 Stefan Kiihl
Judith Muster

Designing
Organizations

2nd Edition



Designing Organizations



Stefan Kuhl e Judith Muster
Designing
Organizations
A Very Brief Introduction

Second Edition

@ Springer



Stefan Kiihl Judith Muster

Universitit Bielefeld Universitit Potsdam
Bielefeld, Germany Potsdam, Germany
ISBN 978-3-032-00856-5 ISBN 978-3-032-00857-2  (eBook)

hetps://doi.org/10.1007/978-3-032-00857-2

Translation from the German language edition: “Organisationen gestalten”
by Stefan Kiihl and Judith Muster, © Springer Fachmedien Wiesbaden
2016. Published by Springer Fachmedien Wiesbaden. All Rights Reserved.

© The Editor(s) (if applicable) and The Author(s), under exclusive license to Springer
Nature Switzerland AG 2025

This work is subject to copyright. All rights are solely and exclusively licensed by the
Publisher, whether the whole or part of the material is concerned, specifically the
rights of translation, reprinting, reuse of illustrations, recitation, broadcasting,
reproduction on microfilms or in any other physical way, and transmission or
information storage and retrieval, electronic adaptation, computer software, or by
similar or dissimilar methodology now known or hereafter developed.

The use of general descriptive names, registered names, trademarks, service marks, etc.
in this publication does not imply, even in the absence of a specific statement, that
such names are exempt from the relevant protective laws and regulations and there-
fore free for general use.

The publisher, the authors and the editors are safe to assume that the advice and in-
formation in this book are believed to be true and accurate at the date of publication.
Neither the publisher nor the authors or the editors give a warranty, expressed or
implied, with respect to the material contained herein or for any errors or omissions
that may have been made. The publisher remains neutral with regard to jurisdictional
claims in published maps and institutional affiliations.

This Springer imprint is published by the registered company Springer Nature
Switzerland AG
The registered company address is: Gewerbestrasse 11, 6330 Cham, Switzerland

If disposing of this product, please recycle the paper.


https://doi.org/10.1007/978-3-032-00857-2

Preface

This book represents a paradigm shift in organization man-
agement. Although the idea of organizations as machines
that can be operated and optimized is still predominant in
the minds of many managers and consultants, it has suf-
fered a tremendous loss in plausibility over the last decade.
Based not only on the results of organizational research, but
primarily on the reports from everyday organizational prac-
tice, it is possible to recognize that organizations do not
function as #rivial machines, for which it is possible to know
with certainty which output will result when using a spe-
cific input. And yet, even if referring to organizations as
“complex,” “nontrivial,” or “chaotic” belongs to the current
lip service of managers and consultants, the perspective of
instrumental rationality on organizations is nonetheless still
dominant in the literature for change management in orga-
nizations.

In contrast to that literature, we would like to demon-
strate what the design of organizations can look like, be-
yond the machine model of understanding organizations. It
is the possibilities that lie within the organization itself, and
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vi Preface

not the supposed “Best Practice” from other companies,
that should give rise to changes. We demonstrate that it is
much more about the development of an organization’s
hidden possibilities, which are difhcult to communicate,
than it is about working out the “core competences” of the
organization, which are usually easy to spot. According to
the approach presented in this book, blind spots (observa-
tional latencies) inevitably arise from the formation of
structures in organizations. These blind spots are not neces-
sarily inaccessible; they can be used for processes of change
in organizations through the observation of external par-
ties. The challenge in processes of change lies particularly in
that, even when made visible, b/ind spots are not easily com-
municable in an organization. The response to these taboos
(communicational latencies), within a protected environ-
ment, can provide interesting material for the design of or-
ganizations.

We classify our focus on blind spots and taboos under a
fundamental understanding of organizations within a
framework of systems theory. Therefore, we will begin by
defining what is meant by the term “organization” and what
its main types of structure are (Chap. 1). Subsequently, we
provide an explanation as to why, under the concept of or-
ganizational design, an ends-means approach is still domi-
nant when designing organizations, and show where the
limits of this approach lie from the point of view of modern
organizational research (Chap. 2). Based on the consider-
ations regarding the roles of rationality gaps, blind spots and
latencies, we provide a detailed description of an alternative
approach in the designing of organizations (Chap. 3). Fi-
nally, in the conclusion, we discuss the possibilities and the
limits of such an alternative (Chap. 4).

The approach for the design of organizations that we
present here is based on our long-term experience



