Sarah Showalter
Fall 2007

Activity 3: Comparing Organizations

Type of Organization:
Organization A: Retail Toy Store, part of a chain
Organization B: DoDDS Pacific Elementary School 

Criteria
Organization A
Retail Toy Store
 Rating
Organization B
Elementary School
 Rating
The power in the organization is widely distributed throughout the organization
0
3
The individuals in the organization have a wide range of expertise across many areas of specialization.
1
3
Formal policies and procedures are de-emphasized and somewhat de-valued.
0
1
Communication in the organization flows quickly due to many "inter-laced" interpersonal networks
1
3
Uncommitted resources are common and in good supply.
3
1
0 = Not at all true
1 = Somewhat true
2 = Mostly true
3 = Very true
Based on these ratings, is Organization A or Organization B more innovative?  Using Roger's terminology, describe why the organization of your choice is more innovative than the other.  
Based on these ratings, I would say that the environment in Organization B makes it more conducive to new innovations.
Power: 

Organization A, the retail toy store, has people in power on the corporate level that hand down new policies and innovations that are to take place in the individual stores. They are utilizing an Authority Innovation-Decision because choices to adopt or reject an innovation are made by a few top individuals in the system and all employees must comply (Rogers 403). Store managers have some limited power over their own stores and employees under them have almost no power in the system at all.  Power is tightly controlled and many employees are encouraged to do what they are told. 

Organization B, the elementary school, utilizes Collective Innovation-Decision making because choices to adopt or reject an innovation are made by consensus among the faculty members (Rogers 403). Anytime new school improvement goals are decided, all must agree to support them or at the very least, not oppose them. Everyone is expected to follow the plan that they agreed to once it is in place. Power is distributed more evenly amongst all faculty members and all opinions and voices are valued. 

Expertise and Specialization: 

Organization B is also more open than organization A. Members of Organization B all have college degrees and specialize in different areas. This allows for members of the organization to seek advice from other members of the faculty in order to solve problems and try new ideas. Members may also seek outside advice from reputable sources (Rogers 408).

Organization A is mainly made up of employees who have little or no formal education, putting them at a lower social status than the managers above them who generally received, at least, a business degree in management. Therefore, managers make most of the daily decisions, good or bad, and employees are expected to follow procedures. 

Formal Policies and Procedures: 

There is a fair amount of formalization, “emphasis on following rules and procedures,” in both Organization B and A (Rogers 408). However, in Organization B, rules and procedures are expected in some areas, such as a school wide discipline plan, but downplayed in other areas, such as classroom organization. Teachers are free to teach within their curriculum and they can decide on the method for presenting the new information. Administrators are not constantly observing their work on a daily basis and check in only when necessary. Teachers are free to be their “own boss” in the classroom and can experiment with new ideas and procedures as long as they are covering the required material. 

Organization A has very formalized and set procedures for running the store and servicing customers. New ideas are generally not welcomed unless they come from someone who is in a position of power. Each employee is trained to do a certain job and they generally are not re-trained to work in any other area unless it is necessary. 

Communication Flow and Interconnectedness:

In Organization A, new ideas and instructions generally come from managers or those above the managers. Ideas are sometimes communicated to the morning shift with a 5 minute meeting, but the afternoon shift primarily focuses on cleaning up the store at the end of the night and fewer meetings take place. Therefore, it becomes the responsibility of the lower level employees to relay the new policies if they remember to do so, or briefly mention the new policies if they have a break in the number of customers. Many times ideas and communication simply does not get through unless it is relayed directly by a manager. If the communication network in the store were to be mapped out it would probably resemble a radial personal network because all individuals are connected to a focal individual (the manager) but rarely speak with one another (Rogers 338). Little information comes from outside this network. 

In Organization B, regular meetings are scheduled to discuss events and new policies. Daily bulletins are sent via e-mail to all faculty members to highlight concerns, important dates and upcoming events. Teachers have daily common planning periods with others who work in their department or grade level to promote collaboration. All of these measures help to ensure that members of the faculty have a chance to talk to one another, plan together and relay important messages. When mapped out, Organization B would probably be made up of several interlocking personal networks with many individuals acting as bridges between the networks (Rogers 338, 340). The networks are interlocking because departments will frequently communicate ideas, policies and procedures to all of its members on a daily basis. Department chairs will act as bridges because interact with the administration and other higher ups more regularly and ensure that all teachers get the message. Teachers within their departments will then work together, plan together and share ideas together across their grade level or department. Because individuals speak with each other more frequently and are given common breaks and planning time, communication flow is much smoother and has less change of getting stuck in the upper levels of administration.

Uncommitted Resources:

Uncommitted resources or organizational slack is probably more common in the retail store than in the elementary school. Because Organization A, the retail store is part of a large corporation, the corporation usually sponsors what new equipment will be purchased for all the store locations. If sales are good, the stores will be more profitable and the overall corporation, in theory would have more money for upgrading their equipment. (Rogers 412). DoDDS Pacific headquarters in Okinawa receives the yearly budget from the federal government for the school in Organization B. Large or expensive purchases usually are made by the upper levels of the organization rather than at the school level. The last few years have seen a decrease in budget in Organization B, and since money is limited to the budget, the organization may be crippled in its ability to upgrade. However, since money and resources are allocated outside of the individual store or school, both organizations have a certain amount of uncommitted resources that trickle down for special purchases or orders. In addition to the schools being able to make special requests when there are extra funds Organization B also carefully redistributes usable resources and property when a school closes. 

Explanation:

In Organization A, power is held by only a few individuals and decisions are made by those individuals. In Organization B, power is more evenly distributed amongst all members of the Organization and all opinions are considered valid. Many decisions are reached by consensus. The centralization of power in Organization A is negatively associated with innovativeness because power is held by only a few leaders and other employees opinions are not considered as valid (Rogers 412). Because there is less centralization of power, Organization B would be considered more innovative than A in this respect. 

Members of Organization A are heterophilous because the level of education and expertise varies greatly. Many members have lower levels of education than the few opinion leaders (i.e. managers) who instruct them on new procedures. Because employees have less in common and are generally assigned to a particular area of the store and rarely have downtime to interact, communication does not flow easily and there is a lack of interconnectedness. This relates negatively to innovation (Rogers 412). Organization B is made up of many members who have at least a Bachelors or higher level of education. Because all members are generally equal as far as socioeconomic status and level of education are concerned, the group becomes more homophilous and this relates positively to the spread of innovations because members communicate more frequently with one another because of their common goals and level of expertise (Rogers 412). Again, Organization B would be considered more innovative. 

Formalization “inhibits the consideration of innovations by organization members but encourages the implementation of innovations” (Rogers 412). In this case, Organization A has very set rules and procedures for doing just about every job in the store. Even displays come with plans that dictate how many facings are to be featured for a given product. So, new ideas are generally not welcomed. But when the company decides on a new piece of equipment, or customer service plan, the managers strictly enforce it so that all employees are made to adopt the new innovation immediately. So, new innovations are negatively related to their level of formalization but the actual implementation and adoption of new innovations is high. In Organization B, policies and procedures are somewhat de-emphasized in some cases. Teachers are free to choose the method of instruction and presentation for new lessons as long as they cover the required curriculum and address the standards. There is much more freedom in the delivery method and teachers are allowed to run their classroom the way they want. Because formalization is de-emphasized in most daily procedures, (excluding discipline), Organization B’s environment is more open to new ideas and procedures and therefore is more innovative than A. 

As explained above, Organization A has members who are heterophilous which leads to a decrease in interconnected networks and creates more radial networks because individuals have little reason to interact with one another (Rogers 338). The lack of interconnectedness is negatively related to innovation (Rogers 412). Organization B having many more interconnected members, more opinion leaders and bridges between the various networks helps the more homophilous teachers share ideas. Therefore, Organization B has networks that would better promote the spread of innovations. However, they may spread slowly because the members are homophilous (Rogers 307). 


Both organizations have some access to uncommitted resources or organizational slack. This is “positively related to organizational innovativeness, especially for innovations that are higher in cost” (Rogers 412). However, in this case, the retail store is probably at the advantage because profits are dynamic and in theory can be improved. Whereas, the school’s budget is more or less fixed on a yearly basis.

Overall, Organization B, although a smaller organization, produces an environment that is better suited to the distribution of new ideas. The members of this organization are treated as colleagues and equals. Faculty members are more specialized and have more advice to offer one another through their well connected personal networks. Bridges between the networks help ensure the flow of information does not stop or stay confined to just one group. Anyone in the organization can potentially become a leader or champion of a new innovation that will improve the rest of the staff because all opinions are valued. Because of its openness and the willingness to accept input from all members and stakeholders, Organization B is far more likely to try new ideas and procedures and reward its members for their desire to pursue new and better ways of performing their job.

