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ABSTRACT

Traditional organizations (government agencies, businesses operating in a relatively stable environments, hospitals, law enforcement) share a common concern with their counterparts in E commerce and the high technology business sector. This concern is the attraction, retention and motivation of the Information Technology (IT) professional.  One strategy to help traditional organizations respond to human asset challenge is the creation of "parallel/virtual information technology (PVIT)" units located outside the physical and psychological constructs of the organization.  These units would be parallel because they exist to serve the core purpose of the organization while operating under a unique set of policies and procedures.  They would be virtual because of their multiple locations (home offices, central locations, and portable workstations).  This highly flexible work environment allows IT professionals the ability to  provide quick responses to an organization's IT needs. The attractiveness to the IT professional is the ability to address significant social issues, work with cutting edge technology only large organizations can afford and provide a service to fellow workers bye supporting existing technologies. This is done in an environment which supports the organization's core beliefs and values while allowing members of the PVIT work groups to develop their own unique set of functional values, work procedures and rewards systems. Flexible structures may provide an opportunity for the traditional organization structure to preserve time-tested core and functional values while supporting a culture of creativity which is attractive to the IT specialists. 

A Changing Playing Field

Rapid technological and social change, pressure to respond to increased global competition, high expectation of customers and citizens, and continued pressure to do more with limited resources are some of the challenges facing government and business leaders. These pressures are also part of the United States Military environment.  It was a request from General Henry H. Shelton, Chairman of Joint Chiefs of Staff, to provide some thoughts about options the military could explore to attract IT professionals, that provided the genesis for this paper.  Gordon Moore, the inventor of the integrated circuit and later chairman of Intel explained the pressure for quick technological responses these organizations feel.  In 1965 Moore articulated his Law of Integrated Circuits which indicated that every twelve months improved production techniques and technology would allow twice as many transistors on an integrated circuit. He later modified it to eighteen months and in 1975 changed his prediction to twenty-four months.  The result is that every two years there is twice as much circuitry available at the same cost. Chip companies are fairly confident that this will continue for another fifteen to twenty years (Kalish, 1997).  When Kurzwell (1999) studied the historical data on computational speed, he saw growth in capacity as extending beyond Moore's modified calculus.  

Governmental and traditional hierarchical business organizations face a challenge beyond technology acquisition and application.  They must find a way to recruit, motivate and retain quality IT professionals when this talent pool may not view these organizations as an attractive work alternative.  This human resource challenge makes it timely for traditional organizations to explore new strategies to compete for the best and brightest.  This paper discusses changes in organizational structures as a possible recruitment and retention tool. 

This paper is organized in six parts. It opens with a discussion of changes in organizational structures. For the purpose of this paper organizational structure is defined as work specialization, departmentalization, chain of command, span of control, centralization and decentralization, and formalization (Daft, 1998; Robbins, 1999).  Part two presents an alternative organizational design which may work for traditional organizations attempting to modify their IT environment. Part three provides a profile of current and future IT professionals. Four suggests methods of using organizational structure as a recruitment strategy. Five acknowledges the potential organizational conflicts, which may arise between employees in the traditional and virtual organizations. The paper concludes by explicating the advantages to creating flexible parallel organizational structures within the framework of a traditional organization. 

Organizational Structures

Organizations facing the challenge of rapid technological and operational change are searching for alternative human resource strategies to help them remain viable.   Some organizations have relied on total quality management (Deming, 1985 & 1993) or re-engineering (Hammer, 1990; Hammer & Champy, 1993) to focus human potential.  Others see the use of joint ventures and strategic alliances as a tool to be used to address global competition (Kanter, 1995 ; Ohmae, 1994).  Another organizational design option is the network structure discussed by Noharia and Eccles's (1992) in a collection of nineteen varying views of networks. This dialogue helps create a framework for the study of networks and moves the discussion of networks from social applications to practical business designs.  Osborne and Gabler (1992) popularized the concept of reinventing government as way of freeing the human spirit in federal, state and local governmental organizations. Osborne later teamed with Pastrik (1997) to push the envelope of government work design by providing specific action steps to banish bureaucracy.

Cowden, Alvayay and Estenson (1996) during a review of selected government agencies found that some government organizations have privatized selected functions. The study also indicated that others have used competitive government strategies. The cities of Indianapolis, Indiana and Hampton Beach Virginia were viewed as the most aggressive in their application of competitive government practices. Other Federal, state, and local governments have created structures requiring certain agencies to compete with private sector firms and with other agencies for delivery of services.

This body of research indicates that organizations utilizing these various design options are attempting to radically modify the formula for organizational success. The literature also cautions that applications have had varying degrees of success.  

Before discussing design options that may assist in attracting IT professionals, it is important to address a key element in any organization's design structure. At the core of each large organization is a set of beliefs or values, which define the organization's purpose.  A challenge in redesigning organizations is the preservation of long standing core values while attempting to create flexible, responsive work units. The question becomes -- How will senior management create new structures without loosing an organization's rich heritage and guiding values?

Clues are provided in a review of the practices of a limited number of businesses that have survived multiple sea changes. Collins and Porras (1994) conducted a study of organizations that were able to "exist for a purpose beyond just making money and that stand the test of time by virtue of their ability to continually renewing itself from within" (pp. xii).   What the authors found was that these organizations were able to focus their employee's energy on a set of absolutes. This set of core values or absolutes requires organizational leaders to articulate a clear vision of the organization' s future and then behave in a manner consistent with the vision.  The vision tends to be stated in metaphorical terms, which everyone from the Chairman of Board to the cleaning staff, understands.  The organization then creates and clearly articulates their core ideology.  Their core ideology has two components: core values and purpose. Core values are the organization's essential and enduring tenets, while purpose sets forth fundamental reasons for the organization's existence. When values and purpose are combined and understood, they provide an ideology, which acts as a behavioral compass for everyone in the organization.

Core ideology differs from functional values in that functional values are instrumental and are created to develop behaviors that contribute to organizational performance.  Functional values are created by habit formation, tradition, myths, lore, standing practices and other culture forming activities. If one looks to the traditional military unit for a model they would find that functional values would include the value of:  physical conditioning, military bearing, close order drill, appearance, and weapons skills. In a prison environment functional values could be security and safety while in tax collection agencies they could center on accuracy. In Information Technology (IT) units functional values could include creativity, multiple job skills, technical knowledge, and flexibility.  While functional values may change, core ideology does not and is therefore not influenced by fads, politics or internal/external pressures.  In creating new organizational structures such as IT units, it is imperative that the organization's leadership creates and clearly articulates the organization's vision and absolutes to ensure that the parent organization's core ideology is clearly understood and supported by the IT unit.

In a traditional organization, the process of melding core values with evolving idiosyncratic IT functional values will be a messy process and needs senior management protection.  In addition to protection of the process, senior leaders will need to play an active role in the formation of both core and functional values. Figure 1 provides a representation of the melding process of core and functional values.

Insert Figure 1 Here


Core values in the military, prisons and tax collection organizations are used to pass on organizational history.  This process has proven effective in protecting citizens from foreign enemies, provided order in society through the effective operation of a prison system, and has allowed for the equitable collection of public funds by tax agencies. As graphically represented in figure 1, core values must be significantly larger than the functional values of the IT units. For this merger of worldviews to work organizations must have clearly articulated core values which anchor the process. Functional values developed by the new IT units create the right hand side of the Venn diagram.  The challenge is to create enough overlap between creative IT functional values and the core values to focus the efforts of the IT unit toward the time-tested purpose of the organization. 

Design Options

A review of the organizational design literature provides a list of interesting experiments in arrangement of work within organizations.  These experiments include re-engineering, total quality management, competitive governments, and privatization. The reengineering option offers traditional organizations an opportunity to closely review current work processes and asks hard questions about what needs to be continued and what could be streamlined.   The model tends to be of limited assistance in addressing IT issues because it does not radically change the structure in which IT professionals work.  It also fails to provide new ways to deliver IT applications to internal and external customers.  An additional flaw in most reengineering efforts is failure to address the human need for social interaction. As a result, applications of typical re-engineering strategies to high technology environments have meet with limited success.

Total quality management offers additional insights into work design by providing models for the creation of metrics and the linkage of metrics to the human aspects of work.  This body of research through its interesting blend of  quantitative and humanistic models, may be of value in creating new IT work structures.

Using competition to determine who will deliver IT services is another option.  The practice does, however, raise questions about security and control and creates dissonance. The cause of this conflict of truths is the value Americans place on competition and the use of the market place to solve problems and the organization's need to protect highly sensitive information. Milward (1994) discusses another consideration related to privatization/ competition.  His concern is that competition and contracting out has a "hollowing out" effect on the organization.  Hollowing out occurs when there is an exodus of the most talented employees to contractors. Hollowing out becomes critical when a significant portion of critical IT services are contracted out.  The potential knowledge drain created by using the privatization/competition model could limit the organization's ability to retain knowledge acquired during the development processes.  From the control side, the talent drain could create a situation where a void is created by the exodus of the most talented. This void is then filled by new contract administrators, possibly someone who could be less skilled than former employees thus creating the possibility of manipulation.

Delivery of IT services through strategic alliances with outside sources-- such as defense contractors for the armed services, other governmental agencies, or even competitors-- provides an interesting opportunity to use ancillary talent and resources.  It does, however, raise issues similar to those related to privatization or competitive government practices. 

Kanter & Stein (1980) introduced a set of models for organizational design, which may be of value to organizations attempting to maintain critical core values while exploring cutting edge technology.  The model calls for the creation of parallel organizational structures. Kanter (1983) further developed the model and suggested that the structure could be used to solve complex problems and guide change. Mowshowitz, 

(1994, 1997) adds another component in his discussion of  structuring organizations to operate in a virtual state. Following the same line of thinking, Jack Welch, Chairman of GE, introduced the concept of creating boundaryless structures. Ashkenas, Ulrich, Jick, & Kerr (1995) further refined Welch's concept and created a set of theory and applications for the boundaryless organization.

The integration of various elements of each of these theories and models contributes to the creation of an organization design, which operates outside the traditional organization but is connected to the organization. For the sake of easy reference the organization could be named a "parallel virtual information technology " (PVIT) unit.

These units would be parallel because they would function alongside the traditional organization and would be able to take advantage of strengths of a traditional structure while not being encumbered by hierarchical control systems found in traditional organizations.  The units could be boundaryless because they could provide intellectual capital to a specific work unit or be designed to provide cross-unit technological assistance. The IT work units would be virtual because they would have the capability to work from the individual team member's home, a small regional facility, another government agency facility, a university, or a centralized hardware center. Working at these locations, individuals or small groups could work on specific tasks using secure data links and systems.

By necessity, units would consist of teams selected for their specific skills and the characteristics of the task or problem to be solved. As a result, rank, seniority, or physical locations of the individual are not critical factors in team member selection. Using selection criteria outside the standard operating procedures of the organization will present a challenge. The price paid for this deviation is offset by the organization's ability to reward talented employees quickly with the opportunity to work on critical projects.  This linkage between talent and task significance may provide a key to the recruitment, retention and motivation of talented IT professions.  This can be found in private sector firms such as Hewlett Packard's (HP) software development teams.  This team is constructed of team members working in California and India.  This strategic placement of teams allows the organization to bring attention to a critical programming problem twenty-four hours a day without burning out team members. At HP, once the problem is resolved the individuals are recognized for their achievement and then return to individual tasks or are assigned to another team.

Because of the fluidity of tasks assigned to these units, command and control structures would require a great deal of thought.  Reviewing lessons learned from the military and government as they created units that did not match the traditional mold would be of value.  While the author is not a military historian and cannot cite examples, a layman would expect that when aircraft carriers were introduced to the Navy, airborne units to the Army, amphibious craft to the Marines and when an independent Air Force was created there was a great deal of conflict between the traditional elements of the services and the new units.  It would also appear that the recent formation of Special Forces, Force Recon, Air Commando, SEAL, and UDT units generated paradigm shifts of the magnitude which PVIT units would create. Further knowledge may also be gained by a review the practices utilized to bring skilled medical personnel into the military and the prison system.

Because of the nature of the work performed and the personalities of IT personnel in PVIT units, command and control structures would need to be flat.  This structure is found in most IT units in the business sector and allows the unit to respond quickly to institutional needs while maintaining an openness to new technology.  Seely & Duguid (1991) indicate that in semi-formal organizational structures it is necessary for control systems to be highly interactive. Mason and Mitroff (1981) argue that when management was given "wicked problems" to solve, it became necessary for management to share information and to use highly interactive control systems. Osborn (1998) provides an extensive discussion of interactive control systems in operation.

In constructing PVIT units, it is important to note that members of these specialized unit must be able to effectively interact with traditional units.  This is a challenge since large bureaucracies tend to focus on long-standing methods of operation, including formal communication channels and rank, while the IT field tends to be idiosyncratic.  The bridge between these two cultures may not be as hard to build as one may think.  Common ground between these two organizational structures can be found in the bifurcated nature of IT work.  One part of IT work focuses on analysis while the other focuses on development.

Analysis work requires building a team of individuals from both traditional and PVIT units who possess interpersonal and communication skills.  An additional requirement is placed on the PVIT representative who must have the ability to help leaders in the traditional units feel comfortable with the technologies being introduced.  This PVIT unit's point person may be a member of the traditional organization who has returned to school and acquired new IT skills. If someone with this background cannot be found, a senior IT specialists who has demonstrated their interpersonal skills may be able to establish the appropriate relationships.  Development work can be done in isolation from the traditional unit. The activities of the development group could be coordinated through the analysis team and be broken into secure chunks and assigned to various PVIT unit members around the state, country or globe. Models to manage strategic IT activities can be found in the best practices of the Department of Defense, Department of State, and large private industry projects.

Ashkenas (1995), Kirsner (1995), and Neilson, Pasternack, & Viscio (2000) provide a review of current redesign experiments.  A compilation of key success factors of old style organizations and new reveals a set of useful attributes common in firms that are effectively responding to significant change.  This set of attributes could be used as a model for the creation of a structure necessary for a PVIT unit. 

Insert Table 1 Here

Profile of Current and Future IT Professionals

Using a 1970s perception of people working in the information technology (IT) field (data processing, information systems, management of information systems) could limit the organization's ability to create effective IT organizational structures. The 70s view painted a picture of individuals working in IT as motivated by working on a variety of tasks, identifying with tasks, seeing tasks as significant, and working with little direction.  Couger and Zawacki (1976) and Couger, Szawcki and Opperman (1979) in the now classic studies, describe these same workers as having very low social needs and skills.

Current research on personality profiles of successful IT employees is limited, but initial data seems to have a different view and indicates that successful students and practitioners of IT are no longer "techies".  This change in behaviors may be based on current IT positions requiring individuals to possess technical knowledge, organizational knowledge, communication and interpersonal skills. Myers (1991) attempts to explain the change in skills through significant shifts in how those working in the field perceive their work. Myers saw IT professionals dividing themselves into two categories (traditional and non-traditional). The result of these changes is reflect in studies conducted by Holland (1985), Calitz, Watson and de Kock Ide (1997), Ferratt and Short (1988) which indicate that individuals currently entering and working in the field tend to have:

· A need for a high level of support 

· Investigative personalities

· An expectation that organizations will provide clear linkage between tasks and mission

· Increased social personality traits

Several researchers have attempted to provide a macro perspective of the generation currently entering the IT field. Coupland (1991) coined the term Generation X to capture the attitudes of this generation. Losyk (March 1997) described this generation initially as slackers, cynics, drifters, busters, and grungers. More recent studies by Hornblower (1997) and Halstead (1999) found some interesting attributes in this generation:

· They tend to view a job as temporary not a career

· Are technoliterate

· Hate phoniness or hype

· Crave attention

· View authority figures as an anomaly

· Take work seriously but disdain the workaholic mentality

· Feel people must earn their respect

· Have unrealistic and materialistic views

· Seek instant gratification

· Want to experience life

· Tend to be competitive

· Have a libertarian streak

· Are racially diverse

· Have a global mindset

· Tend to have weak allegiance to country

· Tend to have a low level of social trust (fellow citizens and institutions)

While this profile may not create a potential employee profile desired by a traditional organization, it does provide a realistic picture of future technologists the organization will need to remain viable. It is worthwhile to remember that this work group when motivated, tends to have a very strong work ethic (Losyk, May 1997), gets to solutions fast ,and enjoy working in a "no-nonsense" environment.  Both Phillips (1998) and Hornblower (1997) found the possibility of core value alignment between baby boomers and generation X related to their: work ethic when motivated, desire to be appreciated, individualism, and their belief that if they work hard enough they will achieve what they want.

The next wave of potential members in PVIT units will come from the Net Generation (those between two and twenty-two).  Tapscott (1998) provides an interesting list of attributes for this generation.  He found that they tend to:

· Be fiercely independent

· Be emotionally and intellectually open

· Focus on inclusion (See themselves as part of Global Community)

· Enjoy free expression and hold strong views

· Live and breath innovation

· Be preoccupied with appearing mature

· Investigate all information presented to them

· Focus on immediacy of results

· Be sensitive to the role of corporate interests (distrust large institutions)

· Authenticate messages before they trust

While a great deal of attention is focused on the younger IT worker, there is another potential source of IT workers for the traditional organization to focus their recruiting efforts toward.  This group is made up of older workers (those over fifty). Older workers in the IT field have an unemployment rate of 17% versus 2% averaged in other U.S. Industries. It has also been found that older IT workers have consistently met organizational performance expectations (Garner, 1999; Cole-Gomolski, 1998).   While age limits under current guidelines may be a barrier to recruitment and participation in certain government activities (military service, law enforcement), it may be worthwhile to explore waiver options for participation in IT units.  This would allow individuals who have retired (regular or disability) from the government service or the organization and who have returned to school to rejoin their former organization.  This reconnection with the organization would allow older workers to utilize new skills while adding to their retirement and contributing to their sense of personal fiscal security.  This group may also tend to be more closely aligned with both core and functional values of the traditional organizations and act in the boundary spanner role between the traditional unit and the younger IT workers in PVIT units.

Recruitment

IT professionals may be interested in seeking membership in PVIT units for many reasons. This makes it important that traditional firms cast a broad net focusing on multiple potential employee needs to create significant talent pools.  To make the organization attractive it may be necessary to modify existing policies related to age, physical fitness, work hours, work location, pay, retirement, and medical benefits. This change of perspective could create a pool of the previously discussed retired personnel. These potential employees may have returned to school after retirement to study IT. Once they have completed the training, they may find that high technology private sector employers may not understand the contribution this disciplined older worker brings to the work place and therefore may be reluctant to hire him/her.  From the retiree's perspective, they may have returned to school to acquire skills that assist them in making economic ends meet. The economic realities of retirement may make membership in the PVIT unit with possible added retirement credits, a supplemented paycheck, and continued connection to their past organization appealing. 

A second group of potential recruits is one of individuals who left government or the organization without being vested in their retirement program.  After leaving the organization they may have returned to school and acquired IT skills.  The possibility of returning to an organization whose purpose they had supported with the constraints of a traditional hierarchical work environment may have appeal.  An additional motivator may be the ability to start to build on a pension benefit.

A third potential talent pool is the significant number of IT professionals who are currently working episodically.  King (1997), Allen (1998) and Steen (1999) studied a group of IT professionals working as subcontractors.  They found the group tended to lack pension benefits or regular medical insurance. With the passing of January 1, 2000 there are discussions in the IT community about post Y2K levels of employment available to contractors. By joining a PVIT units, this flexible IT workforce would be allowed to acquire fringe benefits and build a financial safety net while bringing cutting edge skills to the traditional organization. In addition to the monetary aspects of full time employment, the work environment of a PVIT unit would replicate the project driven focus most contractors are accustomed to working in.

A fourth pool could be made up of individuals seeking the intellectual challenge of working on large significant projects.  An attribute common among the best in the IT field is the passion to work on something significant and challenging.  These projects tend to be housed in traditional organizations such as the military and large government agencies. These organizations not only must deal with the macro issues but also are given cutting edge hardware to deal with them.

The last pool discussed is made up of individuals who are patriotic and are seeking a way to express their patriotism.  In discussions with members of IT faculty and students at the author's university, several indicated an interest in exploring the option of part time work with the military or other large government agencies. They would do this only if traditional requirements of service (traditional basic training, wearing uniforms to work, physical training, and most importantly, rigid command and control environments) were waived.  

Areas of Potential Conflict

Introduction of change of this magnitude, even at the edges of traditional organizations, represents significant risk.  One risk is the effect different units, such as a PVIT, have on traditional work units. Kotter (1996) advises leaders to be aware that when flexible and tradition cultures attempt to work together, most conflict occurs in traditional units. This conflict is generated when traditional unit members expect their leadership to emulate the practices of the flexible culture.

Imparto and Harari (1994) have found that conflict occurs when there is a shift from the use of positional authority to knowledge-based authority.  In flexible structures, such as a PVIT unit, individuals selected for leadership positions tend be those who bring knowledge, resources, and talent to the group.  An individual attempting to lead using traditional bureaucratic power strategies such as information control, directive management styles, and other autocratic practices would have a significant problem attempting to lead PVIT units.  

Imparot and Harari (1994) also have found that organic (flexible) structures require leaders who are willing to devote a significant amount of time explicating and demonstrating the absolutes of the organization. In the IT culture, acceptance by talented individuals is central to success.  This process sometimes involves challenging the status quo and placing the burden on managers and leaders to demonstrate the worthiness of their position.

To effectively recruit and retain, IT professionals attention must also be paid to the general work climate. Individuals working in an IT environment are accustomed too informal work rules, few policies, and a great deal of flexibility in how and when they get work done.  Meeting tight deadlines is not a problem -- bureaucratic thinking is. When this culture interacts with units where micro-management and tightly constructed rules and policies are the norm conflict should be anticipated.

A further challenge, to making PVIT units work, is the change necessary in compensation systems, promotion policies, and other personnel practices needed to attract, motivate, and retain highly talented individuals.  Floyd and Woolridge (1992, pp. 28) suggest that organizations: "Realign rewards, systems, and structures so that they embody the intended strategy. These elements communicate strategy to managers more than any words." In the private sector, successful IT organizations pay based on talent, skill, and delivery of projects.  This may result in line workers making significantly more money than managers.  In traditional organizations, separating pay from rank and seniority may be a challenge.  Hypothetically, in PVIT units, managers would be paid based on their responsibility and the delivery of projects on time and on budget.  Technical employees would be paid based on what they know (knowledge), what they can do (skill), and what they do (performance).  The combination of those three factors could increase their pay beyond managers and place them significantly above others working in the traditional organization.

Conclusion

Technology issues for a traditional organization appears to be similar to those faced by high technology businesses.  Each of these institutions tends to have significant organizational values, absolutes, and prescribed behaviors that contributed to their survival. Each has the need to bring cutting edge technology into their world to remain viable. For the traditional organization, construction of parallel virtual informational technology units used to provide cutting edge information technology appears to be feasible.  The challenge will be for leaders to provide direction to political leaders in the area of changing state, federal or organizational policies that govern pay, required training, location of work sites, age, physical fitness, and other long standing control systems used to create uniformity.

Placing information technology workers in a unit outside the traditional organization can ease the shock of new technologies and the uniqueness of technology personnel. This approach appears to have value since it provides a method to resolve questions related to scope of work to be done, command and control structures, articulation of institutional absolutes, creation of organizational functional values, recruitment, selection, pay, benefits, and other operational concerns.  Models for this change in organizational structure can be found in the military's treatment of special operational units and the creation of new war making systems (aviation, submarines, airborne units). The military and other large government agencies have also had success in changing their structures to accommodate medical personnel and researchers. 

By eliminating preconceived notions of who can work and where they should work, several interesting options can be developed. By shifting the view of the IT professional from someone 18-35  years old to those who have talent, without regard to age, race, or gender a potentially large talent pool may be found.  This group includes former members of the military, older IT workers, current contract IT workers, and individuals seeking significant challenges in their lives. By shifting the place of work from traditional headquarters buildings to an individual's home, college campuses, defense contractor's offices or small hardware service centers, traditional organizations can reach out to individuals unable or unwilling to leave home to go to work.

Flexible organizations are providing creativity and speed to business organization.  Leading and staffing these organizations remains a significant challenge for even the most open business leader.  Traditional organizations that have learned to use flexible systems appear to be gaining a significant advantage in the market place of products and ideas.  The challenge for government and large organizations is to remove inappropriate administrative barriers and limits on how work conceptualized.  This design of technology friendly work environments must also be done while preserving the core values which has allowed the organization to historically perform their critical mission. The balancing point between creativity and tradition will only be found through a complex dialectic process.
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Tables and Figures

The New Rules of the Business Game

Old Success Factors
New Success Factors

· Size
· Speed

· Role Clarity

· Selected "stars"

· Leaders set agenda

· Leaders force change
· Flexibility

· Everyone a leader

· Leaders create environment of success

· Leaders create capacity for change

· Specialization

· Knowledge focused on internal processes

· Knowledge individualistic
· Integration

· Knowledge focused on customers

· Knowledge is institutional

· Command and Control

· Hierarchical
· Innovation

· Centerless, networked

· Flexible structure easily modified

· Alliances complement gaps

· Alliances build with distant partners
· Alliances create new value and outsource uncompetitive services

· Alliances with competitors, customers and suppliers

· Governance internally focused

· Governance top down
· Governance internally and externally focused

· Governance distributed

· Long term reward

· Vertical decision making

· Individual and small team rewards
· "Own my own career" mentality

· Delegated authority

· Collaboration is expected and rewarded

· Coherence is hard wired into process

· Coherence is internally relevant
· Coherence embedded in vision in individuals

· Coherence is tested externally
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