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Table 5.4: Comparing the Perspectives on Technulogy by Woodward, Perrow and
Thompson ,
RESEARCHER ROUTINE TECHNOLOGY  MON-ROUTINE
TECHNOLOGY
Woodward Mass Unit
Continuous process
Perrow Routine Craft
Englnesaring Non-routine
Thompson Long-inked Intensive
Mediating :
Source: Adapted from: Gerwin, D. Rolatlonships between Structure and

Technology at the Organlzational and Job Levels. Journal of Management
Studles, February 1979; 71.

Using this work, and the descriptions given by Woodward (1965), Perrow (1967) and
Thompson (1967) as a base, It Is possibie to rate technologies In terms of the degrees of
uncertainty and complexity assoclated with them, This analysis Is repr‘ésented below In
Table 6.5:

Table 5.5: The Degree of Uncertainty and Complexity Inherent In varlous

Technologles
RESEARCHER CLASSIFICATION DEGREE OF DEGREE OF TYPE OF CONTROL.
UNCERTAINTY COMPLEXITY S STEM MOST
SUITABLE
yaodward Unit High High Indirect
fnsa Maderale Moderato Direst
Continuous process - Low Low-modarate Indiract
Perrow Routine Low Low Diraot
Engineering Lowsmoderate Moderatehigh Diveot
Craft Moderate-high Low-modorate Indirect
Non-routine High High Indiract
Thompson Mediating Low Low-moderate Direot
Long-linked Modarate Moderate Direot
intensive High High Indirect

For each techhology type, the control style most ldeally suited Is presented alongside.
Note that thess refer agaln to the direct-indirect continuum, and the term “direct" or
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"Indlrect" indicates a tendency to elther side of this continuum. With the exception of
continuous-procass technology, the findings regarding uncertainty and complexity confirm
that as the degree of uncertalnty and complexity increases, there Is a corresponding shift
away from direct control towards Indirect control. Jaeger and Balliga (1985), In thelr
analysls of Japanese organisations, note that the control of technology In these
organisations represents a major competitive advantage. It Is argued that organlisations
have had to develop alternative means of controlling the technological prfjcessés In order
to adapt the latter to conditions of increased uncettalnty and comiplexity. It is Inthis regard
that Indlrect forms of control have provéd particularly useful,

Conclusions on the Impact of Technology on Control Systems

in general, the findings on techinology and organisational control conflrm the conclusions
arrived at concerning uncertainty and complexity, '

Although these findings support the notlon of an assoclation betweeri uncertainty,
complexity and Indirect forms of control, they are determined from a functionallst
perspectiva,  This considers the technological process as an Interdepandent varlable
within the overall organisational system. ~Accordingly, It Is asserted that Increased
uncertainty and complexity Is agsoclated with indirect forms of control within the
technological subsystem. Organisatlorial subsystems far removed from the technological
subsystem, are therefore not necessarily subject to this assoclation. In order to make the
findings pertinent within the Interpreilvé perspective, we should therefore point out that the

assoclaiien iolds good only for those organisational members involved In tasks and roles

within the specific technological processes.

Size of the Organisation

Within the functionalist perspective, much attention has been paid to the effect of
Increased organlsational size on arganisational structure (Anderson and Warkov, 1961:
Blau and Schoenherr, 1971; Child and Mansfield, 1972; Meyer, 1972), As in the case of
technalogy, a number of Important Implications exist for the study of contral,

Using the number of members as an Indlcator of organisatlonal size (Robbins, 1983),
Increased size Is seen to be assoclated with Increased differentiation and complexity
(Pugh, Hickson, Hinings and Turner, 1969; Child ang Mansfleld, 1972; Meyer, 1972; Child,
1973). Despite the argument that the relationship Is not causal and simply an assoclation
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(Hall, Haas and Johnson, 1967; Argyrls, 1972; Aldrich, 1972), It Is possible to idenilfy a
number of relatively robust associations between size and aspects of organisatiorial
control.

As differentlation Increases, the nairower and more speclalised role definitions result In
greater organisational complexity. Although Indirert control provides an effective means
of controlling behaviour within the organisational sub-universa, it is the direct styie of
control which Is used to provide coordination and control hetween these diverse sets of
activities.

Increased formalisation, generally assoclated with Increased organisational size,
represents a more explicit means of controlling member behaviour, The use of standard
rules, regulations and operating procedures Is a manifestation ofa direct style of control,

Finally, as the organisation becomes more decentralised, there Is a tendency to define
roles and tasks more explicitly. This often Involves the use of standard rules and
regulations, hence the assoclation between decentrallsation and formalisation. As a result,
decentrallsation is generally assoclated with predominantly direct control.

For an analysis of control in organisations, these findings are significant. They impiy that,
all othet things being equal, as the size of the organisation increases, so the likellhood of
diract control Increases, Notwithstanding the effects of uncertainty, complexity and
tectinology In the soclal environment of the organisation, larger organisations are more
i:aly to use direct control to coordinate and regulate the behaviour of thelr members.
However, because of the functionalist origing of the findings, it should be borne In mind
that thls conclusion asly holds good for those large groups of members engaged in
common tasks and role behaviours. )

Summary of Control in Organisations

The discussion on organisational control has defined it as the process whereby the
organisation regulates and coordinates the tiehaviours and outpuis «f its members, It may
be classified by way of the style and manner that this Is achleved. Vatlations in this style
are revealed by way of a continuum,

The two polar extremes are defined In terms of Ideal types. These Ideal types, direct and
Indiract control, are shown to reflect different assumptions about the nature of the
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organisation and its patterns of behaviour. Because of thase diffarent assumptions, the
direct-indirect control continuum represents a powerful discriminating varlable in the
dlscusslon of different organisation types.

With reference to the direct-indirect control continiium, three majcr contingencles within
the soclal environment of the organisation are Identified. These are the degree of
uncertainty and complexity, the nature of the technological processes, and the size of the
organisation, In each case, the specific contingency Is analysed with respect to lts
assoclation with the direct or Indirect system of control. As the degree of uncertainty
‘Increases, 50 the organisation Is more ilkely to display predominantly indirect means of
control. As complexity Increases, on the other hand, so the direct style of control
becomes more prevalent because of Its abllity to coordinate and regulate diverse sets of
activitles, However, as uncertainty and complexity Increase simultaneously, It Is Indirect
control which appears to dominate, The uncertainty dimenslon s thus accorded greater
status In predicting appropriate styles of control, In the case of differant technological
processes within the organisation, the dimensions of uncertainty and compleidty are once
again shown to be major predictors of the nature of the organisational control. As the
technology Increases in uncertainty and complexity, there Is a shift away from direct
control towards Indirect contral. Once more, uncertainty outweighs complexity as a
predictor, Finally, In the case of Increasing organisational size, the extent of differentiation,
formalisation and decentrallsation increases accordingly. All other things rermaining equal,
Increased organisational size Is thus assaciated with a tendency towards direct control,

As mentioned above, because of the dlfferent organisational assumptions underlying direct
and Indirect stylas of control, the direct-Indiract continuum reflects major differences within
the organisation. Indeed, it will be shown that the style of control used by the organisation
Is manlifested In the design and structure of the organisation itself, This Is the theme of the
following chapter.
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Organisational Structure

The Concept of Organisational Structure

Qrganisation structure refers to the underlying dimensions and forms that the organisation
takes (Robbins, 1983). Most of the research Into this area has been conducted within the
_functionalist perspective and has produced somewhat inconclusive evidence, particularly
with regard to the nature of these underlying dlmenslonsy (Karmel and Egan, 1976; Pondy
and Mitroff, 1979; Schwab, 1980). Lundberg (1976) notes that the researcher-oriented
perspective followed by functionalists, has obscured much of the true meaning of
organisation structure; that which Is percelved by the members themselves. Arguing on
the same lines, Pondy and Boje (1976), after Ritzer (1975), colitend that much is to be
gained from using what they term a social definitionist viewpolnt.  The social deflnitionist
viewpoint is essentlally the same as the interpretive pérspectlve, where It Is assumed that
individuals actively create or enact their own social reality (Blackburn, 1982; Weick, 1979).
The sacial definitionists argue that the Interpretive perspective should be elevated to at
least a position of parity with the functionalist perspective, and that much greater insight
into the nature of organisations can be gained by using both viewpolints simultaneously
(Ritzer, 1975; Pondy and Boje, 1976; Pondy and Mitroff, 1979). This approach Is
consistent with Boulding's (1956) classification system outlined In Chapter 2, and

accordingly, it Is this approach that will be taken in this dissertation. The findings from the,

somewhat equivocal functlonalist research will be combined with insights from the
interpretive perspective to obtain a more complete understanding of organisation

structure.

in terms of the Interpretive perspective, organisation members are seen to create, or enact
thelr own soclal environmen: through soclal Interactions (Welck, 1979, Pfeffer, 1981). The
organisation does not, therefore, exist Independently of the actions of members. {[Butrell
and Morgan, 1979). The crganisation exists because Its members have created it and "put
it there". In addition, It is noted that the interpretive perspective views the organisation by
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using culiure as a metaphor. The organisation, therefore, Is a culture (Smircich, 1983).
Furthermore, culture is perceived as a three level construct (Schein, 1981, 1985), namely:

Level 1
Artifacts and manifestations: These represent the organisationally created physical and
soeial environment and are usually comprised of sets of visible phenomena.

Level 2
Values and bellefs: Values represent a description of what "ought to be", while beliefs
describe what "is".

Level 3
Basic underlying assumptions: These represent those bellefs whick have achieved an

extreme taken-for-granted status below the level of general awareness,

Combining the concepts of enactment and culture, organisational structure may be viewed
as part of the first lavel of culture. In other words, organisational-structure Is a cultural
artifact and manlfestation, created hy the behaviours and activitles of organisational
members. As will be seen further, the various forms and types of organisational structure
are manifestations of different patterns of behaviour and activity on the part of members.
More specifically, organisational structure represents these behaviour and activity patterns
in a variety of organisational conditions. The most important of these patterns are
discussed below, ‘

Structure as a Manifestation of Control

Organisation structure may be viewed as the manifestation of members' attempts to
integrate, regulate and control the organisation under conditions of varying uncertainty
and complexity (Berger and Luckman, 1966; Thompson, 1967; Mintzberg, 1981:
Robbins, 1983).

Mintzberg (1981) supports this notion, and demonstrates how organisation structure is a
reflection of the means whereby coordination and control are achieved.

In terms of the discussion In Chapter §, the style of control Is seen to vary in concert with
the degree of uncertainty and complexity in the organisational environrnent It may
therefore be hypothesised that a specific organisational form assoclated with a particular
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style of control, will vary along with the dugree of upcertainty and complexity in the
organisational environment. As a result, organisational structure can be seen as a
manifestation of the behaviour and activity patterns of members in their atterhpts to control
the organisation In conditions of varying uncertainty and complexity. indeed, Thompson
(1967) views organisational structure as the mechanism used by members to manage the
uncertainty and complexity in thelr soclal environment,

Structure as a Manifestation of Techno%ogical Processes

Organisational structure Is also viewed as a manifestation of the various technological
processes In the organisation (Woodward, 1965; Perrow, 1967; Thompson, 1967; Burack,
1972; Ouchl and Magulre, 1975).

In Table 5.5 above, which describes the relative uncertainty and complexity assoclated
with various technology types, the control most often used with these technologies are
outlined. Following from the discussion abave, the style of control Is manifested in the
organisational structure. : v y

Structure as a Manifestation of Differentiation and
Stratification

Differentiation and stratification are measutes ofk organisational complexity and are
therefore manifest In the organisational structure (Robbins, 1983). Increased complexity
reflects different role definitlons, behaviour patterns and style of control. These, too, are
manifested by way of the organisationial structure.

Structure as a Manifestation of Size

Qrganisational size Is often Inferred from the number of members within the organisation.
As noted In the discussion on control, Increasing organlsational size Is generally
assoclated with higher degrees of differentiation, formalisation and decentralisation.
Increasing organisational size, therefore, Is accompanied by changes in role definitions,
behaviour patterns and style of contral. These phenomena all manifest themselves in the
organisational structure,

v

At kst Tt L - ?rk:».'w'ﬂ_r

RS OV RN T R AV T




- Chapter6

By using Insights from both the functionalist and Interpretive perspectives, the concept of
organisational structure has been defined as an artifact and a creatlon of the organisation,
enacted by the members In thelr patterns of behaviour and activity. These patterns of
behaviour and activity vary in accordance with certalh organisational conditions, and this
results in alternative organisational forms or structures.

Dimensions of Organisational Structure

Problems in ldentifying Dimensions

Within the functionalist perspective, It would appear as if a definitive answer to the question
of structural dimensionality has been difficult to provide (Blackburn, 1982). The range of
possible dimensions, as reported In varlous research findings, is wide. Pugh, Hickson,
Hinings and Turner (1968) suggest four dimensions of structure. James and Jones (1976)
and:- Champlon (1975) propose seven and elght dimenslons respectively. "Flnally,
Montanarl (1978) contends that it Is possible to identify some 16 possikle dimensions.

Table 6.1 lists some of the most commonly cited dlmensions.

Table 6.1: List of most cammonly cited dimensions of organisational structure

¢ Administrative component: The number of line supervisors, manzagers and staff
relative to total organisational members (Relmann, 1474).

e Autonomy: The extent to which top management has to refer certain decisions to
a higher leval of authorlty (Relmann, 1974).

o Centrallsation:  The proportion of roles whose occupants patrticipate in
decislon-making and the number of areas In which they participate (Hage, 1964);
an Index reflecting the locus of decislon-making with respect to major and specific
policles, the degree of Information- sharing betwean levels, and the degree of
participation in long-range planning (Tielmann, 1974); concentration of power
arrangements (Thompson, 1967).

o Complexity: The number of occupational specialists, the professional activity, and
the professlonal training of employees (Hage and Alken, 1967).

e Delegation of authorlty: The ratlo of specific management decisions that are
delegated, to the total number that are avallable to make (Relmann, 1974).
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¢ Differentlation: The number of speciality functions represented in an organisation
(Weber, 1946); the difference In cognitive and emotional orlentation amongst
managers in different departments (Lawrence and Lorsch, 1967).

lisatlon: The extent to which a member's role Is defined by formal
documentation (Relmann, 1974).

) Jm_egmlgn: The quality of collaboration between departments that are required to
achleve unity of effort (Lawrence and Lorsch, 1967); plans or devices used for
coordination between vrganisational units (Perrow, 1970).

o Location of k Staff: The allocation of key organisational personnel in the
organisation (Newmann, 1972),

) B[gmﬂgnaﬂgaﬂgn The degree to which organisational members use a
professional frame of reference to gulde thelr organisational behaviour and
activitles (Hall, 1968).

e Span of control: The number of subordinates that an individual manager can and
should supervise (Ouchi and Dowling, 1974).

e Speclalisation/division of labour: The number of occupational specialities and the
length of training required by each (Hage, 1965); tha degree to which highly
specialised requirements are spelled out in formal job descriptions (Reimann,
1974).

e Size: The extent and largeness of the organisation, usually measured in number
of employees (Mintzberg, 1982},

e Standarclisation: The range of varlation that is tolerated within the rules defining
the jobs (Hage, 1965),

e Uncertalnty: The extent to which the outcomes of certain behaviours and actions,
within the organlisation’s soclal environment, cannot be predicted (Quchi, 1971).

e Stratification: The depth in the structure, as measured by the number of different
status levels within the organisation (Robbins, 1983).

o Unlt qrouplng: The bases whereby roles are grouped together into units and these
units Into higher-order units (Mintzberg, 1981).

Why the wide range of possible dimenslons of organisational structure? Blackburn (1982)
argues that there appears to be a desire for closure In't‘he argument on structural
dimenslonality, but that this has resuited In a number of methodological and conceptual
prablems.
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Methodological Problems in Identifying Dimensions of Structure

The methodological problems are primarlly concerned with construct operationallsation
and a limited domain of possible dimensions. In their review of the research on
dimensions of organisational structure, Ford and Slocum (1977) contend that much of the
construct operationallsation has been faulty, and that this has resulted In doubtful findings.
Dalton, Todor, Spendoiinl, Fielding and Porter (1980) agree with this view and add that the
research needs additional longitudinal emphasis. A number of researchers have reviewed
the orlginal Aston research and conclude that the desire for closure has resulted In a
fimited domaln for the dimensions of organisational structure. Holdaway, Newberry,
Hickson and Heron (1975) and James and Jones (1976) contend that the Aston research
might have prematursly reached closure as to the number of dimensions and, in so dolng,:
falled to produce an accurate plcture of structural dimensionality. Relman (1974) argues
that the assumption of a limited number of universal dimer~lons of structure Is a dublous
one, and proposes that different Industrles might produce different dimensions. Thus,

purely fram the methodelogical Issues ralsed, the functionallst approach appears
equivocal on the subject of structural dimensionality.

Conceptual Problems in identifying Dimensions of Structure

The major conceptual problem In the research on structural dimensionality is that the
model or view of the organisatior might well be Inappropriate. In their argument on this
point, Ruberts, Hulln and Rousseau (1978) suggest that organisational structure may be
understood as a hetwork of tennis balls connected by rubber bands. They add that

", little Is known about the rules - If there are any - governing the changes
among the balls, and little Is known about the composition of the rubber
bands [that Is, the processes underlying the connectedness among the balls]"
(Roberts, Hulln and Rouseau, 1978, p, 54)
The point is well made. The research on otganisational structure within the functionalist
perspective Is not based on a sufflclent understanding of the dir..islonallty of structure,
Yet, most of this research has hypothesised the existence of certain dimensions, and then
gone on to bulld instruments which depend on the validity of these Inltial assumptions
(Karmel and Egan, 1976). The functionalists emphasise the researcher-perspective at the

expense of that of the organisational member (Pondy and Boje, 1976). The
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phenomenological element In organisations Is therefore ignored, and the researcher gains
an incomplete understanding of the organisation (Pendy and Mitroff, 1979).

The interpretive perspactive, oh the other hand, in line with its view that organisation
structure Is a manifestation of the patterns of behaviour and Interaction amongst members,
would have the organisational members themselves define the nature of the structural
dimenslons (Pondy and Boje, 1976). Research into dimenslons of organisational structure
should investigate how membars come ta Invoke phenomena such as organisation and
structure In thelr attempts to make sense of thelr surroundings. The Interpretive
perspective suggests that an alternative conceptualisation of organisation and structure Is
needed to supplement that of the functionalist viewpoint. By considering both of these,
better insight might be galned into the dimenslonallty of organisations and thelr structures.
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Organisational Change

Introduction

Organisatlons, as described In the previous chaptaer, may be viewed as manlifestaticns of
the behaviour patterns of thelr members, Members create or enact thelr own social
environment, and the concepts of "organisation" and "environment" are simply labgls for
different patterns of behaviour. Within the Interpretive perspective, therefare, the concept
of an organisation adapting itself to Its external environment is not very meaningful,

The interpretive viewpaint does not In Itself provide a full explanation of the concept of
organisational change. As is known from extenslve prior research, organisations do
undergo changes aver perlods of time (Chandler, 1962; Grelner, 1972; Scott, 1973; Miller
and Frlesen, 1980, 1984; Smith, 1985). The Interpretive perspective might have us helleve
that the organisational members bring about these changes themazelves. However, It Is
known that organlsational members generally reslst change (Mintzberg, 1978, 1981;
Kotter and Schlesinger, 1979; Miler and Frlesen, 1980; Lorsch, 1984; Quinn, 1985).
What, then, Is the motivation for organisations to change?

In order to answer this question, there Is a need to consider the presence of forces or
factors beyond the direct Influence of the organisation and its members. For this raason, it
I suggestad that a synthesls of the functionalist and Interpretive perspectives be used;
one that allows for a definition of forces and factors outside of the organisation. This
possibllity was mooted In the previous chapter, where it was suggested that a more
complete understanding of organisation structure could be galned by combining elements
of both patspactives, An Integrated perspective will allow for a more complete analysis of
the organisation and those elements of the environment beyond its Influence. In so doing,
It will assist In resolving the distinction between organisations operating within
Independently and externally determined environments (functicnalist perspective), and
organisations enacting thelr awn environments (Interpretive perapective), This, In turn, will
allow for a more complete analysls of organisational change.
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The objeatives of this chapter are: .

e To develop an integrated perspective for viewing organisations in thelr external
environment

o To analyse the phenomenon of organisational change In raspect of tts causes and
forms. ‘

Firstly, the concept of crganisational change will be broadly defined. Secondly, the
concepts of homeostatic (reactive) change as well as planned, inventive (proactive)
change will be analysed, The organisation-environment Intetface will also ba discussed
with a view to producing an Integrated perspective of this phenomenon, Finally, the
manner in which change occurs will be analysed. A distinction will be drawn between
evolutionary change and revolutionary change.

The Concept of Organisational Change

There are many deflnitions for the concept of organisational change. Most reflect a -

particular set of assumptions about the organisation and Its change processes. However,
since we have yet to develop an overall perspective of organisational change, the conceyat
will be defined In a somewhat hroad and ger val mannet,

Organlsatlonal change reflects & skift ' the hasic unuarlylng assumptions, values, bellefs
and patterns of behaviour of the mrirby: s fMun, these are manifested in a change In the
organisation structure along all. or v.ine, of ke diniansions.  Since this structute is a
manlfestation of othar orgart.dlons! Jaciors nu proagsses, the latter may also be §éen to
change.

In further defining organisation:! shange, 1 Is usefui to consider both the motivation for
and/or causes of the change, as well as the manner In which the change occurs, In terms
of the motivation for and causes of the change, the notlons of unplanned/raactive change
and planned/proactive change are the major Issues to be discussed (Lippit, 1982), As far
as the actual change process Is concerned, evolutionary/incremental changa on the one
hand, and revolutionary/quantum change on the other, represent the spectrum of change
models most usually found (Lipplt, 1982), In the discussion that follows, these
classifications wil! be deflned and expanded,
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Why QOrganisational Change Occurs

This section conslders the varlous motivations and causes of organisational change. The
two major types of change to be discussed are unplanned/reactive change and
planned/proactive change. Thase wlill be referred to as reactlve adaptation and planned
change respectively.

These two types of change embrace differing assumptions about the nature of
organisations and thelr environments. In order o address one of the key objectives of this
chapter, namely, to develop an Integrated perspective for viewing organisations In their
environments, this sectlon will cover three malin areas, The first Is an outline of the major
features and charactetistics of reactive adaptation In orgahlsatlons. The second is a
similar discussion of the phenomenon of planned change, Finally, this section concludes
with an Integrated perspective of organlsations and their external environments.

Reactive Adaptation

Reactive adaptation desciives the process whereby an organisatlon reactively adjusts
Itself In order to meet the needs of the external énvironment (Lawrence and Dyer 1983),
The organisation Is vie'wed as being a putposeful and adaptive machanism (Smircleh and
Stuhbart, 1985) which exists within the overall system of the environment (Thompson,
1967). The environment, which Is viewed as Independent from the organisation, sets up a
number of iImperatives to which the organisation has to respond In order to ensure its
continued survival and viabllity (Lawrence atd Dyer, 1983).

A number of theorles and approaches to the management of organisations have
contributed to this view of organisational change. The "open-~ systems" perspactive has led
to a range of contingency theorles that posit a best way for organisations to respond in
different environmental conditions (Kast and Rosenzwelg, 1974), It also considers the
concept of organisations ‘“fitting" with the environment (Aldrich, 1978),  The
Industrlal-economlcs perspective has produced frameworks which ldentify different levels
of profitabllity as a result of specific Industry structures and organisational responses
(Hofer, 1976; Hambrick, MacMlllan and Day, 1982). This has resylted in concepts Iike the
PIMS data base, which suggests certaln organisational structures and responses in a

varlety of Industry conditions (Buzzz, Gale and Sultan, 1975). Finally, the "incremenitallst"
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view suggests that policy decislons are formed vla Incremental and/or political processes,
and that attempts at planning the future of tha organisation are futlle (Cyert anc March,
1963; Quinn, 1977, 1978; Murray, 1978).

Blourgoels (1984) points out that these deterministic views reduce the management of
organisatlons and thelr changes to a computational exercise, In addition, It results In a
bellef thal organisations are powerless to act, unless the environiment and pelitical forces
within the organlsation provida an opportunity or threat. Gemmill and Smith (1985) add
that reactive adaptation assumes both a degree of determinism as well as a tendency for
the organisation to continue returning to Its steady state of equilibrium.

Viewed as a gestalt, the organisation displays & natural tendancy to resist change and to
return to a state of equilibrium (Pettigrew, 1974; Mintzberg, 1978; Miller and Friesen,
1980). Baecause of the overall alignment arid Integration of the organisational comporients
(Minizberg, 1973; Miles and Snow, 1978), reactive change only involves an adjustment of
these components, and does not alter the overall gestalt of the organisation, As a result,
the collective frame of reference remains relatively undlsturbed (Hedberg, 1981; Berger
and Luckman, 1966). This Implles that reactive change Is accompanled by m(y
single-loop learning (Flol and Lyles. 1985; Argyrls and Schén, 1977), and prodlunes
relatively rudimentary assoclations and insights. Sometimes describet! as functicns
rationality (Morgan and Ramirez, 1983), the outcome of this type of learning Is primarlly
behavloural.

Reactive adaptation, therefors, does not result In a meaningful alleration to the
organlisation,

In a classification system based on Darwinian theorles of evolution, Fostar (1985) polnts
out that reactive adaptation produces & "refilnement" of the organisation Ly Incrementally
adjusting certaln organisational parameters. These adjustments are Intended to improve '
the alignment between the organisation and Its environment,

Reactive adaptation usually takes the form of Incremental evolutlon, where the
organisation continues making minor adjustments to its configuration and external
relationships in an attempt to optimise Its efficlencles. This can be contrasted with planned
change, which generally has as Its objective the Improvement of organisational
effectiveness by redehiing its gestalt and external relationships (Hofer guyd Schendal,
1978).
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Mintzbetg and Waters (1985) Identify a spectrum of different approaches to organisational
strategy which embrace the coiicept of change. In essence, they see a continuum
between the extremes of planned chaiige and reactive adaptation. Figure 7.1 below
il tes this continuum,

Deliberate Strategies
; x

HS

Planned Change Planned strat?gies

¢ Entreprenoeurial strategies

" ldeological stratuglas
Umbrella strategles
Process strategisg

F - tncannected strategies

Consensus strategles

Reactive Adaptation
§  Imposed sirategies

Emergent Strategies

Figure 7.1: Mintzbeg and Waters' Continuum of Organisaticnal Strategies

Source: Adapted from: Mintzberg, H. and Waters, J.A, Of Strategies.‘D‘elltwa(ate

and Emergent. Strategic Management Journal, 6, 1985: 257-272.°
3 Deliberate strategies are those which have been carefully planned by m&inageme’nf&ﬁ_}ér an
analysis of both the organisation and the environment. Emergent stratégles, on the &her
hand, describe those strategies which are almost "imposed" on the organisation by the
forces of the environment (Mintzberg, 1878), One of the intentions of Mintzberg and
Waters (1985) Is to fllustrate the different degrees of influence exercised by organisations
on the nature and process of organisational strategy, Deliberate strategies represent a
high degree of influerice, while emergent strategles reflect an almost passive approach to
the setting of strategy.

In the same way, It may be said that reactive adaptation reflects a passive approach to
change by the organisation. In reactive adaptation, the organisation merely resists
changes to Its overall gestalt, but allows ongoing, Incrementat adjustments to be mads to
maintain alignment with the environment. Mintzberg (1978) and Mintzberg and Waters
(1985) also point out that some learning takes place within emergent strategies. It is
Inferred that they are referring to singis-loop learning. This Is consistent with the concept
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of reactive adaptation in which the forces in the external environment are allowed to
determine the nature of the adjustments. '

Planned Change

In the main, planned change is the antithesis of reactive adaptation. More accurately,
however, they should be viewed as polar extremas along a continuum which describes the

gy 8¢
motivation and causes of organisational change.

Planned change reflects the view that organisations are able to proactively detsrmine the
nature and process of their own change. Specifically, it demonstrates that drga,nlsatlons
are able to determine the manner (Child, 1972) and areas (Thompson, 1967) in which they
wish to engage thelr external environment, as well as that they have the ability to create
pottions of this environment themselves (Welck, 1979; Smircich and Stubbart, 1985).

Planned change embraces two major sets of assUmptions about organisations and thelr
environments.  On the one hand, a functionalist perspective of organisation and
environment Is accepted as in reactive adaptation above. However, organisational change
is not viewed as a deterministic process, but rather as one where the organisation has a
degres of “strategic cholce (Child, 1972). On the other hand, an interpretive perspective
‘of organisation and arvironment Is embraced, and arganisations arg viewed as forms of
human expression and behaviour patterns (Smirclch, 1983). In this sense, organisational
members create thelr own environment through the process of enactment (Weick, 1979),
and the external environment Is considered an output of the organisation. The concepts of
organisation and environment are not considered to be separate entitles, but rather as
convenlent labels for different patterns of activity (Biirrell and Morgan, 1979). in this latter
view, the concept of organisations aligning themselvis with the external environrsient holds
no meaning (Smircich and Stubbart, 1985).

How [s the conflict between the functicnalist perspective of organisational alignment and
the interpretive view of environmental snactment resolved? This issue is the focus of a
later part of the chapter. For the moment, however, it Is sufficlent to note that a portion of
the organisation’s environment Is determined by factors bayond the organisation’s control,
while another portion is enacted by the organisation itself, The organisation thus has two
modes for dealing with Its external environment in terms of planned change. The first Is in
choosing how and where to engage the environment In order to achieve Its objectives, and
the second Is In greating the environment through the process of enactment,




Strategic Choice

The concept of "strategic cholce" emerges from the dissatisfaction with the deterministic
theorles of organisational strategy and change (Child, 1972; Bourgoels, 1980). Child
(1972) argues that the traditional, contingency-based explanations, which posit
environment (Burns and Stalker, 1961; Lawrence and Lorsch, 1867, Emery and Trist,
1965), technology (Woodward, 1965, 1970; Perrow, 1967, 1970) and size (Pugh e;_a!,
1968; Blau, 1970) as the major determinants of organisation varlation, only explain a small
portion of the total variance. It Is poirited out that organisations can exercise a cholcg in
the manner in which they wish to operate within the environment, Indeed, as Child (1972)

~ asserts, larger organisations may even be able to shaps certaln aspects of their external
environment. On technology, Child (1972) argues that the Initial choice of the technology
Is subject to a management decision, and that management Is likely to choose a
technology-structure combination that best meets the needs of the organisation, Simiiarly,
the size of the organisation s subject to management choice, and is related to ttie nature
of the organisation's activities, as well as to the technology being used (Child, 1972).

Bourgoels (1980) strongly supports the view that the deterministic theorles provide an
incomplete account of organisational strategy and change. As an example, Hofer's
framework "Towards a Contingency Theory of Business Strategy”, (Hofer, 1976) Is
analysed, and It Is suggested that this representys one of the most accomplished and
sophisticated deterministic theorles to explain organisational strategy and charige.
However, as Bourgoels (1980) points out, if the theory were to provide explanations for the
contingent refationships. between all- tha Identifled variables, It 'would run lnto‘\{%;some 69
million different contingengles! Bourgosts adds, ’/

"If, as Elnsteln asserted, 'the grand object' of all theory Is to explain as large a
number of observable phanumena, with as few concepts and laws as
possible, then any 'contingensy theory’ .... has a few hurdies to surmount.”
(Bourgoels, 1980, p.589.)

It would appear that contingency-models, basec on deterministic principles, are.not able
to fully explain the concept of organisational change. In addition, there are eleménts within
contingency models which directly contradict their own validity, In Hofer's (1976) model, a
"shakeout" perlod Is Identified within the product life-cycle, out of which only the daminant
competitors emerge. This implies that certain organisations out-perform others, although
ali are attempting the same, or simllar, strategles. This is in contradiction to deterministic
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theotles, which suggest that strategic management follows almost automafically from a
technical appreciation of the environmmiental situation (Bourgoels, 1980). Similarly, the
concept of an organisation identifying and dominating a market "niche” is dapendent upon
an element of human cholce, rather than a methodical, contingency-based analysis
(Newman, Summer angd Warren, 1972),

Chlld (1970, 1972) uses the Thompson (1967) framework to argue that little evidence exists
for the view that organisational members have no control over ofganlsatlonal strategy and
change. The concept of the dominant coalition (Cyert and March, 1963; Thompson, 1967)
Is used to explain how a group of powerful organisational members exert significant
Influence over arganisational ¢hange. Chiid (1972) notes that this does not preclude the
rest of the organisation's members from influencing strategy and change through
bargaining and negotlation. The view of the organisation Influencing and determining the
nature of Its changes, provides an alternative to the deterministic argument of
environmental forces providing organisationat imperatives which transcend the needs and
motivations of the organis.atlonafmembers. The concept of strategic choice, therafore,
provide‘s the basls for the planned change viewpoint. ‘

Uslng both Thompson's {1967) and Child's (1972) contrlbutions to the concept of strategic
cholce, Bourgoels (1980) acknowledges that the environment might well place constralntéi‘«r:,.«.;
on the arganisation, but that the organisation generally retains the ability to determine the
nature and manner of its dhange. In addition, the organisatlon Is likely to act in a "
"satisficing manner" (Simon, 1957), sa producing enough slack to engage in activities and
behaviours directly almed at meeting the members’ needs. Strateglc choice, therefore,
acknnwledges the role of the organisation In determining the nature and manner of its own
change, while at the same time admitting that the environment does pose certaln/"
constraints and opportunitles,

Enactment

The cancept of enactment has a number of simitariti:«: " the notion of strategic cholce,
it, too, disagrees with the deterministic bias of the contlhgency theorles, and suggests that
organisations are able to be proactive in determining the natura and manner of thelr
change, Organisations are thereiore able to control thelr activities In thelr environments.
However, urilke strateglc choice, the concept of enactment does not assume the
exlistence of an independently determined environment, Although certain events and
situations may exist outslde the crganisation's sphers of Influence, the "environment” must
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theorles, which suggest that strategic management follows almost automaflcally from a
technlcal appreciation of the environinental sltuation (Bourgoels, 1980). Similarly, the
concept of an organisation identifying and daminating a market "niche" Is dependent itpon
an element of human choice, rather than a methodical, cuntingency-based analysis
(Newman, Summer and Warren, 1972).

Chlld (1870, 1972) uses the Thompson (1967) framework Zo'argue that little evidence exlsts
for the view that organisational members have no control over organisational stratagy and
change, The concept of the dominant coalition {Cyert and March, 1963; Thompson, 1967)
Is used to explain how a group of powerful organisational members exent slgnlﬂcant
Influence over organisational changé. Child (1972} notes that this dvues not preclude the
rest of the organisatlon’s members from Influencing strategy and change through
bargalning and negotiation. The view of the organisation Influencing and determining the
nature of lts changes, provides an alternative to the deterministic argument of
_environmental forces providing organisational lmperatlves which transcend the needs and
| motivations of the organisational members. The concept of strategic cholce, therefore,
provides the basis for the planned change viewpolint.

Using both Thompson's (1867) and Child's (1972) contributions to the concept of strategic
cholce, Baurgoels (1980) acknowledges that the environment might well place constraints
on the organisation, but that the organisation generally retains the ability to determine the
nafure and manner of its change. In addition, the organisation Is likely to act In a
"satisleing manner (Simon, 1957), so producing enough slack tb @ngage In actlvities and
betta/lours directly almed at mgeting the members' needs. Strategic cholcs, therefore,
acknbwledges the role of the organisation In determining the nature and manner of its own
change, while at the same time admitting that the environment does pose certain
constraints and opportunities,

Enactment

The concept of enactment has a numbet of similariiles with the notlon ¢f strategic cholce,

It, too, disagrees with the determinlstic blas of the contingency theorles, and suggests that
organisations are able to be proactive in determining the nature and nanner of thelr
change. Organisations are therefore able to control thelr activities in thalr environments,
However, unlike strategic cholce, the concept of enactment does not assume the
existence of an independently determined environment, Although cartain events and
situations may exist outslde the organisation’s sphera of influence, the "environment" must
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be actively created by the organisation, It does so by linking these events and situations
together It & coherent frame of reference, thereby glving them meaning (Smircich and
Stubbart, 1985). This is the nature of enactment (Welck, 1979).

/W ‘action

gense—making , perception
i \ J
Flgurs 7.2 The Eraciment Cycle

it Is important to note that enactment Is an ongaing cyclical process, and that the
action-pavcepﬂon-sense-maklhg eycle Is perpetuated by Individual organisation members,
rather than by "the organisation”, Thia Is consistent with the Interpretive perspecilve, which
regards organisations and thalr structures as a manifestation of their members' bahaviour -
paiterns (Smircich, 1983). In the same way as the organisation.is enacted by the
members, so they also create the environment, Both the organisation and its environment,
therefore, are manifestations of the ehartment process of Individual members acting
collectively,

The organisation does not simply respond to forces or changes that exist In its external
environment. Organisational members produce a number of realities as a resuit of their
ongoing cycles of enactment. One of these reallties Is the concept of organisation,
another Is the concept of environment, As a result, the organlsation and Its environment
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are both able to change shapé and form by way of the members ongoing enactment. The
causal link Identlified by the deterministically orlentated contingency-theorles, is simply part
of the enactment cycle. During this cycle, the organisation and Its environment evolve
together as outputs of the members' patterns of behaviour and activity. Organisational
change, therefors, Is within the control and Influence of the organisation Itself, and not
merely a pre-determined response ta anvironmental pressures. -

Redefining the Organisational Gestalt

One of the most distingulshing characteristics of planned change Is that the orgapisation
coaslders the notlort of the destruction of the prevalling organisational gestalt, antd the
subsequent redefinition of anothet (Ramaprasad, 1982; Flol and Lyles, 1985), Planney
change, therefore, Involves the reconstruction and redefinition of the various compbnents‘)
of the organisation into a new conflguration and, hOpefully, synergy. Planned change
Involves the process of double-loop learning to achleve three ends (Argyrls and Schaén,
1977; Flol and Lyleg, 1985):

o A breaking down of the bureaucratic momentum and resistance to change caused
by the prevaliling organisation gestalt (Mintzberg, 1978; Pettigrew, 1974; Miller and
Friesen, 1980)

o A coordinated programme to ansure change across all relevant glements of the
arganisation (Mintzberg, 1973; Miles and Snow, 1978; Tichy, 1082)

¢ A vislon of the future gestalt, in térms of the new configuration and alignment of
elements (Pettigrew, 1979; Mintzberg and Waters, 1985).

Organlsational learning provides the basls for the creation and ongoing development of
the organisational frame of reference (Flol and Lyles, 1985), The organisational frame of
reference, In turn, provides an ongoing gulde to and context for actions, valugs andhelvlefs
(Hedberg, 1981), In this way, it actually defines the organisation because It provides tfé;;a
context within whicti members behave and intetdct (Daft and Welck, 1984), Double-loop
learning, then, Is the process wheteby the organisatlonal frame of reference Is changixd
and redefined. It represents the means whereby the whole arganisation and culture might
be changed (Shrivastava and Mitroff, 1982; Nystrom and Starbuck, 1984),

Double-loop learning and pianned change are generally iriitlated by the organisation's
dominant coalltion (Thompson, 1967; Chlld, 1972; Bourgoels, ;980), This dominant
coalition Is able to partially remove itself from the organisational frame of reference and
initlate changes to It. This Is conslstent with Mannhelm's concept of the “free-floating

m&vmﬂ& __A_h-umm..m‘m_..' e....._«.uh&km‘ kL




are both able to change shape and form by way of the members ongoing enactment. The:
causal link Identified by the deterministically orlentated contingency-theorles, Is simply part
of the enactment cycle. Durlng this cycle, the orgianisatlon and its environment evolve
together as outputs of the members’ patterns of biéhavlour and activity. Organisational
change, therefore, Is within the control and Influence of the organisation Itself, and not
mérely a pre-determined response to environmental pressures.

Redefining the Organisational Gestalt

One of the most distinguishing characteristics of planned change Is that the organisation
considers the notlon of the destruction of the prevalling organisational gestalt, and the
subsequent redefinition of another (Ramaprasad, 1982; Flol and Lyles, 1985), Planned
change, therefore, Involves the recanstruction and redefinition of the varlcys components
~ of the organisation Into a new configuratlon and, hopefully, synergy. Planned change
Involves the process of double-loop learning to achleve three ends (Argyris and Schén,
1977; Flol and Lyles, 1985): ”

A breaking down of the bureaucratic momentum and reslstance to change caused
by the prevalling organisation gestalt (Mintzberg, 1978; Pettigrew, 1974; Mlller and,
Friesen, 1980)

¢ A coordinated programme to ensure change across all relevant elements of the
organisatlon (Mintzberg, 1973; Miles and Snow, 1978; Tichy, 1982)

e A vislon of the future gestalt, In terms of the new vanflguration and alignment of
elements (Pettigrew, 1479; Mintzberg and Waters, 1985).

i
J

Organisational learning provides the basls for the creatiorn and ongoing developme'nt“igf
the organisational i irame of reference (Flol and Lyles, 1985), The arganisational frame cf
reference, In turn, provides an ongoing gulde to and context for actions, values and 'bailefsa :
(Hedbarg, 1981). In this way, It actually defines the organisation because it provides tth
context within which members behave and Interact (Daft and Welck, 1984), Double-loop
learning, then, Is the process whereby the organisational frame of reference Is ohange&’
and redefined, It represents the means whereby the whole organlisation and culture mlght
be changed (Shrivastava and Mitroff, 1982; Nystrom and Starbuck, 1984).

Double-loop learning and planned change are generally Initlated by the organisation’s
dominant coalition (Thompson, 1967; Chlld, 1972; Bourgoels, 19t0), This dominant
coalltion Is able to partlally remove itself from the organis-+ “nal frame of reference and
Inltiate changes to It, This Is consistent with Mannhelm's concept of the "free-floating
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coalltion Is able to partlally remove itself from the organisational frame of reference and
Initiate changes to it, This Is consistent with Mannhelm's concept of the "free-flpating
intelligentsla", which pravides the major impetus for socletal change because of being able
to partially and temporarlly dissoclate itself frem the prevalling frame of reference
(Mahnhelm. 1952, 1953, 1956), The changes sugqested by the dominant coalition are
usually percelved by the rest of the organisatioriai members as being "outside of the
current o‘rganlsatlbn and culture’ (Lorsch, 1974; Kotter and Schiesinger, 1979).

To achieve a breaklng down of the current gestalt and the definition of another, the
dominant coalition has t¢ galn some commitrnent from the membars to a "vision" of the

._iture (Bucharian, 1974), The "vislon" consists of the new values and heliefs of the
" organisation, & redefinition of its purpose, the nature of member roles within It, as well as

an Indication of the challenges and dangers that the new organisation Is likely to face
(Pettigrew, 1979), ‘ e

Planned "change" Is usually brought about by the conscious and purposeful effert of tha

dominant coalition and Invoives a complete redefinition of the organisatiorial gestalt, It

this sensw, planned change Is the means to increased organisational effectiveness, a major
source af competitive advantage in the task environment (Hofer and Schendel 1978;
Thompson, 1967; Foster, 1985),

A Synthesised View of Organisational Change and
Environment

From the discusslons above on reactive adaptation and planned change, two dihansions
on the organisation - environment relationship emerge. The first cansiders the "origins" of
the environment, while the second reflects the extent to which the environment imposes
constraints and determines alternatives for the organisation, |

Orlgins of the Environment

This dimenslon Is best illustrated by Figure 7.3 below:
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Environment detrrnined by Enviror 1ent created by
forces and conditions bayong/ actlons ci the organisation
the Influence and control of and its members
the organisation ,
< ' e
Independent Environment Organisationaliy-created
Environment
Figure 7.3; "Qrigins" of the Environment

The cne end of the continuum reflects the notlon of the organisation with no Influence over
lts environment, whlile the other end conslders the process whereby the environment Is
created as a result of the actions of the organisational members. The two polar extremes
describe Ideal types which arg tarely found In thelr pure forms and, In reality, most
crganisations find themselvas somewheri betwesn the two ends. In other words, most
organisations are likely to experience a combination of both types of environment. On the
ong hand, many factors In ths environment will be Indspendently and externally
determined. Examples Include conditions such as consumer spending, inflation, resource
avallabliity and broad technologlcaf trends, On the other hand, there are many factors
which the organisation, particularly If it Is powerful in comparison to the lasi* environment,
can directly determine. Examplés Include the creation of a new market by way of an
Innovation, employment opportunities [n the labour market, and the development of
technologles which become the new standards for the Industry. Orgafisations therefore
spend a portion of their time scanning and reading an independently determired
environment, and the balance enacting the environment. This Is plausible, particularly
when It Is conslder. § that other organisations will also be enacting portions of thalr
~ environments, which will then appear as externally determined entlties to the organisation
In questlon,

Environmental Influence

The extent to which the environment Imposes constraints and determines arganisational
alternatives Is best illustrated by way of a continutim In Figure 7.4 below;

*
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Enviroriment detrmined by Environment created by
forces ard conditions beyond actlons of the organisation
the Infiien:e and conirol of and its members
tive organisation :
-« . >
Independent Environment ~ Organisationally-created
Environment
Flgure 7.8 "Qrigins” of tha Environment
The one end of the continuum reflects the notion of the organis: ##th no Influence over
ts environment, while the other end tonsiders the process +y the environment Is

treated as a result of the actions of the organisational members. The two polar extremes
describe Ideal types which are rarely found in thelr pure forms and, In reality, most
organlsatlons find themselves somewhere betwaen the two ends. In other words, most
organisations are likely to expetience a combination 6f both types of environment, On the
ons hand, many factors in the environmant will be independently and externally
determined. Examples include conditions such as consumer spending, Inflation, resource
avallability and broad tedhndogica’l trends. On the othér hand, there are many factors
which the organisation, particularly If it Is powerful In comparison to the task environment,
can directly determine, Examples Intlude the creation of a new market by way of an
Innovation, employment opportunttles In the labour market, and the development of
technologles which become the new standards for the industry, Crganisations therefore
spencd a portion of thelr time scanning and reading an Independently determined
environment, and the balance enacting the environment. This Is plausitile, particularly
when It Is considered that other organisations will alse be enacting puttions of their
environments, which will then appear as externally determined entitles to the organisation
in question.

Environmental influence

The extent to which the environment Imposes constraints and determines organisational
alternatives Is best llustrated by way of a continuum in Figure 7.4 below:
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Environment plaCes severe Organisation is allowed
contraints on the organisation freedom of choice as to where
and determines Its alternatives and how to engage the
environrnent
o
Determiniatic Environment Free choice

Figure 7.4 Environmental influence over Organisational Change

At the one end of the continuum the organisation's alternatives are closely determined by
the conditions In the environment, while at the other end, the organisation is able to define
#s domain In any manner It chooses, The polar extremes are agaln ldeal types and are
rarely found in thelr pura form In practice. Part of the organisation's ervironment will place
It in a situation whetre it has to respond In order to survive, Examples Include legislation,
trade union actividas and consumer boygotts. On the other hand, large areas within its
task environment provide it with opportunities to define Its domain, Examples Include the
cholce of a particular strategy and market segment. within a largler Industry, The
organisation Is therefore abie to act with varying degrees of digcrafion and freedom In
different areas of Its environment,

Combining Origins of the Envirgnment and Environmental Influence

It Is possible that the two dimensions discussaed above are not entirely orthogonal. For

instance, it can be argued that the organisationally- created end of the "origins" dimension
Is very similar to the freedom-of- cholcs end of the "Inluence" dimension. In acidition, it
can be stated that the environmaental influence dimenslon only operates at the independent

anvironment end of the "origins" climension, Nevertheless, It is usaful to combine the two

dimensions In a matrix, (sea figure 7.5 below): L |
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Origing of environment

Independent Organiaationaliy-
. environment created environment
Deterministic :
environment
Contingsncy Theories

— nainly reactive adaptation
- soime planned change Environmental Enactment

Degree of environmental | 1

arganisational chandae

1
N

; :bctb roactlve adaptation
3 and'planne&?&la ge '
Strategic choice ST

- mainly planned change

Fiee cholce - some reactive adaptation

Figure 7.5 Orgarsatiorial Change and Environment

Three cells are produced by combining the two dimensions. In cell 1, the range of
cortingency theorles represents the combination of independently created environments
which plabe severe constraints on the organlsation"s‘ opportunities, and the nature of
change. In cell 2, the concept or strategic choice Is shown to reflect the situation where
organisations are able to exercise a degree of discretion and choice in thelr domain
definition. Nevertheless, this choice is exercised within the constraints provided by an
externally defined, and Indepencient, environment. In cell 3, the principles of
environmental enactment are reflected. These assume the existence of an environment
which has been created through the actions of the crganisational members. /s a result,
the Issue oi environmental Influence over the organisation Is not raised.

Conciusions

Contingsncy theories, strategic choice and enactment are all valid expianaticns as to why
organisational change occurs. Each embraces a spacific set of assumptions about the
reiationship between the organisation and its envirqnment. It has beer: argued that all
three sets of assumptions are valid at different points in the crganisation- environment
interface. The extent to which one set of assumptions dominates this interface is a

function of the nature of ths organisation, as well as the make-up of its task savironment.
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In the case of the task environment, the presence of other organisations and bodies Is of

particular relevance,

Throughout each of the Interfaces, reactive adaptation and planned change occur in
varying combinations. They too, are subject to the nature of the orgahisation and the
~ make-up of its task environment. The reasons for organisational change, therefore, may
ultimately be seen as a reflection of the particular organisation-environment interface.

How Organisational Change Occurs
This sectlon discusses the different modes and processes by which organisational change
oceurs, TwWO major categories are identified; the evolutionary/incremental change
process, and the revolutionary/quantum change process. For reasons of convenience,

these will be known as evolutionary and revolutionary change respectively.

The two types of change embrace many different assumptions about organisations and
thelr learning. In describing these, a number of similarities will be noted between
evolutionary change and reactive adaptation on the one hand, and revolutionary change
ahd planned change on the other. It should be noted however that while reactive

adaptation and planned change describe reasons and motivations behind chahgé,'

evolutionary and revolutionary change describe the actual processes of organisational
change. There are instances, for example, where planned change may well produce a
period of evolutionary change if the dominant coalltion chooses to engage in gradual,

incremental adjustments,

The section covers two major topics. The first Is a discussion of the features, processes
and implications of revolutionary change, while the second Is a similar treatment of
evolutionary change, '

Revolutionary Change

introduction

The concept of revolutionary change has received much attention from researchers in
organisation and strategy (Chandler, 1962; Greiner, 1972; Quinn, 1977, 1978, 1985; Miller
and Frlesen, 1980, 1984; Gluck, 1985). Out of this has emerged a somewhat romantic
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stereotype of a dramatic, sudden happening, accompanied by the total destruction of the
existing organisation system - an almost cataclysmic event. However, much of the

emplrical research into organisations reveals a somewhat different picture.

Before providing a definition of revolutiznary change, it is.  ~ssary to point out an

Important distinction; that of the differenci2 between the cﬁu_;gé process itself, and its
effects on the organisation. The properties of equiflnality and muiﬁﬂnaility (Katz and Kahn,

1966, Maruyama, 1968; Wilden 1972} highlight this difference. interms of equifinality, two

organisations starting out from different states may end up In the same state, .In terms of '

multifinality, two organisations starting out from the same stata may end up in different
states. Thus, It is misleading to characterise organisational change processes on the basis
of the effects produced.  For example, very dramatic effects may be due to
non-revolutionary changes, and revolutionary changes may not product dramatic effects.
The nature of the actual change process should therefore form the basis of the

ciassification (Ramaprasad, 1982).

«

Revolutionary charge may be sald to occlr when the entire organisation and culture is

redefined (Greiner, 1972; Miller and Friesen, 1980; Gemmill and Smith, 1985). This

- redefinition may be entirely conceptual, structural, or processual, or a combination of the
‘three (Ramaprasad, 1982}, Conceptual redefinition occurs when the organisation alters its

collective frame of reference and develcs_ns ey systems of valuesi. belisfs and basic
assumptions. An example may be an orgaknisation which changes from a predominantly
product and production orlentation to a marketing anti customer orientation (Levitt, 1960).
Structural redefinition involves a complete change In the patterns of behaviour and
interaction amongst organisational members so that the whole organisational structure Is
altered. An example may be an organisation which becomes more complex as a result of
greater role specialisation, Finally, processual redefinition Involves the changing of key
organisational processes, such as declsion-making or sontrol systems, An example may
be the organisation that decentralises its decision-making and/or moves to a more indirect
form of contral. |

If revolutionary change Is perceived In this way, two major implications emerge for the
study of change In organisations. Firstly, the change need not be sudden or dramatic.
The redefinition of an organisation's technology base, for instance, may take place over a
prolonged period of time, and may go unnoticed by competitors for an equally long
perlod. Secondly, the change need not entall the complete destruction and reconstruction
of the organisation. Organisations are able to develop and acquire entirely new
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characteristics and abllities without completely changing thelr form. Thus, a somewhat
different picture of revolutionary change emerges. As Ramaprasad (1982) comments,

"..the common stereotype of ravolutionary change may Indeed make us
blind to such thanges; and as we are awalting a cataclysmic event, a
revolution may be brewing slowly at our feet." (Ramaprasad, 1982, p.389.)

Features and Characteristics of Revolutionary Change

Revolutionary change processes ‘may' be seen to be characterised by four basle
phencmena. These are desctibed below:

The Presence of a "Crisis" in the Organisation and/or Environment

Two broad approaches are evident here. The first Is the view that factors In the |
organisation’s external environment set up conditions necessary for revolutionary change.
Initially expressed by Chandler (1962) in the "Strategy-Structure” thesls, this view Is now
well accepted In strategic management‘ (Hofer and Schendel, 1978). The second
viewpoint is based on the dialectic view that certain factors exist within the organisation
itself that set up the conditions necessary for revolutionary change. This Is a central
principle of the organisational life-cycle perspective, and has also recelved much support
from researchers (Grelner, 1972; Mintzberg, 1973; Miller ard Frlesen, 1980).

Common to both approaches, however, Is the notion that “all is not well" with tha
organisation atid that meaningful change is necessary for Its continued survival.

The Presence of Double-loop Learning within the Organisation

Revolutionary change in organisations Is rarely able to take place without double-oop
learning (Ramaprasad, 1982). Double-loop learning facllitates the development of the
organisational frame of reference, and allows the organisation to question its own validity
and viabllity while continuing to function on an everyday basis (Argyrls and Schén, 1978;
Flol and Lyles, 1985). Double-loop learning has Important implications for revolutionary
change:

1 It permits the development of meta-values and meta-norms within the organisation,

These values and norms hold the organisation together while the original values and
norms are being changed (Waterman, Peters and Phillips, 1980). They are
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necassary to prevent the organisation from belng destroyed before the changes

have been made (Ramaprasad, 1982).

2 Double-loop learning has the potential to Influence the whole organisation (Argyris
and Schdn, 1977). Although the cc tent of the learning may outwardly appear to
impact on only a part of the organisation, the nature of double-loop learning is that it
ultimately affects the whole organisation (Flol and Lyleé, 1985).

Double-loop leatning, therefore, enables the organisation to develop the new cognitive
abllities necessary to redefine its conceptual, structural and processual dimensions.
Without double-loop learning, organisational members are unable to move "outside" the
organisational frame of reference and change the orlentation of their organisation. *

The Redistribution of Organisational Power

Revolutklonary change in organisations Is generally accompanied by a redistribution of -

power (Lewin, 1951; Grelner, 1967, 1972; Tannenbaum, 1968). As discussed previously,
the *power-expansion viewpoint produces the most meaningful insights for organisational
change (Tannenbaum, 1968; Pfaffer, 1981; Kanter, 1988). According to this viewpoint,
organisational power Is expandable and may Increase the efficacy of both individuals and
the organlsation as a whole.

The redistribution of power Is a mearis of overcoming the natural resistance to change
produced by the organisational gestalt (Cyert and March, 1963; Tannenbaum, 1968;

Mintzberg, 1978). This is achieved by altering the composition of the organisation's |

dominant coalition (Thompsori, 1967; Chlld, 1972). Since the organisational members
who make up the dominant coalition are able to axert disproportionate Influence over the
activities of the organisation, any changes to the make-up of the dominant coalition will
result in a different set of Influences being brought to bear on the organisation (Thompson,
1967), In addition, a change to the dominant coalition will alter the particular
organisational configuration, thereby destroying the tight Integration of the various
elements of the organisation - the very heart of the gestalt (Pettigrew, 1973, 1974;
Hedberg, 1976; Mlller and Friesen, 1980),

Ll
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Revulutionary Changes are Relatively Rare

Revolutionary changes occur relatively Infrequently throughout the history of the
crganisation's development (Grelner, 1972; Scott, 1973; Abernathy, 1976; Pfeffer, 1981;
Mintzberg and Waters, 1985). In thelr longitudinal study of change in 26 organisations,
Miller and Frlesen (1980) report that revolutionary change only accounts for some 25
percent of total organisational development and change. {n reviewing major contributions
to the study of organisational life ¢ycles, Gray and Arlss (1985) and Smith, Mitchell and
Summer (1985) note similar findings. :

Two factors partially explain why revolutionary change Is so uncommon.  Firstly, the
organisational gestalt creates "bureaticratic momentum" and a natural resistance to
change (Mintzberg, 1973; Miller and Frlesen, 1980; Cyert and March, 1963). Kuhn (1970)
comments that as long as the existing gestait appears capable of solving the problems it
defines for itself, little motivation exists for change. The reasons seem clear:

“As in manufacture so In sclence - retooling Is an extravagance to be reserved
for the oc/saslon that demands It." ‘(Kuhn, 1970, p.76.)

Sacondly, organisational structures and processes appear, In general, to be basically
stable (Miller and Friesen, 1980; Robbins, 1983). As a result, a falirly large repertoire of
Incremental adjustment and adaptation Is possible without the organisation having to
undergo revolutionary change (Greiner, 1972; Ramaprasad, 1982).

The dominant tendency of organisations, tharefore, Is towards current momentum and
resistance to change. Revolutionary change Involves a major paradigm shift for the
organisation and the natural tendency Is to resist this,

The Processes of Revolutionary Change

The processes of revelutionary change descrlbe the means whereby the conceptual,
structutal er processual orlentation of the organisation Is redeflned (Ramaprasad, 1982),
Much Insight into this process may be galned from the work of Kuhn {1970, 1982),
partlcularly with regard to his notions on sclentlfic paradigms. Organisations are viewed as
paradigms of knowledge and values, and the concept of organisational change Is therefore
analysed from the perspective of a shift and change In these paradigms.
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As ati earller quote from Kuhn (1970) Indicates, a particular paradigm Is not dispensed with

just because some anomalous flindings run counter to its predictions, Abandoning the

current paradigm In favour of another Is prompted only by serlous crises, coupled with the
emergencas of more powerful paradigms.

According to Kuhn (1970), revolutions may occur anly years after Initlal anomalles are J
recognised, '

When does the so-called "sclentifle revolution” occur? Kuhn (1970) argues that the
revolution, ot the change In paradigm, Is brought about by a growing sense that the

existing paradigm Is no longer able to function adequately In the Inquiry and research of
phenomena. In other words, the perspective that Initially led to the discovery of certaln
Insights, Is no longer able to further the development of understanding about these
insights.

Using this perspective io analyse organisational change, It would appear that the
organisation's members, or at least some of them, begin to realise that the current
organisation Is no longer able to fulfil the functions and expectations for which it was
originally developed. Using varlous approaches to acquira and develop organisational
power, certaln Individuals seek membership of the dominant coalitlon (Child, 1972; Kanter,
1983). Thelr Intentions are largely centred around the redefinition of the organisational
paradigm, or gestalt (Kuhn, 1982; Kanter, 1983), These new members of the dominant

coalition bring with them a diiferent concept of the organisation. Kuhn (1970) notes that
these members will pick up the "other end of the stick'. The same Information and facts
will be faced, but the new dominant coalition will place them within a different framework,
thereby giving them new meaning (Kuhn, 1970). This view Is consistent with the notions of
"enactment" (Welck, 1979) and "defining reality" (Berger and l.uckman, 1966),

Althaugh Individual cases vary greatly, it Is possible to Identlfy a general model which
explains the redefinition the organisational gestalt. The miodel Is based an the theory of
dissipative structures, which was first developed within the flelds of physics and
blochemistry!  (Prigogine and Nlcolls, 1977; Prigogine, 1980), and subsequently

1 The description of the dynamics of the dissipative struoture was tha basls for awarding the Nobel Prize e e
In Chemistry to llya Prigogine in 1977, R, '
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As an earller quote from Kuhn (1970) indicates, a particular paradigm Is not dispensed with
Just because some anomalous findings run counter to Its predictions. Abandonlng the
current paradigm In favour of another Is prompted only by serlous crises, coupled with the
emergence of more poweriL! paradigms, '

According to Kuhn (1970), revolutions may occur only years after Initial anomalies are '
recognised,

When does the so-called "sclentific revolution" occur?  Kuhn (1970) argues that the
revolutlon, or the change In paradigm, Is brought about by a growina sense that the
existing paradigm Is no longer able to functlon arlequately In the Inquiry and research of
nhenomena. |n other words, the perspective that Inltially led to the discovery of certain

. Insights, Is no longer able to further the development of understanding about these
insights,

Using this perspective to analyse organisational change, It would appear that the
organisation's members, or at least scme of them, begn to realise that the current
organlsaﬁlon Is no longer able 1o fulfil the functions and expeciatlons for which It was
originally developed. Using varlous approaches to acquire and develop organisational
power, certaln individuals seek membership of the dominant coalition (Child, 1972; Kanter,
1983). Thelr Intentlons are largely centred around the redeflnltlon of the organisational,
paradigm, or gestalt {Kuhn, 1982; Kanter, 1983). These new members of the dominant
coalition bring with them a different concept of the organisation. Kuhn (1970) notes that
these members will plck up the "other end of the stick". The sama information and facts

will be faced, but the new dominant coalition will place then within a different framework,
thersby giving them new meaning (Kuhn, 1970), This view Is ¢onsistent with the notions of
"eriactment" (Welck, 1979) and "defining reallty’ (Berger and Luckrian, 1966),

Although Indlividual cases vary greatly, It Is possible to identlfy a general model which
explains the redefinition the organisational gestalt. The model Is based on tiss theory of
dissipative structures, which was flrst developed within the fleldé‘ of physics and
blochemistry’ (Prigogine and Nicolls, 1977, Prigogine, 1980), and subsequently
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1 The description of the dynamies of the dissipative structure was the basls for awarding the Nobel Prize
In Chemistry to llya Prgogine In 1977,

P M « 288 iy it PR A;&Am;‘_‘,.km&yﬁ "



o

'k"C‘hapter? v , o - Page 99

7 [ WONpT— L e, BE Y

developed as a model for describing change 1 organisations. In essence, the model may
be viewed as a synthesls of the varlous approaches to revolutionary change In
organisations (Gemmlll and Smith, 1985). The profound Influer »s come from Walck
(1977, 1979) and Argyrls and Schdn (1977),

The model postulates faur stages of revolutionary change:

1 Disequillbrium , :
Disequilibrium provides the major catalyst fer revolutionary change, This generally
takes the form of a “crisls" within the organisation Itself or within its task
enviranment. The ability of an organisation to percelve a ctisis Is often a function of
the double-loop learning process. Clearly, the nature of the disturbance should be
such that the organisation cannot merely make Incremental adjustments,

2 Symmetry breaking

This refers to the breaking down of exlsting relatlonships within the organisaticn,
These might be conceptuaf relationships, such as the strategic otlentation of the

~ organlsation In Its task environment. Alternatively, symmetry breaking may refer lo a
change In the patterns of behaviour as reflected in the organisation structure, or a
change In some key processual areas, such as decision-making. This Is analogous
to Lewin's {1951) concept of unfreszing, where the organisation breaks down
established routincs and practices,

Symmetry breaking marks the redlstribution of power within the organisation, As
members engagé In power acquisition, the make-up of the dominant coalltion
begins to alter. This, In itself, Is a major force In changing the organlisational gestalt,
The petiod of symmetry breaking Is a critical time for the organisation. While 1t is
necessary to engage In symmetry breaking In order to ultimately redefine a new
organisational gestalt, the process ltself may often be dysfunctional, Symmetry
breaking Is esSentlally the breaking down of members' rasistance to change, and
the petlod may be extremely distuptive and traumatic (Kanter, 1988). To asslst
organisational msmbers through the transition, the development of meta-values and
meta-norms bectmes necessary,

8  Experimentation
The experimentation phase desctibes the petiod during which the otganisation tries
out several alternative configurations and forms, Although the "vislon" provides a
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