Prime Coordinating Mechanism: Standardization of skills

Key Part of Organization: Operating core

Main Design Parameters: Training, horizontal job
specialization, vertical and
horizontal decentralization

Situational Factors: Complex, stable

environment:
nonregulating,
nonsophisticated technical
system; fashionable

/¢ have seen evidence at various points in this book that organizations

I be bureaucratic without being centralized. Their Operating work is
le, leading to “predetermined or predictable, in effect, standardized””
thavior (our definition of bureaucracy in Chapter 2). But it is also com-
X, and so must be controlled directly by the operators who do it. Hence,
I Organization turns to the one coordinating mechanism that allows for
i d decentralization at the same time—namely, the stan-

is gives rise to a structural configuration sometimes
reaucracy, common in universities, general hospitals,

k agencies, and craft
Oduction firms. All rely on the skills and knowledge of their operating

i all produce standard products or services,
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The Basic Structure
The work of the operating core

Here again we have a tightly waw ..%:mmsMWM_MWHwﬂmwﬂmmmwﬂmwwﬂw”ﬂ%hmwms
i i ureau n
e HE% oﬂwwmmwﬂmcwwmmww %ﬂ% its associated design parameter, m_.m.E:..m
i m.ﬂm mﬂnm“:_mc: It hires duly trained and indoctrinated mm.mn._mrmnw._l
m:.u* i .MM_ET?_., .:..m operating core, and then gives them ._ucm__m_mﬂmﬁwm
WM“%”wﬂqmn their own work. In effect, the Eo_‘w. is highly specialized in the
horizontal dimension, but enlarged in the vertical ommm. —
Control over his own work means that the m_.pc mmm.%_._:..m e b
tively independently of his colleagues, but nmomﬂ y M._pm i
serves. For example, “the teacher Eoﬂrm. alone within T SEEOOT; TRlar
tively hidden from colleagues and superiors, so that r% as mE: oy
tionary jurisdiction within the _uoﬂr:,r&mﬂmm._27 the nﬂmmnw% i mnnth.
1965:976). Likewise, many doctors treat their own pa amw._:um“m pilipso
tants maintain personal contact with the companies )
mz&:_gomn of the necessary coordination Umgmmz. the cmeerm?HW
sionals is then handled by the mﬁm%&mn&mwawm. %HM,_ m%ﬂwnmnﬂﬂ . M%“M mm. %Eu.bm
§ what they have learned to expec e :
MM@MWMM%: as EMM and as complex as cwmz-rmﬁm m:HmmMMr . Mwwmwﬁm
eeds to be said [between the anesthesiologist and t e su .m' paeceding
Hn.__._mmﬁ opening and during the procedure on the heart Mﬁmm:ﬂ. :smw w mao o
lights Q_M equipment are indicative of what everyone is MmﬁMMM m.,.. s
does—operations are performed in absolute m;mzn.m‘ partic 12 M_umm_” dee
the chest-opening phase” (Gosselin, Eﬂww“ The point is mmw &M g
in reverse, by the cartoon that shows Ex.mﬁmﬂﬂmm s mm:mvm ik
patient on an operating table with one saying, 10 o% 5 ?m,\ < e
the policy and marketing courses of the management scho i b
gt e polmpm el el e 0
the courses are standard, each kno : st
i fessional work can be is 1
i o To”mw_ﬂm%ammﬂhMMMMMMW%MWN~.m a meeting of the Hdﬂm;mﬂo,:mw
Car mmﬁma JE. mommm?. Spencer noted that “becoming a skillful n:wﬂnm
e ires a _os.m period of training, probably five or more years ) (p.
mcwwgwnmm“ﬂ ortant feature of that training is “repetitive practice m:
Mo&m :mﬂ msmﬁ..mmn reflex’’ (p. 1179). So mEoH.ﬁmmD in fact, ﬁsmmﬂommwﬂ%_.
keeps his series of surgical “cookbooks,” E which Tm :m*mm MMmM ,uc_m. "
plex”” operations, the essential Mwm_um mwm mrm“mmm%uw_._“”mwﬂm mwnww:nﬁ” s on
i to “be reviewed mentally . |
MMMM_MMMMM”m day preceding the o_umﬂmn.cﬂz (p. :mmv.. But _..__M.“mhwﬂ H”__“(
standardized the knowledge and skills, their complexity m:w s
siderable discretion remains in their application. No two professionals
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two surgeons or teachers or social workers—ever apply them in exactly the
same way. Many judgments are required.
Training and indoctrination are a complicated affair in the Profes-
sional Bureaucracy. The initial training typically takes place over a period
of yearsina university or special institution. Here the skills and knowledge
of the profession are formally programmed into the would-be professional.
But in many cases, that is only the first step, even if the most important
one. There typically follows a long period of on-the-job training, such as
internship in medicine and articling in accounting. Here the formal knowl-
edge is applied and the practice of the skill
supervision of members of the profession.
pletes the process of indoctrination, which began during the formal teach-
ing. Once this process is completed, the professional association typically
examines the trainee to determine whether he has the requisite knowl-
edge, skills, and norms to enter the profession. That is not to say, howev-
er, that the person is ““examined for the last time in his life, and is pro-
nounced completely full,” such that “after this, no new ideas can be
imparted to him,” as humorist and academic Stephen Leacock once com-
mented about the Ph.D., the hurdle to entering the profession of univer-
sity teaching. The entrance examination only tests the basic requirements
at one point in time; the process of training continues. As new knowledge
Is generated and new skills develop, the professional upgrades his exper-
tise. He reads the journals, attends the conferences, and perhaps also
returns periodically for formal retraining,

On-the-job training also com-

The bureaucratic nature of the structure

All this training is geared to one goal—the internalization of standards that
serve the client and coordinate the professional work. In other words, the
Structure of these organizations is essentially bureaucratic, its coordina-
tion—like that of the Machine Bureaucracy—achieved by design, by stan-
‘dards that predetermine what is to be mcum.,_.rcmﬂ

- . . obstetrics and gynecology is a relativ
has something resembling an assembly
mother moves from room to room and n
course of her labor. It is also one of the
impersonality and depersonalization. Fo
not for the doctor and the rest of the sta
day. (Perrow, 1970:74)

ely routine department, which even
(or deassembly?) line wherein the
urse to nurse during the predictable
hospital units most often accused of
1 the mother, the birth is unique, but
ff who go through this many times a

But the two kinds of bureaucracies differ markedly in the source of
their standardization. Whereas the Machine Bureaucracy generates its
Own standards—its technostructure designing the work standards for its
Operators and its line managers enforcing them—the standards of the
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Professional Bureaucracy originate largely outside its own structure, in
the self-governing associations its operators join with their colleagues
from other Professional Bureaucracies. These associations set universal
standards, which they make sure are taught by the universities and used
by all the bureaucracies of the profession. So whereas the Machine Bu-
reaucracy relies on authority of a hierarchical nature—the power of of-
fice—the Professional Bureaucracy emphasizes authority of a profes-
sional nature—the power of expertise.

The other forms of standardization are, in fact, difficult to rely on in
the Professional Bureaucracy. The work processes themselves are too com-
plex to be standardized directly by analysts. One need only try to imagine a
work-study analyst following a cardiologist on his rounds or observing a
teacher in a classroom in order to program the work. Similarly, the outputs
of professional work cannot easily be measured and so do not lend them-
selves to standardization. Imagine a planner trying to define a cure in
psychiatry, the amount of learning that takes place in the classroom, or the
quality of an accountant’s audit. Thus, Professional Bureaucracies cannot
rely extensively on the formalization of professional work or on systems to
plan and control it.

Much the same conclusion can be drawn for the two remaining coor-
dinating mechanisms. Both direct supervision and mutual adjustment im-
pede the professional’s close relationships with his clients. That relation-
ship is predicated on a high degree of professional autonomy—freedom
from having not only to respond to managerial orders but also to consult
extensively with peers. In any event, the use of the other four coordinating
mechanisms is precluded by the capacity of the standardization of skills to
achieve a good deal of the coordination necessary in the operating core.

The pigeonholing process
To understand how the Professional Bureaucracy functions in its operat-
ing core, it is helpful to think of it as a repertoire of standard programs—
in effect, the set of skills the professionals stand ready to use—that are
applied to predetermined situations, called contingencies, also standard-
ized. As Weick (1976) notes of one case in point, “schools are in the
business of building and maintaining categories” (p. 8). The process 14
sometimes known as pigeonholing. In this regard, the professional has two
basic tasks: (1) to categorize the client’s need in terms of a contingency,
which indicates which standard program to use, a task known as diag
nosis; and (2) to apply, or execute, that program. Pigeonholing simplifien
matters enormously. ““People are categorized and placed into pigeonholes
because it would take enormous resources to treat every case as unique
and requiring thorough analysis. Like stereotypes, categories allow us o
move through the world without making continuous decisions at every
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ith i wn uni f cli-
market-based because each unit deals with its ov n ﬁn_mMM:Wﬁ%MsM e
5— i i istry students in the se : i
men in the first case, chemistry : Bene
Mﬁmm:nﬂﬁwﬂ between functional and market bases for grouping breaks
H. -
in the special case of the Professional Bureaucracy.

Focus on the operating core

i n

All the design parameters that we Jmﬁm discussed movmmwﬁmﬂmﬁmwﬂmwwﬂ.ﬂamw "
the training of operators, their 4m§.nm=% enlarged “o wm.ﬁmBTmcmmmm” e
s oot moHEm:Nmmwd MH Em”ﬂ”w HMQ—MNM“M?N& Bureaucracy. The

i is the ke !
GHM awmhww.wmmhoﬂ_mmﬂmmm ?:%%m_—umvonmﬂmm m.,e. the support 2“..?:%:% MMM” M
Manwmmn_ very much on serving the operating ncnm.ﬂmwmw%ﬁ:w N mN ot ot
the professionals, it makes sense to back them up wi much Support 38
ossible, to aid them and have ozpmnm. mn.u E:mﬁwwﬂ noms s
Muﬂgm_ﬁ“wu. Thus, universities have %ﬂ:ﬁﬂm&mﬂﬁ%mﬂmhﬂﬂ N._ NS :,cﬁnmdmm‘
ter funds, publishing houses, archives, . 2
Hﬂﬁcﬁﬁ mmnmﬂmmm‘ and many, many o?mn support GHM.._ —
The technostructure and middle line of manage s
elaborated in the Professional mcnmmcnﬂmwﬁ. Mﬁmowwm MM”mmnoE. e (Cucept
baron_..mnﬁm Wrmwmﬂﬂw“w:wmﬂmwﬂwmwsmo little to coordinate the Sumumnﬂm
oy Mﬁm need &H planning and the formalizing of the work of the
e = anmﬁwmm e very limited, there is little call for a technostructure Amﬁx.
s w_.wa: mmM% in the case of the nonprofessional support staff). M
nm@m;m__mmwwwhm@ mm:. example, an institution S‘.__m._‘ .G,bco mEQmMMowM !
wﬁwac rofessors, m_..m only units that could be ﬂm::rwﬂ W% ﬁwmwﬂw ol
»mm#n%ﬂmmn were two small departments concerned wit H_.H i o’
i all planning office, and a center to awe.mwov :m.%c deol
mmmﬂmwﬂm MMmmom< (the latter two fighting a nosgﬂm_ uphill ba e dop
wnnmmﬁmmﬁ%v Likewise, the middle line in the Professional Bureaucracy

Figure 10-1. The Professional Bureaucracy
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thin. With little need for direct supervision of the operators or mutual
adjustment between them, the operating units can be very large, with few
Managers at the level of first-line supervisor, or, for that matter, above
them. As noted earlier, the McGill Faculty of Management at the time of
this writing functions effectively with sixty professors and a single manag-
er, its dean.

Thus, Figure 10-1 shows the Professional mﬂwmmnnnmnv: in terms of
our logo, as a flat structure with a thin middle line, a tiny technostructure,
and a fully elaborated support staff. All these characteristics are reflected in
the organigram of McGill University, shown in Figure 10-2.

Decentralization in the professional bureaucracy

Everything we have seen so far tells us that the Professional Bureaucracy
is a highly decentralized structure, in both the vertical and horizontal
dimensions. A great deal of the power over the operating work rests at the
bottom of the structure, with the professionals of the operating core.
Often, each works with his own clients, subject only to the collective con-
trol of his colleagues, who trained and indoctrinated him in the first place
and thereafter reserve the right to censure him for malpractice.

The professional’s power derives from the fact that not only is his
work too complex to be supervised by managers or standardized by ana-
lysts, but also his services are typically in great demand. This gives the
professional mobility, which enables him to insist on considerable autono-
my in his work. When the professional does not get the autonomy he feels
he requires, he is tempted to pick up his kit bag of skills and move on.
One is inclined to ask why professionals bother to join organizations
i the first place. There are, in fact, a number of good reasons. For one
thing, professionals can share resources, including support services, in a
Common organization. One surgeon cannot afford his own operating the-
Ater, so he shares it with others, just as professors share laboratories,
lecture halls, libraries, and printing facilities. Organizing also brings the
Professionals together to learn from each other, and to train new recruits.
Some professionals must join the organization to get clients. Although
Some physicians have their private patients, others receive them from the
hospital emergency department or from in-patient referrals, Another rea-
8on professionals band together to form organizations is that the clients
Often need the services of more than one at the same time. An operation
fequires at least a surgeon, an anesthesiologist, and a nurse; an MBA
fogram cannot be run with less than about a dozen different Specialists.
inally, the bringing together of different types of professionals allows
dlients to be transferred between them when the initial diagnosis proves
Incorrect or the needs of the client change during execution. When the
Kidney patient develops heart trouble, that is no time to change hospitals
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_ m z & m.m m mm ¢ mwm in search of a cardiologist. Similarly, when an accountant finds Em,n:mi
_ EE & 32 _1E 4 s | 0 needs tax advice, it is comforting to know that other departments in the
| S 2g w mmm w.m g S mm £ same organization stand ready to provide the necessary service.
| g e | (8| Bdcs 282 The administrative structure
- 2=
m gew What we have seen suggests that the Professional Bureaucracy is a highly
T democratic structure, at least for the professionals of the operating core. In
g o mEE fact, not only do the professionals control their own work, but they also
. ||z | 8 5 - w £ seek collective control of _nﬂm administrative decisions »ﬂma mmmmnw ?EM|
£ 2| |28| 25 8 decisions, for example, to hire colleagues, to promote them, and to dis-
£ mmm m g mm Mm. w o tribute resources. Gwﬁaczﬁm these decisions requires now._:,o_. of the H,Em
z X F HNE €| S 5 s = W.. dle line of the OHmmENmzmb\ which Eo?mmibw_m m_.u by ensuring that itis
EE5E.. 282 | MM % staffed with “‘their own.”” Some of the mmn:ﬂwmqmdﬁm work the operating
.m mmmmmm gE 23 3 professionals do themselves. Every university professor, for wxmn._ﬁ_m‘
8 222388&8 % = = serves on committees of one E:ME. another Mﬂno ﬂmcam »rmﬂrm retains %oSm
23 1 o control over the decisions that affect his work. oreover, full-time admin-
g 3. mw Mr o il g ,W mmﬂmﬂw who M&mr mo* M_.Pmdm mmnw .ﬁo«ama&mﬂ Hmm_m _H.M__ MWmNM MMMMMMW MMMmM HMm
5| |3 2E| 538 > 2 g 35 certified members of the profession and prefe -
3 m mm mmw H m g m 3 fessional operators, or at least appointed with their blessing. What
f.m < S w ..um. 2 emerges, therefore, is a rather democratic administrative structure. .
g F S This administrative structure itself relies largely on mutual adjust-
. 58 w £ ment for coordination. Thus, the liaison devices, although uncommon in
3 3 E. s 5 5% 5 W the operating core, are important design parameters in the H.En.n:m _E.m.
= mmm 5 5 ”m m Se m. IS Task forces and especially standing committees m_uo_mnaa as En:nmnmﬂ..b
B 5 .m,m _ Mw mmm _$E3s —53 k- O@ Figure 10-2; a number of positions are designated to integrate ﬁrm. admin-
B 22§ wme FEBuUen 8= @ istrative efforts, as in the case of the ward manager in the :o.m?ﬁmr m.:.&
B mm .mwm..m. §5832g: m mm T o some Professional Bureaucracies even use matrix structure in admini-
5 e 2e stration.
= m m Because of the power of their operators, Professional mcummcn.am&mm
e >3 m, o dre sometimes called “collegial”” organizations. In fact, some professionals
5y _m 3 BEE £ N like to describe them as inverse ﬁ%%ﬂﬁmwﬁwr the ﬁao?ww_odmu Wﬁmnmﬁo&
SEt g BE £ 8 . N : at the top and the administrators down below to serve them—to ensure
mm m 2 | £ o m N mm of mm mm m that the mﬁﬁmwnm_ facilities are kept clean and the classrooms well m:vmmma
&3 £ Ww EE_snc85% wmm T E with chalk. Such a description underestimates the power of the professional
[15& 338 Ssege %mmo m wmm 5 E E administrator—a point we shall return to shortly—but it seems to @m an
5| SRS R HES 2 JAccurate description of the nonprofessional one—namely, the ma::w:m:ﬂ
ge o for who manages the support units. For the support staff—often muc
i s larger than EM ﬁnohﬁmmmmowﬁ_ one, but charged largely with doing non-
2 5 2 professional work—there is no democracy in the Professional Bureaucracy,
m - g - Only the oligarchy of the professionals. Support units, such as housekeep-
- ww mw g s m Ang or kitchen in the hospital or printing in the university, are as _Hwﬁ_.c. as
25| 83 mmmmm 3% Fe ot to be managed :mw&w ?ﬁ.u:,_.ﬁrm top. d._mu.\ exist, in effect, as machine
2| 5EB26E2 e 8 bureaucratic constellations within the Professional Bure
2% 285 £5 S

aucracy.
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in the Simple Structure and the Machine Bureaucracy, they certainly lack a
good deal of power. But that is far from the whole story. The professional
administrator may not be able to control the professionals directly, but he
does perform a series of roles that gives him considerable indirect power in
the structure.

First, the professional administrator spends much time handling dis-
turbances in the structure. The pigeonholing process is an imperfect one at
best, leading to all kinds of jurisdictional disputes between the profes-
sionals. Who should teach the statistics course in the MBA program—the
mathematics department or the business school? Who should perform
mastectomies in romﬁ:m_wulm:ammo:m who specialize in operations or
gynecologists who specialize in women? Seldom, however, can a senior
administrator impose a solution on the professionals or units involved ina
dispute. Rather, the unit managers—chiefs, deans, or whoever—must sit
down together and negotiate a solution on behalf of their constituencies.
Coordination problems also arise frequently between the two parallel hier-
archies, and it often falls to the professional administrators to resolve
them.

Second, the professional mnim:_.mﬂmno_.mllmmwnnm&_w those at higher
levels—serve key roles at the boundary of the organization, between the
professionals inside and interested parties—governments, client associa-
tions, and so on—on the outside. On the one hand, the administrators are
expected to protect the professionals’ autonomy, to “buffer” them from
external pressures. On the other hand, the administrators are expected to
Woo these outsiders to su pport the organization, both morally and finan-
cially. Thus, the external roles of the Manager—maintaining liaison con-
tacts, acting as figurehead and spokesman in a public relations capacity,

negotiating with outside a gencies—emerge as primary ones in professional
administration.

between outsider and professional. In fact, however, these roles are the
Very sources of administrator power. Power is, after all, gained at the locus
of uncertainty. And that is exactly where the professional administrators
Sit. The administrator who succeeds in raising extra funds for his organiza-
tion gains a say in how these are distributed. Similarly, the one who can
feconcile conflicts in favor of his unit or who can effectively buffer the
Professionals from external influence becomes a valued—and therefore
pPowerful—member of the organization.

[ronically, the professional becomes dependent on the effective ad-
ministrator. The professional faces a fundamental dilemma, Frequently, he
abhors administration, desiring only to be left alone to practice his profes-
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sion. But that freedom is gained only at the price of administrative effort—
raising funds, resolving conflicts, buffering the demands of outsiders. This
leaves the professional two choices: to do the administrative work himself,
in which case he has less time to practice his profession, or to leave it to
administrators, in which case he must surrender some of his power over
decision making. And that power must be surrendered, it should be add-
ed, to administrators who, by virtue of the fact that they do not wish to
practice the profession, probably favor a different set of goals. Damned if
he does and damned if he doesn’t. Take the case of the university professor
oriented to research. To ensure the fullest support for research in his de-
partment, he should involve himself in committees where questions of the
commitment to teaching versus research are decided. But that takes time,
specifically time away from research. What is the use of spending time
protecting what one has no time left to do? So the professor is tempted to
leave administration to full-time administrators, those who have expressed
a lack of interest in research by virtue of seeking full-time administrative
office.
We can conclude that power in these structures does flow to those
professionals who care to devote effort to doing administrative instead of
professional work, especially to those who do it well. But that, it should
be stressed, is not laissez-faire power: the professional administrator
keeps his power only as long as the professionals perceive him to be
serving their interests effectively. The managers of the Professional Bu-
reaucracy may be the weakest among those of the five configurations, but
they are far from impotent. Individually, they are usually more powerful
than individual professionals—the chief executive remaining the single
most powerful member of the Professional Bureaucracy—even if that
power can easily be overwhelmed by the collective power of the

professionals.

Strategy formulation in the professional bureaucracy

A description of the strategy-formulation process in the Professional Bu-
reaucracy perhaps best illustrates the two sides of the professional admin-
istrator's power. At the outset it should be noted that strategy takes on a
very different form in these kinds of organizations. Since their outputs are
difficult to measure, their goals cannot easily be agreed upon. So the no-
tion of a strategy—a single, integrated pattern of decisions common to the
entire organization—loses a good deal of its meaning in the Professional
Bureaucracy.

Given the autonomy of each professional—his close working relation-
ships with his clients, and his loose ones with his colleagues—it becomes
logical to think in terms of a personal strategy for each professional. In
many cases, each selects his own clients and his own methods of dealing
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new project in his entire career. Finally, the administrator is more Eom_% *M
have the requisite managerial skills—for example, those of negotiation an
persuasion. L . o

But the power of the effective administrator to influence strategy goes
beyond helping the operating professionals. mqu\. good manager seeks w.nm
change his organization in his own way, to alter its strategies to make i
more effective. In the Professional Bureaucracy, this ﬂm:m_ﬂmm into a set _.n.m
strategic initiatives that the administrator himself éwmvmw to take. mcﬁ. in
these structures—in principle, _uozo_.s-canm‘ administrator cannot im-
pose his will on the professionals of the operating core. Instead, he must
rely on his informal power, and apply it subtly. W:oi_sm. Emﬁ the profes-
sionals want nothing more than to be left alone, Em mmiuamqﬂoﬁ,ﬁoﬁmm
carefully—in incremental steps, each one hardly &mnmﬂEEm. In this way,
he may achieve over time changes that the professionals would have re-
jected out of hand had they been proposed all at once.

Conditions of the Professional
Bureaucracy

This third configuration appears wherever the cvmn.mmﬁm core of an orga-
nization is dominated by skilled SouwmnTmemmm_w:m_Tirc use pro-
cedures that are difficult to learn, yet are well defined. This means an
environment that is both complex and stable—complex E.:Em_._ to require
the use of difficult procedures that can be learned only in .mﬁmsmém for-
mal training programs, yet stable enough to enable Emmm mr__pw.ﬁc wmno_..:m
well defined—in effect, standardized. Thus, the environment is the chief
situational factor in the use of the Professional m:«mmcn.nmnw..

In contrast, the factors of age and size are of less m_mﬁmmnmbnﬂ Larger
professional organizations may tend to be somewhat more formalized and
to have more fully developed staff-support structures. But that does not
preclude the existence of small Professional Bureaucracies, or, for that
matter, of young ones as well. The Machine Bureaucracy has a _m.:marw
start-up time because the standards need to be io_.r_m& out within the
organization. Thus, it passes through a period wm Simple wﬂdnﬁcum.vmmow.m
its procedures become routinized. In the Huqommmm.uozm_ mcammcnn.wnﬂ_ in nﬂﬂ
trast, the skilled employees bring the sta smmamu into the organization wit ,
them when they join, so there is little start-up time. Put a group .cm aoﬁcwu
in a new hospital or a group of lawyers in a new law om.:‘nm‘ and in no time
they are functioning as if they had been there for years. Size would mmmamw
be a relatively minor factor for the same reason, and also because the
professionals to a large extent work independently. One accountant work-
ing on his own adheres to the same professional standards as 2,000 work-

N
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ing in a giant firm. Thus, Professional Bureaucracies pass quickly through
the stage of Simple Structure in their formative years.

Technical system is an important situational factor only for what it is
not in the Professional Bureaucracy—neither highly regulating, sophisti-
cated, nor automated. The professional operators of this configuration re-
quire considerable discretion in their work. It is they who serve the clients,
usually directly and personally. So the technical system cannot be highly
regulating, certainly not highly automated. The professional resists the
rationalization of his skills—their division into simply executed steps—
because that makes them programmable by the technostructure, destroys
his basis of autonomy, and drives the structure to the machine bureaucratic
form.

Nor can the technical system be sophisticated. The surgeon uses a
scalpel, the accountant a pencil. Both must be sharp, but they are other-
wise simple and commonplace instruments. Yet both allow their users to
perform independently what can be exceedingly complex functions. More
sophisticated instruments—such as the computer in the accounting firm or
the coronary-care unit in the hospital—reduce the professional’s autonomy
by forcing him to work in multidisciplinary teams, as he does in the Ad-
hocracy. These teams are concerned in large part with the design, modifi-
cation, and maintenance of the equipment; its operation, because that
tends to be regulating and often automated, impersonalizes the relation-
ship between the professional and his clients. Thus, in the pure form of
the Professional Bureaucracy, the technology of the organization—its
knowledge base—is sophisticated, but its technical system—the set of
instruments it uses to apply that knowledge base—is not.

Thus, the prime example of the Professional Bureaucracy is the per-
sonal-service organization, at least the one with complex, stable work.
Schools and universities, consulting firms, law and accounting offices, and
social-work agencies all rely on this configuration as long as they concen-
trate not on innovating in the solution of new problems, but on applying
standard programs to well-defined problems. The same is true of hospitals,
at least to the extent that their technical systems are simple. (In those areas
that call for more sophisticated equipment—apparently a growing number,
especially in teaching institutions—the hospital is driven toward a hybrid
Structure, with characteristics of the Adhocracy. But this tendency is miti-
gated by the hospital’s overriding concern with safety. Only the tried and
true can be used on regular patients. Institutions entrusted with the lives of
their clients have a natural aversion to the looser, organic structures such
s Adhocracy.) A good deal of the service sector of contemporary society,
in fact, applies standard programs to well-defined problems. Hence, the
Professional Bureaucracy tends to predominate there. And with the enor-
mous growth of this sector in the last few decades, we find that this
configuration has emerged as a major one.
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So far, all our examples have come from the service sector. But Profes-
sional Bureaucracies can be found in manufacturing, too, notably where
the environment demands work that is complex yet stable, and the techni-
cal system is neither regulating nor sophisticated. This is the case of the
craft enterprise, an important variant of the Professional Bureaucracy. Here
the organization relies on skilled craftsmen who use relatively simple in-
struments to produce standard outputs. The very term craftsman implies a
kind of professional who learns traditional skills through long apprentice
training and then is allowed to practice them free of direct supervision.
Craft enterprises seem typically to have tiny administrations—no tech-
nostructures and few managers, many of whom, in any event, work along-
side the craftsmen.

Many craftsmen were eliminated by the Industrial Revolution. Their
jobs—for example, the making of shoes—were rationalized, and so control
over them passed from the workers who did them to the analysts who
designed them. Small craft enterprises metamorphosed into large Machine
Bureaucracies. But some craft industries remain—for example, fine glass-
work and handmade pottery, portrait photography, and gastronomic cui-
sine. In fact, as these examples indicate, the term craft has today come to be
associated with functional art, handmade items that perform a function but
are purchased for their aesthetic value. Evidence suggests that one major
industry, construction, has also remained largely in the craft stage.

The markets of the Professional Bureaucracy are often diversified. As
noted earlier, these organizations often bring together groups of profes-
sionals from different specialties who serve different types of clients. The
hospital includes gynecologists to serve women, pediatricians to serve chil-
dren, and so on; the university has its philosophy professors to teach those
interested in general knowledge and its engineering professors for those in
search of specific career skills. Hypothesis 11 would lead us to the conclu-
sion that such market diversity encourages the use of the market basis for
grouping the professionals. In fact, we have already seen this to be the case
(although we also saw that the market basis for grouping turns out to be
equivalent to the functional one in Professional Bureaucracies, as a result of
the way in which professional services are selected).

Sometimes the markets of Professional Bureaucracies are diversified
geographically, leading to a variant we call the dispersed professional bureau-
cracy, Here, the problem of maintaining loyalty to the organization be-
comes magnified, since the professionals do their autonomous work in
remote locations, far from the administrative structure. The U.S. Forest
Rangers, for example, are dispersed across the United States, each one on
his own, as are CIA agents and certain consultants. As a result, their
organizations must rely extensively on training and indoctrination, es-
pecially the latter. The employees are selected carefully, trained exten-
sively, and indoctrinated heavily—often by the organization itself—before
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As a result, professionals tend to emerge as responsible and highly
motivated individuals, dedicated to their work and the clients they serve.
Unlike the Machine Bureaucracy, which places barriers between the opera-
tor and the client, this configuration removes them, allowing a personal
relationship to develop. Here the technical and social systems can function
in complete harmony.

Moreover, autonomy allows the professionals to perfect their skills,
free of interference. They repeat the same complex programs time after
time, forever reducing the uncertainty until they get them just about per-
fect, like the Provencal potter who has spent his career perfecting the
glazes he applies to identical pots. The professional’s thought processes
are “convergent’—vascular surgeon Spencer (1976) refers to them as de-
ductive reasoning. He quotes approvingly the bridge aficionado who stood
behind champion Charles Goren during a three-day tournament and con-
cluded, “He didn’t do anything I couldn’t do, except he didn’t make any
mistakes’ (p. 1181). That captures nicely the secure feelings of profes-

sionals and their clients in Professional Bureaucracies. The Provencal pot-
ter expects few surprises when he opens his kiln; so, too, do Dr. Spencer’s
patients when they climb onto his operating table. They know the program
has been executed so many times—by this surgeon as well as by the many
7-_ whose experiences he has read about in the journals—that the possibility

of mistakes has been minimized. Hospitals do not even get to execute new
programs on regular patients until those programs have been thoroughly
tested and approved by the profession. So the client of the Professional
Bureaucracy can take satisfaction in the knowledge that the professional
about to serve him will draw on vast quantities of experience and skill, will
apply them in a perfected, not an experimental procedure, and will proba-
bly be highly motivated in performing that procedure.

But in these same characteristics of democracy and autonomy lie the
major problems of the Professional Bureaucracy. For there is virtually no
control of the work aside from that by the profession itself, no way to
_ correct deficiencies that the professionals themselves choose to overlook.
What they tend to overlook are the major problems of coordination, of
i discretion, and of innovation that arise in these configurations.
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The Professional Bureaucracy can coordinate effectively in its operating
core only by the standardization of skills. Direct supervision and mutual
| adjustment are resisted as direct infringements on the professional’s au-
| tonomy, in one case by administrators, in the other by colleagues. And
standardization of work processes and of outputs are ineffective for the
complex work with its ill-defined outputs. But the standardization of skills
I is a loose coordinating mechanism at best, failing to cope with many of
the needs that arise in the Professional Bureaucracy.
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No two professionals are equally skilled. So the client who is forced to
choose among them—to choose in ignorance, since he seeks professional
help precisely because he lacks the specialized knowledge to help him-
self —is exposed to a kind of Russian Roulette, almost literally so in the case
of medicine, where a single decision can mean life or death. But that is
inevitable; little can be done aside from using the very best screening
procedures for applicants to the training schools.

Of greater concern is the unconscientious professional—the one who
refuses to update his skills after graduation, who cares more for his income
than his clients, or who becomes so enamored with his skills that he forgets
about the real needs of his clients. This last case represents a means—ends
inversion common in Professional Bureaucracies, different from that found
in Machine Bureaucracies but equally serious. In this case, the professional
confuses the needs of his clients with the skills he has to offer them. He
simply concentrates on the program that he favors to the exclusion of all

the others—perhaps because he does it best or simply enjoys it most. This
presents no problem as long as only those clients in need of that favorite
program are directed his way. But should other clients slip in, trouble
ensues. Thus, we have the psychiatrists who think that all patients (in-
deed, all people) need psychoanalysis; the consulting firms prepared to
design the same planning system for all their clients, no matter how dy-
namic their environments; the professors who use the lecture method for
cdlasses of 500 students or five; the social workers who feel the compulsion
to bring power to the people even when the people do not want it.
Dealing with this means—ends inversion is impeded by the difficulty
of measuring the outputs of professional work. When psychiatrists cannot
even define the words cure or healthy, how are they to prove that psycho-
analysis is better for manic-depressives than chemical therapy would be?
When no one has been able to measure the learning that takes place in the
classroom, how can it be demonstrated with reliability that lectures are
better or worse than seminars or, for that matter, than staying home and
reading? That is one reason that the obvious solution to the problems of
discretion—censure by the professional association—is seldom used. An-
other is that professionals are notoriously reluctant to act against their
own—to wash their dirty linen in public, so to speak. In extreme cases,
they will do so; certain behavior is too callous to ignore. But these instances
are relatively rare. They do no more than expose the tip of the iceberg of
misguided discretion.

Discretion not only enables some professionals to ignore the needs
of their clients; it also encourages many of them to ignore the needs of the
organization. Professionals in these structures do not generally consider
themselves part of a team. To many, the organization is almost incidental,
a convenient place to practice their skills. They are loyal to their profession,
not to the place where they happen to practice it. But the organization has
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The fact is that great art and innovative problem solving require induc-
tive reasoning—that is, the inference of new general concepts or programs
from particular experiences. That kind of thinking is divergent—it breaks
away from old routines or standards rather than perfecting existing ones.
And that flies in the face of everything the Professional Bureaucracy is
designed to do.

So it should come as no surprise that Professional Bureaucracies and

the professional associations that control their procedures tend to be con-
servative bodies, hesitant to change their well-established ways. Whenever
an entrepreneurial member takes up the torch of innovation, great political
clashes inevitably ensue. Even in the Machine Bureaucracy, once the man-
agers of the strategic apex finally recognize the need for change, they are
able to force it down the hierarchy. In the Professional Bureaucracy, with
operator autonomy and bottom-up decision making, and in the profes-
sional association with its own democratic procedures, power for strategic
change is diffuse. Everybody, not just a few managers or professional
representatives; must agree on the change. So change comes slowly and
painfully, after much political intrigue and shrewd maneuvering by the
professional and administrative entrepreneurs.

As long as the environment remains stable, the Professional Bureau-
cracy encounters no problem. It continues to perfect its skills and its given
system of pigeonholes that slots them. But dynamic conditions call for
change—new skills, new ways to slot them, and creative, cooperative
efforts on the part of multidisciplinary teams of professionals. And that
calls for another configuration, as we shall see in Chapter 12.

Dysfunctional responses

What responses do the problems of coordination, discretion, and innova-
tion evoke? Most commonly, those outside the profession—clients, non-
professional administrators, members of the society at large and their
representatives in government—see the problems as resulting from a lack
of external control of the professional and of his profession. So they do
the obvious: try to control the work with one of the other coordinating
mechanisms. Specifically, they try to use direct supervision, standardiza-
tion of work processes, or standardization of outputs.

Direct supervision typically means imposing an intermediate level ol
supervision, preferably with a narrow “’span of control”—in keeping with
the tenets of the classical concepts of authority—to watch over the profes
sionals. That may work in cases of gross negligence. The sloppy surgeon o1
the professor who misses too many classes can be “spoken to’”” or ultimate
ly perhaps fired. But specific professional activities—complex in execution

and vague in results—are difficult to control by anyone other than the

professionals themselves. So the administrator detached from the work
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to keep the lid on them—and to legislate against the most callous kinds of
professional behavior. But too much external control of the professional
work itself leads, according to Hypothesis 14, to centralization and formal-
ization of the structure, in effect driving the Professional Bureaucracy to
Machine Bureaucracy. The decision-making power flows from the opera-
tors to the managers, and on to the analysts of the technostructure. The
effect of this is to throw the baby out with the bathwater. Technocratic
controls do not improve professional-type work, nor can they distinguish
between responsible and irresponsible behavior—they constrain both
equally. That may, of course, be appropriate for organizations in which
responsible behavior is rare. But where it is not—presumably the majority
of cases—technocratic controls only serve to dampen professional
conscientiousness.

Controls also upset the delicate relationship between the professional
and his client, a relationship predicated on unimpeded personal contact
between the two. Thus, Cizanckas, a police chief, notes that the police
officer at the bottom of the pecking order in the “paramilitary structure” is
more than willing, in turn, “to vent his frustration on the lawbreaker”
(paraphrased by Hatvany, 1976:73). The controls remove the responsibility
for service from the professional and place itin the administrative structure,
where it is of no use to the client. It is not the government that teaches the
student, not even the school system or the school itself; it is not the hospital
that delivers the baby, not the police force that apprehends the criminal, not
the welfare department that helps the distraught family. These things are
done by the individual professional. If that professional is incompetent, no
plan or rule fashioned in the technostructure, no order from an administra-
tor can ever make him competent. But such plans, rules, and orders can
impede the competent professional from providing his service effectively.
At least rationalization in the Machine Bureaucracy leaves the client with
inexpensive outputs. In the case of professional work, it leaves him with
impersonal, ineffective service.

Furthermore, the incentive to perfect, even to innovate—the latter
weak at the best of times in Professional Bureaucracy—can be reduced by
external controls. In losing control over their own work, the professionals
become passive, like the operators of the Machine Bureaucracy. Even the
job of professional administrator, never easy, becomes extremely difficull
when there is a push for external control. In school systems, for example,
the government looks top-down to the senior managers to implement its
standards, and the professionals look bottom-up to them to resist the stan
dards. The strategic apex gets caught between a government technostruc
ture hungry for control and an operating core hanging on to its autonomy
for dear life. No one gains in the process.

Are there then no solutions to a society concerned about its Profes
sional Bureaucracies? Financial control of Professional Bureaucracies and
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