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“Preface

However diverse their attitudes and interpretations may
sometimes be, social scientists are now entering a period
of shared realization that the United States—both at home
and abroad—has entered a crucial period of transition.
Indeed, the much burdened word “crisis” has now become
a commonplace among black militants, Wall Street lawyers,
housewives, and even professional politicians.

For the past seven years, Trans-action magazine has dedi-
cated itself to the task of reporting the strains and conflicts
within the American system. But the magazine has done
more than this. It has pioneered in social programs for
changing the society, offered the kind of analysis that has
permanently restructured the terms of the “dialogue” be-
tween peoples and publics, and offered the sort of prog-
nosis that makes for real alterations in social and political
policies directly affecting our lives.

The work done in the pages of Trans-action has crossed



professional boundaries. This represents much more than
simple cross-disciplinary “team efforts.” It embodies rather
a recognition that the social world cannot be easily carved
into neat academic areas. That, indeed, the study of
the experience of blacks in American ghettos, or the mani-
fold uses and abuses of agencies of law enforcement, or
the sorts of overseas policies that lead to the celebration
of some dictatorships and the condemnation of others, can
best be examined from many viewpoints and from the
vantage points of many disciplines.

This series of books clearly demonstrates the superiority
of starting with real world problems and searching out
practical solutions, over the zealous guardianship of pro-
fessional boundaries. Indeed, it is precisely this approach
that has elicited enthusiastic support from leading American
social scientists for this new and dynamic series of books.

The demands upon scholarship and scientific judgment
are particularly stringent, for no one has been untouched
by the current situation. Each essay republished in these
volumes bears the imprint of the author’s attempt to com-
municate his own experience of the crisis. Yet, despite
the sense of urgency these papers exhibit, the editors feel
that many have withstood the test of time, and match in
durable interest the best of available social science litera-
ture. This collection of Trans-action articles, then, attempts
to address itself to immediate issues without violating the
basic insights derived from the classical literature in the
various fields of social science.

The subject matter of these books concern social changes
that have aroused the long-standing needs and present-day
anxieties of us all. These changes are in organizational life
styles, concepts of human ability and intelligence, chang-
ing patterns of norms and morals, the relationship of social



conditions to physical and biological environments, and in
the status of social science with national policy making.
The dissident minorities, massive shifts in norms of social
conduct, population explosions and urban expansions, and
vast realignments between nations of the world of recent
years do not promise to disappear in the seventies. But the
social scientists involved as editors and authors of this
Trans-action series have gone beyond observation of these
critical areas, and have entered into the vital and difficult
tasks of explanation and interpretation. They have defined
issues in a way making solutions possible. They have pro-
vided answers as well as asked the right questions. Thus,
this series should be conceived as the first collection dedi-
cated not to hightlighting social problems alone, but to
establishing guidelines for social solutions based on the
social sciences.
THE EDITORS
Trans-action






“Introduction

WARREN G. BENNIS

Corsica, according to Gibbon, is easier to deplore than
describe. The same holds for “bureaucracy,” I suppose,
which is strange indeed as very few of us have lived in
Corsica, but all of us have lived in bureaucracies—for many
years. Bureaucracy is a term invented by Max Weber to
analyze the pervasive pyramidal form of human effort, as
old as time itself. Since I attempt a brief definition in the
first essay, I won’t belabor definitional problems now, except
to say that I use “organization” and “bureaucracy” as syn-
onyms for convenience, and throughout the book, this con-
vention seems to hold up rather well. I should also say, by
way of introduction, that the mystique and ambiguity eman-
ating from bureaucracy can only be explained, in my view,
in the same context as the old proverb, “Fish discover water
the last.”

As to its importance, nobody will argue. We are all
“organization men and women,” like it or not. Contem-
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2/INTRODUCTION

porary man is “man-in-organization.” We spend the major-
ity of our waking hours in a bureaucracy; we establish an
identity and status in a bureaucracy; we seem to garner
most of our satisfactions and disappointments in a bureauc-
racy. Increasingly, what a man s relates to what he does.

Aside from the importance of understanding those insti-
tutions which shape our values, behavior and experience—
our lives—the study of bureaucracy is a vital area for the
social sciences, for it “overtualizes” the recalcitrant and
underlying problems of society in a compact and compre-
hensible way. These problems, too abstract and ephemeral
in society, are here down to earth: measureable, compre-
hensible, visible in the microcosm, bureaucracy. Problems
of power and influence, change, innovation and resistances
to change and innovation, intergroup conflict, ambition and
aspiration, self-realization versus organizational goals (such
as efficiency ), expertise versus participative democracy, tech-
nology versus humanism: all of these problems can be
observed and felt in human organizations.

In this book of readings, all taken from Trans-action, the
articles are written in clear and simple English, devoid of
jargon. They also tend to stop after their points are made,
a refreshing change from typical academic writing, which
usually begins after the point is made. Rather than repeat
myself later, I suggest that the reader turn to the last essay
in the book for my appraisal of the major implications of
these articles—for the individual, the family, society, and
institutional life.



“Beyond “Bureaucracy

WARREN G. BENNIS

Most of us spend all of our working day and a great deal
of our non-working day in a unique and extremely durable
social arrangement called “bureaucracy.” I use the term
“bureaucracy” descriptively, not as an epithet about those
“guys in Washington” or as a metaphor « /z Kafka’s Castle
which conjures up an image of red tape, or faceless and
despairing masses standing in endless lines. Bureaucracy, as
I shall use the term here, is a social invention, perfected
during the industrial revolution to organize and direct the
activities of the business firm.

It is my premise that the bureaucratic form of organiza-
tion is becoming less and less effective; that it is hopelessly
out of joint with contemporary realities; that new shapes,
patterns, and models are emerging which promise drastic
changes in the conduct of the corporation and of managerial
practices in general. In the next 25 to 50 years we should
witness, and participate in, the end of bureaucracy and the

3



4/WARREN G. BENNIS

rise of new social systems better suited to twentieth century
demands of industrialization. (Sociological evolutionists
substantially agree that 25 to 50 years from now most
people in the world will live in industrialized societies.)

Corsica, according to Gibbon, is much easier to deplore
than to describe. The same holds true for bureaucracy.
Basically, bureaucracy is a social invention which relies
exclusively on the power to influence through rules, reason,
and law. Max Weber, the German sociologist who de-
veloped the theory of bureaucracy around the turn of the
century, once described bureaucracy as a social machine:

Bureaucracy is like a modern judge who is a vending

machine into which the pleadings are inserted together

with the fee and which then disgorges the judgment
together with its reasons mechanically derived from the
code.

The bureaucratic “machine model” Weber outlined was
developed as a reaction against the personal subjugation,
nepotism, cruelty, emotional vicissitudes, and capricious
judgment which passed for managerial practices in the early
days of the industrial revolution. The true hope for man,
it was thought, lay in his ability to rationalize, calculate, to
use his head as well as his hands and heart. Thus, in the
bureaucratic system social roles were institutionalized and
reinforced by legal tradition rather than by the “cult of
personality”; rationality and predictability were sought for
in order to eliminate chaos and unanticipated consequences;
emphasis was placed on technical competence rather than
arbitrary or “iron whims.” These are oversimplifications,
to be sure, but contemporary analysts of organizations
would tend to agree with them. In fact, there is a general
consensus that the anatomy of bureaucracy consists of the
following “organs”:

B a division of labor based on functional specialization.



BEYOND BUREAUCRACY/S

m a well-defined hierarchy of authority.

W a system of rules covering the rights and duties of em-
ployees.

W a system of procedures for dealing with work situations.
B impersonality of interpersonal relations.

B promotion and selection based on technical competence.

It does not take great critical imagination to detect the
flaws and problems in the bureaucratic model. We have all
experienced them:

B bosses without (and underlings with) technical compe-
tence.

M arbitrary and zany rules.

m an underworld (or informal) organization which sub-
verts or even replaces the formal apparatus.

W confusion and conflict among roles.

W cruel treatment of subordinates based not on rational or
legal grounds but upon inhumanity.

The tremendous range of unanticipated consequences
provides a gold mine of material for comics like Charlie
Chaplin and Jacques Tati who capture with a smile or a
shrug the absurdity of authority systems based on pseudo-
logic and inappropriate rules.

Almost everybody, including many observers of organiza-
tional behavior, approaches bureaucracy with a chip on
his shoulder. It has been attacked for many reasons: for
theoretical confusion and contradictions; for moral and
ethical reasons; on practical grounds such as its inefficiency;
for methodological weaknesses; for containing too many
implicit values and for containing too few. I have recently
catalogued the criticisms of bureaucracy and they outnum-
ber and outdo the ninety-five theses tacked on the church
door at Wittenberg in attacking another bureaucracy. A
small sample of these:

(1) Bureaucracy does not adequately allow for personal
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growth and the development of mature personalities.

(2) It develops conformity and “'group-think.”

(3) It does not take into account the “informal organiza-
tion” and the emergent and unanticipated problems.

(4) Its systems of control and authority are hopelessly
outdated.

(5) It has no adequate juridical process.

(6) It does not possess adequate means for resolving
differences and conflicts between ranks, and most particu-
larly, between functional groups.

(7) Communication (and innovative ideas) are thwarted
or distorted due to hierarchical divisions.

(8) The full human resources of bureaucracy are not being
utilized due to mistrust, fear of reprisals, etc.

(9) It cannot assimilate the influx of new technology or
scientists entering the organization.

(10) It modifies personality structure so that people be-
come and reflect the dull, gray, conditioned “‘organization
man.”

Max Weber, the developer of the theory of bureaucracy,
came around to condemn the apparatus he helped im-
mortalize. While he felt that bureaucracy was inescapable,
he also thought it might strangle the spirit of capitalism or
the entrepreneurial attitude, a theme which Schumpeter later
developed. And in a debate on bureaucracy Weber once
said, more in sorrow than in anger:

It is horrible to think that the world could one day be

filled with nothing but those little cogs, little men cling-

ing to little jobs and striving towards bigger ones—a
state of affairs which is to be seen once more, as in the

Egyptian records, playing an ever-increasing part in the

spirit of our present administrative system, and especially

of its offspring, the students. This passion for bureauc-
racy . . . is enough to drive one to despair. It is as if in
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politics . . . we were deliberately to become men who
need ‘order’ and nothing but order, who become nervous
and cowardly if for one moment this order wavers, and
helpless if they are torn away from their total incorpora-
tion in it. That the world should know no men but
these: it is such an evolution that we are already caught
up in, and the great question is therefore not how we can
promote and hasten it, but what can we oppose to this
machinery in order to keep a portion of mankind free
from this parcelling-out of the soul, from this supreme
mastery of the bureaucratic way of life.

In what ways has bureaucracy been modified over the
years in order to cope more successfully with the problems
that beset it? Before answering that, we have to say some-
thing about the nature of organizations, 4// organizations,
from mass production leviathans all the way to service in-
dustries such as the university or hospital. Organizations
are primarily complex, goal-seeking units. In order to sur-
vive they must also accomplish the secondary tasks of (1)
maintaining their internal system and co-ordinating the
“human side of enterprise’—a process of mutual com-
pliance here called reciprocity—and (2) adapting to and
shaping the external environment—here called adaptability.
These two organizational dilemmas can help us to organize
the pivotal ways in which the bureaucratic mechanism has
been altered—and found wanting.

Reciprocity primarily covers the processes which can medi-
ate conflict between the goals of management and the indi-
vidual goals of the workers. Over the past several decades
a number of interesting theoretical and practical resolutions
have been made which truly allow for conflict and medi-
ation of interest. They revise, if not transform, the very
nature of the bureaucratic mechanism by explicit recogni-
tion of the inescapable tension between individual and
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organizational goals. These theories can be called, variously,
exchange, group, value, structural, situational—depending
on what variable of the situation one wishes to modify.

The exchange theories postulate that wages, incomes, and
services are given to the individual for an equal contribution
to the organization in work. If the inducements are not
adequate, men may withdraw and work elsewhere. This
may be elaborated upon by regarding “payments” to indi-
viduals as including motivational units. That is to say, the
organization provides a psychological anchor in times of
rapid social change and a hedge against personal loss, as
well as position, growth and mastery, success experience,
and so forth—in exchange for energy, work, commitment.

Management tends to interpret motivation in economic
terms. Man is logical; man acts in the manner which serves
his self-interest; man is competitive. Elton Mayo and his
associates were among the first to see human affiliation
as a motivating force, to view industrial organization as a
social system as well as an economic-technical system. A
manager, they stated, should be judged in terms of his abil-
ity to sustain co-operation. In fact, once a cohesive, primary
work group is seen as a motivating force, a managerial elite
may become obsolete, and the work group itself becomes
the decision maker. This allows decisions to be made at the
most relevant point of the organization, where the data are
most available.

Before this becomes possible, however, some theorists
believe that the impersonal value system of bureaucracy
must be modified. In this case the manager plays an im-
portant role as the instrument of change in interpersonal
relations. He must instill values which permit and reinforce
the expression of feeling, experimentalism, and norms of
individuality, trust, and concern. Management, according
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to R. R. Blake, is successful insofar as it maximizes a
“concern for people”—with “concern for production.”

Others believe that a new conception of the structure of
bureaucracy will create more relevant attitudes towards the
function of management than formal role specifications
now do. If the organization is seen as organic rather than
mechanistic, as adapting spontaneously to its needs, then
decisions will be made at the critical point and roles and
jobs will devolve on the “natural” organizational incumbent.
The shift would probably be from the individual level to
cooperative group effort, from delegated to shared responsi-
bility, from centralized to decentralized authority, from
obedience to confidence, from antagonistic arbitration to
problem-solving. Management centered upon problem-solv-
ing, that assumes or relaxes authority according to task
demands, has most concerned some theorists who are as
much interested in an organization’s success and produc-
tivity as in its social system.

However, on all sides we find a growing belief that the
effectiveness of bureaucracy should be evaluated by human
situation as well as economic criteria. Social satisfaction
and personal growth of employees must be considered as
well as the productivity and profit of the organization. The
criticism and revisions of the bureaucratic organization tend
to concentrate on the internal system and its human com-
ponents. But although it appears on the surface that the
case against bureaucracy has to do with its ethical-moral
posture and the social fabric, the real coxp de grace has

come from the environment. )
Bureaucracy thrives in a highly competitive, undifferen-

tiated and stable environment, such as the climate of its
youth, the Industrial Revolution. A pyramidal structure of
authority, with power concentrated in the hands of a few
with the knowledge and resources to control an entire
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enterprise was, and is, an eminently suitable social ar-
rangement for routinized tasks.

However, the environment has changed in just those
ways which make the mechanism most problematic. Sta-
bility has vanished. As Ellis Johnson said, “. . . the once-
reliable constants have now become galloping variables.”

The factors accelerating change include:

W the growth of science, research and development ac-
tivities, and intellectual technology.

W the increase of transactions with social institutions (and
their importance in conducting the enterprise) —including
government, distributors and consumers, shareholders, com-
petitors, raw material and power suppliers, sources of em-
ployees (particularly managers), trade unions, and groups
within the firms. There is also more interdependence be-
tween the economic and other facets of society, leading to
greater complications of legislation and public regulation.
B competition between firms diminishing as their fates in-
terwine and become positively correlated.

My argument so far, to summarize quickly, is that the
first assault on bureaucracy arose from its incapacity to
manage the tension between individual and management
goals. However, this conflict is somewhat mediated by the
growth of a new ethic of productivity which includes per-
sonal growth and/or satisfaction. The second and more
major shock to bureaucracy is caused by the scientific and
technological revolution. It is the requirement of adapta-
bility to the environment which leads to the predicted
demise of bureaucracy and to the collapse of management
as we know it now.

A forecast falls somewhere between a prediction and a
prophecy. It lacks the divine guidance of the latter and
the empirical foundation of the former. On thin empirical



