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Behaviour in Industrial Organizations
1. The Origins of Professional Management
1.1. Introduction
· Management as a self-conscious activity was a creation if the 19th century

· As the scope and complexity of enterprises grew, so the need for managerial expertise expanded
1.2. Industrialisation and technological development
The driving force behind that development of management technique was progressive technological development and the transitions from an advanced organic economy based on agriculture to a mineral economy based on coal, iron and associated manufacturing.
1.3. The division of labour
Adam Smith, The Wealth of Nations (1776):

Extensive account of the improvements in productivity as a result of division of labour:
(i) Huge increases in output
(ii) Expectations of economic growth
(iii) Tedium experienced by the workers involved

· Process of replacing skilled workers with machines paralleled by experiments in the mass production of interchangeable parts that allowed workers to assemble the finished product quickly and in bulk. E.g. Eli Whitney (1812) and rifle manufacture
1.4. The rise of American industry

· UK led the world in manufacturing during the mid-19th century
· Began to lose its position as the century progressed and competitors such a Germany and the USA underwent industrialisation

· Britain was very slow to develop management training

· In the USA, management education was formalised by the late 19th century with the Wharton Business School and the Harvard Business School

· Economic leadership passed to USA ( major developments in management theory occurred in that country

· Rapid development of industrialisation in the USA, together with increasing levels of technological complexity, gave rise to the emergence of professional managers

· In this context F. W. Taylor formulated his ideas on what became known as scientific management
· By mid-20th century, Peter Drucker argued that management has become “a basic and dominant institution” in advanced societies, central to economic and social progress

2. Managerial Control

2.1. Introduction
Henri Fayol (1916):
Characterised managerial activities as planning, organization, co-ordination and control

· Factory system developed to enhance employers’ capacity to exercise control
· People and resources concentrated under a single roof

· Managers impose range of disciplinary devices to reinforce control over workers

· Managers able to determine hours of work and the timing and duration of breaks

· Work in the factory dominated by the clock

2.2. Scientific Management

· Scientific Management more than just a set of techniques, it was a philosophy of management or mentalite. Central figure in its evolution was F. W. Taylor
F. W. Taylor:
(i) Founder of Scientific Management

(ii) People restricting production, “soldiering” ( the better men gradually but surely slow down to the pace of the poorest and least efficient
(iii) Gave people chance to work individually

(iv) Advocated close co-operation between management and workers
(v) Firm believer in money incentives as prime means of motivation

Central principles of scientific management:

(i) The substitution of a science for the individual judgement of the workman

(ii) The scientific selection and development of the workman after careful teaching and training, instead of allowing the workman to select themselves and develop in a haphazard way

(iii) The intimate co-operation of the management with the workman in accordance wit the scientific laws, instead of leaving the solution in the hands of the individual workman

· Taylor’s system implemented in Britain, France (through efforts of Henri Le Chatelier), Japan and Soviet Union
2.3. Ford and Mass Production

Henry Ford:

(i) Adapted Scientific Management to mass production of cars

(ii) Strongly influenced by techniques used in the meat packaging industry

(iii) Cars now available to all ( cheaper

(iv) Added moving assembly track

(v) Doubled worker’s pay to $5

(vi) Reduced workers to extensions of machines ( dysfunctional

(vii) Mass production inherently wasteful ( quality problem (during the 50’s-60’s)

· System built on close managerial control of the production process

· Ford’s methods remain influential and are deployed in many spheres of mass production, including fast food outlets such as McDonalds and Burger King

2.4. From Mass Production to Lean Production

· Scientific management and mass production generated many problems ( reduction of workers to little more than extensions of machines
Mass production:

(i) Inherently wasteful ( quality control a constant problem
(ii) Insufficiently sensitive to consumer’s demands

Lean production:

(i) Greater trust placed in their workforce

(ii) Emphasised worker’s desire to achieve personal fulfilment through their work

(iii) Workers encouraged to identify with the organization and internalise its goals
(iv) Emphasised “just in time” rather than “just in case”

(v) Customisable good, consumer oriented

(vi) Trust between worker and management

(vii) Fragile ( no slack, no safety net, essential that every worker try very hard
2.5. Conclusion

· Techniques of control devised by the scientific management school are still influential and widely used, as are mass production techniques
· Recent management thinking has emphasised the advantages of flexibility, nimbleness and lean production

· New technology has challenged the idea that workers must be brought together in a factory or office in order to be productive

Charles Handy: 

Emergence of the “virtual organization”:

(i) Has no permanent home

(ii) Detailed control replaced by broad parameters and trust
3. Organizational Structures and Design
3.1. Introduction

· Organizations are structured to facilitate their operation. However, as the scale of operation grows, so the increase in complexity generates the demand for more sophisticated structures.
· The coming of railways in the 19th century prompted the establishment of recognisably modern organizational structures

· Even if the individual continued to lead the organization, more and more work was delegated to professional managers

· In Germany, the pace of industrialisation and industrial concentration was particularly rapid in the years after unification.

· There the sociologist Max Weber developed a theory of organizational structure that has remained influential to the present day: the Theory of Bureaucracy
3.2. Weber and Bureaucracy
· “Why do workers accept the authority of management?”
· Weber’s reason was the underlying belief that the authority exercised is legitimate

· Types of legitimate authority:

(i) Rational – where authority rests on an established belief in the legality of patterns of normative rules and the right of those elevated to authority under such rules to issue commands (i.e. legal authority)

(ii) Traditional – where authority rests on an established belief in the sanctity of immemorial traditions and the legitimacy of the status of those exercising authority under them (i.e. traditional authority)
(iii) Charismatic – where authority rests on devotion to the specific and exceptional sanctity or heroism or exemplary character of an individual person, and on the normative patterns of order revealed or ordained by him (i.e. charismatic authority)
· Weber correctly believed that in modern organizations legitimacy often derives from legal authority
· Bureaucracy is the administrative equivalent of scientific management, placing maximum emphasis on control and allowing minimal scope for individual autonomy

· Drawbacks of bureaucracy:

(i) Over emphasis on rules and procedures, record keeping and paperwork may become more important in its own right than as a means to an end
(ii) Officials may develop a dependence on bureaucratic status, symbols and rules

(iii) Initiative may be stifled and when a situation is not covered by a complete set of rules or procedures there may be lack of flexibility or adaptation to changing circumstances
(iv) Position and responsibilities in the organization can lead to officious bureaucratic behaviour. There may also be a tendency to conceal administrative procedures from outsiders

(v) Impersonal relations can lead to stereotyped behaviour and a lack of responsiveness to individual incidents or problems

3.3. Mintzberg and Machine Bureaucracy

· Bureaucratic form of organization retains its significance
Henry Mintzberg, Structures in Fives: Designing Effective Organizations:

Identifies the defining characteristics of bureaucratic organizational structure as standardisation, or Machine Bureaucracy:

(i) Large operating units

(ii) Extensive division of labour

(iii) Above all, the need to maintain management control
· Machine Bureaucracy:
(i) Not the universal configuration for industrial and business organizations

(ii) Limited use ( appropriate only in those organizations where their operating work is routine

(iii) “When an integrated set of simple repetitive tasks must be performed precisely and consistently by human beings, the Machine Bureaucracy is the most efficient structure – indeed it is the only conceivable one”

(iv) E.g.: post office, custodial prison, airlines and steel company

3.4. Schumacher and small is beautiful

Fritz Schumacher, Small is Beautiful (1973):
One of the most influential critiques of bureaucracy

(i) Identified the contemporary trend towards ever larger operating units and the problems that such organizations generated
(ii) Conceded that giant organizations might provide a necessary element of stability, he argued that they were almost bound to result in stultifying bureaucracy, anonymity and sickness

(iii) Preference for small scale organizations: “man is small, therefore, small is beautiful”

(iv) Realised that large organizations were often inevitable in the modern world

(v) Advocated the creation of smallness within bigness and delegation of authority to the lower levels of the organizational hierarchy

3.5. The informal structure of organizations

· Informal organization:

(i) Network of communications which develops between individuals and groups within the prescribed channels
(ii) Tends to be dynamic

(iii) Can even work to subvert the deadening influence of bureaucracy

· Prompted by such thinkers as Rosabeth Moss Kanter [c.r. 9.3], organizations have attempted to become less monolithic and to empower workers through the deployment of autonomous work groups
3.6. Ritzer and the McDonaldisation of society

· Weber had many doubts about bureaucracy: saw it ripening into an iron cage of rationality where it becomes more or less impossible to imagine alternative ways of doing things

· Ritzer takes the fast food industry as paradigm for the future development of society, a society characterised (like McDonalds) by “efficiency, calculability, predictability and control”
· In addition to dehumanisation, bureaucracies have other irrationalities:

(i) Can become increasingly inefficient because of tangles of red tape
(ii) Emphasis on quantification often leads to poor-quality work
(iii) Often unpredictable as employees grow unclear about their tasks and clients do not get the services they expect

· What were designed as highly rational operations often end up quite irrational
4. Job Design

4.1. Introduction
· Control of the method of work, its organization and the optimum speed for its completion all become, at least in theory, matters for management
· Management seeks to maximise control over the labour process ( work like machines

4.2. The challenge of the Human Relations school

· On division of labour Adam Smith in The Wealth of Nations conceded that, whatever the advantages in terms of efficiency, workers involved were likely to suffer from tedium
· F. W. Taylor sought to mitigate the tedium from work organised on the principles of scientific management through the application of rest breaks

Elton Mayo:
Academic working at Harvard Business School became involved in the Hawthorne Experiments during the 1920’s:

(i) Began as illumination studies examining the effects of various levels of lighting on productivity
(ii) Evolved into a full scale study of the role of work and the workplace in industrial society

(iii) Argued that the development of urban, industrial society created a situation in which the bulk of the population suffered from anomie – a method of living which defeats itself because achievement has no longer any criterion of value

(iv) Solution for the problems was to establish the workplace or office as, in the words of Charles Handy, their “day time homes”

(v) Proposed a management approach which did not abandon the insights of F. W. Taylor, but tempered them with a “softer” approach based on the insights of industrial sociology

4.3. Braverman and the labour process debate
· Introduction of scientific management was resented and resisted by trade unions
· Unions, often correctly, saw scientific management as a device to increase management control of the labour force through the systematic deskilling of work
Henry Braverman, Labour and Monopoly Capital (1974):

Potent critique (from a leftist perspective) of both Scientific Management and the Human Relations approach

(i) Marxist analysis to argue that workers were inevitably forced into paid employment because the prevailing social order left them with no other legal means of making livelihood
(ii) The employer, as the owner of the capital, pursued profits and in order to sustain them was constrained to dominate the labour process

(iii) Labour views are bound to be antagonistic as capitalists or their hired managers struggle to gain control of their worker’s activities

(iv) Considered the human relations approach to be merely manipulative, whereas his contemporaries saw it as a vast improvement on scientific management
(v) Can be depicted as “a voice crying in the wilderness”

4.4. Job design and the impact of Japanisation
Johnson and Ouchi, Made in America – Under Japanese Management (1974):
(i) Highlighted the growing productivity gap between Japanese and American companies

(ii) Argued that Japanese companies were superior to American counterparts in terms both of output and quality control

Five key areas with different approach:
(i) Japanese managers placed greater emphasis on the flow of information and initiative from the base of the organization upwards

(ii) Management was the facilitator of decision-making rather than the issues of edicts

(iii) Middle management was used as the impetus for, and shaper of, solutions to problems

(iv) Consensus was stressed as the way of making decisions

(v) Close attention was paid to the personal well-being of employees

· Japanese managers placed far greater confidence in their workers:
· Work group expected to participate in the process of continuous improvement to create more value (kaizen) and reduce waste (muda)

· In the light of Japanese experience, many assumptions concerning job design in the West were radically rethought ( emphasis placed on the value of multi-skilling, team working and job re-engineering

· Emphasis on the technical aspects of Japanese techniques, particularly total quality management and lean production
5. Motivation

5.1. Introduction
· People are motivated to go to work because they need the cash – view of F. W. Taylor

· Even Taylor and Ford were aware that workers were motivated by factors other than cash, such as pride in the job and the desire to be associated with a winning team or a successful product

· As early as 1930, Elton Mayo argued that non-financial incentives were key elements in promoting high levels of motivation and therefore production

5.2. Abraham Maslow and the Hierarchy of Needs

· Maslow outlined his Hierarchy of Needs theory of human motivation as early as 1943
· Claimed that human needs or desires are arranged hierarchically and that the appearance of one need usually rest on the prior satisfaction of another “prepotent” need

· Also argued that human beings are “perpetually wanting” animals

· Five sets of basic goals, termed needs, arranged in descending order:

(i) Self-actualisation 

(ii) Esteem needs

(iii) Love needs 
(iv) Safety needs

(v) Physiological needs

· At the apex of the hierarchy of needs Maslow placed self actualisation, the desire to become more and more what one is, to become everything one is capable of becoming
· Maslow was ready to concede that the hierarchy might be subject to variations depending on individual circumstances, i.e. lacking drive for higher needs

· Some variation in the extent and order of the needs was likely to occur as a result of variations between societies

5.3. The managerial implications of the Hierarchy of Needs

· By the 1960’s there was a growing awareness that the techniques of scientific management and mass production often led to frustrated workers and poor levels of quality and productivity
· Inspired by Maslow, advanced management thinking began to emphasise a more constructive approach to supervision and job design that encouraged workers to identify with (and even internalise) the goals of the organization
· Maslow applied the insights of humanistic psychology to the relationships between managers and workers and developed the notion of “enlightened management”
· Enlightened management: proper management of the working lives of human beings, of the way in which they earn their living, can improve them and improve the world and in this sense be a utopian or revolutionary technique

5.4. Frederick Herzberg and motivation – Hygiene Theory

Frederick Herzberg (1950’s-60’s):
Hygiene Theory:

(i) People are made dissatisfied by bad environment, the extrinsics of the job

(ii) They are made satisfied by the intrinsics of what they do – the motivators

(iii) Extrinsics (hygiene factors): pay, supervision, interpersonal relationships, physical working conditions and a sense of fairness in the allocation of work and rewards
(iv) If hygiene factors were poor, then the attitude to the job would be negative

(v) Hygiene factors would not produce a motivated worker – only a satisfied one

(vi) Motivation comes from the sense of achievement the worker experiences in carrying out the job

(vii) Jobs should be designed in such a way as to ensure that the individual should have some measure of control over the way in which the job is done in order to realise a sense of personal growth

5.5. Edwin Locke and Goal-Setting

Edwin Locke (1980):
Survey comparing the impact of various management techniques on the motivation of workers
Goal-setting technique:
(i) Development and setting of specific work goals or targets for workers to meet
(ii) Goals to challenge an individual’s abilities and he should be able to monitor his progress through regular feedback

(iii) Incentives, both financial and non, were necessary to reward the meeting of goals

· Locke provided an integration of behavioural science methods and findings with the practical world of the manager

6. Business Policy and Strategy

6.1. Introduction
· Business policy and strategy can be usefully located within a process of refinement of theories and ideologies in the face of growing organizational diversity and complexity
6.2. From Business Policy to Strategic Management

Peter Drucker, The Practice of Management (1954):

Developed the basic conceptual framework for the business policy/strategy

(i) Management at the centre of a business organization
Alfred Chandler (1962):

Examined the impact of strategy on structure
(i) Concluded that changes in corporate strategy preceded and precipitated changes in an organization’s structure – “structure follows strategy”

(ii) Business strategy can be defined as the determination of the basic long-term goals and objectives of an enterprise, and the adoption of courses of action and allocation of resources necessary for carrying out these goals

6.3. The evolving conceptual framework

H. Igor Ansoff, Corporate Strategy (1965):

Pioneer of management studies
(i) Encountered the writings of Chandler and Drucker

(ii) Developed his notion of corporate strategy which involved formulating objectives and strategy based on opportunities in the environment

(iii) Developed Gap Analysis ( the gap between where the organization is now and where it wants to be
(iv) Popularised the concept of synergy

(v) Worked on the idea of stakeholding – SWOT analysis (see section 6.6)
Kenneth R. Andrews (1987):

Identified four components of strategy:

(i) Market opportunity

(ii) Corporate competence and resources

(iii) Personal values and aspirations

(iv) Acknowledged obligations to people in society other than shareholders (i.e. stakeholders)

Argued that, whatever the size of the organization, the essential elements of the strategic management process will be the same:

(i) Participation by key individuals in the identification of problems and strategic opportunities

(ii) Inclusion of personal preferences, organization values, and corporate ability and analysis

(iii) Marshalling of accurate and relevant data on further market growth

(iv) Recognition of financial constraints with respect to capital sources and projected returns
6.4. Kenichi Ohmae and the mind of the strategist
· Central criticism to the SWOT analysis:

(i) Division they create between analysis and practice

(ii) Possible “paralysis by analysis” – making of strategic plans that are never implemented
Kenichi Ohmae, The Mind of the Strategist (1982):

Identified the strategic three C’s and the strategic triangle. In the construction of any business strategy, three main players must be taken into account
(i) Corporation

(ii) Customer
(iii) Competition

Claimed that the apparent divide between strategy analysis and practice is self-evidently artificial

(i) True strategic thinking contrasts sharply with the conventional mechanical systems approach based on linear thinking

(ii) Also contrasts with the approach that stakes everything on intuition, reaching conclusions without any real breakdown or analysis

· Strategy is crucial to organizational survival, but no magic formula for success
6.5. The Seven S Framework

· Model for analysing organizations – Richard Pascale, one of the originators
(i) Strategy – relates to an organization’s plan of action that leads it to allocate its scarce resources over time to get from where it is to where it wants to be
(ii) Structure – refers to the way in which a firm is organised

(iii) Systems – refers to the way in which information moves within the organization
(iv) Staff – relates to what Pascale termed “demographics” that characterise the kind of people who collectively comprise the organization
(v) Style – relates to the pattern of behaviour of the top executives and management team

(vi) Shared values – refers to what Pascale termed “the overcharging purposes to which an organization and its members dedicate themselves.” They are the significant meanings or guiding concepts that an organization imbues in its members

(vii) Skills – relates to what Pascale calls “distinctive capabilities of key personnel and the firm as a whole”
6.6. SWOT Analysis

· Acronym: Strengths, Weaknesses, Opportunities, Threats
· Headings under which to study an organization
(i) Strengths – positive aspects or distinctive attributes or competencies which provide a significant market advantage or upon which the organization can build – for example through pursuit of diversification
(ii) Weaknesses – negative aspects or deficiencies in the present competencies or resources of the organization, or its image or reputation which limit its effectiveness and which need to be corrected or need action taken to minimise their effect. Examples could be operating within a particular narrow market, limited accommodation or outdated equipment, a high proportion of fixed costs, a bureaucratic structure, a high level of customer complaints or a shortage of key managerial staff
(iii) Opportunities – favourable conditions usually arise from the nature of changes in the external environment. The organization needs to be sensitive to the problem of business strategy and responsive to changes in, for example, new markets, technological advances, improved economic factors, or failure of competitors. Opportunities provide the potential for the organization to offer new, or develop existing products, facilities or services
(iv) Threats – the converse of opportunities and refer to unfavourable situations which arise from external developments likely to operation and the effectiveness of the organization. Example could include changes in legislation, the introduction of a radically new product by competitors, political or economic unrest, changing social conditions and the actions of pressure groups. Organizations need to be responsive to changes that have already occurred and to plan for anticipated significant changes in the environment and to be prepared to meet them
7. Leadership and Decision Making

7.1. Introduction
· Study of leadership undertaken by Niccolo’ Macchiavelli in The Prince
· Better for a leader to be feared than loved

7.2. The views of Charles Handy

Charles Handy, Understanding Organizations (1999):

Identifies three distinct approached to leadership
(i) Trait theories – rest on the assumption that the individual is more important than the situation. If we can identify the distinguishing characteristics of a successful leader we shall have the clue to the leadership problem

(ii) Style theories – claim that employees will work harder for managers who employ given styles of leadership

(iii) Contingency theory – take more specific account of the other variables involved in any leadership situation, in particular the task and/or the work group and the position of the leader within that work group

Handy claims that all three are inadequate, but offers an extension of contingency theory that he terms the best fit approach, aimed at identifying the leadership style which suits the circumstances

7.3. Insight from Henri Fayol and Chester Barnard

Henry Fayol, General and Administrative Management:
(i) Advocated a combination of classroom teaching and learning through doing, allied to natural gifts or traits

(ii) Was a trait theorist – firm believer in the notion that latent ability could be improved with appropriate training

Chester Barnard, The Nature of Leadership:
(i) Believed no simple formula existed for achieving successful leadership
(ii) Tended towards a contingency approach – seeing leadership as dependent on a combination of factors including the individual involved, the “followers”, and the specific circumstances

(iii) Leaders are substantially the product of the organizations which employ them

7.4. Douglas McGregor and Theory X and Theory Y

Douglas McGregor, The Human Side of Enterprise (1960):

(i) Developed the most influential example of style theory
(ii) Used insights from Maslow to develop a critique of the authoritarian style of management often associated with Taylorism

(iii) “People will only work under external coercion and control”

· Theory X – authoritarian leadership in the management context is based on the assumption that the average human being prefers to be directed, wishes to avoid responsibility, has relatively little ambition, and wants security above all

· Theory Y – the average human being learns, under proper conditions, not only to accept but to seek responsibility

· The stark division between planning and execution of work that was inherent in scientific management wasted the bulk of workers’ many abilities and, at the same time, reduced them to mere drudges 
· The central principle of organization which derived from Theory X was direction and control

· The central principle of organization which derived from Theory Y was integration
7.5. Conclusion

· McGregor’s views were hugely influential but a pragmatic approach to the application of his ideas is essential

· In practice, the actual style of management adopted will be influenced by the demands of the situation

8. Organizational Culture

8.1. Introduction

· As industrialisation developed around the world, it became increasingly obvious that the “one size fits everybody” approach was wrong and that management theories had to be modified to accord with local cultural norms
8.2. Globalisation and Transnational Management

· Development of multinational organizations prompted by several factors
(i) Extractive industries such as oil or automobile sought to link supplies in one part of the world with demand in another

(ii) Competitive advantage gained by situating manufacturing facilities in areas of the world where labour costs were lower

(iii) Investment abroad in order to get inside tariff barriers, reduce transport costs or focus products on local markets

· Process of globalisation was stimulated by a prevailing international sentiment in favour of deregulation and free trade and facilitated by technological developments
· Outcome is development of massive corporations capable of competing globally

· Globalisation propels companies beyond the stage of being multinationals to become transnationals that endeavour to be at home wherever they choose to operate
Crainer:

(i) Traced the evolution process of the global organizations from what he terms the domestic stage, via the multinational stage, to the transnational stage

(ii) Managers of domestic companies require merely local knowledge
(iii) Managers of multinationals require understanding of the world business environment and the cross-cultural skills needed to deal with many cultures

(iv) Managers of transnationals have international responsibilities and require the ability to move between local responsiveness and global perspective

· Transnational management is constantly challenged to create and sustain unity out of diversity

8.3. Geert Hofstede and Macro Level Insight

Geert Hofstede, Motivation, Leadership and Organization (1980):
Investigated the extent to which the various management theories developed in the USA were relevant in the international context of the emerging multinationals
(i) Culture – the collective and mental programming of the people in an environment

(ii) Culture is not a characteristic of individuals, it encompasses a number of people who were conditioned by the same education and life experience

Developed a typology whereby cultures were positioned from high to low on each of four scales or dimensions:

(i) Power/distance – relating to how close or distant subordinates felt to or from their supervisors

(ii) Uncertainty/avoidance – relating to the ease with which the culture copes with novelty

(iii) Individualism – relating to the extent to which the culture encourages individual as opposed to collectivist, group-centred issues

(iv) Masculinity – relating to “masculine” cultures as opposed to “feminine” cultures

Developed a cultural map to be used as a guide to judge the suitability of management ideas in a particular national context
8.4. Culture at the level of the organization

· Contemporary management theory has placed as equal emphasis on the micro level
· Seeking to identify the elements in an organization’s culture which facilitate continuous success

· Strong corporate culture may have disadvantages in terms of managing change, but on balance it is held to be a strong asset

· “A strong culture makes a strong organization” (Charles Handy, 1993)
Deal and Kennedy, Corporate Culture (1982):

(i) People are a company’s greatest resource
(ii) Way to manage them is by the subtle cues of a culture

(iii) A strong culture is a powerful lever for guiding behaviour

· Corporate culture (i.e. shared values) is a key element in ensuring organizational success

9. Organizational Change and Development

9.1. Introduction
· Human Relations school of management theory became increasingly influential during the 1950’s and 60’s
· By 1980’s the UK government was committed to the encouragement of labour market flexibility as a means of containing wage costs and stimulating productivity
· Central to this policy was the process of privatisation and contractualisation

· Shift in management thinking:

(i) Theory X type managers turned to “macho management”

(ii) Theory Y type managers turned to “the management” of change

(iii) Emergence of Japanization provided a synthesis of the two

9.2. Handy and the Future of Work

Charles Handy, The Future of Work (1984):
(i) Probability of maintaining a single job for the bulk of a person’s working life was becoming increasingly slim
(ii) Employers facing increasing competition no longer willing to extend the traditional employment package to workers

Firms would in future develop a two-tier employment structure:

(i) Core workers – retain knowledge and expertise in the organization ( excellent compensation, but heavy obligations

(ii) Peripheral workers – little or no loyalty to the organization, not enmeshed in the organizational culture ( poor compensation, temporary workers hired when required

People not able to make a living by working for single organizations ( need several jobs to make ends meet ( “portfolio” workers

· Employers found that temporary, part-time staff with no knowledge of products and customers were a liability and moved to extend number of core workers

· Old certainties regarding employment in the UK have gone and are unlikely to return

9.3. The New Management Theory

· Problems of inefficiency, organizational gigantism and sclerosis evident in all Western industrial countries

· Many organizations adopted a programme of outsourcing in order to concentrate on core activities
Rosabeth Moss Kanter, The Change Masters (1983) [C.R. 3.5]:

Post-entrepreneurial Management:

(i) Minimise obligations and maximise options. Keep fixed costs low and use variable means to achieve goals
(ii) Derive power through influence and alliances rather than full control or total ownership

(iii) Keep things moving by encouraging continuous regroupings of people, functions and products to produce innovative combinations

Useful comparison of “traditional” and “emerging” models of organization:

(i) Traditional – uneducated unskilled workers; simple and physical tasks; mechanical technology; mechanistic views, i.e. simple cause and effect; stable markets and supplies; sharp distinction between workers and managers

(ii) Emerging – educated, sophisticated employees; complex and intellectual tasks; electronic and biological technologies; organic views, i.e. multiple causes and effects; fluid markets and supplies; overlap between workers and managers
Richard Walton, From Control to Commitment in the Workplace (1985):
(i) Traced the shift in thinking from the Taylorist “control” model to the emerging “commitment” model

(ii) Main reason for improved performance was this change in thinking

(iii) Illustrated impact of Japanese production methods on American management thinking 

Peter Wickens (1998):

Ascendant Organization – combines high levels of commitment of the people with control of the processes to achieve a synthesis between high effectiveness and high quality of life leading to long-term, sustainable success

9.4. Senge and the Fifth Discipline
Peter Senge, The Fifth Discipline (1990):
(i) Complex world organizations have to be able to cope with continuous change in order to be successful: i.e. they have to become learning organizations
(ii) Not an easy task for organizations to become learning organizations

Organizations often afflicted with learning disabilities:

(i) Excessive commitment by individuals to their own position

(ii) Allocating blame externally to an enemy “out there”

(iii) Suffering from the illusion of taking charge without carrying out the necessary analysis

(iv) Focusing on immediate events at the cost of longer term thinking

(v) Suffering from the illusion that learning only comes from experience

(vi) Accepting the myth that top management is always agreed and united, thereby suppressing disagreements and accepting watered-down compromises

Proposes five core disciplines for building a learning organization:

(i) Personal mastery – individuals need to exercise the highest levels of mastery, not over other people but over themselves

(ii) Constant review of prevailing mental models or paradigms

(iii) The development of a shared vision for the organization

(iv) Commitment to team learning through open dialogue and co-operation

(v) The application of system thinking
· Key point: possibilities for change in modern organizations
10. Managers and Values

10.1. Business Ethics
· Business has certain values or rules of conduct without which it is impossible to operate
Chryssides and Kaler:

Five different stances taken by managers and academics to the subject of business ethics:

(i) “Business is business” – aims of the organization are purely commercial and the maximisation of profits and/or market share must prevail over ethical considerations

(ii) “Act consistently with the law” – organizations merely need to fulfil their legal obligations but no more

(iii) “Good ethics means good business” – virtue and prosperity fortuitously coincide

(iv) “Conventional morality” – acting in accordance with the prevailing standards accepted by the public or typically accepted within comparable fields of business

(v) “Universal morality” – people in the business world should maintain the same standards of ethical behaviour in business as they would in their private lives

10.2. Stress

· Changes in the technology since the 1970’s have shifted the emphasis from industrial injury to stress, which is now recognised as a major problem for management

· Stress is often seen as linked to primitive physiological “fight or flight” responses
· Stress can be either positive and come in the form of “pressure” or harmful and come in the form of “strain”
Charles Handy, Understanding Organisations (1999):

Five major sources of stress
(i) Responsibility for the work of others – the manager is required to reconcile conflicting objectives, often resulting in tension and stress
(ii) Innovative functions – stress arises from the tension between innovation and the status quo

(iii) Integrative or boundary functions – the link person between groups within the organization and external links of ten becomes the focus of conflict and stress

(iv) Relationship problem – difficulties arise in managing the numerous relationships encountered in organizational life. Some individuals thrive on inter-personal challenges, for others they are a source of stress

(v) Career uncertainty – fear of redundancy, lack of promotion prospects and promotion beyond the level of competence can all generate stress. Rapid technological change and “techno-fear” are also major sources of stress

Friedman and Rosenman, Type A behaviour and you Heart (1975):
(i) Two extreme “behaviour syndromes”, which explained differences in certain stress levels

(ii) Type A – “Stress-prone” personality

(iii) Type B – opposite of type A

Type A personality characteristics:

(i) Competitive

(ii) High need for achievement

(iii) Aggressive

(iv) Works fast

(v) Impatient

(vi) Restless

(vii) Extremely alert

(viii) Tense facial muscles

(ix) Constant feeling of time pressure

(x) More likely to suffer from stress-related illness

· Type B personality characteristics:

(i) Able to take time out to enjoy leisure
(ii) Not preoccupied with achievement

(iii) Easy-going

(iv) Works at steady pace

(v) Seldom impatient

(vi) Not easily frustrated

(vii) Relaxed

(viii) Moves and speaks slowly

(ix) Seldom lacks enough time

(x) Less likely to suffer from stress-related illness

· Suggested that it is possible to “adjust” the personality by adopting strategies calculated to reduce the pressure such as limiting working hours and delegating responsibilities
· Plenty of anecdotal evidence that Type A personalities become “addicted”

Geer Hofstede (1979):

Survey about stress level and overall satisfaction with the work situation
(i) Managers reported relatively high stress combined with high job satisfaction

(ii) Professionals and technicians reported low stress and low satisfaction

(iii) Sales representatives, clerks and unskilled workers have the worst of both worlds, i.e. reported high stress and low satisfaction

Harmful effects of work stress are mitigated my high job satisfaction

· Organizations should looks to appoint people with appropriate attributes to stressful jobs
· Those who are good at forming strong inter-personal bonds, are prepared to be flexible and are not too sensitive emotionally will best carry the burden of stress
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