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INTRODUCTION 

T 
he aim of this paper is to provide a vehicle through which I can explore the learning issues for the unit. In particular understanding, or seeing, the complexities of organisations together with the task of attempting to evaluate an existing managerial procedure concerned with aspects of institutional organisation, form a framework for discussing the issues involved. The task is problematical however, since the issues are contentious. Firstly, there are ontological and epistemological problems relating to an “existing” managerial procedure, that is, how can it be shown to exist when its existence is uncertain (Pheysey,1993). Secondly, the word managerial poses similar problems concerned with what management is (Drucker, 1974). In this context, the paper draws upon and follows my paper on management skills in which I discussed the problem of management knowledge. Thirdly, the term “institutional” raises the problem of what sort of entity is the subject of examination with regard to educational establishments, that is whether on is concerned with an organisation or an institution (Duke, 1998; Stein, 1995). It is thus important to note that the unit title is “Managing the Organisation” while the learning outcomes and assessment task refer to institutional organisation. Stein (1997) argues that organisations and institutions are different entities, the validity of applying corporate organisation theory to educational institutions may therefore be questioned (Chapman,1995). 

The problematical areas outlined above suggest that it is not a straightforward matter to evaluate an existing managerial procedure. However, in the context of education espoused procedure is identified as being concerned with change on a macro level, that is the creation of a learning society (Coffield, 1995), and at the organisational level, transformation to a learning organisation (Senge, 1997; Roth & Senge 1996)44. The relationship between government policy and institutional policy is clearly identified here and is discussed further in my Policy Analysis paper. Further, I have already discussed the relationship between policy and organisational activity in my papers for Course Designs & Validation and Quality Assurance, where the funding and National Targets for education and Training (NETTS) were identified as key policy issues in governing organisational activity of New College Durham and Newcastle College. In order to demonstrate why the issue is problematical, I will outline and analyse some of the areas of contention which are argued to be central to the learning organisation (Starkey, 1996). The discussion is informed by acknowledgement of the role of “Senge’s five disciplines- systems thinking, personal mastery, mental models, shared vision and team learning.” (Mumford,1995,10) and their relationship to engendering a movement form single-loop or transactional learning to double-loop or transformational learning (Argyris, 1976). 

ORGANISATIONAL DESIGN AND STRUCTURE 

Focusing on an organisation in my own case is problematical, not being directly involved in an ‘organisation’. While to one extent, not being privy to the knowledge of an organisation that, say staff at Newcastle College might have, it is not such a disadvantage. First, organisations are dependent on ontological positions, as Aldrich (1992) has argued in relation to approaches organisational change, because “they make different assumptions about the nature of social and organizational reality” (p17). Further, if, for example, organisations are viewed as socially constructed I am not constrained by the demands of objective rationality, but recognise what Herbert Simon referred to as bounded rationality (Clegg & Palmer, 1996; Stein, 1995). According to Clegg & Palmer “Simon saw bounded rationality as referring to human behaviour that intends to be rational but is so only imperfectly” (p.2). Secondly, when the concept of loose coupling is used to “serve as a sensitising device … for use in analysing complex organisations” (Weick, 1976,2) the boundaries of educational organisations are less distinct. I can thus claim to part of Newcastle College through contact in seminars, tutorials, faculty staff and New College Durham through contact and reaction to course literature and use of the library. Similarly following the view that organisations encompass a broad spectrum of social situations, I am involved in organisations through the collaborative and consultative relationships formed with my violin students or business clients. The involvement with organisations at different levels is noted for example by Schein (1997), who suggests there are six levels at which dynamic interaction occurs: individual, inter-personal, group, inter-group, organizational, inter-organisational and the wider community or society. These may be seen as problem solving entities, whether or not I am part of them depends upon their conception as open or closed systems. Thirdly, as Clegg & Palmer (1996) argue, management theory is political knowledge and thus a form of power. Such power is seen for example with Principals, who are the recipients of external information flowing into the organisation. Power is gained by restricting access to the information, thus ‘knowing’ about the organisation is limited. While access to an organisation may have restrictions, the literature and theory is available to allow consideration of where organisational forms and practices have emerged from. I take this up next. 

The discussion so far merely hints at the complexities in the organisational behaviour (OB). Both the notion of organisations and the means for studying them are problematical. It is reflected by competing paradigms, their ontological and epistemological positions and underlying values and philosophies (Handy, 1993; Reed & Hughes, 1992; Donaldson; 1996). Paradigm incommensurability would appear to lead to a reductionist view of management. While this may facilitate management in a bureaucratic system, a holistic view may be more appropriate in complex educational organisations. Assuming paradigm incommensurability is subjective, since, as Aldrich (1992,36) argues “it depends upon one’s assumptions about the scientific and normative of [organisational research]”. A holistic approach, allowing better understanding of educational organisations and their administration is informed by the Duhem-Quine thesis (Chapman, 1995), that is whole theories, rather than single hypothesis are accepted or rejected. According to Chapman (1995,6) 

It is now becoming increasingly accepted that approaches to the study of 
educational policy and administration predicated on the acceptance of the 
coercive imperatives of positivism and the like have now been overturned 
decisively by the powerful engine of the epistemological arguments advanced 
against such notions, and have been replaced by a view of science and of theory 
and research in educational administration which goes beyond such hard-line 
distinctions as those of fact and value, theory and practice, objectivism and 
relativism. 

Chapman argues, adopting a post-empiricist perspective allows educational administration to be viewed as a perpetual quest, thus for example, organisational theories and design can be evaluated on the basis of which is better for what purpose. According to Reed & Hughes (1992,6) a rational system is inappropriate, 

Since the early 1980's historical and comparative research on organisational forms has revealed the inherent limitations and inadequacies of this 'universalistic'. It has shown that different historical periods and institutional locations within and between different societies produce and reproduce is a wide range of organisational forms which cannot be accommodated within the rational/systems model. ... Indeed, this research has shown that the conventionally accepted functional relationship between highly differentiate and formalised organisational structures, and socio-economic contexts defined by competitive pressures pressing the direction of market efficiency, may be more tenuous than supporters of the dominant orthodoxy have suggested. In addition such research has also called into question the conventional conceptual and methodological apparatus through which comparative organisational forms have been studied within the analytical confines presented by the rational/systems approach. 

Reed & Hughes do not cite specific research in support, providing only references to works by Clegg , Lane and Clark & Starkey. However, the important point is made regarding the problem of applying rational analytical frames when social realities and practices form organisations. More importantly, Reed & Hughes observe that the change of emphasis in understanding organisations is “towards the dynamics of change and the ‘logics’ through which it proceeds. The changes underlie apparent movements from hierarchical organisational structures of Weberian bureaucratic organisations to networks reflecting pluralistic diversity. A detailed discussion of management and organisational perspective is beyond the scope of this paper, however an historical overview is important, since as Burrell (1992) argues, time is important with respect to philosophies underlying organisational forms. He adumbrates three conceptions of time, linear, cyclical and spiral. This is not as simple as Burrell might suggest when Lakatos’s notion of history is considered. (I discuss his in my synoptic study). A historical perspective is summarised in Table 3 (p.15) 

The creation of learning organisations would suggest that, 

The corporate vision of education, for example, based on the notion of education as a product or commodity and the analogy of schools as networks of business franchises, making schools look like ‘Kentucky Fried Chicken’ outlets, provides a wholly inappropriate model of the educational enterprise, if we are to accept the cognitive and moral imperatives flowing from the very concept of education and the idea of education as a ‘public good’. 
(Chapman,1995,12) 

However, the position becomes more complicated in the light of the 1992 Education Act, which resulted in the incorporation of FE colleges. Colleges have thus now have a duality, as reflected in the pompous title Principal and Chief Executive. Separating the reality from the rhetoric, that is taking educational organisations as functional units, to which scientific approaches to OB are appropriate, not people centred learning organisations requiring a Khunian paradigm shift in management (Starkey, 1996), suggests positivist organisation theories may be appropriate. Donaldson (1996), who argues that anti-positivist positions are flawed when subjected to deeper analysis, particularly of four issues viz. determinism, functionalism, Cartesianism and generalisation, makes a case for this. For example, “the attempt to use typologies or configurations of organisations is unsatisfactory given the abundant evidence supporting multivariate models connecting contingencies and organisational structure.” (p.159). Donaldson challenges the dominant theories in American macro-OB: population ecology, institutional theory, resource dependency and organisational dynamics. While Aldrich (1992) questions the incommensurability of these paradigms, Donaldson suggests a new perspective, structural contingency theory (STC) which deals for example “in general relationships between contingency and structural variables” (Donaldson, 1996, 165). He asserts that STC is determinist, dealing with general relationships, and sees “the causes of organisational structure as residing in material factors such as organisational size” (ibid.) Child (1984) argues that political factors need incorporating in STC. He sates, “structure itself often becomes victim to politics, and indeed it will not be allowed to operate effectively if it does not reflect political forces within the organization.” (p13) . While institutions, such as Newcastle College, apparently embrace strategies embracing constructivism, as witnessed by Mission, Vision and Value statements together with achievement of the Investor in People award, as supposed evidence of movement towards being a learning organisation, evidence suggest a positivist approach. For example, the movement by Newcastle College to merge with Gateshead College. The fact that merger negotiations were unknown to staff does not fit well with the aim to create a learning organisation which is a collaborative community where knowledge is shared. (Fulmer,1995) 

A recent study of human resource management (HRM) practice in Europe (Brewster & Hegewisch, 1994) provides support to the notion that positivism, rather than constructivism and relativism, underlie current organisational practices. With regard to the Social Protocol of the Maastrict Treaty, for example, Teague (1994) found that the HRM staff view the European community (EC) as having little influence. To keep abrest of EC initiatives they “simply followed the media’s coverage of such events” (p.216). Similarly, in a study of European industrial relations it was observed that, 

“Overall the data presented here must lead one to reject the post modernist hypothesis that we are moving to a new paradigm of work relationships and employer employee interactions: certainly, the context of relations in Europe is changing but there is a strong sense of continuity.” 
(Gunnigle et al., 1994,152) 
EDUCATIONAL MANAGEMENT 

The preceding discussion has attempted to outline some of the complexities underlying organisations and consequently that of identifying and evaluating managerial practices. Identifying organisational management becomes even more obscure when it is applied in education. Bush (1995) posits six models of educational management, which attempt to align influences on goals, decision making, organisational structure, external environmental links and leadership style. The models are summarised in Table 1 (p.9) 
While Bush presents a comprehensive analysis of the models, only brief attention is paid to a synthesis. Bush recognises that the models are limited in not giving a complete picture of educational organisations, Rather, he suggests “most educational institutions display features from most or all of the models” (p.150). However ‘most’ is not quantified, nor is it clear whether he is referring to schools or colleges. In suggesting a synthesis aimed at providing an integrated overarching framework, Bush draws on the work of Ellstrom, Enderdud, Davies & Morgan, and Theodossin.. Citing Bolman & Deal, Bush suggests managers need to adopt “cultural pluralism in order to select the most appropriate approach to particular issues and avoid a unidimensional stance” (p.162). Bush equates conceptual pluralism with Fiedler’s contingency theory. By adopting this, he argues, leaders can choose the theory appropriate to their organisation. Bush does not provide a clear basis for eclectic selection of theory. A better means of appreciating which units of an organisation theory is applicable to is offered for example by Hofsted (1998) in his analysis of organisational subcultures. Hodfstede identifies three distinct organisational subcultures, professional, administrative, customer interface, which emerge from analysis of six indpendent dimensions of perceived practice. 

Table 1 Models Of Educational Management 
Formal Collegial Political Subjective Ambiguity Cultural 
LEVEL Goals determined at Institutional Institutional Subunit Individual Unclear Institutional or subunit 
PROCESS Goals determined by Leaders set goals Agreement Conflict Problematical. Goals of individuals stressed but may be those of powerful individuals Unpredictable Collective values. 
RELATIONSHIP goals ßà decisions Decisions based on goals Decisions based on agreed goals Decisions based on goals of Dominant Coalitions Goals determined by individual objectives Vague & unclear. Purposes inadequate guide to behaviour Vision expressed by mission statement à 
NATURE of decision process Rational Collegial Political Personal Garbage can (Cohen & March) Specific goals- thus a rational process within value framework 
NATURE of structure Objective reality-hierarchical Objective reality - lateral Organisational structure emerges from process of bargaining & negotiation- subunit conflict Constructed- human interaction Problematic - institutions = aggregations loose coupling (Weick) -Policy determined by committees (Enderdud) Physical manifestation of organisation’s culture. Values & beliefs expressed in roles & role relationships. Organisations socially constructed realities 
Links with environment Closed or open Shared decision making blurs accountability Emphasise significance of external influences = interest groups. Power through knowledge -control of boundary External environment problematical -subjective models è organisations have no existence independent of individual members Uncertainty -continued existence dependent on satisfying needs of environment (Bell) External environment = source of values and beliefs - coalesence from teachers bacground & experience. Open system -two way system for development of culture 
Leadership Style Policy and goals established by Head Head promotes consensus Head = participant and mediator Concept of leadership problematical. Individuals different meanings on events. Phenomenological Unpredicatable anarachic institutions pose difficulties for managers. Ambiguities of: power; purpose; experience; success Head has symbolic role (Hoyle) - responsible for developing and sustaining culture 
The limitations identified in Bush’s analysis point to the problems of management practice being informed by simplified and selective analysis of theory offered by a limited range of authors. For example, the reading in the course unit on leadership, managing college culture, strategic planning, HRM, and loose coupling are from Mendip Papers authored or edited Colin Turner. As turner (1991) correctly observes, the concept of loosely coupled systems (Weick, 1976) has been much cited in literature relating to educational institutions. As mentioned above, Weick presents loose coupling as a sensitising device to engender an epistemological change in how organisations are studied, a change from a positivist frame to a constructivist one. Weick states the guiding principle of loose coupling “is a reversal of the common assertion, ‘I’ll believe it when I see it’ and presumes an epistemology that assets, ‘I’ll see it when I believe it’.” (p.2). However Turner (1991) presents loose coupling in a normative sense as if it were a management system, contrary to Weick’s position. According to Turner “Weick argues loose coupling has the following characteristics which can be expressed as advantages and disadvantages” (p.2). Weick (1976) actually lists “seven potential functions that could be associated with loose coupling plus additional reasons why each advantage may also be a liability” (p.6). Further, Turner displays aporia suggesting “it is perhaps better to see loose coupling as a strategy rather than an organisational model” (p.2), failing to observe that Weick proposed looses coupling as an organisational research approach as an alternative to the prevailing organisational theories which people in education expressed dissatisfaction with. Following Duhem and Quine, these criticisms of Turner, given as an example, are not valid reason to reject such work in toto, rather, it calls for informed caution. 

The preceding argument has illustrated the complexity of organisations and OB, such that detailed analysis of all the issues is precluded here. Next I set out, briefly a sample of the contentious areas concerned with the learning organisation and its management. 

CULTURE & CULTURAL CHANGE 

Pheysey (1993) predicates her argument, that organisational effectiveness is a function of culture, on the basis that organisational cultures can match those of societies. Only in the final chapter, after discussing a selection of idea concerned with OB, does she get to the important underlying issue: underlying philosophies. However only a simplified view is given. Pheyesy, citing Mitroff, refers only to inquiring systems of Leibnitz, Locke, Kant, Singer and Churchman. This limited and simplifying picture of philosophy is similar to the analysis of management culture presented by Handy (1985), who suggests management cultures can be seen as an admixture of cults derived from the four greek gods , Zeus, Apollo, Athena and Dionysus. Culture is seen as central to the learning organisation. Peters and Waterman (1982) posit that a route to excellence in such environments is dependent on at least seven inter-related variables , the McKinsey 7-S Framework (Figure 1, p.11), the focal point of which is shared values or culture. 

Figure 1 The 7-S Framework - Peters & Waterman (1982) 

These ideas have been challenged. Lewis (1994) cites: Aupperle who questions Peters and Waterman’s claims; Saffold, weakness of strong culture hypothesis; Schein, questions the link between strong culture and organisational effectiveness and Hofstede: cultural factors situational determination of assets or liability. 

Culture, weakness of definition. Term borrowed from anthroplogy. Confusion between tangible and intangible forms. Unitarist stance taken by many authors. Young, as cited by Lewis (1994,43), suggests in reality “organizations are arenas in which various sectional groups … seek their own objectives”. This pluralism is supported by Hofstede (1998). 

Kanter & Corn (1994) question the cultural difference approach to management. They argue “that contextual and situational factors, such as technical fit, business performance, and abundant communication, are more significant determinants of relationship effectiveness.” (p.20). Findings are based on interviews of 75 senior and middle managers in firms involving foreign take-over. Applicability to educational contexts may be questioned, however, as Kanter & Corn argue, it does question the emphasis placed on cultural differences as source of tension and a barrier to change 
Adopting a Popperian argument, Lewis (1994) found, in an in-depth longitudinal case study of a college undergoing change, staff behaviour which “seems to refute many of the current theories on culture change which argue that organizational culture has a direct and predictable effect on organizational performance” (p.51) Illustrates aspects of attribution theory and cognitive dissonance. Warns of the danger of accepting exiting theory without question. 
Argyris (1995,20) posits two types of theories of action. “One … the theory that individuals espoused and that comprised their beliefs, attitudes, and values. The second … their theory-in-use – the theory …they actually employed.” A mismatch between espoused and in-use thoeries, of which individual unaware inhibits learning. Multi-national analysis revealed espoused theories vary: minimal variance in theories in use. The finite range of theories in use suggests facilitating learning “should be more ‘doable’ than many have supposed” (p.21). Argues humans are “skilfully incompetent” (p.22). Suggests action science be used to transform espoused theories to theories in use. 
Schein (1995) posits a clinical model of action research 

LEADERSHIP 

In a learning organisation, leaders’ roles differ dramatically from that of the charismatic decision maker. Leaders are designers, teachers, and stewards These roles require new skills: the ability to build shared vision, to bring to the surface and challenge prevailing mental models, and to foster more systematic patterns of thinking. In short, leaders in learning organisations are responsible are responsible for building organisations where people are continually expanding their capabilities to shape their future –that is, leaders are responsible for learning. 
(Senge, 1997,489, original emphasis) 

Leadership is central to the debate concerning learning organisations (Starkey, 1996) Their role is seen as fundamental in transforming organisations, creating effective teams. 
Barker (1997) observes that most literature refers to attributes of leaders while maintaining a Machiavellian feudal paradigm of leadership. This is not conducive to creating shared mental models. 
Korac-Kakanadse and Korac-Kakanadse (1997) suggest leadership is a social construct. Posit a praxis of leadership. Differentiates transactional and transformational leadership. Draws on a philosophical perspective from Plato, Machiavelli, Hobbes to Nietzsche. Identifies the important aspect of myth and legend. “A review of the literature suggests that there are almost as many different definitions of leadership as there are scholars who have attempted to define the concept.” (p433) 
Fiedler (1996,241) suggests leadership is “a complex interaction between the leader and the social and organizational environment” Indicates a positivist view by defining leadership as “that part of management that involves the supervision of others” (p.242). No correlation between management games and effective management. Leadership effectiveness by capitalising on cognitive resources. Stress level. Suggests common agreement leadership is situational reaction between leader and leadership. 

EMPOWERMENT 

Honold (1997) reviewed two hundred articles suggesting practice is ahead of research with respect to employee empowerment. Found only 4/200 with main descriptor “employee empowerment” (p.202) in scholarly refereed journals, noteably Conger & Kanugo. Most were trade, professional and trade journals. The findings perhaps represent: first, bias of sample, that is trade journals would be expected to reflect practice rather than research. Second, limitation of search strategy used. Third, characteristics of the population of articles in databases searched. 
Action science “is becoming increasingly reconized as a method for doing research in organisations” (Riordan,1995, 6). Removal of the particpant observer polarity 

LEARNING ORGANISATIONS ORGANISATIONAL LEARNING 

Altman and Iles (1998) observe that definitions of learning organisations fail to differentiate between learning in organisations, organisational learning or learning organisations. They thus raise the question of whether models designed for organisational learning as appropriate for individuals. 
Systems thinking. 
While Argyris (1976) presents double-loop learning, triple-loop learning is offered as the next level (Altman & Illes, 1998; Borzsony & Hunter,1996). The relationship between learning, culture and behaviour is shown by Figure 2 (p.14) 

Figure 2 Single, Double and Triple-Loop Learning 

SUMMARY 

I have argued that the notion of an organisation is contentious, thus identifying managerial practices is problematical. This in turn lead to a discussion of educational management and then some issues relating to the learning organisation were outlined. The problem of evaluation was identified as being a matter of paradigm positions, and thus thier philosophical basis. The problem may be summarised as conlcting paradigms dtermining what is seen and how it is seen. Many areas have not been explored. Further analysis might examine more recent work concerned with the learning organisation. Recent works on creating a learning environment provide a suitable starting point. Teare & Dealtry (1998) provide an overview of some recent views, as shown in Table 2 (p. 9) 


Table 2 The Learning Organisation -Creating a Learning Environment 
AUTHORS FOCUS AND THEME 
Mumford (1996) Concept of learning organisation. Outline approach to creating a meaningful learning environment- self-diagnosis of managerial behaviours and practices 
DeFilippo (1996) Change of culture in productive units: hierarchical control à employee involvement. 
Harung (1996) Evidence examined of link: mature corporate culture & high levels of collective performance . Key feature of advanced organisations = ability to satisfy all stakeholders simultaneously. Relate learning to stakeholder needs and expectations 
Wright and Belcourt (1996) Training related to broader-based learning. Role of on the job training (OJT). Practical training tangible- appeals to line managers. Helps THEORY into PRACTICE 
Coulson-Thomas (1996) Balancing long/short term perspectives of organisational development. Impcat of busines performance re-engineering (BPR). Suggests BPR gives short term benefits. Neglects longer term learning. 
Heraty and Morley (1995) Relating ACTION RESEARCH to learning organisation. Doing research in oranisations - emphasises importance Research design reflects members values & experiences 
Borzsony and Hunter (1996) Learning partnerships. Learning through partnership - Action research -ideas into reality. 
White (1994) Creativity & learning culture. Creation of learning organisation requires deep thinking of changes in THINKING & BEHAVIOUR. Explores shift from information to knowledge 


Table 3 HISTORICAL OVERVIEW OF MANAGEMENT 

EARLY RELIGIOUS WRITINGS - Fundamental elements of strength of character, purpose, morality, love require by person in authority 

MACHIAVELLI - The Prince An early authority on leadership. Advocated subordination of means to ends. Political awareness, astuteness, ability to translate innate abilities to particular situations. -Separation of role of leader and characteristics required of the leader. Knowledge. 

MARXISM - The Communist Manifesto Karl Marks & Fredrich Engels communism. Industrial society a place of permanent upheaval intolerable by the 'wage slaves' (workers). Discredited philosophy preached egalitarianism and utopian shared ownersip. 

BUREAUCRACY & ORGANISATIONS - Max Weber (1864 -1920). Concept of PERMANENCE & CONTINUITY OF ORGANISATIONS basis of theory of bureaucracy. Permanence of the organisation. Knowledge practice and experience preserved in files à ensure continuity. Hierarchical structure of organiation -specified functions. Separation of ownership and control. Aim maximum efficiency. 

WELFARISM - Cadbury family (and Fry, Terry) -profitable and equitable aims. Factories and staff housing (Bournville) Aim à happy healthy motivated staff. Not borne out in real life, as described in e.g. The Water Babies Charles Kingsley 

HENRY FAYOL- (1841 - 1925) First to attempt a comprehensive definition of INDUSTRIAL MANAGEMENT, theory of management and management principles. Identified components of industrial undertaking under headings; technical, commercial, financial, security, accounting, managerial à forecasting, planning, organisation, command and control of others. Aim = unify and direct organisation and resources in productive activities. Fayol listed 14 principles of management: Division of work; Authority & responsibility; Unity of command; Unity of direction; Subordination of individual to the organisation.; Remuneration & reward fair an equitable; Centralisation and centrality of control; Top -bottom line of authority; Order as principle of organisation; Equity in dealings with organisation members; Employee discipline; Stability of job tenure; Encouragement of initiative; Espirit de corps, group team identity willingness and motivation to work. 

SCIENTIFIC MANAGEMENT (F W TAYLOR (1856 -1917) Taylorism) - Hypothesis : precise approach to problems of work and organisation àimprove efficiency. Work = co-operative effort between managers and workers. Responsibility removed from workers, left only with task. Perfection - production lines- performance standards- job observation and analysis. Lead to standardisation of work. Put concepts of standards and efficiency into practice. Root of production line and consequent boredom and alienated, disaffected workforce. 

FOLLET - Americans Mary Parker Follet (1868-1933) and Chester Barnard (1886-1961) -first studied process of decision making in organisations- relationship between formal/informal organisations; role and function of executive. 

HUMAN RELATIONS SCHOOL: HAWTHORNE STUDIES (Hawthorne Effect) - Studies from 1924 - 1927 (Elton Mayo) at Western Electric Company Hawthorne, USA. Hypotheses that work improved if conditions improved. Lead to employee counselling schemes. Study was first major research on attitudes and values prevalent in groups working situations. Concept of SOCIAL MAN and HUMAN RELATIONS at work. Recognised importance of:- GROUPS; BEHAVIOUR; PERSONAL VALUE; IDENTITY as important in industrial commercial situations. Main findings of study were: 

1. Individuals need importance in own right and regard as part of group by other members. 
2. Need to belong fundamental at work fundamental as pay, rewards working environment. 
3. Formal and informal organisation. Formal exerts influence over informal. 
4. People respond to active involvement in work 


DALE CARNEGIE - Human relations philosophy. - Pioneer of some mainstream business and management practices. Identified blockages and barriers to profitable effective activity à overcoming fears . Face to face human interactions basis of commercial success require fundamental techniques for handling people: empathy; understanding wants, needs, hopes, fears, required benefits of a transaction. Customer wants and need central. Positive not negative criticism. Criticise the need not the person. Cricisim à à constructive help à à praise. Values of honesty, openess Identified characteristics to reinforce capabilities of people dealing with customers: 
1. Develop genuine interest in people. 
2. Attentive listening - responding to customer needs 
3. Speak in terms of customer interest. 
4. Sincerity. 
5. Never argue with customer 
6. Positive language to encourage positive response and progress. 


AFFLUENT WORKER STUDIES - Studies in 1960's on three companies attempted to explain behaviour of sample of affluent workers. Found: job means to end, to support life away from the company. Affluent worker had no identity with place of work or colleagues. Intrusive supervision perceived as intrusive. No relationship between job satisfaction - current employment. Family relationship most important. Aspirations for intrinsic benefits.- Concluded: workplace satisfaction conditional upon continued stability and prosperity; continued growth a universal expectation. 

INTRAPRENEUR- Enterprising individual in successful business. Two dimenasions of the concept: 
1. Characteristics of potential intrapreneurs. 
2. Nature of organisations capable of developing the intrapreneur. 
Individual characteristics: commercial insight; personal strength of character; innovative and creative approaches. Organisation attributes: talent and potential recognition ability; learn and develop faster than rate of organisational change.; provided intrinsic and extrinsic rewards. Overall purose = creating environment : business activities + talented individuals à successful dynamic profitable business. 

PETER PRINCIPLE - Lawrence J Peter, American psychologist, counsellor in USA education . In 1969 principle established, based on assumption: promotion to level of incompetence. Success in current job èpromotion. Only when Not successful - not considered for promotion. Suggests promotions based on false premise. Sound performance only an indicator of not doing harm. Implications for ability to identify performance and required attributes set against accurately measurable criteria. 

ORGANISATION STUDIES - Charles Handy, London Business School. Seminal work in organisation studies. Emphasises importance of field of study. Concerned with analysing basic concepts to form managerial knowledge. Handy focuses on fundamental concepts and principles common to all situations, viz. motivation; leadership; power and influence; groups; individuals; roles and interactions. Concerned with fluidity of organisations. Elucidated concepts of core (provide organisation permanence and continuity) and peripheral workforce (loose contracts, recruited when required) - 'Shamrock' organisation, thesis: organisations unwilling to include on payroll staff to provide intermittently required services. 

BUSINESS POLICY AND STRATEGY - H I Ansoff 1950's - 60's, pioneering academic in field of management study. Theories concerning reductionist and holistic nature of organisational/ operational strategy. - Ansoff's position emerged from managers' concern to identify rational, accurate ways organisations can adjust to and exploit changes of environment. - Ansoff propounded concepts of change strategies, and the required active management processes. Current authority- M E Porter, Harvard Business School, analyses of organisations and their environment. Defensiv/offensive strategies. 'Value chain', identifies critical links in a strategy 

TECHNOLOGY - John Woodward, in 1950's, studied relationship: technology required for industrial processes and nature of organisation. Found that technology impinged on all aspects of organisation; nature of control systems related to technological processes in place. Defined - unit production, batch production, mass production, flow production - relationship between these and nature of organisation, and, capital intensive mass and flow activities. 

MECHANISTIC & ORGANIC/ORGANISMIC - Models proposes by T Burns and G M Stalker in 1966. Found mechanistic organisation apprpraite in conditions of stability. Organisation demands loyalty; firmal hierarchies; defined roles. Organic model suitable in unstable conditions- involves constantly forming/reforming groups. Communication at and between all levels. Control regarded as a network. Concluded stresses on existing structure arising from attempts to change from mechanistic to organismic organisation, resulting stresses hinder progress. 


SYSTEMS THINKING - Katz & Kahn Conceptual analysis of management thinking influenced by systems thinking. Closed/open systems. Organisations as social systems = open systems. Systems thinkers criticise Classical/Scientific Schools of Management. 

SOCIO-TECHNICAL SYSTEMS - concept proposed by studies - Tavistock Institute of Human Relations -1940- 1960's, E Trist & G Barmforth determined it insufficent to regard work methods as functional /operational. Organisation and autonomy of work group must also be considered: Effective work a function of both social and technical aspects of organisation. Autonomy of work group critical. Work output a function of group social effectiveness. Ideal group = 8. Willingness to co-operate high if environment and approach to work right. Identified importance of psychological needs in addition to task related. Provided support to motivation theories: quality working environment; means of supervision. 


EXCELLENCE - Seminal research by Peters and Waterman (1982) on sample of 62 USA companies Advocated a Kuhnian type of paradigm shift in business - a move from rationalism descended from Taylorism because “rationality does not explain what makes excellent companies work” (p.44). Placed culture (shared values) at centre of at least seven interdependent variables, the McKinsey 7-S Framework (Figure 1, p.11), to be addressed in an intelligent approach to organising: structure; systems; style; staff; skills; strategy; shared values. Suggested the intractable, irrational, intuitive, informal aspects of organisations can be managed. Recognise complexity of fundamental change in large organisations Looked at management excellence. Determined eight attributes distinguishing excellent innovative companies. 

Peters & Waterman (p.13) determined eight attributes of excellent companies as: 
1. A bias for action. 
2. Close to the customer. 
3. Autonomy and entrepeneurship. 
4. Productivity through people. 
5. Hands on, value driven 
6. Stick to the knitting 
7. Simple form Lean Staff 
8. Simultaneus loose-tight structures. 


EQUIFINALITY - Predicate of systems thinking: objectives achievable in variety of ways è no best way to achieve organizational objectives. Principle of equfinality: similar ends achievable fro different paths and starting points. 


CHANGE - Key area of current management studies. Involves post-war societal changes impinging on management and organisations: Technological; social; Eco-political and expectational change. Presents managers with more:- questions, solutions, complexity 
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