Transformational Tools for the 21% Century TT211C2006

Goal Development

\

Orientation

4_

Plan Generation <~ Feedback
~

S
\\-,

Decision -

Execution-
Monitoring

Figure 1 The Action Process.
Based on Frese and Zapf (1994)

NAVAVA AV VAV A = T
SNV visible actions

Errvrn “Tha MMadal nf tha FlRarerhical Cons e 82l el adlnn o & 22 S L  WAF BB s B S 20 o P B2t a” S}

Figure 2. The Hierarchic-Sequential Regulation of Action
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While the above describes the ‘action’ component of ART, ‘regulation” comes from the structure of actions and
possible alternatives. This is because the actions are structured in a hierarchical system. Figure 2 illustrates this
process of regulation, taking into account the hierarchic-sequential manner of action regulation. Firstly, a goal is
set. Then, descending the hierarchy, sub-goals are devised leading to actions. Completion of a set of actions
will satisfy a sub-sub-goal or a sub-goal, which will eventually achieve the major goal. A parallel can be made
with the human body where a command travels from higher levels (the intellectual level) to lower levels (the
sensorimotor level).

The real value of ART is with its ability to measure stresses or errors in the work system. Assuming individuals
are active and goal oriented, and they dynamically engage with their environment. Any failure to achieve a goal,
which is potentially unavoidable, is due to an error. As human error is avoidable, errors analysed through ART
are assumed to be systemic, and are due to misalignments within the sociotechnical system. Such sociotechnical
flaws are known as work hindrances as they tend to disrupt stable activity in the average person resulting in
stress factors. These stress factors are characteristics of the work task that hinder the regulation of mental
processes because of poor technical or organizational alignment, such design flaws include barriers to work,
excessive time constraints, boredom, technical problems, ergonomic problems, scarce or restricted resources,
environmental factors, or organisational short-comings. Work characteristics such as these will impede the task
at hand, and force workers to try to cope with the situation, and will induce fatigue and poor occupational health
and efficiency.

ART, like STS, focuses on the whole system, and on the cognitive abilities of workers and their ability or
inability to cope within the organisation. Thus when ART is coupled with STS, forming the framework for
START, we have a rich analytical model for the assessment of organisational well-being (Frese and Zapf 1994;
Greiner, Ragland et al. 1997).

THE START FRAMEWORK

The analytical features of STS and ART are enveloped in a comparative framework conceived as START -
Socio-Technical-Action-Regulation-Theory. The combination of these two theories provides an excellent
diagnostic tool for examining organisations across functions and across strata. The model is a similar framework
to a framework forwarded by Strohm and Ulich in Norway, which they called PTO (People-Technology-
Organisation) and much of their initial ideas guide the development of this model (Strohm and Ulich 1997;
Strohm and Ulich 1999).

START provides a comprehensive tool for analysis and evaluation of firms working in the film industry. The
analysis is undertaken across four levels, see figure 3. At the level of the organisation or the film production
company organisational elements are evaluated, these include production strategies and requirements, personnel
structure, implementation of technology, vertical and horizontal alignment and integration of sub-units, quality
management, reward systems, and job design. Orientation with regard to the environment of the enterprise is
essential for analysis and evaluation at the level of project. At this level, the system considers functional
elements, for example, the forms of division of labour, and the completeness of primary tasks within the various
organizational units are evaluated. At the level of the production crew the degree of freedom for collective
regulation of work and working conditions are assessed. Finally, analysis at the level of the individual demands
that employees' own subjective evaluations of the work situation and working conditions is included (Strohm
and Ulich 1999).

Thus working units as well as the overall organisation are studied to determine design effectiveness and
efficiency.  Additionally, the quality of working conditions are assessed, determined by the degree of
sociotechnical optimisation of work tasks and work structures. Analytical outcomes will, ideally, recommend a
more efficient fit between the “development of the employees' qualifications, the implementation of advanced
technology as well as the design of the work organization” (Strohm and Ulich 1999).

By using START many of the issues and problems the industry faces and the management methods that have
evolved to deal with them can be observed and understood. Analysis is able to produce a comprehensive profile
of the strengths and weaknesses of an organisation, and allows the conception of design criteria for integral
restructuring in the sense of sociotechnical optimisation.
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Technical System

Technical System

Four Levels of Analysis

Level One — The Individual (Crewmember)
Level Two — The Team (Production Crew)
Level Three — The Project (Film Project)

Level Four — The Organisation
(Production Company)

Figure 3. The START Framework with its four levels of analysis.
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CONCLUSION

The Australian Film Industry is unique compared to other Australian industries; it faces many challenges both
technical and social in nature which are more easily overcome in other businesses. Comprising the analytical
elements of sociotechnical systems and action regulation theory, START is an ideal model with which to
analyse this industry as it focuses on discovering inherent design weaknesses and flaws in these social and
technical systems, and providing guidelines for achieving greater social and technical alignment.

The next step in utilising the START framework is to develop the analytical instrument based on the diagnostic
schema prescribed by the two theories.
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