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FOUNDATIONS OF ORGANIZATION 
DESIGN

Nuala Campany, PhD



Early beginnings 

FREDERICK WINSLOW TAYLOR 

(1856 – 1915)

HENRI FAYOL

(1841 – 1925) 

MAX WEBER

(1864 – 1920)



THE CLASSIC DESIGN APPROACH 

•Mechanistic 

•Focus on formal structures

•Control of employee 
behavior

•Managers are the designers

•Rational problem-solving 

•Design and implementation 
separated 



“In the case of 
organizational structure, 
design means turning those 
knobs that influence the 
division of labor and the 
coordinating mechanisms, 
thereby affecting how the 
organization functions-how 
materials, authority, 
information, and decision 
processes flow through it.”

Mintzberg, 1979

This Photo by Unknown Author is licensed under CC BY

https://www.flickr.com/photos/elsie/4870007440/
https://creativecommons.org/licenses/by/3.0/


Limitations of the classical model

• Scope limitations – importance of informal structures and 
organizational culture (Peters and Waterman, 1982, Schein, 1985)

• Employees not seen as co-designers (Trist and Bamford, 1951)

• Too strict separation of design and implementation

• Problem-driven vs. solution driven – how to deal with “wicked 
problems” (Weick)

• Focus on rational problem-solving ignores non-logical processes and 
tacit knowledge

• Ignores socio-political processes – Design processes rarely take place 
in a political vacuum



WW2 & BEYOND DEVELOPMENTS

Business Environment 

•Interest in application of mathematical 
models stemming from military designs

•Business growth driving need for new 
organization designs:

• 1950 – 85% Fortune 500 functionally 
structured

• 1970 – 90% Fortune 500 multi-divisional, multi-
profit center structured

• 1970’s rise of multi-national corporations 

Schools of Thought in Academia

1. Management – focus on unit of 
command & centralization

2. Operations Research – focus on 
mathematical models, accounting, 
technology

3. Behavioral Sciences – participative 
management, & employee 
satisfaction 

Source: Handbook of Organization Development, Cummings, ed. (1985) 



THE 1960’S

Lawrence and Lorsch, Organization 
and Environment (1967)

•Organizations as social systems –
strategy, organization, and people 
need to fit together to achieve high 
performance 

•Choice of organization and people 
depends on strategy 

•Differentiation and integration of 
sub-systems

Leavitt – Chapter in Handbook of 
Organizations (1965)

•Structure, planning processes, 
information systems, and 
interpersonal relations all need to 
work together

•Organization design is integrative –
org design must integrate knowledge 
around a leader’s problems

There is no one best way to organize 

Problem

People 

Technology 

Structure 



Different strategies require different 
organizations 

• Business Complexity 
translates to 
complexity of 
organizational design

• Functions

• Products

• Geographies

• Customer segments

• Channels

• Solutions

• Offerings

• Network partners 

• Alliances 

• Contingent workforce 

Strategy

Structure

Reward 
Systems

People

Strategy

Structure

Process
Metrics / 

Rewards 

People
Practices

© Jay Galbraith

Capabilities

• What metrics 
should go on our 
business 
dashboard?

• What incentives 
will drive the right 
behavior?

• What talent is 
needed?

• What HR 
practices and 
routines are 
critical to our 
capabilities?

•How will we 
grow and 
compete in 
our markets?

• How should we 
organize?

• What are the key 
roles?

• How should power 
be balanced in the 
matrix?

• How are decisions 
made?

• How does work 
flow between 
roles?

• What management 
processes need to 
be defined?

• What do we need to be 
able to do better than our 
competitors?

CULTURE RESULTS

The STAR Model 
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Nuala Campany has 25+ years of global 
organization and talent development 
experience. Her experience includes leading 
change management to support organization 
transformation, mergers and acquisitions, 
team-based systems, Six Sigma, and lean 
manufacturing. She is an expert consultant in 
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She currently serves as an Adjunct Faculty 
member in the College of Business 
Administration at California State University 
San Marcos. She is the past Chair of the 
Organization Design Forum. 

11





Diana Larsen

Diana Larsen contributes to the foundations, and 
extensions, of Agile thought. Diana served for 9 years 
on the Agile Alliance board of directors, 5 in an officer 
role. She co-authored several influential books. Agile 
Retrospectives provides a framework for team learning 
and improvement. Liftoff 2nd ed. gives clear 
instructions for chartering and setting the tone for 
teamwork. In Five Rules for Accelerated Learning, find 
guidance for supporting more effective learning. 
Download a free eBook The Agile Fluency Model on the 
agilefluency.org website.

Diana co-founded Agile Fluency® Project* with James 
Shore in 2015. Through AFP's programs Diana shares 
wisdom gained over three decades of working with 
leaders, teams, and organizations. She holds the 
intriguing title of Chief Connector. Diana continues her 
career as facilitator, mentor, and consulting partner.

*Agile Fluency is a registered trademark of Agile Fluency Project. LLC
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ABC

Execute a new business model or 
major shift in strategy

Digital everywhere – and other 
disruptive capabilities

Design for customer-centric innovation

Organizational Agility 

Reduce unrewarded complexity and 
cost; scale for growth

Global / local business
Business unit alignment
Omni-channel marketing/commerce

Reshaping hardened, layered P&Ls
Repurposing resources for growth
Scaling for growth

Business unit empowerment 
Speed to market
Customer focus

Integrated customer solutions
Accountability and collaboration
New business incubation

Organizing for digital business
Function capability and infrastructure
Product management /agile ways of working

Why companies reach out to us today for organization design?

https://www.theverge.com/2012/8/23/3262517/microsoft-new-logo


The core tension in all complex organizations

• Focus on enterprise
• Cost and 

standardization 
efficiencies

• Harmonized, 
consolidated

• Bureaucratic
• Distance from 

customer
• Less accountability

Scale
Global/Integration

• Fewer, bigger bets

• Consistency where necessary

• Shared services and central functions

• Adapt to customer 
differences

• Business unit 
speed/responsive

• Leadership in market

• Duplicate resources
• P&L complexity
• High cost, lower RoA

Agility
Local/Differentiation

• Responsive to differences

•Market and customer focus

• Clear accountability for P&Ls

How do we design for both?



Operating models help manage the tension between agility 
and scale

Operating Model

• Key roles and relationships among 
business units, functions and 
regional centers (degree of 
integration)

• Focus and nature of P&L units

• Decision-making guidance, forums 
and processes

• Enterprise-wide capabilities

• Leadership behaviors

Org Design

• Structure, roles

• Processes

• Rewards, 
metrics

• People 

practices

Growth Choices

• Drivers of 
shareholder 
value

• Capital 
allocation

• Where to play

• How to win

Adapted from Bain & Co.

Operating models can be built for the enterprise and for the 
business within



Jonathan Hornyak

Diana Larsen contributes to the foundations, and 
extensions, of Agile thought. Diana served for 9 years 
on the Agile Alliance board of directors, 5 in an officer 
role. She co-authored several influential books. Agile 
Retrospectives provides a framework for team learning 
and improvement. Liftoff 2nd ed. gives clear 
instructions for chartering and setting the tone for 
teamwork. In Five Rules for Accelerated Learning, find 
guidance for supporting more effective learning. 
Download a free eBook The Agile Fluency Model on the 
agilefluency.org website.

Diana co-founded Agile Fluency® Project* with James 
Shore in 2015. Through AFP's programs Diana shares 
wisdom gained over three decades of working with 
leaders, teams, and organizations. She holds the 
intriguing title of Chief Connector. Diana continues her 
career as facilitator, mentor, and consulting partner.

*Agile Fluency is a registered trademark of Agile Fluency Project. LLC
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Organization Design and Business Agility

- Future Perspective

▪ Technology Lead – social system lag

▪ Org Design and Digital Technology

▪ Trends:  Emerging Organizational Model



Stu Winby
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Agile 
Practices

Agile 
Mindset

Agile 
Leader-

ship

Agile 
Organi-
sation

Agile 
Budgeting

Agile 
Strategy
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Agile 
Leader-

ship

Agile 
Mindset
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Agile 
Organi-
sation
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Agile 
Strategy

Agile 
Budgeting

https://www.youtube.com/watch?v=_5o2qrm4kzc


PRACTIONIONER & OPPORTUNITY ACTIVIST 

working for more than a dozen large corporates during the past 20years

2001 2015 2020

co-founded

LIVEsciences

aka a Teal-based company 

without bosses and self-set 

salaries
www.livesciences.com

co-founded 

TEAL AROUND THE WORLD

a global community of 1000+ 

pioneers

in regards of the #futureofwork
www.tealaroundtheworld.com

Me = always curious & 

experimental

as a consultant, catalyst, 

senior manager and 

entrepreneur
linkedin.com/in/frank-eiselt-99a7371/

http://www.livesciences.com/
http://www.tealaroundtheworld.com/
https://www.linkedin.com/in/frank-eiselt-99a7371/


Frank Eiselt
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https://livesciences.com/liveline/

