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	FOUR KEYS


A useful way to view the potential effectiveness of a participative effort is to see how much it moves rewards, power, communication, and knowledge downward. Because congruence is important, it must move all of them in a similar way in order to be effective. If just one, two, or three of these key issues are affected, it leads to incongruence and ineffectiveness as the following examples illustrate:

· Power without knowledge, information, and rewards is likely to lead to poor decision.

· Information and knowledge without power leads to frustration because people cannot use their expertise.

· Rewards for organizational performance without power, knowledge, and information lead to frustration and lack of motivation because people cannot influence their rewards.

· Information, knowledge, and power without rewards for organizational performance are dangerous because nothing will ensure that people will exercise their power in ways that will contribute to organizational effectiveness.

The congruence issue can be stated in terms of a simple equation. The degree to which an attribute is present at lower levels can be expressed on a 0‑to‑10 scale, with 0 meaning none of it is present and 10 a great deal is present. Rather than adding the amounts together, it is more appropriate to multiply the scores for each attribute, since we have argued that if one attribute is missing, the presence of the others is of limited value. This gives us the following equation:

Effectiveness of participative efforts

=
Rewards x Knowledge x








Power x Information Flow

In summary, my prediction is that for participative management to be effective, it must put power, rewards, knowledge, and an upward and downward information flow in place at the lower levels of an organization. Limited moves in this direction will, according to this view, produce limited or no results.
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