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Preface

Organizational effectiveness and strategic change are increasingly
popular topics in the management literature. Proponents argue that
they are the key to gaining a competitive advantage in today’s high-
ly competitive business environment. Employee involvement, total
quality management, and process reengineering are the most fre-
quently mentioned approaches to improving organizational effec-
tiveness. They also involve complex organizational change
processes.

Our interest in employee involvement dates back decades and
includes a considerable amount of research and consulting. Despite
great interest in the topic and a great deal of research, little system-
atic information exists on why companies are adopting employee
involvement programs, what types of practices they are using,
whether there is an increase or decrease in the use of employee
involvement, how effective companies think employee involvement
is, and how effective it actually is. Much the same is true for total
quality management. In many organizations, total quality manage-
ment is closely related to employee involvement; thus, studying one
without the other is ill advised. Reengineering is newer still; as a
result, much less research has been done on it. There is little ques-
tion, however, that it has been widely adopted and that it is contro-
versial in many firms.

Strategies for High Performance Organizations represents the
fourth study of a continuing research program aimed at document-
ing how management practices in Fortune 1000 corporations are
changing. The first study involved a 1987 survey that focused on
which types of employee involvement practices were being adopted
by Fortune 1000 corporations and on the firms’ views of the effec-
tiveness of these practices (Lawler, Ledford, and Mohrman, 1989).
The second study involved a 1990 follow-up survey of the Fortune
1000 that focused on both employee involvement and total quality
management (Lawler, Mohrman, and Ledford, 1992). A compari-
son of the 1987 and 1990 data showed changes in the adoption
rates for employee involvement practices among the large U.S.
firms. It also provided a benchmark of the degree to which total
quality management practices were actually utilized by U.S. corpo-
rations.
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The third study collected data in 1993; it provided much more
extensive information on who adopts total quality management and
employee involvement, as well as on what the results are. In the ear-
lier studies, we considered only the impact of employee involvement
and total quality management on nonfinancial performance mea-
sures, while the third looked at their effect on such financial results
as return on equity.

The information presented here goes beyond the results reported in
the first three studies because in this study, in addition to looking at
employee involvement and total quality management, we evaluate
process reengineering. We also focus for the first time on business
and change strategies.

Both managers who are considering changing their management
approach and researchers looking for data on how management
practices are changing in the United States should find this report
useful. Managers who wish to compare their organizational change
efforts with others’ can use the data to measure their own organi-
zations against those of the Fortune 1000. Managers who are con-
sidering changing their organizations should find that the results
provide important information about what changes are likely to be
effective.

This report begins with a two-section introduction that reviews the
past work on organization effectiveness and describes the study.
Part One addresses the adoption rate of the major employee
involvement practices—namely, those that focus on sharing infor-
mation, building knowledge, rewarding performance, and sharing
power. In each case, we compare the use of these practices in 1987,
1990, 1993, and 1996 and find a selective increase.

Part Two focuses on the adoption of employee involvement, total
quality management, and reengineering programs and practices. It
begins with an analysis of the patterns by which companies adopt
employee involvement practices. Then it looks at the rate of adop-
tion of total quality management and process reengineering prac-
tices. For total quality management, we compare the adoption rates
from 1990, 1993, and 1996. In the case of process reengineering,
we look at the adoption rate in 1996.The final section in Part Two
analyzes the degree to which companies adopt employee involve-
ment, total quality management, and reengineering in conjunction
with each other.

Part Three focuses on how organizations are changing in three
areas. The first is the type of employment relationship or contract
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that they develop with their employees. The second comprises the
new organizational approaches that they are using to improve their
performance. The third consists of their change management strate-
gies. These areas, covered here for the first time in our studies, pro-
vide an interesting view of how organizations are changing. Our
research clearly indicates that there is a “new deal” for employees.
It also points out that organizations are doing a variety of things to
improve their effectiveness. Finally, the results show that organiza-
tional change efforts are often led by senior managers and guided by
a clear sense of direction and mission.

Part Four focuses on the effectiveness of employee involvement,
total quality management, and reengineering practices and pro-
grams. The results are consistently positive for all three of these pro-
grams as a whole, as well as for many of the specific practices that
they involve. Particularly interesting are the results that show a link
between the adoption of employee involvement, total quality man-
agement practices, process reengineering, and the financial perfor-
mance of corporations over time. Finally, the data suggest that the
most effective organizational change programs combine employee
involvement, total quality management, and reengineering in ways
that create a complete organizational change effort.

Part Five focuses on the factors that lead to adoption of employee
involvement, total quality management, and reengineering. There are
a number of important relationships between the adoption of employ-
ee involvement, total quality management, and reengineering change
efforts and the characteristics of the organizations and their environ-
ments. These relationships suggest that corporations choose all three
of these programs because they fit the firm’s strategic agenda. The
data also suggest that these programs are frequently combined with
major structural changes in the way organizations operate.

Acknowledgments. Our study is one focus of the research pro-
gram of the Center for Effective Organizations. The center, which is
part of the Marshall School of Business at the University of South-
ern California, is sponsored by a number of corporations interested
in organizational effectiveness. Their financial support and that of
the Marshall School provided the funding for this study. The Sloan
Foundation provided financial support that allowed us to do the
financial analyses presented in our earlier publications. The Associ-
ation for Quality and Participation commissioned the 1993 study
and provided support for the 1990 survey.

A study like this requires that people in organizations take time to
complete the questionnaires that we distributed. We are deeply
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appreciative of the time spent by members of the Fortune 1000
companies in responding to this survey.

Any research study of this magnitude requires a high level of staff
support. We are fortunate at the Center for Effective Organizations
to have a talented staff to assist our research activity. We would par-
ticularly like to acknowledge the excellent help we received in data
collection and data analysis from Alice Yee Mark, Beth Neilson, and
Nora Osganian. Lydia Arakaki did an outstanding job of preparing
the manuscript. The financial analyses reported in Section Twenty-
One are based on work done by K. R. Subramanyam and George
Benson.

Los Angeles, California Edward E. Lawler III

June 1998 Susan Albers Mohrman
Gerald E. Ledford Jr.
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