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20 The 21st Century Organization

THE HISTORY OF MANAGEMENT

© STOCK MONTAGE

Abraham Maslow, noted psychologist whose 1deas
revolutionized management

The management practices in
the majority of organizations
today are the product of several
centuries of economic expan-
sion, free-market evolution,
and industrial engineering. All
of these practices have evolved
from concepts first proposed by
such management luminaries
as Frederic Taylor, Alfred
Sloan, Henry Ford, Luther
Gulick, Douglas McGregor,
and Abraham Maslow.
The socioeconomic con-
text of the period in which these
concepts and models were de-
veloped—the 18th and late 19th

Centuries and the industrial-expansion years of the 20th
Century—provided for a relatively orderly and predictable
environment characterized by:

¢ High market growth.

¢ Continued economic expansion.

¢ Strong nationalism.

¢ Massive migration of European cultures to the U.S.

¢ The standardization of products and manufacturing

techniques.

¢ Increasing personal income.

¢ Simplification of work to its smallest elements.

¢ Homogeneous markets.

¢ Strict chains of ‘manageriall control.

¢ The vertical integration of the enterprise.
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In the era following World War II, being competitive
meant concentrating on gaining efficiencies and economies
of scale through repetitive work, task Sim-  ees———————
plification, mass production, and high vol- M L ,
umes. In other words, bigger was better. ost operational processes are

Many organizations believed that get- transaction driven: Do more of the
ting closer to the customer required opening same, but do it fastgr and with
new field offices, adding warehouses, con- greater control.
ducting more focus groups, and having le-
gions of salespeople traveling all over the
planet. Strategic and organizational planning was defined as
last year’s results plus 20 percent and was orgamzed around
strict financial goals and head counts.

Although seasonal factors were taken into account, cy-
cle times for concepts, products, and markets were essen-
tially driven by and for the convenience of the organization,
not its customers.

TRANSACT]ON -DRIVEN ORGANIZATIONS

The post-World War Il management mentality just described
is perpetuated in many, if not most, U.S. organizations today.
As a result, most operational processes are transaction
driven: Do more of the same, butdo
it faster and with greater control.
In most organizations, each
transaction has its own responsible
person and department as well as
unique work methods and ways to
measure performance. Each trans-
action is designed around certain
assumptions, standards, and strict
accounting and management con-
trols that create an enormous num-
ber of exceptions. The exceptions
necessitate special rules for han-
dling, which thendrive theneed for . """
more standards, more procedures,  Factory workers in the 1940s
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more controis, and more personnel—all of which’ requu'e
more organizational layers.

Somehow, the voice of the customer usually gets lost.
When it is heard, it is ignored, diluted by the organization;
or misinterpreted. Service and the trading relationship thus
become secondary; the perpetuation of the organization’s
model is primary. '

TRENDY MANAGEMENT APPROACHES

Confronted with increasingly greater pressures to perform,
many organizations in the 1980s and 1990s turned to trendy -
management approaches such as total quality management
(TQM), activity value assessment, continuous quality im-
provement (CQI), and self-managed work teams (SMT).

Although many of these approaches produced direct
results in the form of incremental or function-specific im-
provements, most failed to produce any significant break-
through, competitive advantage, or direct financial returns.
Instead, organizations faced the unpleasant reality that they
were no better off.

The Disappointment of

Trendy Approaches ‘WHAT TODAY’S

According to a study prepared by the REALITY MEANS

Electric Power Research Institute,
satisfaction with trendy approaches
ranges from only 35 percent to 60
percent among executives who
attempted to implement such

Today’s reality proves that what
traditionally worked does not work
anymore; neither do trendy meth-
ods. The growth of U.S. domestic

programs. A similar study performed
by the consulting firm of Sibson &
Co. produced even more dismal
results: Satisfaction ranged from a
high of 40 percent to a low of 10
percent.

markets has slowed and in many
segments has actually declined.
Debt and deficits continue to haunt
individuals, governments, and
businesses and inhibit capital for-
mation and private investment.



Both the quantity and caliber of competition
have increased. Technology has given rise to
instantaneous information flows and transac-
tions. :
Along with these changes has come a
change in individual and societal demangs.

Whereas people were
formerly concerned with
issues involving price and

quantity, now they are
primarily concerned with
value and service.

This new reality is not transitory. It is a systemic
and permanent change in society and the busi-
ness world. ‘

PREDICTIONS ABOUT
THE NEwW REALITY

To help define the competitive arena of the
mid-1990s and the 21st Century, we offer the
following observations about twelve trends
that will characterize this period:

Trend 1: Global markets will become satu-
rated. The marketplace will be glutted with
products, services, and suppliers. A given prod-
uct can no longer be expected to dominate, as
there will be price and quality parity among
products as well as universal accessibility to
products. Any strategic advantage gained

Ly

DILBERT® by Scott Adams

. COMPANILES

MUST LEARN UH-OH . ITS
TO EMDBRALE ANOTHER
CHANGE . MANAGE -

MENT FAD.

WIW IT PASS
QUICKLY OR WILL
IT LINGER LIKE:
THE STENCH OF A
DEAD GJOODCHUCK
UNDER THE PORCH T

. I THINK

WE SHOULD
DO A "CHANGE"
NEWSLETTER.

.

S Adwns

through a product wiil be temporarv, because that product

will be copied quickly and easily.
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Trend 2: Technological advantages will be short-lived.
Information technology will be replicated quickly; thus, anv
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From 1945 to
1980, many
single-income
households in the
U.S. enjoyed a
solid, middle-class
existence. Housing
costs and
automobile
expenses
represented only
25 percent and a
maximum of 10
percent,
respectively, of
monthly income.
In the 1990s,
U.S. housing
usually requires
more than 30
percent of a
monthly income
for a dual-income
family, with
new-car prices
approaching
another 20 to 25
percent. Instead of
trading the old car
for a new one
every three years,
as they did
formerly, people
in the U.S. either
keep a car for
seven or eight
years or lease one.

significant competitive advantage obtained through technol-
ogy will be quickly neutralized. Information téchnology will
enable the work force to be spread out globally, even though

. the enterprise is consolidated or headquartered at a specific

location. - A -

Trend 3: Service will be critical. As consumers become
more knowledgeable, better educated, and more discrimi-
nating, markets will become more competitive. Consumers
will mandate the level of quality, establish prices, and define
and set the value for products or services. Quality and good
price will be essential but expected. The service and the
experience that the consumer has in the relationship with the
service provider will be the differentiating factors.

Trend 4: Growth in disposable incomes will slow. The
markets for consumer products and durable goods will be-
come tighter and more competitive as the growth rate in
disposable income and savings continues to slow. Con-
versely, consumer debt and taxes as a percentage of aggre-
gate household income will increase. Thus, the velocity of
spending will stabilize, creating a more intensive competi-
tive marketplace characterized by a decline in mass markets
and a proliferation of micro-markets and customized mass
production. ‘

Trend 5: Income gaps will widen. Consumer and gov-
ernment debt and deficits will compromise the abilities of
both individuals and governments to create wealth and in-
crease capital formation, especially in the U.S., Canada, and
a number of European nations. As a result, the rate of in-
crease in the general standard of living will be slower than
that of the period from 1945 to 1990. The gap between those
who live well and those of the middle- and lower-income
groups will widen, and higher-income consumers will be-
come more discriminating.

Trend 6: Europe will achieve economic unification.
Europe will unite economically under a single currency or
trading medium. Although nationalism mav prevent any
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meaningful political unification, at jeast in

the near term of the 21st Century, economic S ervice and the ability to

consolidation is inevitable. = assimilate charige rapidly will be
Trend 7: The Pacific Rim will hold the the most important components of

greatest potential for growth.. The greatest syccess in the 21st Century.

growth markets and potential for employ- .

ment reside in the Pacific Rim. The nations that compose this

area have industrious cultures, growing economies, and

evolving infrastructures capable of supporting the global

deployment of resources and organizational capabilities, the

creation of personal wealth, and high growth rates in per-

sonal income and consumption.

Trend 8: Technology will be the great equalizer. Service
and the ability to assimilate change rapidly will be the most
important components of success in the 21st Century. .

To be competitive, an organization will have to be tech-
nology enabled. And its people will use that technology not
just to perform transactions but also to analyze information
to support the decision-making process. Applications and
data will be accessible, scalable to needs, and uniformly
defined.

The specific types of technology and vendors will be
unimportant, as most organizations will either have access
to or actually have similar technology. However, how the
organization deploys its technological assets and resources
to achieve differentiation will make the difference in whether
it is competitive.

Trend 9: The work force will be transitory. Employment
practices in many developed and advanced nations, such as
the U.S., Japan, the UX., Germany, and ltaly, are changing
from lifetime careers to transitory arrangements with con-
tract personnel. Organizations will have a smaller percent-
age of full-time employees with core competencies and a
larger percentage of highlv specialized contract workers.

~ A skilled worker will probably have multiple employ-
ers, a portfolio of jobs, and a variable income. A worker’s
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In the heyday of
the industrial era,
a young
professional with
a college degree
could expect to
average no more
than three
company changes

during a forty-year |

career. Today’s
sociologists and
business
psychologists

predict at least six -

to eight job
changes for a new
college graduate.

T

worth and compensation in the marketplace will not be
measured by the traditional concepts of title and time spent
in a job, but rather by skills, diversity of experience, and the
financial return of the job portfolio.

Trend 10: Social enclaves will emerge in the U.S. There
will be a permanent migration of professionals and skilled
workers away from urban areas to lower-density areas and
social enclaves. This movement has already begun and is
being precipitated by a number of socioeconomic and tech-
nological influences:

¢ The continuing degradation of urban lifestyles.
¢ Crime.

4 The cost of living,.

¢ The creation of the job portfolio (see Trend 9).

¢ Information technology, which has enabled an indi-
vidual to telecommute and transact business from
virtually anywhere.

Technology and communications are making both the
work force and consumers highly mobile, independent of
traditional support structures, extremely competent, and
very productive.

Trend 11: Economic boundaries will be transparent. As
organizations strive to cultivate new and existing customers
in increasingly competitive markets, provide service to those
customers, optimize manufacturing and supplier resources,
identify emerging opportunities, and prioritize investments,

- geographical demarcations will be essentially nonexistent.

Trend 12: Breakthrough performance will only be
achieved by making use of intellectual assets. There’s no other
way to generate the kind of performance that will carry an
organization to success in the new reality.



THE ANSWER:
REINVENTING THE
ORGANIZATION

It seems clear that the new reality will in-
volve profound transformation. And herein
lies the problem. Many organizations are
simply not equipped to assimilate and re-
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To flourish’and sustain itself in
the 21st Century, today's |
organization must reinvent itself
‘to create the enterprise of
tomorrow.

spond to rapid changes in the market, technology, competi-
tion, and customer and constituent needs. Instead, they are
structured and managed according to leadership and organ-
izational models that were developed long ago and for a
different world order. To flourish and sustain itself in the 21st
Century, today’s organization must reinvent itself to create

the enterprise of tomorrow.

It makes little difference whether the organization is for
profit, not for profit, or a government agency. That enterprise
must be leaner, faster, and smarter—able to change quickly
along with the other elements of its environment.

An Interesting Observation

THE EVOLUTION “People don’t come to work here

OF REINVENTION because they want to be challenged.

THROUGH They come here to do their jobs and
make their mortgage payments. They

REENGINEERING aren’t interested in innovating or
making changes, and we aren’t in the

For those few organizations that business of entertaining hot-shot

have taken the first steps into the MBAs.”

realm of reengineering and have So said one company’s vice president

been successful, the results have of human resources during a brief but

been nothing short of remarkable. memorable exit interview with one of

Organizat—ions such as Yamaha, the authors. An anecdote? Perhaps. But

Harlev-Davidson, Tovota, Mat- the kind of thinking it represents is

sushita, Pepsico, BMW, Disnev, symptomatic of the many problems that

Merck, Baxter, and AT&T arein a organizations face today.
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Yamaha

reinvented the
market for pianos
by creating
additional value
for customers—
not by reinventing
an already great
product, but by
enhancing the
ownership
experience.
Yamaha married
the leading
technology of the
compact-disc
player with the
beloved player
piano. The
resulting product
was offered at less
than half the cost
of a piano.

The Chrysier LH

constant state of evolution. They are continually reinventing
themselves and, as a result, are held in high regard by the
competition, customers, and stakeholders.

For example, a major insurance company reduced
claim-processing time by 85 percent. Motorola reduced di-
rect and ir.direct operating costs by $1 billion over a four-year
period. A manufacturer of consumer goods cut its product-
development time by 60 percent. Another manufacturer was
able to reduce its customer-order cycle time by 60 percent
while improving its service and lowering its transaction costs
by more than 25 percent and its inventories by 14 percent.

CHRYSLER'S SUCCESS

The examples just cited are certainly compelling, particularly
from a financial perspective. However, reinventing the or-
ganization is more than process change. Perhaps one of the
best examples of early reengineering—indeed, resurrec-
tion—is the process undergone at Chrysler Corporation.

Chrysler came to understand that a number of factors
were important in the successful management of automobile
manufacturing—not only quality and price, but also product
design, ergonomics, and the way a product is presented in
the marketplace. In the late 1980s when Chrysler began to
falter for the second time in a decade, its leadership recog-
nized that reinventing itself and the way it visualized, de-
signed, produced, and presented cars to the consumer were
essential to its long-term survival.

The company began to use cross-
functional teams that involved account-
ing, sales, marketing, engineering, parts,
and manufacturing in the design of what
ultimately has become the LH car. With its
cab-forward design and its integrated
engineering concepts, the Chrysler LH
car literally swept the sales sweepstakes
in the North American automotive mar-
ket. This innovative design, which now

TR R TR RN ki,



Why Reengineer? 29

includes Concorde, Intrepid, Vision, and Cirrus, is an ex-

tremely powerful testament to organizational reinvention -

thorough reengineering.

FORD’S EXPERIENCE

Another much-heralded example of early.}éengmeEMg is-

that of Ford Motor Company.

- Ford, which had more than five hundred
administrative personnel assigned to its
accounts-payable function, learned that
Mazda accomplished the same function

with only five people.

Ford conducted an analysis and concluded that its ac-
counts-payable and receipt-of-gooeds procedures not only

were too complex, but also involved duplication of effort. Its -

long-standing management practices contributed to the
complexity and to work fragmentation. Exceptions became
- the rules, which required additional people, and vendors
were free to send Ford anything at any time. '
Obviously the accounts-payable function was ripe for
improvement efforts, and Ford subsequently reengineered
this function. Ford was successful in its reengineering effort,
but this story also points out an important issue: How did
the leadership of a publicly held corporation ever allow an
overhead function to expand to more than five hundred
people? If a single overhead function in any organization
requires that many people, reengineering can be accom-
plished readily and should easily yield dramatic results.

HARLEY -DAVIDSON'S RESURGENCE

A reinvention of wider scope was accomplished by Harley-
Davidson, which roared back from the brink of bankruptcy
not once, but twice. In the process of its transformation,
Harley-Davidson recognized that there was a direct linkage

7
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11

between its customers, the motorcycles it

H arley-Davidson completely made, its dealer network,-and its manufac-

- e : ]  turing process. Using this understanding,
redesigned its image il the globa Harley-Davidson set about remnventing not
marketplace.

only the company, but also the very experi-
ence of awning a motorcycle.
The astonishing results of the Harley-

Davidson reinvention process are documented in Peter
Reid’s book Well Made in America: Lessons from Harley-David-
son on Being the Best. When the company began reinventing
itself, the Japanese and German motorcycle manufacturers
had already displaced it from its number-one market-share
position in large motorcycles in North America; at that time
Harley-Davidson's market share had fallen to a dismal 12
percent. .
In the course of reinventing itself and focusing on the
customer, Harley-Davidson completely redesigned its distri-
bution network, its dealer relationships, its supplier net-
work, the quality of its accessory products, and—most
important—its image in the global marketplace. Today the
company owns more than 65
percent of the market for large
motorcycles in North America.
Better still, every motorcycle
that Harley-Davidson builds is
sold in advance, and the wait-
ing list for its products spans
months at a time.

Like Chrysler, Harley-
Davidson was facing incredible
competitive pressures, long
odds of success, and imminent
demuse. Like Chrysler, it expe-
rienced a profound need for
change. Both companies recog-
nized their needs and benefited
from strong leadership that
challenged the traditional doc-

SR b R R RS

E1387 by FORBES In, Courtesu of the FORBES Archries Phoro by Glen 4 Davns
Malcolm Forbes, prominent businessman and Harley-
Davidson enthusiast
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trine and power structures. Both formed cross-functional

teams that combined efforts in a synergistic fashion to ensure ..

world-class results. For each of these companies, the effort of
reinvention addressed not just fundamental business prac-
tices, but the very fiber of the organization.

CONCLUSION

Organizations like Chrysler, Ford, and Harley-

~ Davidson were pioneers. Although the process of
reengineering has evolved today into something
quite different from what they did, these early
practitioners of reengineering took the first bold
steps in an activity that subsequently inspired
other organizations to replicate and enlarge on
their efforts.

These pioneers saw that they were faced with
massive ervironmental changes, necessitating
massive internal changes in response. For them,
reengineering became the road not just to success,
but to survival. '

It has since become clear that no organization
is immune from change, the advance of civiliza-
tion, and the will of the marketplace. To survive
and grow in the 21st Century, all organizations
must reinvent themselves.

11b
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CHAPTER 4

Revolutionizing
Organizational Strategies

The preceding chapters have shown how knowledge based service

_ systems and technologies have radically reordered the power re-

lationships, competitive environments, and leverageable opportu-
nities in rmost industries—whether in services or In
manufacturing. Such major restructurings have inevitably led to
revolutionary changes in organizational forms within companies.
The adage that “organization follows strategy” has never been
more true.! One should also recall the second adage, “structure
follows techuology.”? We should add to this a third: “service-
based strategies focus on customers.” When consistently imple--
mented against these principles, services technologies have
obliterated long-held precepts about the management process—
along with many of its more ancient artifacts. They now present a
host of entirely new strategic, organizational, and control system
options for achieving competitive advantage. What are some of
the more important insights from our research?

¢ Contrary to much popular dogma, well-managed service tech-
nologies can simultaneously deliver both lowest-cost outputs and
maximum personalization and customization for customers.

* In accomplishing this, enterprises generally obtain strategic

The research for this chapter was first published in |. B. Quinn and P. C.
Paquette, “Technology in Services: Creating Organizational Revolutions,” Sloan
Management Review, Winter 1990

101
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advantage not through traditional economies of scale, but by
focusing on the smallest activity or cost units that can be efficiently
replicated—and then cloning and mixing these units across as
wide a geographical and applications range as possible.

¢ Instead of the dehumanization often experienced in other
realms, properly managed service automation usually increases
the independence and value of lower-level jobs and empowers
contact people to be much more responsive to customer needs.

¢ Such systems, when well implemented, frequently drive orga-
nizations toward entirely new conceptual configurations.
These may assume “infinitely flat,” “spider’s web,” “shamrock,” or
“inverted pyramid” characteristics in order to deliver their par-
ticular outputs most effectively and flexibly to a widely dis-
tributed customer base. Which form is most effective depends
on the company’s strategy.

® When properly conceptualized, these organizations can elimi-
nate or disintermediate costly organizational bureaucracies, dramat-
ically lower overhead costs, support rapid execution of strategies, and
substantizlly increase the learning rate of employees and their re-
sponsivencss to customers.

Creative implementation of technology in leading-edge com-
panies has ccnverted these concepts from theoreticians’ fantasies
into realistic strategic options that virtually any company can con-
sider. For this to occur, one needs to conceptualize the organiza-
tion in new terms. In many knowledge or service based strategies,
the person in contact with the customer—the “contact person” or
“point person”—becomes perhaps the most important person in
the organization. Most services are produced, in large part, at the
instant that they are delivered or consumed. Consequently, they
must be right the first time through, every time. Although signif-
icant value-added may be created anywhere in the service chain—
from the back room to the contact point—if the point person does
not perform his or her job correctly, the benefits of all the com-
pany's preceding investments in research, systems development,
product conception, marketing Eositioning, adverusing, and
image-building will be obliterated.

The best performers in this contact role need three things: the
personal cornpetence, the organizational empowerment, and the
psvchological motivation to deliver the service in its most effective
form during the brief interval they are in contact with clients.
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Achieving this conjunction at the contact point should be an over-
arching goal for almost all service strategies. Optimizing the con-
tact person’s capacity to deliver a complex product, while
minimizing systems costs, is then the critical challénge. Unfortu-
nately, implementing this concept call- for a mixture of techno-
logical, multifunctional, and organizat: .1 skills that few individual
executives span. This is why transitions to more effective service-
based strategies are often so painful. They involve both the scrap-
ping of many traditional management concepts and the creation
of much unwanted pressure for existing managerial personnel,
particularly middle managers. The key to unlocking these new
organization capabilities usually lies in imaginative integration of
the company’s knowledge-producing (intellectual), electronic (in-
formation and control), and personal interaction (communica-
tions and authority) systems. How does one. approach this
integration strategically? ' :

OBTAINING BOTH CUSTOMIZATION
AND LOWEST COST

At the outset, we need to set aside some widely accepted strategic
dogmas about “generic strategies.” These pose an inherent—and
in the case of services, false—conflict between obtaining “lowest
cost” and offering highest “differentiation” (through flexibility
and customization) within the same strategy.* Many well-run ser-
vice companies do both; they optimize flexibility at the customer
contact point and maximize the “production efficiencies” that flow
from repeatability, experience curve effects, and integrated cost
and quality control. They accomplish this by (1) seeking the small-
est possitble core unit at which activity or output can be “repli-
cated” or repeated, (2) developing micro measures to manage
processes and functions at this level, and (3) mixing these micro
units in a variety of combinations to match localized or individual
customers’ needs. This approach has been the touchstone of some
of the most successful service strategies. With properly imple-
mented systems, many outstanding service companies—including
Bankers Trust, AT&T, Toys "R” Us, Domino’s Pizza, ServiceMas-
ter, Wal-Mart, Federal Express, American Express, McKesson,
and American Airlines—have achieved both maximum flexibility
and lowest cost in their market segments.

What do these “smallest replicable units” look like? “Replica-
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ble” simply means “repeatable with a small variation” in response
to local conditions. The nature of the particular unit that will be
most useful, of course, varies by industry and by strategy.

® For Mary Kay Cosmetics or Tupperware, the elements of a
sales presentation provide such repeatable core units. For accoun-
tants, audit check procedures, inventory control processes, unique
problem solutions, or tax preparation subroutines may be critical.
For hotels, it is information about customers’ preferences, past ser-
vice selections, special personal needs, travel patterns, and so on.
For lawyers, prepackaged documents, paragraphs, phrases, court
opinions, or case briefings may be the leverageable units. In finan-
cial services, elements of individual “transactions” (buy/sell infor-
mation about names, units traded, prices, times received and
transacted, customer codes, opposite parties’ positions, and their
relationships to total market movements) are the core units. For
information retrieval businesses, it is the “category” or “key word™;
for communications, it is the “packet” or even the “bit”; and so on.

SEEKING THE SMALLEST REPLICABLE UNIT

Early in the life cycle of many service industries, the smaliest truly
replicable unit seemed to be an individual offce, store, or fran-
chise location. Later, as volume increased, it often became possi-
ble for the headquarters to develop and replicate greater
efhiciencies within locations by managing and measuring critical
performance variables at individual departmental, sales counter,
activity, or stock-keeping unit (SKU) levels.” Then the successful
reduction of key activities to their most refined elements allowed
McDonald’s, Federal Express, Wal-Mart, Citicorp, Mrs. Fields,
Pizza Hut, and even the New York Stock Exchange (NYSE) to
push the repeatability unit to even smaller “micro management”
levels. Replicating precisely measured activity cycles, delivery
times, customer query sequences, personal selling approaches,
customer data, inventory control patterns, ingredients, freshness
and cooking cycles, counter display techniques, cleanliness and
maintenance procedures, and so on, in detail became keys to ser-
vice and financial success. Lapses led to difficulties.

The concept of seeking the “minimum replicable level” of
information for more flexible and precise management now goes
even farther in many industries—like transportation, banking,
communications, structural design, or medical research—where it

(>,
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has become possible to disaggregate the critical units of service pro-
duction to the level of data blocks, packets, or “bytes” of informa-
tion. Accessing and combining such units on a large scale are
emerging as the core activities in achieving flexibility, quality and
cost control, and economies of scale on a level never before envi-
sioned. So precise are many large enterprises’ (AT&T, Fed Ex) and
many nationwide chains’ (Mrs. Fields, General Mills Restaurants
Group) measurement and feedback systems that their headquar-
ters can tell within minutes—or even seconds—when something
goes wrong in the system, at a client contact point, or in a decen-
tralized unit, and often precisely what the problem is. Broadcast,
power utility, or transmission networks, of course, must know of
problems within split seconds and have on-line electronic monitor-
ing devices for the purpose. CNN, for example, has found that a
pause of more than five seconds is a complete disaster, causing mas-
sive audience tune-outs, and all employees and systems are keyed
to preventing such catastrophes. In these cases, on-line monitors
signal the problem immediately; people throughout the system are
trained to anticipate possible sources of interruption and are em-
powered to move instantly to take whatever action is necessary to
avoid or correct an aberration. Most problems end up being fixed
before the customer ever knows there is an issue—the ultimate goal
of quality control in services.

How does disaggregation of data and control at the appropri-
ate minimum replicable level work in practice? Most of the success-
ful large service systems in our study (many named earlier) first
analyzed their processes into the smallest measurable details.
Then, through careful work design and iterative learning pro-
cesses, they both reengineered their processes to use this knowl-
edge and developed the databases and feedback systems to capture
and update needed information at the micro levels desired. Only
then did they automate repeated or difficult processes—usually in
sequence to avoid unnecessary risks and disruptions—within an
overall system design that maintained compatibility and interface
control among the subsystems. The best systems were flexibly
designed with a five-to-ten-year time frame in mind, allowing new
modules and data comparisons to be added as needed in the
future,

Wherever possible, automated processes were interlinked to
market-based feedback systems that provided up-to-date or con-
unuous quality measurements and allowed mixing and matching
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of data in new ways to create greater value-added for customers.
Unfortunately, insufficient attention to the feedback loop between
customers and the company’s own information/control systems
has led to the failure of many strategies. When systems were au-
tomated properiy—as in the cases of AT&T, McKesson, ADP
Services, Mrs. Fields’, Federal Express, and so on—the systems
and their associated organization concepts became the core of the
institution’s strategy.

® For example, in the early 1970s the New York Stock Exchange
(NYSE) recognized that its hand-entry trading procedures would
soon constrain its growth and threaten its capacity to maintain its
status as the world’s premier securities trading institution. To
automate properly, NYSE had to understand clearly the many
different values its customers expected it to produce. It under-
took extensive customer interviews with all its stakeholders to se-
cure this understanding. In addition to merely handling
“transactions,” NYSE found its systems had to (1) be seen as “fair -
and objective” by buyers and sellers, (2) maintain detailed control
over each party’s interest in a transaction, (3) generate the data all
parties need to analyze the total market as well as individual se-
curities, (4) connect individual buyers and sellers with common
interests at remote points, {5) report transactions accurately to all
interested public and private groups as required by law, (6) be
absolutely reliable despite totally unforeseeable shifts in volume,
new products, and external contingencies, and yet (7) meet all the
needs of their NYSE owners and brokers for business informa-
tion.®
NYSE ultimately was able to break each transaction down into
the microscopic pieces of information that were common to each
transaction yet when aggregated could meet all those other needs.
Individual pieces of the system, like data input devices, were ex-
tensively pretested with their users. To ensure adequate capacity,
NYSE built the system to handle fifty times the volume of trans-
actions it anticipated, which saved the system on Black Monday in
1987. Yet despite its complexity, the system was brought up to
complete operational levels over one weekend to ensure the mar-
ket never closed—meeting a most important criterion for the cus-
tomer: reliability. Its advanced automation svstem allowed NYSE
not only to survive the vicissitudes of the 1980s but to lead the
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world in permitting the new trading practices that reshaped fi-
nancial services in the 1980s.

Service management was not always based 6n minimum rep-
licable concepts. In the past large transportation companies (air-
lines or rairoads), utilities (AT&T and electric power grids), and
large department stores (Macy's and Gimbels) relied more on tra-
ditional economies from large:scale facilities and purchasing
power. In pioneering micro techniques, however, railroads were
among the leaders. They installed completely automated switching
and safety feedback systems that used micro measures to locate and
control entire trains and individual boxcars. Airlines soon found
they could not realize the benefits of their large-scale equipment
investments—especially filling all the seats in a fixed-cost flight net-
work—without learning to manage customer relationships at the.
micro level. Once identified and structured in detail, these micro
units permitted the individualized routing, pricing, seating, bag-
gage handling, special services, frequent flyer incentives, minute-
by-minute -scheduling, massive operations coordination, and
interconnected reservations, billing, and payment systems that are
now the key to competitiveness. In fact, many credit SABRE, the
leading 2utomated system, with moving American from being one
of the weakest airlines in 1978 to its 1980s preeminence, while
other previously prominent airlines—notably TWA, Pan Am,
Braniff, and Eastern—fell into oblivion during deregulation. ¢

MANAGING CUSTOMIZATION AT THE MICRO LEVEL

Ted Levitt, in & classic article, long ago recognized the mass pro-
duction analogy in some service operations.” The ultimate pur-
pose of focusing on the smallest replicable unit of operations,
however, is not just the mass production benefits that standard-
ization ailows. There are much more interesting strategic bene-
fits. Effectively combining these micro units permits one to
achieve the highest possible degree of segmentation, strategic
fine-tuning, value-added, and customer satisfaction in the mar-
ketplace. Interestingly, the larger the organization, the more re-
fined these replicability units may practically be—and the higher
their leverage for creating value-added gains. Greater volume
allows the larger company to (1) collect more detail about its
individual operating and market segments, (2) efficiently ana-
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lyze these data at more disaggregated levels, and (3) experiment
with these detailed segmentations in ways smaller concerns can-
not. For example:

& American Express (AmEXx) is the only major credit card com-
pany with a large travel service. By capturing in the most disag-
gregated possible form—essentially data bytes—the details of
transactions that its 22 million traveler, shopper, retailer, lodging,
and transportation company customers-put through its credit card
and travel systems, AmEx can mix and match the patterns and
capabilities of each group to add value for them in ways its com-
petitors cannot. It can idenufy life-style changes (like marriage or
moving) or match forthcoming travel plans with its customers’
specific buying habits to notify them of special promotions, prod-
uct offerings, or services AmEx’s retatlers may be presenting in

-their local or planned travel areas. From its larger information

base AmEx also has the potential to provide more detailed infor-
mation services to its 2 million retailer or transportation custom-
ers—like demographic and comparative analyses of their
customer bases or individual customers’ needs for wheelchair,
pickup, or ciher convenience services. These can provide unique
added value for both its consumer and commercial customers (see
“Vignette: American Express” at the end of this chapter).

The key to high-profit micro management is to break down
both operations and markets into such compatible detail that man-
agers can discern, by properly cross-matrixing their data, how a
slight change in one arena-can affect some critical aspect of per-
formance in another. The ability to micro manage, target, and
customize operations in this fashion, using the knowledge base
that size permits, is fast becoming the most important scale econ-
omy. available in services today. For example:

® In its now classic strategy, Benetton was able to develop such
detail in its information base that it could fine-tune the offerings
of each individual store to the specific demographics of the cus-
tomers in its immediate shopping area. Thus colors, styles, and
sizes could be adjusted to the specific characteristics of customers
for stores only a few blocks apart, allowing Benetton a much
denser store location strategy and offering customers greater se-
lection of those garments they most desired.
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Critical to effective system design is conceptualizing the small-
est replicable unit and its potential use in strategy as eariy as
possible in the design process. Summing disaggregated data later,
if one so desires, is much easier than moving from a more aggre-
gated system to a greater refinement of detail. Further, highly
disaggregated data often capture unexpected experience patterns
that more summary data would obscure. Much of the later power
and flexibility of American’s SABRE, McKesson’'s ECONOMOST,
and National Rental Car’s EXPRESSWAY systems derived from
making this choice correctly, while less successful competitors’
systems did not. The latter usually chose a larger replicability unit
in order to save initial installation costs. In the process they lost
crucial detailed experience and segmentation data that could have
become the core of their later strategies. An unfortunate example
was in car rentals, where Hertz, despite its larger size, allowed
Avis and National to steal the early march with their more de-
tailed and flexible Wizard and:Expressway systems.

MOTIVATING AND EMPOWERING THE POINT PERSON

One may easily see how the micro unit approach addresses issues
of efhciency and potential flexibility. But what about the necessity
to motivate and empower service people? Do such systems em-
power employees to be able and activated to perform their jobs
better? Or does the opposite happen? If they feel denigrated or
frustrated by the company's control systems, contact people will
tend to abuse, rather than assist, customers. So much of a service's
perceived value is created at the moment and point of contact that
it is crucial to the entire enterprise’s success that such people
‘handle the customer interface with both diligence and flair. This
point is especially critical in retail or consumer sales, but it affects
many other service activities as well. IBM, for example, found that
the wayv the receptionist answered the phone predetermined
much of its customers’ reactions to the company even after they
had reached the person they were seeking. Many other studies
have found that "pleasure" in buying—especially interactions with
the contact person in consumer sales—is at least as lmportam o
customers as price, efficiency, or other aspects of quality.®
Companies as diverse as Steuben Glass and Honda have also
found that the salesperson’s handling of a customer carries over
to the later perceived quality of the product. Consequently, both
place elaborate emphasis on dealership selection and personal
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training of contact people. Quality hotels set up their communi-
cation systems to call customers by name and to track their pref-
erences and perceptions of service to treat them better on the next
visit. Portman Hotel, for example, says that its most valuable asset
is its capacity to manage such information to individualize and op-
timize its service presentation to clients. Such hotels also teach their
employees to develop eye contact, to use customers’ names, and to
smile when delivering services—and to prevent the buildup of
queues like the plague. Such simple acts, easy to check and costing
little once other elements are built into the software system, are
often as important to quality perceptions as are elaborate building
or facilities investments. One need only note the long, customer-
satisfying survival of old eastern U.S. and European spas with out-
moded facilities but finely developed personal services.

STYLE, PERSONALIZATION, AND EFFICIENCY

In commercial markets, a company’s style can also be a major
influence on purchases of more technical services. EDS, the leader
in the huge independent network management business, is ad-
mittedly technically competent and a very low-cost operator. But,
The Economist notes, EDS

. badly needs a change of image. Electronic Data Systems may

be number one in the $30—40 billion market for information-
technology services, but its hard driving, starched-shirt style
makes even rival IBM cuddly. That, despite its daunting com-
petence, is costing EDS business it needs if it is to escape the
influence of its major shareholder and main customer, General
Motors.

EDS does one thing for its more than 7,000 customers, big
or small: it runs their computer networks on contract more
cheaply than they can. EDS makes its money by achieving econ-
omies of scale (in both buving equipment and running systems,
and in keeping up with technical advances) that are beyond the
scope of most individual customers. The ever-falling cost of com-
puter power means ever-widening margins on its fixed-price
contracts. . ..

Just how much the firm needed to change was brought home
when [EDS] lost—to IBM—the highly publicized battle to take
over Eastman Kodak's data processing. . . .

Under its new boss, Les Aberthal, a 47 vear old whose school-

-



g0

Revolutionizing Organizational Strategies 111

~

e

masterly manner wins friends in Detroit, EDS responded by
reorganizing its top management into customer groups, and set
about trying to look more friendly. The changes aimed to flatten
the hierarchy, to keep the company hard dnvmg and entrepre-
neurial. . . . The company’s biggest challenge in managing its
rapid growth is people. When it takes over a firm'’s data process-
ing, EDS also takes over its staff, not all of EDS'’s own choosing.
[Smaller firms especially] have to feel comfortable that EDS un-
derstands their businesses, as they will necessarily rely on [EDS]
for the development of software applications as well as bulk data
processing.’

Properly designed service systems will simultaneously deliver
both a personalized feeling and efficiency.

B Federal Express's DADS computer system for automated
pickup and delwery aliowed sophisticated real-time truck routmg,
eliminated input errors, provided a basis for monitoring service
cycles, and freed the contact person to interact with customers-on
a more personal basis, a key to the FedEx strategy. It is fascinating
to see the pride and confidence the hand-held scanner/computer
(tied to the DADS and COSMOS systems) gives to a relatively
untrained individual operating at the customer contact point for
FedEx. It allows the point person to feel and behave essentially as
an individual agent taking time to personalize the service, yet be
linked to a huge network whose goal is to deliver “absolutely,
positively on time” with a strategy of personalized customer con-
tact. (See “Vignette: Federal Express Co.,” at the end of this chap-
ter for further details.)

@ Domino's Pizza, perhaps the fastest-growing food chain in his-
tory, encourages its local store managers to regard themselves as
individual entrepreneurs. First, for each of its 4,500 highly de-
centralized outlets, industrial engineering and food research au-
tomated the making of a pizza to as near a science as possible,
eliminating much of the drudgery in such tasks, yet ensuring
higher quality and uniformity. Then, Ainding that its store man-
agers were still spending fifteen 10 twenty hours a week on pa-
perwork, Domino's introduced NCR “mini-tower” systems at its
stores to handle all of the ordering, payroll, marketing, cash flow,
inventory, and work control functions. This freed store executives
to perform more valuable supervisory. follow- -up, menu experi-
mentation, public relations, or customer service activities—ex-
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panding and elevating their management roles and focusing them
even more on founder Tom Monahan’s goals of (1) making them

2l

independent entrepreneurs and (2) supporting the ‘tompany’s.

strongly held customer service philosophies.

{

Some strategies, of course, call for more education, motiva-
tion, or empowerment; some for more standardization of activity.
Some specific service situations even require that technologies be
used primarily to obtain uniformity rather than flexibility. In such
services—e.g., bank accounting, letter sorting, film processing, sys-
tems programming, or aircraft maintenance—one may actively
discourage too much independence. Repeated exactness and ught
tolerances, not creativity, are required. Great service successes,
however, generally exhibit a unique blend of (1) a distinctly struc-
tured technology system and (2) a carefully developed manage-
ment style and motivation system to support it. The subtle
development and timing of the balance between the two can lead
to quite different strategic postures in the same industry. Ampli-
fying the FedEx example above and contrasting it with another
well-known company, UPS, will make the point quickly. The rest
of this chapter will develop in detail how new organization forms
can support specific empowerment strategies.

® Federal Express (FedEx) has historically emphasized the use
of a friendly, people-oriented, entrepreneurial management style
in conjunction with “state of the art” technology systems as the
basis of its competitive edge. Its DADS (digitally assisted dispatch)
and COSMOS II (automated tracking) systems give FedEx max-
imum capabtlity to be responsive, while its training programs,
colorful advertising, decentralized operating style, and incentive
svstems emphasize the need to “go to the limit" personally in
responding to customer needs and ensuring reliable on-time de-
livery. By contrast, UPS long utilized old-style trucks, hand sort-
ing, detailed time and motion studies, and tight controls for its
drivers. A hard-headed cost control system gave it a lower-cost—
but considerably less customer responsive—market position. Both
companies have been successful, FedEx by emphasizing “highest
reliability and customer service” and UPS by emphasizing “the
most efficient ship in the shipping business.”

Neither approach is right in the abstract, or for all parties. But
with better technological capabilities, customers’ demands for
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more flexibility and responsiveness are driving more and more
companies toward decentralization and empowerment at the con-
tact level.

NEW ORGANIZATION FORMS FOR BOTH EFFICIENCY
AND FLEXIBILITY

In their efforts to harness these two principal service drivers—
maximum technological efficiency and flexibility at the micro level
along with personal empowerment for customer contact person-
nel—some service companies have developed strikingly new, and
much more effective, organizational models for all businesses. In
this respect, service company managements have often moved
well ahead of their manufacturing counterparts. Some of the ba-
sic concepts are also appearing in service activities within manu-
facturing companies, where they often prove to be remarkably-
easy to apnly. Although some suggest that all organizations are
moving—or should move—toward some predetermined new
form,'® we found a rich new variety of organizational strategies
available. Each seems most suitable in certain circumstances, and
not others. But ail seem to embrace similar themes and to call for
somewhzt comparable technology and management support.
First, what are some of the more important new organizational
forms and where can they best be used? Later we shall develop
their common themes. ‘

“INFINITELY FLAT” ORGANIZATIONS

When technology is creatively implemented in service activities,
there appears to be virtually no-limit to the potental reporting
span—the number of people reporting to one supervisor or cen-
ter—that a service organization can make effective. While spans of
20-25 have become relatively common, spans of hundreds exist
in some service organizations. Even the term “span of control”
seemns an anachronism. Perhaps a better term would be “span of
communication” or “span of coordination.” In most of these “very
flat” organizations, few orders are given by the line organization
to those below. Instead, the central authority becomes an infor-
mation source, a communications coordinator, or a reference desk
for unusual inquiries. Lower.organizational levels more often con-
nect into 1t to obtain information for the purpose of performing
better rather than for instructions or specific guidance from
above.
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Many examples exist. It is common for twenty to forty fast
food operations to be connected to a single logistics suppo-t or
order coordinating center. Domino’s Pizza is moving towarc two
hundred connections per center. A single conductor often coor-
dinates 2 hundred or more people in a symphony orches:ra.'!
And two, or even more, symphony orchestras in different loca-
tions could easily play together simultaneously, if linked by fiber
optics. A single communications and satellite tracking system can
coordinate and direct innumerable aircraft or container ships
worldwide. And so on. In other fields:

® Shearson American Express’s 310 and Merrill Lynch’s 480
domestic brokerage offices each connect directly into their par-
ents’ central information offices for routine needs, yet can bypass
the electronic system for personal access to individual experts in
headquarters. Merrill Lynch has a PC-based workstation for each
of its “financial consultants” (brokers) linked through LANS and
SNA to its central mainframe computers. Although regional mar-
keting structures exist, business is conducted as if each of Merrill
Lynch’s 17,000 branch office contact people reported directly to
headquarters, ‘vith their only personal oversight being at the local
level. Computers extend Merrill Lynch's system capabilities to the
level of individual customers, printing 400 million pages of out-
put a year, largely customer reports captured directly from on-
line transaction data. In effect, technology permits the company
to compete in a coorcinated fashion with the full power and scale
economies of a major financial enterprise, yet local brokers can
manage their own small units and accounts as independently as if
they alone provided the total service on a local basis. From an
operations viewpoint, the organization is absolutely flat; 17,000
brokers connect directly into headquarters for all their needs.

8 Federal Lxpress, with 42,000 employees in more than three
hundred cities worldwide, has a maximum of only five organiza-
tional layers between its nonmanagement emplovees and its COO
or CEO. Typical operating spans of control are 15-20 emplovees
per manager, with only 2.1 staff emplovees per $ million in sales—
about one-fifth the industry average. As many as fifty couriers are
under the line control of a singie dispatching center. FedEx’s
DADS and COSMOS Il computer-communications capabilities
allow it to coordinate its 21,000 vans nationwide to make an av-
erage of 720.000 “on call” stops per dav within a few hours’ time.

(s



<y

Revolutionizing Organizational Strategies 113

-,

Because of its leading-edge flight operations technologies and avi-
onics controls, as many as two hundred FedEx aircraft can be in
the air simultaneously, but under the control of a single authority,
should it become necessary to override flight plans because of
weather or special emergencies.'?

DESTROYING HIERARCHIES

There is no inherent reason that organizations cannot be made
“infinitely flat"—i.e., with innumerable outposts guided by one
central “rules-based” or “computer controlled inquiry” system. As
the above examples suggest, these need not be simple repetitive
activities. Functions as various as personal sales, brokering, pilot-
ing aircraft, captaining ships, running railroads, playing music,
reporting news, and performing research also qualify.

Nevertheless, most executives immediately think of harness- -
ing routinized activities like those of fast food operations into the
“infinitely flat” form. This-should also quickly suggest its applica-
bility to many equally routine manufacturing operations, where
spans of control are often still tragically held to the seven-to-nine-
person level, dictated by concepts that date back to Frederick
Tavlor. Once production jobs have been adequately analyzed, and
real-time electronic measurement systems have been put in place,
manufacturing can be an ideal place for 20-100-person spans of
coordination. In fact, GM’s Nummi joint venture with Toyota
operates with an average span of twenty now. |

By routinizing and automating operating parameters at their
- finest replicable level, both manufacturing and services compa-
nies can also develop the detailed cost and quality controls they
need for system coordination and productivity at each of their
many highly decentralized operating nodes. Under proper cir-
cumstances, the scheduling, order-giving, and information feed-
back functions normally provided by hierarchical structures can
be completely automated. And if retained the hierarchy itself be- -
comes a costly artifact. General Mills Restaurant Group found
that as it automated more of its restaurant operations, it could
double its spans of control, eliminate whole layers of manage-
ment, and save tens of millions in administrative costs alone (see
“Vignette: General Mills Restaurants™ at the end of this chapter).
Union Pacific removed six lavers of its organization after it auto-
mated operations and delega[ed responsibility for on-time per-
formance to small front-line teams.
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Technology naturally supports several of the major trends
that lead to empowerment and flatter organizations. New tech-
nologies permit today’s burgeoning number of less-trained em-
ployees to perform to much higher quality and output standards

“than they otherwise possibly could as beginners.'> Then they en-

courage these new workers to learn further skills and with these to
take over many of the traditional functions of middle managers.'*

m High school trained typists or accounting clerks—given word
processors, spell-checks, and spreadsheet software—can quickly
achieve better output volumes and finished work quality than all
but a few executive secretaries or senior accountants used to at-
tain. Then they begin to tinker with their computers, seeking
more interesting things to do, expanding their skills and range of
services into areas their supervisors used to handle.

As the software system takes over most of the quality checks
middle managers used to perform, it becomes natural to extend
the latter’s spans of control. Since front-line people can do most of
the work actually needed (and cost less), this leads naturally to the
elimination of intermediate management and the “delayering and
flattening of organizations” so widely observed today. In the past,
the lowest ranks were the most vulnerable persons in an economic
downturn. In the 1991-92 recession it has been the middle man-
agers made redundant by the empowerment of lower levels.'”
Repeatedly, our respondents noted that re-engineering of contact
Jjobs—followed by automation and reorganization of tasks to em-
power the point person—had led to the elimination of 2 10 6
layers of administrative management.

FREEING PEOPLE FOR MORE HUMAN TASKS

Properly installed technology and management systems, however,
do more than simply destroy management bureaucracies. By
studying and automating repetitive tasks down to the minimum
replicable production unit, companies eliminate much of the rou-
tine in jobs and free up their employees for more interesting and
human tasks. For example:

@ Marshall Field & Co. has developed a computer-based em-
ployee scheduling system *“to maximize sales potential at the point-
of-sale, increase managerial effectiveness, and improve expense

6S
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and productivity controls.” Yet the same system sets higher stan-
dards for customer service quality by ensuring an ‘adequately
sized, better-trained, and more customer-focused sales force on
the floor at all times. Marshall Field automated most check ap-
provals, sales slip writeups, and stock reorder procedures. It sim-
plified its package wrapping and checkout procedures to let sales
clerks give faster checkouts and have more tume for customer
attention. By eliminating these “task-interfering duties,” it en-
abled salespeople to concentrate on customer-related i mteractlons
and to decrease customer waiting times substanually

In more routine settings, one can completely automate most
manual steps in baggage handlmg, cleaning services, fast food
preparation, or car wash operations. One can also “informate”'’
most checkout, reservation, point-of-sale, bank teller, or similar
systems that require much routine activity combined with inter-
active human inputs. Since the people who handle or oversee
these tasks no longer have to spend their time on dull mechanical

routines, they can be empowered to undertake more personal or

sales-oriented—and higher value-added—activities, which en-
hance perceived quality in the customer’s eyes. As people move
up into these more personally rewarding and responsible tasks,
companies frequently find them ready to act more as managers
than as hourly employees. Repeatedly, our respondents said that
even the least skilled people quickly began to set their own goals
responsibly and to monitor their activity levels against agreed-
upon goals In many cases, the same micro measurement systems
that permit maximum efficiency and flexibility can also be ex-
panded to monitor both productivity and service quality at the
point of contact. For example in the ephemeral realm of service
quality measurement:

m Airlines can ensure reliable delivery of a variety of customized
services for those who are physically impaired, need special meals,
are premium customers, or are first-time or nervous passengers.
They can also monitor gate delavs, on-time departures and arriv-
als, overbookings, stockouts on meals or drinks, maintenance de-
lays and failures, baggage handling tmes, and many , other
measures of service quality. Communications compames have doz-
ens of on-line measures of signal quality, connection times, inter-
rupts, wrong connections, billing errors, special service needs (and

64
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so on) that they review daily. In chain restaurants or food outlets,
like Mrs. Fields Cookies, systems can monitor sales at fifteen-
minute intervals and suggest needed product mix changes, pro-
motional moves, or operation changes to improve customer
response. In other settings, like Toys “R” Us, micro measure-
ments can improve quality of service indirectly by allowing the
operation to have the broadest, deepest inventories available for
customer selection. Because of higher volumes, they can also sup-
port product guarantees and provide installation help—at lower
fees—than any other competitor.

Well-designed information systems can both offer greater flex-
ibility in responding to customer needs and simultaneously ensure
maximum efficiency. In these circumstances, the supposedly in-
herent conflicts between “generic” low cost strategies and generic
differentiation strategies cease to exist. And anyone who does not

pursue both strategies simultaneously is likely to become a loser.

® Recognizing these verities, the Royal Bank of Canada, oper-
ating more branches than any other bank in North America, has
instituted a Customer Reference File for use by contact people in
most of its branches. With the Customer Reference File, the con-
tact person can quickly seek out details about all of the relation-
ships the bank has with a particular customer. These enable the
customer representative to offer more services to customers, yet
optuimize the Royal Bank's own positions with more accuracy than
its competition. While offering more fiexibility to contact people,
necessary controls are built into the system to ensure the security
of the Bank’s own portfolio. From the customer’s viewpoint, with
greater knowledge at their fingerups the Royal's point people
appear to be much more cognizant of the customer’s situation and
thus assume an aura of greater professionalism. To leverage the
potentials of this greater empowerment, the Royal Bank is exper-
imenting with extremely wide spans of control in its Waterloo,
Ontario, branches and in numerous self-directed customer ser-
vice teams. To date, these experiments have led to decreased
hierarchies, greater enthusiasm from the staff, and a much more
- flexible orientation toward customer service in the Waterloo
branches. The bank is currently considering how far and how best
to roll out this experience to its other branches.

for Y
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WHEN TO USE “INFINITELY FLAT” ORGANIZATIONS

When combined with well-designed information systems, ex-
tremely wide reporting spans work most easily—but not exclusive-
ly—in situations where (1) localized interactive contact is
important, (2) each ultimate contact point or operations unit can
.operate essentially independently from all others at its level, (3) the
critical relationships between decentralized units and the center
are largely quantitative or informational, and (4) the majority of
the relationships with the information center can be routine or
rules-based. Although service compames—because of their
communications—information intensity and localized delivery
needs—have generallv pioneered such organization forms, some
manufacturing enterprises are beginning to implement similar ap-
proaches. The immediate economic impact of such systems is that
they (1) justify making major investments in extremely sophisti-
cated systems at the center, (2) deliver this sophistication in highly
customized form at remote points, (3) eliminate administrative hi-
erarchies, and (4) add value at lower unit costs both at the center
and in the remote nodes. The Federal Express Vignette provides
an excellent, somewhat expanded example of managing these
seemingly conficting relationships (see “Vignettes: Revolutioniz-
ing Organizations” at the end of this chapter).

Although “infinitely flat” organizations are now most often
used for somewnat more repetitive and routine, rules-based situ-
ations, this is ikely to change rapidly in the near future. As has
been noted, many successful professional service examples al-
ready exist. Others are appearing constantly as the full power of
information and service technologies becomes more apparent.
The need for highly localized independence, within some speci-
fied. limiting rules or constraints, is probably the only critical char-
acteristic for this organizational form.

® Perhaps the most interesting example of an “infinitely flat”
organization with extremely independent action at the operating
nodes was the bomber deployment system utilized in the Gulf
War, where each bomber was targeted to an individual point, and
many even carried bombs designed and built specifically for that
target only a few days before. This was a triumph of logistics,
communications. transportation, and information (service) tech-
nologies working in tandem with just-in-time production and de-
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sign systems 7,000 miles away. Hundreds of aircraft were in the
air simultaneously, operating almost completely independently to
accomplish very specific missions and yet maneuvering flexibly in
combat as needed. Although the bombers had to comply with

certain flight rules, uming, and communication codes (to avoid

damage and to ensure their ‘effectiveness), more than a thousand
aircraft were coordinated simultaneously-around the clock from a
few communication centers.

In this situation, as in most others, the common characteristic
of infinitely flat organizations is that interactions within the orga-
‘nization are predominantly either at the local contact point or with
a communications center. Knowledge intensity is also concen-
trated at these two points, and leveraging of the center’s expertise
is critical. Direct lateral interactions are considerably less impor-
tant or nonexistent. '

“SPICER’S WEB” ORGANIZATIONS

When the highly dispersed nodes of service operations or cus-
tomer contact must interact with each other directly and fre-
quently, another, type of organization and communications—
control system gen=<rally emerges, often called a network—but
best described as a “spicer’s web” because of the lightness yet
completeness of its interconnection structure (see Figure 4-1).

The “spider’s web” organization operates essentially with-
out—or with only minimal—formal authority or “order-giving”
hierarchies. Individual units would operate entirely indepen-
dently if it were not essential to capture certain information econ-
omies of scale or scope that benefit the total organization. The
bomber example above 1s very close to this, but its strong direct
authority linkages to command centers differentiate it. Some say
university facuity members—bound mainly by common library
and plumbing systems—have achieved this result. Among larger
commercial organizations, international cooperative ventures for
research, legal actions, investment banking, auditing, consulting,

technology development, intermodal product transportation, or

management of trusts or charitable contributions come closest to
true spiders’ webs. The independent nodes of such organizations
contain essentially all the accumulated knowledge of the organi-
zation and work to a great degree without formal authority inter-

AN
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FIGURE 4-1
Spider’s Web Organizations
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actions most of the time. The center, if there 1s one, collects and
transfers information from and for the nodes, instead of gener-
ating it. There may be hierarchies within the nodes, but these
tend to be quite limited. When authority interactions are neces-
sary with the center, they tend to occur through single-level task
forces, ad hoc committees of peers, or an agreed-upon coordinat-
ing committee for a special purpose like capital allocations. Arthur
Andersen & Co. provides an excellent example. |

B Arthur Andersen and Co. (AA&Co.) is a leader in applving
technology to professional services. It has to link more than 51,000

people in some 243 offices in 54 countries. The offices try to keep

internal hierarchies to minimal levels. Its clients have a mix of
operations around the United States and in up to two hundred
other countries. The AANET, a Tl-level private all-fiber optics
svstem, links most AA&Co. offices. The system is intended to
carry data, voice, and video.

All AA&Co. partners (approximately 2,400) own part of the
total firm and make investments on a irmwide level, based upon
a plan agreed to by an investment commitiee of the partners. The
company’s cumulative experience, virtually all at the operating
nodes, 1s growing so fast that executives say, “Even those in the
know mav not have the best answer to the totality of 2 complex
question.” In order to benefit from its experience, however,
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AA&Co. tries to link its highly independent offices in a number of
ways that can exploit the firm’s extensive know-how. On the one
hand, it tries to capture the history of its contacts with major
clients in a Customer Reference File. In addition, on its Audit Ref-
erence and Resource Disk (a CD-ROM system which connects to
Compaq 386 microcomputers) it collects as much up-to-date tax,
customer, special problem solution, FASB, court ruling, and pro-
fessional standards data as it can to guide its auditors and consult-
ants in the field. The ROMs are kept updated and periodically
distributed to all partnership offices. In addition, the offices can tap
into the headquarters database directly through the AANET. Field
auditors who take the CD-ROM onto customer premises carry with
them the power of a central library on a single disk.

In addition to these routine performance updates, auditors
and consultants who find a unique solution to a problem intro-
duce this to the system through carefully indexed “subject files” in
the Chicago headquarters. Thesé let other units share their
unique solutions. However, any field professional who encounters
a new problem can also query the entire system on an “electronic
bulletin board.” Anyone in the AA&Co. system who has an an-
swer to the query can notify the inquirer. Communications then
ensue either in person or through the network. Arthur Andersen
also spends very large sums to allow its people to meet for per-
sonal exchanges on important problems.

The firm operates in a highly decentralized, real-time infor-
mation mode. Because of the company's size and complexity, in-
dividuals in AA&Co. can no longer rely on their personal
knowledge of whom to call for information. Yet with its informa-
tionn system, partners say the company’s distinctive competency

“has become “empowering people to deliver better quality
technology-based solutions to clients in a shorter time.” Because
of the personnel skills AA&Co. has built along with this system,
customers now look to AA&Co. to deliver computer-based solu-
tions to systems problems in the same league as EDS or IBM, and
the nature of AA&Co.’s core business has shifted accordingly.

“Spider’s web” formats can also be used within individual por-
tions of a larger company. For example, a research division might
verv well operate in this mode, although other divisions might
not. Researchers may interact with other scientists in labs through-
out the world as collaborators working on particular segments of
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a problem, with few formal authority linkages—and little more
than their personal integritv, their project’s goal, and the disci-
plmes of their science to manage their work. Unlike the units of
“infinitely flat” organizations, each of the nodes in a “spider’s
web” needs, for effectiveness, to be mumately in touch with the
information or resources all other nodes may contain. Within
wide ranges, each node may function quite independently in ser-
vicing a parucular client base.

However, in certain circumstances, the individual nodes may
need to operate in a highly coordinated fashion to achieve stra-
tegic advantage for a specific purpose, like coordinating an audit
for a multinational client or syndlcatmg a complex capital restruc-
turing for an acquisition or private placement. To deal with such
problems, the approach used by companies with traditional or-
ganizational structures will usually be a complex matrix organi- -
zation which allows a project leader to coerce resources, as
- needed, from otherwise decentralized divisions. But this often
creates very costly motivational, priority, turf, and transfer pric-
ing issues. Many more creative firms have found the flexibility,
fast response, and opportunism of the spider’s web concept so
attractive that they have established entirely new management
modes to let it operate.'®

THE “SKUNKWORKS SPIDER’'S WEB"”

The most common such new management mode in large organi-
zations is the cross-functional design group—or a genuine “skunk-
works"—which in many ways typifies the organization and
management structure used in larger “spider’s webs.” Here we
find a very organic structure, little formalization of behavior, and
numbers of highly specialized individuals working on an ad hoc
basis toward a common interest. Why is this form so often used
for innovation? To innovate means to break away from estab-
lished patterns, to move rapidly and creatively in new realms;
hence the most effective innovation groups often abandon the
trappings of formal organizations and their planning and control
systems. Interacting in a way that maximizes contacts among In-
dividuals and with knowledgeable individuals outside the core
also maximizes learning, potential knowledge gains, and progress
through what are called “network externalities.” If a number of
individuals (n) work in parallel, but individually alone, on a
project, their expected knowledge output would be n times the
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output of one individual. If they share information and don’t

duplicate work, and if the information of each person is of im-
portance to the others, the potential output relative to that of an

individual should approximate the function 2"~ !’ — 1, the num- -

ber of interconnection channels among the n nodes.'® This is a
powerful multiple, limited only by the capacity of individuals to
absorb information. ' y

When operating on the frontiers of knowledge, authority is
vested in those who have the most information; hence there is
little need for formal authority structures. Successful research or
innovating adhocracies tend to break the boundaries of conven-
tional specialization, since no specialist can solve the whole prob-
lem alone. Advance occurs as disciplines and functions interact. A
teamn forms for each project and usually for each subsystem within
the project. Control comes not from the watchful eye of an all-
knowing formal authority or conformity to established “mile-
stones,” but from a commonly felt urgency to solve a particular
problem and to receive the psychic and material rewards of hav-
ing “done it.” )

So closely knit is the interaction cycle in these situations that
administrative and operating tasks blend into a single effort.?°
One person becomes subordinate to another for a particular task,
and roles reverse for the next. Outsiders may have more tempo-
rary authority than insiders. Solutions flow not linearly but or-
ganically, as pieces of the solution drive other pieces, only to be
replaced in turn by still others; and the organization’s power cen-
ters flex and flow around these partial decisions. But at the end,
the customer for the service—an outside party—decides its ulti-
mate configuration in use and hence becomes the. true decision-
maker. Consequently, all the formal apparatus of goal-setting,
progress measurement, and rewards should focus on results from
the customer’s viewpoint. Later chapters present numerous de-
tailed examples of how to do this. This paradigm is equally useful
whether the spider’s web is used for a new product design or for
a complex financing, a consulting project, or a promotional cam-
paign for a charity client. '

Perhaps the most important key to managing a spider’s web—
after selection and development of people and the information
svstem itself—is to make sure the incentive structure focuses on
the customer and that the organization's internal structures are
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designed around the twin goals of sharing information and add-

ing value for customers. For example:

@ In Arthur Andersen & Company, a conscious effort is made to
deempbhasize localized profit centers and performance measures
that do not contribute to sharing information. Partners share in
total firm profits instead. People seeking promotion to partner are
evaluated, in part, on the number of “case solutions” they have sub-
mitted to the system for sharing. The frequency with which a per-
son is sought for a team or to solve a complex problem and how well
that person cooperates in team endeavors are also important com-
ponents in performance evaluations. The ultimate considerations
are that the entire firm’s resources can be concentrated on a par-
ticular customer’s need when necessary and that profitability is cal-

culated and shared worldwide—not primarily on a local office or -

specialized functional basis—by partners. The entire culture is
managed to develop and share new information and solutions.
And the technological system—by allowing interactions that often
cut research time and routine calculations on projects from days to
minutes—increases opportunities for adding intellectual value to
audits and consulting, yet lowers costs for the client.

What concepts seem to be most useful in managing these or-
ganization forms? No generalizations, of course, suit all situations.
But many observaiions suggest that organizations operating in
this mode rreate their greatest value by increasing (1) the levels of
information shared among members and (2) the motivation of
individual members to solve customer problems. To maximize
these effects, network managers often consciously leave the for-
mal organization somewhat ill-defined, but establish well-defined,
customer-oriented control and monttoring systems centering on
individual client or segment activities, such as market penetration,
call and service frequency, postservice interviews with customers,
and other customer satisfaction measures. They often use team,
overlapping, or shared responsibilities to increase the number of
people among whom information is communicated. Rotating tasks
and locations, pooling resources, and mixing membership on var-
ious ventures further enhance information sharing and personal
ties within the web. With vague hierarchical goals—yet with well-
defined output measures directed toward customer outcomes—
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individuals focus on ends and are free to adopt the orgamzatmnal
and technical means most appropriate to accomplish them.?

To encourage lateral coordination further, many such orga-
nizations no longer try to allocate profits among cooperating
groups. They either use simple fee-splitting rules—like equal di-
vision among the departments—or multiple counting systems that
give full credit to all contributing groups. This eliminates conflicts
among groups but enables managers to give selective bonus re-
wards to contributing individuals and teams at the end of the
year. To make the whole system work well, managers stay very
close to ongoing operations, spend a great deal of time on per-
sonnel evaluations, and are willing to give substantial bonus dif-
ferentials for outstanding versus mediocre performance. Any of
these can represent a shiocking change for organizations operat-
ing in traditional hierarchical or profit center modes. Yet, as will
be seen later, they are only the beginning of the changes needed
to implement true network organizations well. .

LEADING TO “SHAMROCK” COMPANIES AND INDUSTRIES

Chapter 7, “The Intelligent Enterprise,” shows how entire indus-
tries and companies are restructuring as spiders’ webs, creating
whole new sets of opportunities and strategic issues for those
associated with these indusiries. Industries as diverse as software
development, publishing, biotechnology, construction, invest-
ment banking, movie or video production, and resource explora-
tion and development now operate largely in this mode.

B For example, semiconductor chips may be designed almost
anvwhere, have their photo masks made in Silicon Valley, and be
water-etched in Japan, diced and mounted in Korea, assembled in
Malaysia, encapsulated in Singapore, and finally sold through in-
dependent distributors anywhere in the world. The same ap-
proach works for .much larger products. A company like
American Standard has designed its structures to allow architec-
tural specification of procucts to local tastes near the point of sale,
product design from these specs in Italy, product engineering in
Germany. mold-making in France, and production in Germany,
Mexico. or Korea, depending on production and shipment costs
to the pertinent marketplace. g

Rnowledge within these networks is concentrated at the nodes.
Units operate as essentially independent units, connected primar-
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ily by information and market needs. Within the network, each
producing or design unit can be much smaller and more special-
ized, more flexible, and more personally motivated than in most
large integrated companies. Each unit can be financed either lo-
cally or centrally to maximize the coordinator’s or investor’s le-
verage. While most such networks remain highly decentralized,
each consortium will vary in form and can establish any desired
degree of coordination or controlits members want for the over-
all process.

Some provocative thinkers see this kind of highly dnsaggre-
gated organization as the dominant form for the future. Charles
Handy refers to it as the “shamrock,”?? with a very small perma-
nent core of highly qualified professionals, managers, and tech-
nicians surrounded by three “leaves” of activity—the leaves of the

q b

shamrock. The small central group is primarily a coordinating .

body, perhaps with a major operating unit attached, that embod-
ies the core competencies of the company or the project. These
are the organization’s only permanent employees. All other es-
sential work 1s outsourced to people or companies who specialize
in it. This is the second leaf.

In the third leaf of the shamrock are all the part-time and
temporary workers—the fastest-growing part of the workforce—
who contribute to the production or sale of the good or service the
shamrock creates. They handle the off-hours and seasonal surge
loads no one can afford to accommodate through permanent
staffing. Some of these may be part time, some full time. For
. example, Rank Xerox Ltd. in the United Kingdom has seventy
former employees working full time as contractors to its central
office. As the cost of mamtammg a staff person in a headquarter’s
office rose, Xerox found it could profit by setting up people with
special skills as independent companies selling services to Xerox
on demand, but free to sell their skills to others as well.2* In
Handy's structure, this third leaf also includes the increasing num-
ber of professionals who work from their homes, connected to the
main organization by computer, and the consumers who volun-
tarily assist (by pumping their own gasoline, emptying their trays,
or preparing their garbage) for those who are paid to do work.
Such “free outsourcing™ has become a powerful component of
strategic design for many companies. While Handy's vision was
intended to be provocative—i.e., to cause what he calls “upside
down thinking"—it is becoming ever more prevalent.



128 REVOLUTIONIZING ORGANIZATIONAL STRATEGIES

WHERE DO “SPIDER’'S WEBS” WORK BEST?

When creatively harnessed, these smaller, highly independent,
flexible structures can generate significantly increased returns on
lower investments. Formal consortia now seem to work most ef-
ficiently when targeted toward a single clear goal, like developing
an oilfield, a book, a gold mine, a new blologlcal entity, or a
complex new electronics system. But increasingly, these organi-
zation forms are becoming strategic models for companies seek-
ing to leverage limited investments—but very high talent
levels—at their center through significant outsourcing to other
specialists. High-fashion, high-technology, and knowledge enter-
prises have led the way to date—for good reasons. All live in
worlds dominated by fast response times, high value-added, and
significant risk, making it essential and less costly to harness the
parallel capabilities of multiple suppliers rather than make all
investments and take all risks internally. As more companies re-
alize they too must live in these worlds, the trend will grow apace.

Spider’s web companies are very different from infinitely flat
enterprises. All the nodes of a spider’s web are directly connected
by communication links, and the interconnections are relatively
frequently used. Nevertheless, the nodes of spider’s webs tend to
be quite independent, operating largely on the basis of agreed-
upon goals or performance contracts related to specific projects.
Rules, limits, or constraints set up by the central group are less
important in managing performance. In fact, there may be no
formal authority lines between the center and the nodes, and the
nodes may be so independent that they can raise funding locally
and serve many customers who are direct competitors of some
units in the coordinating company.

Spider’s webs serve best where a high degree of expertise is
needed at the nodes, where relations between the nodes them-
selves or between nodes and the center are intermittent and
largely informational—or where local flexibility and creativeness
are more important than central efficiencies. These are the dom-
inating features of most knowledge-based webs. In most cases, the
nodes enjoy economies of scale, special access to resources, or
unique facilities that it would be prohibitive to recreate centrally.
Such are the characteristics of most resource- or manufacturing-
intensive consortia today. As these enterprises begin to realize
that their competitive edge depends ever more on service or
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knowledge capabilities, they are increasingly lookifig outside to ™

find best-in-world suppliers of these capabilities.

A major driving force is customers who demand increasing
flexibility and responsiveness in the supply of ever more complex
products and services. When great knowledge depth, technolog-
tcal competency, and response capability are required, the best
way to obtain the requisite combination at lowest cost is to develop
and tap a network of best-in-world sources. This is especially true
when a wide variety of specialized inputs is necessary. As these
conditions continue to grow, so too will the incidence of “spider’s
web” companies. And the only way specialized internal staff and
service groups will survive is to become either best in world
~ sources themselves-or the internal nodes coordinating this process
for the company and reaching out to other external nodes to
leverage their expertise.

THE “INVERTED” ORGANIZATION

A confluence and extension-of these forms is appearing in an-
other radical type of organization most often seen in the service
sector—the “inverted” organization. The reason this form has
emerged first in service activities is fairly straightforward. To the
service customer, the most important person in the company is
usually the one at the point of contact. What happens in the
limited moments of that contact personifies what the company is
to the customer. It verifies or invalidates all the value the rest of
the company so expensively seeks to generate through its many
research, product, facilities, quality, distribution, and advertising
investments.

For some companies the contact person is so important that,
rather than operate merely in a flat or network mode, they will
literally invert their organizations, making all line executives, sys-
tems. and support staffs in the company “work for” the front-line
person. They recognize that the contact person—normally con-
sidered the organization’s lowest tier—is the one on whom every-
one else depends to deliver the company’s full capabilities at the
moment of customer contact. Managers in such enterprises try to
conceptualize relationships and make their organizations perform
as if they were “an inverted pyramid,” with the contact people at
the broad top level and the CEO at the pointed bottom. Some
companies. like Toronto. Dominion Bank and AIG, have gone

76
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FIGURE 4-2
The Inverted Organization
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farther and created formal organization charts with customers at
the top and the contact people reporting to the customers.

B NovaCare, Inc., the largest provider of rehabilitation care in
the United States, with net sales of $152 million as of June 1991
and growing at 50 percent a year, is another excellent example. In
its industry, trained physical, occupational, and speech therapists
are in short supply, yet the elderly population needing their care
is growing rapidly. NovaCare has prospered by providing the
business infrastructure for its 3,500 therapists, arranging con-
tracts with nursing homes and chains, handling accounting and
credit activities, providing training updates, and stabilizing and
enhancing the therapists’ earnings. Chairman John Foster says,
“The key to this business is our therapists and the quality of ser-
vice they deliver. They drive the business, and the rest is set up to
support them. They are my bosses, and all our area and regional
managers’ jobs are there to support them and to solve problems
for them.” Throughout the organization one hears executives re-
fer to the therapists as “the people I report to.”**

NOT JUST A GIMMICK

Where this concept works, as it does in NovaCare, it is not just a
gimmick. All executives genuinely regard those closer to the cus-
tomer as “their bosses” and regard their jobs as those of coordi-
nators and supporters. All systems and procedures ensure that
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intermediate-level personnel genuinely respond to orders from
the contact people. In fact, the people closest to the customer rate
those “lower” in the hierarchy during performance, salary, and
bonus reviews. Until this happens, those in more traditional or-
ganizations attempting to shift to the “inverted organization” of-
ten cannot achieve the responses they seek.

The other aspects of such an inversion are also quite interest-
ing and require major role reconceptualizations and attitude
changes. Although line managers must specify major performance
parameters and must assist in the system design process, it is usu-
ally the software or planning personnel (ordinarily considered
“service or staff”’) who code and hence interpret “line” deci-
sions—in the usual order-giving sense—for the system. Their ac-
tions determine rnuch of the form and content of the information
intended to answer routine questions and to run day-to-day oper-
ations. But in the process of developing the code, programmers’
interpretations built into the software also implicitly make the sub-
tle judgments in exper: systems that mimic the more sophisticated
decisions line mai:agers would ordinarily undertake. Thus soft-
ware or other information technology “staff” specialists provide
many of the human judgments “line” managers ordinarily would.

To complete thz inversion, those who were intermediate “line”
managers (in the otd organization) instead of being order-givers
now become essentially analysts of special problems, expediters or
enablers, information sources, and performance observers—roles
normally assumed to be “staff"—supporting the contact people.
In these roles, they can support many more front-line people than
in the past, delayering or fattening-the organization in the pro-
cess. Their other substantive line roles—particularly those as ar-
biters of last resort for front-line personnel and as sensors of
situations beyond the scope of the technological systems—never-
theless persist. In fact, these become of even greater relative im-
portance as formerly rouune activities decline for those who
remain in middle-level positions. By automating and delegating as

“many tasks—and removing as many organizational levels—as pos-
sible in their inverted systems, top executives can, in time, achieve
much more efficient. more responsive, flatter organizations. In
these organizations, the few remaining “line" ‘executives have even
more important roles and greatly expanded scopes for opportu-
nity. Thev can manage much wider ranges of organizational con-
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tacts, yet simultaneously concentrate on those more complicated
issues where interpretation, intuition, creativity, and human meo-
tivation really count. N

APPLICABLE IN MANY SITUATIONS

While the concept of inversion at first seems radical, it has actually
been used in well-run professional organizations for years. Doc-
tors are treated as the key people in hospitals, pilots are the crux
of flight operations, on-site project teams lead major construction
engineering tasks, and “principal researchers” and “creative per-
sonnel” are accorded privileges as the most important people in
research or adver:ising concerns. Most hierarchical elements in
these situations are subordinated to this fact. All others in these
organizations are best conceptualized as “support,” not manage-
rial personnel—and often get in trouble when they don’t recog-
nize the fact. When sufhcient professionalism is inculcated in the
point person, inversion can work in other situations as well.

It usually takes both sophisticated technology and a genuine
inversion in traditional roles and attitudes to make the concept
work in mass service organizations. The point person often has
the desire and needs only information plus hierarchical empow-
erment to function properly in this environment. Technology and
a willingness to share information in a new way can provide the
former. The point person (for example, a bank’s customer service
representative) often cannot possibly internalize or keep up with
all the system details (investment options, differential interest
rates, future value potentials, customer information, etc.) neces-
sary to deliver the organization’s full power to the customer. The
first problem in successfully inverting such mass service orgam-
zations, therefore, is to capture—and then continuously organize,
update, and monitor—as many relevant information elements as
are necessary to make the point person thoroughly au courant in a
professional sense. NovaCzre, for example, is setting up its Nova
Net system to help it identify new therapeutic approaches any of
its specialists may develop for faster rehabilitation and then to
feed these back to its other therapists to improve the quality of
care throughout the system. NovaCare’s incentive systems, keyed
both to internal productivity and to patient progress, then reward
the professionals for adopung better solutions quickly. ’

Companies operating in this mode structure all internal and
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external databanks, “expert system” models, and interactive feed-
back and communication systems to make as much as possible of
the firm’s (and the world’s) relevant professional expertise avail-
able instantly to the front-line person. When well-developed, the
network’s technologies allow front-line personnel to call forth and
cross-matrix whatever details their customers’ specific needs may
require, using collected micro units of information either directly
as data or indirectly to build unique solutions for customers even
at the most remote locations. For example:

@ The Royal Bank of Canada can use its pace-setting posttion in
automated corporate cash management to add portfolio manage-
ment, payroll services, international exchange, and other services
for clients at minimal incremental cost. And its Customer Refer-
ence File lets it provide other rapid and specialized commercial
and private banking services, yet keep up with all its transactions
with the customer to ensure the bank’s own interests are pro-
tected.?® Within the data limits and clear decision rules and checks
defined by the system, nonroutine decisions are ieft as much as
possible to contact personnel.

In inverted organizations—which Royal Bank does not yet
claim to be—these individuals then call for their “subordinates” to
help on those specialized issues they cannot handle themselves.
And each person in the (former) management hierarchy is ex-
pected to respond to this “order” for support. How best to achieve
this response from middle managers is the subject of much of
later chapters on managing professional and intellectually domi-
nated companies.

NEW SYSTEMS ARCHITECTURES NEEDED

Unfortunately, many companies’ information systems have not
been designed with this kind of flexible response capability in
mind. The optimum system would be a fast-acting “database sys-
tem” with the contact person able (1) to move easily from one
specialized data source to another and (2) to mix and match data
in an optimum fashion for each customer. For historical reasons,
companies have usually developed their internal systems sepa-
rately around their old organizational configurations and around
computer architectures that are more suitable for calculations
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than for database callups and comparisons. Many banks, for ex-
ample, started their automation around accounting system struc-
tures keyed to personnel records and cash control’ needs,
customer account numbers, specific types of banking transactions,
or other specifications for required regulatory reports—rather
than designing them for information segmentations appropriate
to full customer service or to new product introduction and mar-
keting needs.

Over time, these systems often became internally incompatible
and very difficult to access from other points in the enterprise. So
difficult can later readjustments be that one British bank esti-
mated that it would take $2 billion to reverse the historical con-
straints built into its systems by happenstance.?® Such problems
are common, to a greater or lesser degree, for all but the fore-
sighted few (like ADP Services, SABRE, or McKesson) who de-
veloped more flexible systems early. Increasingly, however, object-
oriented software systems, more powerful and flexible parallel
processors, and the improving compatibility of network-
interfacing systems will enable many others to achieve the capa-
bility to call up, mix, and match databased details as desired. This
may well be the most powerful early application of massively par-
allel computers, rather than the artificial intelligence applications
that have been so highly touted. As the Chief Information Officer
(CIO) of one of the four largest insurance companies said, “Pow-
erful parallel computers to access our databases through object-
oriented programs are exactly what we need, but our systems are
a long way from that now.”

. Inall but the smallest systems, until new technology is installed
to enable the point person (or point team) to access all the infor-
mation needed to serve the customer completely, implementation
of a fully inverted organization is unlikely. But units within a
company can proceed to do so incrementally. American Express
offers an excellent example of the attempt to develop internal
technologies for maximum flexibility and strategic power. It has
already obtained significant economies of scale in its back-office
operations and is currently developing extensions of these tech-
nologies to utilize advanced interactive databases to serve its mul-
tiple customer groups with greater fiexibility than its competitors
can achieve (see “Vignettes: Revolutionizing Organizations” at the
end of this chapter).
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CONCLUSIONS

New service technologies and knowledge-based management sys-
tems have created totally new organizational needs and capacities.
As service enterprises grew in scale and complexity, they needed
both to manage operations in detail at the most localized level and
to obtain the full economies of scale and scope the new technol-
"ogies permitted. By focusing on the minimum replicable unit of
service production, expanding companies found they could si-
multaneously maximize both local flexibility and scale economies.

Further, as they developed their management systems around
the smallest replicable unit, they found that they could disaggre-
gate their organizations, eliminate administrative bureaucracies,
yet control operating costs and quality at the contact level better
than ever before. The key was empowering the point person—
with better information, training, and motivation systems—to take
over more responsibility. This led to the several remarkable new
organization forms described here: the infinitely flat, spider’s web,
and inverted forms, as well as others to be discussed in the next
chapter. These organization forms—and the strategies they per-
mit—have called into question many traditional management con-
cepts and have forced a complete rethinking of relationships
between the executive structure, the contact person, and the cus-
tomer.

A surprising number of industries and companies can now
operate effectively in these new organization formats. Yet it is
equally surprising how few companies realize the real potentials
these organizations offer for eliminating bureaucracies, delayer-
ing, improving response times, and lowering total costs while im-
proving service quality. This chapter has only begun the
discussion. Later chapters will develop key management and stra-
tegic themes in much further detail.
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LA MISION COMO IDENTIDAD DE LA ORGANIZACION
L a identidad de la organizacion es la declaracion de su razén de ser.

Al igual que las personas tenemos una razén de ser o un significado en la vida,
de la misma manera una entidad tiene también algo hacia dénde encamina todos
sus esfuerzos en forma coordinada, de tal manera que todas sus partes trabajen
en armonia o congruencia para realizar la razén de ser o significado de su

existencia.

Como ejemplos podemos citar la misién de la universidad cuya - identidad se
resume en el célebre triptico de Ortega y Gasset: Docencia, investigacion y
difusion de la cultura. ' Estas ideas clave son capaces de guiar los esfuerzos de
una comunidad universitaria cuyos miembros determinan sus tareas individuales
de acuerdo con estos tres grandes propésitos. Otro ejemplo es la comunidad de
Ejidatarios del poblado Boquilla de las perlas en las inmediaciones de Torreén,
Coahuila donde se han asociado 85 ejidatarios que, juntando sus terrenos en una
explotacion extensiva han perforado pozos profundos en busca de agua, creado
establos lecheros y comercializan directamente sus productos bajo el lema de
“Cultivo y Ayuda Mutua”. ’

Existen en México grupos semejantes que explotan los recursos naturales. Todos
tienen una identidad explicita o implicita, ya se trate de pescadores en las costas
del Pacifico o del Golfo, © de asociaciones comunales que se dedican a la
explotacién de bosques, cultivos o servicios publicos.

En el campo y en las ciudades de México existe una vieja tradicién comunal. Las
gentes se sienten ligaaas unas a otras en la produccién y constantemente forman
organizaciones de miutuo acuerdo y conveniencia. Seria interesante comprobar la
conjetura en el senhdo de que el mayor obstaculo para estos grupos es la
comercializacion

Entre las empresas grandes, la Organizacion Bimbo, en su Divisidn Marinela tiene
como Mision la siguiente: Elaborar productos de pasteleria que se mantengan
dentro del gusto y preferencia de nuestro publico potencial, luchando diariamente
por la calidad y frescura que buscan los consumidores, ya que éstos son ios
verdaderos jefes da la empresa. Y por io que se refiere a nuestro personal,
siempre hemos insistido que juntos todos, con los inversionistas y jefes,
constituimos la empresa. Hemos querido que sea un.nudo fecundo de voluntades,
que tenga alma y espiritu fraternal, de concordia y propoésitos comunes; para que
esta unidn dé por resultado la satisfaccion plena de nuestros clientes”

' Ontega y Gasset, José. ilision de la Universidad Volumen 29 del Arquero Edit. Revista de
Occidente, Madrid 1976 P 46
: Investigacién: las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Ferndnde:z
UAM - XOCHIMILCO
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CONTENIDO DE LA MISION

En los ejempios de la pagina anterior describimos la primera parte del contenido de la misién que
es la identidad de una organizacién. La mision es un instrumento de la administracion que sirve
para comunicar a todos sus miembros a qué se dedica la organizacion y cual es el “espiritu” que la
anima. El contenido de esta comunicacién sirve para unir los esfuerzos de todos los miembros de
la .organizacion. Asi como el cemento es lo que une a todos los materiales de un edificio, de la
misma manera el espiritu de ta misién une las voluntades y es la guia que indica hacia dénde
dirigir los esfuerzos en la accion diaria del trabajo.

La identidad de la organizacion es la primera parte de una mision las otras son las siguientes:

Objetivos Una entidad podria enunciar como sus objetivos generales los siguientes:
generales
« Desarmollar conocimientos basicos en genética con e! fin de dominar 1a
reproduccién de papas mediante su siembra en forma de
microorganismos
o Perfeccionar su cultivo hasta lograr un rendimiento de 12 toneladas por
hectarea
o Comercializar la papa distribuyéndola en los canales de distribucion
existentes en la region del Tratado de Libre Comercio
Politicas » Respetar fos limites de propiedad de las tierras fijados por la
generales Constitucién General de la Republica Mexicana
« Aumentar el volumen de produccién mediante alianzas estratégicas con
pequeiios propietarios
¢ Integrar con ellos una empresa retenedora (Holding)
s Los pasivos de la corporacion no excederan nunca el 10% de su capital
de trabajo
+ Se dedicara a la investigacion hasta el 20% del capital de trabajo
+ Nuestros sistema de gestion sera el de administracion por objetivos y
nuestras unidades organizaconales tendran la forma de redes multinivel -
 Procuraremos atraer a nuestra organizacién a los mejores
investigadores del area de Libre Comercio
s En cuanto a nuestro personal, nuestra meta sera proporcionarie un
ambiente donde pueda desplegar sus habilidades profesionales y
cultivar su espintu buscando su bienestar y bienser
Compromiso )
Social + Nuestro compromiso social abarca, ademas de la creacion de
empleos, el cuidado de la ecologia y la produccion sana, de los
alimentos.

Investigacidén: las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Fernindez .

UAM - XOCHIMILCO



12

RESUMEN DE LA DESCRIPCION DE LA MISION

Hasta aqui hemos visto como la administraciéon ha agrupado  a una parte del

conjunto de pensamientos que antecede
son:

Elementos
1 Identidad o razon de ser de Ta 1
organizacion
{
2 Objetivos generales 2

a la accién. Estas partes, en resumen

Significado légico

Comunica aquello a lo que se dedica la
organizacion: En las entidades publicas
0 en las universidades informa sobre
‘nuestro quehacer.” En las entidades
lucrativas responde ‘a la pregunta ;En
cual negocio estamos? Por lo mismo:

¢ Revela la “caracteristica Gnica” que
distingue a la entidad de oftras
entidades

Comunica la esencia de la entidad.
Por ejemplo, la misidn esencial de
Televisa no es  difundir la cultura,
sino a “Divertir”

Asi como la identidad comunica la
finalidad que justifica la existencia de la
entidad, los objetivos generales
informan sobre ios grandes propdsitos
de esos fines. Por ejemplo, en la Uam
Xochimiico los objetivos de las docencia
son: :

o Articular los conocimientos de una
carrera alrededor de un tema eje.
Por ejemplo, en la administracion los

- profesores y estudiantes pueden
iluminar el campo de la misma desde
dos perspectivas distintas: desde la
estructura 0  desde el
comportamiento. Privilegiar una de
las dos, equivale a elegir un tema eje
sobre el cual giraran todos los
modulos de la carrera

Investigacién: las organizaciones como
entidades disefiadas y conducidas por el hombre

Profesores:

Salvador Andrade

Margarita Fernindez

UAM - XOCHIMILCO
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4

Politicas generales

Compromiso Social

Investigacidn:
entidades disefiadas y conducidas por el hombre
Salvador Andrade Margarita Fernandez

Profesores:

UAM
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e Desplegar los contenidos de cada
disciplina, p.e mercadotecnia o
produccion, a partir de un problema
de la organizacion real. A esto le
llamamos objetc de transformacion.
Para identificar al objeto de
transformar los  profesores vy
estudiantes _ recorremos la
metodologia de la investigacion.

3 La razon de ser tiene un significado de

finalidad, los objetivos comunican los
grandes propdsitos de los fines o
Tesultados. Las politicas generales que
ahora nos ocupan informan a los
miembros de la entidad sobre las
“‘modalidades segun las cuales, la
entidad desea que se alcancen los
objetivos. Por ejemplo en la Uam
Xochimilco algunas politicas de
docencia en la carrera de
_administracion son:

e La carrera, después del Tronco
Comun, se iniciard con el moédulo
llamado Administracién su Identidad
y Evolucion. Este médulo comunicara
a los alumnos una vision general de
la administracién al describirlas su
naturaleza y su evolucion en el
tiempo

e Los moduios deben estar
interconectados entre si por el ‘tema
Eje" que en la carrera de
administracion se resume en las
palabras “Estructura y Conduccion”

e La ensenanza de cada modulo se
articulara alrededor de un “objeto de
transformacion”

4 Nuestro compromiso social consiste en

resolver problemas de la comunidad,
transformando sus estructuras....

las organizaciones como

- XOCHIMILCO
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/ .
1. IDENTIDAD 2. OBJETIVOS

MISION

3. POLITICAS GENERALES 4. COMPROMISO SOCIAL

El documento de la mision expresa de alguna manera al “todo” de Ia
organizacién. Se formula a través de un proceso logico cuya parte cuiminante del
mismo son las conclusiones, contenido de la mision. Este proceso va
precedido por el “Andlisis Situacional” que veremos mas adelante.

Investigacién: las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Fernandez
UAM - XOCHIMILCO



VISION DEL FUTURO

La misién construye un sistema estatico, como si todo

fuera una realidad una vez escritos los objetivos y.las
politicas generales. Pero la realidad no es asi. Al
contrario, una vez determinados los objetivos necesitan
cumplirse y ese esfuerzo constante para el logro hace
que la entidad esté transformandose constantemente.
Esos cambios pueden darse espontaneamente, sin una
direccionalidad o por el contrario ocurrir de acuerdo
con acciones predeterminadas. Para dirigir dichos
cambios la administracion ha creado el concepto de
visioén de! futuro

La visién del futuro cambia el sistema de estatico en
dinamico porque la organizacion desde el momento
que comienza a esforzarse por alcanzar los logros se
pone en movimiento y el sistema se dinamiza.
Haciendo una analogia con los sistemas vivos como
los biolégicos, en ellos las partes trabajan en armonia
sin interferirs2 unas con otras. Cuando eso no sucede
el organismo enferma y necesita una cura. En las
organizaciones sociales las partes, al intentar alcanzar
los obietivos, entran en conflicto entre si, luchan
intensamente por sus intereses y la entidad,
comparada con el organismo biolégico, vive siempre
en un estado de constante enfermedad. Es tarea del
administrador hacer que ias partes trabajan en armonia
0 congruencia. Ese es uno de sus principales
desafios. Que ventas no entre en conflicto con
produccién, que las politicas estén de acuerdo con las
acciones en i0s departamentos y no obstaculicen la
tarea De nuevo, uno de los instrumentos para
armonizar a las partes de la organizacion social es la
vision del futuro. Pero ;qué es exactamente una
visién? Trataremos de responder a !a pregunta
analizando lo siguiente:

1. (Como logra el administrador tener una vision del
futuro?

2. icual es el contenido de una visidn?

3. ( Como se transmite a toda la organizacion?

Investigacidn: Las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Fernénde:z
UAM - XOCHIMILCO
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‘L# ~ Cdmo logra el administrador tener una vision del futuro

Imagine que usted ha fundado o esta dirigiendo a una entidad. Ya tiene def nida la
mision. Esta es un concepto que se encuentra escrito, pero |a realidad es diferente a una
serie de conceptos. Usted trabaja con ellos para actuar sobre ia realidad. Asi tenemos
dos campos que se tratan de representar en la siguiente ilustracion

MISION < REALIDAD

1 Un conjunto de conceptos que 1 Una serie de objetos que pueden ser
pueden ser aplicados a la magquinaria, equipos, ©  diversas
realidad. En otras palabras, el instalaciones. En otras palabras una
principio de un Plan Estratégico. capacidad instalada. Esta capacidad
Estos conceptos abarcan: abarca:

2 |dentidad de la organizacién que 2 Una configuracion fisica de instrumentos
responde a la pregurta ;,Cual es capaz de transformar algo o de producir
nuestro quehacer? o (En qué un servicio. Las acciones de esta
negocio estamos? capacidad seran gQuiadas por las

afirmaciones acerca a de la identidad de
la organizacion

3 Objetivos . 3 Algo que se tiene qué lograr en forma
fisica. como por ejemplo, producir
determinada cantidad de unidades, pi
litros, kilos © cualquier otro indicador

4 Politicas generales 4 Una serie de decisiones y acciones que

' : deben ensamblar con los “principios
Guia" establecidos en forma abstracta
por las politicas pero que deben ser una
realidad en el mundo de la organizacién,
ne solo una letra muerta

| 5 Un comportamiento real normado por los
5 Compromiso Social principios establecidos

Una vez analizada !a ilustracién anterior, jEncuentra usted diferencias entre los
conceptos de la planeacidn y las cosas de la realidad? Una respuesta superficial podria
afirmar que la diferencia reside 2n que los conceptos son abstractos y que las cosas son
fisicas. Esa respuesta, aunque nos aproxima, no nos es util. Si profundizamos
encontraremos que entre los conceptos abstractos y las cosas fisicas existe un campo lleno de
obstaculos, por ejemplo. cdmo tener 1a capacidad instalada en la cantidad o volumen adecuado
con la identidad de la organizaciéon. Coémo superar las inercias para alcanzar los objetivos. etc.,
De este conjunto de problemas surge la vision del futuro deseado que podria responder a la
pregunta ;Cémo queremos que sea nuestra organizacion en el siglo XXI? En consecuencia, la
vision del futuro nace de un conocimiento profundo de la organizacion, de los problemas para
operacionalizara y de nuestros deseos o finalidades.

Irvestigacién: Las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Fernandez
URM - XOCHIMILCO
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Cudl es el contenido de la visién

Por su objeto Es una conclusién del conocimiento que el administrador
ha logrado alcanzar acerca de su entidad. Responde a
Jos problemas planteadds por la realidad. Por ejemplo, si
usted, en la columna de la derecha escribe los
principales problemas de la realidad, en la columna de la
izquierda puede escribir su vision del futuro: Una serie
de propdsitos, ideales o deseos capaz de enfrentar los
obstaculos. Es un conjunto de principios inspiradores de
la accidon. Es un simbolo o0 una configuracion que el
administrador, en los momentos de incertidumbre, nunca
debe perder para no variar el rumbo de su entidad. En
palabras de Warien Bennis' es algo parecido a un
“sueno” un ideal, un proposito motivador que puede
inspirar a todos los miembros de la entidad

Por su naturaleza Es un “posicionamiento” de la entidad y de sus servicios,
programas o unidades de negocios. Por ser este un tema
complejo lo trataremos enseguida en un apartado
especial. :

Como proceso e Va precedido por el “andlisis situacional” de la
identidad para encontrar en la realidad los
fundamentos de la vision. En la practica una vision del
futuro se compone de wvarias definiciones,
correspondiendo cada una de las visiones a un
conjunto de problemas de la realidad

e Esun principio © conjunto de principios guia para la
planeacion estrategica

' Bennis, Warren, Leaders On Leadership, edit Prentice - Hall, 1993
Investigacidén: Las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Ferndndez
UAM - XOCHIMILCO
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La vision como posicionamiento
(primera parte)

Hasta aqui hemos visto que las organizaciones son entidades disefiadas por la
mente, por lo mismo, se representan por medio de modelos los cuales son un
pretexto para representar la realidad y tomar decisiones sobre ella. Las partes del
modelo pueden estar en determinada “posicion”. Esa “posicion” puede estar en
armonia o0 desarmonia con las demas partes

v \\

El “posicionamiento” dentro de la visidén es llevar a la organizacidon de una
“posicién” a otra. De una no congruente o en desarmonia a una congruente y en
armonia, de tal manera que las fuerzas que actuan en cada parte de la
organizacion lleguen a crear colaboracion o sinergia '
Investigacidén: Las organizaciones como
entidades disefiadas y conducidas por el hombre

Profesores: Salvador Andrade Margarita Ferndndez
UAM - XOCHIMILCO
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La visién como posicionamiento
(segunda parte)

Todos los autores y los administradores en la practica profesional estan de
acuerdo en gue todas las dreas de una organizacién deben ser posicionadas de
acuerdo con una futuro deseado. La ilustracién que desplegamos enseguida
ofrece una lista de las dreas que mas usualmente deben quedar colocadas en
armonia para que la entidad alcance el éxito deseado

Alcance organizacional

Posicionamiento : Nuevo

Armonia o congruencia (Acciones para Alcance organizacional
’ awanzarung
— Productos nueva armonia) a
—+ Mercadotecnia ‘ : | Productos
—— Recursos humanos T Mercadotecnia
—* Tecnologia
— Clientes % Recursos Humanos-
—— Estructura ) . ,
—— Proveedores | Tecnologia
— etc T Clientes
ry
| Estructura
‘l‘ Proveedores
Caos
* etc,

—* Productos
—" Mercadotecnia
™ Recursos humanos
—* Tecnologia
' A ID

\. clientes
+«— estructura

proveedores

e
;\ etc

El objetivo del posicionamiento es
colocar a las partes de la organizacién en armonia

Investigacién: Las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador  Andrade Margarita Fernindez
UAM - XOCHIMILCO
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Cémo se comunica Ia visién a todos los miembros de la organizacién
(Primera parte)

La mejor expresion de una “posicién” se logra representandola graficamente. Por
ejemplo podemos expresar un “campo estratégico” como el que se despliega en
fa siguiente ilustracion :

o - e > m o WL e O -
® £ £ 8 8 § § B 2L Eg A E
< [ oy e - [y 5 oo ] 8 -
— — L “ = - [nd E |-V =y ) = oy = E_Q
B A & m @ v og A wm n o
©n ~ 8. - w o 17 g. A e,n o —
® wom L] = " [-%; ]
T % e = 5 ha < 4R o3
[ 1] ?r 1] w n ~ - w1 1]
. [== (1] [al [ 1] g "]
— R o 3 = ~ 2 - .
I & o I o E 50
“ & 2 @ 3 § B £ E
o s o
- Ll
| I I W | | 1 | i [ | I { 1
Detallista fe——— . ; .
X 7 Distribucibn autoservicios
'6 Mayorista — [e———————Metas de mercadotecniw .
R
Mercadotecnia =
A
G P P ———
R Manufagtura = Técicas Ténicas—" Técnicas
£ es | comunes camines .
G i Integracidn
A Materias Primas -~ ig:grgi:_gg auimica
D {“arboles)
5 J L / L
Investigacibn
desarrol .
y desarrollo ! Necesidades del
—consymidor oeta

“La direccionalidad y la Estrategia Corporativa”. Integracion hacia los basicos.
Reimpreso con permiso de la Planta de Jabones, México, D.F.,

Investigacién: Las organizaciones como
entidades disefladas y conducidas por el hombre
Profescres: Salvador Andrade Margarita Ferninde:z
UAM - XOCHIMILCO
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- Como se comunica la visién
{Segunda parte)

Modelo que represente la congruencia actual y la deseada: Este modelo es
una representacién grafica en la cual se incluyen todas las dimensiones
estratégicas fundamentales. Una dimension estratégica es un conjunto de
variables que son importantes para el éxito de la entidad.

Para llegar al modelo final los administradores realizan un analisis de
posicion. Este ejercicio produce una serie de graficas que completan la
visidn y la van iluminando a medida que son trazadas. El analisis atraviesa
a todas las areas importantes de la entidad y responde a la pregunta
. Donde estamos ahora? La visidon responde a la pregunta ;Dénde
queremos (soflamos) estar en el futuro?

E! concepto subyacente a esta técnica es que la posicion de una entidad
puede ser expresada como un conjunto de posiciones. Por ejemplo:

Posicion de la entidad = Pmercado; Pfinanciera; PTecnologica Pventas:
Pdistribucion; Pingenieria, etc.,

Una posicién puede reflejar también el estado de un recurso, por ejemplo:
una determinada habilidad o el proceso para llegar a alcanzarla. El

posicionamiento es un concepto recurrente y cualquier posicion Pxyz puede
ser en si misma un conjunto de posiciones.

Transmision de lo que eI administrador qunere decir con la vision. . Warren
Bennis, dice al respecto’?

o Si eres capaz de sonarlo, eres capaz de realizarlo
» Creer en los suefos y captar lo imaginano; vincularios con los hechos y el saber
» Saber por que, antes de saber cémo

Confianza por la toma de posicion
« La confianza estd vinculada con la constancia
La confianza indefinible ¢ Esta alli?

Percibir la organizacion oficial

Tomar conciencia de la organizacion percibida
Hacer contacto con la organizacion existente
Imaginar la organizacion deseada

Autodesgliegue

? Bennis, Warren: Leaders On Leadership, Edit. Prentice - Hall, 1993

Investigacién: Las organizaciones como
entidades disefadas y conducidas por el hombre
Profesores: Salvador Andrade Margarita Ferndndez
UAM - XOCHIMILCO
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RECAPITULACION ~

Hasta aqui hemos visto lo siguiente:

La organizacién es la armonia o congruencia de las partes en el todo ,
f

La organizacion social es “artificial”, es decir, concebida por el arte del
hombre, pero esta construccién humana no descansa en el vacio: las raices
de la administracion se encuentran en el desemperio tecnelégico, econdmico,
humano de la organizacién ‘

El proceso de construccion o disefio de la organizacion social se fundamenta
en la mision y en la vision del futuro

La misidn disefia un sistema estatico, lineal

La vision dinamiza al sistema, haciéndolo no lineal

La visidn es una conclusion del conocimiento que el administrador ha
logrado alcanzar acerca de su entidad. Responde a los problemas
planteados por |a realidad

La vision, por su naturaleza, es un posicionamiento.

Ei posicionamiento conduce al concepto de “alcance organizacional”.

El alcance organizacional es el resultado de las acciones del administrador
para alcanzar una nueva armonia o congruencia por medio de un

posicianamiento de las variables estratégicas de tal manera que todas las
fuerzas incluidas en ella "trabajen” en colaboracion o sinergia

El tema de organizacidn es mas amplio, de acuerdo con 10 expresado en la
ilustracion de la pagina 4 nos falta analizar las otras dos dimensiones de la
organizacion: :

1. Estructura ‘ 2. Conduccién

Con su analisis terminaremos el apartado del contenido , para luego concluir con
la identificacidn de sus alcances y fronteras

Investigacién: Las organizaciones como
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e - ESTRUCTURAS

Los antiguos para definir algo comenzaban con la célebre frase latina videtur quod non.
Esto equivale a comenzar a identificar lo que no es la estructura. Y efectivamente al
visitar una entidad o al iniciar un trabajo en ella nos aparecen todas las cosas, menos la
estructura. Vemos personas, maquinas, equipos, intuimos tecnologias, pero’ las
percibimos como una aglomeracion, y las aglomeraciones parecen no tener orden ni
jerarquia. Y es que las estructuras nunca se ven a primera vista, en su parte mas
profunda son una dimension inmaterial de la entidad. Estdn escondidas atras de los
sistemas visibles y la mente ias encuentra con la cond:cmn inneludible de trazar modelos
en espacios l6gicos.

Como lo veremos en la misma evolucibn de la administracion, Taylor' identifico
funciones: por ejemplo, cuales eran las relaciones entre un lingote de acero y el
instrumento para hacer cortes; su companero, otro estadounidense Gilbreth? se fijé en
las acciones en cuanto £s1as eran una relacion de sus movimientos con el tiempo. Ambos
procedian inductivamente y, a partir de los hechos particulares, pretendieron "establecer
conclusiones “cientificas”; pero ya fuera porque los fenomenos estaban muy proximos o porque
éstos eran de naturaleza contingente tal que era dificil fijarlos, su trabajo alcanzé lo que llamamos
ahora la escuela funcionatista, insuficiente para aprehender las estructuras profundas. Y es que se
les escapa algo esencial, la distincion entre funciones y sistemas. En ambos casos, las relaciones
identificadas no permiten comprender la naturaleza del sistema, y menos aan, ‘reconstruir su
génesis. ;Cuél es la naturaleza de este fracaso? Una fidelidad demasiado literal a los metodos
nacidos de las ingenierias y esto no significa que deseemos disminuir el valor de las fuerzas
implicadas en una funcidén mecanica, sino que al menos es preciso reconocer los problemas
especiales que, ante la mecanica, plantean tanto la sociologia como la psicoiogia y la
antropologia. En efecto, la organizacion de un taller, como el analizado por Taylor, recubre cuando
menos dos 6rdenes muy Ciferentes de realidad: el “técnico mecanico®, tomando en cuenta por el
ingeniero de Filadelfia y ci-c olvidado por él, de naturaleza psmolbglca y social que llamaremos
*sistemna de actitudes®. Ahora bien, si es verdad que las funciones pueden organizar el trabajo
mecanico, no pasa lo mismo con el desempefo humano, la cohesidn de grupo y Si nos pasan
desapercibida, como le sucedié a Taylor, la naturaleza de las conexiones existentes entre |as
diversas actitudes ni alcenzamos a advertir st necesidad, entonces nos sucede que tenemos la
“funcidn® pero nos falta el “siclema”.

' Taylor Winslow Frederick, The Frinciples of Scientific Management , discurso pronunciado en
una conferencia celebrada en Amus Tuck School, Darmouth College, octubre 1911. Durante este
encuentro con estudiantes e ingenieros Taylof descnibié sus trabajos efectuados en Ia Bethiehem
Steel Company y sus experimentos en la técnica para ‘cortar metales en las compadias Midvale
Steel Works.

2Gilbreth Bunker Frank, Science in Management for One Best Way to do Work, Conferencia
sustentada en el Tercer Coloquio Intermacional de Psicolecnia Aplicada a la Orientacion
Profesional, celebrado er Milan laliz, del 2 al 4 de octubre de 1922 En este trabajo Gilbreth afirma
lo siguiente: “No podemos comparar, "estimar® o juzgar debidamente a la administracion sin
medicién. Para el perfeccionamiento o adelanto constante y acumulativo, esta medida de la
eficiencia y'de 1a administracién tier.e que considerar tres factores, a saber; primero 1as unidades a
medir, cuyas medidas numéricas indican la calidad de la administracion; segundo, los métodos de
medicion, cuyas medidas, en muchas unigades diferentes, determinan su valor y aceptabilidad;
tercero, los dispositivos 'de medicion, cuyas medidas delerminan su aceptabilidad como
instrumentos medidores. La unidad escogida indica los resultados que se desea alcanzar o
eliminar. El método empieado muestra el estado de perfeccion de 1a teoria. Ei dispositivo expone
el estado exlstente de la prictica® Pdagina 3.
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ESTRUCTURAS
(Continia)

A las practicas de Taylor, Gilbreth o Fayol" siguieron intensos debates en
fabricas, universidades y en general en organizaciones. Las controversias
empujaron a la administracién hacia una evolucion que se prolonga desde 1930 a
la fecha, pero que en 1872 la crisis de la energia, provocada por la estrategia de
la OPEP, hizo que los conocimientos de la adminjstracién mas que se duplicaran
cada afo, acentuando aun mas la polémica. La evolucion marcd un método que
sigue cuatro pasos fundamentales:

1 En primer lugar del estudio de los fenémenos organizacionales
aparentes pasa

Al analisis de las estructuras subyacentes a dichos fenémenos
Rehusa tratar los fendmenos como objetos independientes .
Toma como base de su analisis a las “relaciones” entre los fendémenos

hwnN

/ En conclusién:
introduce a {a

. disciplina la nocién de sistema

3 Fayol, Henri The Administrative Theory in the State. In Luther Gulick and Lyndali F. Urwick (eds),
Papers of the Science of Administration. New York., Institute of Public Administration, 1937
General and Industriai Management. Tranducido por Constance Storrs, London Pitman, 1949
The Importance of de Administrative Factor. In Emest Dale (Ed) Readings in Management;
Landmarks and New Fron‘iers, New York, McGraw Hill, 1870
Henri Fayol , ingeniero ea metalurgia, llegd a ser director general de Fourchambauli-Decazeville,
empresa explotadora de carbén mineral y fundidora de acerg. Su libro principal, escrito en fracés,
se titula Administration Industrielle and Générale. Se publicd por primera vez en 1916, en el
boletin de una Asociacién Inbdustnal francesa. En esa obra, Fayol identificd las funciones de la
organizacion como las siguientes:
Funcion técnica: produccion, manufactura, adaptacién
Comercial: compra, venta, intercambio
Funcion financiera: investigacion para realizar |3 utilizacion ¢ptima del capital
Seguridad: Proleccidn de la propiedad y de ias personas
Contabiildad: Almacenes. hojas de balance, costos y estadisticas
Admmustramén Planeacién, organizacion, comando, coordinacién y control (p. 3)
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La administracion actual no se limita a declarar que los fenémenos son siempre

miembros de una funcién, por ejemplo, de produccién o de finanzas; la
disciplina muestra sistemas de fendmenos concretos y pone en evidencia su
estructura. En fin, busca descubrir leyes generales ya sea que las encuentre por
induccién o bien deduciéndolas logicamente. De esta manera, y.por primera vez,
la administracion logra formular relaciones necesarias dentro de las partes de la
organizacién, lo cual le otorga un caracter interdisciplinario. Pero cuando un
acontecimiento de tal importancia se produce en una de las ciencias del hombre,
los representantes de las disciplinas vecinas, que se encuentran inmersos en la
misma organizacién, no solo pueden, sino deben verificar inmediatamente sus
consecuencias y su aplicacion posible en la utilizacion diaria de las ciencias que
se realiza en el trabajo diario de las organizaciones.

Se abren entonces nuevas perspectivas. No se trata ya de cooperacion forzada
entre el ingeniero y el socidélogo o el administrador por la cual trabajando cada
quien su area, se arrojan de tanto en tanto aquello que cada uno encuentra y que
puede interesar al otro. En las nuevas organizaciones por redes se fusionan las
perspectivas de las diferentes disciplinas airededor de la tecnologia de
informacion y !as relaciones entre los fendomenos.- muestran sus estructuras. Los
diferentes especialistas, cada quien desde su propio saber, se fusionan en la
toma de decisiones en equipo. En esta forma, |as significaciones expresadas en la
toma de decisiones producidas en el trabajo d|ano son interdisciplinarias y
complejas.

De esta manera no es extrafio que a partir de la década de 1980 vaya en aumento
el interés mostrado por ingenieros, economistas y otras profesiones hacia la
administracion. Los economistas se han convencido de que carecian de un
-analisis minucioso de las estructuras a nivel de las organizaciones, a nivel micro
como ellos las llaman; los ingenieros se interesan en la disciplina para poder
tomar decisiones concertadas entre los diferentes sistemas de una entidad. Y asi
sucesivamente.

1

Enresumen:
las partes de la organizacion
para ser comprendidas deben ser
tratadas como una relacion interior a un sistema.
Es al sistema mismo al que se debe considerar
en su conjunto para que el mismo revele su estructura.
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- BREVE ANTOLOGIA
ESTRUCTURA Y DISENO DE LAS ORGANIZACIONES

La intencién de las paginas anteriores ha sido la de proporcionar a los estudiosos
una metodologia para que puedan “dialogar” con los autores clasicos de la
administracion de todos los tiempos, ya sean éstos de los precursores
fucionalistas o ya sean autores que apunten al siglo XXI por su visién dinamica.

Para facilitar ese dialogo, en las paginas siguientes les ofrecemos una antologia
con cuatro autores que han dedicado su vida al tema de la estructura de la
organizacion y de su disefo.

Iniciamos con el “modelo de las 7s”, traducido al espafiol como el esquema de los
7 circulos de’ Julien R. Phillips, Robert H. Watterman y Thomas J. Peters. Este
trabajo fué la base para que los dos ultimos autores escribieran el libro en “busca
de la Excelencia” un best Selier’ con mas-de siete millones de copias vendidas en
el mundo.

Sigue en la selecciéon un articulo fundamental del profesor de origen Belga Jay

Galbraith, quien en la década de 1970 fué miembro del Instituto Europeo para los
Estudios Avanzados en Administracion y quien posteriormente fué catedratico en
la Escuela de Negocios del Instituto Tecnoldgico de Massachusets y que en la
actualidad se desempena como consultor e imparte cursos en la Universidad del
Sur de California.

Continuamos con otro clasico de la estructura de la organizacion, el doctor James
Brin Quinn, el cual en coautoria con Doorley y Paquete nos presentan a la
_ organizacién como i{a Compafia Poseedora de Intelecto y que se estructura
alrededor de las actividades medulares. Quinn ha sido ganador por tres veces
consecutivas del Premio McKinsey por el mejor articulo, las tres veces publicado
en la Revista de la Universidad de Harvard, el doctor Quinn ensefia
administracion en la Escuela Amos Tuck del Darmouth College.

Terminamos nuestra breve antologia con otro clasico de la estructura de la
organizacion, el doctor Henri Mintzberg, quien obtuvo su doctorado en filosofia en
Escuela Sloan perteneciente al instituto Tecnolégico de Massachusets y quien
desde hace muchos afos se desempena como catedratico en Ia Universidad de
McGill, en Montreal, Canada
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La mayor parte de nuestra investigacion ha analizado en particular una clase 363
de cambio estratégico— la diversif"ncacidn. El tipo de cambio que reviste mayor A nDMINISTRACION DE
dificultad, aquel referente al cambio en el centro de gravedad, !'la recibidomuy.__ A ESTRUCTURAY
1oca atencion. En gran medida ese concepto es mucho mis dificil de medir, y no LOS SISTEMAS
se le reporta publicamente, como el numero de industrias en el que opera una
compaiiia. Sera necesario el uso de casos para estudio. Pero, de hecho, existe una
gran necesidad de conocimiento mas sistematico acerca de esta clase de cambio -
estratégico.

e LA COMPANIA POSEEDORA DE INTELECTO: ESTRUCTURACION
ALREDEDOR DE LAS ACTIVIDADES MEDULARES*

POR JAMES BRIAN QUINN, TIOMAS L. DOORLEY,
Y PENNY C. PAQUETTE :

Casi todas las compafiias producen una cadena de servicios que después son inte-
grados en diferentes formas y estilos para satisfacer las necesidades de determina-
dos clientes. Esta tendencia predomina lanto que muchos cuestionan si ciertas
comparnias— como las de productos farmacéuticos, computadoras, ropa, gas, pe-
troleo, alimentos, o equipos de automatizacion para oficinas— deberian ser clasi-
ficadas en realidad como “manufactureras™. La mayor parte de sus sistemas de
costos, sus ganancias por valor agregado y sus ventajas competitivas crecen fuera
 las actividades de servicio.

Por ejemplo, virtualmente, todas las estrategias de las companias farmacéuti-
cas dependen en esencia de las funciones de servicio. Esto es en particular cierto
en el caso de las companias de alto desempeno economico, como la empresa
Merck, con $ 5 billones y Glaxo, con $ 1.7 billones y, por otra parte, menos cierto
en el caso de los productores genéricos de medicamentos de bajas utilidades. El
costo directo de manufactura de casi todos los medicamentos patentados y éticos
es relativo y trivial respecto a su precio de venta. Principalmente, el valor es agre-
gado a traves de las actividades de servicio, como el descubrimiento de un farma-
co mediante investigacion y desarrollo, una patente construida con cuidado y su
defensa legal, una rapida y perfecta venta de derechos clinicos mediante agencias
reguladoras, o un fuerte sistema acaparador de distribucion. Reconociendo estos
hechos, en los ultimos anos la estrategia de la compariia Merck ha estado enfoca-
da a una sola porcion de la cadena de valor, es decir, a una posicion solida a partir
de una patente basada en la investigacion. Por otra parte, Glaxo ha identificado,
como su actividad clave, la venta rapida de derechos clinicos. Ambas estrategias
dependen, sobre todo, del valor que agregan mediante las actividades de servicio.
Las comparilas Merck y Glaxo superan el desempenio industrial en margenes bru-
tos (71.5% y 79.6% respectivamente, contra el 66.9% de la industria compuesta),
en margenes de ingresos de operacion (27.1% y 38.2%. contra 21.2%), y en utili-
dades como un porcentaje del capital de los accionistas (48% de 35% contra el
promedio industrial de 23%).

!

* Pubdicado oniginatmente como "Tecluology 1n Services Rethundang Strategic Focus,™ en Sloan Management Review
tIns iemo de 1990). Derechos reservados © 1990 por Stoan Management Revien Rermpreso con supresiones bajo licen-
c1a de Sloan Management Review
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Dado que, la manufactura se vuelve cada vez mas automatizada de manera
universal, el mayor valor agregado a un producto se aleja en forma progresiva del
punto donde las materias primas son convertidas en articulos tiles (o sea, el acero
en un auto “cuerpo en bianco™, o bien, los granos en cereales comestibles) y hacia
los rasgos estilisticos, la calidad percibida, o el gusto subjetivo y la presen na
través de la mercadotecnica que proporcionan las actividades de servicioe.  Jdos
los niveles de la cadena de valor. En todas las etapas, la tecnologia ha incrementa-
do'el poder relativo de los servicios, al punto de dominar vmualmeme las cadenas
de valor de todas las compaiiias (véase la figura 1). -

. “LA COMPANIA POSEEDORA DE INTELECTO”

-

El hecho es que muchas de las grandes compariias, como Apple computer e IBM
deben su éxito inicial a la explotacion de este concepto —convirtiéndose en
“companias poseedoras de intelecto™, manufacturando o produciendo de manera
intancional el minimo posible de productos en forma interna. Por ejemplo, hasta
principios de los anos 1960s, IBM era conocida como “ensambladora™, subcontra-
taba en el exterior hasta un 80% de sus costos de manufactura. Y Apple debe su
éxito al'dominio de la muy sofisticada interconexion de las relaciones entre los as-
pectos arquitectonicos, el disefio y el suministro de software y hardware, que a la

- postre se transformo en el explosivamente exitoso sistema Apple-1I. En sus prime-

ros anos, cuando carecia del tiempo y del capital necesarios para construir fabri-
cas v contratar una fuerza de ventas, esta estrategia pudo haber sido esencial para
Apple. No obstante, hoy en dia —con venfas de mas de tres o cuatro veces por
empieadc, y de una inversién fija de un tercio a un cuarto por dolar vendido de
sus >ampetidores— Apple esta estructurada no como una compania “*manufactu-
rera” tradicional, sino mas bien como una compania de “servicio” de $4 b’ sy
que, a su vez, posee tres plantas manufactureras (véase tabla |).

ABATIMIENTO DE LOS GASTOS FIJOS MEDIANTE SERVICIOS EXTERNOS

D=bi-Jo a las economias de escala que se permiten, las nuevas tecnologias de ser-
viiio tambien hacen posible alcanzar mayores economias de escala mediante la
compra no solo de refacciones manufacturadas, sino también de servicios impor-
tantes en forma externa— y a la vez permitiendo un manejo global efectivo de
€508 ServIClos extermnos.

Cor frecuencia, los grupos de servicio externos proporcionan mayores eco-
nomias de escala, flexibilidad y mas altos niveles de experiencia especializada en

TABLA 1 Apple, que contrata servicios externos en forma extensiva, esta estructu-
rada mas com? una compafia de servicios que como una compania manufacturera

APPLE 1BM DEC  DATA GENERAL I
Ventas por empleado $3160.593 $139.250 $8a 672 $81.243 ‘
Propiedad, planta v
t €quipo, neto como un ‘
i % de las ventas? 184 63.0 44.6 567
* Las cdras de propedad, planta y equupn ek haw Sido ajustadas para la capitalizacion de activos amendao..., miultiph

cando el gasio dr renta annal por oc o
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servicios generales de los que, virtualmente, ninguna compania logra alcanzar en
NIZACION forma interna. Para desarrollar cabalmente esas potencialidades, cada una de las
' categorias de gastos fijos debe considerarse —ya sea en la cadena de valor o en
las funciones del personal— como un servicio que la compafia puede “hacer™ de
manera interna o “comprar™ en el exterior. Cuando menos, esta perspectiva produ-
cira una nueva objetividad en las evaluaciones de los gastos fijos, y habra de ge-
nerar fuertes presiones competitivas en cuanto a la productividad interna. Las
compafiias encuentran, en multiples casos, que la relacion costo-efectividad es su-
perior en lo que respecta a contrataciones de servicios externos especializados que
en el de sus grupos internos y, para disminuir costos o mejorar el valor agregado,
se deciden por los servicios externos. . '

Por ejemplo, la compania ServiceMaster,de 3,000 millones de dolares, abar-
ca funciones de mantenimiento de las instalaciones y del equipo de muchos de sus
clientes, mejorando al mismo tiempo la calidad y disminuyendo los costos de es-
tas actividades mediante economias de sistemas y habilidades administrativas es-
pecializadas. Son tan efectivos sus sistemas que ServiceMaster no sélo puede dis-
minuir los costos de mantenimiento, también invierte de manera mancomunada
con sus clientes en equipos nuevos, compartiendo las ganancias de la productivi-
dad para beneficio de ambas partes.

Siempre que una compania produce en forma interna un servicio que otros
compran o producen externamente en forma mas eficiente o efectiva, sacrifica
ventajas competitivas. Por el contrario, la clave del éxito estratégico para muchas
compatiias han sido sus coaliciones con los mejores proveedores de servicios del
mundo— sus disenadores extemos de productos, agencias publicitarias, canales
de distribucion, casas financieras, etc. ;Como pueden las companias explotar al
maximo tales oporturudades?

MO APRENDER A AMAR A LA “CORPORACION VACIA”

El considerar la empresa como una compafiia proseedora de intelecto (estilo la

computer Apple) representa reestructurar en su totalidad la manera de abordar

la estrategia. Requiere preguntarse en cada una de las actividades, *; En realidad
'somos competitivos aqui, podemos enfrentar a los mejores del mundo? En caso

contrario, ,es posible mejorar nuestra posicion a largo plazo por medio de servi-
. clos externos inteligentes?”. El analisis competitivo de las actividades de servicio
no debe considerar solo las industrias de la propia compania, sino establecer, para
cada actividad, un punto de referencia con el desempeno del “mejor de la clase”™
de entre todos los proveedores potenciales de servicios e industrias que puedan
competir entre si dentro de la categoria analizada— tanto en Estados Unidos co-
mo en el extranjero.

Cuando las companias empiezan a contratar servicios extermos para las
actividades no estratégicas —en especial por gastos generales— con fre-
cuencia descubren beneficios secundarios importantes. Los directivos se
concentran mas en las actividades estrategicas de sus negocios medulares. A
menudo, otros costos internos y retrasos disminuyen al desaparecer largos
procedimientos burocraticos y tambien bajan las presiones politicas por los
incrementos presupuestales de cada departamento. Todo esto conlleva a una
organizacion mas compacta, con menos niveles jerarquicos y a un enfoque
mas agudo hacia el reclutamiento, desarrollo y motivacion del personal que
crea mas valor en aquellas areas donde la compania posee competencias es-
peciales. : !
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COMO DOMINAR LAS ACTIVIDADES QUE SON FUNDAMENTALES
PARA LA ESTRATEGIA .

_achos han expresado su preocupacion acetca de la invalidacion y pérdida de la
capacidad de estrategia que puede causar la contratacion de servicios externos
(Business Week, 1986). No obstante, si el proceso se enfoca debidamente, una
cuidadosa contratacion de servicios externos tendria que incrementar, tanto la pro-
ductividad como el énfasis estratégico. La compariia debe mantener las activida-
des que son fundamentales para su posicion estratégica. Si no lo hace, significa
que ha redefinido, en esencia, el negocio en el que se encuentra. Por lo que toca a
las demas actividades, si la compania no sabe como lograr la supenioridad estrate-
gica, o si se trata de una actividad que no es fundamental para las'areas donde di-
cha superioridad pueda lograrse, la compafiia debera considerar la contratacion de
servicios externos. No obstante, es fundamental que la compaiiia programe y ma-
neje sus coaliciones de servicios externos de tal manera que no se vuelva dema-
siado dependiente de — y por consiguiente dominada por— su socio. En algunos
casos esto significa desarrollar en forma consciente y mantener fuentes competiti-
vas alternas, e inclusive controlar en forma estratégica las etapas esenciales en el

—proceso general que de otro modo podrian ser contratadas, en su totalidad, de ma-
neta externa.

ALTA PARTICIPACION EN UNA ACTIVIDAD, SIN PARTICIPACION EN EL
' MERCADO, EN BUSCA DE UTILIDADES

a vez que una compania ha desarroliado gran profundidad en ciertas activida-
des de servicios seleccionadas con un énfasis estratégico, numerosos productos
individuales pueden surgir de estas actividades “medulares™ y asi proporcionar a
la compania, por décadas, una estrategia corporativa uniforme. Desafortunada-
mente, la verdadera naturaleza de estas capacidades medulares es por lo general
oscurecida, dada la tendencia de las organizaciones a pensar que su fuerza la
constituyen sus productos —y no sus actividades o servicios. El punto central es
que unas cuantas actividades seleccionadas deben impulsar la estrategia. Las ba-
ses de conocimiento, el conjunto de habilidades y las actividades de servicio son
los elementos que, por lo general, generan un valor agregado continuo y una ven-
taja competitiva.

Se ha prestado demasiada atencion a la estrategia de poseer una alta partici-
pacion en el mercado. Esa alta participacion puede ser realizada gracias a una fija-
cion inapropiada de otras estrategias de corto plazo. La alta participacion en el
mercado, asi como la alta rentabilidad, provienen de tener la maxima participa-
cion en actividades relevantes del mercado— en otros términos, de poseer la pre-
sencia mas efectiva posible en las actividades de servicio que desea el mercado,
obteniendo asi la curva de experiencia y otros beneficios, que a su vez conduzcan
a esa alta participacion en actividades. :

Para ser mas efectivo, este dominio de la actividad de servicio requiere de
un verdadero desarrollo global. Como ya se menciono, hoy en dia el mayor valor
agregado en casi todos los productos proviene no de la produccion directa o de los

~esos de conversion, sino de las mejoras tecnologicas, estilo, calidad, merca-

.ecnia, oportunidad v del financiamiento de las contribuctones de las activida-
des de servicios. Puesto que se trata de intangibles basados en el conocimiento, y
que pueden viajar a cualquier lugar sin costo alguno. los productores que expan-
den su alcance a nivel mundial para ofrecer las mejores fuentes de conocimientos . 367
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) y servicios que existen, es abvio que pueden obtener una venta ja competitiva sig-
ZACION nificativa,

) EVITAR LA INTEGRACION VERTICAL

Como gran parte de las compaiias no estan en posibilidad de poseer o dominar,
en forma interna, todas las actividades de servicios que se requieren, tienden a
formar coaliciones, vinculando sus capacidades y las de sus socios mediante con-
venios sobre informacién, comunicacion y contrataciones— y no a traves de pro-
piedad (o sea, integracion vertical u horizontal). Debido a su alto potencial de va-
lor agregado, las companias de servicio, al igual que las actividades de servicio al
interior de las comparias, son centrales para muchas de estas coaliciones. Una
forma totaimente nueva de empresa parece estar surgiendo, con un conjunto limi-
tado y concebido en forma cuidadosa de “actividades estratégicas medulares™ (por
lo comun servicios) como su centro, que permite a las compaiiias comandar y
coordinar una red constantemente cambiante de los mejores proveedores de pro-
ductos y servicios del mundo a partir de una base global. Esto constituye una logi-
ca y muy poderosa extension del concepto Kieretsu (redes articuladas de bancos,
productores, proveedores y compaiiias de apoyo a la distribucion) que durante
tanto tiempo ha permanecido en el corazon del exito comercial de Japon.

Dados los rdpidos avances de la tecnologia de hoy en dia, muchas empresas
encuentran que pueden disminuir sus riesgos y apalancar sus activos de manera
sustancial al evirar inversiones en la integracion vertical y manejar “sistemas inte-
lectuales™ en lugar de trabajadores y maquinas. La estrategia medular de una com-
pariia coordinadora de sistemas implica: “Hacer en casa sélo aquellas cosas que
contribuyan a nuestra ventaja competitiva y tratar de contratar, con los mejores -
proveedores del mundo, servicios externos para lo demas™.

SFORMACION DE LAS INDUSTRIAS MANUFACTURERAS EN “REDES DE
([CIOS”

Muchas industrias se estan estructurando en forma vaga como redes de servi-
cios empresariales que de manera temporal se unen para un proposito deter-
minado— siendo entre ellos proveedores, competidores o clientes en otras
partes.

La biotecnologia, donde companias muy especializadas se desarrollan en
todos los niveles para proveer actividades de “servicio™ a otras companias o a
la industria, esta siendo estructurada como consorcios de niveles multiples, y
representa un ejemplo interesante de este fenomeno. Las industrias de semi-
conduclores y electronica se estan moviendo hacia estructuras similares. Los
grupos de disenadores independientes, fundidoras, embalaje, ensamblado, dis-
tribucion industrial, tejidos, configuraciones, analisis de sisternas, redes de tra-
bajo y de distribuidores de valor agregado desarrollan mas del equivalente a
$15 biilones en produccion sobre pedido, generan un ingreso de casi 140,000
dolares por empleado (Electronic Business, 1988). Aun las grandes OEM’s es-
tan constatando que las especializaciones de esos grupos, asi como los cam-
bios rapidos. los disefios de avanzada y las perspectivas independientes pueden
disminuir los costos v las inversiones, a la vez que incrementan el valor a to-
dos los miveles.
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LA REDEFINICION ESTRATEGICA DE LA “COMPANIA CONCENTRADA"

Dados los grandes cambios ocasionados por las nuevas tecnologias y el potencial
se de ello resulta para los servicios estratégicos externos en todo el mundo, la
nocion de qué constituye una “industria”™ o una “compaiiia concentrada™ necesita
ser analizada de nuevo. Un verdadero enfoque estratégico implica capacidad para
soportar mas poder que ninguna otra instancia sobre un determinado sector.
Desarrolladas en forma debida, las ampliaciones en las lineas de productos o
de servicio, no necesariamente significan una perdida de enfoque si la compania
logra desplegar potentes habilidades de servicios importantes y bien coordinados
en mercados seleccionados con anterioridad. (D€ hecho, las lineas amplias pueden
representar el arranque de un enfoque estratégico menos obvio.}:La pregunta cla-
ve es si la compafiia domina un conjunto de habilidades de servicio que puedan
ser de importancia para sus clientes— en otras palabras, que le sea posible aportar
mas poder sustentado en dichas actividades que cualquier otra compania en el
mundo. De ser asi, la compania puede resultar un éxito estratégico, ya que centra-
ra su atencion en esas actividades, obteniendo cuando menos Ia paridad estrategi-
ca mediante la contratacion externa en otro lugar, para luego bloquear el ingreso
_ de los demas competidores a sus mercados por medio del impulso de sus habilida-
des sustituibles y no de aquellas que tienen lineas de productos similares. Cuando
la base de las habilidades de servicio es lo suficientemente profunda como para
tener el dominio total, las lineas de productos pueden ser bastante amplias. Las
companias Toys R Us, Procter & Gamble, Mckesson, Matsushita y 3M repre-
sentan solo unos cuantos de los variados y excelentes casos sobre este punto.
Por ejemplo, la compania Procter & Gamble (P&Q), creo una corporacion
4= $ 15 billones basada en gran medida en dos tipos de habilidades de servicio:
s capacidades en investigacion y desarrollo en ocho tecnologias medulares y su
extraordinaria habilidad mercadotécnica en la distribucion. Hoy en dia su extensa
linea de productos fluye con naturalidad desde la interaccion de estas dos activi-
dades de servicios. La figura 2 muestra como las habilidades, asociadas con los
jabones en pastilla, pueden conducir a P&G, de manera natural, a los jabones en
polvo, el detergente Tide y a muchos de sus productos recientes. La profundidad
de las investigaciones de P&G en quimica de surfactantes hizo posible la articula-
cion central entre productos al pareceer tan diversos como el jabon o medicamen-
tos para el control del acné o enfermedades oseas, mientras que sus habilidades en
mercadotecnta v distribucion permitio a P&G ascender poderosa pero incremen-
talmente de mercado en mercado.

CONCLUSIONES

La mayor parte del valor agregado y la verdadera ventaja competitiva de la mayo-
ria de las companias provienen de unas cuantas actividades— por lo general de
servicios. Muchas de las empresas restantes existen principaimente para permitir
que estas actividades tengan lugar. Sin embargo, con frecuencia las administracio-
nes invierten una gran cantidad de su tiempo, energia y recursos de la compaiia
en e! manejo de estas funciones de apovo— lo que distrae su atencion de las areas

rerdad estratégicas de la compania. Para manejar sus actividades de servicio de

mnodo estratégico, virtualmente todos los administradores pueden beneficiarse
de un enfoque mas estructurado con mayor cuidado. Esto obliga a definir cada
una de Yas actividades en el sistema de creacion de valor como un servicio: anali-
zando con cuidado cada una de esas actividades de servicio para determinar si la
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compariia puede ilegzr a ser la mejor del mundo al desempenarlas; y eliminando
la contratacion de servicios extenos, o bien, cuando resulte imposible hacerlo de
manera interna, err prendiende dichas actividades en forma mancomunada para al-
canzar el estatus d- “la mejor del mundo”. Los administradores deben reconocer,
acaso lo mas importante, la cruda realidad de que una compania al no lograr un
desempeno competitivo lo suficientemente fuerte en cada una de las actividades
de servicio esenciales, se vera relegada a una inevitable perdida de la ventaja es-
tralegica, que traeria com> consecuencia una rentabilidad menor y un riesgo ma-
yor de ser dominadas por aquellas que si vislumbraron sus propios potenciales.

STRUCTURACION DE LAS ORGANIZACIONES*

ENRY MINTZBERG

Desde el inicio dc este siglo nuestro pensamiento sobre la estructura organizacio-
nal ha estado dominado por el enfoque de “una mejor forma™. Existe una forma

*Onginabineme extsactado de L Estructuracion de las Orgamizaciones (Prentice Hall, 1979), con secciones anadidas de
El Poder en x Alrededor de ins Oreamzaciones (Prennice Hall, 1983) Este capitulo fue reescnito para esta edicion, basa-
do en otros dos pxiractos "L npologia de la Estructura Orgaruzacional”. publicado como capitulo 3 en Las Organizn-
ciones Una vision Cuaniie a (Prentice Hall, 1983) de Damny Miller y Perer Friesen, y “Configuraciones Denivadas™ capi-
iulo 6, en Minrzbere ~Sobire Ad wsustracion Al interior de neestro extrano mundo de las Organizaciones °. (Free Press,
1989) de Mintriwrg
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Chapter 2

Technology and Industry
Structure

The first stage in the strategy-making process is the identification of the
segments or “strategic business units” which will form the basis for the
entire strategy process. This consists of categorizing the firm’s overall ac-
tivity into homogeneous units for which a specific strategy can be formu-
lated and to which resources can be allocated independently. The strateg..,
segmentation process is difficult to carry out in practice; its relevanc;
however, contributes greatly to the quality of the implemented strategy.

Even in the early stages of strategy formulation, it is essential that tech-
nology be taken into account. Indeed, as one of the fundamental compo-
nents of a business, technology must be analvzed in the strategic
segmentation process. Moreover, technological change can modify the firm’s
competitive environment, thus requiring a new division of its activity and a
re-definition of its businesses.

The next stage of the strategy-making process, namely industry analysis,
aims at identifving the specific characteristics of all the firm’s businesses,
evaluating the latter’s growth potential, as well as defining the “‘rules of the .
game’’ for the firms competing in these businesses. This stage is linked to the
previous one, with industry analysis confirming or disconfirming the relev-
ance of the strategic segmentation, since it serves to check the utility or
relevance of the defined segments. Thus, in practice, strategic segmentation
and industrv analysis iterate with the strategy-making process.

In this context, however, technological changes, whether occurring in
the industry in which the firm operates or in other industries, can directly
affect the current health and the long-term growth potential of the firm’s
businesses. Some technological changes are likely to boost the growth ~¢
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particular businesses, while others can slow growth and induce acceler-
ated obsolescence. Indeed, by altering the key factors for success, tech-
nological change can radically transform the mechanisms of competition in
a given industry. Technological changes can even spawn new businesses
or contribute to the sudden disappearance of industries that have become
obsolete. '

TECHNOLOGY AND STRATEGIC SEGMENTATION

While the classic question “What business(es) should we be in?” has long
been considered the starting point of the strategy process!, finding the
answer is a difficult task which cannot be easily formalized. There is a great
variety of potentially useful ways to define business segments. Since there is
no specific “‘technique,” the segmentation process amounts to making in-
formed choices from a wide range of possibilities. Many terms have been
used to describe the entity which is the outcome of the segmentation process
and the basis of strategic thinking. These include: strategic unit, strategy
center, business, strategic business unit, and strategic segment. Some au-
thors introduce nuances in the meaning of these different terms (e.g. dis-
tinguishing strategic segment from industry). In the following chapters, we
will use these terms interchangeably.

Behind the variety of terms used to describe this basic unit of strategic
management, there is a variety of different, sometimes conflicting, defini-
tions of strategic segmentation!. We will define a strategic segment or busi-
ness unit as a subset of the firm’s overall activity having a specific combination of
key factors for success. Thus, in order to compete successfully in a given
business, a firrm must have the particular set of capabilities corresponding to
the combination of key factors for success that characterize and define the
strategic segment.

Given the above definition, it seems obvious that technology is one of the
main components of strategic segmentation. Admittedly, in certain service
industries, technology, as we have defined it in Chapter 1, has a low compet-
itive impact and cannot therefore be considered as one of the key factors for
success in the industry. In contrast, in most manufacturing industries—and
not exclusively in high-technology industries—technology plays such an
important part that it forms the basis for the definition of businesses.

In order to achieve, in practice, a division of overall activity into separate
pertinent businesses, the typical firm starts bv listing its product-markets;
these are then gathered 1n groups according to homogeneous combinations
of kev factors for success. Technology often forms the dividing line between
two groups of product-markets, thus creating two distinct strategic seg-
ments. Another operational approach suggested by some authors!.2
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considers technology as one of the dimensions according to which strategic
segmentation is carried out; in this case, the firm’s overall activity is divided
into basic businesses according to the three following dimensions:

® the needs they meet or the functions they fulfill
e the customer segments they address
® the technologies implemented.

This leads to a division which is more complex than that based only on
product-markets. In this operational approach of strategic segmentation,
technology is explicitly a focal point of the process. Figure 2.1 represents the
three dimensions which must be taken into account and analyzed when
carrying out a strategic segmentation operation.

Businesses A and C correspond to the same need, fulfill the same function
and draw upon the same technology, but serve different customer segments;
A and B satisfy the same need, fulfill the same function, but implement
distinct .technologies. This last situation where technology is the factor
which differentiates the two segments can be illustrated by numerous ex-
amples. Thermal or nuclear power plants fulfill the same function (to pro-
duce electricity), address the same customers (companies that produce and
supply electricity), but use entirely different power production technologies.

In both businesses, technology is a key factor for success but the technical

skills required are so different that one can speculate on the existence of
distinct strategic segments; this is reflected in separate competitive environ-
ments, each with different competing firms. We can also cite the instance of
conventional gas or electric ovens and microwave ovens, for which the
existence of separate segments is testified to by the fact that the major

. Customer

Customer
group

Altarnative technologies

Figure 2.1 The role of technology in business deﬁmtlon (Adapted from Abell and
- Hammond 1979)

39
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microwave oven manufacturing firms do not produce conventional ovens.
This is also the case for domestic oil, gas or electric furnaces, and, to a greater
extent, for the mechanical, electric or quartz watches.

It is important to note that strategic segmentation carried out accordmg to
implemented technologies is only justified when technologlcal change im-
plies mastering different key factors for success and requires new capabil-
ities for the firm; if the technologies can easily be substituted one for
another—for example if they are availabie on the market and do not require
any specific know-how to be implemented—the different technological al-
ternatives do not correspond to distinct strategic segments.

TECHNOLOGY AND THE DEFINITION OF INDUSTRY
BOUNDARIES

_The businesses, or strategic segments, of a firm are not immutable; on the
contrary, they evolve together with the key factors for success according to
which they were defined and, in particular, with technology. Technological
change can indeed affect the division of the firm’s overall activity into sepa-
rate and homogeneous businesses and, consequently, the definition of-the
competitive environments in which it operates. Technological change can
blur the limits between businesses which previously were different from one
another, eventually leading to a new business. Alternatively, technological
change can result in the further segmentation of a business into a set of
businesses, clearly distinct from one another.

Technology and De-segmentation

By reinforcing the competitive impact of one or more technologies that are
shared by distinct businesses and reducing the importance of the tech-
nologies specific to each, technological change can lead to the blending of
these businesses—de-segmentation—resulting in a new enlarged industry.
The kev factors for success now shared in common, due in particular to the
shared technologies, prevail over those specific to the pre-existing distinct
businesses.

It appears that changes of this kind are occurring in businesses such as
computers, telecommunications, and office automation. Indeed, it is signifi-
cant that firms which previously operated only in one of these three indus-
tries, if not in subsegments of the latter, tend increasingly to compete
simultaneously in two or three of these industries. IBM, the world's largest
computer maker, has long been present in the office equipment industry
(photocopiers, typewriters, etc.) and entered the telecommunications market
by taking over Rolm in 1984. AT&T, the world's telecommunications leader,

4 0
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Vs
evtered an alliance with Olivetti in 1983, acquiring 25% of the Italian firm’s
equity, to enhance its position in computing and office automation. More
recently, in 1991, AT&T's hostile takeover of NCR was meant to further
reinforce the firm’s position in the various areas of what appears in-
creasingly to be a single business. Even Digital Equipment” Corporation
(DEC), which presents itself as a specialist in minicomputers, has developed
and marketed microcomputer systems-and data networks because its man-
agers think that this is indispensable if the company wants to improve its
position within the business in which it mainly operates. This de-
‘segmentation is perhaps seen most dramatically in NEC where the mission
of the firm is structured around “C and C”—computers and
communications.

The blurring of industry boundaries has resulted in the development of
products and systems that are themselves difficult to classify in one particu-
. lar category—such as, for example, word processors,-fax machines, elec-
tronic directories, etc. The evolution we have just examined can be
represented in a very simplified manner, as shown in Figure 2.2.

Additional cases of de-segmentation resulting from technologlcal evolu-
tion are likely in the future. Indeed we already see this occurring in the
aeronautic and space industries. With regard to the latter, the development
of hypersonic aircraft capable of flying at a speed of over 15000 miles per
hour and at an alutude of nearly 20 miles would require-a new type of
engine whose development would draw upon both turbojet and ramjet
engine technologic:, as well as rocket propulsion technology. If such pro-
jects materialize, they will very likely broaden the competitive arena of
engine manufacturers which- will include both companies specialized in
aircraft engines—such as Pratt & Whitney, General Electric, Rolls Royce and
SNECMA—and corapanies specialized in rocket propellents—such as SEP,
Martin-Marrietta and General Dynamics3.

Another case in point is that of the machine tool industry which histor-
ically was characterized by a great number of small suppliers specialized
in specific products (mi'ling machines, lathes, etc.), each requiring particu-
lar skills and equipment, and forming a particular strategic segment. The
development of numerically controlled machines, however, greatly af-
fected the structure of the machine tool industry. Small specialized sup-
pliers are now having more and more difficulty with major competitors
which develop new technologies and apply them to a wide range of prod-
ucts. With the advent of robotics, and flexible manufacturing svstems,
these large competitors are capable of supplving their clients with integ-
rated systems meeting all their needs*. Thus, the many segments associ-
ated with the old structure are blending to form a smgle “industrial
technology” industry.

The de-segmentation of industries resulting from technological change is

Ty
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Figure 2.2 Technulogical evolution and business definition (computers—office
automation-telecomrnunications)

often accompanied by a change in the cost structure in these industries.
The proportion of research, design and development costs specific to each
separate business tends to decrease, while the proportion of the costs
incurred by the shared technologies tends to increase. In the above-
mentioned example of the romputer, the office automation, and the tele-
communications industries, the proportion of the costs related to integ-
rated circuits. microprocessors and software has significantly increased
over the last few vears in switching equipment and in office automation
products, thereby contributing to the blending of these industries with the
computer industry.
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Technology and Globalization

When the impact of technology in a particular industry increases and,
therefore, when the proportion of costs related to technology rises signifi-
cantly, the market scope served by the industry must be.expanded to
© accommodate the increased costs. As we have emphasized earlier in this
chapter, the customer is one of the key criteria to be taken into account in
the strategic segmentation process; the geographic distribution of cus-
tomers is, therefore, an important element in this respect. When success in
two geographic areas requires specific skills for the firm and when these
skills correspond to key factors for success, it can be assumed that there are
two distinct strategic segments. Thus, two separate markets can be identi-
fied for a given industry.

However, as the impact of technology increases, the significance of local
and reglonal differences is diminished. Indeed, the cost of technology,
which is often largely comprised of fixed costs, requires that the latter be
compensated by a wider market scope. Thus, technological evolution and
the growing importance of technology in many industries encourage global-
ization of markets®>. Computers, automobiles, and semiconductors are ex-
"amples of industries where advances in technology are so costly that global
sales are necessary in order to remain competitive. This globalization of
markets due to technology is one particular form of the blending of distinct
strategic segments resulting from technological evolution which we exam-
ined in the previous subsection.

Technology and Re-segmentation

When technological change leads to an increase of the proportion of the
costs specific to a strategic segment, and a reduction of the costs shared with
other segments, the trend is towards a “re-segmentation” of the industry
into smaller segments®. The performance and reliability level required for
military equipmer. and, consequently, the specificity of the technologies
involved has led, in several industrial sectors, to a clear segmentation be-
tween military and civilian activities; this segmentation tends to become
further accentuated as a result of the different pace of technological evolu-
tion in military and civilian industries”. In France, for example, the produc-
tion of commercial aircraft on the one hand, and fighters on the other, has
been divided between two manufacturers, Dassault and Aérospatiale. In the
arms industry itself, particularly in guided missile manufacturing, the dif-
ferent technolognes used have produced a division in the production of air-
to-air missiles, ground-to-air missiles and anti-tank missiles, each categorv
being manufactured separatelv by specific firms (Matra, Thomson and Aéro-
spatiale). Similarly, in the consumer electronics industry, technological

]
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evolution has resulted in increasing segmentation between appliances on
the one hand, and video and hi-fi equipment on the other.

Technological change which requires standards to be adopted can pro-
duce segmentation within a particular industry until such change makes the
different standards uniform, or until one of the competitors succeeds in
imposing its own standard on the industry. Segmentation by standards was
the case in the television industry where the PAL (developed in Germany),
SECAM (developed in Frarice) and NSTC (adopted in the USA and Japan)
standards remained distinct. However, the'latter occurred in the VCR indus-
try with the VHS standard (adopted by Matsushita), Betamax standard
(adopted by Sony) and the V2000 standard (adopted by Philips). Matsushita
generally succeeded in imposing the VHS standard, with most of its com-
petitors finally adopting it, but Betamax became the standard in certain
markets, for example the Venezuelan market. Further technological innova-
tion, notably the advances made in terms of miniaturization, should set a
new single standard (8 mm) for the entire industry on which all competitors
will agree. _ '

Strategic segmentation, which is the first stage of the strategy-making
process, is a complex and difficult process to carry out. However thoroughly
done, it is only ephemeral insofar as the identified industries or businesses
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Figure 2.3 Changes in industry definition produced by technological evolution
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change un;ler the influence of many factors, among which technology plays
a vital role. Overall, the impact of technological change on strategic segmen-
tation can be represented as shown in Figure 2.3.

TECHNOLOGY AND INDUSTRY EVOLUTION

Knowledge of the growth rate (current and future) and the maturity of an
industry are fundamental to strategic analysis. The well-known business
portfolio planning models are all based on an evaluation of growth rate (in
the case of the BCG model), industry maturity (in the case of the Arthur D.
Little model) and the long-term growth potential (in the case of the
McKinsey model) of a particular business8. Technological evolution can
have a decisive impact on industry maturity and growth. Technological
change can boost the growth rate of some industries, or, in other cases, slow
growth. The emergence of new businesses is often the result of technological
innovation. Furthermore, technological evolution can produce industry sub-
stitution phenomena by making existing industries obsolete and replacing
them with new industries of emerging technologies.

‘The Emergence of New Industries

Technological innovation is undoubtedly the most frequent reason for the
emergence of new industries®. Most industrial sectors, be it the steel indus-
trv, the chemical industry, the automotive industry, or the aeronautic indus-
try to name only a few, originally emerged as a result of technological
breakthroughs which were later transformed into economic activities. The
history of industry is rich in epic biographies of famous inventors who
succeeded in developing new techniques which themselves were the
sources of new industries: for example, Watt and the steam engine, Alex-
ander Graham Bell and the telephone, or Thomas Edison and the phono-
. graph or the incandescent lamp. More recently, the emergence and the
growth of the reprography (or photocopy) industry are due to Chester Car-
Ison, one of the founders of the Xerox corporation, who invented the xe-
rography method; the 19835 global sales of this industrv exceeded ten billion
dollars, even though the first photocopier was launched by Xerox only in
. 195910, Manv other industries, such as microcomputers, biotechnologv, and
video technology, which have emerged in the last decade originated in
technological innovations.

Technological innovation can lead to the emergence of new industries
only if the applications which result from it meet actual needs and lead to
marketable products or services. Traditionally, a distinction is made be-
tween innovations that are pushed by technology and innovations that are
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pulled by the market!!. In the first case, the technology is available-before a
market demand is even identified and applications likely to satisfy some
needs must be found. In the second case, manufacturers are well aware of
existing needs but the technologies that can satisfy such needs must be
developed. The emergence of the reprographics industry mentioned above
falls into the first category, while the development of commercial jet aircraft
belongs to the second category of industries. This dichotomy of the ways in
which new industries emerge and grow is interesting in terms of the strat-
egies implemented by the firms responsible for the emergence of these in-
dustries. Indeed, it suggests that some firms base their strategies primarily
on a set of technological capabilities, while others try to meet particular
market needs, or even satisfy a specific customer base, by utilizing the most
appropriate existing technologies. We will examine these approaches in
greater detail in the following chapters.

When new industries resulting from technological change emerge, there
is often an initial period of uncertainty concerning the size of the market
and the real long-term growth potential. The use of market surveys and
forecasting techniques does not, in such cases, reduce significantly the
uncertainty, as evidenced by the gross forecasting errors made in the 1960s
regarding the growth of the computer industry. Indeed, in the early 1970s,
EMI invented the CT scanner and projected a market of five machines in
the first year. This was later increased to 12 and finally 50. Ultimately, the
company delivered 35 machines in the first year but had orders for 60
more. This increased dramatically in the second year to 450 machines
delivered and 300 or :ered. This level of market acceptance far outstripped
even the most optimistic of initial forecasts and made it exceedingly diffi-
" cult for a small company like EMI to keep up with demand. Ultimately,
EMI was displaced by General Electric in this rapidly evolving new busi-
ness. In the 1980s, all experts forecasted a dramatic growth in
biotechnologies and bio-industries, but none of them attempted to give a
quantitative estimate, nor to predict the time and the specific sectors in
which the growth would occur!2.

Technology and Industry Dematurity

While technological innovation can lead to the emergence of new industries,
it can also boost the growth of existing businesses and even revitalize declin-
ing industries'?. Technological innovation can contribute to such industry
“dematurity” in two different manners: it can improve the product perfor-
mance and it can reduce cost.

The improvement of the product performance can serve to broaden the
market to include new customer segments interested in the additional char-
acteristics offered, but also has the effect of making generations of products
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t*:fome obsolete faser, thereby creating a more rapid replacement pace. For
example, global sales of reflex 35mum cameras which peaked at 7.7 million
units in 1981, declined rapidly and totaled only 5.4 million units in 1984. At
the same time, the introduction of autofocus cameras (first by Minolta fol-
lowed by Nikon) led to an increase in industry sales which reached 6.1
million units by 198514,

The introduction of compact discs and laser CD players produced similar
effects on the audio market. This industry reached maturity in the late 1970s
and had a low growth rate until 1984 when sales increased by 15%—because
of CD players—and rose by another 8% in 1985 and by 10% in 198675
Another example can be found in the consumer electronics industry, where
technological innovation (numerical processing of sound and image, laser
reading, etc.) has rninimized the difference between the technologies used in
the audio industry (hi-fi, tape recorders, record players, walkmans, etc.) on
the one hand, and in the video industry (television sets, VCRs, etc.) on the
other. _

While technological advances are a source of performance improvement,
they can also reduce the cost of products. When demand is elastic, this
reduction of cost, which is reflected in the price of products, leads to growth
in the industry. Technological innovation in the aerospace industry has
made it possible tc build bigger, more reliable and less expensive aircraft;
due to this trend, a: wel’ as to other factors, air fares have decreased steadily
while traffic has increased (by 70% between 1975 and 1985), thus leading to
an increase in the -wamber of aircraft manufactured.

Technology and Sabstitution

Technological inriovation can induce substitution phenomena where ex-
isting products are replaced by new products based upon new technologies,
and occasionally, existing .ndustries are displaced by new ones. Such sub-
stitution can occur in a more or less gradual manner; however, it is more
often sudden, making an industry.and the firms operatmg in it obsolete, or
at least requiring them to undergo radical change in a very short period of
time'®. A well-known example of the substitution phenomenon is that of the
slide-rule. In the 1970s thev were replaced, in a matter of only two or three
vears, bv electroric calculators developec from completely new tech-
nologles The substitution of semiconductors for vacuum tubes is another
well-known instance of rapid product substitution leading to the death of an
existing industry and the emergence of a new one. And while the growth of
the watchmaking industry was increased by technological change in the
1970s, it also resulied in substitution as indicated in Figure 2.4.

Sometimes the substitution process can be relatively long, especially when
there are obstacles preventing the spread of the new products, such as
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Figure 2.4 Technology substitution in the watchmaking industry: market distribu-
tion of sales of watches in France (Sciences et Techniques 198317)

compatibility problems and switching costs. Thus, despite considerably im-
proved performance fo. vrice, the spread of CD players and the decline of LP
players was slowed by the fact that consumers had to replace the rest of their
equipment (amphfxers and speakers) in order to benefit fully from this new
technology. Furthermore, they nad to replace their entire record collection at a
time when the numbe: of available compact discs was relatively limited.
Similarly, the spread of jet engine aircraft, especiallv medium-haul aircraft,
was slowed in the beginning by the insufficient length of landing strips’®.

The classic indicatcr by which substitution threats can be evaluated is the
comparison of the periormance/ price ratio of the competing products. Spec-
ifically, it is the change in the ratios rather than the simple comparison of
these at a given time that is significant. As soon as there are concrete mani-
festations of the threat of substitution, most incumbents respond bv lower-
ing their prices in order to protect their endangered product base. This effort
to maintain the industrv can postpone the substitution process but also
deprive the firms in the threatened industryv of the resources necessary to
develop capability in the new technologv'e.

In contrast, technological innovation, whether leading to lower costs or to
improved product performance, sometimes allows an industry to eliminate
the threat of substitution. For example, while the French railways had lost a
great deal of business to air transport in the sixties and seventies, the
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development of very fast trains on major, high-density traffic lines (e.g.
Paris-Lyon) has completely reversed the substitution process in the eighties
and nineties. These so-calied TGV (Trains a Grande Vitesse) trains can reach
maximum speeds of over 300 miles per hour. They are now challenging
* airlines on an increasing number of routes in Europe and a TGV line is soon
to be constructed between Dallas and Houston, Texas.

Technology and Industry Decline

In some cases technological change leads to the opposite consequences:
instead of boosting the growth of an industry, it hampers its long-term
growth potential. This is relatively uncommon and generally involves tech-
nologies that increase the reliability and the life of products in industries
with saturated markets. The problem is that improved performance does not
create additional demand in such industries. For instance, the increased
durability of rubber can reduce the need to replace products such as tires,
thereby retarding the growth of the industry.

Even if technological change does not lead to the total substitution of one
industry for another, it can result in- partial substitution and decline in the
initial industry. For example, while it did not entirely replace the movie
industry, the spread of VCRs has reduced the audiences for movies shown
in theaters. The opening of a very fast train service in France, which we

“mentioned earlier, did not stop air service between Paris and Lyon, but it

did cut significantly into the airlines’ customer base. The development of
turbojet engines did not put an end to the manufacture of turbo propellers. It
did, however, limit the applications of the latter to certain categories of
aircraft (private aircraft, commuter aircraft, short takeoff and landing air-
craft, etc.).

In addition to the effects on industry defimtlon and segmentation, tech-
nology and technological change have a decisive impact on the growth, the
life-cycle, and the attractiveness of industries. Figure 2.5 summarizes the
different wavs in which technology can affect the growth potential of an
industry.

TECHNOLOGY AND COMPETITION

Even when it does not alter the definition and the limits of a particular
business, nor directly affect its current growth, maturity, or its attractive-
ness, technological change can cause a dramatic transformation of the kev
factors for success specific to a business and, above all, modifv the relative
importance of these factors. Such a transformation amounts to changmg the
rules of competition in a given industry by curtailing the competitive
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Figure 2.5 Technological evolution and industry growth potential

advantages enjoved by certain rivals and reducing the handicaps associated
with weaker competitors. Thus, in the end, the industry is restructured. It is
important to note that the technological changes we are referring to are not
innovations which one of the competitors introduces in order to strengthen
its position. Rather, the change imposes itself on the industrv as a w hole and
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structurally modifies the nature of competition; each competitor-has to ad-
just to it and benefit from it in its own way. Such technologlcal changes
generally originate from outside the industry, notably in upstream indus-
tries, such as equipment, component, and raw materials supply industries?e,

Technologies which have an impact on production systems can thus mini-
mize or accentuate the importance of production volumes and the size of
plants as key factors for success in a given industry. In the steel industry, the
development of technologies allowing low-capacity production units (mini-
mills) to operate at costs- comparable to those of large mills considerably
modified the rules of competition. The cost advantage of large units built in
special locations (near mines, near ports etc.) was no longer so important
compared with that of smaller units operating by downstream processing
plants with much lower transportation’ costs. Similarly, in the aluminum
industry, new casting techniques seem to have reduced significantly econ-
omies of scale and could cause this industry to evolve in the same way as the
steel industry!9. The spreading of numerically controlled machines in many
manufacturing industries has tended to erode the distinction between large,
standardized production runs and small, custom-made runs. This has led to
the blending of businesses that until now were distinct and did not compete
with one another.

Technological evolution can affect other factors for success. such as the
geographical location of production and the capability of getting raw mater-
ials or energy supplies on the best possible terms. In the above-mentioned
example of the aluminum industry, the use of carbothermic reduction tech-
nologies that make it possible to transform bauxite directly into aluminum,
without going through the alumina stage, reduces significantly the con-
sumption of energy (which historically has been one of the major elements
in the cost structure in the production of aluminum) and thus minimizes the
competitive advantage of producers' who pay less for energy because of
their location near a dam or preferential rates granted by the government?.

The structure of competition in a given industry can be analyzed by taking
into account the five main competitive forces which affect the industry: the
competition between incumbent firms, the threat of potential new entrants,
the threat of substitute products, the pressure from suppliers, and the nego-
tiating power of customers2°. In this context, technology is likely to modify
the structure of competition by changing the position of upstream or down-
stream industries or removing entry barriers, with new competitors thereby
gaining access. Thus technological change, which greatly affected the watch-
making industry by causing a great number of firms manufacturing watches
with mechanical clockworks to switch to electronic systems, also upset the
structure of competition. The case of Texas Instruments—one of the world's
major electronic component manufacturers—which entered and later aban-
doned the watchmaking industry can be analvzed in the light of these
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technological changes. The development of quartz watches and-the import-
ance of microprocessors in this product induced Texas Instruments to enter
and enabled it to succeed in this venture for some time. The progressive
standardization of the components used in the manufacture of watches and
the growing importance of other complementary factors such as design,
assembly, distribution and brand image, however, forced Texas Instruments
out of the watchmaking industry?!. '

The increasing standardization of microcomputers, the systematic sub-
contracting of components’ manufacturing and the cloning of the most suc-
cessful products have reinforced the importance of factors such as distribu-
tion and aftersales service in the microcomputer industry; this trend has
favored firms such as Tandy, which has a very large distribution network,
and IBM, whose reputation for excellent customer service and reliability is
- well-established. Since firms cannot differentiate themselves in terms of
technology, there is renewed competition on price which was started by the
clone manufacturers’ seeking a means to offset the image and service quality
handicap they had compared with IBM. In short, the rules of competition in
this industry have been greatly influenced by technological factors.

CONCLUSION :

Because it can be the source of major competitive advantage, technology
must be given consideration by firms competing in a given industry.
However, prior to examining how a company can use technology to'its own
advantage, it was necessary in the present chapter to specify how technol-
ogy and technological evolution affect the definition of the industries and
businesses in which firms operate. Also considered was the growth, matu-
rity and attractiveness of such industries, and the forces driving competition
in each of the businesses. The next chapter deals with the role of technology
in the creation of a durable competitive advantage.
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Chapter 6

Technology-based Strategies

The methods and models we have presen.ed are tools which help us under-
stand the actions and processes of firms whose technological capabilities play
a crucial role in the strategies they implement. Yet, some recently déveloped
approaches! go even further and consider technology as the primary founda-
tion of strategy. Examples of this can be found among the most successful
firms in the automortve, aerospace, computer, energy, new materials and
biotechnology indusuries. Firms which implement strategies based on technol-
ogy. termed "‘technclc.gv-cluster strategies,” develop by applying a coherent
set of technological capabilities in many different businesses which, in some
cases, are far removed trom their original or *‘base” businesses.

TECHNOLOGY-CLUSTER STRATEGIES

A technology cluster can be.defined as a set of businesses sharing a common
technological base (Figure 6.1). A technology cluster consists of a number of
applications relating the core technology to products and markets2. Using
“generic’’ technologies (which we describe below), some firms create a
strong and consistent technological ““potential” for which they find the
widest possible range of applications in diversified products and markets.
These technologv-cluster strategies can be represented as in Figure 6.2.

Technologyv-cluster strategies have, in particular, been implemented by
large Japanese corporations such as Honda, Canon and NEC; this explains
their representation in the form of a tree—a bonsai—whose roots are the
generic technologies, the trunk the technological potential developed bv the
firm, the branches the industries and businesses where the latter would be
applied, and the fruits the products or product/markets?.

A
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Figure 6.1 The tec}{nolog_v cluster: a cbnceprual representation (GEST 1986. Repro-
duced with permission of McGraw-Hill France.)

. Implementation of technology-cluster strategies requires that firms have
the following three fundamental capabilities:

® a strong technological potential;

® the capacity to develop rapidlv a wide range of applications, in the form
of many different products to be sold in a large number of markets;

® the capacity to choose, from the large spectrum of available technologies,
the ones that are not only intrinsically promising, but also consistent with
the firm'’s technological and industrial potential.

Technological Potential

Technology clusters are based upon competency in several ““generic tech-
nologies’” which can be translated into applications. In Chapter 4 we noted a
clear distinction between base technologies and kev technologies. The notion

of generic technologv follows a totallv different logic: a technology is de- -

scribed as generic if—through combinations with other technologies—it is
likely to lead to numerous different applications in diverse businesses. Unlike

(~,
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Figure 6.2 The technological “bonsai” (Sest-Euroconsult 1984. Reproduced with
permission.)

key technologies, generic technologies are not defined with reference to a
particular business; the generic nature of a technologyv is determined by its
wide-ranging industrial and commercial application. For example, Honda’'s
competence in engines and power trains has formed the basis for successful
businesses in cars, motorcvcles, lawn mowers, and generators. Similarly,
Canon’s competence in optics and imaging has provided the technological
potential for it to enter product markets as diverse as cameras, copiers, and
laser printers.

Generic technologies are often closely related to fundamental scientific
knowledge, preciselv because thev must hold the potential for generating a
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kroad spectrum of applications. The implementation of technology=cluster
strategies requires strong scientific and technical capabilities allowing firms
to integrate and combine these generic technologies so as to develop tech-
nological potential. In creating businesses as diverse as coated abrasives,
photographic film, magnetic tape, and “‘Post-it” notes, for example, 3M has
relied upon the creative coupling of competencies in adhesives, coatings,
and materials. Indeed, the company has invested heavily to maintain its
technological potential around these few generic technologies.

While in most cases generic technologies are not invented inside the ﬁrm
it is critical that the firm internalize them. However, technological potential
can only be developed, maintained and enhanced by the firm itself, and it
must also be controllable since it will constitute the firm’s main competitive
advantage in all the businesses where it is exploited. The technological
potential of a firm implementing a technology-cluster strategy is constantly
evolving. It evolves together with the generic technologies on which it is

based, and with the businesses in which it finds applications; it is reinforced”

through the acquisition of new generic technologies.

Firms can only develop, maintain and reinforce their technological poten-
tial through frequent and close contacts between in-house scientific and
technical teams and the outside scientific community (e.g. universities and
research laboratories). Good communication between the R&D units and
marketing departments responsible for finding commercial applications for
this technological potential is also necessary. One of the main challenges the
technology-cluster strategy poses is that of organizational structure—which
structure permits the most rapid and efficient flow of information? We
examine this question in Chapter 8. :

Exploiting the Firm's Technological Potential

The very existence of the firm’s technological potential and the significant
resources invested for its development and reinforcement onlvy make sense if
the potential is exploited in a large number of applications and markets. In
addition to developing technological potential, firms implementing
technologyv-cluster strategies must svstematically look for areas of application
where, through their technology, thev are likely to offer better performance,
value, or quality than the existing products on the market. The expansion of
the firm is thus the result of increasing the number of its markets.

The links the firm establishes with these various markets take on consider-
able importance in the implementation of technologv-cluster strategies. The
firm must be able to sense application opportunities in businesses which by
definition are extremely varied; it must be able to assess the competitive
advantage its techno]og\ could create, and evaluate whether this advantage
offsets its lack of familiarity w 1th a particular market (distribution networks,

3



Technology-cluster Strategies 109

customer behavior, behavior of firms already in the market, etc.)-The less
familiar the firm is with the market, the higher must be the differential
provided by technology*. This interrelation between the possibilities offered
by the firm’s technological potential, which is constantly evolving, and the
application opportunities of different markets requires an organization
which allows an efficient and rapid flow of information.

Technology-cluster strategies require that firms have great flexibility,
allowing them to shift from one business to another and from one market
to another. Indeed, firms implementing strategies of this type cannot aim
at remaining in the same businesses forever because they would eventu-
ally have to compete in a more traditional way as their advantage due to
technology eroded; on the contrary, they only stay in a given business as
long as their technological potential provides them with a significant com-
petitive advantage. Technological changes occurring in the application
markets can affect the coherence of a firm’s competence if such changes
involve technologles far removed from the firm’s technological potential.
In such cases, it is important to abandons the businesses in which it can no
longer rely sufficiently on its technological potential to compete; it must
look instead for other applications of its technologies in new businesses. In
essence, the technological potential of firms implementing technology-
cluster strategies is what determines the choice of application markets;
technological evolution in these markets is not what shapes the firms’
technological potential. However, such firms must be conscious of tech-
nological change to ensure that their technological portfolio does not be-
come overly mature.

Managing the Evolution of Technological Potential

The success of a technology-cluster strategy hinges on a firm's selective
capacity. This capacity includes both choosing appropriate products and
markets in which to exploit its technological potential, as well as selecting
“exploitable” generic technologies which are likely to enhance its tech-
nological potential.

If we go back to the metaphor of the bonsai, we can sav that selective
capacity concerns not only the branches—the businesses and products in
which the firm's technologv is applied—but also the roots—the firm's
generic technologies—which nourish the trunk, the firm’s technological po-
tential. This trunk represents the “‘core competence” of the firm—a technical
as well as industrial capabilitv®. In the diagram, the trunk represents a
certain stabilitv, whereas the roots consist of a set of ever-changing elements,
some of which are growing while others shrink and are abandoned, the
main objective being to combine elements in the best possible wav in order
to nourish a durable trunk.
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inus the select:on of appropriate technologies to be added to the firm's
technological potential is extremely important. This role should be carried
out by the firm’s “‘technological decision center’’¢, a unit which combines the
technologies mastered by the firm in a systematic manner while at the same
time being able to understand and call upon fundamental scientific know-
ledge to determine what other technologies should be developed or ac-
quired by the firm. As firms have limited R&D resources, this unit must, on
the one hand, assess and evaluate all the generic technologies the firm could
conceivably develop or acquire, and, on the other hand, select only a few to
focus on. In short, this capacity involves the active management of the firm's
technological potential.

The implementation of a technology-cluster strategy makes this capacity
crucial because it requires that certain technical skills be acquired before
entering a new business. In this case, the definition of the product flows
- from the technological capabilities, whereas with a ““classic”” diversification
strategy it is the products and markets which determine the technical skills
to be acquired or to be used. Managing the selective evolution of technology
combinations implies a prior step, technological scanning—a notion we pre-
sented in the preceding chapter and which, in this context, plays a funda-
mental role.

The concept of the tecknology cluster contributes to our elaboration and
improvement of strategy models by emphasizing technology-related factors.
It is now important to consider whether this approach confirms or invali-
dates the main aspzcts of business strategy as it has generally been viewed
to date. Bevond terminology differences, there may be close relationships
between the technological potential—and its applications—and the conven-
tional bases of strategic analvsis, namely businesses and industries. We will,
therefore, try to polrt out the distinctive aspects of the technology-cluster
. concept.

THE CONTRIBUTION OF THE TECHNOLOGY-CLUSTER
APPROACH

As we saw abO\e the technology cluster translates into a particular tvpe of
strategy in which the coherence of the diversified business portfolio is based
on a common “trunk’’: the firm's technological potential.

The Irrelevance of Industry Boundaries

Japanese firms otten use the metaphor of the bonsai to describe themselves
and reinforce the logic of their strategy”. Thev note that the business they are
in is defined by the firm's technological potential. Thus, thev redefine what

L=y
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we Lm'med a “business” in Chapter 2 along technological lines. The “tech-
nological potential” is thus analogous to the “business” of a firm for which
the key factor for success is technology. The technology-cluster approach
shows that there is a logic to the growth of some high-technology firms,

whereas the more conventional approach based upon business units would -

interpret this growth as diversification moves.

If we revisit the concept of the “strategic segment” or “business’” as we
defined it in Chapter 2—"a subset of the ﬁrm’s overall activity having a
specific combination of key factors for success’~—the notion of “technologi-
cal potential” clearly inverts our perspective. "The conventional strategic
segmentation procedure starts with the definition of products or businesses
and, a posteriori, identifies technology as a key factor for success. Technology
clusters show that the opposite approach may be relevant, starting from the
firm's technological potential and viewing its businesses as contingent
“applications”’; such an approach is also more general since it does not focus

on the applications which a firm develops, but instead relates them to a -

common combination of generic technologies.

Starting from the firm’s products and markets, strategic segmentation is
implicitly based on the idea of “industry”’; however, industry is only one
way of categorizing the firm’s products. This concept is totally irrelevant in
the case of firms growing in the technology-cluster mode. Porter defines an
industry as ‘‘a group of firms which manufacture substitutable products’’8.
According to this aefinition, the ““industry’’ is where competition takes
place. However, the industry is not a pertinent element in the analysis of
technology clusters. indeed, firms which grow as technology clusters do
not compete in one specific industry, but in all the industries where their
technological potentia: can provide them with an advantage. A competitor
which achieves ne'v combinations or which is faster to master and apply
new generic technelogies thus represents a threat, entry into a given indus-
trv being a possible consequence of such advantages. The technology-
cluster concept produce:; a strategy which “‘changes the rules” of
competition:

® Firms implementing technology-cluster strategies no longer compete on a
product/market basis, but on the overall viabilitv of the applications de-
rived from their technologjical potential.

® Competition in a given industrv is affected by the entrv of new competi-
tors having new competitive advantages and following a strategy which
differs from that of firms well established in the industrv.

The change in the rules of competition occurs because firms imple-
menting technologv-cluster strategies “ignore” the notion of industry
in the way thev define their economic role. A firm which develops one

or several technologv clusters does not define itself in terms of the

60
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industries in which the products it manufactures compete, or the mar-
kets it serves. Indeed, this definition would be rar too transitory because
of the flexibility with which the firm exploits its technological potential
in the form of products; moreover, it would constitute a fragmented

" image of the firm whereas the technology-cluster concept provides a
coherent strategy for developing an “entity”’—namely its technological
potential. A good example is that of Toray, the world’s leading carbon
fiber producer, which depicts its activities in a way consistent with this
idea? (see Figure 6.3).
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Figure 6.4 Saint-Gobain's techncﬁogical tree (La Tribune de I"'Economic 1986)

When it was privatized, Saint-Gobain also represented its activities as a
tree’® (and, perhaps because it is a French corporation, the tree looks like an
oak or a plane tree rather than a bonsai . . .). We cannot help observing that
the underlving technologv of Saint-Gobain seems to ke less convincing than in
the case of Torav, since the same term is often used to designate both its
generic technologies and their applications (see Figure 6.4).

“Technology Clusters” versus “Business Portfolios”

As a strategv, the technologv-cluster approach questions the conven-
tional model of strategic segmentation which uses the “industry’’ as a
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basic organizing principle. But strategic segmentation—which_aims at
answering the crucial question “What businesses are we in?”"—is the
first stage of the strategy-making process'0. Business portfolio mod-
els!! consider the firm’s businesses as permanent entities; indeed it is

on the basis of these entities, and according to their positions in the -
matrices, that decision-makers are supposed to make policy decisions..

Yet, because technologies and their applications evolve, the definition
of businesses may not be stable, but rather dynamic. This changing
definition- of businesses is not taken into account in business portfolio
models.’ |

Thus, the use of business portfolio models confines top managers to the
role of “‘speculators operating in a stable environment’’12. In other words,
these models follow a financial logic in which the resources are distributed
as if they were “investments,” to develop a “portfolio” by selecting busi-
nesses which can be reduced to financial “assets.” Thus the ‘‘business
portfolio” approach gives an image of the firm which is antagonistic to the
exploitation of its technological potential. Indeed, the implementation of a
technology-cluster strategy requires inventorying the firm’s technological
capabilities and finding the widest possible range of applications; i.e. mak-
ing strategic decisions in a dynamic perspective by taking all the possible
options into account, instead of concentrating on the “‘static’’ management
of its existing businesses. This implies shifting from a financial (allocating
resources to businesses) and marketing (concentrating on market share,
industry attractiveness, etc.) logic, to a capability logic (exploiting the
firm’s technological potential) based on research and development
capabilities.

The technology-cluster strategy is exemplified by firms which have
significant R&D resources and operate in many different businesses. The
R&D function in such firms seems to be managed in a centralized way. A
recent study noted. that the importance of technology in such firms is
reflected organizationallv by elevating the position of the R&D man-
ager'?. In essence, this means that the R&D and technology activities
must be given greater power than the financial and marketing functions.
Indeed, R&D is where the definition of new businesses and products
originates from, and thus the place where the firm’s strategy is
formulated.

In summary, the technologv-cluster approach is based on a different para-
digm in which the firm is viewed “horizontally” according to its technologi-
cal potential rather than “vertically” as fragmented into static businesses

and business units. This means that resource allocation decisions primarily -

concern the improvement of its technological potential and not its existing
business portfolio. The difference between the two approaches can be rep-
resented as in Figure 6.5.
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' OTHER FORMS OF COMPETENCY CLUSTERS'

We started our discussion of technology clusters by drawing a distinction
between the notion of “business’” and that of “technological potential.” It is
clear from the above discussion, however, that there are overlaps and
similarities between these two concepts as well. A business is a concept
which permits one to assess the firm’s capabilities and determine how these
capabilities provide it with a competitive advantage. Businesses have great-
er significance than the products and markets composing them; indeed,
defining a firm according to its business(es) provides an integrated vision of
its diverse capabilities and its specific know-how. When these capabilities
are primarily technological in nature, the firm’s business can be reduced to
its technological potential.

However, in most cases, a business is not solelv defined bv technological
capability; technologv-cluster strategies implv that the firm operates in sev-
eral businesses. Thus, a technologv cluster is a combination of businesses
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which'ﬁare linked by common technological capabilities. Such links have
been termed ‘“diversification pivots’14 since technology-cluster strategies
often appear on the surface to be simple dwermﬁcahon strategies (see Figure
6.6).

When the “pivot” is technological in nature, the firm develops a diver-
sification strategy which closely resembles a technology-cluster strategy.
Furthermore, recent studies!> have defined pivots between businesses as
“shared capabilities between theé firm'’s initial business and the business it
diversifies into”” (see Figure 6.7). When the shared capabilities, or the inter-
section of businesses, is technological in nature, we again have a situation
analogous to the technology-cluster notion.

Technology-cluster strategies can thus be viewed as a particular type'of
“related” diversification’®. In this context, we can.distinguish between
Sommer-Allibert’s technology-based diversification strategy and Salomon’s
market-based diversification strategy. Sommer-Allibert corporation grew in
diversified industrial as well as household markets (sub-contracting in
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Figure 6.6 The “diversitication En ot {Translated from: Victor Berretta, Politiquc ot
Strategic de ['Enterprise, Paris: Editions d'Organisation, 1975. Reproduced with
permission.)
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Figure 6.7 “Pivois” between businesses; each rectangle represents a capability and

a line of capabzhhe= represents a business (Détrie and Ramanantsoa 1983)

automotive accessories, furnishings, floor coverings, etc.) because it had
technological capabilities in the processing of plastics, which it later applied
to numerous areas. In contrast, Salomon grew bv manufacturing all the
different products intended for a specitic group of customers (ski bindings
and later ski boots followed by skis and other skiing equipment), and mar-
keting them through the same distribution network, having acquired the
necessary and widelv differing technologies for each product. Thus, like
technologv clusters, other kinds of capabilitv clusters can be developed,
such as “distribution” clusters, “production’ clusters, or even “brand im-
age” clusters. When Philip Morris acquired Miller Beer, it was exploiting its
core competency in and control of distribution channels; the diversification
move had very little to do with technology or production. Christian Dior has
leveraged its haute-couture brands to help sell ready-made clothes. Indeed,
brand image is critical; visit a boutique. where vou can find a wide range of
luxury items bearing the firm’s logo.

6 ¢
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These strategies, aimed at exploiting particular capabilities, are all based
on a coherent core of capabilities which provide the firm with a sustainable
competitive advantage. This core competence has been described as the

strategic ““driving force’’17. One such driving force is technology: in firms_

implementing strategies of this type, technology determines the scope of
products offered and markets served; technology-driven organizations seek

a variety of applications for their technology. Thus, growth occurs f'rom the .

exploitation of the firm’s technologlcal potential.

Furthermore, we might suggest that, for some firms, technology—cluster '

strategies correspond to a stage in their development where their tech-
nological potential provides them with a competitive advantage in a wide
and diversified range of activities. Firms like General Electric or Compagnie
Générale d’Electricité evolved through a technology-cluster stage when
they applied their core technology—electricity—to a number of different
products. Later, they moved on to an unrelated diversification strategy,
when electricity no longer was a key technology. However, the recent be-
havior of several companies, particularly. Japanese corporations such as
NEC, Honda, Canon, etc., would seem to suggest that the technology-cluster
Strategy may provide the basis for long:term competitive advantage. Thus,
technology cluster strategies may be only a transitional phase for some

firms, while providing the foundation for long-run growth and develop-:

ment for others.

CONCLUSION

The major advantage of the technology-cluster concept is the emphasis it
places upon technology as a fundamental dimension in the strategyv of some
firms. While other strategy concepts, such as the strategic segment or the
pivot of ‘diversification, could encompass corporate strategies which are
based on the firm’s technological capabilities, they tend to focus on the
products and markets to such an extent that the importance of technologyv is
inevitably underestimated. Thus, it is less the novelty of the concept than the
‘change 1n conventional thinking it requires concerning corporate strategy
which makes the technology cluster approach important. 1t is a different
mindset. In a time when technology seems to plav an increasingly important
role in competition, such an approach focuses, in a more direct way, on the
behavior of firms which trv to use their technologlcal potentlal as their main
source of competitive advantage.

Bevond these strictly strategic consaderatlons the concept of technology
cluster also calls for a closer examination of the more psvchological, cultural
and social aspects of firms which appear to follow a development logic
centered on technology. The major challenge in trving to implement

b1
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technology-cluster strategies may not, after all, be strictly economic tech-
nological in nature; it may lie in the inability of individuals to accept that the
firm follows a development logic which downplays the importance of busi-
nesses and industries. In western societies, at least, the concept of “the
business” plays an important cultural and social role and is a difficult mind- ..
set to change.
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1

DEFINICIONES DE ADMINISTRACION

(Primera parte)
1. Por su Por el término naturaleza queremos significar aquello por lo
naturaleza que la administracion tiene un modo de ser que le es propio.

En otras palabras, el caracter que la disciplina posee sin
llegar a identificar fa caracteristica ultima por la cual se
distingue de otras disciplinas. En este sentido deseamos
adelantar la afirmacién ~ que la administracion es una
superestructura.

-

Superestructura ¢ de qué o de quién?

De una.entidad; es decir de algo organico que existe,
evoluciona y se transforma

Una entidad puede ser una empresa, un organismo dei gobiemno,
una organizacion no lucrativa, una cooperativa © cualquier
asociacion con cierto propésito.

Para cumplir con su propésito una entidad necesita ser
administrada, lo cual supone dos cosas: diseflo y conduccion

Diserio y conduccién ¢ de qué o de quién?
Disefio de una estructura, lo cual supone a la organizacién y

conduccidn de esa estructura, de las cosas (maquinaria,
equipo) y personas que la componen

Por todo lo anteriormente dicho se puede resumir lo siguiente:

Las entidades, ya sean empresas, organismos publicos o no lucrativos,
asociaciones civiles como las cooperativas u otros, tienen un propdsito

Para alcanzar su proposito las entidades necesitan ser administradas
El proposito de las entidades es siempre algo distinto a la administracion

La administracién supone un diseAo y una conduccion: disefio de la
estructura y de la organizacién y conduccién de la tecnologia y de las
personas; es en este sentido bajo el cual afirmamos que la administracion es
una superestructura disenada por el hombre para alcanzar los propositos que
se ha trazado al crear o formar parte de una entidad

Investigacidén: las organizaciones como
entidades disefiadas y conducidas por el hombre .
Profesores: Salvador ‘Andrade y Margarita Fernéndez
UAM - XOCHIMILCO :



DEFINICIONES DE ADMINISTRACION
(Segunda parte)

2. Por El objeto de la administracién es la organizaciéon abarcando
su objeto tanto su disefio como su conduccion, ‘

¢ qué es la organizacién?

Es el sentido de armonia ¢ congruencia de las partes en el todo.
Se dice que algo esta organizado cuando las funciones de sus
componentes se complementan armonicamente. Por ejemplo, en
una computadora, el disco dure almacena la informacion y la
manda a la memoria, de la memornia la informacion fluye hacia el
microprocesador o cerebro y de éste a la salida de |la
informacién. Si las funciones (entrada de datos, almacenamiento,
memona proceso y salida) no acttan en forma armonica,
ajustandose unas a otras, la computadora no puede cumplir con
el propésito para el cual fue creada.

Pero ¢qué relacién puede existir entre la administracion y la
tecnologia de la computadora? En un primer acercamiento, la
computadora para ser creada tuvo que ser planeada, organizada
y fabricada; porlo mismo sus creadores tuvieron que recorrer ia
logica de la administracion para lograr su propésito.

pero ;En qué parte de la produccién de la computadora entrd en
juego la administracion? La administracion facilitd la fabricacion
de la computadora. Su desempefio abarco la coordinacién de
todas los objetivos y acciones. Nos explicamos: La
administracién entra en juego siempre que se da un coiectivo. Un
colectivo es una entidad con propésito inteligente. Este colectivo
se compone de miembros con diferentes destrezas. Domina,
cada quien segun Sus conocimientos, la tecnologia, su
aplicacion, es decir los procesos de fabricacion. La
administracién facilita al colectivo compuesto de equipos la tarea |
que desean realizar proporcionando a todos:

¢ Un enfoque comun

« Un lenguaje compartido

» Una légica para aplicar en la accion aquellas destrezas que ya
poseen.

Por todo lo anterior, la organizacion, objeto de nuestra disciplina, es la arena a donde
concurren todas las ofras ciencias. La administracion facilita el logro de los objetivos,
acciones mediante la coordinacion.

Inve\stigacién: las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvadeor Andrade y Margarita Ferndnde:z
UAM - XOCHIMILCO



L% DEFINICIONES DE ADMINISTRACION
(Tercera parte)

3. Por Por el término esencia queremos significar aquella
su esencia caracteristica Unica de la administraciéon, por la cual se
distingue de todas las demas disciplinas. Involucra la
identidad de la administracion. En este sentido la esencia
de la administracién es la coordinacion

Etimologia El téermino administracidén proviene de dos elementos
del latin: -

Latin Significacién en espaiiol

Cum -1 * Con, conjuntamente como co-participacién

~1~* Ordenar en forma “jerarquica”. (Jerarquia
significa que las “acciones” en el mundo
real obedecen a un principio de orden, en
el sentido de que unas dependen de
otras, como el agua que fiuye de la fuente
y luego se desliza por diferentes
senderos, de acuerdo con distintos
volumenes y presiones)

Ordinare

Esencial La coordinacién es, por naturaleza, un proceso, un trabajo
que el edministrador realiza y esenciaimente significa que el
resultado de ese trabajo logra armonizar la partes en el
todo. En otras palabras, la tarea del colectivo fluye en forma
armonica y congruente, sin contradicciones y, que si estas
se presentan, el administrador toma decisiones para
restablecer la armonia de las partes en todo.

Por todo lo anterior, podemos concluir afirmando o siguiente:

Mientras que la organizacion es la arena a donde concurren todas las ciencias para
aplicarse a la realidad, {a administracion, coordina esa “concumrencia” en esa misma
realidad. Para coordinar, la administracion ofrece al estudioso una Iégica y una serie de
modelos y técnicas que o adiestran para lograr tal coordinacion, aun cuando no conozca
todas las ciencias que concurren a |a realidad, porque el administrador coordina a
especialistas, cada quien realiza su tarea a su nivel. El ingeniero “maneja” la tecnologia
de los microprocesadores o de l0s nuevos materiales y el administrador coordina a los
diferentes equipos para que todo se realice en congruencia, es decir en armonia

Investigacién: las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade y Margarita Ferndnde:z
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OBJETO Y ALCANCES DE LA ADMINISTRACION

Hasta aqui hemos visto que el objeto de la administracién es la organizacion
como la arena a la cual concurren todas las ciencias para aplicarse a la realidad,
segun la tecnologia de cada entidad. Pero la afirmacién es demasiado general y
necesita precisarse en el sentido de identificar, por una parte el contenido de la
disciplina y por la otra sus alcances y fronteras.

1 Contenido

De las definicionas anteriores  enlistamos cuatro palabras lienas de
significado, que podemos relacionar de acuerdo con la figura que aparece
enseguida

Superest_ructura

l

Organizacion

/

Estructuras Conduccion
(Diseio) ' (comportamientos)

La ilustracion anterior muestra el contenido del “campo administrativo”. Para
visualizar su “extension” y “limites” necesitamos recarrer las definiciones de los
ultimos cuatro conceptos: superestructura, organizacién estructura, y conduccion.
El resultado de nuestro “viaje” sera el abarcamiento del campo de la
administracion con sus linderos y fronteras.  °

Investigacidn: las organizaciones como
entidades disefiadas y conducidas por el hombre
Profesores: Salvador Andrade y Margarita Fernandez
UAM - XOCHIMILCO



Superestructura y organizacién

En ciencias sociales organizacion es la armonia o congruencia de las partes en el
todo. Cada una de las partes desempena una funcidon que es aprovechada por
otras y asi sucesivamente hasta conformar un todo organico. .En las ciencias
basicas la organizacion emerge desde sus raices biologicas o fisicas. Asi sucede
con los organismos vivos o con los fenomenos de la luz o del atomo. En
administracién, la organizacion es “artificial”, es decir, concebida por el arte del
hombre, pero esta construcciéon humana no descansa en el vacio: las raices de la
administracion como superestructura se -encuentran en el desempefo
tecnologico, econdmico y humano de la organizacion encaminado a lograr
resultados utiles. La administracion solo facilita esos resultados y potencia las
funciones de las partes en el todo para lograr la coordinacion. En esta tarea no
basta solo descomponer y disecar las partes. Los hechos organizacionales no se
reducen a fragmentos dispersos. Son vividos por hombres y, esta conciencia
subjetiva - al igual que sus caracteres objetivos - son una forma de realidad
social.

La administracion trata de encontrar ieyes generales que correspondan a los
hechos concretos, en otras palabras se esfuerza por explicar los resultados de las
acciones en el seno de la vida organizacional. Asi se establece una tension entre
la concepcidn general y el dato concreto. Esta tension lleva al hombre a
desplegar esfuerzos para explicar los hechos concretos vy realizar
" generalizaciones.

La intencidn exhaustiva que inspira las investigaciones administrativas transforma
considerablemente su objeto que es la organizacion. Técnicas tomadas
aisladamente pueden parecer como un dato bruto, herencia de alguna acciéon o
resultado de un compromiso entre las necesidades del hombre y las exigencias
de la tecnologia o de la economia. Pero cuando se las ubica en el inventario
general de la superestructura que la administracion intenta constantemente
construir, se manifiestan bajo un nuevo aspecto, porque las imaginamos como el
equivalente de otras tantas elecciones que cada a administrador parece realizar
(toma de decisiones, aplicacion de técnicas. implantacion de procedimientos) con
los cuales se puede trazar el cuadro completo de la coordinacion

Al afirmar la naturaleza 16gica de la superestructura, la administracion no se separa de
sus raices fisicas ¢;Como podria hacerlo, puesto que todo fenémeno fisico supone una
medicion matenal? No se puede estudiar el desempefio ignorando a las maquinas o a la
tecnologia, sin analizar los objetos y las sustancias que el técnico fabrica o manipula.

La administracion no se encierra en una fraccion o dominio de la tecnologia o de la
economia, no se separa de las instalaciones fisicas o de la cultura espiritual del hombre
que esta integrado a la entdad. En la perspectiva que le es propia les consagra igual
atencion, por esta razén la administracién es una interdisciplina

Investigacién: las organizaciones como
entidades disefiadas y conducidas por el hombre
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La administracion como interdisciplina

Se producen tensiones entre todas las ciencias cuando concurren a la arena de
la organizacién para ser aplicadas a la realidad. En el acercamiento al hecho
concreto las une una uUnica dimension que es el conocimiento pero aplicado
desde diferentes esferas del saber cientifico; por eso une al conocimiento y a la
practica profesional. Las tensiones constituyen el quehacer de la administracion
la cual se esfuerza por lograr ia coordinacion entre los diferentes saberes.

La administracion trabaja sobre significaciones del conocimiento. No es tanto una
ciencia inductiva que - como las otras ciencias de este tipo concebidas en el siglo
XIX - se dedicara a observar hechos, formular hipétesis, someter éstas al control
de la experiencia para descubrir las leyes generales de la organizacion y de la
sociedad integrada en elia, es mas bien una ciencia sistematica, cuya finalidad es
identificar las interfases entre las areas de conocimiento, inventariar tipos de
formas organizacionales, analizar sus partes constitutivas estableciendo entre
ellas correiaciones. Sin este trabajo ‘preliminar que la administracion ha
desarrollado profusamente, el método preconizado por las ciencias inductivas
corre el peligro de fracasar. O bien los datos que uno se propone profundizar son
tan proximos y de cardcter tan contingente o heterogéneo que jamas se tiene la
seguridad de hallarse ante fendmenos bien definidos si antes no encontramos las
interfases entre areas de conocimiento, tipificamos las formas de organizacion y
rastreamos todo el campo de la entidad en busca de sus caracteristicas que la
distinguen de |as otras entidades.

El hecho de que existan en la literatura de la administracion autores que
prociaman sus técnicas, métodos o recetas como un absoluto comercializable de
la ciencia administrativa, ha enrarecido el campo y ha marcado rutas que pierden
al estudioso en su viaje al conocimiento.

Antes de elegir cualquier alternativa o cualquier decision es preciso prestar
atencion a todos los hechos que conforman la personalidad de cada identidad. Si
el investigador se apresura a postular la hegemonia de las técnicas parciales o de
los instrumentos sobre el todo se deja lievar por la ilusidn de que éstas son el
campo administrativo en todos sus aspectos y niveles y se le escapara lo
esencial. Se desconocera que las coordenadas requeridas para enlazar todos los
fenomenos en la coordinacion son distintas y su estudio requiere anadlisis a
diferentes niveles; y creyendo formular leyes de la naturaleza administrativa, no
hara mas que describir propiedades superficiales

|
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La administracion como interdisciplina
(Continia)

Las ciencias concurren a |la arena de ia organizacion mezcltando, al mismo tiempo, tres
grandes temas: los actores, el conocimiento y la practica profesional. esto equivale a
establecer interrelaciones dinamicas entre el Gran Tema de la Unidad del Conocimiento,
el Tema de la Practica Profesional y la Persona o el Sujeto. Conviene hacer distinciones
entre estas tres grandes categorias para aclarar el campo y evitar equivocaciones.

El Gran Tema de la Unidad del Conocimiento se bgne en practica por excelencia en las
aulas. En ellas no cabe facilmente |2 practica profesional. El conocimiento encerrado en
si mismo produce perfeccionamientos propios que derivan en la creacion de nuevas
disciplinas o de modelos. Esto lleva, como ya lo dijo Guy Berger, a la transdiciplinareidad '

La practica profesional, por si sola, es imposible, puesto que para cualquier accion
necesitamos ideas preconcebidas, pues sin ellas los experimentos no solo serian
estériles sino que, aunque 10 desearamos, no podriamos logrario ? Sin la uanica
dimensidn que une a los tres grandes Temas senalados, esto es la del conocimiento no
podemos hablar de empresa, ni de organizacion ni de identidad porque en el mundo del
siglo XXI, la caracteristica principal de las organizaciones es la produccién y la
administracion del conocimiento. En la produccion continua © robotizada de hoy han
desaparecido los obreros para dar cabida en la planta de las fabricas a los “técnicos”. Un
técnico puede controlar grandes complejos tecnologicos desde una pantalla digital. Pero
en las oficinas de esa misma planta, trabajan otras seis personas, desplegando
conocimientos, para apoyar a la accion del un solo “técnico en el piso de la planta.” Esto
quiere decir que las personas que apoyan al experto se dedican al seguimiento y
perfeccidn de los conocimientos necesanos para gue el “técnico” opere a la tecnologia. A
riesgo de ser acusados de formular paradojas, la empresa de hoy no se dedica tanto a
producir como a desplegar conocimientos: en palabras de James Brian Quinn, uno de los clasicos
actuales de la Administracién, “ existe el hecho de que las mas grandes compafias, como
computadoras Apple e IBM, que fueron las primeras en comprender este concepto del
conocimiento, se han convertido esencialmente en “corporaciones intelectuales”, Que
deliberadamente se consagran a ia investigacién para recrear y generar nuevos conocimientos.”

Desde la perspectiva practica, y especificamente la profesional, se requiere que los actores
aprendan a interactuar entre si, Esta interaccion se produce dentro de una gran tensién porgque
cada uno aplica sus conocimientos especializados tratando de identificar y entrelazar las fronteras
enire las diversas disciplinas para lograr la armonia propia de la organizacion y la coordinacion,
esencia de la administracién. . No se trata solamente de una nueva organizacién de los
conocimientos, sino de que las combinaciones deseadas surjan en el nivel practico mismo. Se
trata de que 10s nuevos materiales, los semiconductores y la biogenética actien con un propasito
deliberadamente prefigurado y logren alcanzar la meta.

‘Berger, Guy en Interdisciplinareidad (problemas de la ensefanza y de la investigacion en las
universidades). Edit por Asociacién Nacional de Universidades e Institutos de Educacién Superior
(Anuies) México, 1979 pag 76 - 78
* H. Poincaré Science and Hipothesis. New York, Dover, 1852 pag 143
*Brian Quinn James et all The inteflectual Holding Cmpany: Structurin Around Core Activities en
The Strategy Process (Concepts and Contexts) Mintzberg, Henr: and Brian Quinn, James, Prentice
- Hall, New Jersey, 1992
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La administraciéon como interdisciplina
' (Continua)

Los propédsitos deliberadamente prefigurados ponen en accion a sujetos y objetos.
Ambos constituyen el aprendizaje que enriquece i{a vida humana-en sociedad. La
accion se encamina a conferir un sentido a la vida. Asi es como se encuyentran
ios sujetos y los objetos en la interdisciplinareidad de las organizaciones. Es por
medio de esta accién de! conocimiento que nosotros podemos crear estructuras
sociales encaminadas a generar y preservar la coordinacion necesaria para
dirigir nuestras vidas, nuestras organizaciones'y sociedades. En la ilustracion
que desplegamos enseguida la idea anteriormente expuesta aparece
sensibilizada por medio de las relaciones entre los elementos de la interdisciplina
en las organizaciones:

Conocimiento + Practica profesional

Equipo Actor(es)

ORGANIZACION

e ~

Conocimiento Enriquecimiento
celectivamente actor

— generado
|

de cada ————1
|
I

Generacion del conocimiento
en la accidén como sentido de la vida

A medida que el pensamiento evoluciona, el aprendizaje se presenta como el
elemento mas importante en la administracion y las organizaciones se convierten
en entidades abiertas al aprendizaje para recrear y generar el conocimiento

Investigacidn: las organizaciones como
entidades disefhadas y conducidas por el hombre
Profesores: Salvador ‘Andrade y Margarita Fernandez
UAM - XOCHIMILCO



Y
b

‘i ORGANIZACION

Es la armonia o congruencia de las partes en el todo. Pero, ;qué es el todo? ,En
qué consiste? En administracion, el todo es una o varias ideas que guian la toma
de decisiones y que son el resultado de la comprensién compieta de la entidad.
Se produce cuando Ia mente entiende todo al mismo tiempo. Se dice que Mozart
escribia una sinfonia después de que la oia en su cabeza toda al mismo tiempo.
Una vez lograda esa tarea propia del genio, era para él facil escribir
enlazadamente a todas las demas partes. De la misma manera, los
administradores necesitan conocer a toda !a organizacion para definir la
naturaleza o identidad de la misma. Cuando lo hacen encuentran el todo de la
organizacién entendido como los principios de “direccionalidad” que guian a la
mente cuando disefia y conduce las empresas.

¢ Qué son exactamente estas ideas guia o "principios de direccionalidad™? Asi
como la direccidon de! automovil precisa del pensamiento organizado del
conductor para elegir el rumbo, de la misma manera cualquier accion humana
necesita una idea antes de que se produzca la accion. Usted puede comprender
la obviedad de las afirmaciones anteriores si realiza el ejercicio que aparece a
continuacion

1 Traiga a su mante o, si es posible, escriba dos o tres afirmaciones en
las cuales usted ha creido a lo largo de su vida

2 A continuacién escriba las creencias que le dan seguridad (no importa
que las afirmaciones se repitan)

3 Ahora, escriba las creencias que le dan amor

4 Enseguida, las creencias que le dan identidad, que son propias de su
vocacion , '

5 Finalmente, escriba dos o tres palabras que reflejen sus creencias
acerca de aquello que le da plenitud, felicidad o realizacion

Examine la lista de afirmaciones resultado del ejercicio. ; Cuantas y cuales de sus
decisiones, en la vida diaria, estan fundamentadas en esas creencias?

Con este ejercicio sencillo espero que usted convenga en que cualquier accidn es
siempre precedida por un conjunto de pensamientos guia. Basados en esa ley universal,
los tedncos de la admrmistracion han convenido en llamar misién a un documento en el
que se expresa, con pocas palabras cual es la identidad de la organizacidn.
Investigacidn: las organizaciones como
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5. Claridad de la organizacion, €l sentimiento entre los miembros de
que las cosas estan bien organizadas y las metas definidas con claridad
suficiente en lugar de ser desordenadas, confusas o caoticas.

La organizacion es 1 2 3 a4 s 6 7 8 g 10laorganizacion esta

desordenada, con- L _[ t | | | | | [ |} bien organizada,

fusa y caotica. tiene metas defini-
das con claridad.

. 6. Cordialidad y apoyo. El sentimiento de que 1a afabilidad es una nor-
ma de valor en la organizacion; de que los miembros confian los unos en los
otros y se ofrecen apoyo. El sentimiento de que prevalecen las buenas
relaciones en el ambiente laboral.

No nay cordialiaad v 2 3 4 s 6 7 8 © 10la cordialidad y ei
ni spoyo en la or- LIt 1 {-§ 1 1 1 | apGyo son caracte-
ganizacion. . risticas de la organi-
zacién.

7. Lliderazgo. La disposicion por parte de los miembros de la organi-
zacion para aceptar el liderazgo y ia direccidn de los calificados, A medida
que aparecen necesidades de liderazgo, los miembros se sienten en
libertad de asumir funciones de liderazgo, y se los recompensa por su
2ficacia. Este se basa en |la destreza. La organizacidh no esta dominada por
uno o dos individuos, ni depende de ellos.

No se recompensat 2 3 4 5 6 7 8 9 10 Losmiembros acep-
al liderazgo; los |__( | I 1 | 1| 1 | tan y recompensan
miembros estan _ al liderazgo, que se
dominados por basa en la destreza.
éste, dependen de

él o 1o rechazan.

RESUMEN DEL CLIMA REAL Y EL IDEAL DE LA CRGANIZACION

Calidez y Liderazgo

Claridad
Organizacional

Normas Recompensas

Responsabilidad

Conformidad

Apoyo

Las dimensiones del Clima de la Organizaciéon

Q|
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" Ejercicio de grupo: andlisis del clima de organizacion de esta organi-
zacion de aprendizaje

La mc!:“tu de este ejercicio es determinar la clase de clima de Organizicion
que les gustitria tener, idealmente, a los miembros de este grupo, y diagnosticar
como ven actualmente el clima de la organizacion. Una segunda meta es
determinar las diferencias entre el clima «ideal» y ¢l clima «real», y tomar
‘medidas para eliminar las discrepancias.

Se presenta después una forma modificada de clima de orgnnizaciép desarro-
llada por Litwin y Stringer®. para facilitar el anilisis. Cada individuo decbe
completar esle cuestionario para demostrar cémo le gustaria que fuera ideal-
mente el clima y como lo ve ahora en la organizacién del grupo. Completado el
cuestionario, debe darse a uno o dos de los miembros del grupo, quienes
computariin el promedio de cada dimension y trasladarin los puntajes de clima

real e idenl al formulario 1espective en la piging 60, (El grupo podriu repistrar
¢l resumen en ¢! pizarrdn para que todos lo vean con mas facilidad durante la
discusion.)

Mientras se computan los puntajes del grupo, el resto de los miembros
discuting los puntos | ul 4 del cuestionario. Se encararin los puntos 5 al ¥ una
vez que los puntijes se hayan presentado al grupo.

* Véuse Litwin y Stringer, The Influence of Organitational Climate on Human Motivation,

* L.a clase podria encontrar mas pertinente. como alternativa del empleo de la forma modificada
de Litwin y Stringer, regresar al cuestionario de clima del aprendizaje que elaboraron al final de Ja
unityd de Aprendizaje y solucion de problemas. La discusion podria concentrarse entonces en una

- ~pxrimmacion del nivel real vs. ¢l ideal en esos términos, [os motivos estimulados por cada término, °

Bl Fucuat. e OIS g b
pagina 62,

Iahras usar su propia et v desride renor g discutir las preguntas de fa

CUESTIONARIO DE CLIMA DE LA ORGANIZACION

Introduccion

Ponga Una (A) sobre el nimero. que indica, en la serie de siete dimen-
siones de clima de la organizacién que aparece mds abajo, su estimacion
de la posicion actual de la organizacién respecto de esa dimensién y una
{I} sobre el nimero que indica su opcion de donde deberia estar ideal-
mente la organizacion en esta dimension.

1. Conformidad. El sentimiento de que hay muchas restricciones
impuestas desde afuerz en la organizacion; el grado en que los miembros
sienten que hay muchas normas, procedimientos y practicas a las que
deben avenirse en lugar de poder hacer el trabajo como lo consideren
conveniente,

La conformidad no1 2 3 4 s & 7 8 g 1o0la conformidad es
es caracteristica de { | | [ | [ 11 1 | muy caracteristica

esta organizacion, de esta organiza-
cion.

2. Responsabilidad. Se da a los miembros de la organizacion res-
ponsabilidad personal para alcanzar su parte de las metas de la organiza-
cion; el grado en que los miembros sienten que pueden tomar decisiones
y solucionar problemas sin consultar con sus superiores a cada paso.

No se da ninguna v 2 3 4 5 6 7 8 8 410 Se pone gran énfa-
responsabilidad en { { | § t+ | | | { |} sisenlaresponsabi-
la organizacian, lidad personal en la

organizacion, -

——

3. Normas. El énfasis que pone la organizacion en el buen desem-
peno y la produccion destacada, incluyendo el grado en que los miembros
sienten que la organizacion establece metas que son un reto para ella y
comunica a los miembros el compromiso con ellas,

Las normas sont 2 3 a4 65 6 7 8 9 10Se establecen en la
muy bajas o no 1 | | 1 _| | | _t |} organizacién nor-
existen en la orga- ' mas que son todo
nizacion. un reto.

4. Recompensas. El grado en que los miembros sienten que se les
reconoce el trabajo bien hecho vy se los recompensa por ello en lugar de
ignorarlos, criticarlos. o castigarios cuando algo sale mal.

Se ignora, castigao 1 2z 3 4 5 & 7 8 9 10Se reconoce el tra-
critica a los miem- ||y 1t | | | 1 | bajo de los miem-

bros. . bros y-se los re-
' compensa positi-
} vamente,
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RIGE LA AD IST

.- CAPITALISMO INDUSTRIAL (MEDIADOS DEL SIGLO XIX TALLERES (PAPEL
TEXTILES MINERALES, ETC.)

« UN NUMERO SIGNIFICATIVO DE OBREROS ES EMPLEADO POR EL CAPITALISTA.

NO EXISTEN CAMBIOS SIGNIFICATIVOS EN LOS PROCESOS DE TRABAJO

w

AGLOMERACIONES DE UNIDADES PEQUENAS DE PRODUCCION,

LOS VESTIGIOS DE LA ADMINISTRACION BUSCAN EL TRABAJO COOPERATIVO
e EL CAPITALISTA REALIZA FUNCIONES DE GERENTE
e EMPLEO DE NINOS, HOMBRES, MUJERES -
* SE REQUERIA DE UN VIGILANTE LLAMADO‘PHERRERO (SUPERVISOR)

¢ PAGO POR PLAZA (TRABAJO MERCANTILISTA COMPRA-VENTA)

» RUDIMENTARIA DIVISION DE TRABAJO



Il.- TRANSICION

¢« REUNION DE OBREROS BAJO UN MISMO TECHO

* IMPOSICION DE HORAS REGULARES DE TRABAJO

e PRODUCIR EXCEDENTES CON LAS CONDICIONES TECNICAS EXISTENTES

e LA ADMINISTRACION SE CARACTERIZA COERCITIVOS DOMINACION TOTAL:
ECONOMICA MORAL, FISICA Y LEGAL.

e SE CREAN NUEVAS RELACIONES SOCIALES DE PRODUCCION

e PRESUPONE UN "“LIBRE CONTRATO DE TRABAJO"

e LA ADMINISTRACION EFECTIVA IMPLICA CONTROL

TO MANAGE(ADMINISTRAR, MANEJAR) DEL LATIN MANUS=MANO

EN INGLES ORIGINALMENTE USADA PARA ENTRENAR EN CABALLO

USAR EL FRENO, BRIDAS, EXPUELAS, CHICOTE, LATIGO, Y ENTRENAMIENTO.



¢ QUE ES LA ADMINISTRACION CIENTIFICA?

1880-1890 COMIENZA HA PROMOVER CRONOMETROS, ESTUDIO DE TIEMPOS Y

MOVIMIENTOS , NUEVAS FORMAS DE PAGAR A LOS OBREROS, ESTOS SON

ANEXOS UTILES DE LA ADMINISTRAéION CIENTIFICA, COMO TAMBIEN LO SON A

OTROS SISTEMAS DE ADMINISTRACION.



o RESOLUCION MENTAL EN CUANTO A DEBERES RESPECTO AL TRABAJO,
COMPANEROS Y PATRONES.

o DESPEGAR LA VISTA DE LA GANACIA PORQUE PROVOCA ANTAGONISMOS, LOS
ESFUERZOS CONJUNTOS DAN RESULTADOS VERDADERAMENTE
ASOMBROSOS. '

e DEJAR A UN LADO JUICIOS DEL OBRERO Y DEL PATRON, POR LA
INVESTIGACION Y CONOCIMIENTO EXACTO.

o REUNIR TODO EL SABER EMPIRICO DEL TRABAJADOR
e SEPARACION DEL TRABAJO MANUAL E INTELECTUAL
e SIMPLIFICACION Y ESTANDARIZACION DE SUS INSTRUMENTOS

ALIENACION DEL HOMBRE ({ BRAZO SIN MENTE)

o LEJOS DE PERECER O REBASARSE SE HA GENERALIZADO Y REFINADO. .



APLICACION SISTEMATICA DE LOS PRINCIPIOS DE TAYLOR A
UN PROCESO COMPLEJO DE TRABAJO

e LOS GERENTES REUNEN TODO EL CONOCIMIENTO TRADICIONAL, CLASIFICAN,
TABULAN Y ESTABLECEN REGLAS, LEYES Y FORMULAS

e TODO POSIBLE TRABAJO CEREBRAL DEBE SER REMOVIDO DEL TALLER Y
CONCENTRADO EN EL DEPARTAMENTO DE PLANEACION Y DISENO SEPARAR
LA CONCEPCION DE LA EJECUCION)

"LA PROPIEDAD DEL CAPITALISTA NO SOLO ES EL CAPITAL, SI NO QUE
EL TRABAJO MISMO SE HA CONVERTIDO EN PARTE DEL CAPITAL"™

« ABARATAR AL OBRERO Y AMPLIAR SU PRODUCCION

¢« EL TRABAJADOR CON EL NUEVO SISTEMA DE ADMINISTRACION SE CONVIERTE
EN EL MAS EXPERTO A EL DEBEN DEJARSELE LOS DETALLES.

" o EL GERENTE CONTROLA CADA PASO DEL PROCESO DE PRODUCCION DE SU

MODO DE EJECUCION.



EL HOMBRE COMIENZA HA "CONSUMIR" ACTIVIDADES, GUSTAS OPINIONES
PREFABRICADAS QUE NO INVENTA EL MISMO

EL CUERPO BUROCRATICO TRANSMITE ORDENES HACIA ABAJO

SE INTRODUCE NO COMO EL REPRESENTANTE DE LA CIENCIA SI NO COMO EL
REPRESENTANTE DE LA ADMINISTRACION EMPRESARIAL ENMASCARADA EN
LA CIENCIA. '

NO IN-VENTAN SI NO SINTETIZAN Y PERFECCIONAN RESPUESTA A COMO
CONTROLAR EL TRABAJO ALIENADO

TAYLOR PROPONE LA "JORNADA JUSTA DE TRABAJO"

PRETENDE ALCANZAR EL "OPTIMO", EL MAYOR DE LOS OBSTACULOS EN LA
FLOJERA SISTEMATICA, NO CONFIAR EN LA "INICIATIVA DE LOS OBREROS".

UN HOMBRE DE VALIA HACE EXACTAMENTE LO QUE SE LE DICE QUE SE HAGA,
DE LA MANANA A LA NOCHE.

TAYLOR NO SE ENCONTRABA ESPECIALMENTE INTERESADO EN EL ADELANTO
DE LA TECNOLOGIA.



EFECTOS PRIMARIOS DE LA ADMINISTRACION CIENTIFICA

1. LA SEPARACION DE MANO Y CEREBRO EN EL PASO MAS DECISIVO EN LA
DIVISION DEL TRABAJO POR EL MODO CAPITALISTA DE PRODUCCION.

e EFECTO DEGRADANTE SOBRE LA CAPACIDAD TECNICA DEL OBRERO, TIENDE
A HACER DE EL MERO AUTOMATA, UN HOMBRE DE PALO.

Il.- SEPARA LA “"CIENCIA" DE LA POBLACION OBRERA, NO RECONOCE QUE LOS
OFICIOS DAN ORIGEN A LAS TECNICAS Y METODOS.

¢ LA APARICION DEL MODERNQ INGENIERO TIENE SUS RAICES EL TRABAJO .
COMUN

e JAMES WATT-MANUFACTURA DE INSTRUMENTOS MATEMATICOS
e SAMUEL COROMTON-HILANDERO

(CONOCIMIENTOS CIENTIFICOS RUDIMENTARIOS)

* EL TAYLORISMO RESULTO UNA HERRAMIENTA ANIMADA POR LA
ADMINISTRACION PATRONAL.

lii.- LA ADMINISTRACION FUE PERCIBIDA COMO UN INSTRUMENTO DE OPRESION

IV.- NO SE LIBERA DE LA CREATIVIDAD SE OLVIDA EL EGO Y EL SABOR
HEDONISTA DEL TRABAJO.



PRINCIPIOS GENERALES DE LA

ADMINISTRACTION

Los principios de la dministracién son flexibles y ademas
no son absolutos y deben ser utilizables independientemente
de que las condiciones sean especiales o cambiantes. Fayol
formuld catorce principios basa&ndose en su experiencoa. Estos
pueden resumirse de la'siguiente forma:

1. DIVISION DEL TRABAJO
Separacidtn del trabajo con la flnalldad de producir mas vy
mejor con el mismo esfuerzo.

2. AUTORIDAD Y RESPONSABILIDAD
Consiste en el derecho de mandar y hacerse obedecer la res-
ponsabilidad es consecuencia de la autoridad.

3. DISCIPLINA
Consiste escencialmente en la obediencia -y todas muestras
exteriores de respeto. .

4. UNIDAD DE MANDO _
Los empleados deben recibir 6rdenes solamente de un superior.

5. UNIDAD DE DIRECCION _
Cada grupo de actividades con el mismo objetivo debe tener
un director y un plan.

6. SUBORDINACION DEL INTERES GENERAL AL GENERAL
El interés de una persona o de un grupo de personas, no debe
prevalecer contra el interés de la empresa.

7. REMUNERACION
[.os métodos de retribuciétn deben ser justos y satisfacer
enbn la mayor medida posible las necesidades personales.

8. CENTRALIZACION .

Los resultados deben converger hacia la direccion, de donde
parten las oOrdenes que ponen en movimiento las partes de
la organizaciédn.

o



9. JERARGUIA
Esta constituida por la serie de jefes que va desde la autori-
dad superior hasta la inferior.

10. ORDEN
Un lugar para cada cosa y, cada cosa en su lugar.

11. EQUIDAD
Una combinacidén de benevolencia y justicia por parte de los
dirigentes al tratar con los subordinados.

12. ESTABILIDAD DEL PERSONAL

Una persona necesita tiempo para iniciarse en una funcién
nueva vy llegar a desempefiarla bien, admitiendo que esté& dotada
de las aptitudes necesarias; si es desplazada cuando apenas
ha concluido el periodo de aprendizaje o antes, no habréa
tenido tiempo de rendir un trabajo apreciable.

13. INICIATIVA .
Un jefe que sabe inspirar la iniciativa entre su personal,
es infinitamente superior a otro -que no sabe hacerlo.

1

14. ESPIRITU DE GRUPO
La union hace la fuerza. La armonia vy la unién del personal
de una empresa constituye una gran fuerza para ella.



ESCUELA DE LAS RELACIONES HUMANAS

e LA ADMINISTRACION INTERESADA EN EL TRABAJADOR EN TANTO RESPONDAN
" A SUS INTERESES DE CLASE.

* SURGEN DEL "DESCUBRIMIENTO" DEL FACTOR HUMANO EN LA EMPRESA.

) S.U OBJETIVO INICIAL ERA DISMINUIR LA ALTA ROTACION DE LOS OBREROS
DADO QUE REPERCUTIA EN LA PRODUCTIVIDAD o '

» SE DIAGNOSTICA: FATIGA INDUSTRIAL,_EL REMEDIO ATENDER CONDICIONES
FISICAS, AMBIENTALES Y ACTITUD DEL OBRERO.

e ENFATIZA LAS NECESIDADES SICO-SOCIOLOGICAS SATISFECHAS POR LA
MISMA EMPRESA.

e SE VALIDA POR LOS RESULTADOS OBTENIDOS Y SE CONCIBE COMO MERA
IDEOLOGIA EMPRESARIAL.

e RELACION INTIMA ENTRE SATISFACCION.Y PRODUCTIVIDAD
DISMINUYE LA "ENAJENACION" RESENTIDA



EL EXPERIMENTO DE HAWTHORNE EN 1927 A 1932 LA WESTERN
ELECTRIC COMPANY. .

» CINCO OBREROS TRANSLADADOS A UNA CAMARA -DE ENSAYO
CAMBIOS DE CONDICIONES, SE OTORGO:

» SISTEMA DE PAGO MAYOR RENUMERADO

» DESCANSOS

+ REFRIGERIOS

« CAMBIO EN JORNADA DE TRABAJO

e CAMBIO EN ILUMINACION



RESULTADOS:

ESTIMULOS POR LA NOVEDAD DEL ESTUDIO -

e NO SE OBSERVO FATIGA ACUMULATIVA

.* MAYOR SATISFACCION

» EL RENDIMIENTO RELACIONADO CON EL TIPO DE JORNADA MAS QUE CON EL
NUMERO DE DIAS LABORALES. )

e LA ACTIVIDAD SE MANTUVO Y MEJORO
» LAS NUEVAS CONDICIONES LAS INSPIRA A TRABAJAR

¢ LA VIGILANCIA MENOS ESTRICTA LOS HACIA SENTIR MAS AGRADABLES,
' LIBRES Y FELICES.



VARIABLES QUE INTERVINIERON:

"1.- INCENTIVOS

Il.- REDUCCION DE FATIGA

¢
Ill.- ACTITUD MENTAL

LA'ACTITUD MENTAL ES LA PRINCIPAL CONVICCION DEBIDO A:

LA AUSENCIA DE PRESION

SE CONSULTA EL GRUPO

EXISTE IDENTIDAD

INVOLUCRAMIENTO DE DIRECTIVOS



ESCUELA EMPIRICA:

« DIVERSIDAD DE APECTOS SOBRE LA GESTION

» GAMA DE INVESTIGACION:

A) SOCIALES

B) ESTRUCTURALES | :
C) ECONOMICOS DE LA GESTION DE LA PRODUCCION

e ORIENTACION ABIERTAMENTE PRAGMATICA CENTRADA EN LA EXPERIENCIA
PRACTICA DE LA GESTION -

* |:A GERENCIA EN EL ORGANO ECONOMICO ESPECIFICO DE LA SOCIEDAD
INDUSTRIAL, POR LO TANTO EN EL ACTO PRINCIPAL.

.. ENFASIS EN LA DESCENTRALIZACION Y DELEGACION DE RESPONSABlLIDADES.‘
e NO CUESTIONAN LAS BASES ECONOMICO-SOCIALES

* ADMINISTRACION POR OBJETIVOS O CONTROL POR OBJETIVOS
» LA ORGANIZACION ES UN SISTEMA JERARQUICO

» MOTIVACION POR RESULTADOS.



- ADMINISTRACION POR OBJETIVOS (A.P.O.)
(1954)

A) TECNICA DE DIRECCION DE ESFUERZOS
B) CONTROL DE DESEMPENOS
C) DESCENTRALIZACION DE DECISIONES

4

D) FORMULACION DE OBJETIVOS PARA CADA AREA

SISTEMA DINAMICO PARA ALCANZAR OBJETIVOS
ORGANIZACIONALES Y PARTICULARES DE LOS GERENTES.



1.- ESTABLECIMIENTO CONJUNTO DE OBJETIVOS ENTRE EL EJECUTIVO Y SU
SUPERIOR

2.- ESTABLECIMIENTO DE OBJETIVOS PARA CAD POSICION \

3.- INTERRELACION DE OBJETIVOS

4.- ESTABLECIMIENTO DEL SISTEMA DE REVISION Y RECICLAJE

5.- ENFASIS EN LA MEDICION Y EL CONTROL

6.- PARTICIPACION ACTIVA DE LA JEFATURA

7.- APOYO'INTENSO DEL STAFF DURANTE LOS PRIMEROS PERIODOS



PLAN ESTRATEGICO DE LA EMPRESA
PLANES TACTICOS DE LA EMPRESA
RESULTADOS QUE CADA GERENTE PRESENTA

ANALISIS Y CONTROL DE RESULTADOS



ELEMENTOS DE UN GERENTE

CONCEPTO CLASICO:RESPONSABLE DE TRABAJO DE OTROS

CONCEPTO DE 1950:CONTRIBUYENTE REPRESENTADO POR EL PROFESIONAL
INDIVIDUAL

GERENTE: PLANEA, ORGANIZA, INTEGRA Y MIDE RESULTADOS ES
RESPONSABLE POR LA CONTRIBUCION, LA FUNCION MAS QUE EL
PODER DEBE SER EL CRITERIO DISTINTIVO Y EL CONCEPTO
ORGANIZADO

GERENTE: GUIA, CANAL, INSTRUMENTO, ORIENTADOR, MAESTRO,
EDUCADOR, LIDER.

SU RESPONSABILIDAD:ELEVAR LA MISION, REVELAR NUEVAS OPORTUNIDADES,
PROMOVER NUEVAS NORMAS Y MAS EXIGENTES.



ESCUELA DEL COMPORTAMIENTO

* ADOPCION DEL POSITIVISMO LOGICO

e JUCIOS ETICOS Y FACTICOS
e SE BUSCA LA OBJETIVIDAD DEL CONOCIMIENTO SOCIAL

* LA RACIONALIDAD HUMANA NO TIENE SIGNIFICADO
EL HOMBRE INDIVIDUO ABSTRACTO

» |IMPORTAN MAS LOS MEDIOS QUE EL FIN
e MODELO CONDUCTISTA ESTIMULO-RESPUESTA

« ORGANIZACION EN EL MEDIO MAS RACIONAL DE AGRUPACION SOCIAL
‘COOPERATIVA (COMPROMISOS)

 EL INDIVIDUO HACE LO QUE LA ORGANIZACION LE IMPONE 7

¢ SE DESVIRTUA LA DEMOCRACIA, PROGRESO Y RACIONALIDAD.



SISTEMA DE DECISIONES
C C Vv

e CONSIDERACION DE ALTERNATIVAS DE COMPORTAMIENTO .
Y SUS CONSECUENCIAS MAS EVIDENTES (VALORACION OBJETIVA) PARA
ARRIBAR A LA DESICION CORRECTA O INSATISFACTORIA

D ION: IVAC

» EQUILIBRIO ORGANIZACIONAL (SUPEﬁVIVENCIA A TRAVES DE LA DECISION:

e PARTICIPACION

* SATISFACCION ALCANZADA

* PERSPECTIVAS DE PROGRESO ( PERCEPCION VALORATIVA)



‘FUNCION SOCIAL DEL POSITIVISMO

(LEGITIMACION DEL SISTEMA)
LA ORGANIZACION DEFINE CUANTO VALE CADA APORTACION
DESIGUALDAD DE INGRESOS
EXISTE UNA RELATIVA IGUALDAD DE OPORTUNIDADES
SE LEGITIMA LA PROPIEDAD PRIVADA:
LOS RECURSOS EXISTENTES DEBERIAN SATISFACER LAS NECESIDADES DE LA
GENTE, SIN EMBARGO, SE DESTINAN A OTROS FINES.
EL FIN ES LA GANANCIA A VOLUNTAD DE INTERESES PARTICULARES

DESIGUALDAD DE INGRESOS

EL ESTADO LEGITIMA LAS ACCIONES DE PODER



KANT: UNA ORGANIZACION TIENE QUE FUNDARSE SOBRE PRINCIPIOS
ETICOS, CUYA MISION ES LA NEGACION DEL POSITIVISMO

EL HOMBRE DEPENDE DE IDEAS

HEGEL: EL HOMBRE NO ES LIBRE, S| NO QUE SE HACE LIBRE
POCO A POCO
(PRODUCTO DE SU HISTORIA)

EL CONSUM|R Y DISFRUTAR YA NO SON FINES SINO MEDIOS
PARA FINALIDADES LUCRATIVAS



NO HAY MANERA DE DEMOSTRARLAS
(SE CALIFICAN COMO BUENAS)
CUALITATIVAS

SE PUEDEN PONER A PRUEBA
PARA DETERMINAR Si SON
VERDADERAS ({CORRECTAS

O INCORRECTAS)
CUANTITATIVAS, RAZONAMIENTO
LOGICO.
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Las nuevas relaciones~humanas-
un falso reto a5 democracia

Luis Montarig Hirose

Introduccign

De l
Sde hace ya a]gunos Aarnos se ha \CnldO mane andO
una serie dc COIlCeptOS que nos ]lacell Pe"sa a
r en ]
p
:an n g I P C l T
o 1ZAC10 €5 ‘€n CI)EI&I y as elllplt‘.‘sas €n art] ula

! . experiencias latj
americanas ¢ inci e
—Chile y Peri brincipalmente,

. La var ‘
. f'.::‘:han;dau:l de enfo‘qufs y resultados han sido hasts
astante polémicoes, Algunos autores prevé
e . ..
este tipo de movimientos ¥ experiencias una trann

63



. .
sicién pacifica hacia el socialismo; ;‘ﬂgu‘nos{. otros se
regocijan ante la posibilidad de un 'capltahsmo' par-
ticipativo” ; mientras gue un tercer grupo de teo‘nco;
ve en ellos mas bien una manera mas de ocultamiente
de la realidad social y por lo tanto una forma mis
eficaz de ejercer el poder a través del autocontro}.

El objetivo de este articulo es eshozar algunos linea.
mientos teéricos gue nNos permitan avanzar en la :
comprension de tales movimientos y proponer algunos 4
elementos de reflexién acerca de las posibilidades rea- 1
les de su aplicaci('J‘nEV ) proponemos

T g g ¥ & .‘
refleabnac

5o e e -

1. Las Nuevas Relaciones-Humanas y la Teoria
de la Organizacién . S ,-:'_

E %Téé:riali.iﬂe'ﬁ*iaﬁbﬁgarﬁzadéﬁ‘ relativamente poco
conocida en México y objeto de una gran t_:anndad". !
de analisis en los paises industrializados, se divide —de
acﬁerdb a diferentes autores— en una serie de escue-:':
las, movimientos o corrientes que dan cu.tfnta c}e. los
principales cambios habidos en la refie:flon tedrica:
enfatiza diferentes conceptos y retendldamen.te L:
.{i:ﬁﬁﬂﬂf@ﬁﬁz’ép&éheﬁ;iﬁﬁw {delifenémeno organizacid
sta ha conocido muchos intentos de clasificacifm
a la escuela de las

¢

a
a su interior; en lo que respecta }
Nuevas RelacionessHumanas, algunos autores la_ con
sideran como parte o extensién de las Relacioney.
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Humanas; ® otros, como parte de la Sicologia Indus
trial ® y otro grupo le asigna un lugar por separado
como movimiento con caracteristicas propias.” Nos-
otros intentaremos clarificar esta confusién apegindo-
nos a la tercera alternativa,.pero sin desechar del te
las primeras dos. . )

Con respecto a la primera opcién, muchos autores
proponen una continuacién de los trabajos de E. Mayo,
F. Roethlisberger y W. Dickson, W. Warner y J. Low,
y otros mis;® sin embargo, como veremos mis ade-
lante, hay una serie de rompimientos al interior de
las ‘Nuevas RelacionessHumanas con su pretendido
predecesor que nos hacen pensar en un movimiento.

A

avance de la Teoria de la Organizacién se logra pre-
cisamente con rompimientos sutiles que le permiten
reforzar su légica interna, y que muchas veces éstos
tienen realmente la  funcién de complementar y legiti-
mar més que la de poner en tela de juicio o criticar
supuestos fundamentales. S :
Por otra parte, recordemos que los autores méis re-.
presentativos y que mis han impulsado las diferentes
escuelas no han sido, paradbjicamente, personas for-
madas en la disciplina que nos concierne; baste obser-
var la conformacién de la escuela de las Relacion
Humanas, por ejemplo.” Se puede decir que ésta «
una constante que encontramos en todo el desarrollo:

651



agn influencia de la Sicologia en las demis es.
cuelas: siempre estard presente en ellas, pero acom-
pafiando otros discursos elaborados en base 2 otras

sscinlinarias. .
flfﬁigitftiﬁlﬁ?i:més, para fortalecer l? anterior, que
lds desarrollos més recientes de 12’1 Teoria de la Orga
nizacién no se encuentran, después de las aportaciones
de los humano-relacionistas y d.e M. Weber, y sus
intérpretes, en “estado puro”. Cierto, la .grax.léexpan.
sién que conocié la Teoria de la Ofgadmzlacxs ny ;’u
explosién en diversas'corrientes después e la Segunda
Guerra Mundial, ha dado lugar a movimientos que

han recuperado en cierta forma los plantcamiento
+ 1 |’fé’l€-:* ‘ Vel

- Es bajo esta perspectiva que nosotros consid.er'fxmos
las Nuevas Relaciones-Humanas como un’mowmlento
bien identificado, perteneciente a -la Teoria de 1? Or
ganizacién, que recoge planteamientos de cornenltes

" anteriores y contemporineas y que se cor}f’orma alre-
dedor .de la Sicologia. Para su comprension se hace
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necesario acudir a planteamientos de otras disciplinas
sociales que manejan €squemas tedricos m4s abstrac-
tos y a niveles mis agregados, ya que las formas espe-
cificas que las moldean sglo Pueden ser aprehendidas
si s¢ conocen las particularidades de Ja conformacién
social donde son aplicadas,

Para continuar nuestro desarrollo, expondremos a
continuacién algunas de las principales diferencias que
hemos encontrado entre Ias Relaciones-Humanas y sa
supuesto relevo: las Nuevas Relaciones-Humanas, a
fin de esclarecer su especificidad en la Teoria de la
Organizacién.

II. Las Nueva.rIRelaciones-Humana.r: elementos .
de caracterizacign

Hemos decidido tratar sélo de Ilas diferencias exis-’
tentes entre estos dos movimientos; las semejanzas
—TUMErosas— ne nos permitirfan delimitarlos, de
hecho no nos permitirian reconocer ningin movi-
miento del “arenal organizativo”,'? dados Jos perma-
nentes traslapes entre ellos y ¢l continuismo en el
gue estin inscritos, Expondremos puntualmente algu-
nas de las principales diferencias que permitan la
caracterizacién de la corriente que nos interesa:

a) Surgimiento. Hemos comentado ya en otra par-’
te R en e T WIFR s
demos simplemente la divisién entre
de esta escuéla: la expe

{TOATON  reched =

il o




ste movimiento
Estados Unidos con el conocido articulo- de A. H,

‘Maslow:. “A Theory of Human Motivation”, publi

cado en 1943 en la Psychological Review.** Como es
ya bien sabido, el autor propone una estructura pira-
midal de necesidades: fisiolégicas, de seguridad, de
amor, de estima y de autorrealizacién; donde no puede
satisfacerse una necesidad de alta jerarquia sino hasta
haberse satisfecho las inferiores. Las aportaciones que
retoman, matizadamente, estos planteamientos en los
afios 50°s van a ir conformando esta corriente hasty
que en los afios 60’s se empieza a implementar un
conjunto de técnicas que conformarin lo.que se conc-
ce genéricamente como Desarrollo Organizacional.’s
b) Sicologia. En ambas corrientes, ya lo hemos
dicho, Ia Sicologia ha jugado un papel __

»

gEgexcluyen de sus planteamier.tos las obras originales .

de estos autores para ubicarse, sin mencionarlo, mis.

bien dentro de la tradicién norteamericana de
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g8l La Sicologia Infantil juega en los plan-
tearmuentos organizativos de ambas corrientes un papel
importante, aunque con enfoques diferentes. Asf, uno "
de los elementos centrales de la obra de E. Mayo es
la diferencia entre los comportamientos légico, i!

e irracional que el autor retoma de las cxperie.
efectuadas por J. Piaget en nifios Y Que extrapola para
reinterpretar el concepto anémico de E. Durkheim
a fin de explicar el comportamiento social y organi-
zacional. Por el otro lado, Ch. Argyris, como repre-
sentante importante de las Nuevas Relaciones-Huma-
nas, considera al pequefio como un ser demasiado
limitado, en proceso natural de evolucién, que tendrd
que enfrentar, en su bisqueda de la autorrealizacién,
las estructuras burocriticas que le impondrs la socie-

dad y que limitaran su proceso de maduracién.
L . Fey 0

S e T e e i
I Ty g NaE

los indi
N )

T ]

T ) o il
’{ELP"'”' IR "L,.‘.- s, E

cuestionamiento de las estructuras se desarrolla en re-
lidad en la escuela de la Contingencia; la heter

determinacién de éstas pone en relieve los factores
que inciden en ellas. El one best way relativizado ¥
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adquiere importancia “en el compor@:en;o?
organizaciones. LEgE R M}nevaglge Aciong:)
) 7S _

v

zicq’; para ellos, en la organi 2
deberan desaparecer las estructuray
inflexibles burocriticas, para dar lugar a estructu.
ras participativas que permitan el !ogfo de la auto-
realizacién, desapareciendo por consiguiente la estruc-

Rl

zacion del futuro

HER 3 participac'fén es el elemento
cen ;te la cooperacién; sin embargo, ‘
&sta ha sido entendida tradicionalmente por la Teo
ria de la Organizacién como una :::..ién voluntaria
y, por lo tanto, l.“’ ', wRela iones-HUmanag

o0 abOTaCIon )& COMORIN

_‘:, L ' o] S .sg o L T L

- p ' .: A "’ lfﬂ'ﬂa '&i L 1 \. [T Odt‘.. lﬂ _ L 1512
~<ibnj¥mientras que ones-tiumn :
lg-b Tante; sur =

- W :
ARG relac
forma’ genjgriidﬁ‘
A. Tannembaum:

AP ; t ' "y ‘\im' i
Prodicividad: o St

_..1a relacién entre la actitud del trabajador y la pro- .
ductividad no es una relacién directa y simple. Una -

i

:
:
!

S

é
i

falla en la hipétesis que asocia prod}:ctividad_ con satn. ;
faccién es que no distingue entre satisfaccién y mo-._

i L
tivacién, Hasta el punto en que_se_satisfacen_sus.mpe- ™ !

cesidades, una _persona puede estar__satjsfcchgﬁc‘q_n_m_*f};
irabajo. Pero su satisfaccién dice muy poce acerca t.‘le*‘
su motivacién para trabajar, sobre todo cuando su gatis-"
faccién no depende de la cantidad de esfuerzo que
dedica a su trabajo.l?
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¢) Marxismo, Es interesante sefialar que después
de algunos afios el marxismo ha hecho su aparicién
en los autores de la Teoria de la Organizacién; no
obstante, esta incorporacién requiere de un anilisis
cuidadoso. Volveremos sobre el punto. Observemos
por el momento cémo se ha llevado a cabo. El en-
foque humanerelacionista rechaza abiertamente las
propuestas criticas del marxismo:

Marx detestaba a “la’ burguesia” (...), &l vefa al
burgués como un explotador 4vido de utilidades; con-
sideraba que la sociedad sin ‘clases podria funcionar sin
éste, (...) Ninguna sociedad puede hacerlo sin ¢l hom-
bre que es educado y més que nada posee lo que ahora
se denomina el know-how. Es este conocimiento el que
mueve los engranes de la industria y la agricultura.2¢

Las Nuevas Relaciones-Humanas aceptan, por su
parte, ciertos planteamientos rarxistas en su discurso:

Karl Marx y una gran cantidad de tebricos sociales,
han escrito acerca de las frustraciones impuestas al hom-
bre por la naturaleza de la organizacién industrial. El
conflicto en parte se encuentra en la especializacién
y lo rutinaric de la produccién en masa, y también en

Ia falta de control del trabajader en su trabajo o en el
destino de la organizaci6n.21

G. Homans nos adelanta algunos elementos de inter-
pretacién para este-cambio. Segin él, la escuela de
las Relaciones-Humanas andaba en bilsqueda de un
paradigma que le permitiera contrarrestar los embates
que sufria el grupo de Harvard por parte de algunos
colegas marxistas; este grupo encontré un respaldo
en la concepcién sistémica de V. Pareto, y, una vez
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fortalecida la propia visién: de este moviiiento, py:
dieron proseguir su propic

desarrollo.?®

de que
de concepciones diferentes podemos esperar ::‘.n].ca_g
‘jgualmente diferentes; los }’1un:-tano-relamor_u's son
en cierta forma pobres en (erminos prcn}?osmvo's, con-
cretos —control de grupos informales, cu't-:ulacnon fie
boletines internos, T entresta-co

Mi conclusién serd
ha encontrado una

"Esta idea parece haber tenido un eco profundo en
muchos economistas y socidlogos cn:ucos, que han
extendido esta proposicion a la Teoria de la Orga-‘
nizacién en genf:ral, dando como resultado una de las
criticas mas faciles con el simple argumento de que
es solamente ideologia. Estos especia.hstas se han abo-
cado basicamente a estudiar eI. primer mvel’de la
.estructura organizativa por medio de las 'T.et?nas fi.el
Proceso Laboral, y es por ello que la Administracion
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que Ja sintesis iacolégim de Ma.jro s
aceptacién limitada en Ja le:ticlu-q
sdministrativa, pero que su contribucjén a la ideolo-
gia administrativa ha sido importante.??

i

[

i

1

|
i
;

Cientifica ha tenido un auge académico en estas disci-
‘plinas —Taylor y Ford, principalmente. Se ha con-

existencia de la otra, sino que, como en todo intento
metonimico,> la senala. El. pasaje del taylorismo y
¢! fordismo al neo-fordismo sin tocar ninguna otra
corriente de la Teoria de la Organizacién es sinto-
mético de.la situacién que prevalece en estos espe-
cialistas.”® :
Por otro lado, W
o s e
RaRIcEoloaiag enriquecimiento de tareas, grupos
de resolucién de problemas, grupos auténomos, amplia- *
cidn de tareas, etc.; todo ello gracias a las estructuras
participativas que prevalecen en este tipo de organi-
zaciones, ) e
(' Cos_elementos criticos_de las Nuevas Relaciones-
Humanas que serdn expuestos a continuacién preten-
den dar cuenta de-algunas de las debilidades tedricas
que soportan su marce conceptual. Para fines de
claridad hemos decidido proceder puntualmente a pe-
sar de la estrecha interrelacién que une estos con-
ceptos. ’

a) Necesidades. Este es tal vez el elemento ce.._al
sobre €l cual fue edificada la corriente de las Nuevas
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siderado tradicionalmente, siguiendo a Bendix, que’
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E;;fi.‘-i“f"'.li*r"."ur T 5. En éfecto, =
que las ideas de la motivacién del indi-

parece ser ¢ ol i
viduo en su trabajo no habian resultado tan efectivay

com :
establecer, operativizar, un ideal mas ele.vado al cual
el individuo pudiera adherirse mas facil y natural-
trabajador se plantea ahora
debe enfrentarse el sisterna

preN vl

planteamientos humano-

i R W
] & DIANTES ;
. mte: 3
i AT VLGN VErsALARdy han
GENTa proposicion plantea que todo duo

o Elad)

santiase . de acuerdo a este esquema, el cual.ey®

‘%.

se comp - . .

rigido en su estructura: hay una sene de l'lECc.Sldadu
alcanzar la realizacién,

que satisfacer antes de poder - .
es decir, antes de poder dar un sentido a la vida, Las
diferencias culturales podrian dar ciertos elementos
un analisis critico. Por otro lado,

para estructurar d
la separacién

el compartimiento de las necesidades, A sep
‘ Ja cual son sometidas, no hace sino sor-
el simple hecho de reunirse a comer con
de necesidades corresponde?.

tajante a
prendernos:
los amigos, ¢a qué tipo
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o lo requeria el sistema productivo; se necesitaba -

b

b

El intento deliberado de confundir necesidad con
deseo,. ¢no pretende acaso legitimar una serie de actos
que de otra manera serian reprobables? Adn mas, las
necesidades productivistas, ;no habrin en cierta me-
dida determinado, o, en todo caso, orientado las
‘férmulas de satisfaccién de estas necesidades?

Es evidente que el individuo tiene necesidades, es
un hecho dificil de debatir; es obvio que el individuo
tiene que darle un sentido a su vida, que tiene que
sobrevivir, que tiene necesidades elementales; pero
donde lo fisiolégico y lo simbélico realizan una sin-
tesis inseparable,

Es interesante sefialar, por otra parte, que el sistema
social cuenta también con necesidades para sobrevivir:
el proceso de acumulacién, a nivel social, se traduce,
a nivel de la organizacién productiva, en la relacién
eficiencia/control. Las estructuras planteadas que per-
miten la operativizacién de los requerimientos capita-
listas son revisados a la luz de la Teoria de la
Motivacién, dando por resultado una de las grandes
paradojas que conocemos: el dinero no es una nece-
sidad del individuo, s6lo de las organizaciones. Hay
que sehalar, para no perder de vista las condiciones
en que fueron planteadas estas premisas, que esta
teoria surge en momentos en gque las perspectivas
econdmico-politicas de los Estados Unidos eran muy
promisorias, o :
&m Este es tal vez el elemento central
de la escuela de la contingencia. Los autores contin-
gentes, utilizando la técnica de analisis factorial, han
propueste una estrecha relacién entre tecnologia y

“estructura.?® Esta relacién ha sido también utilizada
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por las Nuevas Relaciones-Humanas, aun cuan.do no
]a han hecho tan explicita en sus plar'lteal;nem.o;_
Cierto, el desarrollo ‘de nuevas tecnologias ha sidg
uno de los elementos dinamizadores del desarrollo ca-
pitalista 27 y, como comentibamos, encuentra su corre-
lato en la ideologia, y es precisamente en este contextp
que debemos analizar la propuesta de las Nuevas R.n-
iones-Humanas.
13‘311“-;:35!]1:;35 tecnologias han dado como r.esu]tztdo
una serie de procesos automatizados que han inducide
modificaciones estructurales importantes en el seno
de las organizaciones. La propuesta taylor‘xst:jl ha.sm}o
puesta en tela de juicio desde su estab}ecxmxento, sin
cmbargo, podria considerarse que es rec1entememde —a
partir de los afios 60’s— que se ha. fiud:f\do e 13
eficiencia de su utilizacién.®® Esta ineficiencia tayloris- .
ta es en realidad triple: por una parte, se comenta
su ineficiencia productiva: a pesar de haberse lograda
buenos resultados, el punto “6ptimo” no fue nunaa -
alcanzado, la existencia de tiempos ‘.muertos en la |
fabrica ha hecho dudar a los espe'ciahstz_s en produc- ;.
tividad; ademas, pareciera ser que la rigidez de los

procedimientos tayloristas no representa ya una vew .

- A g " A =LA SR
TSR biae Froduen T4 ouas palabidh
e funcionari ati bien en situacie-
taylorismo funcionaria relativamente bien e ko
nes econdémicas estables y seguras; pero la necesi

de adaptar rapidamente los procesos productives cues

tiona los elementos de flexibilidad del one best way.
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Otro tipo de ineficiencia, ahora de tipo social, se
refiere a su capacidad de control. Recordemos sim- |
plemente que en los afios 60's se dio en muchos paises
de Europa y en varias ciudades de los Estados Unirs
una revuelta contra el taylorismo. Las accione
sabotaje, de denuncia, aunadas a movimjentos sociaes
més globales, pusieron en tela de juicio su capacidad
manipuladora: la ideologia se resquebrajaba consi-
derablemente 2

Los elementos centrales de la propuesta taylorista

han sido, pues, puestos en tela de juicio en los paises
industrializades, como lo anota J. Ruffier:

" La mayoria de los paises industrializados admiten actual-
mente la inadecudcidon del taylorismo. La racionaliza-
cién del trabajo, que separa tajantemente la ejecucién
de la concepeidn, se convierte en fuente de disfunciona- ]
mientos que limitarian no solamente la realizacién de
las aspiraciones obreras a una mayor autonomia, sino’
incluso la obtencién de limites competitivos de produc-
tividad y calidad. Un movimiento se ha, pues, esquema-
tizado en todos los. paises pertenecientes a Ja OCDE

que tiende a abandonar progresivamente el taylorismo
para reavivar la iniciativa de los asalariados, utilizando
las capacidades creativas que éste tendia a ocultar.®

Observamos, pues, que ‘los requerimientos téenico-
operativos del sistema capitalista, en términos de sus-
formas de gestién, requiere de una contraparte ideo-
ibgica que los sustente: éste es precisamenté el papel
que se le ha asignado a las Nuevas Relaciones-Huin-

nas; esta corriente se presenta como la antitesis c

taylorismo. Pero e! taylorismo no desaparece, sino que
se incorpora a los procesod automatizados: e] saber
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4 Aqul gu sentimiénto se Ima-
0"_"'“0 Fstalr: x.fr.zl;;(sie$:.:.ql]l;aila’c‘r):a,tyloris‘»rr'uo no desaparece,
mplﬂ:m:e;oef 1a fabrica —y en los procesos a:t_ltm:na_
I:iian:os de las oficinas="Y est? ser tc:::;;:zca o a
: liberacién de energia que deberd se

rdinacién ¥ colaboracién entre

i 00! et
Las necesidades de c o on oo

identes
los tm-bajado“’ lse };i;c::::’:;? ;\’;dautomaﬁwcién tiende
més vital Pe l: géquina todo aquello que s¢ puede
a integrar enla en cierto gentido todo aquf:“f’ que &
e o e[;)lresA "Ios hombres les toca por esencia lo im-
mr’::r:: o decisién bajo incertidumbre, en general todo
P ]

1 3z
aquello que no s¢ puede taylorizar:

ificaci tructuras
Vemos, pues, que la modificacién c.le .las es cturas
) '1;ativas en los paises industngahzados e
organ

; .. tal
funcién de los requerimientos técnicos del capital y
uncio .

imni side en
ue el complemento de estes requerumc;.ntf); I;: e
?os planteamientos ideolégicos que 12 egi .

an. _. _ .
refuer;l.'bﬁt’&'d}‘;’a hemos mencionado que el concepto
i o de los elementos centrales de

icipacién es un _
de participacion € 0 de. trales de
1a 'IEeoria de la Organizacién.® K. Marx me

respecto que “ ..la cooperacién. ’es la fct:ar;rlzs::a fun’c,l:
mental del régimen de produccion caix ! Sicic;.mn
No es, pues, raro queé e'ste concepto ayizadén. o
importante para los tedricos de larorg_anS o So,n n
embargo, hay que deci‘r que estos 1\t:rml.r:to

ninguna manera sinémimos. Para Marx:

' Como personas independientes,
‘duos que entran

i el pro-
pero no entre Sl

Su cooperacibn COIENZA con
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los obreros son indivi-
en relaciones con’ ¢l mismo capital,

1

h b g

-

R

ceso de trabajo, es decir, cuando ya han dejado de
pertenecerse a si mismos. Al entrar en el proceso de tra-
~. bajo, son absorbides por el capital. Como obreros que
cooperan a un resultado, como miembros de un orga-
nismo trabajador, no son mé4s que una modalidad es-
- pecial de existencia del capital para el que trabajan.ss

El término cooperacién ha sido utilizado por los auto-
t res MAs representativos de la Teoria de la Organi-
zacién, proponiendo otros supuestamente equivalentes
— utilizaba incluso el mismo término—: parti-
cipaci6n, colaboracién... El término es desligado de
sus aspectos coercitivos y la ilusién de ibertad esconde
una manipulacién sutil. .
_Es cierto que los trabajadores han logrado una
“libertad” en determinadas “decisiones”: determina-
cién de tareas, de-horarios, de recompensas, de per-
sonas a contratar, etc.; pero siempre ha sido una
yertad acotadql primero por la organizacién, es decir,
sin ninguna connotacion social mds amplia. Pareciera
ser que la democracia en la empresa no tuviera nin-
guna relacién con la democracia en su sentido, més
amplio, al exterior de la organizacién. Recordemos
que éste era uno de los planteamientos de las Rela-
ciones-Humanas, al considerar a Ja organizacién como
una micro-sociedad y a sus tedricos como los micro-

soci6logos.® A. Gorz nos previene acerca de este tipo
de planteamientos:

Ellos (los trabajadores) pueden, es cierto, Hegar a
“autoadministrar” los talleres de produccién, a autode-
terminar las condiciones de trabajo, a codeterminar la
concepcibn de las miquinas y la definicién de las
tareas. Pero éstas no son menos hetereodeterminadas
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en el conjuntq por el proceso social de pr?duccién, -
decir, por la sociedad en tanto que ella_ misma €3 una
gran miquina. El control obrero (at‘:uswamef'ste califi- i
cado {7y autogestibn obrera) consiste en rea:ul;d sola.
termin idades de 1a hetereq .
mente 2% autodeterminar las modalida des o ‘ y

. . 5 "t el 3 »
determinacién: Jositrabdsadores
- - s ", 5 N b :

Por otro lade, la organizacién ha limitado en su in-
terior el alcance y el tipo de decisiones que pueden - ,i
tomar los trabajadores. Asi, esta libertad acot:fda es
en.realidad una libertad “relativa™, o mas b’1en la
percepcién de una libertad inexistente. Los circulos
de calidad, por ejemplo, se encierran en el ter,-rfsno de
lo"f%f:.g\c?j,\ impidiendo la entrada de lo politico; se :
decidé cémo pero no por qué. - !
'El traibajadorse i ‘ : "

1 61 rtad; descontextus

en realidad. I%wﬁbermd -.- e
jadorzhiEEndole IpALvoNtanAmEnTe

yIaue A A se I8 Pertiie s RIS a sty da d

v e we— eye

Es debide que tanto para «l asalariade como para el
patrén, el trabajo no es méis que -un nfedlo d.e g‘arfar
dinero, y no una actividad que tenga un fin en si misma,
que el trabajo no es la Nbertad [subrayado nuestrg). _

Mimm&b‘iﬁﬁ-l&sémhgb ies
ﬂciéﬁ?&ﬁéﬁa:acmgfﬁﬁdg%\_ dades el trabajg. -
d@nﬁ‘sﬁpdﬁﬁlﬁ&sélbﬁ!a,ﬂvs:@,dr:’f;_l%h ety 1La.f ,
reglas- de sobrevivencia del capitalismo estan clara .

B et S

]
' -

mente determinadas en |a ley del valor, como Io
seiala atinadainente A. Lipietz:

.

Pues ;quién prohibe a los obreros de la fabrica auto.
gestionada poner en cuestionamicnto lz expropiarif- dg
la cual son victimas? ¢ Utilizar el “tiempo lib ra
reapropiarse de la herramienta? Pues bien, jus. _.nle
el mercado, la'ley coercitiva’ de la competencia, la ley
-del valor. Ley del valor que continia rigiendo Ja carrera
".de la extorsién de la Plusvalia relativa, que limita a los
obreros a la autoexplotacién, que los obliga a elegir un
director comercial “competente”, después un director
técnico y finalmente capataces. Y todavia mis, ellos no
estin seguiros de que las “leyes del mercado” les autori-
¢en a continuar su autoexplotacién.2®

Los trabajadores estin Presos no solamente por las
estructuras  organizacionales, - sino por leyes sociales
mas abstractas que no alcanzan a percibir, La flexi-
bilidad de Ias estructuras organizacionales —que obe-
dece a los imperativos de la produccién capitalista—
da una jlusién de Libertad semejante a la del preso
al que se le ite_caminar
condicionada a Jos reguerimientos del “gran capital
dando a los .trabajadores Ia impresién de satisfacer
sus necesidades ‘de mas alio nivel,
éstos —siguiendo . a Marx__ ,- ¥
.i.!.,rf‘ﬂ D __ [ gﬁ‘sita}. i ‘*- 5 ‘;’»’,"i—”
Vemos, pues, por otro lado, que la- introduccién de
ciertos planteamientos marxistas ha sido utilizad: !
disfrazai ain mas la’ estrategia seguida por la . .
dominante, dado que-no. se trata de ‘la introduccién
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de esquemas globales, sino sélo de 'algurfas ideas que - proycf:tos de las Nuevas RelacionessHumanas ha sido
vienen a reforzar y legitimar la légica interna y los detenida precisamente por la direccién. Sin embargo,
procedimientos del discurso de las Nuevas Relaciones. el deseo de los trabajadores pone en tela de juicio las
Humanas. e ' estructuras actuales de las organizaciones:

TMWOS resultados de los programas neo-
humano-re e Stas han sido evaluados positivamente

tanto por los empresarios como p-or los traba]adorfgsv; . e e o 12 oaructutns convencionales pero
se han logrado incrementar los‘mv.elef de productivi- t: producen una nueva tensién fundamental. .. Eetoa: -
dad, calidad, satisfaccién y disminuir l_as tasas de } Q&m‘&‘g;@mﬁ‘—" u&w;} :
rotacién, ausentismo, descontento, eic. Sin embargo, ‘ g el e M. y
una constante nos llama la atencién: la corta vida ﬁ %?mg S
de estos proyectos; en efecto, la mayoria de' ell9s ha incongrien
sido detenida por los directivos de las organizaciones.
Algunos autores han planteado que esto €s deblt‘lo ala
amenaza resentida al darse cuenta los trabfqadores
que pueden ser mas eficientes sin la necesidad de !
linearnientos directivos, provenientes de altas y me-
dianas jerarquias y poniendo en tela de jt.xicio el‘p-fa.pel K
que juegan los niveles sgpériores en la v1:da cotidiana

...este nuevo enfoque resuelve algunas de las tensio-
nes engendradas por las estructuras convencionales, pero

v ——— e

fuera posible, creemos que habria que medificar las
estructuras sociales que determinan Jas modalidades
especificas de gestidén.

de la organizacion.*® . '
No deja de llamar la atencién esta’ curiosa corre-
lacién entre satisfaccién —o motivacion— y p’roduc- .
tividad. ¢Es que acaso se habri encontrado Ja f?rmu]a

del “juego en que todos ganan? }'::.sta eso?recxsa.man-

,W“”mm;g“'“m ?’: La mayor parte de la investigacién acerca de la

AT S SIStemas i O Loon *i  escuela de las Nuevas Relaciones-Humanas se ha efec
ey m@ . tuado en su lugar de origen: los Estados Unidos. Los
6nP . estudios empiricos realizados en México son muy

g 3 .| escasos, y se han efectuado siguiendo muy de cerca

La amenaza a la direccién de las organizaciones ‘ los esquemas conceptuales y metodolégico norteameri-

atin no ha llegado a cristalizarse; la mayoria de los

e

canos. En términos generales, y asumiendo el riesgo
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de ser esquematicos, podriamnos decir que estos tra-
bajos han confirmado la estrecha relac!o'n er_xtre sa-.us_
faccién por una parle y direccion participativa, nivel
jerarquico y productividad por la otra.‘Se ha -o'?ser.
vado también una relacién entre trabajo y felicidad
en funcién del nivel jerdrquico; asi como una rela-
cibn —significativa a nivel estadistico— entre Salnario
‘y jerarquia con trabajo en casa y apoyo famx'llar.h.
La Teoria de la Organizacion tiene un origen bien
preciso: los paises industrializados, y principalmente
1os Estados Unidos e Inglaterra. El conjunto de plan-
teamientos que la conforman ha dado cuenta —ge
neralmente desde una perspectiva micro y con fines
productivistas y de legitimacion— de aig?unqs de los
fenémenos mas importantes de las organizaciones. El
estudio de las organizaciones ha sido ‘‘clvidado™ en
los -paises dependientes; el traslado automitico de teo-
rias, métcdos y técnicas ha sido- la via tradicional
que han seguido los pocos autores mexicanos que han
incursionado en la investigacion en este campo. Inclw-
so hay autores que han propuesto que una de las
-causas centrales delesubdesarrollo estriba precisamen-

te en la mala calidad de la gestion de las ‘organiza- )

ciones mexicanas.*? :

Nosotros no compartimos este género de ideas. La
Teoria de la Organizacién ha pretendido constituirse
"come un planteamiento universal, aplicable’ a todo
tipo de sociedades; y esta universalidad se encuentra
apoyadd precisamente por el marco de refererfma que
ésta ha tenido tradicionaimente: la organizacién mis
ma. Un estudio'dé la Teoria de la Organizacion, que
fecupere los plantearnientos generales del estudio de
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la sociedad, permitird probablemente reinterpretar mu-
chos de los conceptos utilizados por ésta y remitirlos
a-un marco de referencia global que permita la com-
prensién de fenémenos particulares. Si a esto auna-
mos el analisis concreto de las conformaciones sociales,
el resultado de investigaciones futuras seri segurame

de interés para diferentes cientificos sociales.
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presumen, a lo largo de sus planteamientos, que las

necesidades elementales de.los trabajadores se ‘encuen-

tran ya satisfechas, y que dadas las condiciones cul-

poblacion —altos niveles

"

L)

AR e

realizacién ademas entendida en términos indi-
viduales y no colectivos. Pero éstas no son las condi-
ciones de los paises latinoamericanos, donde la pobreza
y el :analfabetismo caracterizan a una parte -impor-
tante de la poblacién. Las condiciones de’ la .clasa
obrera en México son muy. diferentes de la‘de los

. paises industrializados, y sus necesidades, por’lo tanto,
soft, otras. - : .

i -_-

autor

S LAY ZEs
Falimentacion: sc EHCUERBARTY

Fuentes  especializadas, como el Instituto -Nacional
la Nutricién, dan-.las cifras en otros términos. El 4L
-de_los mexicanos sufre algin grado de desnutricién; en
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ellos 'no se satisfacen ni siquiera los requerimientot ca.
léricos y sblo se consurme la “dieta indigena” (maig,
, frijol en escasa cantidad 'y vegetales verdes) {(...)
Ademis, otro 40% de Ja poblacién consume “dieta
mestiza”, que agrega a-la indigena trigo, otros vegetales
y frutas, con una proporcién mayor, pero ain insufi.

-+ ciente, de proteinas animales.

'( .} si se identifican los niveles de instruccién de la
pob]acmn econémicamenté activa (PEA}, para 1970 se

tenia que el 27.1% no contaba con instruccién, el

30.3% habla cursado tres afios o menos de primaria,

el 29.79% de cuatro a seis afies de primaria, 5.9% tan

s6lo contaba de siete a nueve afios aprobados, 3.7% al- .

canzaban algiin grado del nivel medio superior y finica- |

mente el 3.3% se lograba ubicar en. el mvel superior
! ‘de! sistema 45

Si ]os empresarios realmente estin preocupados "
las necesidades de los trabajadores, quué:no@!

rio reprcsenta una a]ternatwa vilida de ganancia para
el capital:

{...) los empresarios no han recibido a través de los

. =i afios las presiones suficientes para construir viviendas

. .{ baratas para los sectores méis desposeidcs. Ademds, hay
poco interés porque la inversién se recupera lentamente,
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y ¢l alza en el precio del suelo orienta los usos del
capital a otros propésitos. Uno de los principales obs-
ticulos para Ia solucién de este problema radica en que
los ingresos que recibe el sector trabajader de la po-
blacién no son suficientes para cubrir las necesidades
de habitacién. En 1970 el 4rea urbana de la ciudad de
México tenfa un déficit de 577,000 viviendas, las cuales
representaban el 44.6% decl total de unidades existentes
en esa época. De este déficit, 242,000 unidades se nece-
sitaban para “{amilias sin vivienda", 148,000 necesitaban
renovacién y las 187,000 restantes resultaban indispen-
sables para eliminar el hacinamiento.t®

pago monetario se veria reducido a uno de los fac-
tores higiénicos, que posibilitan la puesta en marcha
de los factores motivantes, orientados a valores jerar

quicamente mas “altos”, Pero si una compensacion
monetaria “justa” es requisito md1spensa.b]e tanto a
la sobrevwenc:a y ala motnacxon 0F arlo?

Mm‘hngrma. Algunos datos del afic 1970 (Munm1
Oliveira y Stern, 1972) indican que el 18.166 de los
obreros calificados de 21 a 60 afios de edad. ganaban

- menos del salario minimo vigente; 26.7% de los obreros
semicalificades y 35.5% de los obreros no calificados
estaban en la misma situacién.t?
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En un pais en que la poblacién eccndmicamente
activa del sector industrial estd compuesto por 63.9%
de obreros,®® que son quienes viven cotidianamente
las miserias del capitalismo: vnial alimentadcs, mal
vestidos, sin las condiciones habitacionales minimas,
con sueldos demasiado bajes, con un nivel educativo
cast nulo y con condiciones de trabajo demasiado—exi-
gentes; en un pais en 'que los trabajadores cargan
Eép' las crisis econdmicas mientras las 'ganan_ciag de
Jos g}andes monopolios se incrementan, -. ¢ podemos
acaso aplicar
Humanas? Por otro lado, el 15.5% de trabajadores ¢
que conforman la categoria de empleados, con ingre-
sos modestos pero suficientes, ¢creeran tal vez en esta
corriente? Por otro lado, el 0.66% de los administra-
dores profesionales 50" que se encuentran en la PEA
si zcordardn probablemente con estas ideas, pero,
¢por qué preocuparse por el control de un segmento
tan reducido? Obviamente porque ellos son en pran
medida quienes- tienen en sus manos la asignacién
del control obrero .y, por-lo tanto, se requiere de un
sistema —mas sutil— de control de este grupo,g@
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las propuestas de las Nuevas Relaciones -

subdesarrollo estriba en la.incapacidad que tienen las
‘empresas para organizarse. Esta: jdea esti directa-
mente asociada a la de Ja universalidad que’pregona
la Teoria.de la Organizacién: si en México se ‘apli-
caran correctamenté las teorias y. practicas provenien-
tes de los paises industrializados, el pais conoceria un
desarrollo semejante a éstos. Los lamentos ‘ccmpara-
tivos entre ambos tipos de ‘sociedades no haden sino -
reflejar el desconocimiento de nuestra realidad ‘sbcial.
Nosotros proponemos, en ccntra, un.camino inveérso:
analizar ‘algunos de los elementos mds globale¥ que
. nos permitan entender la especificidad de ‘tiuestras
organizaciones. . . ) oL
México ha contado tradicionalmente con una mano
de obra abundante y barata y con una alta hetero-
gene.dad de procesos productivos, de los mas simples
a los méas complejos, que ha orientado a los, direc
tivos de las empresas a utilizar ciertos conceptos y
estructuras organizacionales. Asi por ejemplo, el pro-
blema de rotacién de trabajadores no tiene la_misma
que _en otros.

i

)

naises. En efecto

A ATCALT

or otro"lado, el”control obrero oficial, ligado
estrechamente a los 'intereses politices y privados, ha
frenado’ grandemente ‘el surgimiento del sindicajisi
independiénte. an?de

a i‘l—_f;; e

dicalismo
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B corporacxones pnvadas en lo que respecta 2 sus ni
- veles de eficiencia. Las transferencias de recursos, los

subs:dnos, los mercados cautivos, el control del movi-
., son algunos de los elcmentos que
endlentes %

mlento obrero, etc.
caractenzan a ]os pa1ses de

& { .} l1a hetereogeneidad tecnolégica no es ¢l resultado '
* " del atraso-desarrollo, sino que obedece a las estrategias
“iconcretas de extraccibn de plusvalia que despliega en

> un momento histérico concreto el capital®?,

feoan
. En otras palabras, el estudio de una conformacién
-social particular no puede hacerse autirquicamente,
{4sin’considerar la conformacién global del sistema pro-
dut:tlvo y las leyes que la rigen. El capitalismo se

g éxnende a escala mundial,®® y, por lo tanto, pam

conceptualizar la democracia en las organizaciones a
mvel de un pais dependiente no podemos hacer abs
“traccién, por ejemplo, de’los grandes monopolios in-.

1 temacxonales y su relacnon con ciertos grupos nacio-
yal
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Sabemos que la Teoria de la Organizacién ha esta-
do siempre ligada a diferentes momentos del desarrollo
capitalista y que ha surgido como respuesta a las
exigencias empresariales de eficiencia/ ideologia, que
¢sta ha sido trasladada mecinicamente a pa:ses con
ados_menores de mdustnahzacmngg s’

Las orgamzacxones en Mcxu:o a]tamente Jemrqulia-

das y centralizada$, no han resentido la necesidad. de

acudir a teorias elaboradas para ejercer el control

de sus traba_]adores -gsqtiéma“gv:@gg }podﬂamos decir,
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La verdadera democracia en las organizaciones esta
negada en las mismas relaciones de _injusticia que
prevalecen en los paises dependientes:

(--.) Ia verdadera democracia es finalmente incompa-
tible con el subdesarrollo econémico y la desigualdad.
El capitalismo ha significado el subdesarrollo y la
desigualdad extrema para la gran mayeria de la gente
en América Latina, Africa y Asia. Parcce ser cuestion
de mantener enferma y oprimida a la gente a fin de
preducir una economia *sana”.5+
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pitBHcienciaftiene, pues, que ser evaluada en un

marco de referencia ampho la cual estd lga
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En I6s paises industrializades la dualidad partici
pacién/eficiencia -ha {uncionado:
los trabajadores en ciertas decisiones de la organizi.
¢ién "ha xtt"rrcut:do ‘positivamente en la efici encxa
La . alta :u._:o‘ogla y el movimiento obrero, ya'lo
deciamos, reqmere de nuevas formas de orgamzacxon

la participacién de
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Uno de los sustentos teom:os del llamade movi-©
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“al :gual que uno de sus aliados més_cercanos, la Slco- -
logia, podran dificilmente. ser los veraaderos agentes _

de .cambio .social:: la ampliaciii de sus marcos de

referencia \podna, sin embarzo

, Tesultar muy _Jitile |
en el acompafamiento del cambio %¥ I propont’
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Como toda metddologia cicntifica, la . Sico- soc:o!ogm
nace y evoluciona a la sombra del poder.cn una cicrta
situacién social, ella es utilizada y se deja utilizar

los poderes sociales (y més .atn que. la- depende
econdmica, las limitaciones y las distorsiones ideoldgicas
son aqui importantes); pero como toda:-construccion
cientifica posee su margen de autcnomia, que puede
acrecentar, criticAndose o siendo criticada (y la critica
de su pape! ideolégico y de sus aspectos mistificadores es
esencial) por los otros _sectores cnenufncos, anahmndo
los resy

. : o hay duda que no es; y que no sers
en mucho tzempo, el agente histérico de lcs éambios
sociales masivos, No es actualmente quien transforma

* la practica del aborto, las foimas de- gestiom de las em-

. presas, las actitudes hacia los trabajadores mm:ndos,

los viejos los enfcrmos, los Iocos
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La satisfaccién de las verdaderas m.-ces;dades ¥ la
libertad- en el trabajo dependen, .pues,.dé las formas
especificas que adquiere e! modo de produccmnﬂ Cam-
biar éste significa hacer posible esto ‘que hasta Ia
fecha ha sido- meramente una tecnologlalldeologla al
serwco de una muy {




