16 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 1.1: Organisations as networks

Framework
agreement

Other

district
Private councils
supplier

Disability
advice

Tender portal

Copyright. Organizational Theory - a practical approach. Henriette Bjerreskov Dinitzen og Lars Krogh Jensen. Hans Reitzel 2010.


Cameline
Rectangle

Cameline
Rectangle


EXTERNAL ENVIRONMENT AND STRUCTURE 23

Figure 2.1: Factors in the external environment that affects the organisation.
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Source: Own design with inspiration from Daft (2007)
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Figure 2.2: Examples of the different domains from two different companies
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Figure 2.3: Identification of environmental uncertainty
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Figure 2.4: Mechanistic and organic organisations
Organic

Tasks are broad and often vary from project to project
Tasks adapted to situation

Teamwork
Tasks are specialised Limited hierarchy and few rules
Tasks are clearly defined
Clear distribution of authority and

responsibility, hierarchy

Knowledge and control is
decentralised
Communication
Control, many rules ) )
. . is horizontal

Knowledge and control is centralised

Communication is vertical

Mechanistic
Source: Own design inspired by Daft (2007)

Figure 2.5: An organisation with a functional structure

CEO
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34 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 2.6: An organisation with a product divisional structure
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EXTERNAL ENVIRONMENT AND STRUCTURE

Figure 2.7: Methods for horizontal coordination and communication
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. Common IT system
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Source: Own design with inspiration from Daft (2007)
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36 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 2.8: Illustration of an organisation with autonomous groups
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Figure 2.9: Matrix structure
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Figure 2.10: Thompson’s classification of mutual dependencies

Dependence Requirements for ~ Coordination form Need for closer links
communication between departments
Pooled/total Low Standards, rules, Low
(e.g. a bank) communication procedures Mechanistic
! ! ! structures
Sequential Medium Plans, schedules, Medium
(assembly line) communication feedback coordinators

and group structures

o

Reciprocal High Mutual adjustment, High
(hospital) communication lateral meetings, teams
—~ Horizontal /
organic structures
N

Source: Daft (2007)
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Figure 2.11: Relation between external environment and structure

External
environment

Stable/dynamic Simple/complex Rich/poor

v |

Transformation
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Structural solution: Information or knowledge-
6 factors, more control based solution: flexibility Influence of
and formalisation, and coordination, domain
vertical management horizontal management

Source: Own design with inspiration from Daft (2007)
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GROUPS AND TEAMS

Figure 3.1: Type of groups
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Figure 3.2: Formal group/team
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Figure 3.3: Performance model for a team

Team performance

Context: Composition: Job design: Process:
Resources, Skills, Autonomy, Common
management, personalities, skill variety, objective,
structure, roles, task identity, specific goals,
confidence, diversity, task efficacy,
evaluation and size and significance number of
reward systems flexibility (ref. Hackman and type of
chap. Xx) conflicts,

social loafing

Source: Robbins & Judge (2009)
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GROUPS AND TEAMS

Figure 3.4: Prestige and status

Prestige —— Power Achieved status
Provides the opportunity Achieved via titles Level depends on
to influence norms and formal roles - meeting standards

- proper filling of roles
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GROUPS AND TEAMS

Figure 3.5: Belbin’s team rolls
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Source: Own design with inspiration from www.belbindanmark.dk
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Figure 3.6: Phases in the development of a permanent team
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Figure 3.7: Phases of a project team with a fixed deadline
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Figure 4.1: Conversation as communication

Person wishes to disclose
som information.

Information is
selected/defined

Message

- Form (verbal, written)

- Style (quiet, aggressive,
polite, reproachful,
objective/subjective, etc.)

The choice is a consequence

of a person’s background,
attitude and understanding

of the situation
and the other
(personal context)

73

Recipient hears
the message.

Message is interpreted.

The interpretation is
again dependent on
the person’s
background and
personality, attitude
towards the situation
and the other
(positive / negative).
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74 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 4.2: The four elements: discover, dream, design and destiny
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Figure 4.3: The traditional theory and the inverted needs pyramid

Inverted Traditional
design design

A - Y

Social

Security

Physiological

Source: Own design with inspiration from Robbins & Judge (2009)

Figure 4.4: Motivation Factors and Hygiene Factors

Employee's level Employee's level

@ of dissatisfaction @ @ of satisfaction @

Influencing factors: Influencing factors:

Company rules and systems, leadership Results, success, the work content,
and supervision, relationship to responsibility, opportunity for
management, working conditions, pay, advancement, growth

relationship with colleagues, personal
factors, status, security
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INDIVIDUALS AND MOTIVATION

Figure 4.5: Comparison of Maslow’s Hierarchy of Needs and Herzberg’s Two
Factor Theory

Motivational Factors: .
Higher needs:

Growth, achievement,
self-fulfilment and

responsibility, task, esteem,
advancement, etc.

Lower needs:

Hygiene Factors:
Relationship to others,
management style,

working conditions, security,

salary

Job content Individual's needs
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INDIVIDUALS AND MOTIVATION

Figure 4.6: Hackman & Oldham’s Job Characteristics Model

Job Characteristics Critical Job-related
. . >
consequences (job’s core) psychological state

Source: Robbins & Judge (2009)
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INDIVIDUALS AND MOTIVATION

Figure 4.7: The relationship between organisational theories
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Source: Own design with inspiration from Robbins & Judge (2009)
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Figur 5.1 Leadership versus Management

Leadership

Management

Objectives

Staff development

Develop goals:

Future visions, develop
strategies for change to
achieve the goals.

Involve staff:
Communicate vision and
strategies, encourage
teams who realise the
importance of targets.

Planning and budgeting:
Decide on activities

and deadlines, allocate
resources.

Organising and
recruitment:

Determine structures
and allocate staff,
develop rules, proce-
dures and monitor them.

To be continued on next page
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Performing tasks Motivation and
inspiration
Gives staff the power to
solve difficult tasks.
Satisfy human needs.

Results Results in positive and
sometimes dramatic
changes.

Source: Based on Kotter (1990)
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Figure 5.2: The new leadership styles

New Leader Superleader Transactional Transformational
leader leader
Is inspiring and Is able to develop Is a leader who Is a leader in
visionary, pre- leadership capa-  considers there-  handling staff
occupied with city in staff, dele- lationship to staff relationships
building common  gate responsibi- like a trade-off, by motivating
understanding of  lities and reduce  because staff gets and expects
the objective. Is theirreliance on  what they want,  active partici-
preoccupied with ~ formal leaders while delivering pation. Involves
creating an under-  and stimulate results the leader and inspires staff
standing of corpo-  motivation, par-  wants. Staff must to do their best
rate objectives and ticipation and follow specified ~ to improve the
that staff have the  creativity. tasks and meet company’s per-
skills, responsibility set targets. formance.

and opportunity to
achieve common
goals.

Source: Huczynski & Buchanan (2007)

Figure 5.3: Competences for the transformational leader

Managing staff Personal qualities Organisational
development management
To show real interest - Be sincere - Use and be part of a
Delegate responsibility - Respect integrity network
Be present - Beresolute - Encourage teamwork
Invite changes - Inspire others - Create common
Solve complex visions
problems - Supporting a

development culture
Support change with
emotions intact.

Source: Alimo-Metcalfe & Alban-Metcalfe (2003)
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94 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 5.4: Garuda model for leadership opportunities

System flexibility.
Detail oriented.
Abstract thinking.
Risk taking.

Structuring ability

Supportive.

Empathy.
Social contact.
Social flexibility. Social interaction
Self-control.
Confidence - trust.

Competitive.
Influence.
Self-confidence. Pervasiveness
Desire for freedom.
Psychological strength.
Physical energy.

Source: Based on Havaleschka (2002)
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MANAGEMENT

Figure 5.2: The Managerial Grid

1,9 9_,9
Management Am.bltloqs
consideration consideration

- of results
and staff

S,S
Balanced
consideration

of results

and staff
1,1 9,1
No respect Management
for staff Wlt'h great
or tasks consideration
for results

Consideration of production

Source: Blake & Mouton (1991)
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MANAGEMENT 101

Figure 5.6: Situational leadership

Leader managed

Employee managed

Authoritarian ¢——— Democratic =—————— Llaissez-faire
style of leadership
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ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 5.7: Hersey & Blanchard’s theory of situational leadership

Participating management style Persuasive
management style
SUCLE  \Weak, controlling Strong, controlling
Strong, supportive Strong, supportive
Supportive
behaviour
Participating management style Delegating
Weak management style

Weak, controlling Strong, controlling
Weak, supportive Weak, supportive

Weak Strong
Controlling behaviour

Employee maturity

High Medium Low

Competent and Competent, but Not competent, Not competent
willing not willing but willing and not willing

Source: Hersey & Blanchard (1988)
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Figure 5.8: Leadership roles of H. Mintzberg

Leadership roles Function
Interpersonal role - leader
- link
- topFigure
Information role - information seeker and receiver

- information filter
- information distributor
- spokesperson

To be continued on next page
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Decision-making role - initiative taker
- problem solver
- resource distributor
- negotiator

Source: Buchanan & Huczynski (2007)
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Figure 5.9: Rational decision-making.

Decision-making
situation

Searching for alternative
options

Find information
on alternatives

Assessment of
alternatives

Selection of and initiate
action of alternatives
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MANAGEMENT

Figure 5.10: Decision-making dependent upon management style with
situational leadership

Leader managed

Employee managed

Authoritarian ¢——— Democratic ————> Llaissez-faire
Leader takes Leader gets Leader gets Leader gets Leader and group
all decisions information information, collective or group alone
and provides from ideas and information, take decisions.
information employees and  suggestions ideas and Leader provides
about these leader takes the  from employees. suggestions information to
decisions. decisions. Leader takes the from employee  the group and
decisions. groups. Leader actsasa
and group take  consultant.
the decisions. Decisions are
delegated.
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112 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 5.11: Muddling-through model

Situation

Source: Based on Lindblom (1989)
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Figure 6.1: The connection between HRM and organisational results

r-r-r—------ - - - - -" - - - - - - - - - - - -°-°-°-° A

' '
HR Activities HR Results Organisational Results
Performance-based rewards Motivation Profit
HR metrics Training and development Market value
Recruitment Organisational commitment  Market share
Teamwork and loyalty Turnover
Staff appraisals Job performance Product and service quality
Training and — Turnover intention - - - =~ Customer satisfaction
development tactics Social environment Innovation and creativity
360-degree assessment and cooperation Etc.
Leadership development Etc.

HR strategy and internal
Consistent HR

Source: Kuvaas (2009)
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Figure 7.1: The three levels of culture

Artefacts
Visible symbols,
Structures and Processes

Values
Strategies, goals,
activities and routines

Fundamental values
Perceptions, thoughts, feelings,
expectations of the company

Source: Bakke og Fivelsdal (2004)
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HUMAN RESOURCES (HR)

Figure 7.2: The cultural web

National and regional
cultural conditions

Rituals
and

Power
structure

routines

Individual Industry and

factors

Organisa-
tional
structure

Control
systems

market share

Source: Own design with inspiration from Johnson, Scholes & Whittington (2008)
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138 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 7.3: Example from Danfoss’ website

= ihame » Aboum U Onm Dissary

years of history

The old farmihouse, where Danfoss
founder Mads Clausen wan born and
STATEA NS EOMPANY, NAS LA The
IDanfoss Museum sice 1991, The
Sk W ord

wears of Lechrological
ana alsa teils the sTeey of Mass

ana 1938, 3 lang

IS O W peDOUCTS
- spnng

the company Readquarters in walves, Dl Thoat valves,
i adeltion the Danfos abves, dusghragm vabees, wcticn
Teaners o Teknamma whers crioren vaves,

SIATES. S8
$62 UD 8 COMpANY In fis parents”
attic.

Mo website avallabie yet

Source: www.danfoss.dk
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Figure 7.4: Positive and negative standards in an organisation

Positive standards:

Negative standards:

Be open and honest.
Be aware of costs.

Develop and support subordinates.
Be responsible.

Give a little extra when it’s needed.
Contribute with your imagination.
Help your colleagues.

Try something new, it will develop you.

Be loyal to the organisation.

Achieve goals with opinions. One for all
and all for one.

Keep your knowledge to yourself.
Squander - otherwise the others will.

Beware of the strongest, a threat to
yourself.

Avoid responsibility - let the others
take the risk.

Always go home on time.
Contribute with your presence.
Everyone must fend for themselves.
Do not take chances that bear risks.

Bad mouth the company if it can
benefit you.

Achieve your goals even at the expense
of others.
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HUMAN RESOURCES (HR)

Figure 7.5: Corporate culture assessment and adaptation

Rituals.
and
routines

Organisa-
tional

Artefacts
Visible symbols,
Structures and Processes

Values
Strategies, goals,
activities and routines

Fundamental values
Perceptions, thoughts, feelings,
expectations of the company

Functiona-
list pers-
pective

Symbolic
perspective

CEEEE—
External
adjustment

—
)

Internal
adjustment
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146 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 7.6: Corporate Social Responsibility

Philanthropic
responsibility
(desired)

Source: Crane & Matten (2007)
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Figure 7.7: CSR issues

Economic Legal Ethical Philanthropic
responsibility  responsibility responsibility responsibility

Life Cycle Waste and Air pollution Dining facilities
Assessment recycling and drinking water
Ecolabels Working conditions Forced labour

Establishment
and operation

Corruption

Environmental
management

Work Manage-
ment System

- incl. accidents

Working hours and
rest

Fire safety
Lighting

Packaging
Hazardous

substances

Chemicals

Secure buildings

Toilet and bathing
facilities

Source: www.csrkompasset.dk

Medical and first
aid

Salary and
employment

Psychological
working conditions

GMO (Genetically
Modified Organism)

Child labour

Housing and
sleeping facilities
Wastewater

Freedom of
association

Discrimination

Temperature

Training of
employees

Ventilation

General health

Copyright. Organizational Theory - a practical approach. Henriette Bjerreskov Dinitzen og Lars Krogh Jensen. Hans Reitzel 2010.

147


Cameline
Rectangle

Cameline
Rectangle


148

Figure 7.8: The relationship between ethics and legislation

Legislation

Source: Crane & Matten (2007)
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HUMAN RESOURCES (HR) 149

Figure 7.9: The ethical decision-making process

Evaluate the

Acknowledge

Develop a Implement
moral or ethical |- "R ethical importancel "4 position on position in a

issues of the issues

the issues Morality Code
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Figure 8.1: Innovation’s elements

CreaFivity Planning and
and idea + implementation of

development new ideas

Source: Heilbroner (1953)
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Figure 8.2: Idea requirement form

Idea 1

Idea 2

Idea 3

Requirement 1

Requirement 2

Requirement 3

Etc.

Subtotal
Total +,(+),?,-
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Figure 8.3: The creative process

Idea
Issue develop-
ment

Idea Ideas that can be

assessment | taken further

Creative phase ===  Sepgration W= | ogical/analytical phase

Figure 8.4: Ten types of innovation

Main areas Innovation Examples
focus
Financing 1 Business model Dell introduced the customer having
to pay for the computer before it is
sent from the assembly plant.
2 Networksand  Just-eat.dk work closely with
alliances Coca-Cola, so that Coca-Cola market
the just-eat.dk concept for the
restaurants.
Process 3  Smart The electronic health record, EHR; is
processes an example in health care, where the

goal through a common IT platform
is to improve information flow, so
that all relevant parties have easy
access to updated information on
each patient.
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4 Core processes

Tilbuddet 5  Product perfor-

mance

6  Delivery system

7  Service

Leveringen 8 Distribution
channels
9 Brand

10 Consumer
experience

Source: Doblin (www.doblin.com)
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By purchasing large quantities and
relatively few product variations, Jysk
can buy at competitive prices.

The new mobile phones integrate
several products into one phone:
camera/video, GPS, walkman,
calendar, pedometer, etc.

When you book a flight with Ryanair
they will offer customers a range of
additional services ranging from food
on the plane to hotel and car rental at
the destination.

When purchasing a new car, you
automatically receive a customer club
membership, where customers are
invited to interesting events, break-
down cover and car swap across
Europe 24/7.

Hjemls have managed to reach
consumers' doorsteps and thereby
solved the problem of ice cream that
melts in the back of the car.

When the electricity company NESA
offers Natural Power, also called
green electricity, NESA try to offer
more than just power. Customers also
buy a clear conscience and NESA will
appear as an environmentally respon-
sible company to the customer.

By purchasing a Build-A-Bear teddy
bear, children create their own teddy
bear and through it get a greater
sense of ownership and a better
experience.
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166 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 8.5: Sources of change that lead to innovation

. The unexpected
Incongruity

Process

Industrial require-
market ments
structure Innovation

New
knowledge

Demographics

Perception

Source: Drucker (2007)
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INNOVATION 169

Figure 8.6: The innovative workplace

The company

Employees’

L culture, competitive
individual ? P

pressures for change

d i - and the ability
and personality Creativity and to make changes

innovation
environment

competencies

National standards

and attitudes
to new ideas

Source: Own design with inspiration from Buchanan & Huczynski (2007)
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Figure 8.7: Innovation enabling factors

Opportunity for Enable innovation

Challenges People face challenges, pleasure and perceive their work
as meaningful. They invest energy in the job.

Freedom People are seeking contact, give and receive information
without hindrance. They discuss problems and tasks,
make decisions and take initiative.

Idea support People listen to each other. Ideas and proposals will be
received in a positive and constructive manner by both
managers and colleagues.
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Figure 8.8: Innovation containment factors

Opportunity for Contain innovation

Challenges People are alienated and radiate indifference. The job is
without challenges and apathy prevails.

Freedom People are passive, rule-bound and eager to linger in their

Idea support

Trust and openness

Dynamic and
initiative

Playful and humour

Debate

Copyright. Organizational Theory - a practical approach. Henriette Bjerreskov Dinitzen og Lars Krogh Jensen. Hans Reitzel 2010.

well-established and limited job situation.

Proposals will be quickly dismissed with idea killer ar-
guments. The usual response is about fault finding and
obstacles.

Very bad environment of trust. People are suspicious of
each other, afraid of making mistakes and afraid of get-
ting their ideas stolen.

Slow pace without surprises. No new projects or plans
for change. Everything is as usual.

Heavy and serious atmosphere, rigid and sombre. Jokes
are not acceptable.

People follow the recognised and authoritarian patterns
without questioning them.
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ORGANISATION STRATEGY 181

Figure 9.1: The strategic process

External Environment

O&T based on e.g

- PEST, 5-forces,
competitor analysis

- Dynamic/stable-simple/
complex + Resources

Organisational Design
- Structure: mechanistic Effectiveness
Top Strategy or organic Resources

management L &l - mission, vision Coordination and Efficiency
and objectives dependencies Goal
Production achievement
technology Competitive-
HRM and motivation ness

. . Organisational culture
Internal Situation

- S&W

- Core skills

- Leadership style
History/resources

Source: Daft (2007)
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Figure 9.2: Porter’s generic strategies

185

Low costs Unique product
Broad audience Cost leader Differentiation
e.g. Ryanair e.g. Starbucks

Narrow audience  Focused cost leader e.g. Laerer-
standens Brandforsikring

Source: Daft, 2007

Focused differentiation
e.g. Asics
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Prospector
Example: Microsoft and
Apple

Defender

Example:

Egmont (publisher of
cheap magazines such
as Her & NU)
Collector’s Book Club

Analyser
Example: Sony

Reactor

Example: Xerox and
Kodak struggle hard to
get out of a very reac-
tive strategy in which
they failed to follow
developments in tech-
nology and customer
requirements

Figure 9.3: Miles & Snow’s archetypes

Relatively broad product/market.

Focus on the market.

Seeking new opportunities, and testing them
constantly.

Internal focus on flexibility and dynamism.
Differentiation is central in the marketing strategy.

Narrow product/market.

Strategies with an emphasis on stability and retention.
Only change if the pressure gets too great.

Internal focus on cost efficiency.

The price is the most important marketing factor.

Focus on the safe side.

Can be seen as a combination of Prospector and
Defender - can be divided into a basis part, which
accounts for the bulk of revenues and a smaller trial-
and-error part, which deals with development.
Focus on cost effective differentiation.

Reacts to external changes without assessing the costs
or options.

No strategic focus and no clear strategy.

Often willing to try changes.

Willingness and interest are present.

Source: Own design with inspiration from Daft (2007)
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DESIGNING ORGANISATIONS 193

Figure 10.1: Relationship between strategy, design and effectiveness

Organisational Design

o . Effectiveness
- Structure: mechanistic or organic
. . e . - Resources
Strategic analysis - Coordination and dependencies .
. - Efficiency
See chap. 9 - Production technology

- Goal achievment
- Competitiveness

- HRM and motivation
- Organisational culture

Source: Daft (2007)
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Figure 10.2: Use of coordination principles in relation to stability and complexity

Increasing stability
L 3

Standardisation of work processes

Standardisation of output

Standardisation of skills

Mutual adjustment

Direct monitoring

Increasing complexity

Source: Own design with inspiration from Mintzberg (1979)
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DESIGNING ORGANISATIONS

Figure 10.3: Relationship between external environmental trends, structural
trends and coordination mechanisms

Stable Dynamic

Professional
bureaucracy

Ad hoc Decentra-

Complex - standardisation of - mutual adjustment lising

Training trends

Machine bureaucracy The simple structure

: o . o Centralisin
Simple or divisional form - - direct monitoring &

trends

standardisation of
processes/output

N —

Mechanistic trends Organic trends
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Figure 10.4: The relationship between structure, coordination and culture

Stable/complex Dynamic/complex
- Professional bureaucracy (mechanistic) - Ad hoc structure (organic)
- Standardisation of skills - Mutual adjustment

Guided missile (focus on the task, flat  Incubator culture (focus on people,

structure) flat structure)
Stable/simple Dynamic/simple
- Machine bureaucracy (mechanistic) - The basic form (organic)
- Standardisation of output or - Direct monitoring
processes

Family culture (focus on people,
Eiffel Tower (focus on the task, hierarchy structure)
hierarchy structure)
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198 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 10.5: Organisational effectiveness

Organisation: Output:

Internal activities Products or
services

Resources:
Input

and processes

Resource-based Process-based Objective-based
efficiency efficiency efficiency

Source: Daft (2007)
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208 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 11.1: Factors that may be included in change management projects

Communi-
cation Decision
Theory

Organisational
development

Management

management

Project
management

Organisational External
culture factors
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210 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 11.2: Change Management Process

Result
Objective and goal with

change
Deliberate

Corporate culture and its Ce e nication

. Achievement of
assumptions

Project management’s objective and goal

Consider the change’s OIS SStion

significance (Leavitt) REfIECHion of the

Flexibility [PIXEEER

Choice of change strategy

Kotter’s 3 phases New change needs
model arise

Consider resistance to
change

Project composition

Project tasks
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CHANGE MANAGEMENT

Chart 3.11: Leavitt’s Diamond Model

Employees

Structure Work tasks

Technology

Source: Loosely based on Smith, Norton & Ellis (1992)
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214 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 11.4: Change Circle

Action

Person Reaction

Source: Hawk of the Yellow Wind (2006)
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CHANGE MANAGEMENT 217

Figure 11.5: Change strategy
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Figure 11.6: Risk analysis

Before

During

After

Where?

How?

For who?

When?
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Department and
the leader cannot
see the benefit of
change.

The time for retra-
ining is too short
for change.

The change is not
properly commu-
nicated.

Lack of knowled-
ge makes emplo-
yees uncertain.

The supplier does
not deliver on
time.

ERP system faci-
lities are inade-
quate.

There is no time
for rescheduling
during the normal
business day.

The organisation
must be changed
again, due to the
ERP system.

ERP system is to
be expanded.

Employees must
be trained.

General discon-
tent with the new
duties.
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222 ORGANIZATIONAL THEORY — A PRACTICAL APPROACH

Figure 11.7: Kotter’s three phases

—
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