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4. The Traditional Configurations of the Firm A
5. New Organizational Forms

\ a \ Step 4 Assessing Process and Peoplc .

6. Work, Task Design, and Agents itoriasn

7. Leadership and Organizational Climate

ontrol, and Incentives How should an organization be designed to perform its work? At the most basic level,

Step 5 Analyzing Coordination, Controd one can think of an organization as performing a very large task, which must be broken

| §. Coordination and Control down into smaller and smaller tasks in order to get the work done. Suppose you

| 9. Incentives o manage a software design company. Should you divide the work into processes such
‘\ ‘ 10. Designing the Structure and Coordination as design, development, sales, and service; or might it be better to divide the work ‘

‘ . according to client type: individuals, small business, large business, and government?
k Step 6 Designing the Architecture wrof Clisige These are the two main choices of the functional or the divisional configurations
‘ 11. Designing the Architecture and the Sequence o discussed in Chapter 4. Once a firm selects a way in which to organize the work at
the highest level (the big task), there is the question of how work should be divided

\ Step 7 Implementing the Arcllitcf tlll‘l:l Do What When? inside each of the sub-tasks. Within sub-tasks, the work is further divided, until it

| 12. Implementing the Change: Who Should Do reaches the lowest task level of the organization. Agents, human or robots, petform the
‘l tasks and do the work of the organization.

| \ \ I Prior to the information age, task design was sometimes called “technology design”

by organizational designers. In the traditional setting of manufacturing, technology
\ design was a matter of figuring out whether work should be arranged sequentially (as in
\ \ ] assembly lines as the classic design for automobile assembly); in parallel (as jet engines
and health care at GE); via teams that continually passed work back and forth among
individuals (as with marketing and R&D for new product development or design-as-

\ build projects); or in some other way.

Today, the word “technology” has a broader meaning, so we use the simpler label of !
task design; but the essential design question remains the same, which is how the big
| task of a firm is broken down into smaller tasks and how these smaller tasks intercon-
2 nect with one another so that the big task is successfully completed. As we shall see, a
firm’s approach to task design is related to its choice of efficiency and effectiveness
goals, as well as to the structure and strategy of the firm, as shown in Figure 1.3. Task
design determines the coordination requirements for the firm’s work, and thus it is
vital that there is fit between task design and the other components of organizational
design. Given a firm’s strategy and structure, some approaches to task design will fit
better than others. |

Task design is decomposing work into sub-tasks while considering the coordination
among the sub-tasks to meet organizational goals. There are two complementary task
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Tasks and Rabots
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vironment and/or interacting with external

of performing tasks by sensing their en
sources and adapting their behavior. Social robots are designed to interact with humans

and to operate in human environments with people (Ulhei and Norskov, 2019).
Intelligent robots and individuals have different capabilities for organizational
work. An intelligent robot can process information more quickly and more accurately
than many individuals. Individuals can detect systemic Or gross errors that an intelli-
motions that enter decision-making, but intelli-
In short, intelligent robots have advantages in
ess, there can

gent robot may not. Individuals have e
gent robots do not - at least not yet.
some task designs and individuals in other information tasks. Nonethel
be substitution between robots and individuals as we now see it in banks; or the two

can complement each other in work - for example, an individual writes an essay and a

robot checks the grammar and spelling in said essay.

At Tesla’s manufacturing facility in Fremont, California, technicians work alongside
robots to assemble the electric cars. By using Al, “reinforcement learning algorithms,”
the robots are able to switch tools and perform certain tasks far better and faster than
their human co-workers (Snow et al., 2017).

Usually, we assume that robots are the helpmate of the individual - from the desk
calculator to the desk computer to the large-scale transaction system of Amazon and
many others. Intelligent robots work for individuals to help them. In contrast, there
are situations where the relationship is reversed. That is, the individuals work for the
system as the individuals take orders or accept the intelligent robot’s decisions, and do
as the system tells them. At Uber, many, if not most, drivers do not communicate with
an individual — only an intelligent robot who keeps track of where they are, asks
whether they want to accept a ride, and then directs the driver to the custome; all

“paper” work is done automatically by intelligent robots (Rosenblat, 2018). It may be a
stretch, but not much, to say that the individual’s boss is the intelligent robot.

Task design for intelligent robots and individuals should match the task with the
capabilities of the intelligent robot and the individual. Intelligent robots as well as
individuals have limited capabilities: in speed, in dealing with the complexity of the
multiplicity of considerations, in the level of judgment, beyond a program, of what to
do; and in emotions about effects of the results. Together, intelligent robots and individ-

uals can work as a team to realize more efficient and effective outcomes. Today, we
cannot design tasks foran information-processing organization by ignoring the role that
robots can assume in the organization. Intelligent robots, as individuals, can perform the
basic functions of who talks to whom when and who decides which decisions to make.

industrial robots have been used in manufac-
turing, especially in assembly: weld, rivet, or bolt. Robots follow lines in the floor to
move parts and sub-assemblies in automatic warehouses. Now the intelligent robot
includes very advanced cameras and other sensors with algorithms that have face and
language recognition. Robots here are information-processing machines that commu-
nicate, coordinate, and make decisions, as do individuals. These robots are different
from traditional industrial robots, just as were Taylor's (1911) man as machine and
Simon’s (1955) man as information-processor and decision-maker. Thus, these intelli-
gent robots are active agents in an information-processing view of organization and
might be included on the organization chart, as well as a process chart of who does
what when, who communicates, and who makes decisions.

Robots are not new. For some time,
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Tasks and Robots

The task categories can be thought of as a continuum where the combination of
individuals and intelligent robots changes. Transformation and transaction tasks can
be accomplished reliably and quickly by intelligent robots at lower costs. Individuals
will continue to do fewer of these tasks, with intelligent robots being used more.
Judgment tasks have traditionally been accomplished by individuals. But this is
changing rapidly and will continue with more use of intelligent robots for interaction
services. For creativity tasks, the substitution here of intelligent robots for individuals
has been limited and will remain so. Individuals have a distinct advantage in these
tasks, as higher-level cognitive skills are required. Along the continuum: transform-
ation and transaction tasks can be accomplished reliably at low cost by intelligent

robots; judgment tasks utilize intelligent robots and this will continue and grow;

creativity tasks remain within the domain of the individual.

Intelligent robots can communicate and can make decisions. In many situations,
intelligent robots and individuals can make the same decisions. For example, in banks,
the ATM can determine who you are and give you money from your account or pay a
bill; a bank employee can do the same task, and traditionally has done so. At some
banks, an intelligent robot can answer the telephone, answer your question, and give

you advice about your account or a given transaction; you may not know whether it is

an intelligent robot or a person. The Nordic bank, Nordea, is substituting intelligent
robots for 3,000 employees to deal with advice, transactions, and accounts. CitiBank
has announced that they will substitute 20,000 individuals with intelligent robots.

The substitution of people by intelligent robots will do away with many jobs, as the

task is done by the robot. It is not new that technology makes jobs obsolete. In the past,
a typographer had a very important job in producing the daily newspaper, but new
printing technology made the job obsolete. Now, many tasks and jobs in auditing,
accounting, law, and health care may in the near future be taken over, or made obsolete,
by new IT, including Al, image and face recognition, and prediction algorithms.

Should we include the robot as an organizational member in the organization
chart? We include intelligent robots in process charts in a project organization to
depict who talks to whom and who makes which decision; but should we also include
these intelligent robots in the usual organization chart? It would be appropriate to do
so when the social robots are performing judgment, social, and creative tasks, but less
relevant for transformation and transaction tasks. It would make the organization
chart more meaningful as a picture of the organization and how it operates.

This also raises the issue: Can we blame a robot for making errors or having bad
judgment? It could be doing something wrong and even hurting people. No matter
whether a robot is interacting with people in the home, in an office or industrial setting,

at an elderly care or a childcare facility, or in a hospital, robots will inevitably cause harm
to humans through hardware malfunctions and programming errors. Interestingly, the
robot itself seems not to be perceived by humans as merely an inanimate non-moral
technology, but as partly, in some way, morally accountable for the harm it causes and
the errors it makes. In the legal community, it is discussed how to proceed in such cases
and the question is raised about whether you can sue a robot.?

M=
1 See www,roboticsbusinessreview.com/rbr/shall,wc_blame,the#mbotL
Z See www.newlawioumal.co4uk/coment/how—sue-robot.
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Task Design
ey

production system or robot is an agent in the organization is not new; it begins with
Henry Ford and the mass production of the Model T early in the twentieth century.

Thompson (1967) categorized the relationship between tasks as sequential, pooled,

or reciprocal. Sequential tasks are coordinated by standardization of the tasks; pooled

k allocation; and reciprocal tasks are coordin-

tasks are coordinated via planning and tas!
ated by mutual adjustment. Carroll et al. (2005) examined the dynamics of changing

these task relationships and found in a project setting that transforming sequential
tasks into parallel and reciprocal tasks decreases project time initially, but increases
project time over time as more reciprocal tasks demand much greater coordination and
ts. Scott and Davis (2006) described task design along three

costly mutual adjustmen
dimensions: complexity of items requiring simultaneous consideration; uncertainty ot

unpredictability; and interdependency, where a change in one requires a change in
another item. (Note that these task design characteristics are similar to the environ-
mental characteristics described in Chapter 3.) Greater complexity, greater uncertainty,
and greater interdependency all require greater information processing to obtain the
coordination required to get the work completed.

Summarizing the above discussion, an organization’s task design can be categorized
along two important dimensions: variability and connectedness.

If a task is well defined such that it is undertaken again and again, then it has low
variability. Notice that standardization in execution of the task enables low variability.
If the task is not standardized and varies in how it is done, then it has high variability.
A low variability or highly repetitive task has low uncertainty, whereas a task high in
variability has higher uncertainty.

When a bigger task is broken down into sub-tasks which require little coordination
(i.e. the sub-tasks are independent), it has low connectedness. On the other hand, if
the sub-tasks require high coordination with one another (i.e. they are interdepend-
ent), then the task has high connectedness. Note that this definition of connectedness

is related to Thompson’s categories of sequential, pooled, and reciprocal interdepend-
ency. With these two dimensions, we have four basic task designs which we call:
orderly, complicated, fragmented, and knotty. The four task design categories are
shown in Figure 6.1. We will discuss the four categories briefly before considering each
in detail.
The orderly task design has low connectedness and low variability; it requires rela-
tively little coordination among the sub-tasks to accomplish the work. The complicated
task design is highly connected, but has low variability. It requires more coordination
of the connected and repetitive tasks. The fragmented task design has low connected-
ness and high variability. It requires a different kind of coordination to adjust to
ongoing variations within the sub-tasks, but adjustments for connectedness among
sub-tasks is not required. The knotty task design is both highly connected and highly
variable; it is the most difficult to coordinate as adjustments to both connectedness
and variability are required simultaneously.
For your unit of analysis, try to think about a big task that must be designed in your
organization. How is it defined? How is it currently designed? For example, if your
bank, the work of the bank could be divided into sub-tasks
s, money transfer, lending, etc.
ank could be defined in relation to customer groups:

chosen organization is a
based on specialization such as handling investment

Alternatively, the work of the b
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private customers, institutional investors, small business customers, etc. The first 2
functional configuration; the second is a divisional configuration, as discussed in
Chapter 4. The bank may define the work so that it can be repeated, by standardiz[ns
transactions for all specializations or customer groups. Alternatively, it may take pride.
in customizing the work, deliberately avoiding standardization so that interactiong
with customers or others are managed uniquely. Each task can further be designed ang
categorized to be a transformation, transaction, judgment, social, or creative task,

When we talk about task design, we are thus talking about the overall design, not just
the design of the individual sub-tasks. The coordination requirements are very differ.
ent in the task designs just presented (Burton and Obel, 1980). Task design is also
related to business process re-engineering, as well as process management methods and

philosophies, such as just-in-time and supply chain management. The particular tasks

and their design are also highly influenced by modern IT. For example, many routine
tasks in banks are now either done electronically or the task is performed by the
customer who talks with a home-banking system that may be an intelligent robot.
Part of task design is highly related to choice of information system.

Fragmented

Figure 6.1 Task design space

A careful analysis of workflow and flow of information and decision-making is
therefore an important part of the organization’s design. Basu and Blanning (2000)
present a formal approach to workflow analysis. They integrate the informational
entities involved in the process, the structure of these entities, and their interrelation-
ships. Further, they take into account which tasks are being performed and which
informational elements are involved in these tasks. Duvald (2019) in her estimation of
the information-processing demand and capacity in an emergency department also
used flow charts - see Figure 6.2. Leavitt et al. (1999) depict the workflow design at the
project level in SimVision, a simulation tool that enables calculations of project
duration and quality, depending on how tasks and workflows are designed. Addition-
ally, which agents/resources are involved in each task, where information entities

are stored, and what communication is needed between agents/resources are also
incorporated.
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b, reaiot A eaf; iS axe as§ign.erjl to the criminal litigation group, and so ont
perform their work inde egnd 23:1011 is divided across units such that individual units
them (high divisibility) l::o erlu B N ° t.he's' completing the entire task assigned to
the work is more or less.sta Igp cting the “big task” work of the firm is accomplished as
assigned work in an efﬁCient ardized and the individual units gain expertise to do their
do hand sewing and are i\:: ma?ner' As another example, consider mill workers who
D G to 5% “{;an: a;l 1nvent.01’Y or list of things to do. Each worker takes an
Fiviesitodes glp to create th P af:t?s .ﬁ-mshed items in an out-basket. These in-process
feitytasgets tomaest, and th d divmbnht)-' of work. The worker may have fixed product-
little to coordinate, ;_xcept tf)sir?;e mo;:,] torec.l at the exccutive level. The executive has
i ansafdrony e, ure that assignment and completion of work is done
The robot is particularly designed for orderly tz i i
robot which i . y tasks. It is relatively easy to pr
e ot ot ot gt o
' fon, such as Woodward's unit production and

Complicated

Thompson's parallel processes, arc orderly. Here, individuals can perform the orderly
task design, but this also goes for intelligent robots. Today, more orderly tasks are done
by intelligent robots than in the recent past. Intelligent robots are substituting for
people. In many manufacturing tasks, the robots are not only cheaper, but also yield
more consistent high-quality outputs - parts and products — even with regard to
services including customer voice interaction. People have the advantage when the
orderly process requires agility or adaptation in the short term. Individual crafts and art

are examples.
Yet, individuals and intelligent robots can work together in an orderly task
dividual with another aspect by the

where some part of the task is done by an in
intelligent robot.

When tasks are orderly,
There are fewer judgment task
organization. Similarly, there are most often
orderly quadrant than in the other three quadrants.

most of the tasks are transformation and transaction tasks.
s and most of them are located at the higher levels in the
fewer social and creative tasks in the

Complicated

ur organization’s task so that it is high on connectedness, yet
has low variability or remains highly repetitive, then you have a complicated task
design. Complicated tasks require a high degree of coordination due to high connect-
edness; that is, the sub-tasks can be performed by different units of the firm, but they
are interdependent to get the work done. Going back to the classic studies, Wood-
ward’s mass production and Thompson's sequential technologies have similar features.
As an example, suppose you manage a hospital emergency ward. You might divide the
work into four sub-tasks: (1) admissions; (2) triage screening; (3) focused care; and
(4) release. Patients move sequentially through these processes, with different groups
of people (sub-units) responsible for each of the four sub-tasks. The work processes are
repetitive and the services remain quite standardized once the diagnosis is determined
(at least at the level of the “big task” design). The complicated task design suits process-
ing of large volumes of work. There are many examples of a complicated task design in
manufacturing, the most classic being the automobile assembly line. McDonald's is an
example in the restaurant industry. The sub-tasks of order processing have low variabil-

ity and are highly connected, as the completion of an order for a customer requires that

cach part of a meal is assembled correctly. Every order is unique within a limited set of
possibilities, duction requires not only

so that the tasks become very repetitive. Mass prof
the skills of orderly production,

but also precise coordination among the units respon-

sible for the sub-tasks. The production processes must be timed to avoid bottlenecks and
to meet efficiency goals in which inventories between processes are minimized. A well-
designed complicated task requires that these work processes are repetitive and ongoing.
The executive level overseeing the firm’s work focuses on the coordination of the
connected processes, which require continuous attention. Given the high connected-

ness, a breakdown in any one small task can shut down the whole operation,

which can be very costly. Detailed and ongoing coordination requires a high level of

information processing. Intelligent robots in supply chain management, together with

1f you choose to design yo

'S -
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the embedding of IT into manufacturin
" : § processes, have inc
e ti:;gcgozﬂ]}mted task designs. Firms that use theserSZ:::n:
Amazon order-taki};g :217 Lt:lcc)lil:x)lre(;;e:;slmk' sl o e
e system is an example of a
- 151 S?rizh;y lc;r;nected, TITC coordination is donep by aut‘;el:l};;zr:lg
| e i mcrza . orm Ofgamzation set-up (Zysman and Kenney,
; il singly beu:lg utilized in customer service organiz, t"
3 order and delivery firms - for example i
| I The complicated design can be very large i
| M‘cDonald‘s store. But the complicated desiggx;
“ :;:? E:la;e;ﬁlftftakes substantial resources and time to adapt, e;
i 1’:flrent.h Whether the complicated design is 'p
“ bureaucracy. Ineihte ztt)r;r:lilc):t)g;ammed o roaniza
‘ 3 drant, most task
tion tasks. There are usually emoci:aso tal pan ?re
creative tasks are normally focused on izzie;:?flsg :fircltilvne

tication. The

2018). Intelligep
s, such as bans
Amazon, Walmart, and others,

transformation or transac-
the orderly quadrant. The
It can be i ant.
| argued that LEGO is in the c i
ca omplicated quad é
repetitive. They ru b e
petitve. iSyVe r;: :;:3::[};:;:0 gzt everything ready for the Chris;tmasy saloe;Sa:lllf)sg
and connected, by inty i
! : ut th i
| h;}lfll;nov: m;(hen to ship what to which part of Ithe worelc;'l o
) ve task categories of transformati ;
ate ation, transacti
’ tasks usually exist in a complicated set-up. However, o

be at the higher le i
vels in the izati
on efficiency. organization. Thecreat

|
! - Fragmented

If you choose to desi
sign your organizati ) .
high variability, , ganization’s task so that it

; judgments, social, or creative
_the judgment and social tasks will
ive tasks will primarily be focused

then you are using a fr. has low connectedness yet
leeg o using a agmented task design. F . A

(.)ordmatlon than complicated tasks due to thei 28 Fagmen’ed Elsequlte
coordination needs, eir low con;

0 : each sub-unit can process work at i neCtEd'neSS' el
I : at its own pace; 4
e Cl-eeart i1‘1,reu;sp ;(1 :scrzsiett(e) tc};elr ‘;vork in order to proceed?Fur't}lltefotel:: :uf;ave .
oy ; : mpleting their tasks, perh fcit hei
'l‘homn;:;; ,:rp:ielzt]s,h :ane bottlenecks are not a concim.as\slsggvcvl:g’g thel‘r e
. e these features. By breaki i ot the o
| the sub-units are likely to be more i Y e
e o e e 1m}ovat1vc and aggressive. Some may outperfom;
“ S0 s etobngtnen healtho t e.ﬁrm s overall work completion. GE is an exampl
| fechndiog dEVdopn,jem . services, and other products and services. Considp ¥
Bntioes Dbt o rm, such as a software developer, that is trying to er‘ .
its customer base (individuals, small business, la;gge bil;ci':eézs
"

and government) are quite differer t; that is, they are high variable. The work of each
q 1 ; th, y gnly
Alterr atlvely,

-units

the firm might divide

. the work accordin

as desktop software and network-based software. In eithirt Z;he type of software, such
g se,

broken down into low, if the big task can be

con: i
nected sub-tasks which are also variable, then the task

 E——

—

rganiz;mgna]
can compey,

icated dESign
f transactioy

.SUCh as Amazon, or small, such a5 a
is not agile; it cannot change quickly
specially to do something
eople- or robot-driven, it
tion as in Weber’s (1948)

J

) =

Knotty

hin each sub-task, the work could be further frag-
ht be selected. The fragmented task design means
that the firm divides its work so as to accommodate the varied nature of its business.
Viewed by the professor, the university is a fragmented design where each professor
works independently on their own research and is not connected with other individ-
uals. Yet, each professor can work on very different or highly varied questions,
research, and teaching. This applies among professors in a given discipline, such as
within psychology and economics, but also across the different disciplines.

Although it is tempting to think that task design is inherent in the work itself, it is
important to recognize that in many cases the same work might be designed in different
ways. Thus, task design is a matter of managerial choice. Suppose your organization is an
investment bank. You might choose a fragmented approach, dividing your big task into
sub-tasks, such as investment counseling, trust services, and estate planning. The uni-
versity can be organized by disciplines of psychology, economics, etc. or by professional
school, such as Engineering, Business, Medicine, etc. Fach group is free to solicit its own
customers and design its services to meet customer needs. There may be low variability
of work within each of these sub-units, but at the level of the big task design of the bank,
there is high variability among sub-units; that is, customers are directed to one group oOr
another, and work is accommodated to meet their unique needs. The high variability
approach to task design requires a large number of adjustments (i.e. execution of work is

not standardized); but as these adjustments are not connected, the coordination require-
be quite agile as each sub-unit can

ments are quite minimal. The fragmented design can
adjust quickly to changing technology or customer preferences without coordination
with other sub-units. This is a distinct advantage in a highly changing world. To manage
a fragmented task design, the executive needs to ensure that the sub-tasks (i.e. the sub-
units) have resources and a reading on the environment, but the executive need not be
involved in detailed coordination. All five task categoties of transformation, transac-
tions, judgments, social, and creative usually exist in a fragmented set-up. However, the
judgment and social tasks will be at the lower levels in the organization. The ratio of
creative tasks will be the highest compared to the other quadrants and will primarily - as
a prospector - be focused on effectiveness.

In the case of the investment bank, the fragmented design may not be the ideal
at the sub-tasks be coordinated — for example, if

choice, especially if customers prefer th
they want their estate planning to involve their trust accounts. This is the downside of

designing tasks to have high divisibility. The investment banker might consider a
knotty task design instead.
Haier has had a view that put them into the fragmented quadrant. They have

ks into self-organizing units that must have a very focused view on
both product lines and

design can be fragmented. Wit
mented, or another task design mig

separated the tas
customer demand. They serve different markets with regard to

geographical regions.

Knotty

has high variability. If you choose a knotty

The knotty task design is highly connected and
have to invest in ways to coordinate work

task design for your organization, then you will

—;——*
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among the sub-tasks and at th
e same time support thy i
e iy : pp e varied approach
= ::2; goﬂs a{f 1;10t standardized similar to Woodward’s procesP;pand ’['I:::;jomg o
es. Thi: i -
st mnovatil; approach to task design encourages those responsible fgr(::; Teﬁpm:‘
unique demands f(o: at least adaptive) ways to do their work, accommod -'mks ¢
; s
e ? each u.ustomer, while at the same time those performi o
Bt o eir wF)rk with other units in the firm. Knotty tasks are likel el
S e ;)yx;:r s:tlsfacﬁon since production is customized, but th:yy:lc')ek:la)d .
’ 4
ey ’o task to manage. A customer-oriented gourmet rest : .m°5l
o Y (;ntrdst to McDonald’s, which is complicated, but not knott e
en products ar ; e
manzges ; rr]l(e)x;v;ﬁt‘},lee kngtty approach to task design is often favored by
' products and servi i i
e, S . ices are illustrations —
e E:\zldeo game, a biotech entity, or a new global financial in sstll'mh et 8
Gyt tcis Csi on the coordination of the connected processes, which ;Z‘ o ‘The
fycnen th;ler ven the low divisibility, a breakdown in any oné small task Cont‘z“'
operation, which can be i b o tad
e 2 7 hic very costly. Given the varied appr
e in,certaimyu;?;lnoﬁ—protessmg demands increase greatly. In Ga[IIJJIZa?t?C'h tto o
‘ uch greater, which requi ; atiger]
Sl i : . quires greater information-processi
e f)e::er, th.e information-processing demands go up nor]ilinemlng C?P'
possible. Therefore, this task design i e
gt gn is the most demanding on
New product develo
pment (NPD) in automobil
B Lo es at Toyota or Renault, ph: i
. ta}srks - tl;lseehold p.roducts at Unilever, requires high coordination inzn::;cel:r:llcals
. uetmerl;glllng technology. NPD tasks are often designed accorc:;:g tem
3 a knotty approach can be applied i P
oo applied in more routine i i
- Mthv:l(t:z}llge. For e:fcample, a gourmet restaurant may create new ;:OTZ?QS for
] new offering requiring unis i ey
b (e ' : g unique production and hi, inati
amer ggexpeﬁmce;nestal.:f. .Smce the task is designed to be non-repetitive — il:of’io;fmauo“
i zi;h time customers visit the restaurant - the organization muita l? e
0 can continually inn .
e TatEs : y ovate and coordinate with i
, sformation, transacti j gl
el : n, ons, judgments, social, i i
N?icceri, b;ltt ;:nth more social tasks than in any of the,other th::::and‘;e o
soft has a mixture of tasks. Th ol
o8 : . They have tasks rel idi
i ; s related to providin
i cll eclm:;s 10 to a massive number of users. On the ;her har&*lgda :[:a“da‘d
whict OE 2ySIIS to large clients, although based on st sk )
A 1 are specific to the customer requirements i R
11 five task categori :
gories of transformation, transacti j
aive o sk cat , transactions, judgments, social 2
ly in a knotty set-up. However, the judgment and social tasks,v:'rllldbcret
1 € al

1 . "
a els In e organization. The ratio of creative tasks w e focused o oth
11 level the o t I f ati task: ill be fi St n b

Fit and Misfits

Table 6.1 is the table fro; a Wi a. €518N TOW a gain re
m Ch pter 4 with the task d dded. A; there is fit
S,
S, gn ro .
alnongothe desxgn elements of your chosen firm if the entries for each row fal into the
same column. Misfits are deviations from a common column.

fit and Misfits

TABLE 6.1 Fit and misfit for task de

Corresponding
quadrant in
organizational
design space A B C D
Task design Orderly Complicated Fragmented  Knotty
Configuration Simple Functional Divisional Matrix
Environment Calm Varied Locally Turbulent
stormy
Strategy types Reactor  Defender Prospector  Analyzer with Analyzer without
innovation innovation

Organizational goals Neither  Efficiency Effectiveness  Efficiency and Effectiveness

The orderly task design is appropriate if your firm’s goal is neither efficiency nor
effectiveness. There can be some cfficiencies in the orderly task design due to its
repetitiveness, and for this reason managers may find this approach to task design
appealing. The orderly task design approach works well so long as the environment is
calm and the corresponding strategy is a reactor which is also unfocused. A simple
configuration works well for the orderly task design as it breaks down the total task

into smaller tasks which require very little coordination from the executive. Know-
ledge can be exchanged on an ad hoc basis. So long as things are calm, the organiza-
tion with the simple configuration using the orderly task design creates minimal
information-processing requirements. The executive is not overloaded with detailed
coordination problems — unless the environment changes. The risk for the firm
occurs if new business causes a shift in the type of work needed such that high
repetitiveness is not possible. Then the orderly approach is a misfit and the task
design inappropriate. Organizing work so that it is divisible and can be executed as
independent sub-tasks puts a high load on the manager if there is any change in the
environment.

If your organization adopts an orderly task design approach, then you should be
aware that this is a misfit with an efficiency strategy of a defender or an effectiveness
strategy of a prospector. Any deviation from a calm environment creates difficulty, as
adjustments will be required. Functional, matrix, and divisional configurations are
costlier and are not needed to achieve the required coordination for the highly divis-

ible and highly repetitive task. For most organizations, an orderly task design is not
sustainable e f tasks good

xcept for the most routine operations, making these types 0!
candidates for automation of outsourcing.

The complicated task design is focused more on efficiency than
The corresponding strategy is a defender, where the efficiency of repetitiveness helps
to achieve profitability through low cost. The varied environment, which is complex
but predictable, is a good fit for the complicated task design. So is the functional
configuration, since it has the capacity to coordinate detailed and standardized

on effectiveness.
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processes which rely heavily on rules and procedures. The long-time automobyl,
assembly line is a classic example. But many modern services are complicateq,
Banking services from ATMs to automated small loan approval are other examples,
Amazon sells many products and services beyond books using its sophisticateq
online purchasing systems. Even partner-matching services can be highly compij.
cated, i.e. highly repetitive and with low divisibility based on established characteris.
tics and patterns of its clients.

The complicated task design is a misfit with an analyzer strategy, which requires
innovation and introduces non-repetitive processes. Similarly, turbulent and locally
stormy environments require adjustments which are extremely difficult to make if
you have designed your organization using a complicated task design. The executive
will be overloaded with the coordination details.

The fragmented task design is focused more on effectiveness than on efficiency. This
approach to task design works well if you are pursuing a prospector strategy, secking
high degrees of effectiveness and continual innovation. New product creation and
basic research are examples of activities which can be fragmented. Special services such
as fine dining and innovative architectural designs are fragmented. As discussed earlier,
the task design for jet engines and health services can be fragmented at GE. If your firm
faces a locally stormy business environment, i.e. high unpredictability, then it makes
sense to design work so that it is high in divisibility and low in repetitiveness. The
divisional configuration is a good fit; here, management focuses on providing
resources and policy, but not detailed coordination. The cellular configuration is also
a good fit.

The fragmented task design is a misfit if your firm has the dual goals of both
efficiency and effectiveness. Fragmented task design breaks the big task into sub-
tasks which are relatively independent and optimal in the use of resources. It is
therefore hard to achieve efficiencies for the big task if the fragmented task design is
adopted.

The knotty task design is appropriate if your firm has the dual goals of both
effectiveness and efficiency. The turbulent environment which is complex and unpre-
dictable is a good fit with a knotty task design. New product creation can also be knotty
if we have low divisibility or high technological interdependency, as well as low
repetitiveness. The corresponding strategy is an analyzer with innovation. The
matrix configuration is a good fit because it emphasizes coordination across multiple
dimensions and ongoing coordinated adjustments of the work to meet organiza-
tional goals. The knotty task design customizes work and so, if done well, can yield
high customer satisfaction for a range of customer demands. Innovative design as
you build, whether a new building, automobile, banking service, or Internet service,
is a knotty task design. The time requirements of an innovation can change the task
design from fragmented if sequential to knotty if simultaneous. As we shall see in the
next chapter, conducting the knotty task requires highly skilled employees and
management that can simultaneously support autonomy, control, and learning as
tasks are executed.

The knotty task design is a misfit with any strategy, environment, or configuration
which has a dominant focus on either efficiency or effectiveness. If your chosen firm

Diagnostic Questions

I 7
| id the knotty

is pursuing a defender or prospector strategy, then you sh<.)u1d' a;fc;o b |
o oach to task design because it is too complex and expensive an ‘
appr S

fit for your goals.

-

DIAGNOSTIC QUESTIONS

the organization you have chosen to design? As in ?rior chap}ers,
) pter 1 to answer the following questions.
take a top-down approach and limit the
lysis. (Remember, sub-tasks, once created,

How is the task drawn up i :
the same unit of analysis that you selected in Chal

i ry important to

ering these questions, it is ve ;
:]n:;;lss\il: of tge task to the “big task” of your unit ana
i deg?'nsci) the task design information? Contrary to previous chapters, tip
gt mt be a good place to begin. You should seek out the managers V\Ilai(:l
manﬂgemer_‘t maydn'o lement these tasks. The managers, engineers, and chefs_ can e:pt -
ad'-';:‘y ::\Szirgri‘h?:gsmvark Examine job descriptions which con‘]t;in expla;\::ft:sszm ::S
g it i esign or modify new pr X X
ol {het sclie::j::e?"jr::r? Iz:\el!;o\/;haorfescgpﬁon of workflow usingl the sup;r:c\i
B"d‘ e o alS e chains within the firm. If the organization has an enterprise resmtx =
e PTOC‘?SSE? 0"‘;1: Movex, Oracle, or Navision, you may obtain a lar.ge .amo:ln !
.SYS“fm (FRP) o t e._'s stem; and how they are implemented in the‘ organization. |nd1;: ge
Informat:.otr;fgrzrgotv‘ve: on\; or two levels of detail on products and services to understan
you wan

task design.

i irm, i high?
1. What is the degree of variability of the task in the firm, i.e. low to hig

a. Does the firm treat each work task as unique (high)?

. " |
b. Does it execute the task today much as it did yesterday (low), or is there a goo al O
. DOE: d de

jation (high)? R
;a”vavllat extgnt does it standardize the task (low) rather than customize | (hig
c. To

Score the variability on a scale from 1 to 5 as follows:

ok e s

l moderate l l very high

very low ‘

ness of the task in the firm, i.e. jow to high?
b-tasks that are independent of one
ected, requiring a large amount of .

2. What is the degree of connected :
a. Does the firm divide its big task into su
another (low), or are the sub-tasks conn
coordination (high)? o
Does it manage the task as a set of specialized indep
process flow (high)?
To what extent are the units t .
wish (low) rather than as instructed (high!
scale from 1 to 5 as follows:

endent functions (low) or as a

o

hat perform the sub-tasks free to design their work as they
)? Score the degree of connectedness on a

0
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. }2 |3 '4 |5

very low ‘

| moderate | | very high

You can now locate i
your firm on 1l T
design. n the graph in Figure 6.3 and determine the firm's tas

Connectedness

High
Complicated Knotty
44
Low & |
¢ { | | : Variability

2 4 5 High

21
Orderly Fragmented

Low

Figure 6.3  Locate your firm in the task design space

SUMMARY

This chapter on task desi
esign further completes the descripti
iy e description of a firm to find a desi i
e ingtem,\ssg?tegy, e.ar'wd structure. In this chapter, you described an organ?zselz?'n tbat k.
Pt kno\ﬁ;a?h:.y ar\d connectedness, and categorized it as: orderly, corfr:icsa:azk
il goals, . ‘or ;,izltrm s current approach to task design does not fi't its o?ganija‘
‘ b A ure, it should consid justi ;
et | ‘ : er adjusting the task design it i
s other'dlmensmns. Next, we turn to the human resour i s
led to support a firm’s task design. s

GLOSSARY

Agents: can be human or robots who perform the work of the o ganizatio
Complicated task des| gn: an organizational task des| g which work is ol ga zed in a wa
hat it is ghly connected and not varia ,usualyrqu es a h degree of coordina WOy
ble g gre t
onnected task: a task wher e re interdepe h r rd to resour
[¢ ted 3 ere the sub-tasks a
" e interdependent witl egard source

131

Glossary

k design: an organizational task design in which work is not highly connected
usually requires less coordination compared 10 complicated task design.
ble of performing tasks by sensing its environment and/or
interacting with external sources and adapting its behavior.
Knotty task design: an organizational task design in which work is organi
both connected and variable; usually requires not only coordination amon
support for the non-repetitive nature of sub-tasks.
Orderly task design: an organizational task design in which work is organized in a way that is
not connected nor variable; usually requires relatively little coordination among the sub-tasks.
Robot: device which can be automatically controlled, reprogrammable, multi-purpose,
manipulative, and programmable for application in organizations.
social robot: device designed to interact with humans and to operate inhu
with people.
Task categories: transformation, transactions,
Task design: decomposing work (the big task) into sub-tasks and then coo

sub-tasks to meet organizational goals.
Variability: degree to which a task is well defined such that it is low if it is undertaken again and

again or standardized; if the task is not standardized and varies in how it is done, then it has

high variability-

Fragmented tas
and is highly variable;
Intelligent robot: robot capa
zed in a way that is
g sub-tasks, but also

man environments

judgments, social, and creative.
rdinating among the




