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Organizations as Systems

“Organizations are human systems of cooperation 
and coordination assembled within identifiable 

boundaries to pursue shared goals and objectives”
Hodge, Anthony & Gales, p.12

Systems Characteristics

• Open vs. closed systems

• Holism

• Synergism
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Organizational Fundamentals

The Open Systems Organizational Model & 
the Internal Organizational System

Governance Structure, 
The Managerial Role & 

Leadership Competence
-Organizational Mission & Goals 

Strategic Management & Organizational Learning Perspectives

Governance Structure, 
The Managerial Role & 

Leadership Competence
-Organizational Mission & Goals 

Strategic Management & Organizational Learning Perspectives

Theories of 
Organization

- Contingency

- Resource Dependency

- Institutional

Theories of 
Organization

- Contingency

- Resource Dependency

- Institutional

-Problem-solving & Decision 
Mgmt 

-Change & Transformation Mgmt 

- Resource Allocation & 
Production Process Mgmt

-Problem-solving & Decision 
Mgmt 

-Change & Transformation Mgmt 

- Resource Allocation & 
Production Process Mgmt

Organizational Subsystems & Processes
Inputs

Boundary Spanning 
(Resource Acquisition):

Human Resources

Material Resources

Transformation
Management 

(Decision Making, Planning, 
Controlling and Structuring):

Production

Maintenance

Outputs
Boundary Spanning 

(Output Transactions):

Sales of Output

Public Relations

Sources of 
Inputs & 

Constraints

Output 
Opportunities 
& Constraints

-Strategic Management & Organizational Learning Perspectives

- Resource Development, Allocation, & Fiduciary Management of Assets

-Strategic Management & Organizational Learning Perspectives

- Resource Development, Allocation, & Fiduciary Management of Assets

InstitutionalInstitutional
- Quality Mgmt- Quality Mgmt

Financial Resources

Information

Maintenance

Adaptation
Lobbying

External EnvironmentExternal Environment
Source: Hodge, Anthony & Gales, p. 14

Adapted [2008] by W. E. Welton, Dr. P.H., M.H.A.

Organizational Culture

Management of 
Workforce Composition,  
Organizational Behavior 

& Culture

Management of 
Workforce Composition,  
Organizational Behavior 

& Culture
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Applying Transformation Leadership Skills and 
Competencies in Healthcare Welton, 2008

“Transformation Leadership within Healthcare Organizations is Executed in an 
Evolutionary Manner Using Strategically Driven and Systemic Approaches, while 

Integrating a Core Set of Superior Personal Competencies and Skills within 
Effective Personal Styles:Effective Personal Styles:

‐Situational Assessment Skills 
‐Strategic Analysis & Execution Skills

‐ Problem‐framing Skills 
‐ Decision‐management Skills

‐Change Initiation & Org Transition Mgmt Skills
‐Organizational Development Skills

‐Team Management Skills
Outcome Evaluation Skills‐ Outcome Evaluation Skills

‐ Effective Transformation Leadership Competencies & Styles 

‐…. And Effectively Coordinating both ‘Transformation‐oriented’ and ‘Execution‐
oriented’ Components of Evolutionary Strategic Organizational Development 

within Clinical Enterprises or Systems of Clinical Enterprises.”
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Baldridge Systems Model
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Baldridge Systems Model

What is Leadership?
Northouse, Leadership: Theory & Practice, 2004, p. 3

“Leadership is a processprocessLeadership is a process process 
whereby an individualindividual
influences influences a group of 

individuals to to 
hi lhi l”achieve a common goalachieve a common goal”  
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Baldridge Systems Model
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Resource‐based Theory and 
the Value Chain Nellis & Parker, 2002, p. 227

Sustained 
C titi

The Firm’s 
Environmental Scanning, 
Positioning & Industry 

Competitive 
Advantage

Strategy Analysis

Core Competencies and 
Distinctive Capabilities

ResourcesResources

Tangible Resources

‐Financial

‐‐ Physical (e.g., plant and equipment)

Intangible Resources

‐Know‐how / technology

‐‐ Reputation / trust

‐‐ Organizational culture

Human Resources

‐Skills and knowledge

‐‐Motivation

‐‐ Personal interaction

Levels of Competitive Strategy 
Nellis & Parker, 2002, p. 216

Corporate‐level 
StrategyStrategy

Business / SBU –
level Strategy

Flow of 
Information

Functional Level 
Strategy
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The 5‐Forces Model & the 
Macro Environment

New 
Entrants

Environmental Factors:

-Political & Legal

Industry 
Competitors

Rivalry Among 
Existing Firms

Suppliers
Buyers

Threat of New 
Entrants

Bargaining 
Power of 
Suppliers

Bargaining 
Power of 
Buyers

-Political & Legal
-Demographic

-Social
-Macroeconomic
-Technological

Porter, M., Competitive Advantage: Creeating and Sustaining Superior Performance, 1985

Substitutes

Threat of Substitute 
Products or Services

Competitive Advantage

Generic Strategies Model

Lower
Cost Differentiation

Broad 
Target 1.  Cost Leadership 2. Differentiation

Competitive Scope

Narrow 3A. Cost Focus 3B. Differentiation Focus

Target

Porter, M., Competitive Advantage: Creating and Sustaining Superior Performance, 1985 [pp.12]
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Creating Competitive Advantage: 
Managing the Value Chain

M. Porter, Competitive Advantage, Chapter 2

Firm Infrastructure

Human Resource Management

Technology Development

Procurement

Inbound

Logistics

Operations Outbound 
Logistics

Marketing & 
Sales

Service

Formulating Strategy

• Where are we?
– Analysis & Assessment

• Current Performance• Current Performance
• Environment 

– Opportunities & Threats

• Firm
– Strengths & Weaknesses

• Industry
– Competitive Assessment

• Where should we go?
– Corporate & Business Unit Strategies

• How do we get there?
– Implementation

• Resource requirements
• Risk / return
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Baldridge Systems Model

Fundamental Marketing Concepts

Healthcare Marketing Concepts, Strategy & g p , gy
Tactics
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Strategy 
Execution

Revenue Generation

UW Healthcare Marketing Paradigm

Market Structure & Competitive Market Environment 
by Market Segment

E l /
Brokers

Network and Clinical Service Program
Organization and Management

B2B 
Marketing 

& Value

Product: 
Value Derived 

From ‘Clinical Services’ 
Requiring Service Marketing 

h & C

Insurers/
Network 
Managers

Employers/ 
Program 
Sponsors

B2C 
Marketing 

& Value

Approaches & Customer 
Relationship Management 

Competencies
Consumers
[Employees / 

Families / 
Patients]

Medical
Providers
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Baldridge Systems Model

Balanced Scorecard Approach to Managing Organizational Performance

Financial

Internal Process 
Perspective 

Concerned with the processes that 
create and deliver the customer value 

proposition. 

The clusters for the internal process 
perspective are operations 

t t t

Customer Perspective 

Defines the value proposition that Financial 
Perspective

Measures  the company’s 
implementation and execution 
of its strategy, contributing to 

the bottom-line improvement of
the company.

management, customer management, 
innovation, and regulatory & social.

the organization will apply in order 
to satisfy customers and thus 

generate more sales to the most 
desired customer groups.  

The value proposition can be 
centered on one of the three: 

operational excellence, customer 
intimacy or product leadership, 

while maintaining threshold levels 
at the other two.

Learning and Growth 
Perspective 

The foundation of any strategy and 

Based on: 
Kaplan, R. and D. Norton, The 

Balanced Scorecard , 1997

y gy
focuses on the intangible assets of an 

organization, mainly on the internal 
skills and capabilities that are required 

to support the value-creating internal 
processes.
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Using the Balanced Scorecard to Translate 
Vision & Strategy

Financial 
Objectives

Customer 
Objectives

Internal Business 
Process Objectives

Vision & 
Strategy

Learning & 
Growth

Baldridge Systems Model
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Organizational Design & Development Model

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d-Funders

-Community Values
-Legal Environment

Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d-Funders

-Community Values
-Legal Environment
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Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d-Funders

-Community Values
-Legal Environment

Vision, Mission & Strategy

Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d

Vertical Division 
of Labor

-Authority & Chain of 
Command

-Line vs. Staff 
Functions

-Systems & Processes

-Funders
-Community Values
-Legal Environment

Vision, Mission & Strategy
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Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d

Vertical Division 
of Labor

-Authority & Chain of 
Command

-Line vs. Staff 
Functions

-Systems & Processes

-Funders
-Community Values
-Legal Environment

Horizontal Division of Labor

-Allocation of Functional Responsibility

Vision, Mission & Strategy

Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d

Vertical Division 
of Labor

-Authority & Chain of 
Command

-Line vs. Staff 
Functions

-Systems & Processes

Organization 
Design

-Funders
-Community Values
-Legal Environment

Horizontal Division of Labor

-Allocation of Functional Responsibility

Vision, Mission & Strategy
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Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d

Vertical Division 
of Labor

-Authority & Chain of 
Command

-Line vs. Staff 
Functions

-Systems & Processes

Output Controls

P
r
o
c
e
s
s
 

C
o
n
t
r
o
l
s

Organization 
Design

-Funders
-Community Values
-Legal Environment

Horizontal Division of Labor

-Allocation of Functional Responsibility

Vision, Mission & Strategy

Organizational Design & Development Model

Stakeholder Expectations -
Beneficiaries / Partners / Employees / 

Other Stakeholders / Community  / Society

Outputs

Environmental 
Considerations

-Technology
-Policy

-Competitor Behavior
-Partnerships

-Business Environment
F d

Vertical Division 
of Labor

-Authority & Chain of 
Command

-Line vs. Staff 
Functions

-Systems & Processes

Output Controls

P
r
o
c
e
s
s
 

C
o
n
t
r
o
l
s

Organization 
Design

-Funders
-Community Values
-Legal Environment

Organization Development

-Using Behavioral Science to Improve 
Organizational Performance

-Formal & Informal Communications
-Surveys, Individual Interventions, 

Group & Team Interventions
-Process Design Interventions

Horizontal Division of Labor

-Allocation of Functional Responsibility

Vision, Mission & Strategy
Organization Culture

-Shared Values, Actions & Beliefs
-Stories, Rites, Rituals & Symbols

-Shered Meanings & Understandings
-Taken 'For-granted Truths'

-Limitations on Management Decision-
Making & Action

Organization Learning

-Know ledge Acquisition, 
Distribution, Interpretation & 

Organizational Memory
-Deficit Cycles
-Benefit Cycles
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Levels of Organizational Culture‐
Observable Culture and Core Culture

Schermerhorn, Core Concepts of Management, Chapter 9 

Stories

Core Culture

Core Values

Beliefs about the right way to 
behave

Tales about events conveying 
core values

Heroes

People (past & present)  who 
display core values

Rites and Rituals

Celebration of heroes and 
events displaying core values

Symbols

Language and other symbols 
conveying core values

Systemic Organizational Behavior Model
WEW Adapted from Robbins, 9

th
ed. 2001 p. 19

Organizational Context & 
Systemic Organizational Behavior

System / Org Mission and Goals

Human 
Output

Organization 
Systems 

Level

Work Gro p /

Change & 
Stress

Work Group / 
Team Level

Individual 
LevelHuman 

Input
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Systemic Organizational Behavior Model
WEW Adapted from Robbins, 9

th
ed. 2001  p. 24

Organizational 
Systems LevelSystems Level

System / Org Mission and Goals

Human resource 
policies and 

practices

Work design and 
technology

Organizational 
structure and 

design

Organizational 
culture

Systemic Organizational Behavior Model
WEW Adapted from Robbins, 9

th
ed. 2001  p. 24

Group / Team Level

Group decision 
making

Work teamsGroup structureCommunication

Leadership & trust

Other 
groups Conflict Power and 

politics
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Systemic Organizational Behavior Model
WEW Adapted from Robbins, 9

th
ed. 2001  p. 24

Individual Level

Biographical g p
Characteristics

Individual decision

Perception
Personality & 

Emotions

V l & Individual decision 
making

Values & 
Attitudes

Ability Individual learning

Motivation

Systemic Organizational Behavior Model
WEW Adapted from Robbins, 9

th
ed. 2001  p. 24

Organizational 
Strategic & 
Operational 
Context

Organizational Systems Level
Human resouorce 

policies and 
practices

Human 
Output

Individual Level

Biographical 
Characteristics

Personality &

Group LevelCommunication

Organizational 
culture

Organizational 
structure & design

Change & 
Stress

Individual decision 
making

Perception
Personality & 

Emotions

Values & 
Attitudes

Ability Individual learning

Motivation

Human 
Input
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Systemic Organizational Behavior Model
WEW Adapted from Robbins, 9

th
ed. 2001  p. 24

Human Output

P d ti itProductivity

Turnover

Absence

Citizenship

Satisfaction

Baldridge Systems Model
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Managing Systemic & Organizational Managing Systemic & Organizational 
ChangeChange

Events

Patterns

Structure

Anderson & Johnson, 1997 

Burke‐Litwin Causal Model of Organizational Performance and Change Burke, 2002

External 
Environment

Leadership

Management 
Practices

Work Unit 
Climate

Organizational 
Culture

Systems
[policies & 

procedures]

Mission & Strategy

Structure

Transformation-
related  

Elements

Execution-
related 

Elements

Motivation

Individual & 
Organizational 
Performance

Individual Needs 
& Values

Task Requirements and 
Individual Skills / 

Abilities
Shared 

Outcome 
Elements
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Integration of Managerial and Organizational 
Processes

Organizational Processes
 P

ro
ce

ss
es

M
an

ag
er

ia
l

Garvin, Table 3

Integration of Managerial and Organizational 
Processes

Organizational Processes

Work 
Processes

Behavioral 
Processes

Change 
Processes

Direction-Setting 
Processes

Negotiation and 
Selling Processes P
ro

ce
ss

es

Selling Processes

Monitoring and 
Control 

ProcessesM
an

ag
er

ia
l

Garvin, Table 3
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Integration of Managerial and Organizational 
Processes

Work Behavioral Change

Organizational Processes

Work 
Processes

Behavioral 
Processes

Change 
Processes

Direction-Setting 
Processes

Are there clear goals for 
operational and strategic 

performance?

Are there well-specified 
approaches to 

communication, 
decision-making and 

learning?

Is there a clear 
rationale, direction, 

and path of change?

Negotiation and 
Selling Processes

Have we obtained the 
necessary agreements 

and resources from 
upstream and 
downstream

Is there widespread 
acceptance of the 

desired approaches to 
communication, 

decision-making, and

Are others in the 
organization 

convinced that 
change is needed and 

that the proposed P
ro

ce
ss

es

downstream 
departments?

decision making, and 
learning?

that the proposed 
changes are the right 

ones?

Monitoring and 
Control 

Processes

Do we know how well our 
performance matches 

plans?

Do we know how well 
our current behaviors 

match the desired 
approaches to 

communication, 
decision-making, and 

learning

Do we know whether 
critical milestones 
have been reached  

and planned changes 
have been 

implemented?

M
an

ag
er

ia
l

Garvin, Table 3

What leaders really Do:
Leadership vs. Management Kotter

• Management
– Coping with complexityp g p y

• Complex organizations

• Leadership
– Coping with change

• Increasing competitiveness and volatility

• Management vs. Leadership
– Planning & budgeting vs. Setting a direction

– Organizing & staffing vs. Aligning people

– Controlling & problem solving vs. Motivating & inspiring
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Managing Organizational Transitions:
Change vs. Transition Bridges

• Change
– ‘Happens when something starts or stops, or when something that pp g p g

used to happen in one way starts happening in another.’

• Transition
– ‘3‐part psychological process extending over a period of time & cannot 

be managed  by the same rational formulae that work with change.’
• Letting go of the old situation

• Go through the ‘neutral zone’ between the old reality and the new, but 
unclear future realityunclear, future reality

• Making a new beginning

Phases of Organizational Transition Bridges

• Ending Phase
– Disengagement

– Disidentification

– Disenchantment

• Neutral Zone Phase
– Disorientation

– Disintegration

– Discovery

• New Beginning Phase
– Old vision dead & buried

– Culture is a dialog between proponents and opponents where they agree on the Cu tu e s a d a og bet ee p opo e ts a d oppo e ts e e t ey ag ee o t e
nature of their opposition.  Culture change is a shift in the definition of the 
opposition and in the terms of the dialog.

– Thinking and feeling types have different needs:
• Vision (thinking) must be supplemented by a clear plan (feeling)

• Describe how the plan will work (thinking) and what the future will feel like (feeling)

– Identify a few concrete, complete, implemented outcomes of moderate 
importance
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