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Preface

This is the third revision of a book originally published in 1972. The most
evident change is reflected in the title, where outcomes has been added. This
slight change in title is designed to emphasize the sociological roots of the
book. I have strong hopes that the book will continue to be used and cited
in all fields in which organizations are studied. At the same time, I also
strongly believe that the field of sociology has important contributions for
our study of organizations. The field of organizations, of course, does not
have disciplinary boundaries. The references used throughout the book
reflect contributions from economics, psychology, political science, indus-
trial relations, management, and other fields where organizations have
been the subject of research.

The first chapter deals explicitly with outcomes of organizations for
individuals, categories or classes of individuals, communities and societies.
This chapter contains contributions from historical and contemporary ex-
aminations of organizations, social inequality, and political sociology. Out-
comes are then considered in the balance of the book, from the basic
definition of organizations through considerations of organizational effec-
tiveness and organizational theory.

I have attempted to retain the strong macro or structural orientation
that characterized the first three editions and have updated references to
reflect this tradition. The chapters on organizational processes, particularly
that on organizational change, have been strengthened by recent theoreti-
cal and empirical investigations.

The strong emphasis on the environment of organizations has been
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x Preface

retained. In addition to considerations of the environments of organiza-
tions in terms of how they are affected by organizations, there are separate
chapters on interorganizational relationships and the environment itself.
The chapter on organizational effectiveness retains its emphasis on the
contradictory nature of the effectiveness concept.

The theoretical stance of the book is intentionally eclectic. I have
grown to appreciate the utility and, indeed, the need to use a variety of
theoretical perspectives. There is a much greater use of the institutional
and Marxian perspectives on organizations where the insights of these per-
spectives appear to make real contributions. In the final chapter on theory
and throughout the book, alternative theoretical perspectives are used and
critically evaluated.

My intellectual debts are reflected in the references cited. The distri-
bution of names is a clear indication of the persons whose work I have re-
spected, both in the past and in the present edition.

In the production of this book I would like to thank Linda Devernoe
for keying this edition onto discs; her care and accuracy were a great help.
Joan Cipperly, Debbie Neuls, and Eileen Pellegrino of the Department of
Sociology at SUNY-Albany also gave me a lot of assistance. My colleagues
in that department continue to provide a congenial and stimulating place
to work. Jon S. Kerner of the College of William and Mary and Virginia L.
McKeefry-Reynolds of Northern Illinois University reviewed the manu-
script. Bill Webber, Kathleen Dorman, Barbara Christenberry, and
Marjorie Borden of Prentice-Hall, Inc., were very supportive throughout
the project. Finally, I want to thank Sherry and Tom and Julie for their
continuing love and support.
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ONE

The Outcomes
of Organizations

TN
~WHY STUDY ORGANIZATIONS? .

There are two answers to this question. The first answer is obvious. Organi-
zations surround us; we are born in them and usually die in them; the
space in between is filled with them. They are just about impossible to es-
cape. They are inevitable.

A simple exercise will illustrate the pervasiveness of organizations in
our lives: Simply think of all the activities that you engage in during the
day. Which, if any, are not influenced by an organization in one way or
another? If you are reading this book by yourself, it may seem to be an
individual matter; but the book was prepared and published by an organi-
zation, and the fact that you are reading it probably is based on some kind
of organizational demand. Our tastes in food and drink (and the amounts
we consume) are shaped by marketing organizations. The products we
come in contact with—such as automobiles, desks, and so on—were made
in organizational settings. The services we rely upon—such as police, bank-
ing, or insurance—are organizational. We work in organizations. Our lei-
sure activities typically take place in some sort of organizational setting. Al-
most every story in every newspaper describes the activities of an
organization—General Motors, the FBI, the Chicago Cubs—or the reac-
tions of organizations to acts of individuals, such as the fire department to
an arsonist or a hospital to a heart transplant patient. The newspaper itself
is an organization, of course.



L2 The Outcomes of Organizations

The great social transformations in history essentially have been
organizationally based. The Roman Empire, the spread of Christianity, the
growth and development of capitalism and socialism, and our current
move into a postindustrial era have been and are accomplished through
organizations. Toxic waste disposal, nuclear energy, terrorism,
unemployment, abortion, and all the issues facing contemporary society
cannot be understood without a consideration and understanding of their
organizational contexts.

These simple examples were intended to suggest that the analysis of
organizations is not trivial; it also is not just an academic exercise. Organi-
zations are continually analyzed from a variety of perspectives. The stock
market is an ongoing organizational analysis. Investors constantly assess
how business firms are doing and buy and sell stocks accordingly. As in
other forms of organizational analyses, this is not an exact science. If we
have the opportunity to choose between potential employers, we are mak-
ing an organizational analysis; we are attempting to decide which would be
a better place to work. When we vote for the President of the United States
in an election, it is an assessment of an organization to a surprising extent.
There is a large organization which has handled the campaign, and we esti-
mate what kind of organization the individual will bring to the office.

Organizational analysis also occurs at other levels. Organizational
management has the job of assessing the state of the organization. Labor
unions, themselves organizations, analyze the operations of the companies
with which they have contracts. As customers or clients, we assess the qual-
ity of stores and their merchandise. When I buy a pair of skis, I want to be
sure that the manufacturer has a reputation for quality and is likely to stay
in business; I also want to know that the ski shop can handle any problems
that may arise. More serious individual concern comes when we select an
organization like a hospital.

Hart and Scott (1975, p. 261) have noted that whatever is good for
humanity can only be achieved through modern organizations. The re-
verse is also true, since it is organizations that discriminate, pollute, and
wage wars. This brings us to the second.answer to the question posed at the
beginning of this chapter: Orgqnizationsm. In this initial chapter
we will analyze the outcomes of organizations for individuals, for categories
of individuals, for communities, and for society. The analyses throughout
the book are based on research on organizations and interpretations of that
research. They also are based on theoretical analyses that have developed
over the years.

ORGANIZATIONS AND THE INDIVIDUAL

The work of individuals is carried out in organizations. Table 1-1 shows
the occupations of employed persons in the United States in 1980 and
1970. It can be seen that both farm work and private household work com-
prise very small proportions of the total labor force. The other occupations
are organizational occupations, even that of professional workers who are
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overwhelmingly organizational employees (Hall, 1986). Another way of
demonstrating this point is shown in Table 1-2. Here the industry and class
of worker is displayed. The industrial sectors in which employment is con-
centrated are composed of organizations. The same is true when class of
worker is considered. both private and public employment is
organizational employment. —

These social patterns can be approached in another way. Danet (1981,
p- 382) reports that, increasingly, goods and services once supplied by solo
practitioners or small organizations are now being delivered by large or-
ganizations, which are often branches of still larger organizations. While
there is a definite tendency for work to be carried out in large organiza-
tions, Granovetter (1984) cautions that a focus exclusively on large organi-
zations would be a mistake, since approximately 60 percent of the labor
force in the private sector is employed in firms of fewer than 1000 employ-
ees. Granovetter’s data indicate that in the wholesale, retail, and service in-
dustries, small size is particularly evident. Nonetheless, there is a strong
tendency for organizations to become larger and larger through growth or
merger.

The fate of the individual in the organization is a hotly debated issue.
Several recent analyses have examined how individuals react to their lives
as employees of organizations (Terkel, 1974; Rosow, 1974; Aronowitz,
1973; Work in America, 1973; Hall, 1986). These analyses agree that work
that is highly routinized, repetitive, and dull is highly alienating for the in-
dividual. Whether or not organizational managers seek to routinize work in
order to control workers is a major and ongoing debate which will be con-
sidered further in the chapter on power. There is no evidence, of course,
that work in preorganizational societies was not alienating. Subsistence
farming or hunting and gathering is hardly enlightening. Romanticized
imageries of the preorganizational system forget that people starved and —
froze to death. Early industrialization—with its exceedingly low pay, chil
labor, and absence of worker protection—also was alienating, but in a truer
Marxian sense than the social-psychological alienation felt by today’s
worker in a routine job. (

The studies of individual reactions to work also reveal that work [hd[
provides challenge, potential for advancement, and the use of creative or
expressive capabilities is enjoyable and even enlightening. :Lh_e\WﬂE in
which people react to their work results from their own expectations and
thecharacteristics sch and Morse, 1974). Although
organi nal characteristics will be discussed at length later, at this point it
should be noted that there are limits to the variation possible in
organizational characteristics—given the constraints of size, the technology
employed the market conditions, and other envnronmental factors. (Lrgir&-‘

i : in which to wor
nother side to working in organizations. In an important
study, Kohn (1971) found smdll but con51stem tendencies fo‘r_p_g:_ogluhL)
wo ore bureaucr int Z

Hexible, more open to new experiences, and -directed than those
woWKohn and Schooler (1978; 1982)
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