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Praise for previous editions

‘With each successive edition, this book just gets better and better. It is essential reading 

for anyone who has an interest in managing and changing organizations, whether they 

be students, academics, managers or consultants.’

Bernard Burnes, Chair of Organisational Change, Stirling Management  

School, UK

‘This book does a masterful job of promoting critical thinking to managing change and 

creativity.’

David M. Boje, Regents Professor and Distinguished Achievement Professor in 

Management Department, New Mexico State University, USA

‘For students and practitioners, this is a benchmark text on the process of organizational 

change. Why do many planned changes fail to meet their goals? Change management 

is often presented as a reaction to business problems, but change can also be proactive, 

driven by entrepreneurship, leadership, creativity and innovation. Combining these per-

spectives in a processual framework, this text offers fresh explanations, beyond oversim-

plified guidelines and complex theories, with new case studies and updated material. The 

authors present a cross-disciplinary set of models and techniques in a style sensitive to 

corporate, managerial and individual concerns.’

David A. Buchanan, Emeritus Professor of Organizational Behaviour, Cranfield 

University School of Management, UK

‘By adopting an explicitly processual and temporal stance, Dawson and Andriopoulos 

go beyond simple prescriptions to conceive change, innovation and creativity as contin-

uously inter-weaving and co-emergent dynamics of social engagement. This novel per-

spective not only has potential to liberate students and researchers from the constraints 

of overly abstracted thinking, but it also resonates strongly with the lived experiences of 

practising managers.’

Dr Barbara Simpson, Professor of Leadership and Organisational Dynamics, 

Strathclyde Business School, UK

‘Dawson and Andriopoulos’ book makes a significant contribution to the scholarly litera-

ture on organizational change. This well-written and comprehensive book highlights the 
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critical importance of analyzing interactions between individual, group, temporal, and 

environmental factors throughout the process of organizational change. Presented in an 

interesting and highly readable style, this book will be of considerable value to students, 

scholars and business practitioners alike. Highly recommended.’

Dr Kenneth J. McBey, Professor of Human Resources, Disaster & Emergency 

Management, and Public Policy Administration & Law, York University, Canada

‘Previous editions of this book have been widely praised and rightly so. In this new 

version significant updates and additions have been made to ensure critical engagement 

with key conceptual advances, contemporary debates and practical insight. As such Man-

aging Change, Creativity and Innovation deserves to remain the source of choice for the 

thoughtful and reflective student of innovation or change practitioner.’

Ian McLoughlin, Professor of Management, Monash University, Australia and 

Visiting Professor, Warwick University, UK
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3
A brief history of 

management thought in the 
development of concepts, 

theories and business 
practice

We cannot fully understand the present without know something about the past … 

Too often in the modern world, we fall victim to the belief that the past is 

somehow less than relevant, that the pace of technological advances,  

globalization and so forth mean that the world today is so different from the world 

of the past that we have little to learn from the latter … One of the paradoxes of 

management is the need to focus on both continuity and change, simultaneously. 

To neglect change in favour of continuity risks falling under the dead hands of 

tradition and stagnation; but focusing only on change and dismissing continuity 

poses the equal risk of a continuous and ultimately destructive reinvention of the 

wheel. (Witzel, 2017: 5–7)

Learning outcomes

Reading this chapter will enable you to:

	• 	Understand how theory is historically located and links with practical business problems.

	• 	Appreciate the importance of the Industrial Revolution to the growth in international trade 

and the emergence of contemporary business organizations.

	• 	Overview the historical movement between approaches that focus more on mechanisms 

and systems and those that engage more with human behaviour and processes.

(Continued)
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Introduction
Understanding historical developments is important as it enables insight into why some 

ideas – within a certain context and time – are taken up whilst others simply fall by the 

wayside (see Shafritz et al., 2015). It also broadens our knowledge of management con-

cepts and principles that enables identification of ‘new ideas’ which are merely old ideas 

repackaged and rebranded in new ways. As Witzel (2012: 4) quoting Mol and Birkinshaw 

(2008) indicates: ‘Management thinkers are very good at reconceptualising old ideas, 

giving them a new twist and packaging them for an audience that wasn’t exposed to the 

original idea.’ This historical overview of the development of management thought and 

business practice provides a contextual background that informs and supports our dis-

cussion of theories and models of change, innovation and creativity in later chapters.

The Industrial Revolution – as a seedbed for change, creativity and innovation – is our 

starting point in a Cook’s tour of business practice and the development in management 

thinking about how to organize and manage people. As we shall see, different problems, 

theories and issues arise in different historical periods. There have been a number of 

attempts to identify turning points in these developments (see, for example, Keulen and 

Kroeze, 2014; Wilson and Thompson, 2005; Wren and Bedeian, 2009). Many scholars 

make a distinction between early management thought associated with scientific man-

agement (1870–1940s), the social movement associated with the human relations 

approach (1930s–1970s), modernist thinking associated with contingency theory, culture, 

management gurus and the rise of managerialism (1970s–2000), and more fragmented, 

postmodernist, critical management and fusion approaches (1990s onwards). However, 

many of these categories are problematic. Take for example the historical division 

between modern and postmodern eras, we would argue that these do not represent 

distinct historical periods as elements of the former (postmodern) can be traced back to 

the work of Machiavelli (1469–1527) whilst modernist thinking is still very much in evi-

dence today (Reynolds and Holwell, 2020). Moreover, in seeking to clarify the interplay 

between theory and practice it is noteworthy how mainstream academia is perhaps less 

entwined with management thinking and practice in the twenty-first century than it was 

	• 	Outline the rise of consultant and guru management literatures and the promotion 

of popular ideas including best practice recipes and the need to upturn conventional 

assumptions in the reinvention of management.

	• 	Examine contextual trends and prospective scenarios that raise future challenges in 

a transitional digital world where jobs are becoming increasingly precarious and the 

disparities in income and wealth are widening.

	• 	Identify and clarify the importance of history and context in the generation of new ideas, 

concepts and theories.
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in the twentieth century; as Burnes and Randall (2016: xiii) note: with the exotic ideas 

and vocabulary used in recent academic writing ‘the gap has grown’. In our historical 

overview, we have grouped related ideas and movements into eight main categories 

whilst recognizing that these are not set historical periods but are ongoing (for example, 

the principles of scientific management are still in wide use throughout the world). The 

title and principal period of our categories are as follows:

1	 The Industrial Revolution (1730–1850)

2	 Industrial organization and the coordination and control of work (heyday  

1850s–1940s, ongoing)

3	 Change and the human aspects of work (heyday 1930s–1970s, ongoing)

4	 Sleepers wake: the spectre of technology and innovation (heyday 1940s–1980s, 

ongoing)

5	 Fit for purpose: the rise of contingency theory (heyday 1960s–1990s, ongoing)

6	 In search of excellence: recipes for success (heyday 1980s–2000s, ongoing)

7	 Guru literature, popularized ideas and the reinvention of management (1980s, 

ongoing)

8	 Prospective futures: new ideas for a global digital economy with advanced 

technology, precarious employment and declining household income (2000s)

In the sections that follow we provide a selective overview of developments in manage-

ment thought within the context of wider societal change and innovations at work (see 

also Burnes, 2017; Tidd and Bessant, 2020). Our intention is to map out a fairly broad 

historical terrain in charting changes in the context of business and the associated uptake 

and development in management ideas, whilst also considering the implications of these 

for understanding change, creativity and innovation (see also Clutterbuck and Crainer, 

1990; Hanlon, 2015; Witzel, 2017).

The Industrial Revolution
The Industrial Revolution (c. 1730–1850) began in Great Britain in the 1700s and did not 

start to influence development and growth in North America until the 1800s. Debate and 

discussion continue on why this significant revolutionary change occurred in Britain and 

not in, for example, France or Germany. Many books and articles provide useful sum-

maries of these developments (Ashton, 1998; Goloboy, 2008; Housel, 2009). The enabling 

factors that they identity as drivers for the British Industrial Revolution include:

•	 The availability of skills and knowledge that combined with a social system that 

encouraged and facilitated the cross-fertilization of ideas.

•	 A growing pool of entrepreneurs excited by innovation who were looking for 

ways to increase their wealth and standing through good investment opportunities.
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•	 A banking system that supported investment funding.

•	 An abundance of raw materials, such as coal to fuel steam engines.

•	 A labour force for the emerging factories in developing towns (there were more 

people available than were needed to work on the land).

•	 A well-kept and maintained road and canal system for the movement of trade, 

further enhanced with the advent of the railways.

•	 The British government had passed legislation that supported new business 

ventures with the introduction of a patent system to protect innovations.

The Industrial Revolution provides us with a useful starting point, as it is during this 

period that new management problems emerged following the rapid expansion of the 

newly industrialized towns and the rise in factory organization. As people moved off the 

land into the growing urban centres around Glasgow, Manchester and Newcastle, new 

forms of industrial organization developed. The rise in commerce and the opening of 

markets combined with innovations in the use and application of technology. The rail-

ways provided the necessary infrastructure for the comparatively rapid transportation of 

goods and people to stimulate economic growth and new business activities. The steam 

engine that powered the locomotives revolutionized the textile industry and heralded 

an era of mass production in which goods, previously the preserve of the rich, became 

affordable to a new consumption-oriented middle class. Mechanization of tasks previ-

ously carried out by skilled artisans marked a radical departure from old ways of working 

(as illustrated in the textile industry with the introduction of Hargreaves’ spinning jenny). 

In the early cotton, flax and woollen mills machine accidents and industrial diseases were 

commonplace through poor working conditions, fatigue and ill treatment (Henriques, 

1979: 76). Within the factories of this new industrial era the transformation of raw materi-

als into products was largely accomplished by machines rather than by the hands of the 

skilled worker.

These innovations did not represent the outcome of rapid technological advance, but 

rather resulted from the bringing together of knowledge, skills and ideas that had been 

around for decades and even centuries, in new, creative and innovative ways. For exam-

ple, the development of the steam engine drew on the knowledge of control mechanisms 

long associated with the craft of creating accurate mechanical timepieces (clocks and 

watches), the boiler expertise from the brewing industry and the piston technology asso-

ciated with military cannons. It was in combining some previously discrete forms of 

knowledge and expertise that marked a radical innovation that was instrumental in mov-

ing Britain from a primarily agricultural to an industrial nation. Throughout this period, 

there was a complex ongoing interplay between socio-political, technological and eco-

nomic factors in the design, development and introduction of new forms of work 

organization. The use of steam power to drive machinery was utilized in new forms of 

transportation that were in turn supported by the abundance of rich mineral resources, 

especially coal and iron ore. The development of railways, the construction of bridges 
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and tunnels and the building of steam-powered ships were all part of the new Industrial 

Revolution that swept across Britain and stimulated international trade. In its wake came 

a new breed of creative entrepreneur who grappled with the problem of how best to 

manage their new commercial enterprises.

Industrial organization and the coordination  
and control of work

For the new entrepreneurs and factory owners, the question of how best to coordinate 

and control the work of labour became a central issue. Their objective of profitability 

drew their attention to systems that would ensure that workers produced commodities 

that provided them with a good financial return. Employers were interested in forms 

of work organization that would transform a worker’s capacity to work into actual 

work, and that the value of the work created by employees exceeded the wages paid 

out for their labour. On this count, it was Taylor’s (1911) principles of scientific man-

agement that provided a blueprint on how best to organize work (see also Grey, 2022). 

His focus rested on the development of new forms of organizing that improved prof-

itability for the employer and simultaneously increased the take-home earnings of 

employees. He advocated that the systematic study of work tasks – by what he termed 

‘first-class’ workers – would provide information that could be used to design work 

systems to ensure that employees worked to their full capacity. For Taylor, the main 

problem centred on setting an acceptable work standard by getting agreement between 

employers and employees on what constituted a ‘fair day’s work’; and then to design 

and implement a system of motivation that would prevent ‘soldiering’ (what he deemed 

as a tendency for employees to take it easy and avoid work).

Taylor, born in America (1856–1917), was from an affluent Philadelphian family. He 

developed a five-step process for the coordination and control of work that rested on:

1	 Identifying 10–15 of the most productive workers.

2	 Studying their work behaviours and, in particular, their methods of working and 

their use of implements in carrying out tasks.

3	 Timing the movements made in the completion of tasks in order to identify and 

select the most efficient methods for carrying out tasks.

4	 Designing a streamline work system that eliminates all unnecessary movements.

5	 Equipping employees with the best implements to carry out a prescribed set of 

movements in the accomplishment of clearly defined work tasks.

It was the job of management to select and train employees, to provide good working 

conditions and equipment, and to determine the most appropriate methods of work 

through the systematic analysis of job tasks. A clear standard of work performance is 
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set and there is a financial penalty for any employee not meeting this standard. The dif-

ferential piece-rate system proposed by Taylor comprised setting a low rate up to a set 

standard (based on time-and-motion studies), after which a bonus would be payable on 

reaching the standard with a higher rate payable above that set standard. His work cul-

minated in a set of principles of scientific management that promoted the replacement of 

guesswork and rules of thumb with a more scientific approach to the organization and 

control of work. His aim was to enable each employee to reach their highest level of 

efficiency that would not only maximize output and increase productivity but also enable 

employees to benefit from higher levels of pay (advocating a 30–100 per cent increase in 

pay for a two- to fourfold increase in productivity).

Taylor promoted these ideas by embarking on a consultancy career, and in the publica-

tion of A Piece Rate System in 1895, Shop Management in 1903 and his most famous book 

The Principles of Scientific Management in 1911 (serialized in The American Magazine). 

Through employing his methods in the Manufacturing Investment Company (in which 

he invested $45,000 of his own money), he demonstrated how the introduction of a 

differential piece-rate system reduced labour costs and led to a threefold increase in 

output. His work in the Bethlehem Iron Company and the Ball-Bearing Company pro-

vide examples that illustrate the benefits of his approach; for example, the Ball-Bearing 

case shows how 35 employees – following the application of scientific management 

techniques to the redesign of work – could achieve work previously done by 120.

This change and innovation in the way work was organized replaced ‘rule-of-thumb’ meth-

ods with standard rates of output fixed to set financial rewards. It assumed that workers 

would, given the opportunity, restrict output – work-avoidance strategies that Taylor 

referred to as ‘systematic soldiering’ – and thus he sought to control and regulate work 

behaviour through an individual reward system that promoted economic self-interest 

(Knights and McCabe, 2003: 13). However, the approach over-emphasized the economic 

orientation of industrial workers and did not take into account the importance of non-mon-

etary incentives, especially following economic growth and the movement away from 

subsistence levels of income among the working population. Nevertheless, elements of 

scientific management remain influential in the organization and design of work (Merkle, 

2022), particularly in the early development and use of continuous-flow assembly lines in 

the automotive industry (see Littler, 1982; Walker and Guest, 1952), and as Ritzer (2022) 

points out, it remains within organizations in the digital age.

A healthy car-manufacturing sector is a common characteristic of the strong industrial 

economies of the twentieth century. Integral to these developments was the continu-

ous-flow assembly line, which refers to the industrial arrangement of machines, 

equipment and workers that allows for the continuous flow of work-pieces along a 

moving line of assemblies in the mass manufacture of products. All movement of mate-

rial is simplified, with no cross-flow or backtracking, and the worker remains in position 

on the line carrying out a simplified set of repetitive tasks. By 1914, Ford’s new plant in 
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Highland Park, Michigan, was able to deliver parts, sub-assemblies and assemblies 

(themselves built on subsidiary assembly lines) with precise timing to a constantly mov-

ing main assembly line, turning out a complete chassis every 93 minutes. With the mass 

production of his Model T, Henry Ford demonstrated how this method of large-scale 

manufacture is able to produce goods previously unavailable, too costly and simply 

unimaginable to the average working family. During this period, wages increased and 

markets multiplied with the mass production of standardized affordable goods, as 

Clutterbuck and Crainer (1990: 32–3) note:

Mass production, Ford rightly perceived, was the key to achieving uniform 

products. He believed in providing the market with what it wanted – an 

affordable practical car … In 1914 Ford promised that if people bought more 

than 300,000 Model Ts he’d return $50 to every purchaser. Sales hit 308,000 and 

Ford distributed $15 million.

Throughout the twentieth century, the manufacture of automobiles was a key industry 

that served as a leading example of technological advancement, innovation and change. 

Touraine’s (1955) study of Renault and the American study by Walker and Guest (1952) 

both drew attention to employee experience of working under automotive assembly-line 

production. For Blauner (1964), worker alienation is a consequence of job fragmenta-

tion and the simplification of tasks resultant of technological progress. He investigated 

four industries that represented different levels of technological sophistication. These 

consisted of printing, cotton spinning, motor cars and petrochemicals. He found that 

under traditional craft-style industries work retained social meaning, while under mass 

production (the automotive assembly line) jobs became meaningless and employees felt 

increasingly isolated, self-estranged and powerless (alienated) from the work they were 

performing. This concern with the human side of work resulted in the development of 

theories that set out to tackle this growing problem of worker alienation and motivation.

Change and the human aspects of work
After the Second World War, with the growth in size of the industrial enterprise, economic 

prosperity and unionization, the ‘problem’ of dissatisfaction, alienation and industrial 

unrest became an organizational concern. Essentially, with the advent of relatively full 

employment since the late 1940s, people were able to find employment and switch jobs 

(the job mobility of labour increased) and consequently workers felt less compelled to 

submit to the authority of management (Roethlisberger, 1945: 283–98). Changes in the 

functional organization of work, and the substantial growth in the collective organization 

of employees and the power of the shop steward, had shifted attention towards leadership 

and the management of human relations. The classic study by Roethlisberger and Dickson 

(1939) into the Western Electric Company, Hawthorne Works in Chicago highlights the 
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importance of social processes in the workplace. Their studies show the benefits of ‘dem-

ocratic’ leadership that encouraged employee participation in decision-making. The 

importance of consulting and listening to employees prior to embarking on change and 

the need to provide open and accurate information are central tenets of this approach. In 

viewing industrial organization as a complex social system, the study draws attention to 

technical innovations and the problems of employee resistance:

Distrust and resistance to change … was expressed whenever changes were 

introduced too rapidly or without sufficient consideration of their social implications; 

in other words, whenever the workers were being asked to adjust themselves to 

new methods or systems which seemed to them to deprive their work of its 

customary social significance. In such situations it was evident that the social codes, 

customs, and routines of the workers could not be accommodated to the technical 

innovations introduced as quickly as the innovations themselves, in the form of new 

machines and processes, could be made … Not only is any alteration of the existing 

social organization to which the worker has grown accustomed likely to produce 

sentiments of resistance to the change, but too rapid interference is likely to lead to 

feelings of frustration and an irrational exasperation with technical change in any 

form. (Roethlisberger and Dickson, 1939: 567–8)

The social context of change and the meanings that employees attach to their work remain 

an important area of concern (Hodges, 2021) and yet, following the Hawthorne studies, atten-

tion switched from more sociological concerns (social relationships and meanings) towards 

a barrage of psychological studies that examined job satisfaction, motivation and leadership. 

Knights and McCabe (2003: 19) argue that the Hawthorne studies provided fertile ground for 

the development of ‘management innovation based on a neo-behaviourist model’ and that the 

‘Hawthorne understanding of worker subjectivity was much more complex than the concep-

tualisations that flowed from those in the new-human relations school’ that was to dominate 

thinking in North America. Within Europe, the influence of Human Relations is evident in the 

work carried out by the Tavistock Institute of Human Relations that was particularly influen-

tial in the 1950s (founded in 1947). Over the years, this consulting and research organization 

has produced a considerable body of research on the design of work structures and remains 

active in applying knowledge gained from social science research to contemporary problems 

and issues (see www.tavinstitute.org).

Sleepers wake: the spectre of technology  
and innovation

During the 1950s, the Tavistock Institute in the UK embarked on a series of studies into 

technology and innovation at work. They were concerned with improving the social 

03_DAWSON_5E_CH_03.indd   7803_DAWSON_5E_CH_03.indd   78 17-Oct-24   5:05:25 PM17-Oct-24   5:05:25 PM



A brief history of management thought 79

aspects of working environments whilst at the same time accommodating the use of 

advanced technologies in the production of goods and services. In reporting on a study 

into the longwall method of coal mining, Trist and Bamforth (1951: 37) conclude that:

The fact that the desperate economic incentives of the between-war period no 

longer operate means a greater intolerance of unsatisfying or difficult working 

conditions, or systems of organization, among miners, even though they may not 

always be clear as to the exact nature of the resentment or hostility which they 

often appear to feel. The persistence of socially ineffective structures at the 

coalface is likely to be a major factor in preventing a rise of morale, in 

discouraging recruitment, and in increasing labour turnover.

They discovered that the longwall method of production (the mechanization of work) 

was not securing the economic benefits anticipated. On the basis of some of their early 

results (monitoring factors such as output, absenteeism and turnover), Trist and Bam-

forth set out to test two hypotheses: first, that output shortfall was essentially a technical 

problem associated with innovation; second, that it was the social shortcomings of the 

longwall method of coal mining that was restricting output. In testing these hypotheses 

Trist and Bamforth note that prior to mechanization the technical process of coal-getting 

had the following cycle of stages:

•	 Preparation: coal cut by hand or undercut and blown down into cleared space.

•	 Getting: coal loaded for removal to surface.

•	 Advancing: roof supports for advancing the coal face and moving forward.

The form of work organization – the social aspect of coal-getting – that accompanied this 

process was termed ‘composite work organization’. Here one or two self-selected miners 

worked under their own supervision with picks at the face (up to 11 yards in length) doing 

all the tasks necessary for each cycle. There was one ‘pay note’ for both miners. However, 

with mechanization – which involved the use of pneumatic drills and electrical coal cut-

ters to replace picks and the use of conveyor belts to remove coal from the face – a new 

technical process of coal-getting emerged known as the ‘longwall method’. This enabled 

the length of face that could be worked at any one time to be increased (to 80–100 metres, 

hence the term longwall). Introducing new forms of work organization to accommodate 

this technological change, the tasks involved in each cycle were broken down to constitute 

the work of separate shifts. In addition, a system of close supervision was set up to ensure 

the appropriate coordination of each stage in the cycle of operations.

From their analysis, the Tavistock researchers report that there was a misalignment 

between the technical and social aspects of work. This was most in evidence in a divisive 

payment system and an over-specialization of work tasks. The new form of work organ-

ization was causing sectional bargaining and competition between shifts, supervisory 
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friction and the need for management to negotiate separate wage agreements. In then 

comparing data from an examination of an alternative social system that had emerged 

elsewhere, the researchers spotlight the importance of balancing the technical with the 

social system. The modified version – arising from the recommendations of Lodge, the 

Union of Miners – was far more productive than longwall methods. This alternative 

coal-mining operation in Durham involved ‘composite working’ on ‘short walls’ by a 

team of around 40 self-selected miners who carried out all the tasks necessary for the 

production cycle. Each shift picked up where the other shift left off, then allocated tasks 

accordingly and operated a single wage agreement.

The existence of another form of social system in combination with a similar technical 

system led the Tavistock researchers to argue that whilst the nature of production tech-

nology did not directly determine the form of work organization, some forms of work 

organization provided a ‘better fit’ than others. In this case, the socio-technical system 

that produced the best fit arose from the adoption of composite working. This work 

arrangement was more likely to lead to higher productivity than forms of work organi-

zation that broke work down into specialized tasks and subjected employees to direct 

forms of supervision.

On the basis of these studies, it was argued that change initiatives that focus on either 

the purely technical or social aspects of work are likely to have limited ‘success’ as they 

create a situation where the whole is sub-optimized for developments in one dimension. 

In Sweden, for example, the success of the work redesign programme at Volvo’s Kalmar 

plant in the 1970s provided a practical example of Social Technical Systems (STS) theory, 

which was further supported by Uddevalla in the 1980s (prior to their displacement in 

the 1990s). Since these early achievements, one major criticism of the STS approach has 

been that whilst it purports to view organizations as organic open systems, key propo-

nents of this approach have tended to look inwards and have consequently ignored the 

external business market environment. In spite of these criticisms, activity has continued 

in this area and with the growing uptake of team-based manufacturing, many of these 

original STS ideas have been further developed (see Clarke et al., 2010; Willcocks and 

Mason, 1987).

In Australia, the work of Richard Badham has rekindled interest in modern socio-technical 

approaches through claiming that it is not only necessary to address the interdependent 

and interpenetrating nature of the technical and the social, but also the change process 

through which these elements are reconfigured (Badham, 1995: 81). He puts forward a 

configurational process model in which technology is malleable and socially shaped. 

Within this model, there are technological configurations (the technical and non-human 

elements), operator configurations (the social and human elements of work) and config-

urational entrepreneurs (people involved in the change process) who configure emerging 

forms through championing certain developments and/or obstructing others. Unlike the 

traditional STS approach, Badham advances a more contextual and negotiated model in 
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which individuals and groups may shape processes and outcomes of change (Badham, 

1995). This shift in emphasis moves attention from a concern with resolving the tensions 

between human needs and the technical system of operation, towards the contextual 

process by which these systems come to be designed, implemented and used. However, 

this perspective maintains a prescriptive intent and action agenda towards both under-

standing and managing the process in a particular direction (in this the researcher 

becomes an active change agent and consultant). The tendency is towards less theoretical 

and more prescriptive models, which may mask a more rigorous analysis of the contextual 

shaping process and limit theoretical insight (Knights and Murray, 1994: 12).

Fit for purpose: the rise of contingency theory
A theory that has sought to look beyond the organization in accommodating the need 

for companies to adapt to changing business environments is contingency theory. 

Originating in the 1960s from the classical studies of Burns and Stalker (1961), 

Lawrence and Lorsch (1967) and Thompson (1967), the influential approach advocates 

that the best way to organize depends on the circumstances. The basic theoretical tenet 

is that, whilst there is no one best way of organizing, it is possible to identify the most 

appropriate organizational form to fit the context in which a business has to operate 

(Wood, 1979: 335). Regaining strategic fit with the arrival of a new organizational order 

is the emphasis of a number of contingency models for managing innovation and 

change. The contingent factors that are deemed to be of primary significance include 

either single variables, such as technology (Perrow, 1970; Thompson, 1967; Woodward, 

1980), or the environment (Burns and Stalker, 1961; Lawrence and Lorsch, 1967), or a 

range of elements, such as the relationship between contextual factors and structural 

variables (see Pugh and Hickson, 1976).

An early study carried out by Joan Woodward and her team identified 11 different types 

of production system (technology) that organizations use. She grouped these into three 

main categories, namely: unit and small-batch production systems; large-batch and 

mass-production systems; and automated continuous-process production systems. 

Woodward discovered that commercially successful organizations using these production 

systems tended to have adopted a particular kind of organization structure (she found 

that successful firms in each technical category had structural characteristics near the 

average for the category as a whole). She argued that the more technically advanced 

firms found within the process industry tended to exhibit more harmonious and collab-

orative systems of employee relations, and that these relations were likely to characterize 

organizations of the future (Woodward, 1980: 233).

In analysing production systems, Woodward utilizes Robert Dubin’s (1959) distinction 

between, first, the tools, instruments and machines of manufacture (the ‘tool’ level) 

and, second, the body of ideas that provides the rationale for the work methods 
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employed and supports the managerial function (the ‘control’ level) (Woodward, 1980: 

248). This led her to develop her work through the construction of a fourfold typology 

of management control systems, which can be located along two continua. First is the 

degree to which management control systems are integrated or fragmented; that is, 

the degree to which control was centralized or spread out across several divisions or 

departments. Second is the extent to which management control systems were human 

(personal) or machine-based (mechanical), that is, the degree to which control over 

employees was exercised directly by supervisors and managers or built into the pro-

duction itself (Reeves and Woodward, 1970).

From her studies, Woodward found a strong statistical correlation between the type 

of production system, type of management control system and commercial success. 

She concluded that the firms that were most successful were those that adapted their 

management control system to suit their production system. As such, unit or small-

batch production systems are best suited to an integrated personal control system: 

for example, a small business producing single or small runs of products where an 

owner–manager would control all aspects, functions and employees. Large-batch or 

mass-production systems were best suited to fragmented control systems of a per-

sonal or mechanical type: for example, the larger organization where management 

functions are distributed across departments and where direct supervision or 

machines control employees. Finally, process production systems were best suited 

to integrated mechanical control systems: for example, organizations such as oil 

refineries where management functions are highly centralized and employees highly 

skilled.

Woodward noted how these more advanced forms of organization were likely to exhibit 

the following characteristics:

•	 Automated tasks: key operations, such as the transforming of raw materials, would 

be incorporated into the system of production. The work tasks of operators would 

therefore largely centre on monitoring and preventive maintenance in ensuring the 

smooth and continual operations of production.

•	 Multi-skilled workers: flexible and multi-skilled work teams would be best suited to 

carrying out work tasks; for example, in control room operations or as 

maintenance crews. Moreover, these teams would be self-supervising since the key 

managerial decisions that might require direct management control – such as what 

work to do, when to do it, how fast to work – are in effect ‘built-in’ to the system 

of production.

•	 Harmonious employee relations: the absence of direct supervision of the workforce 

eliminates a major source of industrial conflict (visible managerial authority), and 

in situations where employee contributions are valued, industrial relations are 

likely to be far more harmonious.
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These studies argue that structural adjustment should be contingency driven. They claim 

that a change in organizational circumstance (business market or production system) is 

likely to cause an imbalance, reducing performance and signalling the need for an adjust-

ment of organizational form in order to restore effectiveness. However, many are critical 

of the emphasis that contingency models place on strategies for gaining an effective fit 

between organizational structure and functional performance (see McLoughlin and Clark, 

1994; Wood, 1979). For example, Child (1972) questions the contingency-based concept 

of environment that ignores the role of companies in moulding the views of politicians, 

influencing legislation and actively shaping the business environment in which they oper-

ate. Whereas, MacKenzie and Wajcman (1985) criticize Woodward’s use of the concept of 

technology, claiming that it is ‘technological determinist’ and downplays the significance 

of contextual and social factors. On this count, Wilkinson (1983) argues that contingency 

models are incomplete in elevating technology as a primary determinant; that is, even if 

not one best way for all it is nevertheless advocating that there is one best way for each 

type of production system. It is seen to ignore the politics of choice and decision-making, 

human agency and interpretation (Collins, 1998: 19–20). For Wood (1979: 337–8) the 

contingency theorist is unable to deal with change and innovation, viewing ‘change as 

essentially an intellectual and technocratic exercise’, and arguing that despite its applied 

orientation it remains too distant, scholastic and abstract to deal with the dynamic 

nature of change. In short, whilst contingency theories underplay choice and political 

process (see also Aldrich, 2008: 19–24; Child, 1988: 13–18; Clegg, 1988: 7–12; Karpik, 

1988: 25–8), they do accommodate context in recognizing the important relationship that 

exists between an organization and its environment (see Dunphy and Stace’s contingency 

change framework in Chapter 8).

In search of excellence: recipes for success
In conjunction with the persistence of new forms of scientific management, human rela-

tions, socio-technical systems and contingency approaches to innovation and change, a 

range of consultant-led approaches to managing these processes has also been devel-

oped. Following the publication of Peters and Waterman’s (1982) best-selling book In 

Search of Excellence: Lessons from America’s Best-Run Companies, there has followed a 

whole plethora of recipe books on how to successfully manage change. Some of the more 

popular publications have been written by what Huczynski (1993) terms the ‘management 

gurus’ and ‘celebrity professors’ – such as Handy (1984, 1994, 1996, 1999), Kanter (1983, 

1989), Kotter (1996, 2002) and Peters (1989, 1993, 1997); as well as those associated with 

particular movements, such as Crosby (1980), Deming (1981) and Juran (1988) with 

Quality Management, and Schonberger (1982) with Just-In-Time (JIT). Although it is not 

possible to detail all these developments here, it is worth drawing out some of the main 

themes and approaches by some of the more popular management writers.
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The book by Peters and Waterman was a landmark publication in capturing the imagina-

tion of American managers. This audience was quick to digest proposals that offered a 

Western route to competitive success. At the time, articles in the Harvard Business Review 

were drawing attention to the productivity gap between American and Japanese workers 

(see Burnes, 2017) and the success of Japanese manufacturing in the uptake of JIT tech-

niques and quality management (Mitroff and Mohrman, 1987). In using the well-known 

McKinsey Seven S Framework (strategy, structure, systems, staff, style, shared values and 

skills), the authors argued against too much analysis and planning (although recognizing 

that there is the need for some planning) as this can serve simply to block action. They 

identified eight major determinants of organizational excellence, namely that:

1	 Organizations should have a bias for action through encouraging innovation and 

through an active response to problem situations.

2	 Organizations should develop closer relationships with their customers.

3	 Organizations should foster and support the entrepreneurial spirit among their staff 

and aim to increase the level of responsible autonomy among their employees.

4	 It is important to treat employees with respect and dignity in order to ensure 

productivity through people.

5	 The values of the organization should be used as a driver for all employees.

6	 Companies should do what they know best and should restrict diversification.

7	 Flat organization structures and slimmed-down bureaucracies enable greater 

flexibility and provide for more rapid communication.

8	 Companies should adopt simultaneously loose–tight properties through high levels 

of self-supervision and the development of a common cohesive organizational 

culture.

As Peters and Waterman state, ‘We find that autonomy is a product of discipline. The disci-

pline (a few shared values) provides the framework. It gives people confidence (to experi-

ment, for instance) stemming from stable expectations about what really counts’ (1982: 322).

This work, in putting forward a simple recipe for achieving organizational excellence, has 

proven to be very influential even though the basis of the research is questionable (Collins, 

1998; Guest, 1992). Guest provides a damning critique of this study at both a conceptual 

and methodological level. Methodologically, the selection of excellent companies is ques-

tioned as being little more than an ad hoc grouping of senior executives and journalists 

and, conceptually, it is criticized for assuming that managers can control their own destiny 

without due regard to various business market and contextual influences (Guest, 1992). 

Collins (1998: 45) also points out how a number of these companies have since ‘fallen from 

grace’. He indicates that it is unclear ‘whether what Peters and Waterman have trumpeted 

as excellence in management, leading to business success, might more usefully be consid-

ered as business success built upon such features as geographic advantage, trade 

protection, or any one of dozens of environmental and contextual factors’.
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During the 1990s, the codified blueprints for implementing particular techniques, such as 

World Class Manufacturing, Total Quality Management (TQM) and Best Practice Management, 

largely replaced the broader ‘excellence-recipes’ of the 1980s. Once again, they downplay 

the complexities of managing large-scale transitions that incorporate cultural as well as 

structural change. The dazzling banners that surrounded these techniques for organizational 

success were attractive in offering simple solutions to complex problems. For example, Tom 

Peters continued to promote actions for success in books such as Thriving on Chaos (1989), 

Liberation Management (1993) and The Circle of Innovation (1997). A theme running 

through this and much of the guru management literature is the need for managers to act 

as leaders of change and to be proactive in the search for strategies that will make organi-

zations more competitive (Ulrich and Lake, 1991: 77–92; Vesey, 1991: 23–33). A central 

premise is that companies that are unable to manage ongoing change will cease to exist 

(Gray and Smeltzer, 1990: 615–16; Peters, 1989). Typically, writers advocate a revolution in 

the world of management, through the adoption of policies that discard traditional hierar-

chical structures, rigid bureaucratic systems and inflexible work practices (Dunphy and 

Stace, 1990: 11–12). For example, Rosabeth Moss Kanter, in her popular book When Giants 

Learn to Dance, claims that competitive corporations of the future must develop a strategic 

business action agenda. This centres on ‘flatter, more focused organizations stressing syner-

gies; entrepreneurial enclaves pushing new stream businesses for the future; and strategic 

alliances or stakeholder partnerships stretching capacity by combining the strength of sev-

eral organizations’ (1989: 344).

The new bias towards organizational action was seen to rest on an emergent breed of 

manager whose job involves successfully managing strategic change in work structures, 

process and product technologies, employment relations and organizational culture. 

These managers are expected to compete in the new ‘corporate olympics’ and balance 

the apparent contradictions between, first, centralizing resources whilst creating autono-

mous business units and, second, replacing staff through ‘lean’ restructuring programmes 

yet maintaining employee-centred personnel policies (Kanter, 1989: 17–31). According to 

Kanter, there are seven managerial skills required of these new business athletes. These 

consist of an ability to achieve results without relying on organizational status; to be 

self-confident and humble; to maintain high ethical standards; to attain cooperative com-

petitiveness; to gain satisfaction from results rather than financial rewards; to be able to 

work across functions and find new synergies. Finally, there is the need to be aware of 

the process, as well as the outcomes, of change (1989: 359–65).

The intention behind the listing of managerial competencies is to help managers become 

‘masters’ rather than ‘victims’ of change. However, Kanter’s reliance on metaphors has 

been criticized: ‘clichés and banalities depicted by chapter headings … detracts measur-

ably from Ms Kanter’s fervent and sincere hope that America’s business community will 

be energised to change direction to compete and succeed in the current and future 

global business climate’ (Gabor and Petersen, 1991: 98).
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Like Kanter, the call for action is also evident in the work of John Kotter (1996), who 

provides a recipe for successful change and suggests that failure to be proactive is likely 

to result in business failure. He claims that it is important to push people out of their 

comfort zones in promoting the significance of change and that it is often complacency 

and a fear of the future that inhibit successful company transformation. As Kotter states:

A strategy of embracing the past will probably become increasingly ineffective 

over the next few decades. Better for most of us to start learning now how to 

cope with change, to develop whatever leadership potential we have, and to help 

our organizations in the transformation process. Better for most of us, despite the 

risks, to leap into the future. And to do so sooner rather than later. (1996: 185–6)

From identifying eight major reasons why transformation efforts fail, Kotter (1996) then 

turns this around and offers eight key steps to ensuring successful change (this is dis-

cussed further in Chapter 8 which also draws on Kotter’s [2012] view of an accelerat-

ing world). These involve creating a dual operating system and establishing a sense of 

urgency, forming a powerful guiding coalition, creating a vision, communicating that 

vision, empowering others to act on the vision, planning and creating short-term wins, 

consolidating change improvements, and institutionalizing the new approach. For Kotter, 

a clear vision is necessary for successful change and the focus should be on embracing 

the future rather than living on past success (Kotter et al., 2021). Similarly, Hamel and 

Prahalad (1994) argue that the downfall of companies can often arise from the unsup-

ported belief by senior management that past strategies (which proved successful) can 

pave the way to future success. They suggest that the seeds of company failure arise 

during the years of company success and point out that the top companies today are 

often not those who were the top companies 10 or 20 years ago. Two key elements that 

they identify in competing for the future are, first, the counterintuitive claim that change 

is central to continuity. In other words, that due to the ongoing nature of change (regu-

latory change, product and competitor change, and so forth) continuity of the company 

will necessitate change. Second is that foresight is an essential requirement of companies 

that wish to influence the future world of business. This may be through creating new 

markets, services or products, or simply by changing the rules of the game (Hamel and 

Prahalad, 1994). For these authors, it is the creation of new ideas, their development 

and use, and the ongoing management of innovation and change that are all central to 

business success.

All these commentators emphasize the need to question cherished assumptions and to 

continually engage in critical appraisals on the way things are done. As Nordström and 

Ridderstråle (2007) suggest, irrelevancy may become a much greater problem than inef-

ficiency and signal the need to break away from the straitjacket of traditional ways of 

thinking (Hamel, 2011). They highlight the place of imagination and emotion, and stress 

the importance of knowledge (Nordström and Ridderstråle, 2007, 2004). These authors 
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also draw attention to the need for creativity, innovation and change in securing com-

petitive survival and highlight how assumptions rooted in the past may limit our vision 

of the future in which we need to be relevant, or become redundant (Witzel, 2012: 234).

Guru literature, popularized ideas and the 
reinvention of management

The scholarly literature is generally critical of guru approaches (see Collins, 1998; 

Dawson, 1994) – especially those that offer n-step guides presenting neat sequential 

prescriptions packaged as simple recipes for success. For example, Collins (2000: 41) 

puts forward a scathing critique of the gurus’ pronouncements, highlighting the contra-

dictions of the practical advice presented that discourages any questioning of underlying 

assumptions, claiming that the advice offered is ‘spuriously practical’ and is ‘weak con-

ceptually, theoretically and empirically’. He recognizes, however, that the writings of 

academics have largely remained in the background and that the influence of scholarly 

research on business has been limited (see also Randall and Burnes, 2016: 1). On this 

count, Witzel (2017), in a history of management thought, suggests that the emergence 

of this guru literature has provided more insight than many academic critiques of this 

work give credit to. He notes how it has served to question the dominance of more 

positivistic and formalistic approaches to management in questioning some long-held 

management assumptions. Witzel (2017) argues that gurus such as Tom Peters, Rosabeth 

Moss Kanter, Henry Mintzberg, Kenichi Ohmae and Philip Kotler were instrumental in 

overturning previously held assumptions – directing attention towards the need for more 

leadership and less management, less bureaucracy and more flexibility in encouraging 

innovation and engaging employees. For Witzel (2017) it is ironic that between 2012 and 

2017 in times of contextual upheaval and economic and business chaos no new theories 

or models of management have arisen. As he states, ‘There is no equivalent to scientific 

management emerging today, nor are there any signs that such a thing will emerge in 

the near future’ (2017: 1).

From this historical overview of approaches we can distil out two ideal-types. The first is a 

mechanistic characterization that arises from highly regulated efficiency-driven models that 

emphasize things like standardization, predictability and calculability. The second is a more 

social participative frame that is humanistic in promoting the need for involvement, task 

variation, autonomy, well-being, teamwork and open communication (see Table 3.1).

For Kotter (2012), it is not a question of choosing one or other approach but in moving 

between the two. He advocates the need for a dual operating system. Employees should 

spend their working day under an operations system that is performance and efficiency 

driven, utilizing hierarchical structures and regulatory procedures with standardized sys-

tems that enable high levels of control and predictability (our mechanistic ideal-type as 
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a modern form of scientific management). After work, employees should spend time 

reflecting on systems and procedures in order to come up with new ideas that can inform 

management strategy. Although this ‘innovative’ attempt to combine the humanistic and 

mechanistic approach under a dual operating system (described in more detail in 

Chapter 8) might seem to offer the best of both worlds, there are drawbacks. For exam-

ple, it places outside pressure on employees and breaks the boundary between work 

and non-work periods (work–life balance) leading to an overall intensification of work. 

Hanlon (2016), in his book The Dark Side of Management, provides an alternative history 

of management ideas. He argues that the development of management theory mirrors a 

war on employees in which management seeks to secure ever more profits whilst wors-

ening the experience of work for employees (Kotter’s dual system would be seen to be 

illustrative of this). Hanlon refers to this as the ‘secret history’ of the development of 

management thought.

Hamel (2012) has also called for more innovative thinking in raising concerns over the 

tendency to use taken-for-granted assumptions in the development of so-called ‘new’ 

ideas without considering their validity or usefulness under the changing contextual con-

ditions in which organizations find themselves. In his book What Matters Now: How to 

Win in a World of Relentless Change, Ferocious Competition, and Unstoppable Innovation, 

Hamel advocates that: ‘Our future, no less than our past, depends on innovation’ (2012: 

42) and that the fundamental make-or-break issues centre on: values, innovation, adapt-

ability, passion and ideology (see Table 3.2). In viewing the single most important 

invention over the last hundred years as being the invention of management, Hamel 

suggests that this is now holding us back as we need to radically rethink the way we lead, 

plan and organize. He claims that most ‘new ideas’ still remain rooted in twentieth-century 

thinking (that is, that the various mechanistic management tools and methods which we 

Table 3.1  Humanistic and mechanistic ideal-type orientations

Humanistic orientation Mechanistic orientation

•	 Autonomy •	 Control

•	 Intersubjective •	 Objective

•	 Lived time •	 Clock time

•	 Processual •	 Episodic

•	 Historical, long-term view •	 Present, short-term view

•	 Involvement, engagement •	 Efficiency, profitability

•	 Autonomy, social justice •	 Control, measurement

•	 Process, journey •	 Performance, outputs

•	 Morality, trust, ethical values •	 Low trust, surveillance

•	 Well-being of others •	 Maximizing profits
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use today are based on management principles that are legacies from earlier gurus and 

management thinkers) and that the way we manage has hardly changed even if the tech-

niques have been rebranded and relabelled. He proposes the need for a more humanistic 

orientation in building organizations that are not only fit for the future but fit for human 

beings, stating that: ‘you can’t build an organization that’s fit for the future around an 

ideology that pre-emptively and structurally empowers the few while disempowering the 

many’ (2012: 188).

Table 3.2  Reinventing management and organizations

Key issue Substance and action

Values To develop and maintain high ethical values. A moral renaissance is needed to 
rebuild trust relationships and engage in a more ethical management practice that 
supports a humanistic orientation.

Innovation Innovation is central to company survival and is seem as the main competitive 
weapon. It is not simply an activity for designated groups but is something that 
should engage all employees.

Adaptability Organizations need to be adaptable, quick to change and nimble in an ever-
accelerating world.

Passion Passion motivates people to achieve more in rousing the human spirit. Passion at 
work is critical as mediocrity is a competitive liability.

Ideology Organizations need to shift from old patterns of management based on bureaucracy 
and control (a mechanistic orientation) towards new ideological principles based on 
freedom and self-determination (a humanistic orientation).

Source: created from work of Hamel (2012).

In moving beyond the legacies of conventional management, Hamel identifies three 

major challenges in reinventing management. The first challenge is that change has 

changed, it is fast, unrelenting and ever surprising, accelerating at an exponential pace 

(examples he draws upon include data storage, internet connections and genome 

sequencing). The second challenge is hyper-competition where the intensity of compe-

tition creates the need for companies to be more creative and innovative. The third 

challenge is that knowledge itself is becoming commodified and more easily accessed 

by competitors and hence, it is increasingly difficult for companies to bring something 

new to the marketplace. For Hamel, the key to these challenges is the development of 

more democratic organizations in which all employees can engage in processes of cre-

ativity and innovation. As he states (2012: 248):

The management systems of the future will need to value diversity, disagreement, 

and divergence as highly as they do conformance, consensus, and cohesion … 

We know a lot about how to engender human creativity: equip people with 

innovation tools, set aside time for thinking, destigmatize failure, create 
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opportunities for serendipitous learning, and so on. Yet, little of this knowledge 

has infiltrated our management systems. Worse, many companies have 

institutionalized a sort of innovation class system. They give a few individuals 

creative roles and the time to pursue their interest while assuming that most 

other employees are unimaginative and therefore undeserving of the time and 

space to create. Tomorrow’s management processes must be built around the 

assumption that creativity is widely distributed and must, therefore, be 

systematically nurtured.

New ideas for prospective futures: the global  
digital economy, advanced technology,  
precarious employment and declining  

household incomes
Following the global pandemic there has been an upturn in employment in industrial-

ized countries such as the USA, Europe and Australia. However, this upturn is not in 

permanent secure full-time jobs but part-time, casual and low-paid work. The rise in 

non-standard employment (Laß and Wooden, 2020) hides underemployment, which 

whilst a short-term problem for some graduates ( Jackson and Li, 2022), remains stub-

bornly high among the less skilled. The people within these low-income households 

are unable to secure work that affords them a decent wage and standard of living, 

preventing them from fully participating in society. This raises questions and debate 

about the need for a liveable wage as these people often find themselves needing to 

draw on government support in order to maintain a basic liveable income (Dobbins and 

Prowse, 2022). There is also concern over the effects of new technologies on the future 

of work and employment opportunities for those in more highly skilled and profes-

sional occupations. There are examples of work becoming more highly regulated and 

controlled for accountants, doctors, midwives, pilots and academics. In a piece written 

in the 1990s on the McDonaldization of society, Ritzer (2013) identifies four components 

to these earlier historical trends, namely: efficiency, calculability, predictability and con-

trol, which we have modified and adapted to include technical control and digital 

surveillance (see Table 3.3).

It would appear in our broad historical sweep of the legacies of innovations in man-

agement on the experience of work and employment that far from a balanced swing 

there has been a significant shift towards more mechanistic, calculable, regulated, 

economic models that seek compliant labour at low cost with minimal employment 

protection. This worsening of employment conditions is combining with technological 

developments and an intensification of work as global production networks increas-

ingly come to the fore in the growing exploitation of labour in both established and 

03_DAWSON_5E_CH_03.indd   9003_DAWSON_5E_CH_03.indd   90 17-Oct-24   5:05:25 PM17-Oct-24   5:05:25 PM



A brief history of management thought 91

newly emerging economies. Some of the key factors shaping change and innovation 

in business and employment are outlined in Figure 3.1.

These developments are being further exacerbated in what Wajcman (2015) refers to as 

a time-compressed, technology supported digital world. Digitalization shortens and 

intensifies the innovation process enforcing companies to deal with frequent and signif-

icant change (Hund et al., 2019). There is also a growing displacement of professional 

people with the introduction of digital technologies. Educated and professional groups 

in established economies are experiencing a decline in job opportunities. As machines 

are able to outperform the work of employees in an increasing range of areas it raises 

further questions about the future of work and employment. These worldwide trends 

arise from the political economy, environmental resources, developments in technology 

and digitalization, business markets and societal changes (see Figure 3.1). Greater inter-

connectivity, the networked nature of business operations, the volatility of markets and 

the growing divide between those at the top and the remaining majority (also taken in 

the context of future contractions in professional middle-income jobs), highlight the 

growing significance of a digital world. New digital technologies offer business opportu-

nities whilst at the same time spotlighting the growing fragility of work and employment 

for humans. Case 3.1 draws attention to how digitalization can transform marketing 

strategies and open up new opportunities for business.

Table 3.3  Ultimate control through measurement mania in the McDonaldization of 
society

Mechanistic 
objectives Process, outcomes and practice

Efficiency Innovation and change drive towards the optimal method for accomplishing a task, 
that is, every aspect of the organization is geared towards the minimization of time.

Calculability Uptake of techniques and procedures for the quantification of objectives through the 
imposition of key performance indicators that are linked to work appraisal schemes, 
pay systems and rewards. Subjective aspects that cannot be measured (e.g. taste, 
establishing rapport with patients/students, or in engaging in casual conversations 
in aged care) are devalued and peripheralized.

Predictability Minimization of variability in the standardization of procedures and work activities. 
This supports the implementation of new measurement and performance methods 
in the continuous evaluation and monitoring of work. Overall objective is to provide 
uniform services and products, with tasks highly repetitive, highly routine and 
predictable.

Technical 
control

Tight technical control systems complements the drive towards standardization and 
predictability in regulating employees until their eventual displacement by digital 
equipment or other advanced non-human technologies.

Digital 
surveillance

Digital recording and surveillance of all activities and tasks in time-compressed 
environments that extend beyond the workplace to the home and social spaces 
through mobile digital devices.

Source: created from the work of Ritzer (2013).
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Figure 3.1  Disruption and trends shaping change and innovation in business and 
employment

Case 3.1

Virtual touchdown: how the National Football League went digital to  
take American Football overseas by David Hart

One of the most significant changes brought about by the digital marketing revolution is that 

it has enabled marketers to reach customers all over the globe – they no longer need to be 

able to visit your store in person. Instead customers can interact with your company via 

digital channels and in doing so provide you with valuable insights on their preferences, 

which you can subsequently use to target them effectively. This case study looks at the core 
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facets of digital marketing strategy – understanding customers, the suite of digital commu-

nication channels available and the importance of customer data – applying them to the 

context of sport, specifically American Football. Even if you are not a fan, there are many 

lessons that can be gleaned from how the sport successfully leveraged the digital landscape 

to engage customers thousands of miles away from their physical product.

The National Football League (NFL) is big business in America. The 32 Franchise teams 

enjoy average crowds between 58,000 and 93,000 (ESPN, 2023), an average American 

TV viewership that exceeds 16 million per match (Statista, 2023a) and what many view as 

the ultimate advertising showpiece in the Superbowl, viewed by over 111 million 

Americans. A 30-second advertisement during this match costs around $6.5 million 

(Forbes, 2023). In a country that spreads its fanaticism across sports such as basketball, 

baseball and ice hockey, American Football proudly stands out as the nation’s number 

one sport (World Population Review, 2023).

However, the American sports fan marketplace is very saturated. Fans are spread across 

multiple sports such as those named above, emerging sports such as football (soccer) 

and even college-level sport (many college teams match or even exceed the attendances 

of NFL teams). For a sport looking to grow, this leaves one feasible option: to consider 

how the sport can reach out to fans in other countries where the same market conditions 

do not necessarily exist. The challenge here then is not focused on the ‘local fan’, who is 

based near to their favourite team and as such finds it easier to attend matches, but 

instead to target ‘satellite fans’, who are based a large distance from the team location 

(Monaghan and Read, 2022).

Reaching NFL satellite fans

Local and satellite fans collectively form the Global Fan Nation. A satellite fan is generally 

referred to as any fan of a sports team that does not live in the immediate vicinity of the 

team’s stadium – over 100 miles away according to Collins et al. (2016). In a country as vast 

as America it is therefore relatively easy to be a satellite fan in the same country, but the NFL 

focus is primarily on those based overseas. They may have an attachment to a team because 

they were brought up there and have since moved overseas (known as displaced fans) or 

have no geographical connection to the team (distant fans). These international satellite fans 

are likely living thousands of miles from the home of the NFL (Coombs, 2021).

Reaching these satellite fans is naturally more complicated than their local equivalents. 

First, American Football is not the most popular sport in any other country, so there is not 

necessarily a large captive audience ready to be exploited. Second, when most brands 

look to expand internationally they make their product or service available in said nations. 

Doing that with a sporting product is a much more complex venture. In 2007 the NFL 

(Continued)
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launched the ‘International Series’, which saw a selection of regular season matches 

played outside America. By 2023, 36 games had been played in London, England with a 

handful of matches also played in Germany and Mexico.

The series has helped capture the imagination of European fans (ESPN, 2022), but as a 

business model it has limited scope for growth. Also, the more games you play overseas 

the more you risk alienating core supporters back in the homeland (Behrens and Uhrich, 

2020). As such, satellite fans are much more reliant on being able to watch or stream 

matches and engage with other forms of digital content to truly immerse themselves in 

the sport.

Digital marketing tools

The NFL uses a combination of digital tools in order to reach and engage its international 

audience, as summarized below:

	• 	Television rights: Both Sky Sports and ITV currently have rights to broadcast NFL matches in 

the UK. Matches are also available via sports streaming giant DAZN, which is replacing a 

previous streaming option that could be bought directly from the NFL for around £150 per 

season. A notable barrier facing UK fans of NFL is the time difference: watching a New York 

Giants home game involves navigating a five-hour time difference, watching teams such 

as Seattle Seahawks is eight hours.

	• 	Social media: This represents a critical channel for the league to reach overseas fans. 

Satellite fans can follow accounts such as @NFL (which is primarily intended for the US 

audience) but there is also @NFLUK (which focuses largely on the games played in London 

each year). Each NFL franchise also has its own accounts across social media platforms, 

but these do not tend to distinguish between local and satellite fans, and as such some 

content is not intended for an international audience (for example, advertising upcoming 

local events).

	• 	Mobile: The NFL App is a free source of news for both local and satellite fans. In the app 

fans can select their favourite team. This allows them to receive wider NFL news as well 

as getting more in-depth data and insights on their team and players. The NFL App also 

allows fans to track a game live if they cannot watch it on TV or online, with play-by-play 

updates offered (although this can also be accessed through third party apps such as 

Flashscores).

	• 	Website: The NFL have a UK-specific website (www.nfl.com/uk/), which is designed to 

make the sport more accessible for fans less familiar with what is a complex tactical sport. 

It includes a ‘Rookies Guide’ for those new to the sport, UK-specific video content and the 

opportunity to buy tickets for London matches and merchandise (which avoids heavy taxes 

on goods imported directly from the USA).

	• 	Email: Website visitors or app users can also sign up to regular email updates and 

newsletters, which often include promotions for accessing gated digital content.
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The contextual conditions of the twenty-first century are very different from those experi-

enced during the rise of commerce in the nineteenth and twentieth centuries. Digitalization, 

technological developments and a shift towards a world of jobless business growth presents 

a very different context. Under these new conditions with increasing fragmented, precari-

ous job opportunities, a small percentage of the population commands most of the wealth. 

These restrictions on individual and family incomes compress already under-stimulated  

markets and raise a series of questions and challenges that need addressing. With a growing 

number of people on low wages, the overall disposable income of the working population 

is diminishing, which in turn reduces the overall purchasing power of those in employ-

ment to pay for goods and services that would further stimulate the economy. Ironically, 

whilst those at the bottom take the brunt in the aftermath of financial crises, wars and 

global pandemics, those in the higher echelons have enjoyed a significant growth in their 

fortunes. For example, Zucman (2019), in an article on global wealth inequality, examines 

Moving forward the NFL is keen to further its footprint outside of America, which it must do at the 

same time as navigating sensitive issues around sports betting criticism and player safety. What 

is clear though, in a world where internet penetration exceeds 5 billion (Statista, 2023b) and 

video content is becoming a central means of consuming information (Wyzowl, 2023), the way to 

increase audience penetration and interest is through the use of digital technology.

Questions

1	 Conduct a website audit for www.nfl.com/uk/ and consider the following:

a	 What do you think is the core objectives of the NFL in designing this website?

b	 What ‘calls to action’ (which instruct the visitor what to do next, such as click a link or 

sign up) can you find and to what extent do you find them engaging?

c	 How easy is the website to navigate?

2	 When dealing with customers digitally, there are multiple opportunities to collect customer 

data to understand their needs. What sort of data should the NFL try to gain from satellite 

fans? Consider: how do they convince customers to share their data? How could the data 

be used?

3	 Satellite fans tend to have a lower level of knowledge of key players, rules and the 

more detailed history of the sport. What could the NFL do to help satellite fans close the 

knowledge gap between themselves and local fans?

4	 As well as the NFL having social media accounts, so can individual Franchise teams, 

individual players and even their cheerleaders. What sort of content should these accounts 

be sharing to engage both local and satellite fans?

5	 Are there strategies that the NFL should be pursuing in seeking to extend worldwide 

interest in the sport?
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wealth concentration in China, the US and Europe (represented by France, Spain and the 

UK). He shows how the top 10 per cent owns more than 70 per cent of the total wealth 

and the bottom 50 per cent owns less than 2 per cent, with the middle class (the middle 

40 per cent) owning less than 30 per cent. He reports that ‘The top 1% average wealth in 

the United States, Europe, and China has risen at 3.5% per year between 1987 and 2017’ 

(2019: 127). In examining Forbes billionaire ranking (he notes that this has the advantage 

of covering all countries, but the drawback of only covering a tiny part of the population), 

the average wealth of the top 1/20 million (or 200,000) has grown by 5.3 per cent a year 

on average since 1987, and the average wealth of the top 1/100 million has grown 6.4 per 

cent. He concludes that ‘Rising wealth inequality within countries is itself due to a number 

of factors, including rising income inequality amplified by inequality of savings rates and of 

rates of return’ (2019: 127).

In his book Capital in the Twenty-first Century Piketty (2014) examines some of these 

issues in addressing increasing concerns over the impact of widening income and wealth 

inequalities on the future sustainability of democratic capitalist society. Drawing on 15 

years of research he demonstrates how there are increasing income inequalities, espe-

cially in the US and Europe, and promotes the benefits of a system of progressive global 

tax. Although wealth inequality is less than what it was a century ago, he explains how 

wealth inequality (concentration) always exceeds income inequality and that it is moving 

in an upward trend (see also Zucman, 2019). In explaining the long-term trend on wealth 

inequality and implications for the future, he argues that the accumulation of wealth is 

not limited to a single generation, as wealth holders typically want to transfer their wealth 

to the next generation. He argues that, whilst high levels of wealth are generally sustain-

able, the current context is markedly different from previous historical periods. For 

example, the rate of return on capital was unusually low during the shocks of the 1940s 

World War whereas economic growth was unusually high due to the reconstruction pro-

cess that occurred in the post-war period, which resulted in lower levels of wealth and 

income inequality during this period. However since this time, there has been an accel-

eration in levels of wealth and income inequality and Piketty (2014) argues for greater 

international transmission of banking information to increase transparency so that we 

can consider the appropriate policies to tackle this issue. He calls for a global registry of 

financial assets, global coordination of wealth taxation and the use of progressive wealth 

tax rates (suggesting a system for the global taxation of capital), as extremes in levels of 

inequality lower the capacity for growth and the creation of work and employment. As 

he argues: ‘Progressive tax is indispensable for making sure that everyone benefits from 

globalization’ (2014: 497) and that ‘the risk is real, I do not see any alternative: if we are 

to regain control of capitalism, we must bet everything on democracy’ (2014: 573).

These issues are also addressed by Reich (2011), who is concerned about America’s 

future if nothing is done about the growing levels of wealth inequality. Reich points out 

how profits in many companies are rising through wage reduction, outsourcing and, for 
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example, in the use of new technology in strategies of cost reduction in a market econ-

omy where sales are declining – due to a fall in purchasing power of those in 

employment. He argues that the share of an economy’s rewards are not equitably dis-

tributed. Whilst corporate profits continue to soar (even during periods of financial crisis) 

the share of the income going to employees around the world has continued to decline 

(see Glover and Short, 2020: Figure 3, p. 52), including the wages of the highly educated 

(see Karabarbounis and Neiman, 2013: 61–103). In this context of declining incomes and 

growing wealth inequalities, Reich (2011) is concerned about the dominance of policies 

that are preventing needed investments to stimulate an increase in jobs and wages, and 

Piketty (2014) is concerned about the threat to democracy in a movement towards an 

inheritance-based capitalism or ‘patrimonial capitalism’.

These commentators and the work of Zucman (2019) draw attention to the growing levels 

of wealth and income inequalities (see also Zhuang, 2023). They show that it is not the 

disparities in wealth per se, but the decline in purchasing power of the majority of house-

holds and the capacity to engage in public initiatives, such as health, education, infrastructure 

projects and those that support, for example, sustainable environmental practices or the 

development of alternative energy supplies. This contraction in the equal distribution of 

income creates an economy in which the purchasing power of low- and middle-level earn-

ers is no longer adequate to create the demand needed to keep the economy growing. In 

commenting on income inequality, Emmanuel Saez (2013) points out that since 2009, 95 per 

cent of the economic gains in America have gone to the top 1 per cent and as such, the 

benefits of any economic renewal is not filtering down to middle America. He argues that 

growing wealth inequalities combined with a surge in the income of top earners (particu-

larly evident in English speaking countries) have created a situation where think tanks, 

lobbying and campaign funds are increasingly being influenced by the politics of the super-

wealthy (Saez, 2013: 8). Moreover, this small number of super-rich are not able to spend 

enough to sustain the economy, as Reich indicates (2011: 32):

The economic problems Eccles identified and Keynes formalised arise not because 

the rich live too well relative to everyone else but, paradoxically, because they live 

too modestly – at least compared to what they can afford. When more is 

concentrated in relatively few hands, the overall demand for goods and services 

shrinks because the very rich do not nearly spend everything they earn.

This trend is not peculiar to America but to global capitalism. For example, Zhuang in an 

assessment of the Asia-Pacific region notes that whilst there has been a reduction in pov-

erty, wealth and income inequalities are widening with a growing number of super-rich:

The Asia–Pacific region’s rapid growth and poverty reduction in recent decades 

have been accompanied by rising income and wealth inequality. Technological 

progress, globalization, deregulation and market-oriented reform, and 
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financialization have generated many new opportunities, but rewarded capital more 

than labor, benefited skilled workers more than the unskilled, widened spatial 

inequality, and produced a growing number of the superrich. (Zhuang, 2023: 15)

We support the view that wealth inequality is not good for income and employment 

growth for the majority and that it could ultimately undermine the social cohesion of 

democratic industrial nations. There is a need to implement redistributive policies to curb 

this rise in wealth inequality and promote economic growth. As Islam and McGillivray 

(2020: 13) state: ‘institutional reforms that improve any aspect of governance and support 

an equitable distribution of wealth should be undertaken to reduce the negative impact of 

wealth inequality on growth. In particular, higher growth could be achieved indirectly by 

implementing policies that promote good governance to mitigate the unequal distribution 

of wealth among the population.’

Conclusion
Classical management theorists and early modernists nearly always focused on 

how to stabilize, routinize, and rationalize organizational knowledge about 

effective organizational performance. In stability-oriented frameworks such as 

these, changes were seen as the intended result of doing more of a good thing – 

more routine, more structure, more rationality. A change-centred perspective, 

however, has gradually swept away the dominance of stability-centred views, and 

all … perspectives of organization theory now embrace more dynamic ideas that 

celebrate organizational processes. (Hatch, 1997: 350–1)

With the movement from a primarily agricultural to an industrial economy, the new 

industrializing countries faced the issue of how best to coordinate and control operations 

within large-scale factories. From drawing on Adam Smith’s Wealth of Nations to Taylor’s 

Principles of Scientific Management, new practices were introduced and adapted in a 

range of different business environments. Within manufacturing, the continuous-flow 

assembly line further divided work up into ever-simpler tasks. Workers were likened to 

automatons in the mass manufacture of automobiles that became an engine for economic 

growth and industrial development. Symmetry, formality and rigidity became associated 

with the classical school of thought. However, this emphasis on technical efficiency and 

the structure of organizations (the skeleton of organizational form) ignored the human 

aspects of work (the living tissue of employees). This human element became the focus 

of studies in the changing context of the inter-war and post-war period.

Economic growth stimulated by post-war reconstruction created a period of relatively full 

employment. In addition, the expectations of returning soldiers were high. They had 

experienced the devastation of war and quality of life and dignity at work were central. 

03_DAWSON_5E_CH_03.indd   9803_DAWSON_5E_CH_03.indd   98 17-Oct-24   5:05:27 PM17-Oct-24   5:05:27 PM



A brief history of management thought 99

In these very different contextual conditions of the 1940s and 1950s, employees were 

unwilling to accept poor working conditions and autocratic supervisory practices. There 

was growing unrest, industrial sabotage, absenteeism and militancy at work that created 

a new concern for business managers. Studies conducted at this time identified the 

importance of the social and human dimensions to work, drawing attention to factors 

such as leadership style, motivation, social relations at work and job design (for example, 

job enlargement/rotation). With developments in technology and the mechanization of 

business operations, studies carried out by the Tavistock Institute spotlight the need to 

accommodate both the social and the technical in reconfiguring work.

By the 1960s and 1970s, the emphasis was not only on the internal workings of organi-

zations but also on their business market environments. Strategy and ‘fit’ became a focus 

and concern for contingency theorists who variously emphasized the environment, tech-

nology, size or a combination of contingent variables. Performance and efficiency in 

managing companies for competitive success takes centre stage in the development of 

models and prescriptive frameworks. Within America, business became a growing area 

of academic interest and scholarly activity, and throughout the 1980s and 1990s there has 

been a significant expansion in business-related courses in America and Europe, that 

have since the late 1990s and 2000s expanded throughout Asia and northern Europe.

Developments in communication and information technologies and the growing array of new 

management techniques (such as just-in-time management, business process re-engineering, 

cellular manufacture, computer-aided manufacture, lean production systems, total quality 

management, and so forth) have all drawn attention to the rapidity of innovation and change 

at work. New theories have emerged and the promotion of new ideas (whether fads or fash-

ions) combine with an unprecedented growth in consultant activity and the rise of the guru 

professor. Popular management books are commonplace in main communication hubs, such 

as central railway stations, international airports and motorway services. Following the appeal 

of In Search of Excellence (Peters and Waterman, 1982), there has been a growing raft of 

management fashions promoted by gurus such as Hamel (2000, 2011), Hammer and Champy 

(1993), Handy (2001, 2012), Kanter (1989, 2011) and Kotter and Rathgeber (2006). They pres-

ent simple recipes for success and call for managers to be proactive and to develop 

appropriate competencies to be masters rather than victims of change. From Hamel and 

Prahalad’s (1994) advice on competing for the future through to Kotter’s (1996) eight-step 

model of successful change and accelerators (Kotter, 2012), there is a range of new manage-

ment thinkers and business leaders. Many of these highlight the competitive threat of 

irrelevancy, the need to be creative and innovative (Birkinshaw and Ridderstråle, 2017; Henry, 

2022; Schwarzman, 2019) and how market-led innovations can stimulate economic growth 

(Christensen et al., 2019).

A more critical literature develops in parallel to these bestsellers arising from the growth 

of academics in expanding business schools (Alvesson et al., 2011). These management 

scholars (Grey et al., 2016; Van Bommel and Spicer, 2017) are critical of the sovereignty 
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given to management (Alvesson and Willmott, 1992) and the simple recipe approaches 

that downplay the complex and processual nature of change (Dawson, 2019). They also 

criticize the spurious character and questionable value of the practical advice offered by 

management gurus (Alvesson and Willmott, 2012; Knights and McCabe, 2003). This sep-

aration in the literature – between more critical studies in management and the celebrity 

professors – also flags up an ongoing debate between theory and practice (Burnes, 

2017). This tension between attempts to improve our theoretical understanding and the 

more practical needs of business is useful as it not only draws attention to central ques-

tions that need addressing, but also stimulates an interest in these areas among academic 

scholars and business managers. Although dialogue remains limited, there is a growing 

debate around key issues (Burnes and Randall, 2016). For example, on how to manage 

people in organizations under the changing contextual conditions of the twenty-first 

century (Gold et al., 2022; Jayawardena, 2023).

In the changing contextual environment of a digital economy, hyper-competition, 

technology enhanced work environments, pandemics and time-compressed markets, 

there are a range of challenges, opportunities and threats. These are not only in 

relation to securing company survival but also around concerns about the future of 

jobs and employment. Taking a pessimistic viewpoint, work could become increas-

ingly precarious, fragmented and intensified as those in employment are expected 

to give 24/7 commitment in a wider socio-economic context of contracting job 

opportunities as developments in technology reduce levels of employment not only 

among the low skilled but also professional middle-income earners. In this scenario, 

widening income and wealth inequalities could undermine the stability of demo-

cratic industrial economies if markets stagnate and spending contracts over long 

periods of low jobless growth. Under such circumstances there is also likely to be 

a concomitant decline in public services as tax revenues reduce and further financial 

constraints limit active economic engagement, especially among the growing num-

ber of under-employed, zero-contract workers who ferociously compete for work in 

highly volatile and tightening job markets. Taking a more optimistic view, growing 

opportunities may arise for people to develop their own ideas and business initia-

tives. For example, in the development of local products or services, in using new 

technologies to compete in existing business markets or to launch new ideas and 

business ventures. Technology may widen opportunities for people to collaborate 

with others either via local networks or more remotely through digital network con-

nections. New and expanding areas of the economy, in for example the growth in 

creative industries, technology start-ups and developments in small business growth 

through greater use of mobile and internet technology, may create jobs. However, 

the trend is away from long-term full-time employment to an increase in short-term 

and casual work. West (2018) in examining the uptake of artificial intelligence and 

digital transformation on the future of work identifies two scenarios in the near 

future (2020–50). First that a new social contract emerges allowing for a reduction 
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in working hours but not income. Second, that job losses accelerate due to automa-

tion and income inequality rises (West, 2018: 219). In the wake of the COVID-19 

pandemic, the Ukrainian war, financial turbulence and political tensions, there are 

concerns about the future of work, employment and society. In looking forward 

Barbosa and colleagues (2022: 1) suggest that:

Computerization advances will further reduce the demand for low-skill and  

low-wage jobs; non-standard employment tends to be better regulated; new 

technologies will allow a transition to a personalized education process; workers 

will receive knowledge-intensive training, making them more adaptable to new 

types of jobs; self-employment and entrepreneurship will grow in the global 

labor market; and universal basic income would not reach its full potential, but 

income transfer programs will be implemented for the most vulnerable 

population.

But as we continually underline, the future remains ultimately unknowable as the unfore-

seen and unexpected will arise and even with the best laid plans of mice and men things 

will go array. In Part II, we examine in more detail the main approaches, theories and 

frameworks that enable greater understanding and insight into the processes of change, 

creativity and innovation.

Resources, readings and reflections

A reflective and prospective exercise

In reflecting on the past and looking prospectively at the future, examine the following 

issues:

1	 Consider the current and future challenges that face companies wanting to remain relevant 

and profitable in ever-changing and fiercely competitive global markets (especially in 

relation to the importance of managing innovation, creativity and change).

2	 Compile a list of current and future challenges – drawing on any examples with which 

you are familiar – then write one or two sentences on each explaining the nature of the 

challenge and their link (if any) to innovation, creativity and change.

Once the work is completed form into groups and discuss your findings. Ensure you prepare 

your answers so that you are able to present these back to the class as a whole in a review and 

discussion session.

(Continued)
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Chapter review questions

The questions listed below relate to the chapter as a whole. The intention is to encourage 

reflection on the material covered, as well as serving as a source for more open group 

discussion and debate.

1	 In considering the fast food and other industries, assess the relevance of Taylor’s principles of 

scientific management and Ritzer’s notion of McDonaldization to modern business organizations.

2	 To what extent has human relations theory influenced the practice of management in 

organizations today?

3	 The market environment, technology and the social aspects of work are all equally 

important in the effective design of organizations – do you agree?

4	 How important has been the rise and popularity of the management guru to our 

knowledge and understanding of management and organization?

5	 What is the relationship between historical context, management practice and theory 

development?

6	 What are the three major implications for the future in the context of:

a 	 Technology developments in digitalization and the greater interconnectivity and 

networked nature of business operations

b 	 The volatility of markets and the growing income and wealth inequality in society

You may also wish to consider future potential contractions of professional middle-income jobs, 

the growth in short-term and casual employment, the replacement of human labour by machines 

and the implications of a future pandemic, wars and political unrest.

Hands-on exercise

View and make notes on a provocative and powerful video on wealth inequalities in 

America. You can access this at: www.youtube.com/watch?v=QPKKQnijnsM

Although there are debates around figures most commentators agree that since the 1980s 

there has been a marked shift with a declining share of income among the bottom 50 per 

cent of people in industrial economies and a rapidly expanding share among the top 1 per 

cent. Critically reflect on the broader issues that arise around incomes and wealth inequal-

ities and how these relate to broader contextual changes. Once you have done this, 

consider the implications of these trends for the country that you are (a) a resident of and 

(b) currently located in as a student (if different). Three questions to consider through per-

sonal reflection (and later group discussion if time allows) are:

1	 Are the trends depicted of growing wealth and income inequality likely to be of long-term 

significance and if so, what are their major implications for business and society?
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2	 What are the alternatives in the future development of business and management and 

are there opportunities from these trends for wider participation in more innovative and 

creative ventures, and in activities that are more fulfilling and engaging?

3	 In drawing on this chapter and your own knowledge and experience, compare and 

contrast future potential scenarios and evaluate the evidence that supports optimism or 

pessimism in formulating your own view on the changes that may eventuate and become 

a reality in 2030.

Group discussion

Debate whether it is time to question conventional assumptions rooted in the history of 

management thought. As Hamel poses:

How can we build organizations that can change as fast as change itself? 

How do you build organizations that are agile, adaptable, flexible and open to 

continual change?

(To stimulate your thinking watch: www.garyhamel.com/video/drucker-forum-keynote-hacking- 

management?ap=0)

Divide the class into two groups. The first group should argue for the importance of 

conventional management theory for understanding change, creativity and innovation. 

The second group should question the value of such conventional thought and identify the 

key challenges and developments needed in order to reinvent management to meet  

the changing needs of business today.

Some useful websites and videos

There are a number of sites with lectures on the history of organization theory that can 

be found through search engines. There is also:

	• 	An interesting historical video, namely: Andrew Marr’s History of the World – Age of 

Industry at: www.dailymotion.com/video/x6nrgj5

	• 	Peter Drucker, who is sometimes referred to as the father of modern management, 

continues to influence thinking through the establishment of The Drucker Institute at the 

Claremont Graduate University: see www.druckerinstitute.com

	• 	Gary Hamel has a range of videos on, for example, the seven most dangerous beliefs in 

management, and the reinvention of management. Go to the reinvention of management 

website: www.managementexchange.com

(Continued)
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