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The One Worst Way to Organize 

In 1911 Frederick Taylor wrote a book called Principles of Scientific 
Management that proposed the “one best method”—now known as 
the “one best way”—to manage work in every organization.2 The way 
he proposed has mostly been forgotten: to stand over workers with a 
stopwatch and microanalyze every detail of their work, treating them 
as hands without heads. But not forgotten is the idea that there is al-
ways some best way or other—for repair shops and automobile com-
panies alike, food banks and factory farms. (Strategic Planning, ev-
eryone?) Believing there is one best way to structure organizations 
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12 RE-VIEWING THE ORGANIZATION

towns, and the roads that connect them, the chart shows us how the 
parts and people are grouped into units, and how these are connected 
through formal authority—in other words, who reports to whom, and 
with what title. But just as a map fails to tell us about the economy 
and the society, so the chart fails to tell us how things happen in the 
organization, let alone why. Sometimes you can’t even tell from the 
chart what the place does for a living. What the chart certainly shows 
is that we are obsessed with authority, seduced by status—who’s on 
top and all that (see box). 

ON TOP OF WHAT?

We use the term top management rather casually. On top of what? The 
chart, to be sure, the salary scale too, maybe even the headquarters 
building. But does seeing oneself on top of an organization enable a 
chief to be on top of what is going on in that organization? Hardly, with 
everyone else seen as below.

Under this top management is the middle management. In the middle 
of the chart, to be sure, but in the middle of what is going on in the 
organization? There are middle managers who just pass information 
down and up the hierarchy, while others manage to connect the actions 
on the ground with the abstractions in the offices. Maybe, then, we 
should be calling these people connecting managers.

And how about bottom management? Have you ever heard that term? 
Surely, if there are top managers and middle managers, there must be 
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bottom managers too, right there on the bottom of the chart. While no 
organization may use this term, every bottom manager knows exactly 
where he or she sits in the chart, if not, hopefully, in the organization. 

If you would like to fix these distortions in your own organization, let 
me suggest that you ban the term top management until you are prepared 
to use the term bottom management. 

Here Comes Yet Another Reorganization Now have a look at Figure 
2.2, compared with Figure 2.1. It shows a reorganization. Did you no-
tice the difference? The managers who have been shuffled around the 
chart certainly do: each has a new title, or a new “superior,” or some 
new “subordinates.” (What awful terms.) There must be more to orga-
nizations than all this labeling and bossing. If seeing is believing, we 
had better see our organizations differently.

Reorganizing is so popular in organizations because it’s so easy. 
All you need is a piece of paper and a pen—better still a pencil, with 
a good eraser, if not a screen with a great big DELETE button. Ac-
counting goes here, marketing goes there, and so on. Travis becomes 
the Minister of Transport, Daphne becomes the Minister of Defense. 
Off they all go . . .  into utter confusion. “We have trained hard, but it 
seemed that every time we were beginning to form up into teams, we 
would be re-organized. I was to learn later in life that we tend to meet 

FIGURE 2.2 A reorganization
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An Earlier Logo
Books are written in linear order, every single word in a single se-
quence, from beginning to end. This may be fine for a diary, but in 
other books, this linear order has to describe something that is not 
linear at all—here, the nature of organizations. Diagrams, figures, 
and other images can help us to see past this, by illustrating the woven 
reality. So be prepared for many images.

For the original version of this book, I created a diagram to locate 
these players (Figure 2.3). The operators were put at the base and the 
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was the CEO of this huge, high-tech company doing there, instead of 
reading financial statements in his office like a proper CEO? He was 
using his best talent to help create more shareholder value than had 
any other company in history, including all those run by the number 
crunchers. 

Moreover, in a web, managing can be, not only everywhere, but 
everyone. All kinds of players can perform tasks that are normally 
carried out by the managers who sit atop the chains or at the center 
of the hubs. (We shall return to this distributed management later in 
the book.)

In a set, with the people working largely on their own, the man-
agers not only can be out of it, but may do better by largely staying 
out of it—instead exercising oversight. For example, no surgeon in 
an operating room relies on a manager to give instructions or other-
wise to exercise control. Once the resources are allocated (say, in the 
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can circle or highlight one of the three entries that best describes how 
you see yourself—as a manager, a person, whatever you wish. Just one 
entry on each line, please—the first thing that comes to your mind. Then 
add up the choices in each of the three columns: together, they should 
come to ten. 

The first column gives your score for art, the second for craft, the 
third for science. On the triangle in Figure 3.2, choose the horizontal line 
labeled A (for art) that corresponds to your score in the first column. 
Then do the same for your score in the second column on the diagonal 
line marked C (for craft). Where these two lines meet (shown in the 
example on the upper right as 7 for A and 2 for C) should also be where 
your score falls on the S line (for science), to make a total of ten (hence 
S equals 1 in the example). This point on the triangle is how you see 
yourself with regard to art, craft, and science, whether oriented strongly 
to one or else to some combination of two or three.

Remember that these are your own perceptions. Other people may 
see you differently. You might even see yourself differently if you were 
in a different job, or living the life you dream of. If you work in a team, 
or live in a family, it can also be revealing to have everyone do this for 
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FIGURE 3.2 Positioning Yourself

themselves and each other and compare the results. As we shall discuss 
later, while all kinds of people can be found in most organizations, one 
orientation sometimes dominates certain organizations. For example, 
we might expect many artists in advertising agencies, more craftspeople 
in engineering departments, and lots of science-oriented analysts in 
accounting firms.

Decision Making as Art, Craft, or Science
Decision making may not be what you think. It can also be what 
you see, and what you do. The analytical people are inclined to 
think first, the artists to see first, the craftspeople to do first. 

We are all well versed in the steps necessary to make a decision: 
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Strategy Formation as Craft plus Art  
with Little Science
Strategy is a word that we always define in one way yet often use in 
another.22 When I have asked groups of managers to define the word 
strategy, what I heard were words like target, direction, vision, most of 
all, plan. All describe strategy as intended—looking ahead—just as the 

word is defined in the dictio-
nary (Figure 3.3a). Then when 
I asked them to describe the 
strategy that their organiza-
tion has actually been pursu-
ing in recent years—namely, 
to look at strategy backward, 
as realized—they have always 
been happy to answer, in di-

rect violation of the definitions they just gave (Figure 3.3b). We may 
think of strategy as plan ahead, yet we also see it as pattern behind, 
namely some consistency in what the organization actually did, for 
example, to go up-market with higher-quality products. 

Finally, when I asked these 
groups of managers whether 
the strategy realized was in-
tended, surprisingly few said 
yes or no. Most have seen it as 
a mixture of the two. As shown 
in Figure 3.4, intended strat-
egies that are realized can be 
called deliberate, and realized 
strategies that were not intended can be called emergent: the orga-
nization made its way to the strategy action by action.

Apparently, then, few strategies are purely deliberate or purely 
emergent. Most combine the two. And why not? Organizations don’t 

FIGURE 3.3 b Strategy as Pattern (realized)

FIGURE 3.3 a Strategy as Plan (intended)
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just plan, they learn. They don’t just think to get strategy; they 
also do in order to see strategy. Strategy is about synthesis, and 
you don’t get synthesis from analysis. Analysis can help, but as an 
input, not the process. 

We can enlarge this picture of strategy by adding two more defi-
nitions, with regard to its content. When I have asked these groups 
of managers whether Egg McMuffin—the American breakfast in a 
bun—was a strategic change for McDonald’s, they inevitably split. 
Some say, Of course, it was a new product in a new market, while others 
say, Oh come on, it’s the same old thing, just with new ingredients. Both 
are right; they just see the content of strategy differently. 

Strategy can be a position in the marketplace (Figure 3.5a), as 
Michael Porter would have it, or a perspective of the organization, 
its vision (Figure 3.5b), what Peter Drucker called the “concept of the 
corporation.”23 Egg McMuffin added a new position within the exist-
ing perspective. (Offering McDuckling à l’orange would have changed 
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both, while serving Big Macs 
on sourdough buns would have 
changed neither. Most inter-
esting would have been serving 
Big Macs at the table, because 
that would have changed the 
perspective to maintain the po-
sition. Why would any company 
do that? Ask a newspaper that 
has lost so much readership to 
the blogs and streaming ser-
vices. They have had to change 
how they do business in order 
to retain the same customers.) 

Putting these four defini-
tions of strategy together gives 
us four processes for creating 
it, which, as we shall see, map 
surprisingly well onto the four 

fundamental forms of organizations that we discuss in Part III: one 
for science, called planning, based on thinking, especially analyzing; 
one for art, based on seeing, called visioning; and two for craft, based 
on doing, called venturing and learning. 

• The planning model postulates that strate-
gies are formulated as deliberate positions by 
senior management, with the support of staff 
planners, to be implemented by everyone else. 

• The visioning model sees strategy as deliberate 
perspective, created in the mind of a visionary 
who has deep experience and creative insights. 
Within this vision, detailed strategic positions 
can emerge.

FIGURE 3.5 a Strategy as Position

FIGURE 3.5 b Strategy as Perspective
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things right.) Both Warren Bennis and Abraham Zaleznik built their 
reputations among managers by claiming that leading, beyond simply 
managing, is what really matters,27 whereas Herbert Simon built his 
reputation among academics by focusing on decision making.28 

Each is wrong because all are right. Managing is controlling and 
deciding, doing and dealing, thinking and leading, and more, not 
added up, but blended together. The model of managing in Figure 3.6 
shows the job comprehensively, on three rounded planes—informa-
tion, people, and action—with the manager in the middle, between 
the unit managed and the rest of the organization as well as the out-
side world. Two roles can be described on each plane.

Managing on the Information Plane

On the information plane, managers use information to help people 
take action, in the roles of communicating and controlling.

FIGURE 3.6  A Model of Managing
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Some of these bases of grouping fall into two broad categories: by 
means (what and how) and by ends (why and for whom). Grouping by 
means favors specialization, so that people can learn from each other, 
but at the expense of coordination with other specialists. Grouping by 
ends does the opposite: it encourages coordination across the work-
flow but at the expense of specialization within it. 

An important message in all this is that there is no magic formula 
for grouping positions and units, just a number of options that 
trade off one set of advantages for another. This means that some 
consultant can always find a better way to structure, which can also 
prove to be worse. Hence, here we have the motto of too many orga-
nizations: when in doubt, reorganize! Better still, de-layer—that is, de-
lete a slab or two of those costly managers. Unfortunately, or should 
I say fortunately, grouping is no panacea for organization design, 
just one design element among many.

In one sense, however, organizations can have their grouping cake 
and eat it too. They can structure the way a campfire is built, by stack-
ing the slabs first one way and then another. A manufacturing com-
pany can group by business function at the base, then by product line, 
finally by region (Figure 5.1). 

Designing the Superstructure: Sizing the Units 
How many angels can dance on the head of a pin? In the Middle 
Ages, theologians were mocked about asking such questions. Now 
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FIGURE 5.1 Stacking the Bases of Grouping
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project. More formally, these are the Personal Enterprise (Chapter 7), 
Programmed Machine (Chapter 8), Professional Assembly (Chapter 
9), and Project Pioneer (Chapter 10), shown in the diamond of Figure 
III.1. 

Think restaurants: a corner diner, a fast-food franchise, a gourmet 
dining room, a catered event—four very different ways of delivering 
the same service. One revolves around a single person, the owner; 
the second is fully programmed; the third relies on the skills of its 
chefs; and the fourth is customized, as a project. In the natural world, 
compare a troop of monkeys with the alpha male at its head, a flock 
of geese flying in formation, ants scurrying around doing their own 
thing together, and a family of beavers building a dam. 

Forms like these are known as ideal types—really pure types, since 
there is nothing ideal about them. Please appreciate that these are not 
quite reality itself so much as simplifications of reality for the sake 
of comprehension—although you are likely to find more reality here 
than you might expect. We will get to the qualifying and the nuancing 
in due course (Part VI). 
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Table 11.1 The Four Forms of Organization 

FORM
Personal  
Enterprise

Programmed 
Machine

Professional 
Assembly

Project  
Pioneer

At the extreme Autocracy Bureaucracy Meritocracy Adhocracy

Shape Chief at the center 
of a hub

Chain of command 
atop chain of 
operations 

Set of autonomous 
professionals 

Web of teams 

Favored 
coordinating 
mechanism

Direct supervision Standardization 
of work

Standardization of 
skills 

Mutual adjustment

Structure Simple, flexible, 
centralized, can 
be one large 
group 

Formalized, 
hierarchical, 
limited 
decentralization 
(to analysts)

Decentralized to 
the professionals, 
who work in large 
functional units

Liaison devices, 
matrix structure, 
decentralized to 
small teams 

Standardization / 
Customization 

Some 
customization

Standardization Tailored 
customization

Customization

Conditions Simple, dynamic 
environment, 
often small in size

Simple, stable 
environment, 
mature, external 
control

Complex, stable 
environment 

Complex, dynamic 
(high technology) 
environment, 
automation, 
fashionable

Variants Entrepreneurial 
firm

Start-up

Turnaround

Small organization

Mass production

Mass service

Instrument

Closed system

Local producer

Snappy 
bureaucracy 

Professional 
service 

Craft producer 

Operating adhocracy

Administrative 
adhocracy

Extended adhocracy

Mammoth project

Platform 
organization

Main force Consolidation Efficiency Proficiency Collaboration 

Buzzwords Charisma, vision, 
turnaround

Silos, TQM, 
restructuring, 
empowerment, 
benchmarking, 
time studies, 
strategic planning, 
reengineering, value 
chain, downsizing, 
fine tuning 

Knowledge work, 
teleworking, 
credentials, 
pigeonholing, 
collegiality

Teamwork, 
networking, matrix 
structure, project 
management, 
intrapreneurship, 
championing, 
partnerships, 
learning 
organization 

(continued)
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FORM
Personal  
Enterprise

Programmed 
Machine

Professional 
Assembly

Project  
Pioneer

Decision making Seeing first  
(art)

Thinking first 
(science/analysis)

Thinking first 
(craft/science, 
evidence-based)

Doing first  
(craft,  
experience- 
based)

Strategy making Visioning 
(deliberate 
perspective, 
emergent 
positions)

Planning 
(deliberate 
positions)

Venturing 
(emergent 
positions)

Learning  
(emergent positions 
and perspective)

Strategies Niche, narrow 
scope

Cost leadership Multiple positions Differentiation, 
exploration

Pros Responsive, 
dedicated, 
directed 

Efficient, reliable, 
precise 

Dedicated, 
proficient 

Innovative, flexible, 
engaging

Cons Restricted, 
precarious 

Impersonal, 
inflexible 

Disjointed, 
conflictive

Inefficient, 
ambiguous, 
tendency to drift 

Managing Irrepressible Exceptional External Engaged

Key managerial 
roles

Doing, dealing, 
and controlling 
inside

Controlling Communicating, 
linking, and 
dealing

Doing, linking, 
dealing, and 
communicating

 

from comments in the last four chapters), save for a few explanatory 
words below, except for two of the characteristics that will be dis-
cussed at greater length: the strategy processes and managerial work 
in each of the forms. 

Figure 11.1 plots the four forms of organization on the triangle of 
art-craft-science, with the Personal Enterprise shown closest to art 
(the vision of the chief) and the Programmed Machine closest to sci-
ence (in its use of analysis), while the Professional Assembly functions 
between science and craft (evidence and experience), and the Project 
Pioneer is perhaps closer to craft (experience-based teamwork), but 
with the creative use of art as well. 

Table 11.1 (continued)
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Buzzwords (tools, techniques, concepts) are listed under the form 
where they seem to be most commonly found—for example, charis-
matic leadership in the personal organization and knowledge work in 
the professional one. That so many are listed under the Programmed 
Machine is another indication of the extent to which this form domi-
nates our thinking about organizations. 

Strategy Formation in the Forms 
Chapter 3 introduced four approaches to the development of strategy, 
labeled planning (deliberate, about positions), visioning (deliberate, 
about perspective, with positions emerging), venturing (emergent, 
about positions), and learning (emergent, about positions and per-
spective). These map remarkably well onto the four forms of organi-
zations—in fact, they may be the most revealing of the differences 
between them.

Visioning Strategy by the Chief of the Personal Enterprise 

In the Personal Enterprise, strategy tends to take the form of the 
vision of the chief, as in the case of a Steve Jobs at Apple. Such a 
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FIGURE 11.1 The Forms on the Triangle
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But sometimes there is the need to encourage further sepa-
ration—to grant units greater autonomy within the structure. To 
do this, the organization turns to a loose mechanism of coordination, 
the standardization of outputs: power to make many decisions is del-
egated to these units, subject to achieving the results imposed by the 
central management. This is the overlay of separation—laying sepa-
rations over the existing structure. A telephone company that offers 
land lines, mobile services, and internet connectivity may be inclined 
to establish a separate division to deal with each. 

Overlay of Separation
(Pushing Away)

Infusion of Culture (Pulling Together)

Intrusion of Conflict (Pulling Apart)

FIGURE 13.1 Three Forces for All the Forms
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The system of authority, by aggregating information up the hierar-
chy, tends to advance a single point of view, often the one already 
known to be favored by the people in authority. The system of ex-
pertise can concentrate power in the hands of established experts, 
with their entrenched paradigms and protocols, while a compelling 
culture is rooted in firmly established beliefs. In the face of all these 
obstacles, politics can work as an “invisible hand”—more to the point, 
an underhand—to promote necessary change, through such games as 
strategic candidates, whistle blowing, and subversion. (Other benefits 
of politics will be discussed in Chapter 16, about the Political Arena, 
where politics engulf an organization.)

Obviously, political confrontation does not always correct a bad sit-
uation. Sometimes it exacerbates it, the solution proving worse than 
the problem. Moreover, some political challenges are arbitrary, or 
neutral: an influencer, for example, simply wants a new deal. In these 
cases, we cannot call politics constructive or destructive, although the 
period during which it endures can be called dysfunctional, since it 
uses resources that could have been doing other things. Hence the 
sooner the politics abate, the better. 

Culture and Conflict 
Culture and conflict coe x
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zations, sometimes to challeng
other—pulling together versus 
pulling apart—but also to keep each 
other in check. As shown in Figures
13.2a and b, a cultur
ness can constrain the 
of conflict, just as th
ness of conflict can loosen a 
that has become too inclusive. 

Again, the arrows can tell the story. As various actors pursue their 

FIGURE 13.2 a 
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self-interest, the centrifug
conflict that could explod
nization can be restrained by the 
centripetal force of culture. Con-
sider, for example, those Project 
Pioneers whose experts challenge 
each other internally yet present
a united front externally onc
have made their decisions
a culture of overworked belie
is imploding can be pulled open by
the explosive force of conflict. Hence the dynamic balance necessary 
in organizations can be maintained by the tension between culture
and conflict.

FIGURE 13.2 b 

Conflict to Open Culture
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a form does fit, more or less, it can help to manage an organization—
for example, by suggesting possible causes for problems that arise. In 
truth, we can’t function without lumps. After all, words are lumps, 
namely categories. (Consider lumper, splitter, and McGillomania.) We 
would still be grunting at each other in caves without these word 
lumps. Hence, for clarification, for comprehension, for diagnosis, 
and for prescription, we need lumping. 

And so, fit where necessary, but not necessarily fit. We can’t ignore 
the limitations of lumping, any more than the benefits of splitting. 
There is always the nuancing of gray between the categorizing of black 
and white. Hence, the perspective I wish to advance at this point in the 
book is that our lumping has to be modified by splitting. Put differ-
ently, we need to let the forces speak to the forms. Along our way, in 
fact, we have seen numerous anomalies in the forms, such as football 
players who require extensive training in this most  programmed of 
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FIGURE VI.1 Forces Across the Forms
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CHAPTER 17

In Praise of the Anchored Form 

I have some bad news for you. Not only do none of the seven forms 
of organizations exist in the real world, but they should not exist. The 
forms don’t exist because, as noted earlier, they are just words and 
diagrams on paper or screen—depictions of reality, not reality itself. 
And they should not exist because every organization is replete with 
nuances, complexities, and contradictions that cannot be ignored. 
But please don’t put down this book quite yet. I will explain. 

Figure 17.1 repeats the diamond diagram again, this time with all 
but one of the forces removed. With no countervailing force, the 
remaining one can propel the organization into outer space, so to 

FIGURE 17.1  
A Form Dominated by a Force
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contamination can set in: the other parts try to make it conform. 
Misfit is the debilitating weakness of the pure form: its dominant 
force tends to drive out other forces as somehow incorrect. It’s as 
tough to be a bureaucratic unit in an adhocracy as an adhocratic unit 
in a bureaucracy.  

Okay, so to get around this, a Programmed Machine locates its re-
search lab in the countryside, in the belief that the distance will shield 
it from the headquarters controls. Well, lead may block radiation, but 
what can block a determined technocrat? The controller drops in to 
have a look. It’s 9:00 a.m. “Where is everybody? Can’t these hotshots 
start at 8:30, like everybody else in this company?” (They left last 
night at 2:00 a.m., after struggling with some new software.) 

Of course, the argument could be made that contamination is the 
price an organization has to pay for achieving consistency. After all, 
no organization can be all things to all people. Better to concentrate 
for clarity than to diffuse and confuse. Sure, but only with contain-
ment. Because contamination by one force can sow the seeds of the 
destruction of a pure form, one or more other forces must contain 
that force—anchor it in place (Figure 17.2). 

While any of the other forces could do this, one may be most ap-
propriate to contain each of the four forms. In both the Personal En-
terprise and the Project Pioneer, efficiency may work best to contain 
an excess of personal power or unbridled creativity. Nothing like a few 

FIGURE 17.2  
A Form Contained by a Force
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chief overwhelmed by the details, or it can become macromanaging, 
as the chief tires of the details and decides to lead from on high. Think 
of the legacies destroyed by entrepreneurs who diversified their busi-
nesses in the belief that they could manage anything. 

Hence, as they mature, most organizations make a pivotal tran-
sition away from the personal organization, if not to some hybrid 
(the intermediate arrows of Figure 19.1), then to any of the other 
forms (the following arrows), as discussed below. 

To a Professional Assembly The pivotal transition from the personal 
organization toward the professional one can happen rather quickly. 
Consider a general hospital. From Day 1, alongside the founding chief 
arrive highly trained professionals, all ready to use their skills once 
the facilities and equipment are in place. Hence a natural transition 
can begin almost immediately—at least to an intermediate hybrid of 
the personal and professional forms so long as the founder remains. 

To a Programmed Machine Probably the most common transition of 
all is from the Personal Enterprise to the Programmed Machine—es-
pecially in business, since so much of it is about mass production or 

FIGURE 19.1 Settling into a Natural Form
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capabilities of the operating employees, so that they get closer to pro-
fessional status, and the structure closer to the professional organi-
zation. These call center operators, beyond giving pat answers, can be 
trained to work out the customers’ problems with them. The COVID 
pandemic, by the way, enlarged many jobs because people working at 
home were less directly supervised by their managers.

Encouraging Innovation through Teamwork 

Any structure in need of more innovation can likewise take three 
successive steps toward more of a project structure.127 Figure 19.3 
shows this with regard to the machine organization, where such ef-
forts are most likely to be attempted. 

Initially, the organization can add a separate unit to carry out in-
novative projects on behalf of the whole organization, as when a man-
ufacturing company sets up a research lab to develop new products. 
But if contamination of this unit sets in, the organization can take 

Job Expansion

People Empowerment

Skill Enhancement

FIGURE 19.2 Job Enlargement in Three Steps
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a further step by laying adhocratic teams over its formal structure, 
drawing their members from various units.128 Creative people from 
engineering, manufacturing, and marketing, perhaps with an outside 
customer, can work together across traditional boundaries to develop 
new products. 

Finally, when a truly significant shift to widespread innovating is 
necessary, the organization can try to infuse a culture of innovation 
throughout its structure. This way, everyone can contribute ideas, as 
in the use of kaizen (continuous improvement) in Japanese compa-
nies. Toyota “views employees not just as pairs of hands but as knowl-
edge workers . . .  [with] the wisdom of experience . . .  on the company’s 
front lines.”129 In a highly Programmed Machine, however, this last 
step is more easily said than done, which explains why, when a new 
technology radically alters a product, the established manufacturers 
are usually outsmarted by new entrants in the industry—likely to be 
Pro ject Pioneers. They don’t need the intrusion of innovation because 

Intrusion

Overlay

Infusion

FIGURE 19.3 Collaborative Innovation in Three Steps
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a renewed machine—and sometimes rid itself of the savior who no 
longer fits.131 

Three kinds of turnaround can be described—operating, strategic, 
and cultural—in steps toward deeper changes.

1. Operating turnaround. This concentrates the renewal in the op-
erations, to render them more functional. One lauded CEO turned 
around a British manufacturer of trucks by focusing his personal 
attention on the treatment of the workers in the factory, which 
resulted in a marked improvement in productivity. Operating 
turnaround is the easiest of the three because it keeps the strat-
egies and systems largely intact. But it can also be the weakest, 
because the changes can be cosmetic—a veneer that washes off in 
the first crisis. 

2. Strategic turnaround. This repositions the organization in its 
environment, or brings in a whole new strategic perspective. A 

Operating

Strategic

Cultural

FIGURE 19.4 Turnaround in Three Steps
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The Liberated Unstitution

Finally . . .  I know a seven-year-old who came up with a novel answer 
to the question posed at the start of this book: “What are these ‘or-
ganizations’ you keep talking about?”151 When my daughter Susie was 
seven, she must have been watching me sketching those logos for the 
original edition of this book, because she suddenly came up with the 
drawing below. I kept it, no doubt serendipitously for its use right 
here—a perfect way to end our quest to understand organizations.

What do you see? It’s a Rorschach, so you can decide for yourself. 
For me, I see divisions within divisions, each with the head of its 
leadership lopped off, to release a phoenix-like bird that liberates this 
“unstitution” from the institution.152 Is this the organization of the 
future?

I’m not sure that we shall see such a liberated unstitution any time 
soon. But I do hope that this book has helped you liberate yourself 
from the orthodoxies of organizing, so that you can design better or-
ganizations in the future. While doing so, please keep in mind these 
wise words from Alfred North Whitehead: “Seek simplicity and dis-
trust it”. . .  finally!

Source: Artist Susan Mintzberg, at 7




