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that is to derine the mechanism of 1nputa, the description of the
mechanisms of transformations of inputs’' into produots and ok
1ast, the characterization of the products ‘themselves, .
- the enumeration of ' subsyatems which make up the system
_together with the analysis of rélations between these aubsystema‘
must be done of the system approach is using, '
- while using system approach it is necessary to rormulate
goala for each of the anelysed subsystema, ;
nighes syatem analysis must comprise the deharcation of the 1li-
mlts of the aystem and its subsystems and the charaoterization
of the areas of the interfaee with other systema,,, }

- the uncoding of rules of hierarchical structure of the
system ought to take place within the trsmework of system ana-
lysis, ! :
35 - formulation of the conditions of dynamic equilihrium of the
Tdescribed sybtem 1s one of the conditions of  the correotneaa of

:syatem approach, } i :
- it is a charaoteriatic Ieature of aystem approach that 1t‘
_tormulates the criteria of the system 1mpruvement and renders
the mechanisms of its development and/or surviral
= the description of ‘basic  mechanisms leading to changes
~of the system and of mechanisms leading to ma;ntenance ,ofﬁ_'its”
structure is an essential element in system approach, : :
= the analysis of 'the basic linkages occurring within the

i’ramg:rk of the described system is an essential _requi.rement” :

of system approach. - : g e ; i
S 4 1t follows from the enumeration of the foatures of Sys=
tem approach, the analysis of the ;elations between particular
‘elementa of the described system is possible only when the
. whole system we are interested  in . is oharacterized in somo de~
finite terms. Such charaoterization may be accomplished by meand
of the oonstruction ‘of ‘& model of the aystem and next 1ts ana~
lysia. In this context aystem management will denote the con=
'centratin 6n the control of processes through a change of rela-
tions between subgsystems and atreama on the basia of the acoep-
~ ted model of the organization. RN 4
Rz, the theory of oxganization and managament one meets a lot.
of various conceptions of model representation of organizationsv
wh;ch are ‘g derivative of ‘the application of system approaoh.'
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: to the analysed pzoblems.

tiona or tive basical‘trends, that is: -

In my- opinion.

.they are all modifico-; '

' ‘ Af%er J. S. S b § 1 ver m an,

: i ; Table 9.
Basical approaches to monagement problems : '
Trend Area of interests j'rypo_of aystem
Human relations| social Man’ committed | closed gystem - organi-
8 <.z | to his working group | zation in a vacuun
Organizational a hierarchy of per- open syatem - human per-|
psychology 8onal needs consider- | sonality is 1ntroduced
ing motivation system | into organizatin !
SOcio-technl- | influence of technolo=| open system - connectionw-f
‘cal systems gy and external between environment and |
AL Fluge g expectations over | organization components
s organization forms ,.r has been introduced
e Ao ' ‘| into analysis
| Structural dynamic balance of | open system - environ- '
functionalism | the system making it | ment as a source o!
.0 . - .| possible to survive | resources and of
¢ Theory ay v programming of beha~ | open sistem - environ— ; :
‘decislon-making' viours _ ment limits rotlonality ;
b of the docision—naking o
prOoeas ; 3 ‘

The Theory ot Organization.'

Each of the presented trends of the approach to organizo—f?

tion anolysia is characterized by tondenoy ey o (90
"orxanizational problems.-

And so:

- .the roproaontativoa of the trvnd

solve;

'hnman rolotiono"_ woro'f

definite oL

mainly interested 1in the problen bf achieving oatiotootion'f

~ in the group in orﬂer that ‘the group ‘realized goals set by tho,f &

managers,

= the oieators or tho trend 'organizational

- the representatives _of * the trend o 'aocio-toohnioal sys-{*

ltemsﬂ were interested in the errect of realization of fundameotalfj" :
tasks. in relation to the assigned technology,

equiremonts of fthe
G

: psychology';i“”

" 'worked upon the problem of the ‘employees’ motivation by means offf
. getting . agreement between “the requ;rementa ot personality and re-ng
v quiromonta of the system, : ik
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sentiel signiflcance to cognitive motivatlon in organizational ac-‘
tivity. The prOpagators of this technique turn the attention to ‘the
fact that it is necessary to realize distinctly the tank whtch ig
to be accomplished and the result which must  be achieved doe

. order to manage other people’s work erficiently.‘ This clear une

derstanding of the goal makes the basis of selfudependent,‘
search for the best ways to achieve it, The chances of taking up
such search grow when the mangger feels that he is trusted |
since he has been charged ‘with the -earch for methqu and means

-of action on his own.. Hehce it follows that having well selectedf.‘
managing staff and 1ntend1ng to remain in the current of | the s
techniquee of system management particular stress ought to be" i

put on the determination of the p#oals of particular “actions i

it and/or parts of organization limiting interference into the wayl_,'

of realization of tasks and achievement of goals. Thus, as we

can see, the idea itself is a specific limitation “under ogr  1.

conditions, In our organivational culture at least three phe-
‘nomena occur which efficiently block the possibility to implement i
the technique o management by goals, They should be numbered.

" as follows~

Sk the. phenomenon of management by lack of confidence,
- the phenomenon of negative rompetition, :
- the phenomenan of autonomi~ation of the control fact.-:

: The first of the mentioned phenomena manirests iteelf in euch,f i

8 detailed formelization of the organizational behaviour that it .

leaves no space for any self-initiative, _The maaority of ourf,‘
~actions meet the ‘control of formal nature. (tne agreement withf;‘
the regulation 15 the basis of the estimation) and, 80 a8 con=
eequence,' the appearance of the impulae or the lack: of conf1~f
dence. It I am. controlled in this way and so often this means

that 1 am not trusted. _How can I truet the essoclntes . whn do?}'

not truat me? Thinking in such terms is reflected in the whole}'
of our social 11re in which system rule . of rational confidenoe“v
_has been aupplanted by the countersystem rule of the lack of

confidenoe., An office doas not trust a citiien, and vice versa.;}“ e

' monager does  not trust a subordinate and a subordinate - does -

not trust'a manager. With the social mechaniams functioning inﬁgv “
this-way the aystem management teohnique by goals. unfartunateuﬁf
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7’.}, cannots be dnplemented efficlently, whlch is a pity, beoause'
the: experinents  with its applica*ion denonstrate great efficien~
gy of this pronosal ,

The second of the mentioned phenomena may be charecterized
with' the following example: in the "fightV for success in the

Jorpanization we do not prove that we are better than our envi~
rorment  but we prove that the environment is worse than we. As

A consequence . every action is surrounded by a whole 1ot of buf=
fers which protect us against the attacks of others and, natu-

ratly, it becomes a sequence  of 'apparént ‘actions, This pheno-"

. Mikbor Askanas

T

'-,hnwnnn 18 's0 contradictory to the spirit of system management

L ownnse ba$lcal feature is stmctural tmnsparency, that it exclu-
des by itself eny  possibility to dmplement . the techniques

',which are connected with it,

In *the third case one may face the phenomenon of control for ;
control’s sake. In other words, that ‘which was to constitute the

. peans of realization of the goal = more effective management,

has become the goal in itself. This results in the . mechanical
. linkage between the discovery of shortcomings with the applioa—,,
- tion of sanctions. Therefore one may state that the autonomiza- s
s kion of the control fact, observed in practice, leads to the
‘;,loas of the system senge of . the error analysis and then the ques-.
tion about the sense of control processes becomes doubtful, - '
2, lisnagement by organic structures. The enalysis of tbe'
‘centerts of the system of management by goals = indicates the'
'“Preat dynamics of changes of goals realized by particular teams
Ldn different periods. Such changes must result in the exchange :
e penple between the, ‘organizational cells and sections, parti-
c;patzon of the sasme people in dirferent groups, ~subordination
" of the same people ‘to different managers and so on, This means
(that the system of" management by goals is difficult to square -

© i*h’the stiff hilerarchicel structure and synonimity of official
i “subordind+10rs. The organic system makes 1t pousible to break
~these classle dependenvies 8ince there are no forma]ized infore.

-walltn bonds In 1t, end the whole of the structure is rebuilt
L adeptatiorally according to a programme realized by the organi-
zotion, Organic structures meet two fundampntal barriers in prao :

‘ﬁfﬂﬂitice, SRR e g ¥
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- menagement by the fetish of position and title,

- management by structural overformalization,

The first of the mentioned phenomena has ite source in see=
king prestige about the post one performs and not about the )
work ‘one does., As a result the implementation of fluent struc~- '

ture strictly connected with the Tluency of the fulfilled func-

tions s very diffiocult under our organizational conditions,
This state of affairs is still deepened by the system of wages
. which is usually constructed according to the rank of profea— :
sional post-and not to labour done, 2
, The second, and no less important limitation, follows trom'iﬂ
‘the procedures of the appointment to a post and the dismiasal-
from it, as well as from the procedures of confirmation of the :

organizational schemes. The two elements -are so overformallzedwiv

that the dynamic control within their framework is praotically el

" impossible,

As it tollowa from the dynamics of the changes of trends and'

contents flowing through 1nformat1on channela, computer systemaf ;

for the purposes of management constitute a necessary condition B
of the implementation of any system management technique to the
-organlzation; I shall not speak in length about the contents of
 these systems here because bibliography dealing with it is rich -
,enough._ T should only like to turn the attention to a specificr“
limitation in the process of computerization, il.e, organiza=.
tional - proceaaes occuring azainst the backgroung of this Pro=-

-y cess, Computer science is the system management technique most'a

: popularly applied under our conditions' and that is why we shallw;‘
devote a little more attention to it, : ?
3. Computerization of the manasement proce ses. We ahould be-
gin with the statement that, in spite of twenty - yeara tradition
of the application b i electronic computing technique. in  the
process of management, it is dif;icult to find really successful’
implementations, i.e. the ones which would result in taking
over, any of the basical intraorganizational 'functions by the
_ edp system, As long as coumputer scienceé was the question 0
"-fashiou; ,the failures of all ‘types could be ascribed to pioneer.
- efforts., At present the ploneer period is behind  us ~ and the
. problems ;cmainvthe same. The reasons are as follows: ' :
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Vi management by the lack of noal Qonsciousnesa,,
= management by the lack of effect,
- management by traditionalism,
- management by prestige and informal authority.
We shall analyse these elements one by one, : el
When observing. organizational reality one should come to

 the conclusion that in the majority of institutions quite a
specific style of management has formed which is based on. aue
_ tocratic~ceatralistic rgalization of the manager’s Iunotions,;
This refers to all levels of management ‘although it is best felt
" 1 the middle level of: each stru¢ture.- This phenomenon consists
in directive setting ot the tasks for realizatioh togethar with
8 detailed instructions concerning the way of :the. accomplish-

ment of the set tasks. Thus, in the process of management we

answer two questions (what? and how?), at the same time not

/ anawering the most important one, namaly what for? This 15. of
course, " the most general barrier,. and in the process of compu=
~ terization it leads to the raalization ot tho edp aystema whose
_real usability in the process of management is insignifi-
fcanm. In such a system tha Amployee feels like an organizatio-
nal automaton whose freedom o action,is ruduced to the choice
~between participating and not partioipating in a given organiza=

~ tion, It follows ftom the fact that = computer is the first toel
“‘ln the history of mankind which does not serve any definite
purpose. Its task is not to 'perform any definite activity but
‘ to produce information as such. Tt does not possess any expli.
. cxx destluution and ‘the purposea it serves ought to be forum-‘
lated every. time by pegple who use it. This Variety of pufposes.“

results trom the fact that a material product with a dbtinite'

 ‘structure ceased to be, and abstraction containnd in a sequen-;
ce of wmore or less significant symbols became the obaoct of
procesaing. At the same time ‘the 1mp1ementation of the edp
‘syatem 1mposes a whole system of procedures on’ the employees;

thelr fulfilment is sometimes very arduous,, and, when . there
is no purpose consciousnesa, there 13 no rational explanation of

‘them, either, In this situation supplementary goala ‘appear at
the executive level whiah are. a8 a rule.' of negative nature.
_In tha case ot' computerization the conviotions that this pro»‘
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‘effect in its place of origin and here the edp system is to help,

.

on the other - the new state of affairs does not suit the group
with the greater influence ~over. the realization or this system, A'
solution of thisb contradiction would undouhtedly facilitate acti-‘

vities in the tield of computerization of our organizations and

it would create the desired abaorptiveness ot 1nnovations at all

Ilevels of our economic organizations.

' The next barrier is the management by traditionallam. It turns

xout that the learning of people employed in modern organizations,

1; ‘the greatest danger for the latter. The experience thoy gain,
in this'way ‘stops. serving thom as the dynamio model of reality

and becomes a routine copying of‘ the once obuerved and remembered .
:yatterna ot behaviour, In other words, if such an activity was
efficient in a derinito situation, the recurrenco of the symptoms
of the given situation makes us take up the once tested ‘manneyr of
'acting. ?hiq attempt usually takes place without analysing whete
‘.‘her it can be etticient under new conditions, _There are many or-
’ganizations whtch had huge ‘oaaes only becauae in ‘the management

structure they could not get rid of the tradition which. though
At had been profitable tor some time,‘ finally brought disaater..

;In the case of the edp systems, management by ‘tradition mani-

faats itself in the attempts to transfer organizational procedures

tested in the past onto the computer and’ thus, thg limitation of
”the contents ' of the system to elements which are inaigniticant
.:rom ‘the point of vlew of management proceases. Referring to tra-.
Vdition containz one more danger which consists in getting 'entang-

1ed ir one’s own incantations", If we once decided that we do not’

need something, then, remaining in'the sphero of management by
tradition we shall be ‘forced to-defend this standpoint * regard-.
1688 of the - reality surrounding us. In the organization design
:the occeptance of - such a point of view leads “to a speoiric non—

,;#ense spiral._ s ’

'The last but not the least essential barvior is the mahage-.

ument by ‘prestige and informal power, This is mgnifeated in a’

,sequenoe of actions of informal - nature, They'ocouv even ,;n‘ the

”aimple cases not requiring any special Operations. This constéht ‘
5 _pearph for allies and 1obby releases’ 1n the managlng staff ' an’
i inclination 1o tind oneselt in 1nformal arrangements by vhich 1t



'

S
Rt 5

R

Sone Remarku on Implementation of Systen Mamgemont g 69 :

: '18 possible to arrange everything, both official and private af—
< Lofaivray COmputerizetion of the management processes cleaxiy li-
umits the scope of possible moves of an analysis whieh is not
averformalized, The implementation of  computer procedures puts

the manéging staff in the situation ‘"they know more, they can do

less", of course, from the point of view of the dliscussed techni-
' Que. So the right for informal power means the  fight against ,
any noveltles that could destroy so long and prooisely -Qbﬁ--f

structed netwoxk or inIormal bonQp..

Recapitulation

~ Recent practices of traditional managing small dissipated
-'units are still reflected both in theoretical conceptions in the

range of oxxanlzatian and management and in popular in social

'consoiousnesa 1deas about the efficient tunetionnsng Taf economie
,,organizations. We are not always fully aware that the concep- k' :
:,tions and views which _applied to small as compared  with the mow
dern enterprisoe cannot be applied in large socialindustrial Sys=

tems, . System approach to management is dynamic, Thia enables us

to. realize to what degree the supposition. that it is poaaible to' e
- suggest any constant . "best" or even. "pnoper” model of organiza- it

tion and. management ayatem controlling it, 1s unjustried. From the

1:10310 taf system management probabiliatic and not deterministic f‘

character rollows of organizationa of 'all types and. particularly

" economic ‘ones, It means that the functioning of such organiza-
,‘tions cannot ‘be raultleas and that it is a harmful utopia to' de-
 mend from peOpIe or. from derinite otganizatien sections not to
meke. mistakes. This unrealisable requirement disintegrates v'therf
organization. among others socially, since it paralyses human 1n- X,
genlousness - and . initiative. The truth is that one must learn a11 ;

this and 1nLroduco it into one’s .own system ‘of lideas and Opi-

nions, Without: it . apeaking about system management techniques

will remain empty. : L
- The barriers of system manasement "I 'have presented : ara not

‘the full callection, of course.' However,‘ it geems that under our

oondlfions they ‘do not decide qbout the appllcation of the discun-

'
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