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Introduction

Introduction

This is the second of two study booklets on organizational behavior, the study
of human behavior in organizations at the individual, group, and organizational
levels. The first booklet has dealt with the first two levels. As you should recall,
the individual level summarizes important contributions from psychologists in
the areas of personality, perception and motivation whereas the group level treats
concepts such as team building, conflict and leadership. Moving level-by-level
from a “micro” view to a “macro” view, we now turn to the study of behavior at
the overall organization’s level. Simply put, this third level summarizes the kind of
challenges a top manager is confronted with when handling the complexity of
the entire organization or business unit. As a consequence, this manuscript offers
you important contemporary concepts and tools that will help you focus on the
“big picture” in management.

This booklet is divided in three parts. First, it offers you four perspectives on
organizations which bring together the hard and soft issues in management.
Second, there is an extensive treatment of change management, one of the most
demanding real-world challenges a business leader can possibly face. Finally, a
further selection of concepts is presented to help you establish and optimize your
own leadership and to nurture the development in others.






1 Organizational views

Chapter 1

1 Organizational views

There was a time when scholars thought they were close to knowing everything
you needed to know to design and run an organization effectively. Hierarchi-
cal structures were best and only the details, such as salaries or the number of
employees per manager, needed to be worked out. This attitude was shattered
in recent decades by a series of studies showing that, in fact, there is not a single
best way to organize or manage. For example, an organization designed to oper-
ate in a stable environment cannot be expected to do as well in conditions of
uncertainty and fast change. It has turned out that the optimum way to organize
in a given corporate context depends on so many factors that we will never find
a single magic formula for the ideal organization. As illustrated in Figure 1.1,
some organizational factors such as formal design and procedures are normally
well-documented and visible or explicit. Other factors, however, are hidden be-
neath the surface.

Mission
Structure
Procedures
Technology
Chain of command
Formal authority

Hard issues

Attitudes
Perceptions
Unwritten rules
Influence
Informal interactions
Fears and resistance

Soft issues

Figure 1.1: Explicit versus hidden factors in an organization

Today it is clear that building and maintaining high performing organizations
always requires a mix of analysis skills, judgment, intuition and the creativity of
human leaders. The ability to act with skill and creativity in organizations begins
with the development of multiple perspectives on organizations. Therefore, we
start this study booklet with four perspectives (Figure 1.2): strategic, structural,
cultural and political.
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Figure 1.2: Perspectives for understanding behavior
at the organization level

At the end of this chapter you should be able to analyze each perspective individ-
ually and synthesize them into overall conclusions for a specific organizational
context.

1.1 Looking at hard organizational issues

Many if not all aspects of the visible part of a firm are subordinate to two major
decision areas at the overall organizational level: strategy and structure (Chandler
1962). A firm’s strategy sets the general direction of where to compete (markets)
and how to compete (specific resources). Structural design then defines an organ-
izational architecture consistent with the strategic route chosen. In this part of
the booklet you will learn why strategy is so important and how strategies are
developed. At the end of this sub-chapter, you should also be able to recognize
and select organization structures based on the relative pros and cons of available
alternatives.

1.1.1 Strategic perspective

Strategic thinking, as used in today’s business world, had its beginning in the
United States during World War II when resources were scarce in a wartime econ-
omy. During those wartime days, the military introduced quantitative analysis
and formal strategic planning,.



