
How texts and artefacts produce normative social roles: 
An inquiry into an investment procedure as a mediating 

instrument 
 

Claire Dambrin 

HEC Paris 

dambrin@hec.fr 

& 

Anne Pezet 

Université Paris-Dauphine, DRM 

anne.pezet@dauphine.fr 

 
Abstract 
This paper addresses investment procedures as a mediating instrument (Miller & O’Leary, 
2007). We bring to light how normative social roles are created by procedures, focusing on 
their very form (Goody, 1977; 1986; 2000; Norman, 1991; 1993; Phillips & Hardy, 2002; 
Phillips, Lawrence & Hardy, 2004). Using a content analysis of an investment procedure 
conducted in 2004 in a European pharmaceutical multinational, this paper shows how this 
specific form takes effect during the institutionalisation of investment ideals (e.g. 
competitiveness, value creation) into normative roles. We show that the texts of investment 
procedures as well as the cognitive artefacts (formulae, drop down lists, typologies, etc.) that 
make them up shape each phase of the institutionalisation process: objectivation, stabilisation 
and subjectivation (Berger & Luckmann, 1966; Hasselbladh & Kallinikos, 2000). 
Objectivation and stabilisation construct the context for the development of normative social 
roles (subjectivation) around investment by laying out the paths a given investment project 
will have to pass through and by setting the performance principles it will have to fulfil.  
This paper’s contribution is three-fold. First, using the concept of normative social roles, 
studying the investment procedure enables us to illustrate how a discursive text is already a 
practice in and of itself. Next, it brings to light the complexity of a procedure through an 
intertextuality made up of different texts but also of technologies of the intellect, and thus 
contributes to bolstering the interest of discourse analysis in understanding the mechanisms of 
institutionalisation. Finally, this paper contributes to neo-institutional sociology (NIS) by 
focusing on the micro-social level and especially by analysing the material vehicles enabling 
social roles to be constructed.  
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Introduction 

At first glance, what could be more banal, more boring and more dust-covered than an 

investment procedure manual? And yet the most discrete practices often play a role that, 

although often unrecognised, is no less fundamental to social life (Power, 1997). Shifting our 

interest to investment procedures first of all means studying a device well embedded in the 

life of organisations. Indeed, investment procedures benefit from such durability and such 

wide dissemination in the corporate world (Author, 1998; Segelod, 1996) that some observers 

do not hesitate to speak of a “modern paradigm of investment choice” (Hayes, Wheelwright 

& Clark, 1988). Empirical research into capital budgeting flourished in the 1970s (Ackerman, 

1970; Aharoni, 1966; Bower, 1972; King, 1974; 1975; Klammer, 1972)1. However, its 

development has singularly declined in recent decades. Today, Miller and O’Leary call not 

only for more empirical studies but also for a broader approach to capital budgeting, less 

focused on valuation techniques: “accounting researchers need to fundamentally rethink what 

counts as capital budgeting, by examining the mediating instruments that frame investments 

across the boundaries of firms and other agencies” (Miller & O’Leary, 2007, p.730). 

Following this call, our paper addresses investment procedures as a mediating instrument 

between arenas and actors.  

 

The literature on the investment procedure shows that it is one of the pillars of the corporate 

control system. It accounts for the firm grip of the procedure and its prescribed actions on 

corporate investment decision-making (Graham & Harvey, 2001; Pike, 1996). The investment 

procedure ensures a priori the coherence between purposeful corporate strategy and 

investment choices. It is a “written administrative routine” (Segelod, 1995; 1998). This status 

                                                      
1 For an extensive review on capital budgeting, see Miller & O’Leary (2007). 
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lends it benchmark value as a standardising tool but also as an element of the control system, 

as a language community or as a learning driver. On a wider scale, it guarantees the 

effectiveness of corporate governance by enabling the control of strategic decision-making. 

The main in-depth empirical works on investment procedures are American (Itsvan, 1961), 

Swedish (Renck, 1966; Tell, 1978) and French (Engel, Fixari & Pallez, 1984). A common 

feature of these works is that they all aim to study how investment procedures are used in 

companies. Building on manuals, they focus on the way companies design their investment 

decisions. Investment manuals constitute the formalised representation thereof. The fact that 

they exist, however, does not necessarily mean that each project unfolds in a way that 

matches the demands of procedure. As stated by Bower (1972), senior management does not 

choose investments directly from the requests issued by decentralised units according to 

investment procedure guidelines but by constructing the structural context that ensures the 

consistency of requests with strategic goals. Drift and diversion often go hand in hand with a 

framework that is purposefully restricting and which, accordingly, does not always 

correspond to the needs of the actors (Author, 1998).  

Contrary to the existing literature on investment manuals, our research objective is neither to 

investigate the actual decision made with the help of procedures nor the ‘real’ use made of 

these procedures. We focus on the very form of the procedures and on claims that this form 

fosters the production of normative social roles. An in-depth exploration of texts is actually a 

fruitful exercise for connecting discourse and action. Indeed, we believe, as claimed by 

Phillips, Lawrence and Hardy (2004), that institutions are “primarily constructed through the 

production of texts, rather than directly through actions” and that “institutionalization does 

not occur through the simple imitation of an action by immediate observers but, rather, 

through the creation of supporting texts that range from conversational descriptions among 

coworkers and colleagues to more elaborate and widely distributed texts such as manuals, 
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books, and magazine articles”. In this context, we claim that far from being meaningless, 

dust-covered expressions of obsolete bureaucracy, investment procedures are among those 

texts that “leave traces” (Phillips et al., 2004) because they signal to members of the 

organization those of their activities that are legitimate and those that are not. Furthermore, 

belonging to the genre of procedure that is recognizable, interpretable, and usable in other 

organizations, investment procedures also form part of those few texts that “form the 

prescriptive basis of institutions by framing the understanding and experience of actors in 

different organizations and by shaping the way in which they act in and on the social world” 

(Phillips et al., 2004, p.643).  

 

In this paper, we focus more specifically on two features of investment procedures hinting at 

the overall genre of procedure: it is written down and generally consigned to a ‘manual’; and 

it relies on “cognitive artefacts” (Norman, 1991; 1993) or “technologies of the intellect” 

(Goody, 1977) such as lists, tables and formulae like Discounted Cash Flow. Drawing on the 

three moments of institutionalisation developed by Berger & Luckman (1966) and an 

interesting recent operationalisation of these moments (Hasselbladh & Kallinikos, 2000), we 

endeavour to answer the following question: how does the specific form of procedures take 

effect during the institutionalisation of investment ideals (such as competitiveness or value 

creation)? In other words, how do written texts such as investment procedures help to 

transform social ideals on investment into normative roles? Using a content analysis of an 

investment procedure, we show that by demarcating a domain of action and by then 

establishing performance principles, the form of investment procedures—including written 

texts and diverse artefacts such as lists, tables and formulae—results in the creation of 

normative roles in the investment arena. To conclude, we discuss the implications of our 

 

4



findings for neo-institutional research and for the conceptual distinction between discourse 

and practice. 

 

1 Management Devices and Normative Social Roles: Theoretical 

Considerations 
 
This research aims to investigate the influence of a specific management device—namely, the 

investment procedure manual—on the institutionalisation of investment ideals. In this respect, 

it draws on the research stream that studies accounting in its social dimension (Burchell et al., 

1980; Hopwood, 1976; Hopwood & Miller, 1994). We set out to study the institutionalisation 

of investment ideals by importing concepts from cognitive and ethnographic sociology 

dealing with the properties and effects of written texts (Goody, 1977; 1986; 2000; Norman, 

1991; 1993). This use of sociological concepts will enable us to account for one part of the 

institutionalisation process that is difficult to grasp and remains underexplored: the 

subjectivation part of the process—in other words, the influence of accounting devices on 

individuals. 

1.1 Studying the social dimension of accounting by investigating the 

institutionalisation of investment ideals 

This research lies within the scope of socio-institutional studies of accounting, in line with the 

approach defined by Hopwood since the founding of the review Accounting, Organizations 

and Society in 1976 (Baxter & Chua, 2003; Burchell et al., 1980; Hopwood, 1976; 1983; 

1987; 2005; Hopwood & Miller, 1994; Miller, 1990; Miller &  O’Leary, 1987). It considers 

accounting as a social practice that is subject to the influences of society but which has, in 

turn, an impact on that same society. Although accounting devices are considered a social 

practice, their links with the social remain relatively unchartered from an empirical point of 

view. In this respect, investment practices were the subject of one of Miller’s founding 
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articles (1991). Basing his work on concepts borrowed from works by Foucault and Latour 

(problematisation, programmes, translation and control at a distance), Miller analyses the 

spread of discounting methods in Great Britain in the 1960s. He concludes that a link exists 

between national policies that promote economic growth and the setting up of techniques that 

meet this goal with respect to investment choices. The research conducted by Miller 

emphasises the influence of programmes—defined as idealised patterns designed to represent, 

analyse and solve problems associated with particular aspects of social and economic life—on 

the modalities of corporate investment decision-making. The link between society and 

accounting devices thus appears to span from society to accounting devices in one dimension. 

Broadly speaking, it is the articulation linking problem perception (problematisation), 

programmes and technologies that is analysed here (Miller & O’Leary, 1994; Miller & Rose, 

1990). Yet, the inverse relationship that spans from accounting devices to society (the 

creation of normative social roles through technologies) has yet to be analysed. 

Institutionalisation, meaning “the social process by which individuals come to accept a shared 

definition of social reality” (Scott, 1987), turns out to be a relevant research frame for 

scholars interested in the social dimension of accounting. Studying institutionalisation 

provides insight into the interactions between accounting and society by deepening the 

relationship between microscopic and macroscopic perspectives. If management devices are 

social practices, then they participate in institutionalisation, as Miller (1994) points out: 

“Accounting can now be seen as a set of practices that affects the type of world we live in, the 

type of social reality we inhabit, the way in which we understand the choices open to business 

undertakings and individuals, the way in which we manage and organize activities and 

processes of diverse types, and the way in which we administer the lives of others and 

ourselves. To view accounting in this way is to attend to the complex interplay between ways 

of calculating and ways of managing social and organizational life” (Miller, 1994, p.1). 
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Indeed, neo-institutional research has contributed to the development of the research stream 

that considers accounting as a socio-institutional practice because it analyses the causal 

processes that link accounting to its institutional environment (Miller, 1994, p.12). Yet, 

although the influence of society on accounting is well grasped, once again the inverse 

influence still needs further investigation. We find potential and support for addressing the 

influence of accounting on society by referring to authors who had a foundational influence 

on neo-institutional theory. Berger and Luckmann’s perspective on the social construction of 

reality stressed the existence of a dialectical relationship between man the producer and the 

social world—man’s product. They claimed that the product retrojects onto the producer. 

With this in mind, they accounted for three moments of institutionalisation: externalisation, 

objectivation and internalisation: “Externalization and objectivation are moments in a 

continuing dialectical process. The third moment in this process [is] internalisation (by which 

the objectivated social world is retrojected into consciousness in the course of socialization)” 

(Berger & Luckmann, 1966, p.78-79). While interestingly placing emphasis on the crucial 

importance of internalisation by individuals in a process that would later be criticised as being 

disembodied, Berger and Luckmann did not provide details on how to address these three 

moments of institutionalisation empirically. In Hasselbladh and Kallinikos (2000), we see an 

interesting operationalisation of the three moments proposed by Berger and Luckmann 

(1966). Hasselbladh and Kallinikos develop an analytical tool “for disentangling the 

composite totality that makes up the processes of institutionalisation” (2000, p.704). Three 

phenomena constitute the whole process in their view. First, objectivation is the moment 

when a clearly defined and delimited domain of action takes shape, around which systematic 

ideas and measurable propositions can develop. Second, stabilization addresses the building 

of performance principles—specific rules of conduct and control techniques that are stable 
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and also durable and communicable. Third, subjectivation deals with the construction of 

recognizable and recurrent roles through management devices.  

To spotlight the influence of accounting on society, we set out to analyse the 

institutionalisation of investment ideals occurring through investment procedures. In 

particular, we want to show how a particular accounting device—the investment procedure—

helps to create normative social roles. We should once again stress the fact that we do not 

address the question of the actual use made of these procedures. What is at issue here is the 

kind of normative individual that is constructed through them. The roles produced by these 

procedures may certainly be considered as ‘prescribed’ roles that can be distorted when 

people appropriate them. We consider roles as resources, as bundles of norms and 

expectations (Alvarez & Svejenova, 2005; Baker & Faulkner, 1991). Individuals use roles to 

enact positions and as sources of legitimacy (Alvarez & Svejenova, 2005, p.91). They employ 

roles as platforms for exercising control and power and as a means to achieve political ends 

(Callero, 1994). 

Specifically, it is the subjectivation phase that this research aims to explain in greater depth. 

However, it is argued that for subjectivation to be understood, objectivation and stabilisation 

must also be studied. On the one hand, one phase of a process cannot be analysed 

independently of the others. As stated by Berger and Luckmann (1966), an analysis of the 

social world that leaves out any one of these three moments would be distortive. On the other 

hand, we will show that objectivation as well as stabilisation set the conditions for 

subjectivation; they configure the roles that subsequently develop in the subjectivation phase. 

Therefore, although our main objective is to account for the subjectivation phase of 

institutionalisation, the whole process (objectivation, stabilisation, subjectivation) needs to be 

analysed for us to reach this objective.  
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1.2 Why can the study of texts enlighten the subjectivation of normative roles?  

As stated by Phillips et al. (2004), most institutional theory has been dominated by realist 

investigations in which the examination of organizational practices has been disconnected 

from the discursive practices that constitute them. These scholars believe that institutions are 

constituted through discourse and that it is not action per se that provides the basis for 

institutionalisation but, rather, the texts that describe and communicate those actions.  

 

Indeed, it is through linguistic processes that definitions of reality are constituted (Berger & 

Luckmann, 1966). Berger and Luckmann stress that institutions are represented—that is to 

say ‘made present’—“in their linguistic objectifications, from their simple verbal designations 

to their incorporation in highly complex symbolizations of reality. […] They may be 

symbolically represented by physical objects, both natural and artificial” (Berger & 

Luckmann, 1966, p.93). Discourses may be envisaged as frames “organizing the encounter 

between subject and object” inside institutions (Bloomfield & Vurdubakis, 1997, p.639). 

Studying how representational practices transform activities into controllable objects, 

Bloomfield and Vurdubakis also argue that: “The role of the frame is by definition 

supplementary to that of the picture. […] The frame is an instance of social performance” 

(Bloomfield & Vurdubakis, 1997, p.639-641). Texts are therefore fundamental in 

understanding institutionalisation because they are part of the discourses that frame roles, and 

roles are “objectified linguistically” before being made available to individuals (Berger & 

uckmann, 1966, p.91). L

 

According to Goody (1977; 1986), the written form actually produces three significant 

consequences. First, the writing of a text authorises interpretation and manipulation. Yet, the 

text is also a reference, because: “literacy encouraged, at the very same time, criticism and 

commentary on the one hand and the orthodoxy of the book on the other” (Goody, 1977, 
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p. 37). So the text provides an opportunity to be translated, even to be betrayed, but is also 

presented as an indispensable benchmark. The second consequence is that writing, and in 

particular the modes of communication adopted (texts but also tables, lists and formulae), 

produces effects on the cognitive capacities of individuals. Goody analyses how changes in 

the mode of communication influence the development of cognitive structures and processes, 

and the growth of human knowledge and capacities to store and augment that knowledge 

(Goody, 1977, p.36). In this regard, the example of a list is revealing: on the one hand, it 

enables information to be stored and so facilitate spatial and temporal communication, 

recording and recall; on the other hand, it enables a shift from the aural to the visual domain 

and this “enables it to be inspected, manipulated and re-ordered in a variety of ways” (Goody, 

1977, p.76). Lists thus not only promote new technical skills but also new intellectual 

aptitudes. Lists are “cognitive artefacts” (Norman, 1993) and, in their form as an artefact, 

shape the individual’s cognition. Checklists “improve the memory and facilitate performance, 

but from the point of view of the person, they modify the task” (Norman, 1993, p.23). Indeed, 

we now have to draw up a list, understand that it is the list that we must consult rather than 

doing the tasks directly and, finally, read and interpret the list’s content. Finally, the third 

consequence of the textual form is that “the growth of bureaucracy clearly depends to a 

considerable degree upon the ability to control ‘secondary group’ relationships by means of 

written communications” (Goody, 1977, p.15), as Max Weber has already shown. In other 

words, beyond the individual aptitudes they produce, written forms of communication—the 

“technologies of the intellect” (Goody, 1977, p.244)—support power organizing and 

corresponding modalities of control. 

These three consequences of written texts are the ones that we will seek out in investment 

procedures in order to understand how investment procedures contribute to the 

institutionalisation of investment ideals through the creation of normative social roles. 
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2 Research Design  
 
Our empirical study is used as a tool for theory development on the subjectivation part of 

institutionalisation. As suggested in the introduction, our approach differs from a positivistic 

tradition because testing and verifying are not part of our project. Nor do we have any 

intention to generalise by comparing various investment procedures. In its contrary 

epistemological positioning, our work also differs from Glaser and Strauss’s position because 

we reject the assumption that a researcher begins with a clean slate. We argue that a 

researcher’s subjectivity is not a true problem, since “we are all producing orderliness in our 

writings, sequences of relationships […] putting pieces together, picking and choosing to pay 

attention and ignore” (Calás & Smircich, 1999, p.664). What is more troublesome in research 

writing, according to these scholars, is unrecognised partiality, which leads them to advocate 

“modest narratives” to make researchers’ partial choices clear. Let us specify our partial 

choices.  

This article is based on field research conducted in 2004 at PHAR, a multinational 

corporation originating from Europe2. This company is one of the leading pharmaceutical 

laboratories in the world and is the fruit of a merger between a French company and its 

German counterpart. As a listed company with stable growth, investment constitutes a regular 

annual flow because regularity of ordinary investment tends to establish investment procedure 

as a routine. The stability of annual investment (in its occurrence and its nature) was an 

important empirical selection criterion since we believe it is in such a context that norms arise 

and can be internalised by organisational actors. The company has spending on investment 

amounting to 6% of its turnover (€1.1bn compared to €18bn in turnover). Moreover, these 

investments are strategic and designed to maintain or expand their main activities: investment 

                                                      
2 The complete findings of this study are available in the following report: Author (2004). 
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is mainly in marketing and R&D. We assume that the steadiness and core business orientation 

of investment in this company relate to the existence of an active investment procedure. 

Investment procedures are alive or active in an organisation when they are regularly updated 

(in our case study, investment procedure was revised in 2003, a year before we gathered data). 

We assume that such revisions lead to changes in social roles that corporate managements 

want to foster. Consequently, the activeness of investment procedures is linked to our 

research question dealing with the creation of social roles. 

As developed in section 1, our theoretical project in this paper is to account for the social 

dimension of accounting by studying the effects of the written properties of accounting 

devices. Accordingly, the investment procedure seems a highly relevant unit of analysis: 

“Data are not untainted slices of objective reality but aspects of recorded activity that a study 

finds significant for theoretical reasons” (Ahrens & Chapman, 2006, p.820). Why does an 

investment procedure provide relevant data for achieving our theoretical project? 

Phillips et al. emphasize that “only certain texts will ever become embedded in discourse to 

form the prescriptive basis of institutions by framing the understanding and experience of 

actors in different organizations and by shaping the way in which they act in and on the social 

world” (Phillips et al., 2004, p.643). In our view, investment procedures deserve attention 

because they fulfil several conditions that make them part of this circle of powerful and 

structuring texts. First, they take the form of a genre meaning that they share similar 

substance in terms of the topics discussed and the form they take (Kuhn, 1997), and they 

organise the temporal, spatial, and social dimensions of interaction (Yates & Orlikowski, 

2002). As such, they are recognizable, interpretable, and might be usable in other 

organizations, which make them “more likely to become embedded in discourse” (Phillips et 

al., 2004, p.644). Second, investment procedures are sets of texts and artefacts. They are 

indeed studded with “technologies of the intellect” (Goody, 1977; 2000) or “cognitive 
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artefacts” (Norman, 1991; 1993)—i.e. “artificial tools designed to preserve, reveal and handle 

information with the aim of satisfying a representational function”. Not only do written texts 

produce effects on the organisation of human societies (Goody, 1986, p.171), notably due to 

the data storage they enable, but artefacts combined to texts are also “what amplif[y] human 

aptitudes” (Norman, 1993, p.18-21). Investment procedures govern the whole device of 

investment decision-making through a text that contains a series of prescribed actions, the 

majority of which are based on the use of the written word and on a series of intellectual 

technologies or cognitive artefacts. This text and these artefacts produce effects on behaviours 

within a company and contribute to shaping social roles.  

 

In the procedure studied, we explored texts, artefacts and their effects, building on Goody’s 

three consequences of the written form (see Section 1.2). First, we tried to grasp the tensions 

between rigidity and plasticity in the investment procedure. In order to achieve this, we 

looked for artefacts that serve as references and offer no interpretation potential. We also 

identified texts and artefacts that display grey zones and authorized interpretation and 

manipulations. Second, in order to pin down the effects of procedure on cognitive capacities, 

we investigated how artefacts classify (lists), oppose (typologies), and amplify aptitudes 

(checklists, drop down lists, economic-mathematical formulae). Third, in order to account for 

the power distribution occurring through procedures, we uncovered the obligatory steps that 

an investment project must follow before it is accepted. We also screened the procedure in 

order to find artefacts involving delegation, validation and approval/refusal.  

In addition to a content analysis of the investment procedure, we also exploited its 

intertextuality by exploring other documents it references. “Discourse analysis does not […] 

simply focus on individual or isolated texts, because social reality does not depend on 

individual texts but, rather, on bodies of texts” (Phillips et al., 2004, p.636). Therefore, we 
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also studied the (blank) investment request, the electronic computation tools sometimes 

attached to the procedure such as interface checklists, and didactic materials explaining how 

to use the procedure. In total, we analysed the content of the one hundred and sixty four pages 

of the procedural set and the one hundred and sixteen slides of the didactic material 

explaining how to use the procedure. 

 

To discuss data collected from the bodies of texts constituted in the investment procedure, 

interviews were carried out in the department supervising the procedure (Capital Investment 

Management). Our content analysis was broadly supplemented by on-site observation of the 

procedures. Rather than structuring the reading of the procedure around many predefined 

categories, our intention was to identify from the issues emerging during reading and 

interviews what categories for coding there should be. As Anderson-Gough, Grey and Robson 

(2005) assert, this is one way of addressing the issue of “dynamism” in the research process. 

A monograph was eventually drawn up for the company. This monograph was then validated 

by the capital investment manager over the course of two interviews (3 hours). Therefore, we 

quote it as a data source in the remainder of the paper. In short, the research protocol was 

conducted in five phases, as shown in Figure 1. 

 

(Insert Figure 1 about here) 

 

As the initial coding framework suggests, the institutionalisation brought about by investment 

procedures was not central to our research initially. It did, however, prove to be highly 

relevant over the course of our study to understand the social dimensions of these procedures. 

It is for this reason that we have chosen it as the central axis of analysis. There is a gap 

between what our codes describe (texts and their consequences) and the angle of attack 
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chosen to analyse these codes (institutionalisation). In fact, this echoes a frequent 

misconception regarding qualitative data analysis: the assumption that the coding somehow 

constitutes analysis (Anderson-Gough et al., 2005). In the following section dedicated to the 

study’s findings, we see how the formal features of the investment procedure enact the three 

conditions of the production of normative social roles through institutionalisation—namely, 

objectivation, stabilisation and subjectivation. 

 

3 Normative Social Roles Emerging from Investment Procedures 
 
Investment procedures actually present two major features: use of the written form coupled 

with recourse to technologies of the intellect. These two features play a full role in 

institutionalisation by delimiting the domain of action (objectivation), by defining the 

principles of performance and the rules of conduct (stabilisation), and by producing normative 

social roles (subjectivation).  

3.1 Objectivation: defining a delimited domain of action 

The procedure plays a role in defining a delimited domain of action by objectifying ideals and 

discourse about investment through written formalisation. Ideals and discourses3 are, here, of 

two orders: firstly, a national or international level—macroscopic; secondly, a corporate 

level—mesoscopic. The first level may be spotted in political and administrative discourses. 

A report by the French Senate (Senate Report, 2002/2003) containing several indications of 

national ideals regarding capital budgeting is a case in point: the link with growth, the 

growing intangibility of investment, the need to promote innovation, and the perception that 

France (and Europe) is lagging behind the United States. The mesoscopic level, i.e. the 

corporate level, may be seen in the strategies and policies developed by senior managers. A 
                                                      
3 This task of analysing which ideals are in fact institutionalised is secondary in respect to our research objective 
for this paper. Therefore we give several snapshots of those ideals without analysing them extensively. 
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brief examination of PHAR’s annual reports and its website shows that the most frequently 

used categories in strategic discourses about capital budgeting are: growth and 

internationalisation, value creation and profitability, competitiveness and leadership, 

innovation, and customer orientation. Indeed, these are the ideals and discourses that will be 

institutionalised4. National ideals and corporate discourses therefore overlap to a large extent 

and constitute a framework for demarcating the procedure’s domain of action. 

In the procedure studied, the domain of action appears in the definition of the investment. The 

main form of formalization at this stage is the typology. The investment may be classified 

according to diverse typologies: previous/current; strategic/non-strategic (depending on a 

monetary sum or a group decision); by targeted functions (growth, renewal or maintenance, 

compliance, productivity, energy savings, R&D, quality, anti-pollution, health and safety, 

social, administrative or commercial investments); or by categories internal to the company in 

question (inside or outside a product range in the automobile sector, a client project or not in 

the automobile equipment sector, or a technical category in the airline industry). PHAR thus 

has three large ‘project categories’ from which the project supervisor must choose (see Table 

1). 

(Insert Table 1 about here) 

 

Depending on the category to which it belongs, the project may be subject to a different 

treatment. Hence, the typology determines the direction the project takes, not only its 

assessment mode (strategic analysis, financial analysis, etc.) but also the nature and quantity 

of the required items of evidence that will support the decision made with regard to the 

investment. For instance, compliance projects at PHAR, the financial profitability of which it 

is impossible to calculate, do not have to be informed in terms of strategic alignment and do 
                                                      
4 However, the progressive constitution of those ideals is not the object of this paper. To get a comprehensive 
insight on this point, in the UK context, see Miller (1991). 
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not require any analysis of financial desirability, yet it is the only type of project that requires 

a multi-criteria analysis to assess its compliance. 

 

Typologies presented in the investment procedure are mostly materialized in drop down lists 

in the request form. Filling the investment request form starts with a closed choice from the 

investment categories proposed. Each project has to be classified under the categories of the 

drop-down list and it is important to stress that, contrary to what textual definitions of 

investment offer, no latitude is granted here to the individuals who must classify their 

projects. Drop-down lists are closed. The project supervisor cannot create additional 

categories and there is no category labelled ‘other’. The only play possible is to orientate a 

project towards a category by ‘bending’ the definition given in the typology. For instance, at 

PHAR, the COMP category may be chosen to avoid financial analysis, but such a choice must 

nonetheless be credible. Therefore, drop-down lists guide operational managers and limit their 

range of choice.  

The objectivation of the goals and nature of the investment occurs through texts, typologies 

and drop-down lists in the bodies of texts constituted by the investment procedure. Behind the 

desire to control projects from the moment they are defined, texts provide an opportunity for 

operational managers to qualify their project and so to ‘play’ with the delimited domain of 

action. However this qualification occurs in a constraining frame of artefacts that determine 

the evaluation path the project will have to follow. Objectivation makes it possible for the 

investment decision to exist. It creates conditions for the production of normative social roles 

by laying out the paths and mandatory steps a given investment project will have to take.  
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3.2 Stabilisation: defining performance principles  

Stabilisation addresses the building of performance principles—specific rules of conduct and 

control techniques that will apply to all investment projects. The investment procedure plays a 

part in defining performance principles since it articulates two main artefacts that will 

determine how any project is assessed: formulae and checklists. 

In the procedure studied, the assessment of a given project relies mainly on the economic-

mathematical formula appearing in classical profitability criteria. Discounted Cash Flow 

(DCF), Internal Rate of Return (IRR), and pay back, all make up the benchmark toolbox, with 

various particularities depending on the company5. Overall, the DCF formula dominates to a 

large extent. At PHAR, for instance, Net Present Value is one of the two benchmarks required 

in the ‘economic evaluation’ part of the investment request6. The NPV formula is defined and 

explained in the procedure itself as presented in Figure 2. 

 

(Insert Figure 2 about here) 

 

Expressing DCF or its equivalents derives from mathematical formalisation, yet their content 

is essentially economic. DCF or its equivalents are based on: forecasts of demand, production, 

price, costs, etc.; the average weighted cost of capital; and a provisional estimate—i.e. it is 

based on economic data. The mathematical formulation is only auxiliary, translating an 

economic reflection to produce an ‘abridged version’ that is readable, adaptable and 

comparable. Deploying it helps to stabilise a certain perception of which investments possibly 

yield high performance. In particular, the very composition of artefacts such as DCF and IRR 

                                                      
5 Here are the main particularities we identified within the company studied: the use of the profit index - DCF/I – 
either as a complement to, or in place of DCF, or even as a norm for approving or rejecting projects; the 
calculation of discounted pay back; the non-use of DCF and the priority accorded to pay back using a norm 
determined by senior management; the priority accorded to DCF for strategic projects and to pay back for minor 
projects. 
6 The other benchmark is the discounted payback period. 
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implies that only quantifiable data have their place here. This primacy granted to financial 

figures over qualitative data (strategic, social or environmental) significantly limits the actors’ 

analytical capabilities. Formulae actually do not take into account the transverse 

consequences of the investment on the whole of a company’s processes (the productivity of 

operations outside the process targeted by the investment, for instance). Using a mathematical 

formula, economic data is transformed into an object that has certainly become more 

malleable but also far less comprehensible in its entirety. We thus trade off complexity for 

apparent simplicity or, to use Latour’s (2004) imaginative terminology, “hairy” objects with 

plenty of potential snags for “bald” unassailable objects. Actors consequently lose in 

analytical capability what they gain in apparent ease of reading, comparability and 

opportunity for dialogue.  

Counterbalancing the apparent weight of formulae in investment procedures, there are 

checklists that contribute to stabilising performance principles based on non-financial criteria. 

A series of data on markets, competition, technology, scheduling, social and environmental 

impact, etc., is called upon in decision-making on a par with financial values. The investment 

procedure reiterates their significance, as well as their complementarity, even superiority, to 

financial criteria. They appear in the ‘prioritisation exercise’ required for all types of 

investments. One of these checklists is the “strategic alignment checklist”, which aims, as 

explained in the investment procedure, to ensure that projects are aligned with PHAR’s 

strategic objectives (see Figure 3).   

 

(Insert Figure 3 about here) 

 

Interestingly, this checklist (like all others) displays ‘no’ by default, compelling the project 

manager to fill it in and, more importantly, to think about the listed topics. The investment 
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procedure adds: “when ‘directly aligned’, explain (quantify when applicable) how the project 

contributes to the achievement of the strategic objective”. Thus, a ‘yes’ is not enough in itself 

and calls for justification in the comments column. The body of texts and artefacts constituted 

by the investment procedure and investment request forms thus aims to foster self-regulatory 

behaviours in managers who are supposed to fill them in. It does promote self-control in the 

project manager and the project sponsors with respect to the value of their project and its 

potential for acceptance. In fact, nobody can reasonably send an investment request form if 

there are too many ‘no’ or ‘strongly disagree’ boxes ticked in these checklists.  

 

Checklists not only stabilise the focus on non-financial criteria but also on cross-functional 

cooperation. Consultation with functional departments is required in the procedure analysed. 

Project managers are called to consult with experts from the marketing, sales, technical, 

information-technology, HR and financial fields. PHAR has formalised the interfacing 

process using a specific checklist that includes mandatory and discretionary interfaces, as 

shown in Figure 4.  

 

(Insert Figure 4 about here) 

 

As explained in the investment procedure, “the objective of the interface checklist is to ensure 

a complete and documented review of the interfaces of a project, and ultimately to ensure 

cross-functional & collaborative behaviour in the overall resource allocation process”. 

Beyond that, this checklist translates the need for consultation with a wide range of experts 

when faced with the complexity of decision-making. Experts’ roles emerge from this 

checklist and this suggests that the artefacts contained in the investment procedure stabilise 
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referral to expertise for assessing investment projects and improving the likelihood of 

validation.  

 

Investment procedures and their related documents stabilise the very meaning of expected 

performance for an investment. Investment project valuation leans heavily on economic-

mathematical artefacts because they provide readable, adaptable and comparable information 

through quantification. However, counterbalancing this, texts and checklists help to stabilise 

performance principles based on non-financial criteria. They also systematise the involvement 

of experts in the design of the investment request and, indirectly, in the investment 

assessment.  

Objectivation and stabilisation build the context for the development of normative social roles 

around investment by laying out the paths a given investment project will have to take and by 

setting the performance principles it will have to fulfil. 

 

3.3 Subjectivation: producing normative social roles 

Normative social roles appear in the procedure in two ways: first, by formalising the 

commitment of people through signature requirements; second, by establishing decision-

making thresholds. Moreover, the content analysis shows that these roles are defined around 

the very functioning and running of the procedure, whereas we could expect them to be 

defined according to the projected investment. 

 

The investment request form compels project leaders and approval committees to sign. The 

first page of PHAR’s investment request form (see Figure 5) distinguishes the project 

manager’s and project sponsor’s signatures of commitment from the signature of 

authorisation. The responsibilities of those leading the project and of those who approve or 
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refuse it are certainly not the same; nonetheless, signing by both parties reveals a 

formalisation of everyone’s implication.  

 

(Insert Figure 5 about here) 

 

This figure conveys not only the formalisation of commitment by signing but also the scope 

of commitment by setting thresholds. The signatures of chairmen from various levels are 

required depending the overall budget represented by the investment project.  

The progress of investment projects among the different decision-making actors is indeed a 

function of monetary thresholds. The project may be approved at the business unit, branch or 

division level, or else at the senior management level. The table below (Table 2) illustrates 

this delegation of power at PHAR through threshold setting for new projects. 

 

(Insert Table 2 about here) 

 

PHAR’s procedure distinguishes approval or granting consent from project sponsorship, 

endorsement or review. The Capital Management Committee (CMC)7 can approve projects 

costing between €5m and €20m; it endorses projects costing over €20m (which are approved 

at higher levels). These thresholds are variable from one type of investment to another. For 

example, the thresholds for new projects are lower than for project overruns8. By setting 

decision-making thresholds, the procedure creates roles and at the same time clarifies 

                                                      
7 The members of the CMC are controllers (the corporate controller chairs the committee), financial directors 
and heads of the staff functions.  
8 Thresholds are generally defined on a monetary basis. However, other criteria, and in particular the nature of 
the investment, may also be taken into account. Projects subject to lower thresholds are IT projects in several 
cases, but also real-estate investments, patent purchasing or expenditure of a social or environmental nature. 
These are costs that are generally more difficult to control and the profitability of which is not easy to qualify, 
hence the need to monitor them closely. Setting specific thresholds is a means of strengthening control over 
these investments. 
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boundaries delimiting the domain of action. Roles and domains of action are mutually 

enmeshed resulting in each actor having a precise corresponding function, with a precise level 

of involvement—monetary or not. Setting thresholds is a matter of acting at a distance. The 

use of procedural texts and of the technologies of the intellect that thresholds constitute 

follows on from this action, very accurately delimiting the actors’ areas of implication, with 

the head of the hierarchy defining the roles at a distance. 

The roles created by the procedure and delimited through artefacts such as the signature and 

the monetary threshold relate to the functioning of the procedure itself and are designed to 

ensure the correct application of the investment procedure. For instance, for the people taking 

on these roles, it is a matter of ensuring compliance with the stages stated by the investment 

procedure, or to guarantee that the interfaces recommended by the procedure have been 

properly consulted. The project manager prepares the investment request form—Capital 

Authorisation Request (CAR)—as well as any other documents needed (environment, health 

and safety, or economic analysis). The manager is helped by the sponsor and the capex 

coordinator to organise the process of authorisation. Below, an extract from the procedure 

states these roles and defines their attribution not as a function of the projected investment but 

with respect to the checklists that structure compliance with the procedure (see Table 3).  

 

(Insert Table 3 about here) 

 

Rather surprisingly, although the procedure brings out roles tied to the investment itself—

which is the case of the role of the collective body that is the Capital Management 

Committee9—a number of roles are not defined in relation to the investment but to 

                                                      
9 As stipulated by the investment procedure, PHAR’s Capital management committee plays the role of ensuring 
the alignment of projects to PHAR’s strategy: to ‘prioritise’ projects according to financial constraints and to 

 

23



compliance with the procedure. In this respect, the table present above is ambiguous: should 

we understand it as stating that the checklists entail four major roles defined by different 

responsibilities that hinge on the checklists? Or should we understand that the project sponsor, 

the project manager, the capex coordinator and the member of the CMC have specific 

responsibilities with respect to the checklists with these responsibilities being an integral part 

of a broader role in each of their cases?  

Faced with this ambiguity, the way to interpret the procedure is whispered to us by the didatic 

material that forms part of it. As a complementary artefact with a pedagogical goal, a series of 

slides informs us about the way in which we should communicate on this procedure and the 

way in which users are supposed to interpret it. The slide below ( 

 

 

 

 

 

 
Figure 6), taken from this material, visualises the roles of project managers, sponsors, capex 

coordinators and members of the CMC that were specified in the previous table (Table 3). 

 

(Insert  

 

 

 

 

 

 
Figure 6 about here) 

                                                                                                                                                                      
focus on the financial aspects of projects. Depending on the budget that the project represents, it plays the role of 
approving, endorsing or refusing an investment request.  
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What does this slide tell us that we do not already know from the table relating to the 

procedure? The roles of each person and a visual representation of the documents expected by 

the procedure are shown. The most interesting feature in relation to the table in the procedure 

that states these same roles is the slide’s title: this heading raises the general question of roles 

by taking it out of the limited context of the checklists, as if the entirety of the role of each 

person was defined in the slide, suggesting that the roles are fully defined by the smooth 

running of the procedure with respect to the checklists.  

If we analyse the content of passages in the procedure mentioning one or another of the four 

roles (project manager, sponsor, coordinator, CMC member), we observe that they are always 

defined in relation to the procedure itself. Even the roles of project managers and project 

sponsors, which could be classified as a function of the investment, do not take shape until the 

implementation of the procedure as shown in their definition (see Figure 7).  

 

(Insert Figure 7 about here) 

 

The procedure adds: “The PM is the main person responsible for the preparation of the 

C.A.R.”. We may thus wonder what becomes of the project manager outside the procedure? 

This person is undoubtedly committed to providing comprehensive and relevant data for 

decision-making, but in the procedure no trace is visible of her responsibility to ensure the 

optimal implementation of the investment and to oversee the effective achievement of the 

programmed outcomes. 

The involvement of individual or collective actors is therefore well framed in the procedure 

through signatures and threshold setting. The roles and responsibility of each person are well 

defined, and surprisingly, as explained above, focus on compliance with the procedure itself 
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rather than on the nature of the investment and its outcomes. This leads us to argue that the 

investment procedure builds normative roles around its own machinery. The normative social 

roles forged by the procedure fulfil a three-fold need: coordination and control, implication 

and hierarchy, and expertise. Three types of relationship actually stem from this procedural 

device: a coordination and control relationship governing the progress of projects among 

those implicated; a hierarchical relationship submitting projects and commitments undertaken 

by managers for the approval of intermediary or higher levels in the company (generally 

depending on the amounts involved—see above—with the support of a sponsor in certain 

cases); and a functional relationship submitting the project to the expertise of staff functions 

(marketing, purchasing, technical, finance, etc.).  

We can therefore spotlight the major figures (associated with one predominant function) who 

take to the idealised stage of investment decision-making:   

The figure of project manager through his commitments;  

The figure of decision-maker through her power (generally hierarchical) to approve, or not, 

the project’s go-ahead;  

The figure of sponsor characterised by the political support that she brings to the project 

manager thanks to her intermediary position in the hierarchy;  

The figure of expert characterised by her technical competence, whether that be in the 

financial, legal, marketing, HR or production-process fields;  

The figure of coordinator characterised by her involvement in ensuring the appropriate use of 

the procedure and by her power to control its form if not also its content.  

Personification through normative social roles of the ideals tied to investment is necessary for 

the completion of institutionalisation. It is because these roles internalise in fine the ideals 

through the mediation of management devices that these very ideals may be put into practice.  
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4 Discussion and conclusion  
 
This research has been driven by the assumption that the form of accounting devices in and of 

themselves has a great influence on individuals’ roles in organisations. Indeed, studying an 

accounting device such as an investment procedure in the light of its written properties 

(textuality and cognitive artefacts) has enabled us to increase our understanding of the social 

dimensions of institutionalisation and to better grasp how techniques shape society.  

To highlight the role of accounting devices in institutionalisation, we have built on discourse 

analysis. The investment procedure of a pharmaceutical multinational was analysed in light of 

the features of written texts pointed out in cognitive science (Norman, 1991; 1993) and social 

ethnography (Goody, 1977; 1986; 2000). In particular, we have shown how its specific 

written form takes effect during the institutionalisation of investment ideals (e.g. 

competitiveness, value creation) into normative roles. The text within investment procedures 

is in fact ‘studded’ with cognitive artefacts that range from the simple list to elaborate 

codifications (financial profitability criteria, for example). We have shown that the 

objectivation of the goals and nature of an investment occurs through texts, typologies and 

drop-down lists in the bodies of texts constituted by the investment procedure. Objectivation 

makes it possible for the investment decision to occur. It creates conditions for the production 

of normative social roles by laying out the paths and obligatory steps a given investment 

project will have to take. Stabilisation also builds the context for the development of 

normative social roles around investment by setting the performance principles it will have to 

fulfil. We have highlighted how investment project valuation leans heavily on economic-

mathematical artefacts providing supposedly readable, adaptable and comparable information 

through quantification. We have also underlined how texts and checklists counterbalance this 

and contribute to stabilising performance principles based on non-financial criteria and on the 

involvement of experts. In the end, our insight into how institutionalisation occurs through 
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texts and artefacts of the investment procedural set has enabled us to spotlight the major 

figures taking to the idealised stage of investment decision-making. Normative social roles 

emerge in the procedure through signing and threshold setting stages that frame the 

involvement of individual or collective actors. The roles and responsibilities of each figure are 

well defined, and as shown in our study, focus surprisingly on compliance with the procedure 

itself rather than on the nature of the investment and its outcomes. This brings us to conclude 

that the investment procedure builds normative roles around its own machinery. 

This paper’s contribution is three-fold. First, using the concept of normative social roles, it 

enables us to investigate the articulation and distinction between discourse and practice. Next, 

it brings to light the complexity of a procedure through the intertextuality made up of 

different texts but also of technologies of the intellect, and therefore contributes to 

strengthening the interest of discourse analysis in understanding the mechanisms of 

institutionalisation. Finally, this paper contributes to neo-institutional sociology (NIS) by 

focusing on the micro-social level and especially by analysing the material vehicles that 

enable social roles to be constructed.  

This paper’s first import is to illustrate through the study of the investment procedure how a 

discursive text is already a practice in and of itself. Investment procedures might be seen as a 

normative discourse that does not mention what practices are really like. This research 

focuses specifically on the norm, on its structuring impact, and on what managers, in terms of 

investment, actually want rather than on what they actually get. We argue that it is not 

necessary to investigate what people actually do with these procedures to get information 

about how social reality is constructed, because discourses “do not just describe things; they 

do things” (Potter & Wetherell, 1987, p.6). Discourses make sense of the world for its 

inhabitants, giving it meanings that generate particular experiences and practices (Fairclough, 

1992; van Dijk, 1997a, Phillips et al., 2004). As expressed by Phillips et al. (2004, p.637), 
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“there is a mutually constitutive relationship among discourse, text, and action: the meanings 

of discourses are shared and social, emanating out of actors’ actions in producing texts; at the 

same time, discourse gives meaning to these actions, thereby constituting the social world”. 

Our study empirically shows that the discourse constituted by the investment procedure is 

already a practice in and of itself. The social roles themselves prescribed through the 

procedure inform us of the social expectations regarding investment. Prescriptions and 

expectations constitute actions in themselves. We show that this confusion between discourse 

and practice is revealed by the formal nature of the procedure, which combines text, and 

technologies of the intellect. It is bolstered by intertextuality, consistently layered with 

cognitive artefacts, that produces ambiguity and thus leaves managers with latitude to act. 

This brings us to the paper’s second contribution.  

The production of normative social roles is based on the complex arrangements made up of 

discourses, texts, technologies of the intellect and intertextuality. Discourse derives from a 

multitude of texts, interlinked, produced by various sources, diffused to different audiences 

and understood in multiple ways (Fairclough, 1992; Phillips et al., 2004; Phillips & Hardy, 

2002; van Dijk, 1997a;b). Indeed, in companies there is a ‘layering’ of texts in which it is 

difficult to distinguish initial goals from real usage and effects entailed. All of this produces 

ambiguity that goes as far as prescribed roles. As we have emphasised in our empirical study, 

the overall set of an investment procedure contains multiple documents (pedagogical manual, 

the procedure itself, the “Capital Authorization Request”), prioritisation and verification 

exercises to be included in any request. The intertextuality within the procedure is very 

marked. It can be seen in the automatic links between data fields that ensure coherence in the 

choices made in different documents in the procedural set. It is also strengthened by multiple 

referencing and screen captures contained in pedagogical documents such as the “e care user 

manual” that relate to the various forms in the procedural set. Some pedagogical documents 
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(“Valuation guidelines” and the “Capital management committee user’s manual”) are 

designed to explain why and how to communicate on the procedures and the tools used by 

PHAR. They consequently reveal the possible modes of interpretation of corporate procedure 

at operational levels. Intertextuality increases the control over how the procedure is used but 

also its potential use and the room for manoeuvre granted to the user of the procedure. On the 

one hand, the automatic interfacing between documents illustrates well the control that is 

performed over the user since there is cross-referencing of the information provided. On the 

other hand, a set of pedagogical documents acts rather more as a possibility for interpretation. 

PowerPoint presentations are explicitly designed to give the different actors the features (the 

‘things’) of a well-constructed project (design support). Here, it is both a matter of making 

practices uniform through the procedure itself and of making the most effective mode of use 

explicit so that the project is approved. Our study therefore shows how intertextuality within 

the procedural set contributes to the integration of management’s discourse on investment and 

consequently to the process of institutionalisation of investment ideals. Intertextuality 

operates at several levels of analysis. The investment procedure itself is inserted into a 

broader system and is linked to the system of decision-making rules10. It thus fosters a 

heuristic that reflects the “conventional wisdom” that leads one to expect the best 

performances (Kogut & Kulatilaka, 1994)11. The investment procedure we have studied 

seems perfectly in synch with the other management systems in the company. In particular, it 

is integrated into the planning and budgeting procedures as well as into the financial 

procedures (quarterly forecasts of cash flow). Although these processes are independent and 

managed by different departments, they move forward in a parallel and coordinated way. This 

apparent coherence in the procedural system overall at the level of the organisation can be 
                                                      
10 This level of analysis does not relate to the basic scope of our case study but, in our view, deserves to be raised 
in this discussion.  
11 As described by Kogut and Kulatilaka (1994), a heuristic is a trade-off between ease-of-use and relevance. 
Thus, stating that projects with a strong DCF will be carried out is a heuristic. 
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seen notably in the repeated occurrence of the traditional toolbox (DCF, IRR and pay back) in 

texts other than the investment procedure. It contributes to the routinisation of the traditional 

devices for investment choice. 

The construction of social roles therefore occurs through the investment procedure, its forms, 

its intertextuality and its integration into a broader system of rules and routines. And so 

emerges the third contribution of this paper: the accounting for material devices, at the micro-

social level, which contribute to the institutionalisation of investment ideals—growth, 

innovation, internationalisation, etc. In recent developments of neo-institutional research, 

there has been an ongoing debate about whether the overly macroscopic programme has lost 

sight of practices. Reviewing Scott’s book (1995) on institutions and organizations, Hirsch 

(1997, p.1704) points out “its increasing disinterest in, verging on dismissal of, substantive 

actions taken by associations or organizational subunits at the local (community) level”. This 

harks back to a traditional criticism levelled at NIS, which states that emphasis is placed on 

inter-organizational diffusion processes to the detriment of understanding how these processes 

translate into intra-organizational contexts. Institutional theory has repeatedly been criticized 

for telling us very little about how institutionalisation occurs inside organisations (Barley & 

Tolbert, 1997; Greenwood & Hinings, 1996; Hoffman, 1999; Tolbert & Zucker, 1996). 

Research carried out has tended to have a behavioural focus, highlighting, for example, the 

role of institutional entrepreneurs but ignoring the role of language, even though other 

institutional theorists have argued that language is integral to institutionalization (Kress, 1995; 

Phillips et al., 2004; Scott, 2000; Yates & Orlikowski, 1992; Zucker, 1991). We ascribe to the 

latter perspective and respond, here, to the call sent out by certain scholars (Barley & Tolbert, 

1997; Phillips et al., 2004) for the development of empirical studies that inform on the 

materiality of organisations. Through our case study, we have accounted for material vehicles 

that support the process of institutionalisation by analysing how texts—and more originally, 
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technologies of the intellect—act as material vehicles between ideals and social roles. We 

believe that, beyond the microscopic level of our case study, our contribution to NIS lies in 

the in-depth analysis of material devices that support institutionalisation.  
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Tables  

Project Category Description 

COMP 

Compliance  

• Investments made to address regulatory matters, to prevent or 
reduce damage to the environment, to improve safety and 
working conditions, to promote good manufacturing practices 

• The economic benefits of those investments are mostly 
measured by the risk taken if they were not implemented. 

MIB 

Maintenance / 
Improvement of 
Business 

• Replacement of an existing asset that has exhausted its useful 
life 

• Investments with qualitative benefits such as software 
updates 

• Site infrastructure improvement 
• The economic benefits of those investments are mostly 

measured by the risk taken if they were not implemented. 

RPG 

Revenue and 
Profitability Growth 

• New capacity or enhancement of an existing one  
• Investments with quantitative benefits such as 

product/process feature improvements driving immediate 
cost savings. 

• The economic benefits of those investments can directly be 
identified and measured. 

Table 1 - An Example of an Investment Typology (PHAR Procedure) 

 

 

 

Decision Maker 0,15 - 5 M Euro 5 - 20 M Euro 20 - 50 M Euro >= 50 M Euro

Approval Approval Endorsement Endorsement

CMC Approval Endorsement Endorsement

Chairman of the Board or COO or CFO, 
according to area of responsibility Approval Endorsement

Management Board Approval

Head of Responsibiliy Center or delegated 
approval level

Project amount

Table 2 - Delegation Thresholds at PHAR for New Projects 
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 Interface Check-list and Strategic Alignment Checklist 

Project Sponsor  Accountable for the check-list outputs 
 Support project managers 

Project 
Manager 

 Responsible for completing the interface and strategic alignment check-list 
and for detailing the actions taken 

 Accountable and responsible for communication, distribution and roll out of 
the checklists within their RC/ Business, including training 

 
 
 
 

Capex 
Coordinator 

 Accountable for proper application of this process prior to CAR submission to 
Corporate Capex team  

 Entitled to refuse projects when key interfaces have not been checked and 
strategic alignment checklist has not been completed.  

 Submit the check-list with the CAR to Corporate Capex team 

Corp. Capex 
team /  

CMC member 

 Accountable for proper application of the process prior to CMC meeting 
 Entitled to request any information or justification on the interfaces  
 Entitled to refuse projects when checklists are not complete 

Table 3 - “Roles & responsibilities” Defined in PHAR’s Procedure in the “Checklists” Section 
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Phase 1: browsing the texts of the procedure  

Phase 2: interviewing holders of the procedure manuals

Phase 3: coding according to characteristic items 

Phase 4: drawing up a monograph 

Phase 5: validating the monograph  
Figure 1 - Overview of the Research Protocol 

 

 

 
SENT VALUE 
resent Value represents the expected net monetary gain or loss 
ject. A positive NPV means that an investment is expected to 

urn greater than the discount rate. 
resent Value of a project is calculated as follows: 

o + ∑    Cn      . 

 (1 + r)n 

 cash flow at time period 0. Usually, it represents the initial 
ment  
expected cash inflow  
Discount rate  
forecast horizon 

re 2 - Example of a Formula in the Investment Procedure at PHAR 
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PROJECT IMPACT ON PHARMA KEY VALUE DRIVERS (KVD) 

Does your project have an impact on the following KVDs? 

KVD Yes No Comments 

1. Deliver on the short-term pipeline:    

Increase rate of release of "major products" with peak sales higher 

than €1bn, and higher than €500m 
   

Shorten time to approval    

2. Optimizing Product Life Cycle:    

Set peak sales from the start to a higher ambition    

Shorten time to blockbuster status    

3. Increase market share in high value segments 
(geographic or therapeutic segments, or both) 

   

4. Increase share of strategic brands (global and 
regional) 

   

5. Improve Gross Margin    

6. Reduce/ Optimize SG&A costs    

7. In-license products to supplement pipeline, targeted 
acquisitions 

   

8. Maximize value of non-core business and products    

Figure 3 - Strategic Alignment Checklist in PHAR’s Investment Request Form 
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MANDATORY INTERFACES 
These interfaces confirm the need to implement this project; they are mandatory and must be 

completed when applicable before submission of your project. 
 
 
• Engineering (if applicable) 

Objectives: Justify the need for the project 
related to replacement of equipment and site 

infrastructure 

• Sales & Marketing or Global Marketing 
& Medical, or Supply Chain (if 
applicable) 

Objectives: Confirm the need for the project 
(e.g. project related to increasing capacity, 
revenue growth, etc.) by getting relevant 

marketing data (e.g. pricing, volume, forecast) 

Interface 
checked? 

Yes  No 

  

 

Yes  No 

  

Actions taken 
 
e.g. Statement from Engineering 

•       
 

 

e.g. Updated market analysis on volume, 
updated product P&L, position paper 
from product manager, etc. 

•       

Figure 4 - Mandatory Interfaces in the Investment Procedure at PHAR 

 
 PROJECT LEADERS 
Project Manager Project Sponsor

> Name < > Name < 
> Function < > Function <   
> Date < > Date < 

CAR AUTHORIZED BY: (up to the appropriate Level) 

> Name < > Name < 
> Function < > Date < 
> Date < 

> Name <
> Date < 

(> 20 MEuro) > Name < 
> Date < 

> Name <

> Date < Board of Management
(> 50  M Euro)

> Date < 

CIO Corporate 

Delegated Approval  
level 

PHAR CMC
Chairman
(> 5 M Euro)

Head Resp.Center  
(OMC rep.) 

V. Chairman & COO

Chairman Board

V. Chairman & CFO

 e-signature 

  e- signature 

 e-signature 

e-signature

 e-signature e-signature

 
Figure 5 - Involvement and Approval by a Signing Process in PHAR’s Investment Request Form 
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 What are the roles & responsibilities of Corporate CapEx team, CapEx coordinators within 
the functions and project Managers / Sponsors? 

Project Manager/ Sponsor CapEx Coordinators Corporate 

• Fill-in the check-list 
by project managers 
supported by 
sponsors 

• Distribute & roll out the check-
list within their functions 

• Refuse project if interfaces not 
sufficiently checked  

• Accountable for the interface 
check and for the appropriate 
actions taken 

• Entitled to request any 
information or 
justification on these 
interfaces 

CMC Approval 

Aventis Pharma Capital Management CAPITAL AUTHORIZATIOQUEST
FOR A NEW PROJECT

KEY ISSUE
Select the right titles in the click boxes before you complete the rest of th

Type of C.A.R.:CAR ReferProject included in the plan? 
  

Investment category:         Year of the Plan:

Project title. Center / Mgt Entity

Local Currency (LC)K. US$K EurExchange Country:

Total costs1 Euro =1.00LCSite:

– Fixed assets*Business Plan rateLegal Entity:

– Related costsub-unit,e.g.departm.:

TABLE OF CON

STANDARD DOCUMENTS

N RE

S
e CAR

ence Number

R

rate*

S

TENTS

s) (To be filled out for all project

List of Authorizations

Executive Summary (Description and Rationale)

EH&S complianceFunctional / local templates toed in a  be includppendix

Economic AnalysisFunctional / local templates toed in a  be includppendix

CONDITIONAL DOCUMENTS(To be filled out according to each Responsibility Center requirements)

Quality complianceFunctional / local templates toed in a  be includppendix

……

……

……

SUPPLEMENTAL DOCUMENTS(To be filled out if necessary)

……

……

……

……

……

PROJECT MANAGER> Name <el. <Signature

(Technical / project responsible> Function <ate <

= responsible for the CAR)

DISTRIBUTION LIST
(According to local 
requirements)

Figure 6 - Didactic Material Drawn from “Interface Checklist Process Guide” 

 

• Prepare standard documents
(CAR)

• Add other relevant documents
(eg EHS review, economic analysis)

• Identify review and approval
bodies

• Set up authorization groups

•

•

Coordinate approval process
with Capital coordinator

Answer open questions to
decision makers

Preparation of C.A.R. Authorization process

PM

PM

PM, SP

PM

PM

PM, SP

 
Figure 7 - Role of the Project Manager and the Sponsor in the Capital Authorization Procedure as 

Represented in PHAR’s Procedure 

> T

> D

MIB2000

Any additional documents that are attached, 
uts) at the discretion of the Project Manager (e.g. layo

Aventis Pasteur

Electronic signature

New projectYES

Interface check-list 

Information 
requested 

Aventis Pharma Capital Management CAPITAL AUTHORIZATION REQUEST
FOR A NEW PROJECT

KEY ISSUES
Select the right titles in the click boxes before you complete the rest of the CAR

Type of C.A.R.:CAR Reference NumberProject included in the plan? 
  

Investment category:         Year of the Plan:

Project titleR. Center / Mgt Entity

Local Currency (LC)K. US$K EurExchange rate*Country:

Total costs1 Euro =1.00LCSite:

– Fixed assets*Business Plan rateLegal Entity:

– Related costsSub-unit,e.g.departm.:

TABLE OF CONTENTS

STANDARD DOCUMENTS(To be filled out for all projects)

List of Authorizations

Executive Summary (Description and Rationale)

EH&S complianceFunctional / local templates to be included in appendix

Economic AnalysisFunctional / local templates to be included in appendix

CONDITIONAL DOCUMENTS(To be filled out according to each Responsibility Center requirements)

Quality complianceFunctional / local templates to be included in appendix

……

……

……

SUPPLEMENTAL DOCUMENTS(To be filled out if necessary)

……

……

……

……

……

PROJECT MANAGER> Name <> Tel. <Signature

(Technical / project responsible> Function <> Date <

= responsible for the CAR)

DISTRIBUTION LIST
(According to local 
requirements)

MIB2000

Any additional documents that are attached, 
(e.g. layouts) at the discretion of the Project Manager

Aventis Pasteur

Electronic signature

New projectYES

CAR 
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