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HOW MANAG I N G AN D O RGAN IZATI O N S 
WILL HELP SUPPORT YOUR LEARNING

MANAGING AND ORGANIZATIONS: An Introduction to Theory and Practice offers a range of 
learning resources in the text and online designed to help you understand key management 
concepts and how to apply these in practice to help you go further in your studies.

as academics. In the past, they worked in circles that were largely self-referencing: 
if successful, they published a book or two, some academic papers and, if they 
were really successful, others would read them and cite them in their research. 
Times are changing. Academic researchers in all fields are increasingly expected 
not just to produce outputs in the way of publications but also to have an impact. 

Impact is usually defined in terms of having a positive effect on a specific sphere 
of practice beyond academia, including being able to demonstrate the contribution 
made to society and the economy (see Nutley et al., 2007). It is generally agreed that 
there are three main ways of making such an impact. Academic research can have 
an instrumental impact, influencing changes in policy, practices, and behaviour; it 
can have a conceptual impact, changing people’s knowledge, understanding, and 
attitudes towards social issues; or it can have an impact through capacity building 
where involvement in research develops the skills of those involved. The debates 
about impact are quite generic and are found in many OECD nations in recent 
years, as the costs of higher education and research funding have grown, so the 
clamour for demonstrations of relevance and impact have grown from politicians 
and the public. In the following article you can find an interesting account of how 
this debate has been addressed in the field of management, the field in which the 
work considered in this book seeks to make its impact.

EXTEND YOUR KNOWLEDGE 
In Jean Marie Bartunek and Sara Lynn Rynes’ (2014) ‘Academics and practitioners are alike 
and unlike: the paradoxes of academic–practitioner relationships’, Journal of Management, 
40 (5): 1181–1201, which is available at the companion website https://edge.sagepub.com/
managingandorganizations4, rather than seeing the academic–practitioner gap as essentially 
dichotomous they identify and suggest ways of working with the divide that foster research 
and theory building. Several diff erent tensions are associated with the gap, including diff ering 
logics, time dimensions, communication styles, rigour and relevance, as well as interests and 
incentives. Initiatives of national governments, ranking systems, and special issues of journals 
have exacerbated these gaps, which they suggest ways of bridging.

USING MANAGING AND ORGANIZATIONS
The basic themes of this text are now established. In this book, as we have fore-
shadowed, we will introduce you to the main lines of management and organization 
theory, and we will situate these in the major changes marking the present-day 
world. These, we will argue, make the ideal of the wholly rationalistic organization 
evermore difficult to believe in principle and secure in practice. However, most 
of what you will learn as a management student makes assumptions about the 
rationality of organizations and management. Organizations go to great lengths to 
try and ensure that stocks of knowledge are shared as widely as possible within 
the organization, as we will see in subsequent chapters, and do so in ways that 
are reflected in each of the subsequent chapters: 

 1. Managing the most basic organizational and managerial capability – how 
to achieve common sensemaking (Chapter 2).

 2. Creating induction programmes that socialize individuals into an organi-
zational frame of reference (Chapter 3).

ACADEMIC-PRACTITIONER 
RELATIONSHIPS

MANAGING PEOPLE IN ORGANIZATIONS14

Extend your knowledge offers 
guidance on further reading and links to 
stimulating papers from key SAGE journals 
on the topics covered. Provided free to you 
and your students via the interactive eBook and the 
SAGE edge site.

1
MANAGING AND ORGANIZATIONS 

IN CHANGING CONTEXTS
OPENING, THINKING, CONTEXTUALIZING

LEARNING OBJECTIVES

This chapter is designed to enable you to:

 • Appreciate the current contexts in which managing and organization occur

 • Identify the impact that changes in the contemporary world are having on managing

 • Provide a rough guide to the themes of the book

INTRODUCTION
We all learn to make sense of the situations we are in. However, just like a fast-flowing 
river, these situations are often changing in imperceptible ways. Before too long 
we find that the ways we have been using to make sense leave us out of our depth! 
Managers find that what they took for granted no longer helps them survive as 
well as it did in the past. Well-established techniques of the past, such as manage-
ment by rules and instructions, by oversight and surveillance, by command and 
control, on the part of hierarchical managers, are changing. When everyone can 
be connected to anyone everywhere, when the value basis of employees is shift-
ing radically, and when the organization laces itself over the globe and employs 
many of the diverse peoples that the globe has to offer, the old certainties are 
harder to hold. Today, more indirect techniques, such as managing in and through 
vision, mission, culture, and values, leading to a lot less imperative instruction 
and command and a great deal more dialogue and discussion, are fashionable: the 
switch is from ‘hard power’ in the form of imperative commands to ‘soft power’ 
in the form of getting people to do what we want them to do through indirect 
methods, such as induction into an organizational culture, training and strategy 
workshops, or leadership courses. 

We often refer to different paradigms when discussing systematic approaches 
to some practice. The term derives from its use in the history of science, where 
different paradigms or models for analysis have been identified at different periods 
(Kuhn, 1962). The term can have broader application, however, having spread 
to fields such as management (Clarke and Clegg, 1998). Academic paradigms 
are ways of theorizing about an activity such as physics; in business the idea of 
there being different paradigms applies to the spheres of business practice, such 
as management. For something to be a paradigm it must be accepted as an ideal 

Paradigm
A coherent set of 
assumptions, concepts, 
values, and practices that 
constitute a way of viewing 
reality for the community 
that shares them, especially 
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MANAGING AND ORGANIZATIONS 

IN CHANGING CONTEXTS
OPENING, THINKING, CONTEXTUALIZING

LEARNING OBJECTIVES

This chapter is designed to enable you to:

 • Appreciate the current contexts in which managing and organization occur

 • Identify the impact that changes in the contemporary world are having on managing

 • Provide a rough guide to the themes of the book

INTRODUCTION
We all learn to make sense of the situations we are in. However, just like a fast-flowing 
river, these situations are often changing in imperceptible ways. Before too long 
we find that the ways we have been using to make sense leave us out of our depth! 
Managers find that what they took for granted no longer helps them survive as 
well as it did in the past. Well-established techniques of the past, such as manage-
ment by rules and instructions, by oversight and surveillance, by command and 
control, on the part of hierarchical managers, are changing. When everyone can 
be connected to anyone everywhere, when the value basis of employees is shift-
ing radically, and when the organization laces itself over the globe and employs 
many of the diverse peoples that the globe has to offer, the old certainties are 
harder to hold. Today, more indirect techniques, such as managing in and through 
vision, mission, culture, and values, leading to a lot less imperative instruction 
and command and a great deal more dialogue and discussion, are fashionable: the 
switch is from ‘hard power’ in the form of imperative commands to ‘soft power’ 
in the form of getting people to do what we want them to do through indirect 
methods, such as induction into an organizational culture, training and strategy 
workshops, or leadership courses. 

We often refer to different paradigms when discussing systematic approaches 
to some practice. The term derives from its use in the history of science, where 
different paradigms or models for analysis have been identified at different periods 
(Kuhn, 1962). The term can have broader application, however, having spread 
to fields such as management (Clarke and Clegg, 1998). Academic paradigms 
are ways of theorizing about an activity such as physics; in business the idea of 
there being different paradigms applies to the spheres of business practice, such 
as management. For something to be a paradigm it must be accepted as an ideal 
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each chapter. They provide a map of 
the journey you are about to undertake 
within each topic area, the key ideas, 
their histories, present and future.
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Learning objectives give you a snapshot 
of what you will learn in each chapter.
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What would you do? 
features help you to 
develop your understanding 
of key concepts within each 
chapter. You are given mini 
cases and scenarios and asked 
‘What would you do?’ in this situation. In the eBook, 
Stewart and Tyrone also provide an example of 
what they would do via accompanying videos.

 3. Training individuals in teamwork and groupwork (Chapter 4).

 4. Hosting leadership development, coaching, and training for common 
understanding (Chapter 5).

 5. Building highly rationalistic HRM plans and seeking to implement them 
(Chapter 6).

 6. Emphasizing strong, common cultures (Chapter 7).

 7. Designing lots of rules to frame everyday behaviour in the organization 
and manage conflicts (Chapter 7).

 8. Managing organizational conflicts, so that the goal-oriented elements 
of organization can come to fruition, despite countervailing tendencies, 
schisms, and frictions in an organization (Chapter 8).

 9. Managing power, politics, and decision-making so that plans are imple-
mented, not resisted, and so sectional and specific interests are well 
aligned with rational plans (Chapter 9).

10. Communicating these rational plans, their culture, and other messages to 
organization members (Chapter 10).

11. Capturing all of what their members know and embedding it in manage-
ment systems as they try and practise organizational learning (Chapter 11).

12. Managing change, introducing and effectively using new technologies, 
and ensuring innovation (Chapter 12).

13. Incorporating new mandates arising from social issues and concerns 
articulated by new stakeholders and influential social voices, such as sus-
tainability, ethics, and corporate social responsibility (Chapter 13).

14. Implementing global management principles in the organization (Chapter 14).

15. Adjusting the structure of their organization to fit the contingencies it has 
to deal with, be they size, technology, or environment (Chapters 15).

16. Designing the organization in ways that seem best fit for purpose 
(Chapter 16).

17. Managing to manage globally, to manage globalization, and to deal 
with the added complexities that managing in a global world entails 
(Chapter 17).

SUMMARY
In this chapter we have staked out the territory that the book covers. We have dealt 
with nothing in depth – the rest of the book does that – but we have provided an 
indicative guide to the topics that we shall address subsequently. Managing and 
organizing is very dynamic – its world never stays still – so innovation, change, 
and tension are often characteristic of the way that events pan out. 

EXERCISES
1. Having read this chapter you should be able to say in your own words 

what each of the following key terms means. Test yourself or ask a 
colleague to test you.
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Chapter summaries review the main concepts and 
issues covered in the chapter so you can make sure 
that you are clear on what was covered, and why.

as academics. In the past, they worked in circles that were largely self-referencing: 
if successful, they published a book or two, some academic papers and, if they 
were really successful, others would read them and cite them in their research. 
Times are changing. Academic researchers in all fields are increasingly expected 
not just to produce outputs in the way of publications but also to have an impact. 

Impact is usually defined in terms of having a positive effect on a specific sphere 
of practice beyond academia, including being able to demonstrate the contribution 
made to society and the economy (see Nutley et al., 2007). It is generally agreed that 
there are three main ways of making such an impact. Academic research can have 
an instrumental impact, influencing changes in policy, practices, and behaviour; it 
can have a conceptual impact, changing people’s knowledge, understanding, and 
attitudes towards social issues; or it can have an impact through capacity building 
where involvement in research develops the skills of those involved. The debates 
about impact are quite generic and are found in many OECD nations in recent 
years, as the costs of higher education and research funding have grown, so the 
clamour for demonstrations of relevance and impact have grown from politicians 
and the public. In the following article you can find an interesting account of how 
this debate has been addressed in the field of management, the field in which the 
work considered in this book seeks to make its impact.

EXTEND YOUR KNOWLEDGE 
In Jean Marie Bartunek and Sara Lynn Rynes’ (2014) ‘Academics and practitioners are alike 
and unlike: the paradoxes of academic–practitioner relationships’, Journal of Management, 
40 (5): 1181–1201, which is available at the companion website https://edge.sagepub.com/
managingandorganizations4, rather than seeing the academic–practitioner gap as essentially 
dichotomous they identify and suggest ways of working with the divide that foster research 
and theory building. Several diff erent tensions are associated with the gap, including diff ering 
logics, time dimensions, communication styles, rigour and relevance, as well as interests and 
incentives. Initiatives of national governments, ranking systems, and special issues of journals 
have exacerbated these gaps, which they suggest ways of bridging.

USING MANAGING AND ORGANIZATIONS
The basic themes of this text are now established. In this book, as we have fore-
shadowed, we will introduce you to the main lines of management and organization 
theory, and we will situate these in the major changes marking the present-day 
world. These, we will argue, make the ideal of the wholly rationalistic organization 
evermore difficult to believe in principle and secure in practice. However, most 
of what you will learn as a management student makes assumptions about the 
rationality of organizations and management. Organizations go to great lengths to 
try and ensure that stocks of knowledge are shared as widely as possible within 
the organization, as we will see in subsequent chapters, and do so in ways that 
are reflected in each of the subsequent chapters: 

 1. Managing the most basic organizational and managerial capability – how 
to achieve common sensemaking (Chapter 2).

 2. Creating induction programmes that socialize individuals into an organi-
zational frame of reference (Chapter 3).

ACADEMIC-PRACTITIONER 
RELATIONSHIPS
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In practice features illustrate the relevance and 
significance of key concepts covered in the text 
with practical real-life examples.

Go further links to videos and online articles 
are scattered throughout the chapters, directly 
linking you to an array of websites, videos, 
news articles and journal articles to help 
broaden your understanding of each topic.

IN PRACTICE

Zara

In practice, Zara operates a vertically integrated demand and supply chain – a network 
of organizations that collaborate to deliver a product or service to an end-user or 

market. Zara studies its customers’ demand in the stores and tries instantly to modify 
just-in-time production schedules to meet the shifting patterns of demand. Zara’s design-
ers can ‘interpret’ the latest catwalk fashions from Paris, London, New York, or Milan 
and have them on the racks in three to five weeks. Zara uses IT to communicate directly 
with suppliers and designers in Spain. Shop managers use PDAs to check on the latest 
clothes designs and place their orders in accordance with the demand they observe in 
their stores. Zara’s speed is the secret of their success. 

What management and organization aspects of Zara’s business model help to make it so 
successful? Use the web to research the case. 

ORGANIZATIONS AS PROFESSIONAL INSTITUTIONS
In knowledge-intensive organizations that employ many professionals, such as 
universities, hospitals, high-technology firms, and R&D labs, it is often the pro-
fessional boundaries and identities that are most meaningful for the individual 
employee. Their identity might stem more from the profession they belong to 
than the organization they work in. They have a cosmopolitan rather than local 
orientation. 

Organizations in general are increasingly less idiosyncratic because they are 
subject to many similar institutional demands from their environment. As many 
organizations share the same environment of legislation and standards, they tend 
to end up looking very similar − they all have the same ISO standards in place, 
they all have to comply with EEO (Equal Employment Opportunity) legislation 
and OHSS (Occupational Health and Security) laws, and so on. Large consulting 
companies, for example, offer similar solutions to the various problems that large 
organizations face and so they end up with similar recipes: quality management, 
business process re-engineering, or knowledge management. As we will explore 
in Chapter 15, institutions make organizations less distinctive and more alike.

According to Scott (2001), one of the main scholars in the field, institutions 
are social structures that persist and endure and, in doing so, strongly shape the 
way that people, especially professionals, in organizations do the things they do. 
Institutions have been conceptualized as being made up of various elements. If the 
emphasis is on cognitive elements then we tend to talk of common mental maps 
or archetypes – ways of thinking, speaking, and acting – among professionals; if 
the emphasis is on more normative elements, then we focus on the informal rules 
and expectations that surround an institution, while regulative elements usually 
refer to either state regulation, often coercive in kind, prohibiting certain things, 
or more subtle regulation by institutionalized standards, such as ISO 9000. These, 
together with associated activities and resources, provide stability and meaning 
in our sense of the organization of work, business, and everyday life. 

Institutions are formed from habituated action that is routinely repeated. Of course, 
organizations never stay the same and game-changing organizations do emerge. 
Such organizations are often referred to as institutional entrepreneurs and may be 
either particular individuals or organizations. Examples would be Richard Branson 

MANAGING SENSEMAKING 31

 • The organization is not time and motionless: changes will occur 
as organizations revise their practices intermittently in the light of 
experience.

 • The organization will be future oriented, as the members of the organi-
zation seek to achieve a desired and planned future. Often this future 
will be expressed in terms of key performance indicators or targets. 

 • The organization will employ hierarchy and a division of labour to 
create distinct and related roles that are laterally separated and strat-
i� ed vertically. A hierarchy is a systematic arrangement of powers of 
command and control with reciprocal obligations of obedience and 
consent lodged in those being managed.

 • Responsibilities are de� ned for actions, roles, and responsibilities that 
are revised in the light of experience as future actions unfold. 

 • As future action unfolds, the preferential weighting of actions, roles, 
and responsibilities is systematically revised by programmes of change 
management or organization reform.

Behind all organization roles, relations, and responsibilities are rules: organiza-
tions are built on rules. Rules provide for rationality. A rule tells how things have 
been done in the past and how they should be done in the future. If organizations 
follow rules it is thought that they will minimize opportunities for error. Rules 
protect organization members; they ensure rationality. We may say that there are 
two main types of rules: those that are constitutive of an activity, such as scor-
ing a goal in soccer or netball or closing a sale in retail; there are those that are 
preferential, such as not being yellow-carded for fouling or being courteous to a 
customer. The constitutive roles define the point of the activity; the preferential 
rules define how, preferably, the activity should be undertaken.

WHAT WOULD YOU DO?

Think back to the last organization that you were a member of or are still a member of. It 
could be a work organization, a religious organization, a social or a sporting organization. 

Any organization will do for the purposes of the exercise. 
Now think about the rules that the organization practised – both formally and informally. 

Which rules are preferential and which are constitutive? What would you do if you were in a 
position to mandate the rules? Which ones would you change, delete, add? 

Brunsson (2006: 13), a leading European management thinker, suggests that 
organizations are guided in their actions by both formal instructions and direc-
tives but also by informal rules. Additionally, as Brunsson (2006: 14) suggests, 
experience-based learning and imitation will also play a role. Experience often 
tells us how to short cut rules that we find inconvenient. We follow the rule but, 
on reflection, think that there is a better way of doing it. Learning to drive is like 
this – when you pass the driving test you have to ‘do driving according to rule’ in 
a way that you will probably never do as you become a more experienced driver, 
and your driving becomes more fluid. But rules can sometimes make us reconsider 
experience. So you drive without risk or danger on a country road a little above 
the speed limit because you are an experienced and safe driver and there is little 

MANAGING SENSEMAKING 23

00_Clegg et al_Prelims.indd   18 10/12/2015   11:19:25 AM



ADDITIONAL RESOURCES
 • If you want to � nd out more about ‘sensemaking’, then the key 

resource is Weick’s (1995) book, Sensemaking in Organizations. It is 
not an introductory book, though, and may be hard going if you are 
new to this subject. An easier source is the entry in Clegg and Bailey 
(2008) The Sage International Encyclopedia of Organization Studies.

 • The Swedish theorist, Nils Brunsson, has written three excel-
lent books on problems with the rational model of organizations. 
These are The Irrational Organization (1985), The Organization of 
Hypocrisy (1989), and Mechanisms of Hope (2006). Together they form 
a remarkable trio of organization analysis at its best. Again, however, 
they are not for the introductory student. There is also an interview 
with Nils Brunsson at the companion website: https://edge.sagepub.
com/managingandorganizations4e

 • Rational choice theory is dissected economically and clearly by Zey 
(2008a).

 • A good overview of approaches to understanding and sensemaking 
in organizations is provided by Sandberg and Targama (2007), in 
Managing Understanding in Organizations.
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Additional resources  offer a selection of 
handpicked resources such as novels, texts, movies, 
music, and other forms of media that explain and 
expand upon chapter contents.

means accomplishing organization in action. If rules are not followed, if routines 
are not repeated, if standards are not reproduced, then the organization is not being 
achieved in the terms that those who seek to control think it should be. Contrary 
to much conventional thinking, lack of control may not be such an error. Creativity 
and innovation rarely come only from following rules or orders: it is often the 
exclusion of error, according to plans, that makes organizations more fallible and 
likely to fail, precisely because they have minimized opportunities for learning. 

For the individual, becoming an employee in an organization means renouncing 
some degree of freedom of choice and freedom of sensemaking. As the old adage has 
it, you have to fit in – and organizations will go to great lengths to try and ensure 
that you do, from selection, through training, to performance-related pay. Much of 
HRM is oriented to achieving desired organizational behaviour. As an employee, you 
have to make sense on terms that are largely prescribed for you – and for those who 
are managing you and those whom you are managing. There will always be areas of 
agreement and areas of conflict and some things that just do not make much sense. 

Managers use many artifacts with which to manage: organization charts, 
standards, routines, rules, technologies, and, above all, formally planned and pre-
scribed ways of relating to and using all these devices. Because of sensemaking 
they may actually use these devices in creative and different ways. The devices 
used by managers do not prescribe what management does: managers choose 
how they will use what they use and what they seek to position it as meaning, 
just as do all those other people in and around their organizations – subordinates, 
colleagues, rivals, suppliers, customers, etc., who have an interest in the situation 
being defined and managed.

Sensemaking is always more problematic when situations are changing rapidly 
and their definition is contested or unclear. The world of organizations is changing 
rapidly at the present time such that ever since the development of new digital 
technologies, particularly the Internet in the mid-1990s, writers have been noting 
that paradigms of management were changing (Clarke and Clegg, 1998). In this 
book we focus not only on new technologies but also on changing international 
divisions and specialization in the production of goods and services, and the skill 
implications of these for managers; we also look at the effects of globalization 
and the increased diversity that this creates for organizations to manage; also, 
we consider the role of changing values, particularly those concerning corporate 
social responsibility and sustainability, values often held dearly by the younger 
generations, and consider what it means to manage in a world that is not only 
speeding up but becoming evermore integrated. All these trends are deeply cor-
rosive of traditional modes of organization.

EXERCISES
1. Having read this chapter you should be able to say in your own words 

what each of the following key terms means. Test yourself or ask a col-
league to test you.

 ¢ Managing 

 ¢ Identity 

 ¢ Technologies

 ¢ Rationality

 ¢ Values

 ¢ Hierarchy 

 ¢ Organizations 

 ¢ Metaphors

 ¢ Sensemaking

2. Why do organizations seek to forge common sensemaking?
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Innovative case studies at the end 
of each chapter include questions 
designed for reflective learning and 
the reinforcement of key concepts.

End of chapter exercises provide group and 
individual based exercises designed to deliver 
practical and reflective learning on key issues, 
concepts, and phenomena covered in each chapter.

TEST YOURSELF
Review what you have learned by visiting: 
https://edge.sagepub.com/managingandorganizations4e or your eBook

 ¢ Test yourself with 
multiple-choice questions

 ¢ Revise key terms with the 
interactive fl ashcards 

CASE STUDY
In a by now famous article in the Administrative Science Quarterly by Karl Weick, you will 
read about a bush fire that killed 13 firefighters. 

The heart of the story as Weick retells it is this: 
On 5 August 1949, at about 4 p.m., 15 smoke jumpers – trained fi refi ghters but new to one 

another as a group – parachuted into Mann Gulch. The crew’s leaders originally believed that 
the blaze was a basic ‘ten o’clock fi re’, meaning that the crew would have it under control by 
10 the next morning. Instead, the fi re exploded and forced the men into a race for their lives.

The Mann Gulch fi re may seem to be a distant tragedy, but Maclean’s exploration of 
the event touches on many questions of deep signifi cance for readers today. For those of 
us concerned about leadership in organizations, the episode illuminates problems facing 
corporate leaders. Increasingly, corporate work unfolds in small, temporary outfi ts where the 
stakes are high, turnover is chronic, foul-ups can spread, and the unexpected is common. As 
we will see from what follows, minimal organizations, exemplifi ed by the crew at Mann Gulch 
and found at a growing number of businesses, are susceptible to sudden and dangerous 
losses of meaning.

The fi re at Mann Gulch probably began on 4 August when lightning set a small fi re in a 
dead tree. The temperature reached 97 degrees the next day and produced a fi re danger 
rating of 74 out of a possible 100, indicating the potential for the fi re to spread uncontrollably. 
When the fi re was spotted by a lookout on a mountain 30 miles away, 16 smoke jumpers were 
sent at 2:30 from Missoula, Montana, in a C-47 transport plane. (One man became ill and 
didn’t make the jump.) A forest ranger posted in the next canyon, Jim Harrison, was already 
on the scene trying to fi ght the fi re on his own.

Wind conditions that day were turbulent, so the smoke jumpers and their cargo were 
dropped from 2,000 feet rather than the usual 1,200. The parachute connected to their 
radio failed to open, and the radio was pulverized as it hit the ground. But the remaining 
crew and supplies landed safely in Mann Gulch by 4:10. The smoke jumpers then collected 
their supplies, which had scattered widely, and grabbed a quick bite to eat.

While the crew ate, foreman Wagner Dodge met up with ranger Harrison. They scouted 
the fi re and came back concerned that the thick forest near which they had landed could 
become a ‘death trap’. Dodge told the second-in-command, William Hellman, to take the crew 
across to the north side of the gulch, away from the fi re, and march along its fl ank toward the 
river at the bottom of the gulch. While Hellman did this, Dodge and Harrison ate a quick meal. 
Dodge rejoined the crew at 5:40 and took his position at the head of the line moving toward 
the river. He could see fl ames fl apping back and forth on the south slope as he looked to his 
le� . Then Dodge saw that the fi re had suddenly crossed the gulch about 200 yards ahead 
and was moving toward them. He yelled at the crew to run from the fi re and began angling 
up the steep hill toward the bare ridge of rock.

TEST YOURSELF

KARL WEICK ARTICLE
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 ¢ Paradigms 

 ¢ Outsourcing 

 ¢ ‘Flat’ paradigm

 ¢ Supply chains

 ¢ Globalization 

 ¢ Digitalization 

 ¢ Organizations 

 ¢ Theory–practice gap

 ¢ Generation X and Y 

 ¢ Values

2. Why do organizations become globalized?

3. What do you think are the major changes that are shaping the contempo-
rary world and what do you think their impact is on management?

TEST YOURSELF
Review what you have learned by visiting: 
https://edge.sagepub.com/managingandorganizations4e or your eBook

 ¢ Test yourself with 
multiple-choice questions

 ¢ Revise key terms with the 
interactive fl ashcards 

CASE STUDY
This is a very simple case study to get you started. Think about the last organization that 
you were a member of for some time. It might have been a school, a church, or an employing 
organization. What were its main routines? How were these organized in terms of some of 
the factors that might frame organizations? Think about factors such as how standardized, 
timetabled, or ritualized the fl ows of time and organizational eff ort were in the organization 
in question. What were the characteristic markers of identity of the diff erent people and 
groups in the organization? What were the goals of the organization?

ADDITIONAL RESOURCES
If you want to know more about the major changes shaping the contemporary 
world of business you could take a look at Clarke and Clegg’s (1998) Changing 
Paradigms. It is dated now, but still has several interesting points to make about 
globalization, digitalization, and so on. This book is not too difficult for the 
introductory student.
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Test yourself with multiple choice 
questions and flashcards of glossary 
terms available via the interactive eBook 
as well as the SAGE edge site.
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HOW TO USE THE INTERACTIVE EBOOK
To further support your learning journey this book comes with 12 months free access to an 
interactive eBook so you can study how, where and when you want. To access the eBook a 
unique access code for VitalSource Bookshelf® has been provided on the inside front cover 
of this book. This allows you to access the book from your computer, tablet or smartphone. 
You can also make notes and highlights that will automatically sync across all your devices. 

Interactive icons appear throughout the book to let you know when extra online resources 
are available. To access these just login to your interactive eBook and click on the icon, or 
visit https://edge.sagepub.com/managingandorganizations4e to access these resources via 
SAGE edge. 

What would you do? videos of Stewart and Tyrone debating what they 

would do in the scenarios outlined in the text and providing useful pointers 

for your own decision making

Links to journal articles provide useful readings to help you delve deeper 

and support your assignments

Links to key organizations’ websites and online articles help you to go 

further and expand your understanding

Watch online videos to get a better understanding of key concepts and 

provoke in-class discussion

Interactive quizzes at the end of every chapter help you to test your 

knowledge and prepare for your exams
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LECTURER SUPPORT
The interactive eBook is also a great resource for lecturers. The eBook is compatible with 
select Learning Management Systems and allows you to integrate content from the eBook 
and companion website into your university learning environment. To find out more contact 
your local SAGE sales representative.

This book also offers a range of instructor-only resources on SAGE edge, including:

 • Tutor’s guide: provides insights into how to use the book in your own teaching, as 
well as how you might use the exercise and case studies found in the book;

 • PowerPoint slides: for each chapter that you can use in class. These can be adapted 
and edited to suit your own teaching styles and needs;

 • Testbank: offers a wide range of multiple-choice, short- and long-answer assess-
ment questions, complete with model answers;

 • Additional case studies: aid the quality of the learning experience for students.
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Praise for the Third Edition
‘This is an exciting book. It covers the most important concepts in good currency. 
The coverage is based on the best and most relevant research. It connects with 
practical problems. It is written in language that is clear and accessible. It contains 
innovative exercises to help the readers expand their knowledge beyond simply 
reading this book.’

Chris Argyris, James B. Conant Professor Emeritus, Harvard University and Monitor Group

‘This is truly the most exhaustive textbook on organization and management 
that ever existed. It conveys complex messages avoiding complicated style; it 
moves gracefully between the summaries of theories and examples from prac-
tice, between models to imitate and errors to be avoided, between micro and 
macro lenses applied to organizational phenomena. While obviously meant as a 
travel guide – a thorough and detailed manual for the beginners, it offers many 
unexpected insights and pearls of wisdom even for the most seasoned travelers 
interested in knowledge of and about management.’

Barbara Czarniawska, M.A., E.D., Professor of Management Studies, Göteborg University

‘Managing and Organizations succeeds at being practical and honest in its 
treatment of working in and with organizations. It challenges students to build 
their competencies and insights step by step while deepening their awareness of 
opportunities for genuine achievement while working through workplace conflicts 
and politics.’

Denise M. Rousseau, H. J. Heinz II Professor of Organizational Behavior and Public Policy, 
Director, Project on Evidence-based Organizational Practices, Carnegie Mellon University

‘A textbook on managing thinking and practice that takes the reader into “real life”, 
within and outside organizations. It is conceived as a travel guide that allows to 
connect and make connections between what is already known and what may be 
discovered and enjoyed during the voyage. It is friendly and challenging, simple 
and complex at the same time. And, most important, it is faithful: it delivers what 
is promised in the first lines of its introduction.’

Silvia Gherardi, University of Trento, Italy

‘Here it is, the second edition of one of the best and most intriguing introductions 
to the complex processes of managing in organizations to be written in the past 
decade … It offers a perfect mix of practical information and well-thought-out 
and challenging theoretical insights, which will help the reader to reflect critically 
on the complex processes of managing and organizing.’

Hans Doorewaard, University of Nijmegen, The Netherlands

‘The book is up-to-date yet historically grounded. It is easy to read yet richly 
textured. It maps the territory of organizational studies in clear and useful ways. 
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Its lively format, excellent examples, and topical coverage make it a unique and 
highly relevant text for becoming a thoughtful practitioner of organizations.’

Jane Dutton, Robert L. Kahn, Distinguished University Professor of Business Administration 
and Psychology, University of Michigan

‘The book is a true pleasure to read! It is an excellent “travel guide to the world of 
management”, not only because of its wealth of detailed information and insight, 
but also because it makes you want to travel! Don’t leave home without it! And 
if you don’t go, read it at home!’

Kristian Kreiner, Professor, Copenhagen Business School, Department of Organization, and 
Director, Center for Management Studies of the Building Process, Realdania Research

‘Managing and Organizations is a real adventure … it is a novel, innovative and 
unconventional textbook, which will not only inform but will also entertain … 
a real must in understanding the process of management and organizational 
behavior.’

Professor Sir Cary L. Cooper, CBE, Professor of Organizational Psychology and Health at 
Lancaster University Management School, and Editor in Chief of the Blackwell Encyclopedia 

of Management

‘Critical and practical, scholarly and aesthetically enjoyable … Students on Master 
courses and reflective practitioners will find insight, inspiration and encouragement 
to think differently about what has been seen as a pretty dry area. What more 
could be expected of a learning and teaching resource?’

Richard Weiskopf, Department of Organization and Learning, School of Management, 
Innsbruck University

‘Most textbooks discuss in vitro organizations: bloodless, lifeless, distorted and 
inanimate, hence ready for study and dissection. This volume is different. Written 
as a “realist’s guide to management”, it pictures organizations as they are in the 
“real world”: alive, paradoxical, emotional, insecure, self-confident, responsible, 
irresponsible. This book, in other words, contains life, the life of organizations. 
To read this book is to live that life.’

Miguel Pina e Cunha, Universidade Nova de Lisboa

‘In an age where there is saturation of textbooks on Managing and Organizing, 
particularly due to their limited impact on management practice, this book pro-
vides a truly refreshing perspective.’

Elena Antonacopoulou, Professor of Organizational Behaviour, University of Liverpool 
Management School

‘This book is both scholarly and fun. It may even give textbooks a good name! I 
thoroughly recommend it to all students and lecturers who want something more 
enjoyable, insightful and enduringly satisfying than McManagement takeaways or 
force-fed ivory tower correctness.’

Richard J. Badham, Professor of Management, Macquarie Graduate School of Management

PRAiSE fOR THE THiRd EdiTiON xxiii
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1
MANAGING AND ORGANIZATIONS 

IN CHANGING CONTEXTS
OPENING, THINKING, CONTEXTUALIZING

LEARNING OBJECTIVES

This chapter is designed to enable you to:

 • Appreciate the current contexts in which managing and organization occur

 • Identify the impact that changes in the contemporary world are having on managing

 • Provide a rough guide to the themes of the book

INTRODUCTION
We all learn to make sense of the situations we are in. However, just like a fast-flowing 
river, these situations are often changing in imperceptible ways. Before too long 
we find that the ways we have been using to make sense leave us out of our depth! 
Managers find that what they took for granted no longer helps them survive as 
well as it did in the past. Well-established techniques of the past, such as manage-
ment by rules and instructions, by oversight and surveillance, by command and 
control, on the part of hierarchical managers, are changing. When everyone can 
be connected to anyone everywhere, when the value basis of employees is shift-
ing radically, and when the organization laces itself over the globe and employs 
many of the diverse peoples that the globe has to offer, the old certainties are 
harder to hold. Today, more indirect techniques, such as managing in and through 
vision, mission, culture, and values, leading to a lot less imperative instruction 
and command and a great deal more dialogue and discussion, are fashionable: the 
switch is from ‘hard power’ in the form of imperative commands to ‘soft power’ 
in the form of getting people to do what we want them to do through indirect 
methods, such as induction into an organizational culture, training and strategy 
workshops, or leadership courses. 

We often refer to different paradigms when discussing systematic approaches 
to some practice. The term derives from its use in the history of science, where 
different paradigms or models for analysis have been identified at different periods 
(Kuhn, 1962). The term can have broader application, however, having spread 
to fields such as management (Clarke and Clegg, 1998). Academic paradigms 
are ways of theorizing about an activity such as physics; in business the idea of 
there being different paradigms applies to the spheres of business practice, such 
as management. For something to be a paradigm it must be accepted as an ideal 

Paradigm
A coherent set of 
assumptions, concepts, 
values, and practices that 
constitute a way of viewing 
reality for the community 
that shares them, especially 
in an intellectual discipline, 
in which the views are 
widely shared as a result 
of training and induction 
into the methods of the 
discipline. In more mature 
disciplines, there is usually 
a single dominant or normal 
paradigm, whereas less 
developed disciplines 
are characterized by a 
plurality of paradigms 
because there is a lack of 
shared agreement on what 
the discipline entails.
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example and exemplar, something that shows people how to practice something. 
Hence, there is an element of fashion to management paradigms – they frame 
what is thought of as legitimate ways to conduct business at any given time.

CHANGING PARADIGMS

ORGANIZATIONS AND TECHNOLOGICAL CHANGES 
The shift to a world in which digital capabilities enable elements of organizational 
practices to be moved offshore has led to the spectacular rise of Bangalore in India, 
as well as other places, as an IT and call centre ‘district’. Often when you phone 
the help desk of an organization that you are dealing with you will be speaking to 
someone from a region of the global economy in which English-language skilled 
graduates are available to work at rates much lower than in the country in which 
the organization is headquartered. Since it is much cheaper to live somewhere 
with a much lower standard of living, employers are able to pay far less. They 
outsource work to third-party organizations in cheaper labour zones.

Outsourcing involves contracting the provision of certain services to a third-party 
specialist service provider rather than seeking to deliver the service from within 
one’s own organization. Usually, outsourcing is entered into to save costs and to 
deliver efficiencies and productivity benefits. By not concentrating on services and 
tasks that are peripheral to the main business, an organization can better focus on 
those things it needs to do well while leaving the peripheral tasks to organizations 
that specialize in the delivery of those services. Often, areas such as HRM, catering, 
IT, and equipment and facilities maintenance are outsourced. Outsourcing may not 
necessarily entail moving some subset of operations to another country. Instead, it 
may be that some elements of what an organization regards as non-core business 
are hived off to a specialist contractor that concentrates on doing the outsourced 
activity efficiently, at the lowest costs, and to a contracted standard. Outsourcing 
is not a new phenomenon: in major production industries such as automotives, 
the outsourcing of initially non-core and latterly core functions and services has 
been progressively used since the 1930s (Macaulay, 1966). 

The development of outsourcing, burrowing away at the innards of orga-
nizations, hollowing them out, and networking them into other organizations’ 
capabilities and competencies, has accelerated in organizations since the late 
twentieth century. The imperative to outsource – as distinct from the opportunity 
to do so – was a result of globalization and increased competition, leading to a 
continual need to improve efficiency and to increase service levels. Thus, vertically 
integrated services were no longer seen as the best organizational arrangements 
for gaining competitive advantage. Extending the organization’s capabilities, 
whether core or non-core, to a third party, became synonymous with efficient 
and effective management. Outsourcing became fashionable. 

Many new industries have developed on the back of the digital revolution, often 
referred to as knowledge-intensive industries, those which we find at the forefront 
of contemporary global competition, such as Google, IBM, Microsoft, and Dell. In 
these organizations we find new organizational forms that challenge the older, more 
bureaucratic structures of the past, structures that we will explore in Chapter 15. 

Digital capabilities have transformed the world – some journalists such as 
Friedman (2005), of the New York Times, suggest that digital capabilities have 
made the world ‘flat’ – by which he means that advances in technology and 
communications now link people all over the globe. In part this explains the 

Outsourcing
occurs when an 
organization decides to 
contract a service provider 
who specializes in a 
particular area of service 
provision to do more 
economically and efficiently 
something that it previously 
did itself, such as catering, 
cleaning, maintenance, or IT.
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rapid development of India and China, and the growth of global businesses that 
exploit the opportunities of the Internet to create and design goods and services 
on a 24/7 cycle – globally – taking advantage of different time zones to work 
on accounts, data, and designs seamlessly. The world has sped up to a state of 
immediacy: any reader of this book would know how to find its authors’ email 
addresses in a matter of seconds. 

MANAGING TECHNOLOGICAL CHANGES
Shorter life cycles, virtual connectivity, and disaggregation spell many changes 
in ways of managing. The dominant trend is an increasing separation of routine 
processes from more essential work, which is often reflected in a spatial divi-
sion of labour. Thus, for instance, as we will see in Chapter 16, in call centres 
the work is as routine and scripted as in any work process designed in an early 
twentieth-century bureaucracy by one of F. W. Taylor’s scientific managers (see 
Chapters 14 and 15). The means for storing the rules may have shifted from paper 
to software and the nature of the work may be less physical, but there are still 
essential similarities. 

There are consequences for other jobs when much of the routine is extracted 
and repositioned elsewhere. The remaining core staff – rather than those that 
are peripheral – will need to be more skilled than before. They will be working 
in technological environments subject to rapid and radical change. New com-
petencies and skills will be required. Managing will mean more developmental 
work oriented to renewing staff’s specific skills and general competencies 
rather than seeing that they follow the rules, issuing imperative commands, 
and generally exercising authority. Managing will mean negotiating the use and 
understanding of new technologies, contexts, and capabilities, and facilitating 
the understanding of those who will be operating with the new tools and envi-
ronments. Changing technological paradigms mean that managers must be able 
to make sense of the new technology for all those who will use it. Sandberg and 
Targama (2007: 4) note, citing Orlikowski’s (1993) influential work on Japanese, 
European and US firms, that many technology implementation projects fail 
because of what the employees do – or do not – understand.

Traditionally, organizations were neither very responsive nor flexible because 
of their bureaucratic nature, as we will see in Chapter 14. They had tall hierarchi-
cal structures, relatively impermeable departmental silos, and many rules. Such 
organizations offered little incentive for innovation and, typically, innovation was 
frowned on because precedents went against the rules. Such organizations could 
hardly be responsive – they were not designed to be. 

More responsive organizations should have employees who are capable of 
problem solving rather than having to refer any problem, deviation, or precedent 
to a higher authority. Such people need to be trained and engaged in styles of 
managing and being managed that reinforce empowerment, using far more positive 
than negative approaches to power, as we will see in Chapter 9.

New technologies attach a premium to a flexible, timely approach to customer 
requirements. In order that such flexibility can exist in an organization it has to 
be premised on ways of managing employees that allow them to be responsive 
to customer requirements in developing products and services. As we will see 
in Chapters 14 and 15, the critique of bureaucracy has been particularly acute in 
the areas of public sector management. Especially in the Anglo-Saxon countries, 
from the 1980s onwards, the extensive adoption of strategies of deregulation, 
privatization, and contracting out, often on the back of significant changes in 
technology, have led to profound changes in the nature of public sector work. 

MANAGING ANd ORGANIZATIONS IN ChANGING CONTExTS 9
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Something known as new public management (Osborne and Gaebler, 1992) 
has had a profound impact on the public sector, in the public (or civil) service, 
education, universities, and health care, especially. The clarion call has been for 
more entrepreneurial managers and less rule following. Whether this is a good or 
bad thing has been the subject of lively debate, which we discuss in Chapter 15. 

CHANGING RELATIONS OF SERVICE AND PRODUCTION
Look at your computer; check the clothes you are wearing; what about your shoes? 
Where do your things come from? Bet they were made in several countries and 
none of them may be where you live. Bet also that China was one of the countries. 
Today, ‘Made in China’ is a ubiquitous label – we find it on virtually any manufac-
tured product that we are likely to wear or use in the office or home. 

Supermarkets such as Walmart represent the end of a supply chain that invariably 
starts somewhere in China. The concentration of much global manufacturing in 
China is a relatively recent phenomenon, which really gathered pace in the 1990s. 
Just as much of service work has been disaggregated into lower value-adding 
elements such as call centres that can be located anywhere, much of what was 
once produced by a domestic blue-collar labour force in the heartlands of Europe 
or the USA, is now produced globally, often in China. 

One consequence of the shifting international division of labour is that 
employment and organizations in the developed world are increasingly based 
on the production of services rather than goods. Material things – such as 
computers, clothes, and household goods – are being produced in the devel-
oping world while the most developed parts of the world economy switch to 
services, such as financial services. One consequence is that the nature of 
work and organizations is changing rapidly in both worlds. In the developing 
world peasants are rapidly becoming factory workers; in the developed world 
there has been an explosive growth in what is referred to as knowledge work, 
done by knowledge workers in knowledge-intensive firms. Chief among these 
are IT firms (Alvesson, 1995; Starbuck, 1992), global consultancy, law, and 
accounting firms, as well as the universities, technical colleges, and schools 
that produce the new knowledge workers. 

SHIFTING LOCATIONS; SHIFTING MANAGING
An increase in knowledge-intensive work means that organizations have to 
employ – and manage – different kinds of employees. Brains not brawn, men-
tal rather than manual labour, are the order of the day. Employees need to be 
capable of working with sophisticated databases, software, and knowledge man-
agement systems. These have to be related to customer requirements often on a 
unique and tailored basis that deploys a common platform while customizing it for 
specific requirements. Thus, technical and relational skills will be at a premium. 

Knowledge-intensive work, according to Alvesson’s (2004) research, depends 
on much subtle tacit knowledge as well as explicit mastery. In such a situation, 
working according to instruction and command will not be an effective way of 
managing or being managed, especially where the employee is involved in design 
and other forms of creative work on a team basis, often organized in projects. In 
such situations, increasingly common in contemporary work, ‘because of the high 
degree of independence and discretion to use their own judgment, knowledge 
workers and other professionals often require a leadership based on informal peer 
interaction rather than hierarchical authority’ (Sandberg and Targama, 2007: 4). 
As we will explore in Chapters 5 and 6, some of the old theories and approaches 
to leadership and project work need updating. 

MANAGING PEOPLE IN ORGANIZATIONS10
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GOING GLOBAL
Digital technologies and a growing international division of labour between econo-
mies specialized in services and production make the world economy increasingly 
globalized. Competition is based less on traditional comparative advantage as a 
result of what economists call ‘factor endowments’, such as being close to raw 
materials, and more on competitive advantages that arise from innovation and 
enterprise. IT means that enterprise and innovation can now be globally orga-
nized. No industry is more indicative of this than the financial services industry, 
where firms such as American Express, Citicorp, and HSBC span the globe. These 
multinational behemoths operate as integrated financial services providers almost 
everywhere. Global competition goes hand in hand with outsourcing in industries 
such as these, as such firms exploit technology to disaggregate ‘back-office’ routine 
functions and locate them in cheaper labour markets, as we discuss in Chapter 17. 

The rise of India and especially China has seen a major restructuring of the 
global economy. As Martin Jacques said in 2010 in a TED Talk on ‘Understanding 
the rise of China’:

The world is changing with really remarkable speed … in 2025 … Goldman 
Sachs projections suggest that the Chinese economy will be almost the same 
size as the American economy … [By] … 2050, it’s projected that the Chinese 
economy will be twice the size of the American economy, and the Indian 
economy will be almost the same size as the American economy. And we 
should bear in mind here that these projections were drawn up before the 
Western financial crisis.

Jacques makes the point that for 200 years Europe and North America dominated 
the global world but that now, with the awakening into capitalist development of 
countries such as China and India, who between them have over one third of the 
global population, as well as other newly emerging states such as Indonesia and 
Brazil, civilizations and cultures that have for the past 200 years been marginal 
and minor players on the world stage are now at its centre. If the future managers 
reading this book want to have stimulating and successful careers in the future 
they are as likely to be forged in these countries as in Europe or North America. 
The managers that you will become will have to be truly global in experience 
and outlook.

MANAGING GLOBALLY
Doing business internationally in real time, enabled digitally, produces ample 
opportunity for cultural faux pas and misunderstanding. Work groups may be 
working in serial or in parallel with each other on projects that are networked 
globally. Global organization means managing diversity: it means developing appro-
priate ways of managing people who may be very different from each other – from 
different national, ethnic, religious, age cohort, educational achievement levels, 
social status, and gender backgrounds (Ashkenasy et al., 2002). One consequence 
of globalization and diversity is that HRM must be both increasingly international 
and equipped to deal with diversity, as we will see in Chapter 6.

Diversity is increasingly seen as an asset for organizations: people with diverse 
experiences can contribute more varied insights, knowledge, and experience than 
can a more homogeneous workforce. (In the terms that we use in Chapter 10 we 
can say that it is a good thing to introduce more polyphony into organizations but 
it can also introduce more conflict: see Chapter 8.) An evident reason is that if a 
business wishes to sell globally it must understand all the specificities of the local 

UNDERSTANDING THE 
RISE OF CHINA 
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markets into which it seeks to trade. One good way of doing this is to ensure that 
the organization has employees that understand that market. Moreover, in certain 
markets, such as the Middle East, where etiquette and rituals are of considerable 
importance in everyday interactions, it is enormously beneficial to have employees 
who do not have to learn through making costly mistakes because they have an 
intuitive understanding. Moreover, as we will see in Chapter 14, organizations 
whose members are not representative of the populations the organizations draw 
on and serve risk being seen as discriminatory in their recruitment policies. There 
are ethical issues concerned in managing diversity as well. 

CHANGING CONCEPTIONS OF TIME AND SPACE 
Technological developments such as the Internet and other telecommunications 
seem to make the whole world something that can be present here and now – as 
users of Google Earth no doubt know. Email can fly around the world in seconds, 
as quite a few people can testify who have pressed the send button inadvertently 
on something they might have preferred not to share globally. 

While time and space are two fundamental coordinates of the way we relate 
to the world, the ways in which we make this representation are not fundamental 
but socially constructed. The earliest concerns of modern global management 
were with the centrality of clock time in the time and motion studies of F. W. 
Taylor. Indeed, in these studies the central motif was that of time–space relations, 
as we will see in Chapter 14. Stopwatches measured in terms of microseconds to 
prescribe ways of doing tasks. Space was rigidly defined in order to maximize the 
speed of work. These notions of space and time as phenomena under strict orga-
nizational control are hardly relevant in the age of the Internet. With a computer, 
camera, and broadband connection any organization member can simulate imme-
diacy with anyone anywhere in the world similarly equipped. In such a situation 
time and space are eclipsed. Organizations can be global, navigating anywhere. 

MANAGING TIME AND SPACE
Immediacy through the eclipse of space presents problems. Work is much more 
accountable and transparent as others can be online anytime, anywhere, challeng-
ing the understandings that the other has developed. Often these understandings 
will be embedded in a sense made in a cultural, linguistic, religious, ethnic, and 
age and gendered context that is simply foreign to partners elsewhere. Great 
cultural sensitivity, as well as a capacity to handle circadian rhythms, is needed 
in the interest of global business. In such contexts there will be a great deal of 
doing by learning as managers seek to make sense of others whose cues are not 
only unfamiliar but often mediated by the limitations of Internet communication. 
Managing communication in these circumstances poses especial challenges, as 
we will see in Chapter 10.

CHANGING DEMOGRAPHICS, CHANGING VALUES
The era from the 1960s onwards has been dominated by the ‘boomer’ generation, 
who are now slowly moving out of the workforce, to be replaced with people 
drawn from Generation X and Y. Generation X, broadly defined, includes anyone 
born from 1961 to 1981. In the West, Generation X grew up with the Cold War as 
an ever-present backdrop. During their childhood they saw the dismantling of the 
post-war settlement and the advent of neo-liberal economics (such as Thatcherism) 
and the collapse of communism. They often grew up in single-parent households, 
without a single clear or guiding moral compass. They had to negotiate the hard 
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years of global industrial restructuring when they were seeking their first jobs; 
they experienced the economic depression of the 1980s and early 1990s; and saw 
the decline of traditional permanent job contracts offering clear career structures. 
Instead of careers they were invited to accept insecure short-term contracts, 
unemployment, or junk jobs in McDonaldized organizations, or get educated. 
Many of them ended up overeducated and underemployed, with a deep sense of 
insecurity. Not expecting that organizations will show them much commitment, 
they offer little themselves. 

Generation Y includes anyone born in the late 1980s and 1990s, sometimes to 
professional boomer couples who left childrearing later than previous generations 
or, as a result of boomer males mating with much younger women, maybe pro-
creating with a new partner for the second or third time, celebrating the attraction 
of old money for young flesh. Young people born in this bracket are the first digital 
generation for whom the computer, Internet, mobile, iPods, DVDs, and the Xbox 
were a part of what they took for granted growing up. While Generation X was 
shaped by de-industrialization in the West and the fall of communism globally, 
Generation Y developed into maturity during the War on Terror, grew up reading 
Harry Potter, and has enjoyed relatively prosperous economic times, in part because 
of the success – for the West – of globalization. If you want to know more about 
the generations and the differences they are inscribed in you could talk to your 
parents or grandparents – if they haven’t already talked to you about these things!

MANAGING CHANGING VALUES
The employment of Generation X members offers real challenges for managers 
seeking to motivate and gain commitment from employees. As we will see in 
Chapter 3, the issues of commitment and motivation are increasingly central to 
managing. The X generation will be more cynical than its predecessors and less 
likely to accept rhetoric from management that is not backed up by actions. For 
Generations X and Y, according to Sennett (1998: 25), there is a predisposition 
towards high uncertainty and risk-taking as defining features of the challenges 
they want from work because they do not expect commitment. In part this is 
because they do not expect anything solid or permanent: they have seen casino 
capitalism at close quarters as brands they grew up with moved offshore or were 
taken over, or radically changed by new ownership, and so tend to distrust pros-
pects of long-term or predictable futures. 

Using traditional management control and command devices to manage people 
who desire to explore is not appropriate. Instead, the emphasis will have to be 
on creativity and innovation, as we explore in Chapter 12. 

If there is one value that binds these disparate generations together it is the 
sense that the previous generations have really made a mess of the planet; green 
values are very strongly held, and saving the environment through sustain-
ability is high on the list of value preferences. Consequently, as we discuss in 
Chapter 13, issues of corporate social responsibility, especially those addressed 
to sustainability, are high on the values agenda. Such changes pose major 
implications for how organizations attract, select, retain, and treat employees, 
as we see in Chapter 6 on HRM. 

CHANGING CONCEPTIONS OF THEORY AND PRACTICE
One of the trends that readers of the book may not be so well aware of as the 
people who set it as a text is the changing nature of the relation between what 
academics do, funding arrangements from government, and conceptions of the 
usefulness of academic work. Academics do research. This is what defines them 
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as academics. In the past, they worked in circles that were largely self-referencing: 
if successful, they published a book or two, some academic papers and, if they 
were really successful, others would read them and cite them in their research. 
Times are changing. Academic researchers in all fields are increasingly expected 
not just to produce outputs in the way of publications but also to have an impact. 

Impact is usually defined in terms of having a positive effect on a specific sphere 
of practice beyond academia, including being able to demonstrate the contribution 
made to society and the economy (see Nutley et al., 2007). It is generally agreed that 
there are three main ways of making such an impact. Academic research can have 
an instrumental impact, influencing changes in policy, practices, and behaviour; it 
can have a conceptual impact, changing people’s knowledge, understanding, and 
attitudes towards social issues; or it can have an impact through capacity building 
where involvement in research develops the skills of those involved. The debates 
about impact are quite generic and are found in many OECD nations in recent 
years, as the costs of higher education and research funding have grown, so the 
clamour for demonstrations of relevance and impact have grown from politicians 
and the public. In the following article you can find an interesting account of how 
this debate has been addressed in the field of management, the field in which the 
work considered in this book seeks to make its impact.

EXTEND YOUR KNOWLEDGE 
In Jean Marie Bartunek and Sara Lynn Rynes’ (2014) ‘Academics and practitioners are alike 
and unlike: the paradoxes of academic–practitioner relationships’, Journal of Management, 
40 (5): 1181–1201, which is available at the companion website https://edge.sagepub.com/ 
managingandorganizations4e, rather than seeing the academic–practitioner gap as essen-
tially dichotomous they identify and suggest ways of working with the divide that foster 
research and theory building. Several different tensions are associated with the gap, includ-
ing differing logics, time dimensions, communication styles, rigour and relevance, as well as 
interests and incentives. Initiatives of national governments, ranking systems, and special 
issues of journals have exacerbated these gaps, which they suggest ways of bridging.

USING MANAGING AND ORGANIZATIONS
The basic themes of this text are now established. In this book, as we have fore-
shadowed, we will introduce you to the main lines of management and organization 
theory, and we will situate these in the major changes marking the present-day 
world. These, we will argue, make the ideal of the wholly rationalistic organization 
evermore difficult to believe in principle and secure in practice. However, most 
of what you will learn as a management student makes assumptions about the 
rationality of organizations and management. Organizations go to great lengths to 
try and ensure that stocks of knowledge are shared as widely as possible within 
the organization, as we will see in subsequent chapters, and do so in ways that 
are reflected in each of the subsequent chapters: 

 1. Managing the most basic organizational and managerial capability – how 
to achieve common sensemaking (Chapter 2).

 2. Creating induction programmes that socialize individuals into an organi-
zational frame of reference (Chapter 3).

ACADEMIC-PRACTITIONER 
RELATIONSHIPS
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 3. Training individuals in teamwork and groupwork (Chapter 4).

 4. Hosting leadership development, coaching, and training for common 
understanding (Chapter 5).

 5. Building highly rationalistic HRM plans and seeking to implement them 
(Chapter 6).

 6. Emphasizing strong, common cultures (Chapter 7).

 7. Designing lots of rules to frame everyday behaviour in the organization 
and manage conflicts (Chapter 7).

 8. Managing organizational conflicts, so that the goal-oriented elements 
of organization can come to fruition, despite countervailing tendencies, 
schisms, and frictions in an organization (Chapter 8).

 9. Managing power, politics, and decision-making so that plans are imple-
mented, not resisted, and so sectional and specific interests are well 
aligned with rational plans (Chapter 9).

10. Communicating these rational plans, their culture, and other messages to 
organization members (Chapter 10).

11. Capturing all of what their members know and embedding it in manage-
ment systems as they try and practise organizational learning (Chapter 11).

12. Managing change, introducing and effectively using new technologies, 
and ensuring innovation (Chapter 12).

13. Incorporating new mandates arising from social issues and concerns 
articulated by new stakeholders and influential social voices, such as sus-
tainability, ethics, and corporate social responsibility (Chapter 13).

14. Implementing global management principles in the organization (Chapter 14).

15. Adjusting the structure of their organization to fit the contingencies it has 
to deal with, be they size, technology, or environment (Chapters 15).

16. Designing the organization in ways that seem best fit for purpose 
(Chapter 16).

17. Managing to manage globally, to manage globalization, and to deal  
with the added complexities that managing in a global world entails 
(Chapter 17).

SUMMARY
In this chapter we have staked out the territory that the book covers. We have dealt 
with nothing in depth – the rest of the book does that – but we have provided an 
indicative guide to the topics that we shall address subsequently. Managing and 
organizing is very dynamic – its world never stays still – so innovation, change, 
and tension are often characteristic of the way that events pan out. 

EXERCISES
1. Having read this chapter you should be able to say in your own words 

what each of the following key terms means. Test yourself or ask a 
colleague to test you.
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 ¢ Paradigms 

 ¢ Outsourcing 

 ¢ ‘Flat’ paradigm

 ¢ Supply chains

 ¢ Globalization 

 ¢ Digitalization 

 ¢ Organizations 

 ¢ Theory–practice gap

 ¢ Generation X and Y 

 ¢ Values

2. Why do organizations become globalized?

3. What do you think are the major changes that are shaping the contempo-
rary world and what do you think their impact is on management?

TEST YOURSELF
Review what you have learned by visiting:  
https://edge.sagepub.com/managingandorganizations4e or your eBook

 ¢ Test yourself with  
multiple-choice questions

 ¢ Revise key terms with the 
interactive flashcards 

CASE STUDY
This is a very simple case study to get you started. Think about the last organization that 
you were a member of for some time. It might have been a school, a church, or an employing 
organization. What were its main routines? How were these organized in terms of some of 
the factors that might frame organizations? Think about factors such as how standardized, 
timetabled, or ritualized the flows of time and organizational effort were in the organization 
in question. What were the characteristic markers of identity of the different people and 
groups in the organization? What were the goals of the organization?

ADDITIONAL RESOURCES
If you want to know more about the major changes shaping the contemporary 
world of business you could take a look at Clarke and Clegg’s (1998) Changing 
Paradigms. It is dated now, but still has several interesting points to make about 
globalization, digitalization, and so on. This book is not too difficult for the 
introductory student.
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