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ABSTRACT

Today, organizations find themselves faced with constant
change resulting in re-organization, downsizing, rightsizing,
outplacement, mergers, and an ever increasing pressure to
become more competitive and better able to do more with less.
This has become a challenging task for leaders in many
organizations.

Research is showing though, that some organizations are
enjoying significant success. The leaders and the employees
are dealing much more effectively with the onslaught of
change. Many of these are what Peter Senge (1990) calls
"learning organizations". In these organizations there is a
shared vision, teamwork, open-ness, and a deep rooted
commitment to the principle of learning at all levels.

For many other organizations such as government, steeped
in the conventions of traditional bureaucracy, it appears to
be an almost impractical approach to leading an organization.
These large bureaucratic machines have struggled perhaps more
than others, to adapt to new demands and become more change-
agile. The reasons for this are numerous. This paper examines
the bureaucracies, clarifies some of the challenges it faces,
and outlines a set of principles and guidelines which would
move an organization toward the concept of a learning

organization.



Prior to that however, a comprehensive review of the
literature reveals what Senge and others are saying about the
learning organization. Senge is used as a benchmark against
which other opinions are explored, compared and contrasted.
The five disciplines which Senge outlines are fully explored
and discussed, with a view to developing a definition of the
learning organization. Throughout this review, there is
continuous reference to the bureaucracy and the unique
problems it faces in becoming more of a learning organization.

Also, as part of the literature review, the concepts of
organizational learning and the learning organization are
examined. This is necessary in order to develop an
appreciation for the overall process of becoming a learning
organization. The inter-relationship and interdependence of
these concepts are discussed.

Finally, as these appreciations and understandings are
fully developed, a set of principles and guidelines are
compiled which recapitulate the ideas and perspectives
presented throughout the paper on how to move toward the

concept of the learning organization.
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CHAPTER 1

Nature of the Study
The Problem

Ideas on how organizations should operate in today’s
world are diverse and varied. Organizations are faced with
constant change involving re-organization, downsizing,

rightsizing, outpl 2 . and an ever increasing

pressure to become more competitive and better able to do more
with less. We are in the midst of a fundamental paradigm
shift. "Perhaps the clearest evidence of this is that
organizations that once perceived people as long-term assets
now often see people as short term costs" (Noer, 1995, p. 16) .
Many argue that this approach does not have a long term
positive impact. "It may improve financial results in a short
time, but may cut too deeply and leave the company even less
capable of providing long term value' (Delavigne and
Robertson, 1994, p. 126).

Senge (1990) argues that organizations must learn in
order to make it in today’s climate. They have to become what
he calls a learning organization, more likely to encourage new
and innovative ways of doing business, and be more focused on
human relations. This is difficult for bureaucratic
organizations. Becoming a learning organization means

relinquishing power that comes with higher level positions in



these hierarchies, and that is something not all the power-
holders have been anxious to do. Using government as their
example, Osborne and Gaebler (1993) state plainly that "in
today’s world, things simply work better if those working in
public organizations have the authority to make many of their
own decisions" (Osborne and Gaebler, 1993, p. 251). While this
is very important, those in more traditional organizations
have found it a difficult step.

In many organizations however, a more humane workplace
and a commitment to lifelong learning have become the norm.
For others, it has remained an elusive goal. Companies like
IBM, Mobil Oil, and AT&T have, over the past several years
instituted enormous change in the way they do business, and
consequently have reaped the benefits.

Governments are much more difficult to modify and in many
ways are very resistant to change. This paper will examine the
concept and principles of the learning organization as
described by Senge (1990) and others. It will present to the
reader concepts that if implemented, would initiate the
transition from a large bureaucracy such as government toward
a learning organization. The hierarchical structure that
underlies bureaucracies like government makes this
challenging. However, that is not the only challenge. Bass

(1985) recognized that "transformational approaches are



less likely in large bu ies like go " (p. 160).

Rather, leaders in bureaucracies have clung to traditional,
authoritarian-based approaches. Consequently, moving a
bureaucracy toward the concept of the learning organization is
difficult.

In his book, The Fifth Discipline Senge points out that
in today’s world characterized by constant change,
organizations that are excelling are those that have adopted
new management styles and philosophies. The process of
adapting to rapid change has led to success in a chaotic
world. Large bureaucratic organizations have been slower to
adapt. Conner (1992) states that major change cannot simply be
announced. He says that "an organization should never issue a
directive saying every division must reduce its head count by
15% during the next three months. This would lead to major
dysfunction" (p. 83). Yet, many large bureaucracies such as
government have adopted just that approach. Marris (1986)
agrees with Conner. "People must have real input to accept and
assimilate change" (p. 157).

Senge (1990) states that people do not really resist
change, but they do resist being changed. If we are to agree
with this, then much depends on "how" the leader decides to
approach the task of change management. The art of leading in

times such as these becomes a much more difficult art to



master. The range of skills that are required by a leader is
very broad. Skills that until recently were more commonly used
in the home are today very much a part of the world of work.
Senge (1990), Kline & Saunders (1993), Anderson (1992) and
Swieringa and Wierdsma (1992) all refer to how today’s leader
must coach, teach, counsel, encourage, support and motivate.
They must have the skills to change the attitudes and
convictions of the people they lead, and to lead the creation
of a shared vision that all can be committed to. They must in
fact have a "transforming" effect on those they lead.
Research is showing evidence of the significant success
enjoyed by organizations which resemble Senge’s learning
organization. In these organizations there is a shared vision,
teamwork, open-ness, and a deep rooted commitment to the
principle of learning at all levels. Senge is not alone in his
assertions. Kreisberg (1992), Marris (1986), Bass (1985), and
Argyris and Schon (1978) all purport that for organizations to
be truly effective, leaders must focus on the human factor
more attentively. "The process of human relations is of major
concern to managers because it determines how well the work of
the organization is accomplished" (Deep, 1978, p. 4).
Governments, if they wish to be more effective, must work

toward becoming learning organizations, with an increased

emphasis on their human resources. ful organization



realize that their most valuable resource is their human
resource.

The benefit of government utilizing what has been learned
about learning organizations is far reaching. Over the past
several years in government, emphasis has been focused on

1 ible fiscal and quality service. These years

have been characterized by change. Tremendous change has
occurred in the way divisions are structured and the manner in
which individuals are required to carry out their duties.

In today’'s work environment, more is demanded of the
public servant. With less financial incentive to motivate
staff and an increased emphasis on delivering higher quality
service to the public, leaders within the public service are
faced with new challenges. What methods do they employ and
what techniques do they use to meet these new challenges? Much
of the literature in the field refers to the transformational
approach.

Transforming leaders are those who have
inwardly decided to grow into becoming more
conscious, developed, skilled, sensitive, and
creative participants. They strive to make
positive differences in organizations and in
the lives of others wherever they go.

(Anderson, 1992, p. 1)



A transformaticnal approach hinges on meeting new
challenges and effectively adapting to change. It emphasizes
a mutual stimulation and elevation to new levels of needs.
Bass (1985) says that managers can experience results beyond
expectations when integrating this approach into everyday

practice.

Background to the Study

In government, as in all organizations, there is often
one division that is much better able to adapt to change and
better able to motivate it’s staff than others. These more
adaptable divisions often have leaders who are very proactive
in the training and development of staff. They tend to be more
progressive and allow for some sharing to occur in the
decisions that are made. Other divisions, whose leaders employ
more traditional management styles, born out of bureaucracy
and authoritarianism, often endure frustration. Staff are
often more difficult to motivate and confrontation is more
common .

Senge (1990) asserts that while situations like this are
common in many organizations, the learning organization is
characterized by just the opposite. Leaders in the learning

organization are better able to adapt approaches in these



changing times. The human element must become the focal point.

Some managers in government may feel they do not have the
right skills. Burns (1978) reminds us that the necessary
skills to become more transformational are more common than we
generally recognize. As a leader in these turbulent times,
leaders need to be able to care, to counsel, to listen, and to
inspire. The leader is appreciated for the value he or she
brings to the organization and its people, and is followed in
the organization voluntarily, not necessarily because she oxr
he is the boss. They must also show a genuine psychological
commitment to their followers.

These feelings are foreign to many workplaces, especially
bureaucracies, and are usually the types of feelings reserved
for one’s family, or one’s children. These are the very skills
that are imperative to leadership success in the workplace
today, and many leaders already possess them. Such leaders
encourage free thinking and creativity in approaches at work,
they nurture and counsel their followers as they would their
children and they create in their followers higher level needs
that are satisfied only by higher expectations from the
leader. Rolls (1994) says that although it is a gradual
process, there is a movement in a new direction.

We are moving toward whole self-integration

with no separate selves for work and personal



lives. The new leader supports an intimacy

that believes in disclosing true selves in an

environment of nurturance. As people seek

heightened authenticity, compassion,

wholeness, and meaning outside work, their new

found growth and expectations will come to

work with them. We need to provide workplaces

that nourish and foster both personal and

organizational change. We need to discover how

deeper meaning can be accessed in our

worklives (p. 107).

Rolls (1994) senses that there is already movement in

that direction. In the type of workplace she envisions, there

is less ion between our 1 lives and our

worklives. In many workplaces, this is not the case. There is

usually a very clear distinction between 1 and work

selves. Many of the skills that an individual may have are
never utilized in the workplace. Jobs are designed in such a
fashion so as to encourage employees to do only what is
specified in their position description. In many cases it is
regarded negatively if one undertakes anything outside what
one is supposed to be doing.

The need for more progressive leadership styles is

evidenced not only in government, but in many arenas. In a



national Occupational Health and Safety Conference in October,
1995, one of the plenary sessions was entitled "Managing

Health and Safety in a Learning Organization". A senior
consultant with Canadian Imperial Bank of Commerce discussed
how Senge revolutionized our understanding of corporate
culture. It is obvious that Conference organizers felt that
the concept of the learning organization, as presented by
Senge, is a significant turning point in how we view the art
of 1leading and is integral to the implementation and

mai of a ful . This illustrates a

growing awareness and appreciation for the concept of the
learning organization.

This research will synthesize the steps that government
could take to accommodate the change processes that are
ongoing, to move toward the practices characteristic of the
learning organization. It will illustrate the unique role of
the leader and the need to share more of the decision making,

and the need for team approaches to problem solving.
Significance of the Research
Much of this research revolves around the types of

problems and issues facing organizations today, and provides

a synthesis of what some of the most influential thinkers and
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writers are saying. Most of the literature will
be contemporary, as some of the concepts being examined such
as the learning organization and transformational leadership,
are relatively new. However, some of the philosophies behind
these concepts such as the importance of recognition, empathy,
and understanding have been around for many years.

c ly, it is ential to explore, for example, Mary

Parker Follett whose thoughts on management in 1925 were akin
to many of the ideas being expressed in 1996. T h L8
research will provide examples of specific organizations that
have learned to meet the challenges of the nineties quite
successfully. The leadership styles that have enhanced these
change management skills will be examined and the learning
organizations that have developed will be explored.

There will be much reference to bureaucracy and the
difficulties they face with today’s stark realities. There
will also be much discussion about how they could be more
effective by beginning the transition toward a learning
organization.

Hopefully the paper will provide some optimism to those
working in large bureaucratic organizations. There can be a
great deal of frustration working in bureaucracy, and this
research will highlight specific steps leaders within can take

to begin the process of moving toward a more progressive



organizational structure. It will provide an examination of
the type of leadership that is required, a synthesis of the
literature, and a set of guidelines which could be utilized to
begin the movement of a bureaucracy toward the concept of the
learning organization.

The reasons for a leader wanting to do this could be
manifold: "To launch new and superior products, to continually
improve operating efficiencies, and to create more value for
customers requires the ability to learn" (Thompson, 1995, p.
85). This is becoming more recognized and the more
enterprising organizations have leaders with styles that
affect the bottom line greatly. These organizations are often
flatter, more egalitarian workplaces, and the leaders place
people first. The result is a much more productive, energetic
and resourceful group of employees. The literature review for
this study has found nothing to dispute that. Thus, the study
will represent a compilation of information from a wide
variety of sources and will also be very practical in that it

utilizes real examples of the bureaucracy of government.

Rationale for Research

In government today, as in all organizations, emphasis is

being placed on effectiveness, efficiency and trying to do
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more with less. In many cases, decision-making still rests at
the senior levels, and there is minimal participation by the
general staff complement in determining their work objectives
and goals. The system is still very hierarchical (see Appendix
A).

Swieringa and Wierdsma (1992) state that "as long as the
arrangement of organizations is based on classical principles
such as a hierarchical structure, sharp division of labour,
and centralized decision-making, then ineffectiveness will
prevail" (p. 145). If this is correct, what implications does
this have on government’s drive to be more effective in the
delivery of services? One conclusion is that the challenge of
changing a huge structure such as government will be much more
demanding than changing smaller organizations.

In government departments, there are thousands of
employees geographically dispersed over broad areas (see
Appendix B) There is also a vast array of leadership styles
and approaches. However, the challenge of recasting a
department as a learning organization is not an impossible
task. While there are differing points of view on how the act
of leading should be carried out, there is a general
recognition that:

. Teamwork produces better quality decisions.

e  Motivation of employees is critical to success.
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. Managing change effectively is an crucial skill.
L] Effective leadership is absolutely essential.

The Public Service Commission of Newfoundland is the
central training agency for government. In their Training
Course Calendar, several courses that are listed focus on many
of the concepts that have been discussed thus far (see
Appendix C). So, it would be inaccurate to say that there is
no recognition of the need to change management approaches.

Government however, is so extensive and diverse that it
is very difficult to initiate a process that would cause
leaders in all departments and in all locations to recognize
the benefits of transformational leadership. Leaders need to
discover themselves that to lead in these turbulent times,
they must have the full support and encouragement of staff.
Staff must be committed to their work and enjoy doing it.
Burns (1978) says that the function of leadership is to
"engage" followers, and not merely activate them, and this is
precisely the challenge facing today’s leaders. While
admittedly it may be challenging in a large bureaucracy that
is very resistant to new ideas and methods, it is still very

desirable and indeed possible.



Design of the Study

This study will review the literature on the learning
organization. After providing a brief historical account of
organizational theory, the principles of the learning
organization will be explored fully through a comprehensive
review of the literature. Senge (1990) will be used as a
benchmark for the review. When these principles have been
clearly explored and outlined, the focus will change to the
process of transforming a bureaucracy into a learning
organization. Using Senge (1990) as a focal point, issues such
as leadership will be examined. A set of guidelines will
emerge which could be utilized in building a learning
organization. Throughout the paper, any reference to the term
"government" will denote the Government of Newfoundland and
Labrador.

Chapter 1 will provide the nature of the study outlining
the background, significance, rationale and design for the
research.

Chapter 2 will provide a brief historical overview of
organizational theory, from the era of classical
organizational thought in the 1920's with Taylor, Fayol and
Gulick, through the dawn of the human relations era with Mayo

and Follett and right up to the 1970‘s with Bennis, McGregor
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and Ouchi. This overview reveals how modern government
bureaucracy was influenced by different theories, over a
period of time. However a brief review of the current
postmodern era reveals that government bureaucracies are being
forced to consider other forms of organization.

Chapter 3 will examine organizational learning and the
learning organization. The purpose of this chapter is to
examine the difference and the relationship between the two
concepts, and to develop, by examining the thoughts of various
authors, a definition of each.

Chapter 4 will explore thoroughly the literature on
the learning organization. Senge’s The Fifth Discipline will
be the focal point, examining the five disciplines
individually and comparing the ideas of Senge to a vast
collection of other writers such as Casey (1993), Kanter
(1995), Kline and Saunders (1993), Rolls (1994) and Swieringa
and Wierdsma (1992). The primary purpose of this chapter will
be to develop an understanding of what a learning organization
is, and to synthesize ideas expressed by all the authors in
developing a thorough appreciation of the learning
organization.

Chapter 5 will bring together all of the discussion on
the learning organization outlining principles and guidelines

for a bureaucracy to move toward becoming a learning
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organization. This chapter will take a practical approach and
will recapitulate the ideas as examined in preceding chapters.
Overall then, this study will be a comprehensive review
of the literature, searching both empirical and theoretical
studies, with a view to addressing the following question,
particularly focusing on government as a bureaucracy.
The general research question:
What is required in order for a bureaucratic
organization, such as government, to move toward

becoming a "learning organization" ?

[
.
1
;
i
:
i
:



CHAPTER 2

Evolution of Organizational Thought

Organizational theory has undergone many changes in this
century. There has been a shift in emphasis to the human
element of managing and a recognition by many leaders of the
importance of the individual in making an organization
successful.

The characteristics of the best organizations
tend to bring out the best in people. All of
these characteristics deal with human
relationships. No mention is made of
technology, economic considerations, or the
product. The entire focus is on human
qualities - how and why people work well
together. (Ouchi, 1981, p. 156)

However, Mary Parker Follett was proclaiming the benefits
of more humane organizations seventy years ago. "Follett
believed that the fundamental problem in all organizations was
developing and maintaining dynamic and  harmonious
relationships" (Hoy and Miskel, 1991, p. 12). This chapter
provides a very brief and general overview of some of the
concepts that preceded the learning organization. The purpose

is to explain various perspectives and also to demonstrate

17



|
%
|

18

some of the influences that impacted on current management
philosophies, and to provide a sharp contrast to what is being

presented in the learning organization.

Classical Management

Frederick Taylor

The early twentieth century was characterized by attempts
to apply scientific principles to work and production. One of
the most prominent theorists of the day was Frederick Taylor.
"Frederick Taylor, an engineer who became known as the father
of scientific management for his work in the early part of
this century, recorded and then taught the exact motions of
the most productive workers in a factory so that everyone else
doing that task could make the same motions" (Pinchot, 1994,
p. 27). Taylor became well known for his time and motion
approach. Table 1 outlines the four basic principles that
reflect Taylor's beliefs about the nature of work. (Hayes,

Wheelwright and Clark, 1988, p. 38)



Table 1

Taylor's Guiding Principles

Find the One Best Way

Guided by scientific principles,
Taylor believed that the first step
was to find the best (i.e. most
efficient) way to do a job.

Match People to Tasks

People are different and one is
suited for some things and not for
others. Pick the right people for the
right task.

Supervise, Reward
and Punish

People must be supervised to ensure
that the "one best way" was employed
consistently. Reward production above
the standard and penalize production
below.

Use staff to Plan
and Control

Workers were to focus only on the
work itself and receive their
instructions and directions from
people who specialized in these
support functions.

This division of labour resulted in jobs becoming very

narrow in scope and responsibility. Taylor felt that workers

would respond to an incentive wage. Therefore, his approach to

motivation was primarily economic.

Although Taylor's work had a narrow

physiological

focus and ignored the

psychological and sociological variables, he

did demonstrate that many jobs could be



performed more efficiently. He also helped the
unskilled worker by improving productivity
enough to raise the pay of unskilled nearly to
that of skilled labour. (Drucker, 1968, p.
272)

Much of Taylor’s approach was directed at the worker. In
fact his attention was first attracted to the problem of
improving working conditions and raising the standard of
living of the individual workman. While many today tend not to
think of Taylor’'s approach as being focused on human
relations, in his time, Taylor's principles were renowned.

No man in the history of American industxy has
made a larger contribution to genuine
cooperation and juster human relations than
did Frederick Winslow Taylor by his principles
of Scientific Management. He is one of the
few, very few, creative geniuses of our time.
(Tarbell, 1924)

Many organizations began to establish frameworks based on
Taylor’s ideas. The concepts of time and motion became very
important.

The Ford Motor Company embraced Taylor’s work.
It resulted in the development of production

lines and high wages for the workers. Lines
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moved increasingly quickly, however workers
found it difficult to maintain the pace.

(Duray, 1988)

Henri Fayol

In the early part of the century Henri Fayol, like
Taylor, took a scientific approach to administration. Both
tended to share an almost mechanistic view of humanity.
However, whereas Taylor created tools to solve operational
problems, Fayol attempted to define principles that would be
applicable to all possible management situations (Hoy and
Miskel, 1991, p. 10).

Fayol took a process approach to managing and is
remembered for being one of the first to promote the
importance of teaching the philosophy of management. Urwick
(1937) points out that Fayol broke the administrative role
into five functions. Those functions were "to plan, organize,
command, coordinate and control" (Urwick, 1937, p. 47).
Urwick later built on these five functions to develop the role

of the chief executive.
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Max Weber

Another major influence on many organizational theorists
was German-born Max Weber. Weber created the first fully
articulated theory of authority structure in formal
organizations. Weber had an intense interest in understanding
why people obeyed orders. Table 2 illustrates how Weber (1947)

distinguished between three types of authority.

Table 2

Weber’s Types of Authority

Charismatic Tends to be non-rational or emotional
and rests heavily on the leader’'s
personal qualities and characteristics.

Traditional Obedience is owed to the sanctioned
position of authority. The person who
occupies the position inherits the
authority.

Legal Obedience is not owed to the person or the
position but to the laws that specify to
whom and to what extent people must
comply.
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Scott (1987) points out the significance of Weber’s work.
Although it is clearly possible to criticize
and improve upon many specific aspects of
Weber’'s formulation, he remains the
acknowledged master of organizational theory:
the intellectual giant whose conceptions
continue to shape definitions of the central
elements of administrative systems. (Scott,
1987, p. 72)
Table 3 provides an overview of Weberian thought and outlines
Weber’s model of bureaucracy.

Advocates of scientific management such as Taylor focused
on labour efficiency. Fayol, Urwick and Weber, while very
similar in many respects, focused also on managing the total
organization. While many meaningful field studies during this
time led to the development of a significant framework, the
era is often most noted for the very limited role of the

individual in organizations.



Table 3

The Weberian Model

of Bureaucracy

Characteristic

Description

Division of
Labour and

The regular activities required for
the purposes of the bureaucratically

Specialization governed structure are distributed in
a fixed way as official duties.

Impersonal Decisions are based on facts not

Orientation feelings. Impersonality on the part

of the administrators assures
equality of treatment and facilitates
rationality.

Hierarchy of
Authority

Bureaucracies have a well established
system of superordination and
subordination, which ensures the
disciplined compliance to directives.

Rules/Regulations

This covers the rights and duties
inherent in each position, and
ensures uniformity and stability of
employee action.

Career
Orientation

There is a system of promotion
according to seniority, achievement
and the judgement of superiors.

Efficiency

Committed experts make rational
decisions that are executed and
coordinated in a disciplined way.
Administrative efficiency is
maximized.

Behavioural Management

Mary Parker Follett

As far back as the early 1920's, a number of people
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beginning with Mary Parker Follett emphasized the importance
of developing and maintaining dynamic and harmonious
relationships in organizations.

Follett felt a fundamental problem in most organizations
was that they could not maintain a harmonious relationship.
Organizations were designed to encourage a struggle for power
which was one of the central issues. Follett astutely pointed
out that what often creates discontent in organizations is
that managers want to have "power over" as opposed to "power
with" (Follett, 1924, p. 72). This struggle to control and
dominate causes much dissatisfaction among employees.

Many feel that Follett’s work was brilliant and in terms
of organizational theory, the ideas she expressed were years
ahead of her time.

In a time of unprecedented change and
intensified competition for physical and human
resources on all levels, there is reason to
ask how we can energize dormant talent,
control without stifling, resolve conflicts
that can frustrate the ablest of men, inspire
personal commitment to comstructive lines of
action, and supply a managerial leadership
worthy of the challenges facing all forms of

organized enterprise today. Mary Follett was



developing answers to these questions over
half a century ago and began to apply them
specifically to business problems during the
mid-1920s. (Fox and Urwick, 1982, p. vii)

Many of her ideas were remarkably similar to those
expressed currently, such as Senge (1990), Ouchi (1981) and
Kline and Saunders (1993). Follett stressed a collaborative
approach to solving problems, an approach that involved both
employee and manager, comparable to the participative
management style advocated by Ouchi.

Also, Follett talked of management in a manner that was
not common during those years. She talked of the importance of

more interaction and employee and the need for

a more level playing field. "Long distance orders were not as
effective as face to face suggestions" (Follett, 1925, p. 25).
This statement had two implications. First of all, we note
that she contrasted orders and suggestions implying that
suggestions are more effective. This was an obvious deviation
from the more commonly used scientific management principles
at the time. Also, she stressed the importance of face to face
contact. Fifty five years later, Ouchi (1981) underscored the
importance of the manager being more intimately involved with
the workers in the organization and not being too removed from

the everyday realities of the workplace.
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Follett (1925) stated that "our job is not to get people
to obey orders but to devise methods by which we can best
discover the order integral to a particular situation"
(Follett, 1925, p. 30). One’s job as manager is not merely to
give orders, but to work hard at creating the right set of
circumstances that will best address the given problems of the
situation. She also states that "once found, the employee can
issue it to the employer as well as the employer to the
employee" (Follett, 1925, p. 30). This implies joint study of
situations and two way communication of the solutions that are
discovered. Follett championed the concepts of adaptability

and flexibility.

Elton Mavo

Between 1927 and 1932 a series of studies occurred at the
Hawthorne Plant in Chicago which began to illustrate
graphically how important the human element was in managing.
"In the 1920s the plant was the scene of an intensive series
of experiments designed to determine what effects various
changes in working conditions would have on the performance of
workers" (Rosenthal and Jacobson, 1971, p. 448). The results
of these experiments became widely acclaimed as the beginning

of the human relations era.
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The participants were volunteers and excellent

communication had developed between the researchers and the

participants. s found that more to
non-material incentives such as recognition and good
communication, than they did to any of the material incentives
such as rest periods or the amount of illumination provided.

Despite the earlier work of Follett, the development of
the human relations approach is usually traced back to these
Hawthorne studies from 1927-32. The man who had devised the
Hawthorne Studies was Elton Mayo. He became known to many as
the father of the Humanist approach. "These studies conducted
at an electric plant in Chicago were the first to recognize
that individuals are active human beings and not passive cogs
in a machine" (Hoy and Miskel, 1991, p. 14). They recognized
the significance of social interaction in the workplace and
saw how this interaction could foster a friendly and
cooperative work group. In many ways this approach was the
antithesis of the scientific management principles, stressing
forces and influences at work in the organization that Taylor
and Fayol considered inconsequential. Mayo opened up a whole
new and uncharted area in the field of motivation that had

been previously ignored.
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In the 1950s, Abraham Maslow began to develop his theory
"Maslow believed there is an active will
toward the

of human motivation.
toward health in every person, an impulse
actualization of one’s potentialities" (Lazerson, 1975, p.
435) . Lazerson (1975) also points out that Maslow’s needs were
outlined in a manner whereby one took precedence over another,

in a hierarchy. Figure 1 illustrates the concept and specifies

the various needs.

Figure 1. Maslows Hierarchy of Human Needs (adapted from
Lefrancois, Guy. Psychology for Teaching. 1979).

Some of the concepts he discusses in his theory are
analogous to those articulated by contemporary organizational

theorists. One of the central themes of Senge’s learning
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organization is a concept very closely related to the need for
self-actualization described by Maslow. Chapter 3 will
illustrate how Senge (1990) continually makes reference to the
desire for individuals in an organization to achieve their
full potential by being creative and innovative. "Maslow’'s
highest level human need, self-actualization is the need to
achieve fulfilment of life’'s goals, and to realize the
potential of his or her personality" (Campbell and Prichard,
1976, p. 97).
Maslow’s influence has been immense in many fields.

He inspired many researchers to pay more

attention to healthy productive people and led

many organizational psychologists, group

leaders, and clinicians to seek ways to

promote the growth and self-actualization of

workers, students and clients. (Lazerson,

1975, p. 436)

Maslow was a key figure in the human relations movement.

Douglas McGregor
In The Human Side of Enterprise (1957), Douglas McGregor

defined two sets of assumptions about human nature. McGregor

suggested that the styles and were



greatly affected by the assumptions they made about employees.
These assumptions were similar to what Senge (1990) later

called mental models. Table 4 illustrates.

Table 4

Theory X and Theory Y

Theory X Theory Y

In general, people: In general, people:

1. Avoid work 1. Will work toward goals

2. Avoid responsibility 2. Will assume

3. Need direction responsibility

4. Cannot make decisions 3. Can self-direct

5. Not achievement oriented |4. Can make decisions

6. Not dependable 5. Want to achieve

7. Motivated by money 6. Are dependable

8. Not concerned with 7. Motivated by

organization’s needs interest/challenge

9. Must be controlled 8. Are concerned with

10. Cannot Change needs of organization
9. Want to be supported
10. Want to develop

Theory X represented the more traditional view of
management and grew out of the classical management era.
Theory Y however, was more representative of behavioural

thought . states that in Theory Y managers

believe "the essential task of management is to arrange the
organizational conditions and methods of operation so that
people can achieve their own goals best by directing their own

efforts toward organizational objectives" (McGregor, 1957).
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The significance is that there was now a recognition of
the need for more than specialized labour could offer.
Follett, Mayo, Maslow, McGregor and others had elevated the
importance of the individual and proclaimed the need for the
individual’'s desires to be heard. It was evident that non
material incentives could be very powerful motivators. This
gradually led to a whole new approach to management and
brought the human aspect of managing much closer to the

forefront.

Modern Management

Warren Bennis

In 1969, Warren Bennis wrote that "we must test our
humanness and strive to become more fully human" (Bennis,
1969, p. 44). He recognized the importance of people in the
organization. Like many of his predecessors, Bennis places a
great deal of emphasis on human relations. He talks much of
the corporate world, where one's very survival could depend on
motivating employees and recognizing the critical nature of
obtaining their support. Bennis says that "the inventory goes
home at night" (Bennis, 1976, p. 86) meaning that people in
essence are the organization, that without people there would

be no organization, hence no success. He accentuates the
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importance of recognizing and developing the human resources
that are in an organization.

Bennis also emphasizes the element of trust in human
relations. When there is trust on both sides, there are less
political games being played and there is more work being
done. "People would rather follow individuals they can trust
even when they disagree with their views" (Bennis, 1969, p.
21).

Perhaps the single most prevalent concept throughout the
writings of Bennis is the central role of leadership in
organizations. Bennis places a very high priority on the issue
of leadership. In Why Leaders Can’t Lead, Bennis outlines many
issues surrounding leadership and argues that effective

leadership is critical. Table 5 illustrates some of these.

Table S

The Role of the Leader

To proceed toward goals without being crippled by bureaucracy.
To have a sense of direction and to communicate a vision.
To empower staff and make them feel significant.

To make people’s work exciting and meaningful.

To risk making mistakes so that ideas are encouraged.

To discover hidden talents in people and persist in bringing
them out so a person can realize his or her full potential.
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