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Attempting Work Reform: The Case of "Parkside" Hospital. 
Martin D. Hanlon, David A. Nadler, and Deborah Gladstein. 
New York: Wiley, 1985. 249 pp. $39.95. 

In this book about an organizational development effort, 
Hanlon, Nadler, and Gladstein tell a story, and they tell it in such 
a way that we know more than just the story when we are 
finished. We have learned some significant things about the 
general class of stories from which this one is drawn. The au- 
thors describe, in clear and vivid language, what happened in a 
hospital when an attempt was made at work reform through 
quality-of-worklife interventions. Thanks to the authors' ability 
to capture the complexity of the modern tertiary-care hospital 
and carefully describe several different attempts at organiza- 
tional change, we are informed about both this specific inter- 
vention and the more general problems associated with organi- 
zational interventions and research efforts in a hospital setting. 

The book is divided into five parts. Chapters 1 and 2 provide a 
backdrop for this particular study, placing it in the context of a 
larger series of quality-of-worklife studies. The setting for the 
intervention is developed in chapters 3 and 4. An elaborate and 
rich description of the intervention is provided in chapters 5-8. 
The assessment methodology and the results of the assess- 
ment are detailed in chapters 9 and 10. Chapter 1 1 extends the 
insights gained from this particular study to the general prob- 
lems of work reform in hospitals. The overall development of 
the material is satisfactory and the reader is led in a meaningful 
way through the intervention and the authors' view of what 
happened. 

This book will interest people doing field research in or about 
hospitals. The particular problems of doing research in this set- 
ting are illustrated as the authors describe the complex set of 
relationships between physicians, nursing units, technical sup- 
port units, and administrative units. The difficulty of negotiating 
an organizational intervention in this setting is clearly explained. 
Unfortunately, the authors fail to offer even a gentle hint of a 
strategy for dealing with the problems they describe so well. 
We are left with the feeling that these problems are essentially 
impossible to overcome, and yet we know from studies such 
as those by Hambrick (1981) and Meyers (1982) that good re- 
search can be accomplished in the hospital setting. Despite 
this weakness, Attempting Work Reform does provide valuable 
insights for the researcher or consultant attempting a major or- 
ganizational intervention in the hospital setting. 

This research will be of less interest to scholars curious about 
more general organizational issues. As in most case write-ups, 
it is difficult to support broader conclusions from the rich detail 
of the analysis, and the authors provide little help in overcoming 
this difficulty. While the study is an interesting example of field 
research and there is good development of the theoretical 
structure of the research methodology, the authors fail to use 
the richness of the description of the intervention as a ground 
for concept development. Yet, this is the major potential value 
of case studies for achieving the broader goal of increased or- 
ganizational research. A good case study should serve as a 
stimulant for creative thinking about organizational issues and 
about the underlying theoretical structure that might be used to 
help explain the events observed. If these kinds of insights oc- 
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curred for the authors, they fail to share them. 

There are two major flaws in the intervention effort that greatly 
reduce the ability of the research to have an impact on our un- 
derstanding of work reform through quality-of-worklife inter- 
ventions. The first is that the intervention attempt itself was 
very clumsy. A large part of the problem with the change strat- 
egy was not with the efficacy of quality-of-worklife programs as 
a viable intervention strategy but with the incompetence of the 
consultants. In fact, the first team of consultants was fired mid- 
way through the project! The meaning of this event is very 
poorly presented by the authors. We learn very little about work 
reform by looking at this obviously flawed effort at organiza- 
tional intervention. 
The second major flaw is that the events depicted throughout 
the book as being relevant for our understanding of the project 
had little or nothing to do with why the project failed. In the very 
last chapter the authors provide a surprise ending. On page 225 
we are told, "Given its marginal status within the chief admin- 
istrator's strategic plan, the Parkside Quality of Worklife project 
was never given the resources that were essential to address 
the majorstructural causes of the hospital's problems" (italics 
in the original). The managers knew all along that this project 
and the problems it was attempting to address were not part of 
the strategic agenda. The chief administrator was trying to 
solve a very different set of problems than those perceived as 
important by the quality-of-worklife project. As noted by the au- 
thors, "The Quality of Worklife project was intended to de- 
centralize control" (p. 224). The authors proceed to describe 
several ways in which the organizational leadership was at- 
tempting to do things in ways that were diametrically opposed 
to the goals of the project. It does not come as a surprise that 
the administrator was more successful in achieving his goals 
than was the consulting team! 
These two flaws, lack of skill by the consultants and an inap- 
propriate setting for the intervention, mean that we can learn 
little from this book about work reform through quality-of-work- 
life interventions. If the authors had been more willing to deal in 
a theoretical way with the organizational events they describe 
so well, we may have been able to gain additional insights into 
organizational issues, but they were not, so we are also left 
somewhat empty-handed. We do have a book that has a rich 
and vivid description of a field research effort in a hospital set- 
ting. For those contemplating doing this type of research, the 
journey through this book will be well worth the effort. For oth- 
ers, the journey will be much less rewarding. 

Reuben R. McDaniel, Jr. 
Jesse H. Jones Professor of Management 
The University of Texas at Austin 
Austin, TX 78712 
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