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COKE = HAPPINESS?
A FREESTYLE ANALYSIS OF COCA-COLA’S
AMBITIOUS WORLD VIEW THROUGH THE LENS OF
ORGANIZATIONAL FRAMES
A love triangle between a company
obsessed with profit, a drink of carbonated sugar water enshrouded in
mystique and the American public:
This is the history of the Coca-Cola
Company (CCC). The secret formula
of its signature beverage is only one
part of the romance and mystery. In
an interview with Coke employee,
John F. Bruton, he disclosed the
company passion to promote CocaCola® products as synonymous with
happiness (Bruton, 2011).
Does this dogma hold up under scrutiny? As Coke embarks upon an ambitious “Back to the Future” restyling
of the fountain drink with the Freestyle® delivery system, this

The Coca-Cola Freestyle machine offers the
consumer 100 flavors at the touch of a button. Cola, diet drinks, and flavored waters
are all available to be mixed according to
individual taste through the use of technology and concentrated cartridges of flavor.

newsletter presents articles evaluating the following question through a
four frame analysis, with emphasis
on Freestyle:
Coke=Happiness,
consumer propaganda or an
attitude permeating throughout all areas of corporate operations?

Coca-Cola ...is a microcosm of American history. Coca-Cola grew up with the country, shaping and shaped
by the times. The drink not only helped to alter consumption patterns, but attitudes toward leisure, work, advertising, sex, family life, and patriotism.
MARK PENDERGRAST, For God, Country, and Coca Cola
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HAPPY EMPLOYEES =
HAPPY CUSTOMERS
The Right Person for
the Right Job, a Framework For Happiness
The main goal of Coke’s hiring
process is to hire people in the
top positions who demonstrate
the qualities and skills which
encompass Coke’s values. Promotion does not solely come
from within as many other companies commonly practice. Bolman and Deal (2008), show a
long list of advantages that
come from internal promotion
(p.146). Coke uses the STAR
technique as a hiring instrument
to find the right people. This
method identifies five competencies necessary to ensure that
new hires have the skills to work
in a global environment .
Internal promotion is just one
aspect of motivation in the quest
for the right person. Another
major motivator is internal
training opportunities

HAPPY CUSTOMERS =
HAPPY EMPLOYEES?
which focus on the whole person
rather than just job-related
skills .
Coke has adapted training to
meet the specific needs of each
individual business unit . Employees are well trained and empowered to bring a project to a
successful end . Coke has a leadership program that establishes
the fundamentals of behavioral
skills. Coke’s focus on increasing
employee skills beyond the technical makes sense considering
Coke’s decentralized structure
and worldwide operability.

Your Happy ≠ My Happy
The Cultural Dilema
It is hard for a company like
Coke to keep the same culture
and vision regardless of the place
of operation. It is important to
have managers and employees
with strong behavioral skills who
can address cultural or structural
related issues.

If we think about Coke in terms of
internal and external happiness, it
is important for employees to
know what makes people happy in
a particular culture and how that
differs from place to place. Understanding different perspectives and
the reasons behind certain behaviors is key not only to problem
solving, but also to the company’s
effectiveness.

Happier Environment
In an interview with John F. Bruton, product manager of the new
Freestyle system, he emphasized
the extent to which Coke is making
great strides regarding environmental issues in the U.S. (Bruton).
Thorsten Arndt, while manager of
The World Business Council for
Sustainable Development, issued a
report indicating that Coke has initiated efforts to educate South African communities in entrepreneurial skills and sustainable business (Coca Cola: South

Africa regarding the entrepreneur development program in
South Africa). The Coca-Cola
Company has also been identified as a Certified Best Employer for 2011/2012 according to a
Best Employers article on Coca
Cola South Africa (CFR Institute, 2011, p.1).

Happiness trade-off?
It is difficult to look past the
hype and determine where Coke
has increased its awareness towards the environment. There
have been many lawsuits
against Coke. Outside the U.S.
for example cases of union labor murders in Columbia involved accusations against Coke
(Campaign to Stop Killer Coke,
2011). A National Film Board of
Canada Production (2008) video documentary displayed similar cases in China, India, Guatemala, and Turkey. This raises
the question: Does Coke takes
advantage of the lack of ethical
governmental behaviors of the
countries where Coke operates?
(Huff, A. H. 2010). Shareholders
claim to have been unaware of
the reality of Coke’s actions
(Stopkillercoke, 2011). It seems

Coke=Happiness does not always include employees in undeveloped countries.

The Coca-Cola Company:
Happiness through Structural Evolution
A structural foundation

All successful organizations are largely
built upon a strong structural foundation; the keys to build, maintain, and
evolve beyond this foundation rest in
an organization’s ability to establish
tension within organizational designs.
Bolman and Deal (2008) assert “two
issues are central to structural design:
how to allocate work (differentiation)
and how to coordinate diverse efforts
once responsibilities have been parceled out (integration)” (p. 52). The
longevity and continual growth of Coca-Cola serves as a testament to the organization’s ability to maintain necessary tension between differentiation
and integration. The complex structure
of Coca-Cola includes bottlers (who
may be independent), syrup, concentrate, serve, and now Freestyle. CocaCola “has a structure that is followed,
with the general managers reporting to
corporate headquarters. Within the
business unit, maintenance, quality, etc.
report up to the General Management.

COKE=DOPE
Coca-Cola originally contained “cocaine
derived from the coca leaf, and was once
advertised an "ideal nerve tonic and stimulant,” {Coca-Cola Co. v. Koke Co., 254 U.S.
143 (1920)}. The product was invented in
1886 by morphine-addicted physician,
John Pemberton, who sought to make his
fortune in the booming patent medicine
trade using the leaves of the coca plant
and the kola nut. (Pendergrast, 1993).

Technological evolution has come a long way since CocaCola was first marketed from an Atlanta pharmacy. The
latest technology is the Freestyle that allows consumers to
individualize their beverage experience. Source & Photo
Courtesy: The Coca-Cola Company;

Larger plants may exhibit slight variations” (Bruton, 2011). In addition, there are
“production, maintenance, quality, and quality
systems for most plant operations. The business
unit concept is typically used when an area is very
different or specialized and they have separate
production, quality, and maintenance within
them.” The fact that Coca-Cola has numerous
plants with divergent tasks serves as a clear differentiation indicator; the ability of the organization to coordinate the many specialized tasks of
the plants, many of which are independently
owned, satisfies the integration component.

Structural Evolution

Though Coca-Cola is built around and still possesses a structural design at its core, the organization’s longevity and growth is made possible
through evolution beyond basic structural assumptions. Evolution to support a systems frame
(Carey, 2005) design has resulted in organizational and product globalization.

The systems frame is implemented due to an
“inability of rational [structural] organizations to change and adapt to changing circumstances, a lack which is inherent in the
frame because it is a closed system” (Carey,
2005, p. 15). By expanding operations globally to more than 200 countries since World
War II, Coca-Cola has transitioned from a
structurally oriented organization to implement an open systems design. This evolution is evidenced through the organization’s
history, which in 1886:

Brought refreshment to
patrons of a small Atlanta pharmacy. Now
well into its second century, the Company's
goal is to provide magic
every time someone
drinks one of its more
than 500 brands. CocaCola has fans from Boston to Budapest to Bahrain, drinking brands
such as Ambasa, Vegitabeta and Frescolita.
In the remotest comers
of the globe, you can
still find Coca-Cola
(“The coca-cola company,” 2008).

The international bottles (right) demonstrate globalization of Coca-Cola. Source & Photo Courtesy:
The Coca-Cola Company;

The global expansion of Coca-Cola is rooted
in the ability of the organization to systematically adapt to increasingly complex global
environments. As a result, Coca-Cola has
created an organization possessing “a sense
of equifinality; i.e., many paths leading to
the same place. The integration process is
extrinsically imposed by management and
intrinsically located in each worker, a dynamic that is often compared to a hologram” (Carey, 2005, p. 19). By using CocaCola bottlers as an example, the metaphor of
the hologram can be understood; “the CocaCola system is not a single entity from a legal or managerial perspective, and the Company does not own or control most of our
bottling partners” (“The coca-cola system,”
2008). As such, the organization can
“operate in a completely decentralized fashion, adjusting to the special circumstances
met in local environments” (Morgan, 2006,
p. 103). Morgan is analyzing organizations
generally through the metaphor of holograms; similar to holograms, if one independent Coca-Cola bottler ceased operations, the whole Coca-Cola organization
would be minimally impacted, as other bottlers would expand independent operations,
thus increasing individual profits with no
adverse impact on the larger Coca-Cola organization.

Structural evolution not only
leads organizations closer to an
open systems frame, but also includes technological innovations.
Coca-Cola structural evolution,
partially driven by the competition between companies in a
globalizing world, has prompted
Coca-Cola to restructure the organization to accommodate the
introduction of the Freestyle dispenser.
Freestyle is highly customer focused and interactive. It will dispense up to 106 flavors in a customized combination, as selected
by the customer” (Bruton, 2011).
While creation and marketing of
Freestyle should not impact other Coca-Cola marketing and sales,

Leadership
Coca-Cola has a history of powerful leaders like Asa
Candler, whose faith in God, faith in Coke and pursuit of profit pulled the company through difficult
early years. Robert Woodruff ran the company for 60
years, guiding its spread across the globe (The CocaCola heritage timeline); Roberto C. Goizueta who live
up to his motto “return on investment and stock
price” (Coke CEO Roberto C. Goizueta dies at 65).
Current CEO Muhtar Kent took over in 2008. He has
focused on a vision of doubling business by 2020. In
the book, Good to Great it is suggested that great
leaders need to get the right people in the right seats
on the bus (Collins, 2001). Kent has implemented this
in his 2020 goal by bringing together 400 top employees to plan and by putting new people into strategic
positions (Ignatius, 2011).
to major problems or opportunities” (p. 89).
It does not appear that Coca-Cola’s restructuring and expansion into a new market environment is a response to organizational
problems, as “in 2010, our Company generated $9.5 billion in cash from operations, up
16 percent over 2009” (Kent, 2011).

Specialization of labor at a Coca-Cola bottling
plant in Kabul, Afghanistan on September 10,
2006. Photo: Ahmad Masood

it does provide an opportunity for the organization to restructure and expand the
Coca-Cola portfolio. Bolman and Deal
(2008) assert: “Restructuring is a challenging process that consumes time and resources with no guarantee of success. Organizations typically embark on that path
when they feel compelled to respond

Thus, it is arguable that the Coca-Cola structure and system has restructured to embrace opportunity by pursuing the Freestyle
venture.

Coke Slogans:
1906 –The Great National Temperance Beverage
1927 –Pure as Sunlight
1929 –The Pause that Refreshes
1948 –Where There’s Coke There’s Hospitality
1969 –It’s the Real Thing
1985 –Catch the Wave (New Coke slogan)
2009 –Open Happiness

Cola Wars
Politics &
Happiness

Coca-Cola may operate with a marketing
principle of Coke=Happiness, but behind
the gleaming glass of the corporate offices in Atlanta, happiness no doubt translates to controlling as many scarce resources as possible and defeating its gigantic rival PepsiCo in the marketplace.
The so-called, “Cola Wars” have been going on for decades as Coke and Pepsi battle it out for market share. Together they
have virtually shut out any other competition in the United States by aggressive
business strategies, and more

recently, by buying back independent bottlers to prevent their acquisition by others
(Goutham, 2007). The soft drink market is
hugely profitable and while Coke dominates internationally, it shares the domestic
market. However, in spite of its best efforts
at closing out prospective competition, new
business threats loom large on the horizon.
Coca-Cola’s 2010 annual report identifies a
number of major risk factors such as, national concerns over obesity, water scarcity,
changes in the non-alcoholic beverage
business, competitive products, changing
retail channels, complications resulting
from the acquisition of independent bottling group Coca-Cola Enterprises, global
credit, financial markets, potential tax
changes, disruption of supply, shortage of
energy, potential inability to retain brand
image and climate change (2010 Annual
Report). All of these will get significant attention, and as stated in the report, these
are not the only risks, “additional risks not
currently known to us or that we currently
deem to be immaterial also may materially
adversely affect our business, financial condition or results of operations in future periods” (p. 13).

Asa Candler, an early leader in the Coca-Cola Company, did not believe the future of the product
was in bottling. He virtually gave away the bottling rights in a perpetual contract at a fixed price.
By the 1970s the system of small, independent bottlers, though a company tradition, was not efficient in the modern market place and Coke started a Bottler Consolidation Department to remedy
the problem. This was difficult at first because of the fixed price, but Coca-Cola was able to develop leverage by introducing new products not subject to the old contract (Pendergrast, 1993).

in the last quarter of 2011, will use less
The competition between iconic
water than any other North American
rivals Coke and Pepsi is legendary with
plant, producing 1 gallon of syrup with
no end in sight. Ironically, as formidaless than 1 gallon of purchased water.
ble an opponent as Pepsi is, perhaps
They are able to achieve this remarkathey will actually be easier to counter
ble metric because they not only recythan the other growing risks.
cle all the water they can, but they also
Health concerns are rising, and many
supplement usage by collecting rain
advocacy
water. The plant will be a 100 % reEnergy
use,
waste,
and
groups are now
cycle facility. Nothing is wasted,
water
are
now
huge
metpressing for resays Bruton. Coke is particularly
rics,
says
Bruton
striction of the
proud of how the plant is powered
consumption of
by 6.3 megawatts of electricity gensugars, and strong governmental enerated from natural gas piped in from a
forcement of
stricter dietary
guidelines (2010
Annual Report).
Environmental
issues pose significant risk as
well. Consumers
are demanding
that corporations
become more
environmentally
friendly. In a recent interview
conducted with
Mr. John Bruton,
ASP Business Unit Manager at the Atlanta Syrup Plant, he reported that energy use, waste, and water are now
huge metrics within the Coca-Cola organization. He said that under his supervision the new plant coming online

landfill four miles away. Furthermore,
the exhaust from producing the electricity is scrubbed and used to produce
steam, which in turn is used to clean
the plant and power the coolers.

The annual report recognizes that governmental restrictions and tax changes
are particularly large potential risks.
They make it clear in their corporate
policy regarding political contributions
that they will seek to continue to influence government to their advantage,
“because public policy issues have the
potential to impact our business, people and communities, our Company,
like other commercial enterprises, uses
its resources on occasion to advance
matters of public policy that are consistent with the sustainability of our
business and our Company’s values” (Policy of the Coca-Cola Company
corporate political contributions, 2011,
p. 1).
Finally, globalization is a prime political
concern. Coke knows its future success
depends in part on its ability to grow
the business in developing and emerging markets, which in turn

depend on economic and political conditions in their regions/governments
(2010 Annual Report ).
The ability to develop solid strategic
business alliances with local bottlers
and make necessary infrastructure enhancements to production facilities,
distribution networks, sales equipment
and technology, is absolutely critical,
and unpredictable (2010 Annual Report).
With so many looming risks it remains
to be seen whether Coca-Cola will be
able to remain the single largest global
cola supplier, but there is no doubt that
Coke will not go down without a fight.
Coca-Cola marketing will do its best to
convince consumers that

Coke=Happiness, but within the hallowed corporate halls happiness will no
doubt reign when victory is achieved.

The Politics of a Social Agenda
From its inception Coke has worked hard to stay in tune with public perception and
out of political hot water: removing cocaine, removing alcohol, settling on caffeine
amounts, setting purity standards, (Pendergrast, 1993), addressing environmental
concerns (Coca-Cola announces the carbon footprint of some of its best loved
brands, 2009), and addressing the obesity crises (Coca-Cola partners with the Washington Nationals to "get the ball rolling" against childhood obesity, 2009). However, as a response to a French initiative to tax sugary drinks in an attempt to address
obesity, Coke withheld a 23 million dollar investment in a French factory. French
legislator Daniel Garrigue, who has been pushing for years to get a soda tax approved, called it "shocking that Coca-Cola is coming to interfere in France's internal
politics" (The Associated Press., 2011).

Cokiness: Coca-Cola, Happiness,
and the Power of Symbolism

If the official
website doesn’t
get the message
through to employees and customers, there is
always the World of Coca Cola, a museum/
attraction extending 92,000 square feet, with
1,200 artifacts from around the world, interactive exhibits, a 4-D movie, a gallery and
the chance to sample over 60 different beverages from around the world (FAQs, [n.d]).
The company mission has been shortened to

The contents and images within this newsletter are a testament to the pervasive use of
symbolism in all aspects of the Coca-Cola
Company. Coke is intentional in how it deals
with symbols. As a part of their workforce
the company has “Brand Teams” working to
protect the brand at all costs (Bruton, 2011).
There are thousands of pages written on how
the Coca-Cola script can be
displayed (Bruton). The Coke
Worth Fighting For
mission statement is infused
Throughout its history Coke has taken the battle to court
with emotional imagery:
to protect its trademark names. One of the earliest was in
”Our Roadmap starts with
1920 {Coca-Cola Co. v. Koke Co., 254 U.S. 143 (1920)}. In
our mission, which is endur1972 it brought another case to prevent the sale of a poster
ing. It declares our purpose as which used the familiar Coke trademark but removed the
a company and serves as the
“-Cola” and added “ine” so the poster said “Enjoy Costandard against which we
caine”{Coca-Cola Co. v. Gemini Rising, Inc., 346 F. Supp.
weigh our actions and deci1183 (E.D.N.Y. 1972)}. In September 2011, CCC settled a
sions. To refresh the world...To
lawsuit it filed against PepsiCo in an effort to protect its
inspire moments of optimism
trademark of the Simply brand juices (Jeffery, Brubaker
and happiness...To create value
Calkins, 2011)
and make a difference
(emphasis added)” (The CocaCola Company [n.d.]). There
is genius in realizing your employees are also
its essence and plastered everywhere:
consumers. If you can get your consumers to
Coke=Happiness. It can’t be any simpler
think like employees then the world starts
than that. If you drink Coke, you will be
working for you.
happy.
Though all companies rely on myth (Bolman,
Deal, 2008), the use of myth and heroes is
very strong in the Coke culture. The company has a quaint creation myth that does not
involve cocaine, a messy organizational start,
or a drug-addicted inventor. The company’s
sugar-coated history is presented on its website wrapped in brightly colored graphics.
Coke’s happiness machine.

Coke = Happiness, even taken literally, is
saturated with symbolism.
Touring Coke’s website you
are bombarded with bright
happy colors, people, and images, sublimely suggesting
happiness with a cheery
presentation, and a slogan on
every page. The company determines what events it should
participate in by the likelihood that the
event will trigger happy memories in those
participating (Bruton, 2011). Coke has a
program where "A Coca-Cola vending machine is transformed into a happiness machine delivering "doses" of happiness,” and
asks “Where will happiness strike
next?" (Coca-Cola Happiness Machine,
[n.d.]). The video shows a vending machine handing out flowers, pizza, extra
drinks and a six foot sub in a busy college
center. People are laughing and clapping.
It is ludicrous to think that because you
consume a carbonated beverage, your outlook on life will become gleeful. However,
it is not a wasted slogan. The soda might
at least make you feel elated while you are
consuming it. The company believes this
and wants to portray it to its organization
and consumers alike.
Metaphor, humor and play are widely present in Coke slogans. “Metaphors compress
complicated issues into understandable images, influencing our attitudes and actions” (Bolman & Deal, p. 268). Coke has
taken the good-will associated with its
product and reduced it down to a simplistic phrase. Buyers instantly know that Coca-Cola is selling bottled happiness. Humor plays deeply into the slogan as well.
Well-educated consumers can recognize
that you can’t buy happiness.

The idea of bottling happiness is amusing
and while consuming it might put a smile
on your face, it is not going to
bring you eternal joy. Drinking Coke is definitely a playful activity. “If play is
viewed as a state of mind any
activity can become playful,” (p. 268) including drinking Coke.
Coke has brought its vision and identity
into the new Freestyle promotion. “Vision
turns an organization’s core ideology ..into
an image of the future” (Bolman, Deal,
l.oc. 979). Freestyle builds on Coke’s past
image by moving into the future with a
high tech soda jerk, serving individualization on a mass production level. Happiness = Choice = Coca-Cola Freestyle.
The scary thought is that the most coveted
thing in the world is happiness. So if happiness equals Coke and the world wants
happiness, what does the world do? CocaCola knows what it will do. Coke will use
it understanding of its heritage, its open
structure, its vision for the future, and it
artful understanding of the power of symbolism to convince us all that happiness
can be found in a bottle of sweetened, bubbly water, with a few cents worth of flavoring.

Some More Coke Slogans:
1922 –Thirst Knows No Season
1943 –A Taste All Its Own
1952 –What You Want is a Coke
1963 –Things Go Better with Coke
1979 –Have a Coke and a Smile
1985 –Red, White and You
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