













































































the context of expected and relatively predictable change the use of redundancy of parts should not be
forgotten. Yet whatever the shape of changes, redundancy - or resources - is its indispensable prerequisite,
its conditio sine qua non.

The rule of redundancy is intimately connected to the rule of requisite variety (‘Ashby’s law’ as explained
above). What redundancy implies at the level of tasks, activities and capabilities, requisite variety implies
at the level of systems: it takes variety to deal with variety and not all variety is equally varied. ‘Lean’
organisations are in our view a misnomer if lean is to be taken as the opposite of redundancy. In some
newer conceptions, like Business Process Re-engineering, such seems to be indeed the case and for that
reason we conjecture that most BPR-experiments failed not because they were not ‘radical’ enough
(Hammer & Champy, 1993) but because they did not recognise the essential functions of redundancy of
resources>. Organisations that cannot call upon slack resources are bound to fail. Responsive
organisations need slack, the one quality that lean organisations lack. Responsive organisations, in the
final analysis, will not sacrifice structure on the altar of strategy or vice versa. Responsive organisations
will steer on the parameters of both strategy and structure and must therefore mobilise the cooperation of
all parties involved. And here, the perspective of a stakeholder conception of the organisation is more
promising than its counterpart, the shareholder conception.

VI. Conclusion and policy options

Conclusion

Looking back at the research questions we formulated earlier we can conclude the following:

(1) What kind of responses to market triggers can be found in Dutch institutions and organisations?

We have seen that market triggers in organisational system’s theory can be explained as external
functional requirements and that thesc are translated into internal functional requirements. These
functional requirements have become increasingly turbulent and unpredictable. There are many ways of
responding to them, which can be divided into classical and modern organisational structures. In The
Netherlands 90% of Dutch institutions base their organisational structure on classical (more than a century
old) structures. Classical structures in dynamic, unstable and turbulent environments are more sensitive to
system losses. This remark leads to the nest research question:

(2) Does responsiveness contribute to productivity?

Adequately translating external functional requirements (market triggers) into internal functional
requirements (organisations) leads to more productive and more effective flexibility and controllability of
the organisation. Leading to (3):

(3) Which alignment of organisational form and work organisation is most conducive to promoting
responsiveness?

We have shown that modern, flow based alignments tend to respond better to turbulent and dynamic
environments in terms of the quality of organisation and the quality of work

In other words Dutch institutions and organisations could respond better to market triggers. Most
conducive to promoting responsiveness might be a flow based alignment that minimises interference
possibilities. It is important to realise that a better responsiveness contributes to productivity. Hence one of
the solutions to poor productivity growth could be sought in a more efficient and more effective

*! And insofar as BPR as a work organisation fits in the tradition of an agency conception of the organisation (as in Witteloostuijn 1999) this

testifies again of the poverty of agency theory to add to our knowledge of the structuring of organisations.

165




organisation of work. The question is: which policy options can be identified for improving organisational
responsiveness in The Netherlands?

Policy Options
|. Reinstate a National Program ‘Productivity Improvement and Organisational Development’

Public resources should be used to stimulate new forms of work organisation. Of course this idea is not
new: in the 50s the Social Economic Council (SER) installed the ‘Committec on Productivity
Improvement’ (COP), that later changed into the ‘Committee on Organisational Development” (COB).
COB research largely contributed to organisational development and innovation. However in the mid 90s
the COB program was discontinued. Our neighbours, nevertheless, well understood the importance of
such national programs and instituted or renewed several national initiatives to enhance productivity or
improve employment by combining organisational and technological innovation. An enumeration (see
Vaas, 2001; 2002):
¢ Germany started the program ‘Innovative Arbeitsgestaltung — Zukunft der Arbeit’;
e In 1997 Sweden started the program ‘Humans, Technology and Organisation (LOM), that would
end in 2000, but has been extended to 2004;
o Denmark started the project ¢ NOVA’ with a similar objective;
e Norway started the program ¢ Enterprise Development 2000°.
e In Ircland an active organisational productivity centre contributed to fast and successful economic
development;
e In Finland the Ministry of Labour stimulates and supports many organisational innovations;
e In France several regional development programs exist in which organisational development is
essential

However the last program on this field, the TAO program (Technology, Work and Organisation) was
stopped in 1995 and now Dutch policy makers strongly build forth upon technological innovation
(Syntens), whereas organisational innovation (that eventually determines the success of technology) is
neglected. As we have already stated, implementing modern technologies in classical organisational
structures is sub optimal. In any case technology can only be made useful in an organisational context.
The same arguments that validate governmental support to technological innovation are therefore
applicable to validate governmental support of organisational innovation. Moreover technological
innovations could be made more efficient and effective when they are embedded in adequate
organisational structures. We have seen that market mechanisms are not efficient in terms of market
driven organisational innovation. The sole fact that economic theory assumes that the most efficient
organisational structures will prevail, does not hold simply because you cannot expect an organisation that
has worked in a certain way for over 100 years to change itself. In this respect a quote of Albert Einstein is
illustrative: ” We can't solve problems by using the same kind of thinking we used when we created
them."

Governmental support could improve the effectiveness of scientific knowledge. As M.E. Porter states in
his Innovation Lecture (Porter, 2001) the supply of, and demand for, knowledge is not adequately matched
and that The Netherlands must move towards a more flexible system in which the allocation of funding is
more closely related the degree to which knowledge is picked up and applied by society and the private
sector. Installing the mentioned National Program Innovation, in which universities, companies,
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institutions, policy makers and other stakeholders participate would improve the return on public
investments.

2. Stimulate and organise holistic market and organisational development

Another measure Porter recommended is the importance of clusters. Clusters are, of course, a good
instance of what we termed above the alignment of markets and organisations. We have to consider what
we have learned about innovation over the last decade or so. The first major lesson is that while the
environment for innovation and productivity growth requires stable and sound macroeconomic policies,
the real impetus comes from the microeconomic level and specifically, from clusters.

As we already argued, Porter acknowledges that innovation involves more than R&D spending per se. It is
also strongly influenced by the presence of ‘clusters,” geographically proximate groups of interconnected
companies and associated institutions in a particular field. Clusters thrive where there is a high-quality
microeconomic business environment. Cluster forming highly depends on (inter) organisational
performance. Since 90% of Dutch companies are still based on classical structures there is room for
structural improvement both within and between organisations. This kind of structural improvement asks
for interaction between government, business and universities. A National Productivity Program could
stimulate this interaction to take place by building links between various parts of a cluster and facilitating
the transfer of ideas

3. Stimulate knowledge diffusion and benchmarking

Considering the fact that the majority of Dutch companies and institutions could improve responsiveness
to market triggers (external functional requirements) a lot of work has to be done on the field of
knowledge diffusion and stimulation of benchmarking of ‘best’ practices. Good examples of
benchmarking and knowledge diffusion are cooperation between Dutch manufacturers and research
institutions, resulting in overviews of several best practices of smart work (Van Rhijn et al, 2000, De
Leede et al. 2002). Dutch policy makers could invest in these kinds of initiatives to enhance knowledge
diffusion and benchmarking activities.
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