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number can affect the same design parameter (as in the case of formaliza-
tion of behavior, which is affected by age, size, technical system, environ-
mental stability, and culture). The factors of age and size, although signifi-
cant at all levels, seem most pronounced in the middle of the structure; that
is where, by creating changes in the favored mechanism of coordination,
they produce extensive structural elaboration. The technical system) being
housed in the operating core, clearly has its greatest effect there. But it has
important selective effects elsewhere as well—for example, at middle levels

requiring an extensive support staff when it is sophisticated. The environ-.
_ mental factors seem to have exactly the opposite effect from the technical-

system ones. It is the managers and staff specialists at and near the strate-
gic apex, those who must function continuously at the organization’s
boundaries, who are most affected by the environmental dimensions.
These dimensions also importantly affect the structure in the middle, but
have only a selective effect on the operating core, which the rest of the
structure in fact tries to seal off from direct environmental influence. Final-
seem to cut across all levels of the structure, but only
on a selective basis. External control, member needs for power, fashion,
and culture sometimes modify the structures that would otherwise result
from consideration of only the factors of age, size, technical system, and

environment.
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design parameters as well as compatibility with their situational factors—in
effect, configuration. It is these configurations that are reflected in the
convergences of this book.

How many configurations do we need to describe all organizations?
The mathematician tells us that p elements, each of which can take onn
forms, lead to p"* possible combinations. With our various design param-
eters, that number would grow rather large. Nevertheless, we could start
building a large matrix, trying to fill in each of the boxes. But the world
does not work that way. There is order in the world, but it is a far more
profound one than that—a sense of union or harmony that grows out of
the natural clustering of elements, whether they be stars, ants, or the
characteristics of organizations.

The number “five” has appeared repeatedly in our discussion. First
there were five basic coordinating mechanisms, then five basic parts of the
organization, later five basic types of decentralization. Five is, of course, no
ordinary digit. “It is the sign of union, the nuptial number according to the
Pythagoreans; also the number of the center, of harmony and of equi-
librium.”” The Dictionnaire des Symboles goes on to tell us that five is the
“symbol of man . . . likewise of the universe . . . the symbol of divine will
that seeks only order and perfection.” To the ancient writers, five was the
essence of the universal laws, there being “five colors, five flavors, five
tones, five metals, five viscera, five planets, five orients, five regions of
space, of course five senses,”” not to mention “the five colors of the rain-
bow.”” Our modest contribution to this impressive list is five configurations
of structure and situation. These have appeared repeatedly in our discus-
sion; they are the ones described most frequently in the literature.

In fact, the recurrence of the number “five”” in our discussion seems
not to be coincidental, for it turns out that there is a one-to-one correspon-
dence among all our fives. In each configuration, a different one of the
coordinating mechanisms is dominant, a different part of the organization
plays the most important role, and a different type of decentralization is
used.? This correspondence is summarized in the following table:

1Quotes from Dictionnaire des Symboles, sous la direction de Jean Chevalier avec la collabora-
tion de Alain Gheerbrant (Editions Robert Laffont, 1969), p. 208; my translation from the
French. The obsolescence of most of their fives is not of central concern to us here and now; il
simply suggests that we often begin with quintets before we proceed to more elaborate
typologies.

2a1 the risk of stretching my credibility, I would like to point out that this neat correspon:
dence was not fabricated. Only after deciding on the five configurations was I struck by the
correspondence with the five coordinating mechanisms and the five organizational parts,
Slight modification in the typology of decentralization (which rendered it more logical) was,
however, suggested by the five configurations.
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Consider, for example, the case of a film company. The presence of a
strong director will favor the pull to centralize and encourage the use of the
Simple Structure. Should there be a number of strong directors, each pull-
ing for his or her own autonomy, the structure will probably be Balkanized
into the Divisionalized Form. Should the company instead employ highly
skilled actors and cameramen, producing complex but standard industria]
films, it will have a strong incentive to decentralize further and use the
Professional Bureaucracy structure. In contrast, should the company em-
ploy relatively unskilled personnel, perhaps to mass-produce spaghetti
Westerns, it will experience a strong pull to standardize and to structure

Jtself as a Machine Bureaucracy. But if, instead, it wishes to innovate,
resulting in the strongest pull to collaborate the efforts of director, design-
€r, actor, and tameraman, it would have a strong incentive to use the
Adhocracy configuration.

. These five configurations are the subject of the remaining chapters of
the book. The description of each in the next five chapters serves two
Purposes. First, it enables us to Propose a fundamental way to categorize
Organizations—and the correspondences that we have seen give us some
confi in asserting that fundamentality, And second, by allowing us to

In describing these configurations, we drop the assumption that the
ituational factors are the independent variables, those that dictate the
hoice of the design parameters. Instead, we shall take a “systems” ap-
treating our configurations of the contingency and structural
gestalts,” clusters of tightly interdependent relationships,
fere is no dependent or independent variable in a system; everything
tpends on everything else. Large size may bureaucratize a structure, but
liréaucracies also seek to grow large; dynamic environments may require
rganic structures, but organizations with organic structures also seek out
ynamic environments, where they feel more comfortable. Organiza-
NS—at least effective ones— ppear to change whatever parameters they
i—situational as well as structural—to maintain the coherence of their

Each of the five chapters that follows describes one of the contigura-
8, drawing its material from every chapter of this book. Each chapter
BIns with a description of the basic structure of the configuration: how it
B8 the coordinating mechanisms and the design parameters, as well how
functions—how authority, material, i nformation, and decision processes
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1 flow through its five parts. This is followed by a discussion of the condi-

_ tions of the configuration—the factors of age, size, technical system, en-
_ vironment, and power typically associated with it. (All these conclusions
are summarized in Table 12—1.) Here, also, we seek to identify well-known
examples of each configuration, and to note some common hybrids it
forms with other configurations. Finally, each chapter closes with a discus-
sion of some of the more important social issues associated with the config-
uration. It is here that I take the liberty usually accorded an author of
explicitly injecting my own opinions into the concluding section of his
work.

One last point before we begin. Parts of this section have an air of
conclusiveness about them, as if the five configurations are perfectly dis-
tinct and encompass all of organizational reality. That is not true, as we
shall see in a sixth and concluding chapter. Until then, the reader would do
well to proceed under the assumption that every sentence in this section is
an overstatement (including this one!). There are times when we need to
caricature, or stereotype, reality in order to sharpen differences and so to
better understand it. Thus, the case for each configuration is overstated to
make it clearer, not to suggest that every organization—indeed any organi-
zation—exactly fits a single configuration. Each configuration is a pure type
(what Weber called an “ideal” type), a theoretically consistent combination
of the situational and design parameters. Together the five may be thought
of as bounding a pentagon within which real organizations may be found.
In fact, our brief concluding chapter presents such a pentagon, showing
within its boundaries the hybrids of the configurations and the transitions
between them. But we can comprehend the inside of a space only by
identifying its boundaries. So let us proceed with our discussion of the
configurations.
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power needs of top
manager; not fashionable

1p with a flamboyant owner, a brand-new
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e entrepre a government headed by an autocratic politi-
v In a state of crisis. In most ways, these are vastly

" mmm.wmwﬂ organizations. But the evidence suggests that they share a num-
asic structural characteristics. We call the configuration of these
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