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Once upon a time, there was a business where
management’s impression of what was happening in
their organisation was significantly different to what
was actually taking place.

In this organisation, although management believed that their
workers were working to their capacity, the workers were actually
deliberately doing less work than they were able. Without
management knowing, the workers spent time in a range of
illegal activities such as playing games — sometimes leaving the
premises to do so, sleeping, socialising, and engaging in physical
and verbal violence.

It was a very political environment and factions and rivalry
amongst the workers emerged. In the competition between
people and cliques, the workers were ingenious. They were able
to manipulate their environment to get rivals punished, or sacked.
Workers would deliberately withhold valuable information from
colleagues. They would deliberately allow or cause others to
make mistakes in order to get them in trouble. They would
manipulate their work in ways that put rival workers under
pressure. They would aid friends and sabotage rivals. They would
start fights in ways that made others appear to be the aggressors,
so it would be the others that would attract disciplinary attention
from management. They were able to get management to act in
ways that served the workers own agenda.

While doing all this, the workers continued to be moderately
productive, were equipped with a range of plausible reasons for
reduced performance, and behaved like model employees
whenever management was present. The supervisor, who was the
link between management and the workers, aligned himself with
the workers in order to retain their friendship and respect. The
workers informally controlled all avenues, through which
management could have been made aware of what was really
happening in the workplace. Management never saw, or heard,
anything they did not want to see or hear.

So successful were the workers’ schemes for isolating the reality
of the workplace from the awareness of management, that
management did not question the performance of the workers
and believed that any significant increase in productivity could
only come from technological advances and lean operations
initiatives.

Although the workers were frequently breaking the formal
rules of the organisation, their behaviour was highly regulated.
Amongst themselves, there were a number of unwritten,
informal, rules, which were vigorously enforced through their
own techniques of discipline and reward. The most serious crime
a worker could commit in this environment was to reveal to
management that the ‘illegal’ behaviour was taking place. When
one worker decided to blow the whistle on his colleagues, he was
ruthlessly ostracised and targeted. All his suffering amounted to

nothing though, as management were so sure that they knew
what was really happening in the workplace, they did not believe
him, and took him for a troublemaker.

No doubt, the organisation described above appears highly
dysfunctional. It may not surprise readers to know that
organisational dynamics like these were found in a factory in the
early days of industrialisation. The Hawthorne Experiments were
a series of studies conducted in a huge Chicago factory in the 1920%
and 1930, and one of these studies (the Bank Wiring Room)
uncovered behaviour much like that described above. Management
was shocked when the reality of the situation was revealed, but
other research showed that behaviour like this was commonplace
at the time. This type of situation was extremely widespread,
perhaps even pervasive, but no one believed it was happening in
their organisations.

One of the findings of The Hawthorne Experiments was that
the sort of behaviour described above did not occur because
workers were vindictive, or because they hated management, the
organisation, or their work. In fact, the workers had no ill will
towards management; they liked their organisation, and did take
some pride in their work. The rivalries were not even
fundamentally due to personal dislikes between workers.

It was found that all the illegal and counterproductive activities
were essentially driven by the worker’s need to bring more
meaning to their work lives. Because the organisation sought to
control and coerce the workers behaviour solely towards
productivity, any other needs (emotional, social, etc) were
suppressed and the workers were forced to express these needs
informally and illegally. In another of the experiments (the Relay
Assembly Test Room), an environment where workers were
trusted more, experienced greater freedom, had more influence
on their environment, and were more appreciated, resulted in
spectacular improvement in performance, teamwork, self-
direction and morale.

Partly because of the Hawthorne Experiments, organisations
began to adjust their approach to relating to their workers. In
subsequent decades, great strides have been made in providing
workers with a range of benefits - financial and non-financial - in
order to attract, retain and motivate staff. No doubt, the
workplaces of today are vastly different to those of pre-depression
factories, and there is a perception now (as there was then) that
the sort of behaviour described above does not happen any
longer. The Hawthorne Experiments are granted only historical
significance in Organisational Behaviour textbooks today.

This is interesting because in fact, the description of the
organisation above does not come from an early industrial
setting, but from a recent review of an existing Australian
business.

It is virtually certain that it is also to a significant extent a
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description of any number of other organisations around
Australia and the world. In many years of consulting, we have
rarely found an organisation, which does not display at least some
of the symptoms of the Bank Wiring Room. This has been the
case whether it be blue or white-collar industries — from
manufacturing and construction to health and professional
services.

Despite the developments in staff benefits that have occurred
over the last 70 years, organisational theorists regularly emerge
with the same message.

Chris Argyris has found that by far the most common
organisational environment is characterised by a particular set of
beliefs and values, including - that effectiveness is dependent on
a top-down approach, the ability to control unilaterally; and the
suppression of feelings. He found that these beliefs are acted out
by management, even when they think they do not hold such
beliefs.

He also found that in these environments, the following
symptoms arise: information is hidden; there is low openness and
trust; there is a lack of awareness of what is really happening, and
of the consequences of actions; there is a failure to recognise that
significantly greater effectiveness is possible; learning is limited;
defensive group dynamics arise; counterproductive intergroup
dynamics arise; and threatening issues are covered up.

This is a remarkably accurate description of the symptoms
present in the organisation described above and in the Bank
Wiring Room. Other Organisational Theorists (eg Douglas
McGregor, in his “Theory X’) have found similar assumptions
and beliefs are pervasive in organisations, with similar results. We
find them in most of the organisations we visit and see some of
the consequences played out in high profile organisational
incidents: the Challenger disaster, Enron, the Bundaberg
hospital,... - in all of these cases the reality of the situation was
known to people working in the organisation, but management
only listened to what they wanted to hear.

While disasters of the magnitude of these cases will not happen
to all organisations, the evidence suggests that at the very least,
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most organisations are not reaching their potential and do not
know this to be the case. The phenomenon is insidious, as even
though it is pervasive, its very nature is to mask its existence from
management. Whether this type of limiting dysfunction exists in
an organisation or not, management will probably believe that it
does not.

WHERE DOES THAT LEAVE US?

We have found that external confidential interviewing can
uncover much of what is really happening in an organisation. To
a lesser extent, some confidential surveying can also indicate areas
of organisational dysfunction. However, it remains that the root
of the divide lies in the beliefs prevailing within the organisation,
particularly with management. Interviewing or surveying may
uncover information which challenges those beliefs, but for this
to be of any benefit, there must be a willingness to accept the
reality of the situation and acknowledge that there could be other
beliefs which might serve the organisation and it’s people better.

Both Argyris (Model II) and McGregor (Theory Y) suggested
belief systems, which could result in greater effectiveness, and
hopefully many organisations are moving towards these systems.
Perhaps the growth in business coaching is due to recognition
that through a greater understanding of our beliefs we can adopt
ones that lead to greater effectiveness.

Nevertheless, our experience is that enormous potential is
wasted in most organisations each day, and that there is a
widespread ignorance that this is so.

In the case outlined at the start of the article, when the facts
were presented to a board member, he was shocked, angry, and
felt that the workers were behaving in this way because ‘they are
saying “F—k You!” to management’. When I asked one of the
workers, why the workers behaved in this way, his response was
‘because they’re bored...or no, it’s because they are looking for
more...meaning in their work...yes, that’s it — they are trying to
find more meaning.’

More info: Request Brendan to ProgBus@aoq.org.au
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No more tick-and-flick audits!

Do you have the ability to deliver
value with your assessments?

LRQA has been recognised globally for providing
independent and unbiased assessments to organisations.
Our auditors are renowned for being “firm but fair”.
We aim to deliver value by recognising what is most
important to our clients.

Too often certification is seen as a tool to achieve mere
compliance. While compliance is important, auditors
need to be able to deliver what business demands.

LRQA is growing rapidly and we require subcontractors as members of our Quality Management As-
sessment team.

We are looking for auditors with the following criteria:

- Degree or equivalent qualification in Civil Engineering or similar discipline

- Minimum of 5 years experience in project management and construction

- Managerial experience and ability to demonstrate understanding of issues and techniques used in
project management and construction

- Significant experience in auditing against documented management systems at both organisation
level and project level

If you meet the above requirements and can demonstrate the ability to add value to our services, send
us a copy of your CV detailing your experience and qualifications to the following address:

Lloyd’s Register Quality Assurance
Level 6, The Fawkner Centre,
499 St Kilda Road, Melbourne, Victoria - 3004.

Please mark the envelope as “Application for QMS Subcontractor Position".

R) LRQA
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& SAIGLOBAL Smart audit tools

The power of process auditing—The reality video

Watch a real process audit in action. This unique video is perfect for
training auditors to see exactly how a process audit may be conducted.
You can also download the entire video for a FREE
preview when you visit www.saiglobal.com/shop

HB 158—2004, Delivering assurance based on
AS/NZS 4360:2004 Risk Management

Standards Australia and the Institute of Internal Auditors, have
created this Handbook to p cle guidance on using

Order your copies today. Call 131 242
or visit www.saiglobal.com/shop

The Framework for Successful Change ®’I m

FOCUSED SYSTEMATIC IMPROVEMENT




Compliance, Risk &

Governance
Management is
smooth sailing with

Paradigm li
Business Organiser

Modular software scalable to suit

-
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small and large Business N4
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Contact us for a
free 30 day trial.

PARADIGMSOFTWARE #rvim

. (Australian Software
‘ " Designers and Developers)
Australian National Gold

Paradigm Il Enterprise Business Organiser Launcher Screen. Award winner 2005 & 2006 2005 2006

Telephone +61 3 9723 2302 Email sales@paradigmsoftware.com.au
Fax +61 3 9723 3242 Web www.paradigmsoftware.com.au



CONSULTING
& AUDITING

The Queensland
Business Improvement
Centre’s team of consultants
and business coaches have assisted
many entities to improve their
business. We access a wide range of
experienced professionals in a wide
range of activities.

Strategic Management
e Governance
e Balanced Scorecard
* Integrated planning
- strategic
- business
- operational

Compliance Management
e Integrated business management systems
- Quality 1ISO 9001
- Electrical Safety Act (Qld)
- Environment ISO 14001
- HACCP
- WH&S - AS4804
- Customer service
- Privacy
- Aged Care
- Six Sigma
- Risk
- Compliance

Business Process Management
¢ Business process modelling
® Business process re-engineering
¢ Performance Measurement
e Auditing
* Customer Relationship Management

9

Contact:
Queensland Business Improvement Centre
Phone: 07 3816 2255 Email: aoq@aoq.org.au
www.aodq.org.au

TRAININ

The Queensland
Quality Centre

timely and effective training at your site or ours.

BRISBANE

March TBA

Introduction to ISO 9000:2000-Quality Management Systems — Basic
Course for Beginners — RABQSA certified.

3-5 March

RABQSA Reg Quality Management Systems Implementation.
3-7 March

Auditor training - internal and external - RABQSA competency.
6-7 March

RABQSA Registered Internal/Lead Auditor Course.

April TBA

Certificate Quality Technology

MACKAY

April TBA

RABQSA Reg Quality Management Systems Implementation.
CONFERENCES

August 2008

Six Sigma 2007 (www.aoq.org.au/sixsigma2008.htm)

2 May 2008

Aged Care 2008 (www.aoq.org.au/agedcare2008.htm)

10 July 2008

RRDM 2008 (www.aog.org.au/rrdm2008.htm)

September 2008

Progressing Business 2008 (www.aog.org.au/PBCon2008.htm)
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WORLD -
CONFERENCE ANDSAM

SYSTEMS

Courses/Certifications -

Australian Organisation for Quality
e CQM (Equivalent to Cert Ill Quality)

e ACQM (Equivalent to Diploma of Quality)

* CQT

American Society for Quality

Certificates
e CQA eCQM e CQE ¢ CQT ¢ CITE ¢ RCE

New Zealand Organisation for Quality

¢ CQA via Distance Learning

International Standardised C\
Contact:

Queensland Quality Centre

Testing Organisation AG
e Certificate ISO 9001 and ISO 14001 examinations

Phone: 07 3816 2255 Email: aoq@aoq.org.au
WWww.aod.org.au
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