Contents
List of Figures xii
List of Tables xiii
Preface to the First Edition xv
Preface to the Second Edition xvii

Introduction xviii
Definition and Characteristics Xix
The Elco Case XX
Main Themes of Analysis  xxiii

PART ONE: A FRAMEWORK FOR
ORGANISATIONAL ANALYSIS

People: Attitudes, Motivation and Performance 1
1.1 The Formation of Attitudes to Work 2

Sources of variation and change in attitudes 4
1.2 Motivation 7

Content theories of motivation 7

Process theories of motivation 13
1.3 Individual Performance 15

Job requirements 17

Discretion and control 18

Job design 21
1.4 Concluding remarks 25

Interest Groups, Objectives and Strategy 27
2.1 Interest Groups 27
The origins of interest groups at work 28
Professional interest groups and employing

organizations 32

vii



viii

Contents

2.2 Objectives and Goals 41
Personal and corporate objectives 41
Changes in goals 43
Dependency and dominance in goal-setting 44
Personal objectives and corporate activities 45
Official and operating goals 46

2.3 Defining Corporate Strategy 47

2.4 Introducing Organisational Performance 48

Technology: A Social Product 51

3.1 Technology: The Concept 53

3.2 Technology and Work Organization 54
The Tavistock Institute and socio-technical systems 55
The social implications of different production
systems 57
The implications of the microelectronics revolution
for work organisation 59

3.3 Technology, Organisation dnd Management Structure 63
Joan Woodward: a pioneer of links between technology
and structure 63
James Thompson: technology, interdependence and
co-ordination 69
Charles Perrow: the characteristics of raw materials 71
Technology, stucture and size 73
Management structure and new technology 74

The Environment: Opportunity and Constraint 75
4.1 ‘Environment’: The Concept 76
4.2 Interactions across the Boundaries of Organisations: A
Practical Guide 77
Inputs and outputs 77
External regulation 78
Mapping the environment 78
Sources of change 80
4.3 Generating and Collecting Information about the
Environment 80
4.4 Controlling and Reacting to the Environment 82
Direct influence on particular people 83
General promotional activity 85
Creating “buffers’ against the environment 86
Appropriate structures 86
Concluding the practical guide 94
4.5 Analysing the Environment: Turbulence, Dominance,
Interorganisational Relations and Networks 96
Creating the environment 96
Williamson and institutional economics 97



Contents  ix

Interorganisational relations 99

The population ecology model 100

The politics of interorganisational activities 101
4.6 Concluding Remarks 104

Co-ordination and Control: Structure and Organisation
Design 106
5.1 Addressing the Imperative for Co-ordination and
Control 106
5.2 Defining Structure 107
5.3 Relationship Boundaries: Where to Draw the Lines 108
Vertical relationships between levels 109
Horizontal relationships between groups 109
Matrix structures 111
5.4 Formality of Relationships 113
Bureaucracy 114
Human responses to bureaucracy 115
Size and structure 116
Variations in bureaucratic forms 117
5.5 Contingency Theory 118
Mintzberg: five structural configurations 120
5.6 The Analytical Validity and Practical Applicability of
Contingency Theor; 123
Problem Area A: linkages between contingencies and
structures 124
Problem Area B: linkages between structure and
performance 130
Problem Area C: the overall concept: linkages between
contingencies, structure and performance 133
5.7 Concluding Remarks: And so . . . What of Contingency
Theory? 135

Culture: Creature or Creator? 136

6.1 The Place of Culture in Organisational Analysis 136
Why is culture now seen as important? 141

6.2 Different Perspectives on Corporate Culture 141
The relationship between corporate culture and the
culture of wider social groupings 142
The Japanese experience 144 ‘
The ‘excellence’ literature: create a ‘strong
corporate culture 144
But . . . can culture be ‘taught’ or can it only be
‘caught’? 147
Which perspective should one choose? 148

6.3 The Contribution of Culture to Performance
Japan revisited 150

149



X

Contents

Universal characteristics of excellence or veiled
contingencies? 152
Excellent companies can fall from grace 154
Innovation and flexibility through ‘neo-Fordism’ or
‘artisanal’ organisations 155

6.4 Concluding remarks 157

PART TWO: PROCESSES IN ORGANISATIONS

Power and Conflict 161
7.1 Defining Power Relationships 163
Power as the pursuit of interests 163
Influence 163
Power as a property of social relationships 164
7.2 Conflict: A Precondition for the Exercise of
Power 164
Overt and covert conflict 164
7.3 Opportunity for Change or Choice: A Precondition for
the Exercise of Power 168
7.4 Sources of Constraint 169
7.5 Contact and Intention in Power Relationships 170
7.6 Zero Sum or Open Exchanges 170
7.7 Strategies to Securs and Increase Power 172
The control of scarce and valued resources 173

But . . . remember the formal hierarchy and
emotional attachments 178

Collective control of resources 179
Force and coercion 179

7.8 Concluding Remarks 180

Communication and Decision-making 182
8.1 Information and Communication 184
The impact of information technology 186
Why are there so many ‘problems’ with

communication? 187

Explaining “distortions’ in communication 193
Beware the view that ‘poor communication is the
biggest problem in our organisation’ 194

8.2 Deccision-making 195
‘Rationality’ and ‘irrationality’ in decision-making 196
The programmability of decisions 198
Issues, objectives and means in decision processes 198
The selection of information for consideration in
decision-making 199
Agreement on ends and means is rare 199



10

Contents  Xi

Complete knowledge and information about objectives

and means is rare 200

A typology of decision-making strategies based on

different patterns of agreement and knowledge 201
8.3 Concluding Remarks 208

Managing Change: Implementation, Learning and
Creativity 209
9.1 A model of change in organisations 210
Felt need for change 21
Precipitating factors 214
Decisions and plans for instituting change 217
9.2 Implementation and the generation of outcomes 217
Not all outcomes are as intended 218
Changing intentions 223
Generating outcomes takes up valuable resources 223
Power structure varies between planning and
implementation 224
The Comset case: automating a production line 226
9.3 The Limits of Rational Planning 228
9.4 Transformational Leadership 230
9.5 Organisational Learning 230
9.6 Attitudes to Change 234
Participation and consultation 235
9.7 Evaluation and Feedback 238
9.8 Concluding Remarks: The Rational Model Revisited 238
The generation of change and outcomes 239
The degree of control exerted over the change
process 239
Different roles in the changing organisation 239
Opportunity and constraint 240

Conclusion: Understanding and Managing
Performance 241

10.1 Returning to the main themes 245
10.2 Summarising the main themes 245

Bibliography 247
Name Index 262
Subject Index 266



31
32

4.1
4.2

4.3

5.1
5.2
5.3
5.4
5.5
5.6
5.7
6.1

List of Figures

The formation of attitudes to work 3
Understanding individual job performance 16
Types of control on a job-holder 20

Functional workflows in a man-made fibre plant 52
The classification of technology, interdependence and
co-ordination used by Thompson 70
Conceptualising the environment 79

Alternative strategies for coping with complexity and
uncertainty in organisations 92

Practical guide to managing interactions across the
boundaries of a focal organisation 95

Elements of structure in organisations 108

Typical example of functional organisation 110

Typical example of product organisation 110

Typical example of matrix organisation 112

An empirical taxonomy of bureaucratic structures 118
Contingency theory: the problem areas 124

Measures of performance in an industrial company 131
A map of the corporate world: how culture may be revealed
and created in organisations 138

Values attributed to the Japanese and their manifestation
within the company 144

Hlustrating the *virtuous circle’ which underlies Japan’s
industrial performance 151

‘The interaction of information, opinion and decisions in the
development of detailed R & D workplans 185

Change process in organisations 212

Relating context, intentions, activities and outcomes:

a summary 224

Understanding performance 243

xii



[\
3%

2.4
3.1

32

33
3.4

4.1

4.2
5.1

5.2

6.1
7.1

7.2
7.3

7.4

List of Tables

Job requirements: basic elements of any job 1‘7
Comparing unitary, pluralist and radical perspectives on
interests and conflict 3 . ' -
Characteristics historically associated with professiona
groups 32 . .
Different relationships between prqfessmnals and manage
Assessing performance in organisations .49 -
Organisations as arenas for the transformation of inputs
into outputs 51
Summary of the research and consultancy 5p6r0gramme
undertaken by the Tavistock Institute
. . rd

The classification of production systems uspd by Vt\fogdwd
Relationship between production system, mfo(r)gla 10
handling and behaviour in three factories ! of the
Ways to achieve greater dominance and control 0
environment 84 o 57
Mechanistic and organic forms of organisation "
Summary of practical and analytical problems w1
contingency theory 125 .
Meeting contingencies at different stages 1n product
life-cycles 128 . 145
Back to basics: eight “attributes of excellence of conlict
Conditions for the overt and covert expresston
and exercise of power 165 1
Contact and intention in power relations 1]? Aoed
Organisations as arenas for the exchange ot v
resources 174

iDi i anges of
Examples of suppliers and recipients in excll;«;ng
resources in an industrial organisation

39

64



Xiv

7.5

8.3
8.4
9.1
9.2
9.3

9.4
9.5

List of Tables

Checklist for the analysis of power relationships in
organisations 181

Subject areas in which decision-making is important 183
Information and communication in organisations: general
issues 188

Decision-making in organisations: general issues 196
A typology of decision-making strategies 202
Imperatives for a model of change in organisations 211
Implementation: general issues 218

Outcomes of activities and interactions in organisations:
some examples 219

Actors and intentions: the Comset case 227

Single loop and double loop learning 231



