus, the railroad identity would only be made
up of the most obvious and indisputable traits. tAep way to look at the projected railroad’s
organizational identity would be to admit that #sh at least, a double identity, in view of the
divergences made evident by the management artcaiihee union’s discourse analyses. Each of these
discourses would project a certain enterprise’stitleto the interlocutors, who could accept oentj
them according to an ideological background.

Finally, a third way of visualization proposed tiargvould be a dialectical view of the railroad
identity. Both analyzed discourses are contradycaord present a certain different view of the tgali
From this denial process, a railroad identity coallide as a synthesis of discourses, taking them as
two sides of the same coin. The railroad identibulel actually incorporate both discourses and would
be something beyond them at the same time.

No matter how the railroad’s organizational idgntian be visualized, an identity projected by an
infinite range of discourses, it is necessary tdenstand the complexity of this identity formation
process. Thus, identity recognition can contritiata better orientation of the organizational syst
to a better understanding of employees and tradmbehavior, and, finally, to an apprehension of
the organization’s role in its social context.

CONCLUSIONS

In this paper, we have studied Railroad X's histioon 1999 to 2005 in order to comprehend its
organizational identity. The railroad has gone tdigto an important change process because of the
RFFSA’s privatization. We aimed to study the prtfmt of the organizational identity while this
change took place. Consequently, we considered ram intraorganizational discourses in our
analysis, the managerial and that of the traderuiée assumed that both voices played a crucial rol
to the construction of Railroad X’s identity becaukey came from two important groups within the
organization. These groups were seen as havin@reiff ideological backgrounds. While the
managerial discourse seemed to build an increaspuglitive image, the trade union kept its opposed
view about most of the common discursive themess&hresults raised a discussion about the
existence or not of a unified organizational idnti

This multifaceted organizational identity could bederstood as an identity ambiguity state.
However, we cannot assume that this is a tempda#t,swhich would be solved when the change
process is over. This paper’s results show thaaroegtional identity is a constantly dynamic and
ambiguous process. Organizations are always chgngitd so are their identities.
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We can state that this paper’s methodological dmrion is the use of Discourse Analysis as a
method of studying the projection of organizatiordentity. The four persuasion strategies were
useful in detecting the enunciator’s ideology bdrime text. The identification of each strategywdro
the analysis of the discourse intention in a syatemway. Therefore, the analysis process became
clearer and more complete. In addition, the usthefdiscursive images concept helped to complete
the analysis.

As for the paper’s limitations, we could cite thaé only studied the projected organizational
identity, basically through bulletins and newslettd he study of Railroad X's identity would be mor
complete if other resources were added, such aes/ietvs with employees from different hierarchical
positions; discourses from the community; mediac@®iand even the opinions of stockholders. With
all this information, this study could achieve armoonclusive result.

NOTES

! Railroad X is a fictitious name in order to corldBa company’s identity.
2 RFFSA was the name of the now defunct Braziliatefal railroad.

3 Company Y is also a fictitious name in order tnazal the company’s identity.
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