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| keep six honest serving men
( They taught me all I knew);

Their names are What and Why and When
And How and Where and Who.
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Macmillan (1958 Edition), Landon).



Contents

Acknowledgements

Preface

Chapter One: A Problem of Organisation

1.1

1.2

1.3
1.4

Introduction
Complexity and the rate of change
Problems with praoblem solving

Conclusion

Chapter Two: The Dominant Models of Organisation

2.1
2.2

2.3

2.4

2.5

2.6

Maodels af Organisation

Problems with models of
organisation

The Rational (Machine) Model
("Closed" System)

The Human Relations and Systems
(Organic) Model ("Open System")
The Neurocybernetic ("Diable
System") Model

Summary

Page

HU

KUi

17

17

18

19

29

37
440



Chapter Three: The Cybernetic Insight

3.1

3.2
3.3

3.3.1
3.3.2

3.3.3
3.3.3.1
3.3.35.2
3.3.3.3
3.34
5.4

3.5

3.6

Development and History of
Cybernetics

Meaning and Role

Characteristics, Tools and Principles
of Cybernetics

Systems: a starting point
Characteristics of cybernetic
systems

Cybernetic Tools

The Black Baox Technique

Feedback

bariety Engineering

Principles of Cybernetics

Daminant madels and cybernetics
"Management” and "0Organisational”
cybernetics

Summary

Chapter Four: The Uiable System Model: Conception,

4.1
4.2
4.3
4.4
4.5
4.6
4.7
4.8

Construction and Methadology

The Nature of the Model

The Organisation in its Environment
System One

System Twao

System Three*

Senior Management: The Metasystem
System Three

System Four

42

42
44

45
46

47
49
49
54
59
61
62

66
67

68

68
71
1
82
85
87
38
92



4.9
4.10
4.11
4.12
4.13
4.14
4.13
4.16
4.16.1
4.16.2
4.16.2.1
\/4.16.2.2
4.16.2.3
4.16.2.4
4.16.2.5
4.16.2.6
4.16.2.7
4.117

Chapter Five: The Viable System Madel: Applicatians,

5.1
5.2
3.2.1
3.2.2
5.3
5.4
5.9
5.6
3.7

System Five

Algedonic Mechanism
Environment

Recursion

Autopoiesis

Amplifiers and Attenuators
Measurement
Methodology

System ldentification
System Diagnosis

System One: Implementation
System Two: Co-ordination
System Three: Control
System Four: Planning
System Five: Policy

Information Channels

Rectification and common faults

Summary

Developments and Criticisms

Introduction
Applications
"El Pueblo”

"Useful ar not"

Say Aaah!: Diagnosing the System

Developments
Criticisms
Beer, a latter day Diogenes?

Canclusion

96

98

1008
1086
102
186
186
188
189
112
113
113
114
114
113
116
116
117

118

118
118
119
148
152
167
182
192
197



Chapter Six: The Uiable System Madel; A More

6.1

6.2

6.3

6.4

6.5

Adequate Representation?

: the Cases for and against

Introduction

The Dominant Models Revisited
The Cases for and against the
Diable System Maodel

Research Proposed and Empirical
Investigations

Conclusion

Chapter Seven: Empirical Investigations

7.1
7.2
1.3
1.4
1.5
7.6

Introduction
Carco

Finco

Cakes

Teaching Viability

Conclusion

Chapter Eight: Passing on a Family Business, or a

8.1
8.2
8.2.1
8.2.2
8.2.3
8.3
8.3.1

Family Business Passing on?

Introduction

Background to the Application
The Initial Situatiaon

The Retail Motor Industry

WWhy Use the Uiable System Madel
Organisation "now, or bust"

System ldentification

199

199
204a

282

283
2085

286

286
287
289
2180
211
212

213

213
214
214
217
228
222
222



8.3.2 System Diagnasis: Reorganisation of

Carco 221
8.3.2.1 System One 229
8.3.2.2 System Two 238
8.3.2.3 System Three* 241
8.3.24 System Three 242
8.3.2.5 System Four 246
8.3.2.6 System Five 249
8.4 Further Depelopments 251
8.5 Summary 257
8.6 Conclusion 259

Chapter Nine: Guiding Freedom, Developing

Organisation & Action Learning 260

9.1 Introduction 2648
9.2 Finco 261
9.2.1 Introduction 261
9.2.2 Background 262
9.2.3 System ldentification 267
9.2.4 System Diagnaosis 269
9.24.1 System One 269
9.2.4.2 System Two 271
9.2.4.3 System Three 272
9.2.4.4 System Four 2173
9.2.4.5 System Five 213

\/9.2.4.6 Communication & Information

Channels 2173

9.2.4.7 Commentary 274
9.2.5 Redesign 276

9.2.5.1 System One 271



9.2.5.2
9.2.5.3
9.2.5.4
9.2.5.5

J9.2.5.6

9.2.5.7
g9.2.6
9.2.6.1

9.2.6.2
9.2.6.3
9.3
9.3.1
9.3.2
9.3.3
9.3.4
9.3.4.1
9.3.4.2
9.3.4.3
9.3.4.4
9.3.4.5
9.3.4.6

\/9.3.4.7

9.34.8
9.3.5

9.3.5.1
9.3.5.2
9.3.5.3
9.3.5.4

System Two
System Three
System Four

System Five

Lommunication and Infermation

Channels
Commentary

J
Recursion Two

Building a Process of Self-

organisation

On Success
Summary

Cakes
Introduction
Background
System ldentification
System Diagnosis
System One
System Two
System Three
System Three*
System Four

System Five

Communication and Informatian

Channels
Summary
Redesign
System One
System Two
System Three

System Three*

280
282
284
286

287
289
2908

290
298
299
300
300
3a40
382
304
385
385
386
387
388
3089

389
318
318
312
314
314
315



9.3.5.5 System Four 316

9.3.5.6 System Five 316
9.3.5.7 Recursion Two - Production Lines One

& Two 317
9.3.5.8 System One 317
9.3.5.9 System Two 319
9.3.5.18  System Three 3519
9.3.5.11 System Four 3280
9.3.5.12 System Five 328
9.3.6 On Success 321
9.3.7 Summary 323
9.4 Teaching Uiability - the Uiable

Classroom 324
9.4.1 Introduction 324
9.4.2 Classroom 0Organisation 323
9.4.2.1 System One 327
9.4.2.2 System Three 321
9.4.2.3 System Two 328
9.4.24 System Three* 3528
9.4.2.5 System Four 328
9.4.2.6 System Five 329
9.4.2.7 Communication Channels and Control

Loaps 329
9.4.3 Practical Work 330
944 Difficult Points 332
9.4.4.1 Role Articulation 332
9.4.4.2 Diagrammatic Representation 335
94.5 Summary 336

9.5 Conclusion 337



10.1
18.2
10.3
18.3.1
10.3.2
18.3.3
10.3.3.1
18.3.3.2
18.3.3.3
18.3.3.4
10.4
10.4.1
10.4.2
18.4.3
18.4.3.1
18.4.3.2
18.4.3.3
10.4.34
18.5
108.35.1
18.5.2
18.5.3
18.5.3.1
18.5.3.2
108.5.3.3
18.5.3.4
10.6
10.6.1
18.6.2

Chapter Ten: Theory in Practice

Intraduction

Theary Reuvisited

Carco

Strengths

WWeaknesses

Consequences for the Madel
Utility

ideology

Theory

Methodology

Finco

Strengths

Weaknesses

Consequences for the Model
Utility

ldeology

Theory

Methodology

Cakes

Strengths

IWeaknesses

Consequences for the Madel
Utility

ldeology

Theory

Methodology

Teaching Uiability

Strengths

IWeaknesses

338

338
339
548
3408
342
344
344
345
346
346
347
348
3540
351
351
332
353
353
354
335
337
358
358
359
359
368
361
361
362



18.6.3
10.6.3.1
10.6.3.2
10.6.3.3
18.6.3.4
18.7

Chapter Eleven:

11.1
11.2
11.2.1
11.2.2
11.2.3
11.2.4
11.3
11.3.1
11.3.2
11.3.3
11.3.4
11.34.1
11.3.4.2
11.3.5
11.3.6

11.3.7
114

Chapter Twelve:

12.1

Consequences for the Model
Utility

ldeology

Theory

Methodology

Conclusion

Critical Reflections

Introduction

Comparison of the Maodels
Strengths

IWeaknesses
Opportunities and Threats
Summary

Reflections on the Maodel
Theory

Ideology

Utility

Methodology

System ldentificatian
System Diagnaosis

Role Articulation
Autonomy, Development and
Efficiency

Summary

Conclusion

Conclusions and Future Research

Introduction

363
363
563
363
364
364

3565

363
366
366
3569
572
376
376
3717
3178
580
383
383
387
482

483

488

489

418

410



12.2 Summary of Conclusions
12.3 Further Research

12.5 Canclusion

Appendices

Appendix i

Appendix ii
Appendix iil
Appendiy v
References

Bibliography

4180
415
416

417
419
428
434
440
451



Figqures

1.1
3.1
3.2
3.3

4.1
4.2

4.3
4.4
4.5
4.6
4.7
4.8

4.9
4.18
4.11

9.1

9.2

5.3

Page
Chasing "the probiem” 11
The Black Box Technique 51
Multiply by 3 31
A Closed-Loop First Order Feedback
System 36
The Organisation in its Environment 72
The Environment, Operatians and
Management unit separated to reveal
the communication channels 74
System One with local reqgulatory centres 79
Systems One, Two and Three* 86
General Erample of a System Three 91
Generalised Uiew of a System Four 95
The 3-4-35 Metasystem 99

The Compilete Uiable System Model showing
three lepels of recursion

Possible Chains of Systems

Performance Measurement System
Triple Recursion with System in Focus at
the Centre

The Recursive Maodel of Chile in the World
of Nations

Systemic Diagram for Determining the
Combinations of Insurance Plans to be
Regulated

Orthogonal Mapping of Different

Perspectives of the Whole System

181

183

188

111

123

144

131



8.1

8.2
8.3

9.1
9.2
9.3

9.4
9.5

9.6

9.7

9.8

9.9

9.10
9.11
9.12
9.13
11.1

Triple Recursion with the System-in-
Facus at the Centre

Carco: The Initial Situation

Minimal Diagram for the Reorganisation
of Carco

Finco: Original Organisation Chart

Finco: Revised Organisation Chart

Finco: Triple Recursion with the Group at
the centre

Finco: Initial situation

Finco: Reorganisation using the Uiable
System Maodel

Finco: Recursion Twao: Original Organisation
of the Large Corporate Element
Organisation Chart for the Large Corporate
Element

Cakes: Initial Situation

Cakes: Respecified Chain of Systems
Cakes: Reorganisation at Recursion One
Cakes: Reorganisation at Recursion Two
The Class as a Uiable System

My "“Self" as a Uiable System

Determining Relevance for System Four

225
228

232
264
266

268
275

288

292

295
383
513
318
322
331
334
398



Glossary of Terms

Governor: a device for regulating the speed of an engine or a

machine

System: an interrelated set aof individual elements carrying out

some activity which taken together exhibit properties not to be

found in the individual elements

Organisational Cybernetics: the science of effective organisation

Exceedingly Complex: a system so complicated that it cannot be

described in a precise and detailed fashian

Self-regulating: a system which can manage itseif towards its

purpaoses or goals

Praobabilistic: probabilistic behaviour is evident when the

outcome of an event or occurrence cannat be predicted in

advance

Black Box technique: a technique for exploring the hehaviour of
a system without the necessity to enter it, or reduce it to its

parts

Feedback: communication between two or more interreiated

elements such that the behaviocur of one controls the behaviocur
of the other(s)



Dariety: a measure of complexity, i.e. the number of possible

states of a system

UVariety Engineering: reducing the variety of the controlled, or,

increasing the variety of the controlier

Environment: all those factors external to the defined system

but interacting with it

Transducer: a mechanism which carries messages across system

boundaries

Metasystem: a logically senior system, conducting its business in

a metalanguage to decide prapositions which are undecidable at

the lower level

Algedonic mechanism: a device for transmitting pain/pleasure

signals to the Senior Management

Recursive System: A chain of viable systems in which the

structure and connections are identical at every level

Autopoiesis: the ability of a system to produce itself



Acknoiwledgements

Throughout this thesis formal acknowledgement is made of those
authors whose prior work has provided its foundation. However,
a number of other people have made substantial, if less
apparent, contributions to its completion and my thanks are due

ta them.

First, to Professor Robert Flood for his willing guidance and
advice throughout the period of research whenever it was
needed. Secand, to the late Robert Mallen, a wise counsel during
my previous career, who delighted in the absurdities of
contemporary organisational life and provided early inspiration.
Third, te Francis Stickland of The City University and my father
Gerald for finding the time and energy to read and constructively
comment on the whole work. Fourth, to Elizabeth Hutty for
converting my rough sketches into useabie diagrams. Fifth to the
Directors and Staff of the three Companies which are the subject
af the case studies, and, to various students on The University of

Hull MBA courses for their hard waoark and critical comment.

Last, and most important, my wife, Sara, for her constant
support, advice and encauragement, and my children Paul and
Matthew for their tolerance. The children, with cthers of their
generation, will have to manage the consequences of
contemporary management actions - | hape that this work will,

in some way, make it easier for them.

HU



Preface

Change and increasing complexity in all aspects of our lives seem
to be the only certainties in the modern world. The established
order is challenged almost every day by developments in
technology, political systems, social behaviour and in all types of
organisations. These developments generate a need for response
by managers who are faced with a bewildering variety of new
problems or "messes"” (a mutiplicity of ill-defined problems and
angieties), and, are charged with respaonsibility for solving them.
The problems range from the management of relationships
between all nations, between racial, religious and other groups
within and across nations, and to the management of our

“selves”" within our societies.

Managers and consultants such as myself use organisational
models, abstractions fram "reality," to assist in the
understanding of situations and the development of "appropriate
solutions.” Unfortunately the dominant management madels such
as Scientific Management, Bureaucracy Theory, Human Relations
and, less prominently, the Systems approaches, can all be

demonstrated to be inadequate for managers needs.

This three part thesis proposes that, whilst not perfect, Stafford
Beer's Uiable System Model is a more adequate representation of
organisation for contemporary Managers than its predecessaors.
The aim of the thesis is to egplore the inadequacies of the
dominant models as compared with the cybernetic approach,
and, to report experiences of using the Uiable System Maodel both
as a tool for organisational problem solving and as a way of
Ul



thinking about organisation. Finally the experiences will be
critically reviewed to highlight the benefits of this approach in
attaining organisational survival in an increasingly turbulent

environment.

The first part of the thesis consists of six chapters. It aims to
highlight the need for a more adequate model of organisation
that will enable the complex problems faced by contemporary
managers to be addressed, perhaps in some cases to be
anticipated and averted and in others to be "dissolved” rather
than solved. Chapter One reflects upon the increasing complexity
and the rate of change of the world. It is a principally practical
chapter showing some absurd results arising from the use of the
dominant approaches to organisation and illustrating the
inadequacy of those approaches for dealing with probliems
arising in the contemporary organisational context. Chapter Two
introduces each of the principal organisational models, and, with
a cautionary note on the nature of models, reviews their
strengths and weaknesses. The final part of the chapter
introduces the Uiable System Madel and outlines its apparent

strength as a more adequate model for contempaorary managers.

Chapter Three introduces the science of Cybernetics and reviews
the initiation and development of the subject, focusing on
"management cybernetics." The major models in organisation
theory are then related to the cybernetic model. The Uiable
System Maodel is briefly introduced as the principal model of
"Organisational Cybernetics.”" The Uiable System Madel is fully
revealed in Chapter Four which will demonstrate how the model
has been derived from and develops the cybernetic principles

discussed in Chapter Three. The chapter concludes with a

dUtl



discussion on the principles of the established methodology for
using the model. Chapter Five continues the explaration of the
Uiable System Maodel with a literature review that covers the
ma jor prior applications of the model and the developments and
principal criticisms of the entire approach. This enables the
lessons already learnt ta be extracted. The philosophical positian
of Stafford Beer in relation to his model and his concern with
human emancipation is explored. Chapter Si&, which concludes
the first part of the thesis summarises the arguments for and
against the Diable System Madel and highlights those elements
that will be pursued through the case studies and the critical

reflections.

The second part of the thesis contains four chapters. Chapter
Seven acts as an introduction to this part giving the background,
nature and extent of the principal case study, emphasising the
major issues and specifying the writer's role. Chapter Eight gives
a detailed account of the application in a franchised car
dealership, revealing both the successes and failures of the
application, as well as aspects with which the Uiable System
Model was of no help. Chapter Nine moves on fram that major
application to review uses of the madel as a pedagogical device
and as a consulting tool in two other organisatians. Application
of the Uiable System Madel to the writers' "self" is included as a
means of exploring the utility and generality of the model and
displaying its competence for small organisations. The need to
understand the different roles played by any one individual
within an organisation is emphasised. Chapter Ten acts as a
conclusion to Part Two, consalidating the work done, reviewing
the theory and practice of the Uiable System Maodel and

reflecting on the experience. Critical refiection is used to draw

HUttl



ocut the lessons learned, which are synthesised and expanded

upon in Part Three.

Part Three of the thesis contains two chapters. Chapter Eleven
adopts a SWOT (Strengths, Weaknesses, Opportunities, Threats)
analysis to provide a critical framewark through which to review
the lessons learnt, to make comparisons with the mainstream
models and to demonstrate the greater utility of the liable
System Maodel. This section is follawed by critical reflection on
the "new knowledge" gained from the thesis, showing how and
where the model may be considered useful, proposing changes to
the currently used methodology, and considering ways in which
the model can be made accessible as a "mainstream” madel for
contemporary managers. Chapter Twelve contains final
conclusions and closes with propasals for further research into

the Uiable System Maodel.

This thesis facuses on the Uiable System Model with regard to its
ability to enable managers to deal with complegity in
organisations. That a second debate could be pursued, about its
contribution to dealing with conflict is acknowledged but that
debate falls outside the scope of this enquiry. Each of these
aspects deserves separate and comprehensive study. Further to
this the main aim of this thesis is to evaluate the Uiable System
Maodel as it stands up in practice. This leads the thesis away from
debate on conflict which has tended to be a very theoretical
area, the main interest is in matters relating to the method and

theory of the Uiable System Maodel in practise.
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Chapter One

A Problem of Organisation

- — ——— " ————————— — —— A —— ——— —— —— Y —— ———— " ———— —— - ———— —— ————— —— —— i —

This chapter reflects on the increasing complexity and rate of
change of the worid. Flaws and sometimes absurd results arising
from application of the dominant approaches to management are
presented as an indication of their limitations as problem solving

devices in the contemporary organisational contest.

1.1 Introduction

| started this research in 1989 after six years of professional
practice as an internal consultant with a major financial
institution. Experience during that period suggested to me that
the traditional tools and techniques used for thinking about
organisation and proeblem solving were inadequate for
contemporary management. Situations often appeared
intractable when the methods were applied, the compleXity
absorbing capacity of the tools used not matching the complexity
generating capability of the arganisational situation. This chapter
reveals flaws and sometimes absurd results arising from the
application of these dominant organisational maodels and
attempts to establish the need for a more adequate and rigorous

maodel.



1.2 Complegity and the rate of change

"Taday, the stuff af management includes the
Four Ms, (men, materials, machinery, money),

but is best denoted as: COMPLERITY." (1, PG 31)

The above quotation from Beer is abhstracted from a chapter
coencerning the measurement of variety in organisations, variety
being the measure of complexity; that is, the number of paossible

states of a system.

1.2.1

The current century has seen substantial development, both in
technology, and, in the awareness af human needs and interests.
Each step in this development has seemed to increase the rate of
change leading to further development, and generating a
maelstrom of both new ideas and problems. Every advance
seems te have increased variety, (and so complexrity), and
provided new options and choices, whilst the dominant
techniques and philosophies of management do not seem to have

kept pace with these changes.

1.2.2

The progress af technology has affected all aspects of our lives
from the fundamentals of how and what we eat, drink and
breathe to the ways and locations in which we work and play

and to the wider "security" of our nations and selves. The

2



development of the aeroplane and jet engine'now makes it
comfortably possible to conduct business and personal
relationships wherever in the world we choose. The maintenance
of contact with colleagues and family is facilitated by satellite
communications whilst the preparation of a piece of academic
work does not necessarily require full time residence at a
University, but perhaps a hotel bedroom, a portable computer

and a telephone for "on-line" discussion with a supervisar.

1.2.3

One cutcome of these developments is the increase in the
number of passible interactions between people, organisations
and nation states. This increase in complegity may be expressed
as a function of the number of options available, i.e. variety.
Another outcome is that every step seems to follow its
predecessaor more rapidly. Earlier technologies lasted the lifetime
of an individual, major steps forward in technaleagy being
witnessed once in a lifetime or even over a period of centuries.
In the contemporary weorld what happens today becomes history
today, the life cycles of products, and of the organisations that

make them, seeming to become ever shorter.

1.2.4

The flood of development seen during the late 1988's has abated
in the early 1998's and the Japanese consumer products
companies in particular are reviewing their marketing, product

development and product life cycle strategies(Zl. However, this

3



should be seen as a temporary abatement driven by relatively
short-term changes in the global economy rather than a
slowdown in fundamental development. The pace of
technological change may reasonably be expected to continue to
increase even if, for short periods, consumers are unwilling or
unable to take advantage of it. Nevertheless, the possibility of a
high pace of reversionary technalagical change to a fundamentai
survival economy cannot be entirely discounted for developed
economies in the wake of recent developments in Eastern Europe
and Russia and the development of industrialised economies

throughout the RAsia-Pacific regian.

1.3 Problems with problem solving

1.3.1

The increasing complexity and consequent uncertainty of the
contemporary world need to be reflected in the conduct of the
tasks of management. However, it seems to be the case that
most managers still adhere to the models of organisation
developed in and for a simpler time. Dominant management
models and decision making toaols or disciplines largely focus on a
"reductionist" view of the world, fragmenting problems and
organisations and concentrating on improving the
“epiphenomena" (3, PG Rl) of the system rather than the system
itseif. The continued use of these tools and madels and the
reliance on the assumptions that underlie them often appears to
generate absurd and unhelpful responses to contemporary

organisational prablems. These tools often enable some

4



incremental development but do little to address more
fundamental issues. It seems that installing mechanisms to
ensure ongoing adaptation of organisations should be considered
desirable in a continually changing world, yet the search is
normally for "the one best way", or, "the one best tool”, for
dealing with a situation, and, once it has been discovered,

adhering to it at all costs.

1.3.2

One example is the 1991-93 UK recession. This may be viewed as
a function of the inadequacy of current management practice at
coerporate, national and international government level. The
speed of the boom and bust cycle, which appears to have
increased throughout the twentieth century, seems to be
accelerating as economies are alternatively stimulated and
repressed according to the outputs of inadequate econometric
models using outdated information. Each response to a further
change in "economic indicators” appears to be more out of phase
with the situation than its predecessaor, and is made in apparent
ighorance af the behaviour of other economies and governments.
Each government seems to be attempting to manage its ecoanomy
independently of others despite those economies being almost
inertricably linked through global companies and markets, such
linkages perhaps tending towards the development of the
phenomenon which Robb{4) has called Suprahuman Autopoietic
Systems, i.e. systems which are self-producing, and in principle,

beyond human control.



1.3.3

Beer (1 PG 375) whilst surely not the first to raise the issue,
says, in a discussion on measurement, that "If our information is
six months' out of date, then (since infermation is what changes
us) we are ready to deal with a world that is past and gone".
Since that work was published in 1979 there appears tao have
been little progress, information used for decision making is still
out of date, i.e. by the time it is received the situation has
changed. It may now perhaps be three months old rather than
Siy, but decisions are still being made based on what has already
happened rather than what may be expected to happen now and

in the future.

Government decisions about interest rates may demaonstrate this
point. Following the relaxation in the UK of exchange and credit
controls, the 1988's saw a massive expansion in credit for
persanal purchases such as consumer durables and property.
Individuals and businesses borrowed against an expectation of
economic growth and low interest rates, assuming a continuation
of the, then present and recent past, into the future. Demand for
many products exceeded supply which led to an increased level
of imports, price rises and "inflation" in the economy. The
government answer to this was to raise interest rates perhaps
with the intention of reducing demand through more expensive

credit and thereby suppressing inflationary effects.

This raising of rates affected boath new and existing borrowers
equally so that even those who had borrowed "wisely" were
penalised by the change. The change was further compounded by

the determination to maintain a figed position within the

6



European exchange rate mechanism (ERM) that required the
government to retain high interest rates, and thus the
investment value of the pound, beyand the apparent
requirements of the UK economy. The effect of all this has been a
substantial fall in house prices, which were seen as hauving
reached unrealistically high levels in relation to incomes, a 38%
fall in the new car market, and the failure due to interest costs
of a large number of businesses. This has been accompanied by a
substantial rise in unemplioyment. Each of these aspects

interacting with every other reinforced the effects.

1.3.4

Failures can perhaps be seen here in more than one area. Firstiy
action was taken too late and with too broad an effect. Secondly,
subsequent actions, such as the joining aof the ERM, reinforced
the damping effect at the time when it should perhaps have been
easing. To the first failure an alternative could be considered,
that increases in base lending rates should only be applied to
new borrowing. This could be anticipated as having the effect of
slowing down rather than reversing growth trends. While
technology exists which would make this feasible, significant
change would be required in the financial relationship between

the central and commercial banks.

The second failure is more straightforward for, regardless of the
rules and regulations surrounding the European exchange rate
mechanism (ERM), it is difficult to see how it can ever be made to
work. World-wide, currency markets exist to facilitate

international trade. Most major currencies are floated
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independentiy and market forces largely determine their relative
values. If a currency, or group of currencies, is isolated and
relative exchange rates fixed by a mechanism that requires
other members of the group to intervene and support the
weakest ones, then a market is created for speculative trading
in those currencies. This is an invitation to money brokers to
increase their profits at the expense of the countries involved
through relatively small transactions. It is not necessarily the
individual amount of funds traded which is important but the
number of transactions and the nature of the activity in the
market, that is its dynamics. Traders in currency make their
profits in the same way as any other trader, that is they define
an opportunity or flaw in the market and "work it" to their

advantage.

The remouval of the pound and other currencies from the ERM to
allow them to find their market value was followed by
speculative trading in the next most vulnerable, i.e. that which
was considered by currency dealers to have a price different to
its value in terms of the analysts view of the health of the
economy of the nation concerned. This process eventually
culminated in a relaxation of ERM rules which widened the
fluctuation bands for mast currencies remaining within the
system to 15%. A banker engaged in foreign currency
transactions will normally regard 18% as an adequate
contingency allowance against currency fluctuations and hence
the implementation of 15% movement bands may be regarded as
an effective suspension of the mechanism, since currencies

would not normally be expected to vary in value to that extent.



1.3.5

These examples, whilst simplified and excluding many factaors of
fiscal policy, commercial duplicity and political and ideological
engineering, both show a "reductionist"” approach to managing
situations. The first shows the attempt to use a single tool to
manage one economy in isolation from others. The second the
belief that an international trading currency can be "isolated"

from the influence of its environment.

1.3.6

R further problem of the traditional approach is that if "right”
answers are provided at all, it is instantaneously. They are
derived at a particular time in a particular environment, or set of
circumstances. However "right" they may be for that particular
time, any change in the organisation or its environment will

render them inappropriate.

Organisations tend to deal with this problem in one of twao ways.
First they try to ignore the need for change, a particular feature
of bureaucracies. Second, they may spend large sums af money
on "management services" departments such as Organisation &
Methods or Work Study and Systems Analysis and Development
issues, to study and review systems, procedures, work methods
and management structures and make recommendations for

change.



1.3.7

Taking the first of these options, unless it is subsidised ar in
some way protected, the organisation is likely to eventually
undergo some major trauma such as insoluency, or alternatively
be ignored or substituted by its patential users. Examples of this
latter alternative are the Education and Health Services in the UK
that are funded by tarpayers. They are perceived by many not to
provide an acceptable standard of service and a significant
proportion of the population, who have the financial ability, are
willing to pay again to private institutions to obtain the level of
service that they require. Examples of insclvency through failure
to adapt to changes and customer requirements may be seen in
any of the so called "sunset" industries throughout the worlid,
e.g. Coal mining and shipbuilding in the UK. Complexifying factars
which are not accounted for in these simple examples include,
political and cammercial duplicity, funding and taxation

arrangements and ideological influences.

1.3.8

The second aption, whilst perhaps better in terms of
organisational survival, suffers from the problem that in the
time taken to review a situation, recommend changes and
implement them the circumstances have frequently changed
again. This renders the "solution" absolete before it has been
implemented. Thus many otrganisations could be paying for
problem solving departments whose long term existence is
guaranteed by the inadequacy of their techniques and toaols.

Rather than reducing costs far the organisation these may be
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increasing them because they can never "solve the probiem”

since it continually changes. Figure 1 attempts to illustrate this

situation.
Beview etc.
Situation
Change———»
* 13
Propose
'\
Reutie Mismatch
> Compare
Propose—$ Change - Mismatch
Review
¢ Compare
Situation
11 Madel T1

TIME
Key: — Problem Solving Activity
—4>» Direction of change

11, T2, T3 Situation at different times
-@ Abstracted Maodel of situation

Chasing "the problem"”

Figure 1

11



A "problem situation" is identified at T1 and subjected to a
review, a key assumption of which is that the present praoblem
needs to be and can be cured. During the period that elapses
whilst the review is undertaken, propoasals formulated and
agreed and changes implemented, the situation has moved from
T1 to T2. The results of the investigation of T1 are compared with
the new situation, either after a failed implementation or at a
follow up review. A mismatch between the "saolutions"” proposed
and the current situation, T2, is discaouvered and so a further
review is undertaken to "correct the mistakes"”. Whilst
“solutions” are being formulated to the situation egisting at T2
further changes are taking place leading to a new situation, T3,
which will again generate a mismatch between solution and
problem. The cycle continues with a continual gap between the

perceived situation and the "reality"”.

The scale of the gap will vary with the extent of the review
undertaken. Elapsed time between the start of the review and
the acceptance of recommendations, the extent of the changes
being proposed and the rate of change af the situation will all
affect this aspect. There are cases, such as in short run
production environments, where every new order will require a
"review" of staffing, procedures etc. Such situations accentuate
the need for managers to be equipped with adequate problem
solving tocls and for the organisation to be structured to deal

with the requirements of its operating environment.

12



1.3.9

A small egxample of the problem-solution gap may be a work
study analyst. A clerical procedure will be studied in fine detail,
its elements reviewed, and a revised procedure devised to make
it more efficient. Using a database of established task times a
“standard time" for the job will be synthesised and a workload
monitoring system developed and instalied based upon the
results. As a professional, the analyst will compare a number of
clerks undertaking the revised procedure and, after "rating" the
"standard time" will use an average result as the basis of

manitoring. There are a number of flaws in this:-

The clerks will often utilise a different procedure

to that which has bheen timed.

Over time the team of clerks will change and the
replacements will either not be trained to work
in the same way or will have a different average

rate of wark.

The procedure becomes "institutionalised" and
will resist further adaptation. (Hence the

expression, "We've always done it like that!")
The procedure is based on the analyst's view of

"how the situation is". That is it is dependent on

the perception and acuity of the observer.

13



The database used by the analyst may not
prouvide an accurate time for the tasks being

measured and another time may be "adapted”.

The extent of the mismatch between the "measured waorkload”

and apparent workload undertaken is often quite significant.

1.3.18

A larger scale example would be a review of the management
structure of an office of, say, 180 people. This situation is vastly
more camplex than that outlined above. Whilst an organisation
chart may be in place that shows who reports to who, and, who
is responsible when things go wrang, it tells nothing of "how the
organisation warks." Nanetheless, a review is undertaken in an
attempt to develop a revised organisation structure, which is
intended to make the office more effective in achieving some
more or less well defined objective. This process will take some
considerable time, and, using traditional approaches will
concentrate upen aspects such as unity of reparting lines, span
of control and, inevitably, the traditions of the particular

organisation.

A new chart will be derived, negotiated with the manager and,
normally after some modification, implemented with consequent
impacts on individuals, numbers employed, etc. This may or may
not lead to an “"improvement” in the situation. Uery often a
number of staff change seats, some will change job titles and
job descriptions, but nothing eise changes. The way in which the

organisation works has been unaffected by the process because

14



the organisation does not work according to the lines on the
ocrganisation chart but upon the interactions of the people, their

needs and desires. The whole egercise has been futile.

The flaws in this situation are:-

The way in which the organisation actually
works was not, and probably could not be, fully

understood.

AnyYy observations made by the "problem solver"
will have been made from his or her "e¥pert”
perspective, often without any consultation with

the job-holders.

The "actual” situation has developed throughout
the review period, through staff changes,
differing requirements and procedures, such that
a solution is being proposed to a proeblem which

no longer exists in the form studied.
The difficulty seems to be that the approach to solving problems
adopted by most organisations is almost certain to fail because

the underlying assumptions are flawed. These assumptions are:-

The organisation can be understood through

reductionist analysis of the component parts.

Improvement to the parts will necessarily

improve the whole.

15



The situation under egxamination is static and a
"salution” can be developed which will apply to

that situation even after time has elapsed.

14 Conclusion

It is the contention of this chapter that the models of
organisation on which current management practices are based
and which are exemplified above are themselves now problems.
The management of complexity means creating processes for
dealing with the actions and interactions of whole organisations
within the context of a perceived purpose and a defined
environment whilst recognising the need for ongoing adaptation

to changes in all their aspects.

This thesis will follow two main themes, firstly that it will be
both more effective and less costly to develop organisations of
which mechanisms af learning and adaptation are an integral
part instead of an optional extra. Secondly that an "expert"”
should seek to work with and develop the "problem owners”
view of a situation to enable a problem to be dissolved rather

than seek to impaose his own view, and sclution, upon it.
The final argument is that a systems perspective needs to be

taken and that one essential problem of organisations is

arganisation.
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Chapter Twao

The Dominant Maodels for Organisation

This chapter opens with a cautionary note on the nature of
models. R critical review of the dominant management madels is
then undertaken which seeks to demonstrate their strengths and
weaknesses and highlights their underlying assumptions about
the nature of organisations. Finally the Uiable System Moaodel is
introduced as a more adequate model for contemporary

managers.

2.1 Madels of organisation

The four principal models in organisation theory are the
Traditional or Rational, Human Relations, Systems and Cybernetic.
These approaches each have their ewn particular strengths and
weaknesses and these will be explored in this chapter. The
metaphors employed by Flood & Jackson(3) will be used and they
make the point that "management theories offer only partial
visions of what organisations are like"(5 PG 2), |t is essential to
maintain this awareness that any organisational maodel is only an
explicit projection of a particular viewpoint, that is, a
representation of one view of "reality”. It is "neither true nor

false: it is more or less useful," Beer (3 PG 2),

The first part of this chapter addresses that point, which may be
simply exemplified; the chapter proceeds by reviewing the
17



dominant models for organisation and is, necessarily, my model

of what has been written about them. I trust it is "useful”.

2.2 Problems with models of organisation

That particular models of organisation have survived and proved
"‘more or less useful" for lengthy periods may be seen as a
reflection of their perceived utility during that time. For
egample, many organisations have applied, and continue to
apply, the principles of Taylor's Scientific Management with
direct benefit to productivity or output although not, apparently,
to human emancipation. A prablem with all erganisational models
is, that if their apparent utility is sufficient for them to gain a
general acceptance, and, a close enaugh match occurs between
the personal desires, beliefs and expectations of the abserver or
user and the outcomes of utilising the maodel, then the maodel
may come to be seen as the "reality". That is, the madel is seen
as "How it (the organisation) is". The attempt is then made to
make the organisation a reflection of the model rather than the

model an interpretation of the organisation.

The danger arising from this attitude is that any flaw or
weakness in the model may be replicated in the organisation. An
organisational model cannot be perfect unless it contains all the
complerity that may be generated and absorbed by people, by
their interactions with each other and by the technical and
environmental aspects of that which is modelled. Nane of the
exristing models can claim to do this, each representing a low
variety perception of "reality" from an explicit or implicit

philosophical, social or technical viewpoint.
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The subsequent parts of this chapter will attempt to reveal these
viewpaints in the critical review of the dominant models. The
major issue when the Viable System Maodel is introduced is that it
is proposed as being "a more adequate model for contemporary
managers" than the others. It is not and cannot be perfect, it is
an abstraction from "reality" and as such holds different value

and meaning for every obseruver.

2.3 The Rational (Machine) Model ("Closed System")

2.3.1

The "machine” model of organisation reflects the scientific
management approach developed by Frederick Taylor, the
classical theory of Henri Fayol and the bureaucracy theory of
Max Weber. These collectively still dominate mainstream
management thinking. Each of these approaches regards the
organisation as a "technical apparatus"(5 PG 8) and depends
upon fragmenting or dissecting an organisation into its

component parts for analysis and operation.

The "machine"” approaches to organisation each arose in the late
19th and early 28th centuries and may be considered as logical
extensions of the advances then being made in machine
technology. Machines are, in general, designed to perform
specified tasks at known input/output rates and within specified
tolerances; these approaches assume that organisations can be

similarly designed.
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2.3.2

Taylor's Scientific Management is based on the four principles,

that management should{6 PP 36-37)._

"....develop a science for each element of a mans
work, which replaces the old rule of thumb

method.”

"....scientifically select and then train, teach and
develop the workman, whereas in the past he
chose his own work and trained himself as best

he could."”

".... heartily co-operate with the men sa as to
insure all of the work being done in accordance
with the principles of the science which has been

developed.”

ensure that "....There is an almost equal division
of the work and the responsibility between the
management and the workmen. The management
take over all the work for which they are better
fitted than the workmen, while in the past
almaost all of the work and the greater part of

the responsibility were thrown upon the men."

Huczynski and Buchananl{? P6 282) see Taylor's objectives as
being first, to improve efficiency by increasing output and

reducing "underworking", what Taylor(6 PG 19) described as

20



“natural soldiering” and "systematic soldiering”. Second, to
achieve "standardisation of job performance, by dividing tasks
up into small and closely specified subtasks.” Finally, to instil
discipline, "by establishing hierarchical autharity and introducing
a system whereby all management's paolicy decisions could be

implemented.”

Whilst Tayler recognised that the worker in a given situation had
al6 P6 32) "mass of rule of thumb or traditional knowledge,"
which constituted his "principal asset or passession,” he had a
poor view of the capabilities and intelligence of the worker. For
example, he believed(6 PG 48) that “the science of handling pig
iron is so great and amounts to so much that it is impossible for
the man who is best suited to this type of work to understand
the principles of this science, or even to work in accordance with
these principles without the aid of a man better educated than

he is.”

Taylor, saw the organisation as a machine, capable of being
specified, designed and controlled by management to achieve a
given purpose. The workmen were viewed 3as standardised
machine parts, interchangeable with every other of like design
and to be used at the discretion of management. His approach
was later followed by Gilbreth and Gantt who both attempted to
"humanise" Scientific Management, recognising the need for rest
(Gilbreth) and human needs and dignity (Gantt), albeit the
assumption remained that the worker was principally motivated

by money.
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2.3.3

Henri Fayol used the "machine" metaphor in writing that(8 PG
57):

"The body corporate of a concern is often
compared with a machine or ptant or animal. The
exgpressions, "administrative machine,"”
"administrative gearing," suggest an organism
obeying the drive of its head and having all of its
effectively interrelated parts move in unison

towards the same end, and that is edcelient.”

His perception of the excellence of the "machine"” view is evident
in his proposals for organising and managing. He proposed(8 PG
33) that "to organise a business is to provide it with everything
useful te its functioning: raw materials, tools, capital, personnel”
and saw six sets of activities as producing the organisation,
Technical, Commercial, Financial, Security, Accounting and

Managerial.

Fayol's propased duties of managers reinforce this view, these
are(8 PP 53-54)._

To ensure that the plan is judiciously prepared

and strictly carried out.
See that the human and material organisation is

consistent with the objectives, resources and

requirements of the concern.
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Set up a single, competent, energetic guiding

authority.

Harmonise activities and co-ordinate efforts.
Formulate clear, distinct, precise decisions.
Arrange for efficient selection - each
department must be headed by a competent,
energetic man, each employee must be in that
place where he can render greatest service.

Define duties clearly.

Encourage a |liking for initiative and

responsibility.

Have fair and suitable recompense for services

rendered.

Make use of sanctions against faults and errors.

See to the maintenance of discipline.

Ensure that individual interests are subordinated

to the general interest.

Pay special attention to unity of command.

Supervise both human and material order.
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Have everything under cantrol.

Fight against excess of regulation, red tape and

paper control.

The managerial duties reflect Fayol's fourteen principles of
Management: Division of work (specialisation), Authority,
Discipline, Unity of Command, Unity of Birection, Subordination
(the interest of the organisation is more important than that of
the individual), Remuneration, Centralisation (a question of
continuously varying proportion), Scalar chain, Order, Equity,

Stability of tenure, Initiative and Esprit de corps.

Some of these "managerial duties" and Principles of Management
appear to conflict with the machine view and with each other,
e.g. "Define duties clearly” and "Encourage a liking for initiative
and responsibility”, or "specialisation" and "initiative," the first
of which would in each case appear to preclude or at least make
difficult the secaond. The admonition to managers to "fight
against excess of regulation, red tape and paper control” stands
in sharp contrast to his view that the wark should be "clearly
divided", " judiciously planned and strictly carried cut,” aspects
which carry with them an implication of machine like precision

and heavy reliance on record keeping.

The ouerall impression remains that Fayol, like Taylor, viewed the
organisation as a machine. The management were responsible for
forecasting, planning, organising, commanding, co-ordinating and
controlling whilst the "workers”, distinguished by "technical

ability characteristic of the business,"(8 PG 8) were component
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parts to be fitted into the machine at the most appropriate place

with “a place for everyone and everyone in his place."(8 PG 36)

2.3.4

Max Weber's "Bureaucracy Theory" is developed from his views
of three types of legitimate authority in organisations, Rational,
Traditional and Charismatic. The first of these was seen by
weber(9 PG 3) as representing legal authority, with "obhedience
owed ta the legally established impersonal order.” He considered
that{9 PG 8) the "purest type of exercise of legal authority is
that which employs a bureaucratic administrative staff," and
that bureaucracy was not simply desirable but indispensable to
cope with the, then, complexities of organisations. He considered
that the increasing general technical knowiedge had as a
cansequence, a need for an increase in the particular technical
knowledge of individuals, in order for them to effectively

administer an organisation.

R bureaucracy was seen by Weber as being composed of a
hierarchical organisation of "offices", each acting according to
the rules and norms of the organisation within a specified area
of competence. Individuals within this structure were appointed
on rational grounds to perform a specified function, without
gaining rights to that appointment or having ownership of the
organisation. RIl decisions, rules and acts were to be recorded in
writing, in order, together with the "continuous organisation of
official functions,” to "constitute the office." Weber saw a clear
choice in organisations between “"bureaucracy and

-
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dilettantism"(9 PG 12), and propesed that bureaucracy was an

inevitable requirement to support large organisations.

The "machine" view is evident again in this case, Weber
propoesing that every function, and every act of every office is
capable of being specified to an exact degree. People were
clearly viewed as functionaries within the bureaucracy, bringing
no human element to the conduct of the affairs of the

organisation.

2.3.3

There are a number of assumptions underiying these three
rational views of arganisation which need to be stated before
summarising their strengths and weaknesses. These assumptions
are:-

that an organisation can be treated as isolated

from environmental influence;

that an improvement in the perfarmance of a
part will necessarily improve the performance of

the whole;

that the orgénisation must be studied from the

perspective of the goals of management;

that an organisation can be understood and
designed in machine terms to perform a
particular function and once so designed it need

not be adapted.
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Each of these assumptions has been challenged through
developments in thinking about organisations and human well-
being during the current century. Practical experience of using
the model in organisations has also shown that the assumptions
are flawed. Flood & Jackson(5 PG 9) consider that the machine
view is useful in practice when the organisation operates in a
stable environment, performing a straightforward task, such as
repetitive production of a single product and when the "human
parts" are prepared to follow "machine-like" commands. They
consider that its usefuilness is limited since it reduces the
adaptability of organisations and the "mindless contribution" is
difficult to maintain with "mindful parts", leading to

dehumanisation or conflict.

The strengths of the model are:-

that it enables systematic, methadical analysis

of specific tasks;

it assists in "ordering" organisations (deriving

order from chaos);

it provides a useful guide toe creating
organisations where demands on individuals
need to be precise or exact, e.g. the Armed

Forces ar the Nuclear industry.

Its weaknesses are:-

that no account is taken of influence by or on

the environment of the organisation;
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there is little acknowledgement of the
interdependence of parts and no means of

dealing with it;

there is no recognition of the possible need for
adaptation and how to address that need,

the model is static not dynamic;

people are "dehumanised”;

no help is provided with determining the

"purpose” of an organisation;

the emphasis on “"command"” and "control®
through the use of hierarchy may give succour to

the "inevitable growth of bureaucracy”;

the focus of attention is principally

"commercial” organisations;

it is only applicable to organisations which are
"real”, that is those which have some legal or
formal existence, it cannot help with informal

arganisations;

whilst the tools may be used in a diagnastic way
to compare an actual situation with a proposed
ideal, no prescription for "curing" ineffective

arganisations is offered.
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It can be seen then that whilst the "machine”" view offers some
assistance, its weaknesses are such that it must be seen as an

inadequate approach for managers today.

2.4 The Human Relations and Systems (Organic) Maodel

("Open System"”)

Whilst benefits could and can still be ebtained from the rational
approaches, their lack of humanity is demoanstrated by the
difficulties which emerge during their application with the
people involved. The human relations model of organisation
emerged as a means of addressing these difficulties, and was

the first significant chalienge to the "machine pview".

The “"organic"(5 PG 9) or "organism" analogy stems from the
origins of modern systems thinking in the biological sciences and
attempts to deal with attainment of survival of the system
rather than achievement of particular goals. While survival may
be seen as a legitimate goal it may not sufficiently represent the
purpose of the organisation. This “organic” view first found
expression in organisations through what has become known as
the Human Relations Madel. This considers that attention must be
paid to the human aspects of organisation and gives primacy to
the roles, needs and expectations of the human participants.
Particular emphasis is given to issues of moativation,

management style, and participation as critical success factors.
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2.4.1

While the "Hawthorne" studies of Roethlisberger and Dickson
with Mayo indicated an early systems approach to management
(18 PG 74), attempting to capture and understand the
relatedness of all the parts involved, later wark in this field by
Maslow, Herzherg etc., did not use a systems maodel. The later
developments still adopt a reductionist and "clased system”
view of the arganisation, concentrating on improving the

performance of parts not wholes.

Mayo argued that, "In modern large-scale industry the three

persistent problems of management are (11 PG 61)._

The application of science and technical skill to

some material good or product.
The systematic ordering of operations.

The organisation of teamwork - that is, of

sustained co-operation.”

Following Chester Barnard, he saw that the first two of these
would operate to make an industry effective, the third to make
it efficient. He considered that the application of science and
technical skill and the systematic ordering of cperations were
attended to, the first by continuous experiment, the second
being already well developed in practice. He saw the third
element as neglected but necessary if the organisation as a

whole were to be successful.
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Mayo became invalved in the "Hawthorne" studies after they had
examined the effects on workers of changes in the physical
environment. Experiments had shown that social and
psycholagical factors were present and the studies became
focused on these human issues, whilst records were kept of
every aspect of changes made and their impact, to establish a
“systemic” view. Further experiments were conducted and
followed by formal interviews which revealed that many of the
particular organisations' difficulties related to emotional rather
than rational conditions. A further experiment showed that
informal group pressures had more influence on output and
performance than the economic pressures of the formal

organisation.

The "Hawthorne" studies are credited with having discovered the
importance of groups in organisations, the influence of the
observer on the observed, and the need to ensure that the goals
and objectives of staff are not in conflict with those of the
organisation. Notwithstanding subsequent criticisms of the
research methodology and interpretation of the findings, the
studies are generally seen as the foundations aof the human

relations approach.

2.4.2

Maslow(12), whilst seeing that the "individual is an integrated,
organised whole"(12 P6 19) proposed a hierarchy of human
needs. These needs were; physiological (food and health), safety
(security), belongingness and love (the need to belong to a

group), esteem (the need to be valued by oneself and others),

31



and, self-actualisation (the need to be all that one can be). He
considered that the needs were all contained within each other
such that "if one need is satisfied then another emerges"(12 PG
53) although the satisfied need remains present, that is to say

that each need is ever present even when not "prepotent.”

2.4.3

Frederick Herzberg, in his studies of motivation in the industrial
and commercial context, built upon the foundation laid by
Maslow. Through a series of observations and interviews with
samples of people at work, he found that two sets of factors
influenced the level of motivation; these he called "hygiene" and
"motivators."(13) “Hygiene" factors concerned the maintenance
of conditions that were conducive to satisfaction. If satisfactory
conditions did not pertain then the worker would be dissatisfied
with his job position; conversely, achievement of a satisfactory
standard would not positively motivate. Positive motivation
would be derived from "motivaters” which were seen as actively
encouraging an increased contribution. These factors are

summarised as follows(7 PG 74)._
Motivators - HAchievement, Recognition,
Responsibility, Advancement, Growth, The work
itself.
Hygiene - Salary, Company Policy, Superuvision,

Status, Security, Working conditions.
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Summarising, Herzberg concludes that in order for arganisations
to achieve improved lepels of performance they must address
both types of factor. He considered that "good hygiene will
prevent many of the negative results of low moraie"(13 PG 131},
but this on its own was not enough, writing, "our emphasis
should be on the strengthening of motivators."(13 P6 132) This he
saw as heing achieved by restructuring jobs; providing workers
with some degree of control over their achievement; meaningful
job rotation; selection of staff to match the needs of the task;
effective supervision through planning, organising and support (a

link with Taylor's work); and, appropriate participation.

Finally, Herzberg et al, recagnised that “there are large
segments of our society to which these prescriptions cannot
possibly apply"(13 PG 138), They considered that these people
could ebtain a good life from "fruitful hobbies and improved lives
cutside the job," and that "the greatest fulfilment of man is to

be found in activities related to his own needs as well as thase
of society"(13 PG 139)

2.4.4

The principal strength of the Human Relations model is the
emphasis that it places on the human element of organisations,
recognising that people are not "machine” parts but individuals

who have needs and desires.

There are a number of weaknesses in this approach that make it
inadequate for the needs of contemporary managers. Firstly,

notwithstanding the warning from Herzberg et al, that human
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needs could be, and for some people, need to be met cutside the
workplace, the assumption underlying many applications of
Human Relations Theory is that these needs must be met at work.
Secaondly, the human relations model does noat allow for the
supremacy of the organisational goals and objectives, its needs
driven By technology, or the operating envirenment, over human
goals and needs; a supremacy which, in terms of the
organisation's survival, may be necessary. Finally, and, in terms
of this debate perhaps most importantly, the model does naot
assist with the specifics of designing and structuring
organisations to cope with the complex tasks faced by
contemporary managers nor with the interface aof the

organisation with its envircnment.

2.4.5

Systems Thinking emerged as a further challenge to the
traditional and human relations models and falls within the
“organic” view. This approa