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Organizational Reorganization

Organization:
System of Identifiable Roles and Role Relationships
This System Determines How People Operate.

Reorganization

Reorganization
Reorganization

Why so often?
ÅMarching From 
Wrong Structure to 
Wrong Structure:
ÅRoles at Wrong Levels
ÅRole-Relationships 
Improperly Designed

Example: One company reorganized every three months!
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After 55-years of Research

άaŀƴŀƎŜǊƛŀƭ ǎȅǎǘŜƳǎ ǘǊŜŀǘ ŜƳǇƭƻȅŜŜǎ ƭƛƪŜ 
commodities, generate general suspicion and 
mistrust, undermining self-esteem, generate conflict 
over compensation and in interpersonal 
relationships, cause unnecessary suffering for 
employees and their families, undermine the good 
society, and withal, reduce the potential productivity 
and effectiveness of even the best companies to 50% 
ƻŦ ǿƘŀǘ ǘƘŜȅ ƳƛƎƘǘ ŀŎƘƛŜǾŜΦέ

Dr. Elliott Jaques, in 2002 , concludes:

Jaques, Elliott (2002). Organization of Management for a Just and Human Free Enterprise System. Gloucester, MA: Cason Hall & Co Publishers.
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GENERAL ORDERSς3R

3

1950s ï Army Foundations ï 2009

GENERAL ORDERSς00

> Envision the Future within AOR > Set Structure, Systems and Processes 

> External Affairs > Define Mission

> Policy Application > Establish Values

> Governance > Create Culture

> Resourcing > Formulate & Lead Enterprise Projects

> Command / Manage DRUs > Establish Core Customers Value Proposition

> Initiate Change / Continuous Alignment

> Policy Formulation
> Maintain Global Awareness (Political,

   Environmental, Social, Technical, Informational) 

> Strategy Development > Manage Portfolio(s)

> Program Analysis & Integration > Allocate Resources

> Best Business Practices (Networking) > Design: Structure, Systems, and Processes

> Command / Manage DRUs > Prioritize Customer Needs

> Communicate Strategy to Lower Levels

> Strategy Implementation > Manage Operational Unit(s)

> Identify Customer Needs > Manage Resources

> Business Plan & Program Development > Integrate Cross-functions

> Implement Continuous Improvement > Create Supportive Climate

> Formulate Operational Unit Projects

> Program Execution
> Manage people, processes, activities, and

   resources to achieve goals & objectives

> Meet Customer Needs > Integrate Functions

> Implement Continuous Improvement > Measure Customer Satisfaction

> Manage Resources

> Produce Direct Outputs > Increase Productivity

> Interact with Customers > Measure Customer Satisfaction

> Manage to Budget > Eliminate waste

> Implement Continuous Improvement > Apply LSS Principles

> Ensure Quality

CRITICAL TASKS

Level V (DASA; SES-5; MG)

Level IV (SES-6; GS-15; BG/Colonels)

Level III, II, and I

Level VII (USA; VCSA; ASA; GEN)

Level VIII (SA & CSA)

>  Envision the Future

>  Set the Direction of the Whole Enterprise

>  Manage Strategic Uncertainty

>  Manage The Enterprise

>  Secure Resources

>  Define Measures of Performance

Level VI (PDASA; SES-4; LTG)

CRITICAL TASKS

S

T

R

A

T

E

G

I

C

O

P

E

R

A

T

I

O

N

A

L

T

H

E

E

N

T

E

R

P

R

I

S

E

T

A

C

T

I

C

A

L

http://www.sergeyivanov.org/
mailto:sergeygw@gmail.com


Sergey Ivanov, Ph.D., www.SergeyIvanov.org, sergeygw@gmail.com 4

Examples of Questions Jaquesô 

Theory Addresses

ÅWhy People Work
ÅStructures of Work:
ÅManagerial Hierarchies
ÅAssociations (Congress, General Officers)

ÅOrganization of Business Units
ÅCreating Well-Managed Organizations (GOτ00, and GOτ3R)

ÅSystemic Diagnosis of Root Causes
ÅTrust-inducing, Effective, and High Energy Orgs
ÅDesigning for the Battlefield
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Types of Organizations:

Associations and Hierarchies

President

CTO CFO COO

Security

Engineer

Software

Engineer

Chief

Accountant

Budgeting

Director

Managerial Accountability Hierarchy

(MAH), or Bureaucracy

Share-holders/Members/Citizens

Elected

Representatives

Association

Association
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Definitions (Dr. Elliott Jaques)

Work ςThe exercise of judgment and discretion in making decisions in 
carrying out goal directed activities
Roleςa position within a managerial organization to which the person 
is hired
Role RelationshipsςThe accountabilityand the authoritybetween any 
two roles
Accountability ςA situation where an individual can be called to 
account for his/her actions by another individual or body authorized 
both to do so and to give recognition to the individual for those actions
Manager ςA person in a role who is accountable for the results of work 
and working behavior of his/her subordinates, for building and 
sustaining an effective team of subordinates capable of producing those 
outputs, and for exercising effective leadership
Trust ςThe ability to rely upon others to be truthful and to do as they 
say, and to follow established rules, procedures, and custom and 
practice
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Discontinuity of Roles

Stratum of the RoleόwƻƭŜύ ƛǎ WŀǉǳŜǎΩ CƛƴŘƛƴƎ ƻŦ 
Discontinuity of Roles in a Managerial Hierarchy

The stratum is determined by the longest assignment in 
the role assigned by the manager to the subordinate
(time-span of discretion)

Time-span of Discretion Period Stratum of the Role

1 day ï3 months Stratum 1

3 months ï1 year Stratum 2

1 year ï2 years Stratum 3

2 years ï5 years Stratum 4

5 years ï10 years Stratum 5

10 years ï20 years Stratum 6

20 years ï50 years Stratum 7

50 years ï100 years Stratum 8

Jaques believed that 
complexity of information 
processing is the same 
within one stratum, but 
fundamentally different  
in different strata 

LǎŀŀŎΩǎ ǊŜǎŜŀǊŎƘ όмфтуύ 
ŎƻƴŦƛǊƳŜŘ WŀǉǳŜǎΩ 
discontinuity hypothesis
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Size of Role: Time-Span

Tasks in the role: What By When?

2 months

1 week

1 day

2 weeks

2 weeks

3 weeks

1 month

1 week

2 months is the size of the role
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Time-span Examples

Time-span of 
Discretion Period

Examples of the Longest Task in the Role
(blue ςcorporate, green ςArmy)

(all examples are real tasks taken at various times from corporate and Army domains)

Stratum of 
the Role

1 day ς3 months Account Mgr: Schedule Evaluators (1 month)
IMCEN Helpdesk: Install an Application, Fix a Computer (1 day)

Stratum 1

3 months ς1 year HR Mgr: Write an HR Manual (6 months)
Nurse: Schedule High School Immunization (11 months)

Stratum 2

1 year ς2 years Department Manager: Implement Technical Standards (1.5y)
LTC in peace-time, CPT in stability operations

Stratum 3

2 years ς5 years Small Company President: Sell Company in 3 years (3 years)
1-Star GEN, COL

Stratum 4

5 years ς10 years Mid Corporation CEO: Develop Investment within 7-10 years
2-Star GEN

Stratum 5

10 years ς20 years EVP of a Large Company: Develop Education System in a Region
3-Star GEN

Stratum 6

20 years ς50 years President of a Large Multi-National Company (Oracle):
4-Star GEN: Design for 2nd and 3rd Generation

Stratum 7

50 years ς100 years President of a Super Corporation (ExxonMobil):
SecDef: Geo-political World 2 to 4 Generations Ahead

Stratum 8
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Discontinuity in Capability

Jaques believed Managerial Hierarchy is an organizational 
expression of human capability

According to Jaques, human capability is discontinuous, 
and matures from birth to death in predictable patterns, 
from a stratum to a stratum:

 Potential Progress Data Sheet 
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Key Charts âElliott Jaques 1989, revised 2001. All rights reserved.
Permitted to use freely by Mrs. Kathryn Cason

ά¢ƘŜ ōŀǎƛŎ ǎǘǊǳŎǘǳǊŜ ƻŦ ƳŀƴŀƎŜǊƛŀƭ ƭŀȅŜǊǎ 
coincides with the layers of complexity of 
ƛƴŦƻǊƳŀǘƛƻƴ ǇǊƻŎŜǎǎƛƴƎΦέ

Elliott Jaques, Ph.D., M.D., 2002
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