
Recent Advances in Organization 
Theory
HERBERT A. SIMON 1

CURRENT RESEARCH ACTIVITY in organization theory can best 
be assessed if we provide some historical perspective by ex­ 
amining the progress in this field over the past twenty years.2 
A good starting point for our story is the year 1937 the year 
in which the President's Committee on Administrative Man­ 
agement completed its report and presented to the Congress 
its proposals for federal reorganization. The Report of the 
committee and the working documents that were published as 
Papers on the Science of Administration provide us with a 
rather dear picture of the conceptual framework of adminis­ 
trative theory that was employed in the work of the commit­ 
tee.

The President's Committee identified two great problem 
areas in federal administration. The first was the problem of 
top level organization the organization of the presidency in 
its dual role as capstone of the federal administrative structure, 
on the one hand, and as focus for party and policy leadership, 
on the other. The second problem area was the organization of 
the federal departmental structure for efficient performance 
of its functions.

1 Professor and Head of Department of Industrial Management, Carnegie 
Institute of Technology.

'My interpretation of trends in organization theory owes much to dis­ 
cussions with my colleagues James G. March and Harold Guetzkow. The 
analysis summarizes some aspects of a more general survey of organization 
theory being made in the Graduate School of Industrial Administration, 
Carnegie Institute of Technology, under a grant from the Ford Foundation.
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 p
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 c
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in

 a
n 

ad
eq

ua
te

 li
st

 o
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 m
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 f
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 c
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at
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 o
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 c
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 c
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 p
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 c
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 c
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 c
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 p
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 d
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 f
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 p
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at
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e 

fo
rm

er
 a

nd
 n

ot
 t

ow
ar

d 
th
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 c
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e 
co

n­
 

st
ru

ct
 r

ep
or

tin
g 

sy
st

em
s 

as
 a

 m
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 p
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 p
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ra
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at
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 b
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 p
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 c
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 d
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 d
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 f
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 p
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at
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at
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ra
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re
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 c
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 p
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at
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 f
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 c
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 p
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 c
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 d
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 d
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 b
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 d
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 c
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 c
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 c
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 m
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 d
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 d
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 p
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 d
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 c
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w
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 f
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 p
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m
ak

in
g 

du
e 

al
lo

w
an

ce
 f

or
 a

ll 
of

 t
he

 n
um

er
ou

s 
di

sc
re

pa
nc

ie
s 

be
tw

ee
n 

"w
ha

t 
th

e 
bo

ok
 s

ay
s"

 a
nd

 "
w

ha
t 

pe
op

le
 a

ct
ua

lly
 d

o,
" 

po
lic

ie
s 

an
d 

pr
oc

ed
ur

es
 o

ft
en

 d
et

er
m

in
e 

in
 f

an
ta

st
ic

 d
et

ai
l 

th
e 

el
em

en
ts

 o
f 

hu
m

an
 c

ho
ic

e 
an

d 
be

ha
vi

or
.

W
e 

se
e,

 t
he

n,
 t

ha
t 

th
e 

w
ay

s 
in

 w
hi

ch
 m

em
be

rs
 o

f 
or

ga
ni

za
­ 

tio
ns

 
w

ill
 

go
 

ab
ou

t 
so

lv
in

g 
pr

ob
le

m
s 

an
d 

m
ak

in
g 

ch
oi

ce
s 

de
pe

nd
 v

er
y 

m
uc

h 
on

 t
he

 s
oc

ia
l 

en
vi

ro
nm

en
t 

in
 w

hi
ch

 t
he

 
or

ga
ni

za
ti

on
 h

as
 p

la
ce

d 
th

em
 t

h
e 

na
tu

re
 o

f 
th

e 
co

m
m

un
ic

a­
 

ti
on

 n
et

w
or

k,
 t

he
 w

ay
 i

n 
w

hi
ch

 t
he

 w
or

k 
ha

s 
be

en
 d

iv
id

ed
, 

an
d 

th
e 

na
tu

re
 a

nd
 e

xt
en

t 
of

 s
ta

nd
ar

d 
op

er
at

in
g 

pr
oc

ed
ur

es
. 

If
 a

dm
in

is
tr

at
iv

e 
de

ci
si

on
s 

an
d 

th
e 

be
ha

vi
or

 o
f 

or
ga

ni
za

tio
na

l 
m

em
be

rs
 a

re
 to

 b
e 

ra
tio

na
l 

(v
ie

w
ed

 i
n 

te
rm

s 
of

 t
he

 o
bj

ec
tiv

es
 

of
 t

he
 o

rg
an

iz
at

io
n)

 
th

en
 t

hi
s 

ra
tio

na
lit

y 
m

us
t 

be
 b

ro
ug

ht
 

ab
ou

t 
by

 t
he

 d
es

ig
n 

of
 th

e 
or

ga
ni

za
ti

on
 it

se
lf

.
L

et
 m

e 
ta

ke
 t

he
 D

ep
ar

tm
en

t 
of

 A
gr

ic
ul

tu
re

 a
s 

an
 e

xa
m

pl
e.

 
T

he
re

 w
as

 a
 t

im
e 

w
he

n 
th

e 
ce

nt
ra

l 
pr

ob
le

m
s 

of
 a

gr
ic

ul
tu

re
 

w
er

e 
pe

rc
ei

ve
d 

to
 b

e 
th

e 
ta

sk
s 

of
 i

nc
re

as
in

g 
pr

od
uc

tiv
ity

 b
y 

im
pr

ov
em

en
t 

of
 p

la
nt

 a
nd

 a
ni

m
al

 s
tr

ai
ns

 a
nd

 o
f 

m
et

ho
ds

 o
f 

cu
lti

va
tio

n.
 S

o 
lo

ng
 a

s 
th

is
 w

as
 t

ho
ug

ht
 t

o 
be

 t
he

 p
ro

bl
em

 o
f 

ag
ri

cu
ltu

re
, 

th
e 

or
ga

ni
za

tio
na

l 
st

ru
ct

ur
e 

of
 t

he
 D

ep
ar

tm
en

t 
of

 
A

gr
ic

ul
tu

re
 

w
as

 
bu

il
t 

ar
ou

nd
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tiv

iti
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an

d 
pr

og
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m
s 
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-
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si
gn

ed
, 

th
ro

ug
h 

re
se

ar
ch

 a
nd

 e
du

ca
tio

n,
 t

o 
br

in
g 

ab
ou

t 
ad

­ 
va

nc
es

 o
n 

th
es

e 
lin

es
. 

A
t 

a 
la

te
r 

st
ag

e,
 p

ro
bl

em
s 

re
la

ti
ng

 to
 th

e 
m

ar
ke

ti
ng

 o
f 

ag
ri

cu
lt

ur
al

 p
ro

du
ct

s 
ca

m
e 

in
to

 g
re

at
er

 p
ro

m
i­

 
ne

nc
e;

 
an

d 
th

e 
in

te
rn

al
 

or
ga

ni
za

tio
n 

of
 

th
e 

de
pa

rt
m

en
t 

gr
ad

ua
lly

 w
as

 m
od

if
ie

d 
to

 t
ak

e 
co

gn
iz

an
ce

 o
f 

th
is

 n
ew

 e
m

ph
a­

 
si

s.
 A

t 
a 

st
ill

 l
at

er
 s

ta
ge

, 
th

e 
ce

nt
ra

l 
pr

ob
le

m
 o

f 
ag

ri
cu

ltu
re

 
w

as
 p

er
ce

iv
ed

 t
o 

be
 o

ne
 o

f 
m

ai
nt

ai
ni

ng
 a

n 
ad

eq
ua

te
 f

lo
w

 o
f 

in
co

m
e 

in
to

 t
he

 a
gr

ic
ul

tu
ra

l 
se

ct
or

 o
f 

th
e 

ec
on

om
y;

 a
nd

 t
hi

s 
ne

w
 

co
nc

ep
tio

n 
of

 
th

e 
ag

ri
cu

ltu
ra

l 
pr

ob
le

m
 

w
as

, 
in

 
tu

rn
, 

re
fl

ec
te

d 
in

 t
he

 r
is

e,
 t

o 
a 

po
si

tio
n 

of
 c

en
tr

al
 p

ro
m

in
en

ce
 i

n 
th

e 
de

pa
rt

m
en

t, 
of

 t
he

 B
ur

ea
u 

of
 A

gr
ic

ul
tu

ra
l 

E
co

no
m

ic
s.

T
hu

s,
 w

e 
ca

n 
sa

y 
th

at
, 

at
 e

ac
h 

st
ag

e 
of

 i
ts

 h
is

to
ry

, 
th

e 
or

­ 
ga

ni
za

tio
n 

st
ru

ct
ur

e 
of

 t
he

 D
ep

ar
tm

en
t 

of
 A

gr
ic

ul
tu

re
 h

as
 

re
fl

ec
te

d 
th

e 
pr

ob
le

m
s 

of
 a

gr
ic

ul
tu

re
 a

s 
th

ey
 w

er
e 

pe
rc

ei
ve

d 
at

 
th

e 
tim

e;
 a

nd
 a

t 
ea

ch
 s

ta
ge

 i
t 

w
as

 w
it

hi
n 

th
e 

fr
am

ew
or

k 
of

 
th

is
 s

et
 o

f 
pe

rc
ep

tio
ns

 t
ha

t 
th

e 
sp

ec
if

ic
 a

ct
io

n 
pr

og
ra

m
s 

of
 t

he
 

de
pa

rt
m

en
t 

w
er

e 
ev

ol
ve

d 
an

d 
m

od
if

ie
d.

 T
he

 D
ep

ar
tm

en
t 

of
 

A
gr

ic
ul

tu
re

 p
ro

vi
de

d 
a 

m
od

el
 o

f 
th

e 
pr

ob
le

m
s 

of
 a

gr
ic

ul
tu

re
; 

an
d,

 b
y 

em
bo

dy
in

g 
th

at
 m

od
el

 i
n 

its
 v

er
y 

ad
m

in
is

tr
at

iv
e 

st
ru

c­
 

tu
re

, 
pr

ov
id

ed
 a

n 
en

vi
ro

nm
en

t 
fo

r 
th

e 
de

ci
si

on
 m

ak
in

g 
an

d 

ac
tiv

ity
 o

f 
its

 e
m

pl
oy

ee
s.

A
lt

ho
ug

h 
em

pi
ri

ca
l 

ev
id

en
ce

 o
n 

th
is

 p
oi

nt
 i

s 
st

ill
 s

ca
nt

y,
 

th
e 

re
la

ti
on

 b
et

w
ee

n 
(1

) 
th

e 
st

ru
ct

ur
e 

of
 o

rg
an

iz
at

io
ns

 a
nd

 
(2

) 
th

e 
pe

rc
ei

ve
d 

st
ru

ct
ur

e 
of

 p
ro

bl
em

s 
ha

s 
be

en
 d

oc
um

en
te

d 
in

 a
 n

um
be

r 
of

 o
th

er
 c

as
es

 b
es

id
es

 G
au

s'
s 

st
ud

y 
of

 t
he

 U
ni

te
d 

St
at

es
 D

ep
ar

tm
en

t 
of

 A
gr

ic
ul

tu
re

. 
T

he
 s

am
e 

th
in

g 
is 

re
ve

al
ed

 
by

 t
he

 e
ar

ly
 

ad
m

in
is

tr
at

iv
e 

hi
st

or
y 

of
 t

he
 W

or
ks

 
Pr

og
re

ss
 

A
dm

in
is

tr
at

io
n,

 
as

 
re

co
un

te
d 
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M
ac

m
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on
, 

M
il

le
tt

, 
an

d 
O

gd
en

; 
an

d 
by

 m
y 

ow
n 

ob
se

rv
at

io
ns

 o
f 

th
e 

fi
rs

t n
in

et
y 

da
ys

 o
f 

th
e 

E
co

no
m

ic
 C

oo
pe

ra
tio

n 
A

dm
in

is
tr

at
io

n.
M

uc
h 

ad
di

tio
na

l 
re

se
ar

ch
 i

s 
ne

ed
ed

 o
n 

th
e 

re
la

tio
n 

be
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ee
n 

or
ga

ni
za

tio
n 

st
ru

ct
ur

e 
an

d 
pe

rc
ei

ve
d 

pr
ob

le
m

s.
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ev

en
 m

or
e 

ur
ge

nt
ly

 c
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le
d 
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r 

th
er

e 
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s 
be

en
 v

ir
tu

al
ly

 n
on

e 
at

 a
ll

 o
n
 th

e 
re

la
tio

n 
be

tw
ee

n 
th

e 
m

an
ne

r 
in

 w
hi

ch
 p

ro
bl

em
s 

ar
e 

pe
rc

ei
ve

d 
an

d 
w

ha
t 

th
e 

pr
ob

le
m

s 
"r

ea
ll

y"
 a

re
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 w

e 
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R
ES
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R
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H
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R

O
N

T
IE

R
S 

IN
 P

O
L

IT
IC

S 
A

N
D

 G
O

V
E

R
N

M
E

N
T

ba
ck

 t
o 

th
e 

ex
am

pl
e 

of
 t

he
 D

ep
ar

tm
en

t 
of

 A
gr

ic
ul

tu
re

, 
w

e 
m

ay
 w

el
l 

as
k:

 D
id

 e
m

ph
as

is
 i

n 
th

e 
de

pa
rt

m
en

t 
sh

if
t 

fr
om

 
pr

od
uc

tio
n 

to
 m

ar
ke

tin
g 

be
ca

us
e 

pr
od

uc
tio

n 
ha

d 
ce

as
ed

 t
o 

be
 

th
e 

re
al

 p
ro

bl
em

 o
f 

ag
ri

cu
ltu

re
, 

an
d 

m
ar

ke
tin

g 
ha

d 
be

co
m

e 
th

e 
re

al
 p

ro
bl

em
? 

O
r 

di
d 

th
e 

pr
ob

le
m

s 
re

m
ai

n 
th

e 
sa

m
e,

 w
hi

le
 

pu
bl

ic
 u

nd
er

st
an

di
ng

 o
f 

th
em

 c
ha

ng
ed

? 
It

 i
s 

ea
sy

 t
o 

se
e 

th
at

, 
un

le
ss

 t
he

re
 is

 a
t 

le
as

t 
pa

rt
ia

l 
tr

ut
h 

in
 t

he
 f

ir
st

 v
ie

w
po

in
t, 

th
e 

ju
st

if
ic

at
io

n 
of

 
on

e 
se

t 
of

 o
rg

an
iz

at
io

na
l 

ar
ra

ng
em

en
ts

 
in

 
pr

ef
er

en
ce

 to
 a

no
th

er
 b

ec
om

es
 e

xt
re

m
el

y 
di

ff
ic

ul
t.

T
hi

s 
co

nc
ep

tio
n 

of
 t

he
 n

at
ur

e 
of

 o
rg

an
iz

at
io

ns
 c

ar
ri

es
 w

ith
 

it 
an

ot
he

r 
m

aj
or

 i
m

pl
ic

at
io

n 
fo

r 
th

e 
re

or
ga

ni
za

tio
n 

pr
oc

es
s.

 
If

 t
he

 s
tr

uc
tu

re
 o

f 
an

 o
rg

an
iz

at
io

n 
de

te
rm

in
es

 t
he

 w
ay

 i
n 

w
hi

ch
 i

ts
 e

m
pl

oy
ee

s 
w

ill
 v

ie
w

 i
ts

 p
ro

bl
em

s,
 t

he
n 

an
y 

ve
ry

 
fu

nd
am

en
ta

l 
re

or
ga

ni
za

tio
n 

is
 l

ik
el

y 
no

t 
on

ly
 t

o 
af

fe
ct

 o
r­

 
ga

ni
za

tio
na

l 
ef

fic
ie

nc
y 

bu
t 

al
so

 t
o 

m
od

if
y 

th
e 

go
al

s 
th

at
 t

he
 

or
ga

ni
za

tio
n 

is
 s

er
vi

ng
. 

Q
ue

st
io

ns
 o

f 
po

lic
y 

an
d 

qu
es

tio
ns

 o
f 

ef
fic

ie
nc

y 
be

co
m

e 
so

 i
nt

er
w

ov
en

 i
n 

an
y 

re
or

ga
ni

za
tio

n 
pr

o­
 

po
sa

l 
th

at
 

on
e 

ca
nn

ot
 

be
 

co
ns

id
er

ed
 

w
ith

ou
t 

ta
ki

ng
 

in
to

 
ac

co
un

t 
th

e 
ot

he
r.

Pr
og

ra
m

ed
 a

nd
 N

on
-P

ro
gr

am
ed

 D
ec

is
io

ns

If
 w

e 
ar

e 
to

 p
us

h 
fo

rw
ar

d 
w

ith
 t

he
 c

on
ce

pt
io

n 
of

 o
rg

an
iz

a­
 

tio
n 

th
at

 h
as

 j
us

t 
be

en
 d

es
cr

ib
ed

, 
on

e 
of

 o
ur

 f
ir

st
 t

as
ks

 w
ill

 
be

 t
o 

ob
ta

in
 a

 m
or

e 
ad

eq
ua

te
 d

es
cr

ip
tio

n 
of

 t
he

 p
ro

bl
em

- 
so

lv
in

g 
an

d 
de

ci
si

on
-m

ak
in

g 
pr

oc
es

se
s 

as
 t

he
y 

ac
tu

al
ly

 t
ak

e 
pl

ac
e.

 I
 s

ho
ul

d 
lik

e 
to

 m
en

tio
n 

ju
st

 o
ne

 o
r 

tw
o 

of
 th

e 
in

si
gh

ts
 

th
at

 h
av

e 
al

re
ad

y 
be

en
 o

bt
ai

ne
d 

th
ro

ug
h 

w
or

k 
in

 th
is

 d
ir

ec
tio

n.
It

 i
s 

by
 n

o 
m

ea
ns

 o
bv

io
us

 t
ha

t 
th

er
e 

is
 a

 s
in

gl
e 

de
ci

si
on

- 
m

ak
in

g 
pr

oc
es

s 
co

m
m

on
 t

o 
al

l 
pr

ob
le

m
-s

ol
vi

ng
 s

itu
at

io
ns

 i
n 

or
ga

ni
za

tio
ns

. 
In

de
ed

 i
t 

is
 f

ar
 m

or
e 

lik
el

y 
th

at
 t

he
re

 is
 a

 s
ub

­ 
st

an
tia

l 
va

ri
et

y 
of

 s
uc

h 
pr

oc
es

se
s 

ad
ap

te
d 

to
 d

if
fe

re
nt

 s
et

s 
of

 
ci

rc
um

st
an

ce
s,

 a
nd

 d
if

fe
re

nt
 k

in
ds

 o
f 

pr
ob

le
m

s.
 C

le
ar

ly
, 

th
er

e 
is

 a
 d

is
tin

ct
io

n 
be

tw
ee

n 
th

os
e 

de
ci

si
on

s,
 o

n 
th

e 
on

e 
ha

nd
, t

ha
t 

ar
e 

en
co

un
te

re
d 

fr
eq

ue
nt

ly
 a

nd
 r

ep
et

iti
ve

ly
 in

 th
e 

da
ily

 o
pe

ra
-
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tio
ns

 o
f 

an
 o

rg
an

iz
at

io
n,

 a
nd

 t
ho

se
, 

on
 t

he
 o

th
er

 h
an

d,
 t

ha
t 

re
pr

es
en

t 
no

ve
l 

an
d 

no
nr

ec
ur

ri
ng

 p
ro

bl
em

s 
fo

r 
th

e 
or

ga
ni

za
­ 

tio
n.

 W
it

h 
th

e 
fo

rm
er

 t
yp

e,
 w

e 
w

ou
ld

 e
xp

ec
t t

o 
fi

nd
, 

an
d 

do
 

fi
nd

, 
de

ci
si

on
 m

ak
in

g 
go

ve
rn

ed
 b

y 
st

an
da

rd
 o

pe
ra

tin
g 

pr
o­

 
ce

du
re

s;
 w

hi
le

 w
e 

w
ou

ld
 e

xp
ec

t o
pe

ra
tin

g 
pr

oc
ed

ur
es

 t
o 

ha
ve

 
lit

tle
 t

o 
sa

y 
ab

ou
t 

th
e 

la
tte

r.
 I

n 
or

de
r 

to
 h

av
e 

so
m

e 
la

be
ls

 f
or

 
th

es
e 

tw
o 

ty
pe

s 
of

 s
itu

at
io

ns
 l

et
 m

e 
ca

ll 
th

os
e 

de
ci

si
on

-m
ak

in
g 

si
tu

at
io

ns
 t

ha
t 

ar
e 

go
ve

rn
ed

 t
o 

a 
co

ns
id

er
ab

le
 e

xt
en

t 
by

 p
ol

i­
 

ci
es

, 
ru

le
s,

 a
nd

 o
pe

ra
tin

g 
pr

oc
ed

ur
es

 "
pr

og
ra

m
ed

 d
ec

is
io

ns
";

 
an

d 
le

t 
m

e 
ca

ll 
th

e 
ot

he
rs

 "
no

n-
pr

og
ra

m
ed

 d
ec

is
io

ns
."

Pr
og

ra
m

ed
 d

ec
is

io
ns

 a
nd

 n
on

-p
ro

gr
am

ed
 d

ec
is

io
ns

 p
re

se
nt

 
ve

ry
 d

if
fe

re
nt

 p
ro

bl
em

s 
to

 o
rg

an
iz

at
io

n 
th

eo
ry

. 
I 

ca
n 

ill
us

tr
at

e 
th

is
 w

ith
 a

n 
ex

pe
ri

m
en

t 
th

at
 h

as
 b

ee
n 

ca
rr

ie
d 

ou
t 

w
ith

 s
m

al
l 

gr
ou

ps
 in

 a
 la

bo
ra

to
ry

 s
et

tin
g.

Pr
of

es
so

r 
A

le
x 

B
av

el
as

 o
f 

M
.I

.T
. 

ha
s 

de
vi

se
d 

a 
la

bo
ra

to
ry

 
pr

ob
le

m
 

fo
r 

fi
ve

-m
an

 g
ro

up
s 

th
at

 h
as

 
pr

ov
ed

 
ex

ce
ed

in
gl

y 
us

ef
ul

 a
s 

a 
re

se
ar

ch
 to

ol
. 

Fi
ve

 s
ub

je
ct

s 
ar

e 
br

ou
gh

t i
nt

o 
a 

ro
om

 
so

 e
qu

ip
pe

d 
th

at
 th

e 
ex

pe
ri

m
en

te
r 

ca
n 

pe
rm

it 
or

 p
re

ve
nt

 c
om

­ 
m

un
ic

at
io

n 
of

 e
ac

h 
su

bj
ec

t 
w

ith
 e

ac
h 

of
 t

he
 o

th
er

s.
 T

he
 s

ub
­ 

je
ct

s 
ar

e 
gi

ve
n 

a 
pr

ob
le

m
 to

 s
ol

ve
 th

at
 r

eq
ui

re
s 

co
m

m
un

ic
at

io
n 

am
on

g 
th

em
 f

or
 i

ts
 c

om
pl

et
io

n.
 B

rie
fly

, 
th

e 
pr

ob
le

m
 i

s 
th

is
: 

ce
rt

ai
n 

pi
ec

es
 o

f 
in

fo
rm

at
io

n 
ar

e 
di

st
ri

bu
te

d 
am

on
g 

th
e 

fiv
e 

su
bj

ec
ts

, 
an

d 
th

ey
 a

re
 a

sk
ed

 a
 q

ue
st

io
n,

 t
he

 a
ns

w
er

 t
o 

w
hi

ch
 

re
qu

ir
es

 t
he

 p
oo

lin
g 

of
 t

he
ir

 s
ep

ar
at

e 
pi

ec
es

 o
f 

in
fo

rm
at

io
n.

 
T

he
 e

as
e 

or
 d

if
fi

cu
lty

 o
f 

pe
rf

or
m

in
g 

th
is

 t
as

k 
sh

ou
ld

 b
e 

co
n­

 
ne

ct
ed

 w
ith

 t
he

 e
as

e 
or

 d
iff

ic
ul

ty
 o

f 
co

m
m

un
ic

at
in

g 
w

ith
in

 th
e 

gr
ou

p,
 a

nd
 h

en
ce

 s
ho

ul
d 

de
pe

nd
 o

n 
w

hi
ch

 c
ha

nn
el

s 
of

 c
om

­ 
m

un
ic

at
io

n 
th

e 
ex

pe
ri

m
en

te
r l

ea
ve

s 
op

en
, a

nd
 w

hi
ch

 h
e 

bl
oc

ks
. 

W
he

n 
a 

gr
ou

p 
of

 fi
ve

 s
ub

je
ct

s 
is

 p
la

ce
d 

in
 th

is
 e

xp
er

im
en

ta
l 

si
tu

at
io

n 
an

d 
as

ke
d 

to
 s

ol
ve

 
a 

se
ri

es
 o

f 
fi

ft
ee

n 
or

 t
w

en
ty

 
pr

ob
le

m
s 

of
 t

he
 k

in
d 

I 
ha

ve
 d

es
cr

ib
ed

, 
it 

de
ve

lo
ps

 t
ha

t 
th

ei
r 

pe
rf

or
m

an
ce

 in
vo

lv
es

 tw
o 

qu
ite

 d
is

tin
ct

, t
ho

ug
h 

no
t u

nr
el

at
ed

, 
m

ec
ha

ni
sm

s.
 W

e 
ha

ve
 s

ai
d 

th
at

 t
he

 t
as

k 
of

 t
he

 s
ub

je
ct

s 
is

 t
o 

an
sw

er
 th

e 
qu

es
tio

n 
po

se
d 

by
 th

e 
ex

pe
ri

m
en

te
r;

 b
ut

 th
e 

gr
ou

p 
re

al
ly

 h
as

 tw
o 

jo
bs

. T
he

 fi
rs

t j
ob

 is
 to

 p
er

fo
rm

 th
e 

ta
sk

 o
n 

ea
ch
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O

V
E

R
N

M
E

N
T

tr
ia

l. 
T

he
 s

ec
on

d 
jo

b 
is

 to
 d

isc
ov

er
 h

ow
 to

 o
rg

an
ize

 th
em

se
lv

es
 

in
 o

rd
er

 t
o 

pe
rf

or
m

 t
ha

t 
ta

sk
 e

ff
ic

ie
nt

ly
. 

T
ha

t 
is

, 
th

er
e 

is
 b

ot
h 

(1
) 

a 
sh

or
t-

ru
n 

pr
ob

le
m

 
of

 t
as

k 
pe

rfo
rm

an
ce

, 
an

d 
(2

) 
a 

lo
ng

-r
un

 p
ro

bl
em

 o
f 

or
ga

ni
za

tio
n 

fo
r 

ef
fi

ci
en

t 
ta

sk
 p

er
fo

rm
­ 

an
ce

. 
T

he
 e

xp
er

im
en

ts
 w

ith
 t

hi
s 

de
si

gn
 a

t 
M

.I
.T

., 
an

d 
su

b­
 

se
qu

en
tly

 a
t 

C
ar

ne
gi

e 
T

ec
h,

 d
em

on
st

ra
te

 r
at

he
r 

co
nc

lu
si

ve
ly

 
th

at
 t

he
 f

ac
to

rs
 t

ha
t 

de
te

rm
in

e 
th

e 
ul

tim
at

e 
ef

fic
ie

nc
y 

of
 t

as
k 

pe
rf

or
m

an
ce

, 
af

te
r 

a 
la

rg
e 

nu
m

be
r 

of
 tr

ia
ls

, 
ar

e 
qu

ite
 d

if
fe

re
nt

 
fr

om
 t

he
 f

ac
to

rs
 t

ha
t 

de
te

rm
in

e 
ho

w
 r

ap
id

ly
 t

he
 g

ro
up

 w
ill

 
ap

pr
oa

ch
 t

hi
s 

fi
na

l l
ev

el
 o

f 
ef

fic
ie

nc
y.

 T
he

 f
or

m
er

 s
et

 o
f 

fa
ct

or
s 

in
cl

ud
es

 t
ho

se
 a

ss
oc

ia
te

d 
w

ith
 e

ff
ec

tiv
en

es
s 

in
 t

as
k 

pe
rf

or
m

­ 
an

ce
; 

th
e 

la
tt

er
, 

th
os

e 
re

la
te

d 
to

 e
ff

ec
tiv

en
es

s 
in

 o
rg

an
iz

in
g.

In
 t

he
 e

xp
er

im
en

t 
w

e 
ha

ve
 d

es
cr

ib
ed

, 
th

e 
fi

na
l 

pa
tt

er
n 

of
 

in
fo

rm
at

io
n 

ex
ch

an
ge

 t
ha

t 
th

e 
su

bj
ec

ts
 a

rr
iv

e 
at

 i
s 

hi
gh

ly
 p

ro
­ 

g
ra

m
ed

 t
h
ey

 
se

ttl
e 

ul
tim

at
el

y 
on

 
an

 
ef

fi
ci

en
t, 

re
pe

tit
iv

e 
pa

tt
er

n 
of

 p
er

fo
rm

an
ce

 t
ha

t 
th

ey
 u

se
 o

n 
ea

ch
 t

ri
al

. 
B

ut
 t

he
 

pr
oc

es
s 

of
 o

rg
an

iz
in

g,
 o

f 
ar

ri
vi

ng
 a

t 
th

is
 "

st
an

da
rd

 o
pe

ra
ti

ng
 

pr
oc

ed
ur

e,
" 

is
 l

ar
ge

ly
 n

on
-p

ro
gr

am
ed

. 
T

he
 o

rg
an

iz
in

g 
pr

oc
es

s 
in

vo
lv

es
 a

 g
re

at
 d

ea
l 

of
 s

ea
rc

h,
 a

 g
re

at
 d

ea
l 

of
 t

ri
al

-a
nd

-e
rr

or
, 

un
ti

l 
a 

m
et

ho
d 

is
 d

is
co

ve
re

d 
fo

r 
pe

rf
or

m
in

g 
th

e 
ta

sk
 e

ff
ic

i­ 
en

tly
. 

M
or

eo
ve

r,
 t

he
 d

at
a 

th
at

 h
av

e 
be

en
 o

bt
ai

ne
d 

fr
om

 t
he

se
 

ex
pe

ri
m

en
ts

 s
ho

w
 t

ha
t 

re
st

ri
ct

io
ns

 
(i

m
po

se
d 

by
 t

he
 e

xp
er

i­
 

m
en

te
r)

 o
n 

th
e 

co
m

m
un

ic
at

io
n 

ch
an

ne
ls

 o
pe

n 
to

 t
he

 s
ub

je
ct

s 
ha

ve
 c

er
ta

in
 e

ff
ec

ts
 o

n 
th

e 
pr

og
ra

m
ed

 a
sp

ec
ts

 o
f 

th
e 

ta
sk

 p
er

­ 
fo

rm
an

ce
, 

an
d 

qu
ite

 d
is

tin
ct

 e
ff

ec
ts

 o
n 

th
e 

no
n-

pr
og

ra
m

ed
 

as
pe

ct
s 

of
 t

he
 o

rg
an

iz
in

g 
ac

tiv
ity

.
Fo

r 
ex

am
pl

e,
 t

w
o 

of
 t

he
 c

om
m

un
ic

at
io

n 
pa

tt
er

ns
 t

ha
t 

ha
ve

 
be

en
 s

tu
di

ed
 a

re
 t

he
 "

w
he

el
" 

(f
ou

r 
of

 t
he

 s
ub

je
ct

s 
m

ay
 c

om
­ 

m
un

ic
at

e 
w

ith
 

th
e 

fi
ft

h
 t

h
e
 

"h
u
b
" 

b
u
t 

no
t 

w
it

h 
ea

ch
 

ot
he

r)
 a

nd
 t

he
 "

ci
rc

le
" 

(e
ac

h 
su

bj
ec

t 
m

ay
 c

om
m

un
ic

at
e 

w
ith

 
tw

o 
ne

ig
hb

or
s)

. 
It

 h
as

 b
ee

n 
fo

un
d 

th
at

 i
n 

th
e 

lo
ng

 r
un

, 
th

er
e 

w
ill

 b
e 

li
tt

le
 d

if
fe

re
nc

e 
in

 e
ff

ic
ie

nc
y 

of
 t

as
k 

pe
rf

or
m

an
ce

 b
e­

 
tw

ee
n 

gr
ou

ps
 

in
 t

he
 w

he
el

 
ar

ra
ng

em
en

t, 
an

d 
th

os
e 

in
 t

he

H
E

R
B

E
R

T
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M
O

N
41

ci
rc

le
. 

O
nc

e 
th

e 
gr

ou
p 

ha
s 

ad
op

te
d 

an
 e

ff
ic

ie
nt

 p
at

te
rn

 o
f 

in
fo

rm
at

io
n 

ex
ch

an
ge

, 
th

e 
lim

its
 o

n 
sp

ee
d 

of
 p

er
fo

rm
an

ce
 a

re
 

la
rg

el
y 

ph
ys

io
lo

gi
ca

l, 
an

d 
it 

ca
n 

be
 s

ho
w

n 
by

 t
im

e 
st

ud
y 

th
at

 
th

e 
w

he
el

 a
nd

 c
ir

cl
e 

ar
ra

ng
em

en
ts

 a
re

 a
bo

ut
 e

qu
al

ly
 e

ff
ic

ie
nt

 
fr

om
 

a 
"m

et
ho

ds
" 

st
an

dp
oi

nt
. 

O
n 

th
e 

ot
he

r 
ha

nd
, 

no
n-

 
pr

og
ra

m
ed

 
or

ga
ni

zi
ng

 
ac

tiv
ity

 t
ur

ns
 

ou
t 

to
 

be
 v

er
y 

m
uc

h 
si

m
pl

er
 i

n 
th

e 
w

he
el

 t
ha

n 
in

 t
he

 c
ir

cl
e 

ar
ra

ng
em

en
t, 

so
 t

ha
t 

gr
ou

ps
 t

ha
t 

op
er

at
e 

w
ith

 t
he

 f
or

m
er

 p
at

te
rn

 t
en

d 
to

 d
ev

el
op

 
an

 
ef

fi
ci

en
t 

"s
ta

nd
ar

d 
op

er
at

in
g 

pr
oc

ed
ur

e"
 

m
uc

h 
m

or
e 

ra
pi

dl
y 

an
d 

ea
si

ly
 t

ha
n 

th
os

e 
on

 w
ho

m
 t

he
 l

at
te

r 
pa

tt
er

n 
is 

im
po

se
d.

N
ow

 w
ha

t 
ar

e 
th

e 
im

pl
ic

at
io

ns
 

of
 t

hi
s 

fo
r 

or
ga

ni
za

tio
n 

th
eo

ry
? 

It
 is

 a
 c

om
m

on
 o

bs
er

va
tio

n 
th

at
, 

as
 w

e 
m

ov
e 

fr
om

 t
he

 
lo

w
er

 t
o 

th
e 

hi
gh

er
 l

ev
el

s 
in

 a
ny

 o
rg

an
iz

at
io

n,
 t

he
 p

er
ce

nt
ag

e 
of

 t
he

 a
ct

iv
ity

 o
f 

or
ga

ni
za

tio
n 

m
em

be
rs

 t
ha

t 
is

 g
ov

er
ne

d 
by

 
de

ta
il

ed
 p

ro
gr

am
s 

de
cr

ea
se

s,
 

w
hi

le
 t

he
 p

er
ce

nt
ag

e 
of

 n
on

- 
pr

og
ra

m
ed

 
ac

tiv
ity

 
in

cr
ea

se
s.

 
It

 i
s 

qu
ite

 p
o
ss

ib
le

 a
n
d
 t

he
 

re
su

lts
 o

f 
th

e 
ex

pe
ri

m
en

t 
I 

ha
ve

 d
es

cr
ib

ed
 s

ug
ge

st
 i

t 
is 

pr
ob

­ 
ab

le
—

th
at

 t
he

 p
at

te
rn

s 
of

 o
rg

an
iz

at
io

n 
th

at
 a

re
 e

ff
ic

ie
nt

 f
or

 
hi

gh
ly

 p
ro

gr
am

ed
 a

ct
iv

iti
es

 m
ay

 b
e 

qu
it

e 
di

ff
er

en
t 

fr
om

 t
he

 
pa

tt
er

ns
 o

f 
or

ga
ni

za
tio

n 
th

at
 f

ac
ili

ta
te

 n
on

-p
ro

gr
am

ed
 a

ct
iv

i­
 

tie
s. I 

ho
pe

 t
ha

t 
it 

do
es

 n
ot

 s
ou

nd
 t

oo
 d

is
co

ur
ag

in
g 

to
 s

ug
ge

st
 

th
at

 w
e 

ne
ed

 t
o 

co
ns

tr
uc

t 
no

t 
m

er
el

y 
a 

si
ng

le
 t

he
or

y 
of

 o
r­

 
ga

ni
za

ti
on

 b
ut

 t
w

o 
bo

di
es

 o
f 

th
eo

ry
 o

n
e 

of
 t

he
m

 a
pp

lic
ab

le
 

to
 p

ro
gr

am
ed

 d
ec

is
io

n-
m

ak
in

g,
 t

he
 o

th
er

 a
pp

lic
ab

le
 t

o 
no

n-
 

pr
og

ra
m

ed
 d

ec
is

io
n-

m
ak

in
g.

 I
 t

hi
nk

 w
e 

ha
ve

 a
lr

ea
dy

 m
ad

e 
su

bs
ta

nt
ia

l 
pr

og
re

ss
 o

ve
r 

th
e 

pa
st

 t
en

 y
ea

rs
 i

n 
th

e 
fi

rs
t 

di
re

c­
 

ti
on

; 
fo

r 
it

 i
s 

w
ith

 p
ro

gr
am

ed
 d

ec
is

io
n-

m
ak

in
g 

th
at

 w
or

k 
in

 
th

e 
fe

de
ra

l 
go

ve
rn

m
en

t 
on

 
or

ga
ni

za
tio

n 
an

d 
m

et
ho

ds
 

ha
s 

la
rg

el
y 

be
en

 c
on

ce
rn

ed
; 

an
d 

th
at

 w
or

k 
ha

s 
ha

d 
a 

nu
m

be
r 

of
 

no
ta

bl
e 

su
cc

es
se

s 
in

 t
he

 i
m

pr
ov

em
en

t 
of

 t
he

 e
ff

ic
ie

nc
y 

of
 g

ov
­ 

er
nm

en
ta

l 
op

er
at

io
ns

. 
T

he
 a

re
a 

of
 n

on
-p

ro
gr

am
ed

 d
ec

is
io

n
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N
T

m
ak

in
g 

is
 t

he
 p

ri
nc

ip
al

 te
rr

a 
in

co
gn

ita
 o

f 
or

ga
ni

za
tio

n 
th

eo
ry

 
to

da
y.

O
rg

an
iz

at
io

n 
of

 t
he

 F
ed

er
al

 G
ov

er
nm

en
t

I 
do

 n
ot

 w
an

t 
to

 d
is

co
un

t 
th

e 
va

lu
e 

of
 w

or
k 

on
 o

rg
an

iz
a­

 
tio

n 
an

d 
m

et
ho

ds
, 

or
 t

he
 i

m
po

rt
an

ce
 o

f 
im

pr
ov

in
g 

th
e 

ef
fi­

 
ci

en
cy

 o
f 

re
la

tiv
el

y 
ro

ut
in

e 
pr

og
ra

m
ed

 a
ct

iv
iti

es
 i

n 
th

e 
fe

de
ra

l 
go

ve
rn

m
en

t. 
E

ve
n 

in
 t

he
 p

re
se

nt
 d

ay
 a

nd
 a

ge
 m

os
t 

of
 u

s 
st

ill
 

th
in

k 
of

 a
 b

ill
io

n 
do

lla
rs

 a
s 

a 
lo

t 
of

 m
on

ey
; 

an
d 

su
re

ly
 t

he
 

po
ss

ib
ili

tie
s 

fo
r 

im
pr

ov
ed

 o
pe

ra
tio

n 
of

 t
he

 f
ed

er
al

 g
ov

er
n­

 
m

en
t 

ar
e 

to
 b

e 
m

ea
su

re
d 

in
 t

er
m

s 
of

 t
ha

t 
m

ag
ni

tu
de

.
N

ev
er

th
el

es
s 

w
he

n 
th

e 
ch

ip
s 

ar
e 

do
w

n,
 w

e 
w

ill
 n

ot
 j

ud
ge

 
th

e 
ef

fe
ct

iv
en

es
s 

of
 th

e 
fe

de
ra

l 
go

ve
rn

m
en

t p
ri

m
ar

ily
 in

 t
er

m
s 

of
 m

on
et

ar
y 

ef
fi

ci
en

cy
 e

ve
n 

w
ith

 t
hi

s 
ve

ry
 l

ar
ge

 n
um

be
r 

of
 

do
lla

rs
 i

nv
ol

ve
d.

 T
he

 f
ed

er
al

 g
ov

er
nm

en
t 

w
ill

 b
e 

ju
dg

ed
 b

y 
al

l 
of

 u
s 

in
 t

er
m

s 
of

 i
ts

 s
uc

ce
ss

 i
n 

de
al

in
g 

w
ith

 t
he

 c
ru

ci
al

 
pr

ob
le

m
s 

of
 o

ur
 a

g
e 

th
e 

pr
ob

le
m

s 
of

 n
uc

le
ar

 w
ea

po
ns

 a
nd

 
of

 t
he

 h
ea

lth
 o

f 
th

e 
ec

on
om

y 
an

d 
w

ith
 t

he
 n

ew
, 

st
ill

 u
n­

 
kn

ow
n,

 p
ro

bl
em

s 
th

at
 w

ill
 i

n 
tim

e 
re

pl
ac

e 
th

es
e 

in
 t

he
 f

or
e­

 
fr

on
t 

of
 c

on
ce

rn
. 

B
ut

 th
e 

re
co

gn
iti

on
 o

f 
ne

w
 p

ro
bl

em
s 

as
 th

ey
 

em
er

ge
, 

th
e 

al
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few notable examples of such experiments, but they have not 
been numerous, nor is their number likely to increase rapidly. 
Here the difficulties are similar to those of medical research 
 we are not quite prepared to kill a few healthy organiza­ 
tions in order to learn about organizational medicine. Hence, 
we are willing to perform experiments only if they appear 
quite "safe." I am not objecting to this point of view, but 
simply pointing out that it places narrow limits on the avail­ 
ability of organizations for experimentation.

In the past few years, we have begun to supplement the 
field study of organizations by controlled experimentation on 
"organization-like" small groups in the laboratory. The com­ 
munication experiments I described earlier represent an im­ 
portant example of this direction of work. There is still a 
great deal of skepticism whether the phenomena of organiza­ 
tions can be reproduced under laboratory conditions, or 
whether experiments with small groups of five or six persons 
have any implications for large-scale organizations. I will not 
try to argue the case for laboratory experimentation here, 
except to point out that experiments like the one mentioned 
earlier have already given us some important insights into 
problem-solving processes in organizations. We might have 
acquired these insights in other ways; in fact, we did not.

I hope that the survey I have undertaken here, although 
sketchy and incomplete, will give some picture of where 
organization theory stands today, how it has progressed over 
the past twenty years, and in what directions it appears to be 
moving. There is every reason to believe that research on 
organizations can and will make rich contributions to our 
understanding of the world in which we live, and to our 
ability to deal with the complex problems of that world. The 
most significant contribution it can make is to show us how to 
construct administrative organizations that can act with a 
foresight and planfulness commensurate with the magnitude 
and importance of the issues they face.


