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PREFACE

IN WRITING THIS BOOK we had to make some difficult choices. Should we
cover all topics micro and macro, including individual, interpersonal,
small group, and leadership, as well as such strictly macro topics as
goals, control systems, and the environment? Should we orient it
towards the traditional organization theory market, which we see as
strongly research-oriented? Should we make it another principles of
management text, with a strictly managerial emphasis?

We decided to write a book that would not only provide a framework
for understanding the organization as a social system but also translate
that understanding into its implications for the practice of management.
Thus, it is primarily a macro book that contains some concepts that
might be found in a principles of management book. We have sought to
provide a framework for viewing, understanding, and managing the
various activities that constitute organizational life, with an emphasis on
the thought processes behind the dimensions and models discussed.
That framework views organizations as holistic entities with their
various dimensions (goals, structure, etc.) representing different cuts
at the one being. It stresses the fact (especially in the last two chapters)
that organizations grow, develop, and respond to the outside world in a
total sense, along all the dimensions simultaneously. While the chapters
present topics that are covered in most books on organization and
management, they also present various “windows’” through which one
can view any organization. Each window provides a different perspec-
tive, but the scene inside is all of a piece.

The book introduces organizational concepts by way of a set of
questions that everyone entering or working in an organization should
ask. These questions set the stage for all the chapters in the book, since
each pertains to an important dimension of organizational life. Further-
more, the book anchors most of the concepts to experiences familiar to
students, as well as to examples of actual organizational life. In this way,
even if you have had limited experience in work settings, you can still
appreciate the practical value of good theory in a personal and immedi-
ate way.

Insofar as possible, the writing style is conversational and organized



in a way that makes it easy for you to grasp the concepts and see their
application to designing and managing an organization. Thus, the flow
of ideas is not constantly interrupted by reference upon reference to
various theories and alternative ways of viewing organizations, as are
many textbooks in the field. However, additional academic or scholarly
material is introduced through an annotated bibliography at the end of
each chapter and by means of boxes set apart throughout the chapters;
the boxes are used to present material that requires more elaboration or
detail than is possible in an annotated bibliographic item.

To use this book to its best advantage, it is important to appreciate the
selection of cases. They represent a wide range of contexts: industrial,
service, public, private, small, large, high-tech, traditional, innovative,
typical, and unique. Some were based on student experiences, others on
the authors’ consulting work, and many were selected from other
sources (International Case Clearing House, other books, etc.) to ensure
a balance and rich variety. Some, intended to pose a challenge to one’s
analytical skills, are lengthy and complex; others serve mainly to
illustrate the ways in which the various dimensions of organizational life
appear in a particular setting. For those whose organizational experience
has been limited in time or narrow in range, the cases can serve as an
introduction to a rich variety of settings, with all their inherent problems
and dilemmas.

As authors we like to think of this book as a journey into the world of
management and organizational life. As with most journeys, it is
important to have a map; the theories, concepts, and models offered
throughout the book are intended to serve as that map. It is also
important to have stopping places, to take the time necessary to
appreciate the journey and to identify what can be learned from it; the
chapters and sections within the chapters provide those stopping
places. Your instructor will be your guide and will help you to know
when to stop and when to move on.

Your most important responsibility is to take in and make personally
relevant the ideas and insights afforded by those who have preceded
you on this same journey. Don’t just read the ideas and commit them to
memory; apply them to the cases and to your own experience, and think
of them as tools for understanding future experiences. By so doing you
can become a better manager, both inside and outside an organizational
setting.

Stephen L. Fink
R. Stephen Jenks
Robin D. Willits
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INTRODUCTION

THIS BOOK Is INTENDED to help you think as a manager might think. It is
written not only to you as a student but also to you as a future manager.
In understanding and managing organizations, there are no absolutes,
no surefire methods, no best ways to do things for all situations. It is
similar to understanding and managing your own life; different circum-
stances call for different insights and different ways of coping. What we
wish to do is to increase your awareness and provide you with concepts
and tools that will help you think more systematically and clearly about
the problems and complexities of organizing and managing. If you're
looking for easy answers, you won’t find them. But if you want to build
on and improve what you already know, this book is designed with that
in mind.

Although you may think organizing and managing are activities that
take place in business, industry, hospitals, and other organizations,
people engage in these activities all the time. Such basic things as
planning meals for a family, delegating chores around the house,
organizing social events, and engaging in community activities all
require planning, deciding who should do each task, coordinating the
different tasks, monitoring progress and making sure people do what is
expected of them, as well as recognizing and rewarding people’s efforts.
In other words, a great deal of what you normally associate with formal
organizations may, in fact, be what you are doing (obviously on a much
smaller scale) in your everyday life. By using your own experience as a
reference point and by relating what we describe about organizations to
that reference point, what you learn will stay with you in a more
personal way.

One objective in writing this book is to help you use what you learn as
a basis for making better choices about the organization for which you
work or will work. Many, if not most, of you are nearing a time when
you will make an important decision about a career and the setting in
which you will begin that career. Some of you may even have made the
initial employment decision and be considering whether to stay with
your employer or shift to a different organization. In deciding whether
or not a particular organization is the place for you, you might want to
consider the following questions:

What are the goals and objectives of the organization?

What kinds of jobs and tasks are there?

What is the atmosphere like?

What do people get in return for their efforts in the organization?
Are people watched closely or given some freedom in their jobs?
How are decisions made and carried out? Individually? In groups?
From the top down?
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