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ployment, life-stage change, divorce, imprisonment, and im- 
migration. A consequence of this diversity is that there is only 
space for a handful of chapters on transitions in work, careers, 
and organizations. One of the most interesting of these is 
Frese's action-theory approach to occupational socialization, 
which adds important and subtle refinements to stress-strain 
models of adjustment by considering the moderating role of 
individual differences and environmental predictability and con- 
trol. The review of the retirement literature by Kosloski and his 
colleagues is also worthwhile, reaching a useful theoretical 
integration in the relationship between behavioral continuity 
over the transition and the identity changes that may follow. 
Elsewhere there are some fascinating insights to be gleaned, 
for example, into the problems of adapting to the role of 
undercover agent (in Girodo's chapter), but these insights are 
generally not connected with one another. The absence of 
links between the varied findings and ideas leads one to doubt 
that this conference signals the arrival of role transitions as a 
field of study. Perhaps thematic ordering of contributions to 
the conference by their conceptual orientation rather than their 
subject domain might have aided in the development of such a 
field of study, but one suspects there will have to be a good 
deal more theory about the change process, high-quality longi- 
tudinal research, and focused communication among scholars 
before a real center of gravity emerges. Yet this conference, as 
a forum for such communication, may prove to have been an 
important first step toward improved integration and develop- 
ment. For this reason, the initiative of the editors is to be 
commended, and the papers they have assembled are a most 
welcome contribution to the developing field. 

Nigel Nicholson 
Senior Research Fellow 
MRC/ESRC Social and Applied Psychology Unit 
University of Sheffield 
England 

Messing About in Problems: An Informal Structured 
Approach to Their Identification and Management. 
Colin Eden, Sue Jones, and David Sims. Elmsford, NY: Perga- 
mon, 1983. 124 pp. $22.00, cloth; $10.95, paper. 

This book will make most consultants, and many academics, 
uncomfortable. At least it should. 

Probably the dimension on which business and organizational 
consulting varies most widely is the degree to which the 
client's problem is formally modelled. What is striking about 
this variation is that consulting practices (and MBA courses) 
tend to cluster at the endpoints. Either the problem is very 
formally modelled, as by operations researchers, or minimally 
modelled, as by those who do organization development. 
Many of us have made peace with ourselves and with each 
other by accepting the conventional assumption that problems 
tend to be either modellable or not. When we asked why 
organizational problems tend to fall into this bimodal distribu- 
tion, we have no answer. Very likely we are wrong in our belief 
that they do. 
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The authors of this book are members of the Centre for the 
Study of Organisational Change and Development at the Uni- 
versity of Bath, and they are apparently experienced consul- 
tants. They make two important contributions with this book. 
The first is to articulate, much more explicitly than I have seen 
done elsewhere, the idea that "problems are psychological 
entities which are often unclear and expressed as anxiety and 
concern about a situation as well as being expressed as a 
positive wish for the situation to be different. Problems are 
idiosyncratic constructions that belong to individuals . . ." (p. x). 
This is an important perspective and different from the more 
comfortable view that there is a real, objective problem, albeit 
with idiosyncratic interpretations. The authors deal with this 
idea in different ways. At one point they discuss cognitive 
maps, a concept not unlike the idea of mental models articu- 
lated by Mintzberg (1975). At another point, in the context of 
developing a collective interpretation of organizational prob- 
lems, the authors note that "what we know about and per- 
ceive is basically a subjective matter, but for most of us most 
of the time there is a large area of intersubjectivity, 
which to all intents and purposes behaves like an objective 
world" (p. 65). 

While the articulation of the concept of problems being 
psychological entities is to some degree a matter of conscious- 
ness raising, it becomes more important than it otherwise 
might, because the authors' second contribution is that they 
do something with the concept, rather than acknowledging it 
with a nod and then moving on to search for the real, objective 
problem. They describe a process that can be used to map or 
model these subjective, idiosyncratic constructions. It is clear 
from the detailed description of the process, and from the case 
study presented, that the resulting model captures a good deal 
of the political aspect of problems, as well as both the psycho- 
logical and objective aspects. It is this comprehensiveness that 
will make most consultants and most academics uncomfort- 
able when reading the book. Operations researchers will be 
forced to recognize that there is a much more sophisticated 
problem-formulation process than that which they are accus- 
tomed to using, a process that leads to a more nearly complete 
model than their solution algorithms can deal with. Organiza- 
tion development consultants, on the other hand, will be 
forced to recognize that the intangibles and the psychological, 
sociological, and political factors that make their consulting 
somewhat mystical, and certainly an art form, can be captured 
to a considerable degree-. To use the authors' words, what 
they have done is to develop and describe for us methods that 
might "help us to do more than we could otherwise do 
towards getting the best of both worlds. They give us the 
explicit models to manipulate and work with that are a great 
strength of operational research. They also enable us to collect 
and use the sensitive and more varied data about whatever it is 
that is concerning the client, which has been more the pro- 
-vince of organization development" (p. 62). 

Of course, there are models and then there are models, all 
abstractions of reality but some much more formal than 
others. The models that follow from the interviewing and 
modelling process described in this book look like networks of 
ideas. Most but not all network nodes include both a concept, 
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such as "chaotic schedules," and an alternative concept, such 
as "steady schedules." Links have positive or negative tags. 
Many positive tags mean "leads to." The models are to a great 
extent maps of beliefs about links among concepts. In this 
sense they are representations of the client's "ideologies," as 
Beyer (1981) used the term. The modelling process is quite 
sophisticated; e.g., it readily identifies "vicious circles" and 
plots them. It also has variations that allow for some flexibility 
in dealing with different situations or with consultant or client 
preferences. 
The models derived using this process, especially those of 
team problems, can quickly become elaborate and complex. 
The advantage of this is that such models are representative of 
reality; the disadvantage is that they tend to boggle the mind. 
The authors have dealt with this problem in three ways. The 
first is to introduce the idea of the consultant and client 
negotiating a problem to work on by identifying a portion of the 
model that seems both important to the client and vulnerable 
to attack with the skills of the consultant. The second, de- 
scribed as "coping with quantity" (p. 90), is the idea of identify- 
ing those portions of the model where the linked concepts are 
subject to quantification and thus where the use of analytic 
techniques might be helpful. For an operations researcher, 
there would be great overlap in the outcomes of these two 
processes. An important point to note is that in either case the 
consultant and the client are very much aware of exactly which 
portions of the overall problem they are addressing and which 
they are ignoring. The third way that the authors have dealt 
with the problem of model complexity is by developing a 
computerized map-drawing algorithm that can be used by the 
consultant, if he or she wishes, to aid in the transformation of 
qualitative interview data into a network model of linked con- 
cepts. I hasten to note that the use of the computer is not 
necessary to create the models. 

Well, it all seems quite wonderful, as one reads the book. It 
appears that the models can greatly aid both the consultants' 
and the client's understanding of the situation and that they are 
excellent communication devices. A few questions come to 
mind, however. One is, "If this approach to dealing with 
problems is all that wonderful, why hasn't it been developed 
before?" One answer is that in a sense it has been developed 
before, but piecemeal, by different groups who did not com- 
bine their more elemental processes. For example, the au- 
thors' approach to modelling the problem of a team of indi- 
viduals has as its first step a process nearly identical to the 
Nominal Group Technique (Delbecq, Van de Ven, and Gustaf- 
son, 1975). As another example, the steps in moving from a 
lower-order pairing of constructs, such as "boss questions my 
ability" and "boss leaves me alone," to a higher-order pairing, 
such as "having low status" and "having high status," are 
similar to those used in the purpose-expansion or work-design 
procedure (Nadler, 1970). Finally, the interview techniques are 
familiar to organizational consultants, and the model-mapping 
techniques are familiar to graph theorists. What the authors 
have done is to integrate creatively a variety of consulting aids 
and to demonstrate that the resulting process works. 
Another question that arises is, "Just how good is this pro- 
cess?" The answer is that neither the authors nor the readers 
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know. The authors tell us that the process works for them, but 
apparently they have not formally tested it against alternative 
processes or systematically varied its components, so they 
really don't know how effective it is. Nor do they apparently 
know if other less skillful consultants would be as successful 
with the process as the authors have been. On the other hand, 
the process does draw upon other, proven consultative proce- 
dures and has been used in a number of published case 
studies. The bottom line is that the overall process is ripe for 
systematic investigation. 
The ideas in this book made good sense to me; several were 
provocative. All were well presented, and the book is very 
readable. I recommend it to all those who consult on organiza- 
tional problems and to all faculty who teach about organization- 
al problems, what they are like or how they should be attacked. 
The authors also recommend the book to project and task- 
force leaders, or at least they state that these professionals 
have found helpful the methods described. 

George P. Huber 
Fondren Foundation Professor of Business 
University of Texas at Austin 
Austin, TX 78712 
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Shaping an American Institution: Robert E. Wood and 
Sears, Roebuck. 
James C. Worthy. Urbana, IL: University of Illinois Press, 1984. 
299 pp. $18.95. 

Robert E. Wood joined Sears in 1924 after a distinguished 
military career, became president of the company in 1928, and 
retired as chairman of the board in 1954. The General, as he 
was often called, used humanistic management techniques, 
much before they were in vogue, to transform Sears from a 
mail-order merchandiser for farmers into a supplier of goods 
and services for the urban and suburban mass markets of 
contemporary America. This book by James C. Worthy, a 
former employee of Sears who worked in personnel during the 
General's years, provides a brief chronology of both Wood and 
Sears, Roebuck and outlines the business strategies and em- 
ployee policies that Wood used in making Sears an American 
institution. 

Worthy's purpose in writing the book, however, is not simply 
to chronicle Wood's career. Rather, Worthy wants to argue 
that Wood's humanistic policies were responsible for Sears' 
success and are therefore relevant to today's managers and 
management scholars who seek to make organizations suc- 
cessful. There are two questions, then, that lie behind every 
page: Can a leader transform the culture of an organization? 
Does the culture of an organization make a difference? 
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