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 SEQ CHAPTER \h \r 1COMPATIBILITY

· The way in which the design is carried out should be compatible with the design’s objective.

· All organization members participate toward the same objectives, no one can be omitted. 

· The degree to which this principle is respected greatly influences long-term commitment to the design.

MINIMAL CRITICAL SPECIFICATION

· Identify only what is essential and specify as little as possible about how the work is to be done.  

· In defining roles, tasks, objectives or boundaries only the key minimum requirements should be specified so as to not close-off options and possible improvements by those who will do the work.

VARIANCE CONTROL

· Variances should not be exported across unit, departmental, or other organizational boundaries.  

· If they cannot be eliminated, they must be controlled as close as possible to their point of origin. 

· Controlling variances at other than their source has the effect of trying to correct their consequences rather than preventing them.  

· Control of variances is also greatly affected by the location of internal boundaries.

BOUNDARY LOCATION

· Determining internal organizational boundaries; i.e., the separation between units, sections, divisions, is critical in the design of any organization.  

· Boundaries must not impede the sharing of information, knowledge, and learning. 

· Boundaries should be drawn so that:

· members have access to and control over the variances that occur while performing work;

· members can develop substantial control over their own activities in achieving the goals;

·  SEQ CHAPTER \h \r 1members have access to all the information they need to solve the unit’s problems and assess its performance; i.e., they receive adequate feedback;

· the unit can complete a whole transformation process or produce an identifiable output; i.e., the boundary should not cut-through the middle of a process;

· coordination between activities and people can be accomplished within the unit, leaving integration with other units to boundary managers;

· the unit contains all the skills and abilities needed to accomplish its work;

· the need for external control is minimized as the unit is given the means to regulate itself.

INFORMATION FLOW
· Information processes allow the continual flow of information to a work unit and throughout the system.

· Information should be available quickly to those who require it.

· Blocks to information flow are not only horizontal, but vertical.  

· Information systems that provide management with comprehensive and detailed information about the operations offer a virtually irresistible temptation to over-supervise and to intervene in subordinates’ decisions.  Under these circumstances, the individual or team cannot feel ownership of the unit’s performance and cannot truly be held responsible for it.  

· The key to designing effective information systems is to design them in cooperation with their primary users and to remember that primary users should always be the first to receive information needed to take action or control variances.

· Information required for record should be readily available for recall when needed.  Information for the control of behavior is an element of the “old paradigm” design, and if considered at all in the new design, should be given directly to unit members or teams as part of their information base for self-management.

POWER AND AUTHORITY

· Those who need equipment, materials, or other resources to carry-out their responsibilities should have access to them and authority to command them.

· In return, they accept responsibility for them and for their prudent and economical use.

THE MULTI FUNCTIONAL PRINCIPLE—

ORGANISM VS. MECHANISM
· The traditional form of organization relies very heavily on the redundancy of parts and requires people to perform highly specialized, fractionated tasks.  People are seen as a replaceable part.  Simple mechanisms are constructed on the same principle.

· Complex systems require a large repertoire of skills, abilities, and knowledge from the participants. 

· This flexibility allows both generalization and specialization within the organization.

· The Organization is more adaptive and less wasteful for each element to possess more than one function.

· The computer, for example, is a typical Multifunctional mechanism. 

SUPPORT CONGRUENCE

· The systems of social support should be designed so as to reinforce the desired results and culture.

· If, for example, the organization is designed on the basis of group or team operation with team responsibility, a pay system incorporating individual members would be incongruent with these objectives.  

· Not only payment systems, but systems of selection, training, conflict resolution, work measurement, performance assessment, timekeeping, leave allocation, promotion, and separation can all reinforce or contradict the behaviors which are desired.  

· Management philosophy should be consistent and that management’s actions should be consistent with its expressed philosophy.  Not infrequently a management committed to philosophies of participation simultaneously adopts systems of work measurement, for example, which are in gross contradiction.

TRANSITIONAL ORGANIZATION

· Starting up a new design entails a lot of stress.  

· Transition activities and leadership must continually apply and observe the objectives and philosophy of the new design or the lack of resolve will undermine the change effort.

· Developmental and selection processes demonstrate the reality of the new philosophy.

INCOMPLETION OR THE FOURTH BRIDGE PRINCIPLE

· Design is a reiterative process.  The closure of options opens new ones.  At the end, we are back at the beginning.  The new paradigm is that of an organization flexibly adapting to its environment.  Although a certain degree of stability is necessary to operate, the organization must be prepared to review and revise its design.  Being prepared means having mechanisms built into the structure of the organization at all levels to deal with changes it must make on a continuing basis.  “Redesign is not the task of a special design team; it is the function of self-regulating operating teams provided with the techniques of analysis,... and the principles of design.”  (A. Cherns)


(Adapted from “Principles of Sociotechnical Design Revisited” by Albert Cherns, 1992)
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