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accustomed. Whereas type 3 environments require one or other form of accom-
modation between like, but competitive, organizations whose fates are to a degree
negatively correlated, turbulent environments require some relationship between
dissimilar organizations whose fates are, basically, positively correlated. This means
relationships that will maximize cooperation and which recognize that no one
organization can take over the role of ‘the other’ and become paramount. We are
inclined to speak of this type of relationship as an organizational matrix. Such a
matrix acts in the first place by delimiting on value criteria the character of what
may be included in the field specified—and therefore who. This selectivity then
enables some definable shape to be worked out without recourse to much in the
way of formal hierarchy among members. Professional associations provide one
model of which there has been long experience.

We do not suggest that in other fields than the professional the requisite
sanctioning can be provided only by state-controlled bodies. Indeed, the reverse is
far more likely. Nor do we suggest that organizational matrices will function so as
to eliminate the need for other measures to achieve stability. As with values,
matrix organizations, even if successful, will only help to transform turbulent
environments into the kinds of environment we have discussed as ‘clustered’ and
‘disturbed-reactive’. Though, with these transformations, an organization could
hope to achieve a degree of stability through its strategies, operation, and tactics,
the transformations would not provide environments identical with the originals.
The strategic objective in the transformed cases could no longer be stated simply
in terms of optimal location (as in type 2) or capabilities (as in type 3). It must now
rather be formulated in terms of institutionalization. According to Selznick (1957)
organizations become institutions through the embodiment of organizational values
which relate them to the wider society.? As Selznick has stated in his analysis of
leadership in the modern American corporation, ‘the default of leadership shows
itself in an acute form when organizational achievement or survival is confounded
with institutional success’ (1957, p. 27). *. . . the executive becomes a statesman as
he makes the transition from administrative management to institutional leader-
ship’ (1957, p. 154).

The processes of strategic planning now also become modified. In so far as
institutionalization becomes a prerequisite for stability, the determination of policy
will necessitate not only a bias towards goals that are congruent with the organiza-
tion’s own character, but also a selection of goal-paths that offer maximum con-
vergence as regards the interests of other parties. This became a central issue for
the N.F.U. and is becoming one now for an organization such as the National
Economic Development Council, which has the task of creating a matrix in which
the British economy can function at something better than the stop-go level.

Such organizations arise from the need to meet problems emanating from type
4 environments. Unless this is recognized, they will only too easily be construed in
type 3 terms, and attempts will be made to secure for them a degree of monolithic
power that will be resisted overtly in democratic societies and covertly in others.

2. Since the present paper was presented, this line of thought has been further developed by
Churchman and Emery (1964) in their discussion of the relation of the statistical aggregate of
individuals to structured role sets:

Like other values, organizational values emerge to cope with relevant uncertainties and gain

their authority from their reference to the requirements of larger systems within which people’s

interests are largely concordant.
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In the one case they may be prevented from ever undertaking their missions; in the
other one may wonder how long they can succeed in maintaining them.

An organizational matrix implies what McGregor (1960) has called Theory Y.
This in turn implies a new set of values. But values are psycho-social commodities
that come into existence only rather slowly. Very little systematic work has yet
been done on the establishment of new systems of values, or on the type of critera
that might be adduced to allow their effectiveness to be empirically tested. A
pioneer attempt is that of Churchman and Ackoff (1950). Likert (1961) has sug-
gested that, in the large corporation or government establishment, it may well take
some ten to fifteen years before the new type of group values with which he is
concerned could permeate the total organization. For a new set to permeate a whole
modern society the time required must be much longer—at least a generation,
according to the common saying—and this, indeed, must be a minimum. One may
ask if this is fast enough, given the rate at which type 4 environments are becoming
salient. A compelling task for social scientists is to direct more research onto these
problems.

SUMMARY

(a) A main problem in the study of organizational change is that the environmental
contexts in which organizations exist are themselves changing—at an increasing
rate, under the impact of technological change. This means that they demand con-
sideration for their own sake. Towards this end a redefinition is offered, at a social
level of analysis, of the causal texture of the environment, a concept introduced in
1935 by Tolman and Brunswik.

(b) This requires an extension of systems theory. The first steps in systems theory
were taken in connection with the analysis of internal processes in organisms, or
organizations, which involved relating parts to the whole. Most of these problems
could be dealt with through closed-system models. The next steps were taken when
wholes had to be related to their environments. This led to open-system models,
such as that introduced by Bertalanffy, involving a general transport equation.
Though this enables exchange processes between the organism, or organization,
and elements in its environment to be dealt with, it does not deal with those pro-
cesses in the environment itself which are the determining conditions of the ex-
changes. To analyse these an additional concept—the causal texture of the environ-
ment—is needed.

(c) The laws connecting parts of the environment to each other are often incom-
mensurate with those connecting parts of the organization to each other, or even
those which govern exchanges. Case history I illustrates this and shows the dangers
and difficulties that arise when there is a rapid and gross increase in the area of
relevant uncertainty, a characteristic feature of many contemporary environments.

(d) Organizational environments differ in their causal texture, both as regards
degree of uncertainty and in many other important respects. A typology is suggested
which identifies four ‘ideal types’, approximations to which exist simultaneously in
the ‘real world’ of most organizations, though the weighting varies enormously:

1. In the simplest type, goals and noxiants are relatively unchanging in them-
selves and randomly distributed. This may be called the placid, randomized
environment. A critical property from the organization’s viewpoint is that there
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is no difference between tactics and strategy, and organizations can exist adap-
tively as single, and indeed quite small, units.
2. The next type is also static, but goals and noxiants are not randomly distri-
- buted; they hang together in certain ways. This may be called the placid,
clustered environment. Now the need arises for strategy as distinct from tactics.
Under these conditions organizations grow in size, becoming multiple and tend-
ing towards centralized control and coordination.
3. The third type is dynamic rather than static. We call it the disturbed-reactive
environment. It consists of a clustered environment in which there is more than
one system of the same kind, i.e. the objects of one organization are the same as,
or relevant to, others like it. Such competitors seek to improve their own chances
by hindering each other, each knowing the others are playing the same game.
Between strategy and tactics there emerges an intermediate type of organizational
response—what military theorists refer to as operations. Control becomes more
decentralized to allow these to be conducted. On the other hand, stability may
require a certain coming-to-terms between competitors.
4. The fourth type is dynamic in a second respect, the dynamic properties arising
not simply from the interaction of identifiable component systems but from the
field itself (the ‘ground’). We call these environments turbulent fields. The tur-
bulence results from the complexity and multiple character of the causal inter-
connections. Individual organizations, however large, cannot adapt successfully
simply through their direct interactions. An examination is made of the enhanced
importance of values, regarded as a basic response to persisting areas of relevant
uncertainty, as providing a control mechanism, when commonly held by all
members in a field. This raises the question of organizational forms based on the
characteristics of a matrix.

(e) Case history II is presented to illustrate problems of the transition from type 3
to type 4. The perspective of the four environmental types is used to clarify the role
of Theory X and Theory Y as representing a trend in value change. The establish-
ment of a new set of values is a slow social process requiring something like a
generation—unless new means can be developed.
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