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B a c k g r o u n d
I n  th e  a u d i t in g  a n d  a c c o u n t in g  l i te r a tu re ,  c o m p u te r  sy s tem s  a r e  n o r m a l ly  
c lass ified  as ‘m a in f r a m e ’ ‘m in ic o m p u te r ’ (m in i)  a n d  ‘m ic r o c o m p u te r ’ 
(m ic ro )  sy s te m s  fo r  th e  p u rp o s e  o f  h ig h lig h tin g  th e  p o te n t ia l  a c c o u n t in g  
c o n tro l  w ea k n esse s  a s so c ia te d  w ith  c lasses o f  c o m p u te r  sy s te m s  [ e .g .,  P a g e  
a n d  H o o p e r , 1 9 8 7 ,  p p . 2 8 5 -2 8 8 ] .

H o w ev er, th e re  a r e  s ig n if ic a n t d ifficu ltie s  a s so c ia te d  w ith  th is  a p p r o a c h .  
T h e  te rm s  m a in f ra m e ,  m in i  a n d  m ic ro  a re  n o t w ell d e f in e d . T h e r e  a r e  n o  
g e n e ra lly  a c c e p te d  d e f in i t io n s  o r  c u t-o f f  p o in ts  a n d  c la s s if ic a t io n  is 
f r u s t r a te d  b y  th e  la rg e  n u m b e r  o f  m a c h in e s  w ith  o v e r la p p in g  fa c ili t ie s  
[e .g ., R o s sa  a ird  R o ssa , 1980, p p . 149-150]. E ven  i f  a g re e d  d e f in i t io n s  

w e re  fea s ib le , c o m p u te r s  in  e a c h  class c o u ld  b e  e m p lo y e d  in  
f u n d a m e n ta l ly  d if fe re n t w ays, g iv in g  rise  to  d if fe re n t a c c o u n t in g  c o n tro l  
issues.

T h e s e  d if fe re n c e s  u n d e r m in e  th e  u ti l i ty  o f  th e  m a in f ra m e , m in i ,  m ic ro  
( M M M )  a p p r o a c h ,  f irs t, a t  th e  o p e ra tio n a l  level as a n  a id  to  p r a c t i t io n e r s  
in  c o n tro l a n d  a u d i t  a n d  se c o n d , as  a n  effec tive  f ra m e w o rk  fo r  te a c h in g  
a n d  re se a rc h .

P r o p o s a l
T h e  p u rp o s e  o f  th is  n o te  is to  p ro p o se  a n  a lte rn a tiv e , m u l t i - d im e n s io n a l  
a p p r o a c h  to  h ig h l ig h t in g  th e  p o te n tia l  a c c o u n tin g  c o n tro l  w e a k n e s s e s 1 
a s so c ia te d  w ith  c lasses  o f  c o m p u te r  sy stem s. U s in g  th e  m u l t i - d im e n s io n a l  
a p p ro a c h , c o m p u  te r  sy s te m s  a re  c lass ified  by  re fe re n c e  tc r th e  p a t t e r n  th e y

’ T h e  paper is concerned with highlighting ‘potential’ accounting control weaknesses. I t  is im possible 
to be prescriptive a lw u tth e  ‘ac tual’ weaknesses that will be associated w ith a specific firm ’s co m p u ter 
w here the com p u ter system  has given a  profile o f relevant characteristics. T h is is m ain ly  because 
com pensating controls can be b rough t to bear on potential weaknesses, particularly  a t ap p lica tion  
controls level. Because this is the case, an additional advantage o f the proposed app ro ach  is th a t it 
will help p inpo in t areas w here com pensating controls are likely to be required.
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d is p la y  w ith  re sp e c t to  a  n u m b e r  o f  r e le v a n t c h a ra c te r is t ic s  (R C s ). F o u r  
se ts  o f  R C s  a re  p ro p o se d . R C s  w ere  id e n tif ie d  b y  d e d u c in g  f ro m  th e  
l i t e r a tu r e ’s a c c o u n tin g  c o n tro l f ra m e w o rk s  fo r  c o m p u te r is e d  sy s tem s  
[e .g ., P r ic e  W a te rh o u se , 1981, pp . 1-98] th o se  c h a ra c te r is t ic s  o f  o p e r a t io n  
a n d  o f  th e  e n v iro n m e n t o f  o p e r a t io n  w h ic h  m a k e  e le m e n ts  o f  th e  
f ra m e w o rk s  d ifficu lt to  im p le m e n t.

R C ’s a r is e  f ro m  th e  n a tu re  o f  a  f irm  (e .g ., size , g e o g ra p h ic  d isp e rs a l)  a n d  
its  a p p r o a c h  to  c o m p u te r  p ro c e s s in g  (e .g ., d is t r ib u te d  o r  re m o te  
p ro c e s s in g ) . T h o u g h  th e y  m a k e  e le m e n ts  o f  th e  a c c o u n t in g  c o n tro l 
f ra m e w o rk s  d ifficu lt to  im p le m e n t,  th e y  a re  n o t  in  th e m se lv e s  a c c o u n t in g  
c o n t ro l  w eak n esses . B u t th e y  d o  g ive r is e  to  a  n e e d  to  s u b s t i tu te  o th e r  less 
c o s t-e ffe c tiv e  (c o m p e n sa tin g )  c o n tro ls  w h ic h  re ly  to  a  g r e a te r  e x te n t o n  
c o n s ta n t  h u m a n  v ig ila n c e  a n d  in te r v e n t io n  (e .g ., r e l ia n c e  o n  c lo se r 
s u p e rv is io n  r a th e r  th a n  s e g re g a tio n  o f  d u tie s ) . E sse n tia lly , th e  p ro p o s e d  
a p p r o a c h  h a s  its ro o ts  in  a  c o n t in g e n c y  v iew  o f  a c c o u n t in g  c o n tro l  in  
c o m p u te r is e d  system s.

O n ly  R C s  w h ich  a re  lo n g - te rm  o r  s t r u c tu r a l  in  n a tu r e  a re  c o n s id e re d  
h e re . T h o s e  w h ich  a r ise  f ro m  te m p o r a r y  c a u se s  w ith in  a  f irm  (e .g ., 
in e x p e r ie n c e  b e c a u se  o f  th e  a c q u is i t io n  o f  a  n e w  c o m p u te r )  a r e  o u ts id e  th e  
sc o p e  o f  th is  p ap er.
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Relevant Characteristics
R C ’s a r e  n o w  ex p lo re d  u n d e r  fo u r  h e a d in g s .

E D P  Staffing:
T o a c h ie v e  a  re a so n a b le  level o f  s e g re g a tio n  o f  d u tie s  as a  m e a n s  o f  
r e in f o r c in g  th e  in te g r i ty  o f  th e  c o m p u te r is e d  in f o rm a tio n  sy s te m , a  f irm  
m u s t  h a v e  a  re la tiv e ly  la rg e  n u m b e r  o f  E D P  s ta f f  [ fo r  f u r th e r  in s ig h t, see 
f o r  e x a m p le , P o r te r  a n d  P erry , 1984, pp . 1 5 2 -1 6 0 ]. T h e re fo re ,  in  th o se  
f irm s  w ith  sm a ll n u m b e rs  o f  E D P  s ta ff , th e re  is  lik e ly  to  b e  a  r e d u c tio n  
in  th e  s ta n d a r d  o f  a c c o u n t in g  c o n tro l a t ta in e d  a t  th e  g e n e ra l  c o n tro ls  level 
[ f o r  a  d isc u ss io n  o f  G e n e ra l  a n d  A p p lic a t io n  C o n tro ls ,  see A P C , 1 9 8 4 ].

Physical Environment and Services
T h e  p h y s ic a l e n v iro n m e n t o f  th e  c o m p u te r  is a n  im p o r ta n t  a r m  o f  th e  
a c c o u n t in g  c o n tro l f ra m e w o rk  [F i tz g e ra ld ,  1978, p p . 6 4 -7 1 ], W h e re  th e  
c o m p u te r  is lo c a te d  in  th e  s a m e  ro o m  as E D P  o r  u s e r  s ta ff  w ith o u t a  
p r o te c te d  e n v iro n m e n t  (w ith  re sp e c t to  access, h u m id i ty ,  te m p e r a tu r e  o r  
f ire  c o n tro l) ,  th e re  is a n  in c re a s e d  d a n g e r  o f  h a rd w a r e  fa ilu re  a n d  
d e s t r u c t io n  w ith  re s u l ta n t  d a t a  loss a n d  it is d if f ic u lt  to  e n fo rc e  se g re g a tio n  
o f  d u t ie s  a t  th e  o p e ra tio n a l  level.



Security and  Control Software:
O p e r a t in g  s y s te m -b a se d  ro u tin e s  h e lp  p re v e n t a n d  d e te c t  u n a u t h o r i s e d  
ac ce ss  to  d a t a  a n d  files [ s e e  A IC P A , 1982, pp . 4 - 5 ] ,  a llo w  re c o v e ry  f ro m  
d a t a  loss [see  P r ic e  W a te rh o u se , 1981, p. 6 9 ] a n d  c h e c k  th e  v a l id i ty  o f  
c o m p u te r  p ro c e s s in g  [s e e  C h a m b e rs ,  1981, pp. 7 0 -7 2 ] .  W i th  th o s e  
c o m p u te r s  w h o se  o p e r a t in g  sy s tem s in c o rp o ra te  o n ly  a  r e s t r ic te d  r a n g e  o f  
su c h  ro u tin e s , th e re  is u n lik e ly  to  b e  a n  a d e q u a te  f ra m e w o r k  a t  th e  
g e n e ra l  c o n tro ls  level fo r  th e  p re v e n tio n  a n d  d e te c tio n  o f  u n a u t h o r i s e d  
p ro c e ss in g , d a la  loss a n d  p ro c e s s in g  e rro r .

H ardware and  Approach to Processing:
C e r ta in  c o m p u te r  c o n f ig u ra t io n s  b r in g  th e ir  ow n issu es  o f  a c c o u n t in g  
c o n tro l .  I m p o r t a n t  w ays in  w h ich  th e se  issues a r ise  a r e  o u t l in e d  below .

T e le p ro c e ss in g  L in k s: W h e r e  a  f irm  c o n f ig u ra t io n  in c lu d e s  te le p ro c e s s in g ,  
a  m e a n s  o f  u n a u th o r i s e d  lo g ic a l access is in tro d u c e d  o v e r  w h ic h  th e  f i rm  
h a s  less c o n tro l  th a n  in te r n a l  m e a n s  o f  access [S e e  J e n k in s ,  1985  fo r  a  
d is c u s s io n  o f  th e  n a tu r e  o f  th is  p r o b le m ] .

S in g le  B a c k in g  S to ra g e  D ev ices : W h e n  a  f irm  re lies o n  o n e  h ig h  v o lu m e  
b a c k in g  s to ra g e  d ev ice , c o p y in g  d a ta  a n d  so ftw are  files is m o r e  d if f ic u l t  
a n d  so, re c o rd s  m a y  b e  c o m p le te ly  lo st i f  th e  o r ig in a l files a r e  d e s tro y e d .

D is t r ib u te d  P ro c e s s in g : W h e r e  a  f irm ’s d e c e n tra lise s  a  m a jo r  p a r t  o f  its  
c o m p u t in g  a n d  d a t a  p ro c e s s in g  re so u rc e s  in to  o th e r  f u n c t io n a l  
d e p a r tm e n ts  r a th e r  th a n  c o n c e n t r a t in g  th e m  in  a  c e n tra l is e d  d e p a r tm e n t ,  
in  g e n e ra l, w itli in  e a c h  d e p a r tm e n t ,  re so u rc e s  a re  m o re  l im ite d  t h a n  in  a  
c e n tr a l  e q u iv a le n t  w h ic h  is lik e ly  to  le a d  to  a  m ic ro c o sm  o f  th e  p r o b le m s  
a l r e a d y  d isc u sse d  u n d e r  E D P  S ta ffin g , P h y sica l E n v i r o n m e n t  a n d  
S e rv ice s  a n d  S e c u r i ty  a n d  C o n t ro l  S o ftw are .

Summary and Conclusion
T h e  M M M  a p p r o a c h ,  w h ic h  is w id e ly  a d v o c a te d  as a  m e a n s  o f  
h ig h l ig h t in g  th e  p o te n t ia l  a c c o u n t in g  c o n tro l w ea k n esse s  a s s o c ia te d  w i th  
c lasses o f  c o m p u te r  sy s te m s , h as , in  p ra c tic e , l im ite d  u t i l i ty  in  b u s in e s s  
a n d  e d u c a t io n a l  c o n te x ts . T h e r e  a p p e a r  to  b e  m a n y  a d v a n ta g e s  in  
a d o p t in g  a n  a l te rn a t iv e ,  m u lt i-d im e n s io n a l  a p p ro a c h  w h e re b y  c o m p u t e r  
sy s tem s c a n  b e  c la ss ified  b y  re fe re n c e  to  th e  p a t te r n  th e y  d is p la y  w i th  
re sp e c t to  f o u r  se ts  o f  R C ’s.
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BOOKS REVIEWS

G ew erkschaften  u n d  A rbeitsbeziehungen  in  d e r  R epublik  I r la n d  (Trade U n io n s and  
Industrial Relations in the Republic o f Ireland) by Wolfgang W einz, Verlag Peter Lang, 
Frankfurt/M  Bern N ew  York Nancy, pp. 218, price SFr 48.

T he Republic o f  Ireland differs greatly with regard to its industrial relations from  
G erm an-speaking countries. In the research field, at least in the recent past, a m ore  
pronounced discussion o f this field has developed in Ireland com pared to the Federal 
Republic o f  Germany, where there is neither a “College of Industrial R elation s” nor a 
corresponding departm ent in a Com m erce Faculty, nor even an equivalent term  for this 
research discipline. T he actual structuring o f industrial relations in the FR G  how ever is 
constituted by a m ultiple network o f laws, collective agreem ents and decisions by the  
Labour Courts which are legal binding norms. As such, industrial relations in the Federal 
Republic is m uch m ore codified and integrated into the legal system  than in E nglish- 
speaking countries.

T hus Industrial Relations is taught and researched at G erm an-speaking universities 
principally as part o f  Labour Law (in the law faculties) and also as part o f  m anagem en t 
theory in Business Adm inistration, and as part o f the study of trade un ions in politics and  
sociology departm ents. W ith regard to the last m entioned case, num erous papers have 
been written in the last few years dealing with comparative trade-unionism , especially  
dealing with com parisons between the West Germ an and British trade un ions. A s a  
continuation o f  this discussion the dissertation by Wolfgang W einz (H eidelberg) about 
trade unions and industrial relations in Ireland is a welcome addition to this liteature.

A n analysis and description o f the labour and trade union m ovem ent can’t leave out 
o f account the historical background, especially when the dissertation is pu blished  in  a 
foreign country. Leading from an introductory glance at the available literature, W einz  
then discusses in  the second chapter the em ergence and developm ent o f the Irish  trade  
unions in the context o f their relationship to political parties, to the political system  and  
to the developm ent o f  industrial relations and Irish nationalism . In doing this he tries to 
outline separately the Anglo-Irish traditional line and genuine Irish developm ents. F inally  
he analyses the relationship o f the trade union movement to the w ider Irish labour  
m ovem ent. T h e  weakness o f  the Irish labour m ovem ent is attributed to the conservatism  
o f the Irish trade unions, split into British and Irish units. U nder the leadership o f  W illiam  
O ’Brien who operated w ithout a consistent ideological outlook on  the basis o f  a narrow  
pragm atism  and without a m ore than marginal representation in the parliam entary  
sphere, the Irish unions co-operated with the Fianna Fail party.

In the third and fourth chapters W einz describes the political and econ om ic background  
o f recent Irish history. H ere he describes the factors which hinder the d evelop m en t o f  a 
strong trade u n ion  m ovement: a social structure dom inated by conservatism ,
authoritarianism  and the catholic church; a corporate structure dom inated  by a  “c lan ” o f  
big  families rather than a m odern power elite: and the still underdevelop econom y. T h e  
concept o f a “ small open econom y” or, as it is som etim es called, “external dep en d en t  
industrialisation” would seem  to have brought no improvement to the central concern  o f  
the trade unions because o f the absence o f a coordinated overall state strategy in the sphere  
o f industrial politics orientated to the hom e market and em ploym ent.

In the fifth and longest chapter W einz exam ines the structure o f the u n ion s in  m ore  
detail. H ere he makes the previously-analysed historical and socio-econom ic factors 
responsible for the resulting splits and the ensu ing short-sightedness o f  the un ion s.
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According to Weinz Irish trade unions are in principal non-political, pragm atic and co­
operative. Even after the reunification into the IC T U , the divergent interests o f the 
individual un ions prevented the formation o f  a strong um brella unit capable o f  developing  
a political strategy. A  result o f  the existence o f  a large num ber o f sm aller un ions is however 
a relatively functional democracy within the unions and a hum an level to their operation. 
T he latter is certainly an important contrast to the m onum ental and bureaucratic 
representational organisation in West Germany, however effective it m ay be.

O n  exam in ing of the strike record of the Irish unions W einz observes an increased  
tendency to strike since the 60s. This, however, is alm ost exclusively concentrated in Irish 
com panies in the service sector. H e interprets this developm ent as being a consequence  
o f disparities in collective agreem ents, a socially underdevelopm ent political system , out­
dated com pany structures and em ployer-em ployee relations as well as the ignorance o f the 
elites w ithin the big trade unions with regard to their grass-roots m embers.

In the sixth chapter, the second central one, W einz exam ines the system  o f industrial 
relations, looking in detail at various institutions. H ere he highlights the fact that collective 
agreem ents are not legally binding, as opposed to the FRG, but that industrial relations 
are m ore legally binding than in the U K . W einz however doubts that the afor-m entioned  
could have a positve influence on the shaping o f individual protective rights.

For W einz the essentia] reason for the failure o f major negotiations over the N ational 
W age Agreem ents, and the lack o f im provem ent in industrial relations after the 
establishm ent o f  central m ediatory institutions (Labour Court, Em ploym ent Appeals 
Tribunal etc.) is the poor extension o f the collective agreem ent/negotiating system  to the 
m iddle and lower level, i.e. to the level o f the various industrial sectors and individual 
com panies. N ational agreem ents can never be binding for all. T hey can only lay down 
m inim al conditions, by which unions in prospering industries cannot allow them selves to 
be bound. W einz therefore dem ands the developm ent o f negotiations in each industrial 
sector, w hich sim ultaneously would draw in all un ions in a dem ocratic and participatory 
way, overcom e their com petitions, and thus make the realization o f  the agreem ents more 
effective.

A  look at the discussion about industrial dem ocracy in  the seventh chapter, and the 
investigation and survey o f shop stewards in the eighth chapter, makes clear that the 
foundations for such a reconstruction o f industrial relations are weak. A nalysing the 
questionnaire Weinz shows that the majority o f  the relatively young shop stewards 
involved in  trade unions dem and a greater strengthening o f  their role, and therefore are 
not against more strongly legalized, centralized and institutionalized forms of 
negotiations.

T h e  actual importance o f the shop stewards however, is m uch less than in the U K . 
D iscussions about industrial dem ocracy and the further developm ent o f industrial 
relations are both lim ited to central level, denying the shop stewards any role.

A  stronger institutionalized inclusion o f the shop stewards into the system  of industrial 
relations, according to W einz, is regarded with sceptisim  by the unions and is rejected by 
the em ployers. The scepticism  of the unions is explicable in  term s of their fear o f future 
bureaucratization and legalization o f industrial relations, w hose positive effects are seen 
to be questionable.

W einz thinks that m anagem ent feels that un ion’s power to partake in the decision  
m aking  process is already too strong at present. T his, along w ith their traditionalist 
standpoint, makes them  uninterested in a discussion about the developm ent o f bodies to 
represent the interests o f workers on a com pany level — be that by m eans o f  the 
stren gthen ing  o f  shop stewards or by m eans o f a system  o f  works councils.

In the n in th  and final chapter he sum s up by stressing once again that an im provem ent 
o f  industrial relations without the inclusion in collective bargaining of individual firms and 
sectors is not possible precisely because o f  the m ultiplicity o f the Irish unions.



BOOK REVIEWS 105

It is sadly all too often the fate o f dissertations that they are basically written for 
university librari-es and are only of interest for a small circle o f  experts. Foreign studies 
o f on e’s own ctwuüry can indeed be o f great interest, especially w hen one is looking for 
inspiration and provocative criticism  and not only endorsement. Because o f the different 
observational background the odd detail may not be com prehensible but if  the work is 
accom panied by a  sym pathetic search for the specifics o f the society foreign to the 
observer, as it is tJie case for W olfgang Weinz dissertation, it can open up new dim ensions 
for the native rentier. T his is particular the case for Ireand, where foreign developm ents 
are given scant at lention, and then mostly through the often inadequate perspective o f  the 
U SA . For the continental European com ing to Ireland, points o f  discussion and possible 
solutions being developed in industrial relations in the econom ically successful and  
socially stable sm aller countries o f  continental Europe com e im m ediately to m ind, but are 
here hardly takeiit into consideration. In this sense the present dissertation, were it 
translated and revised, would surely be o f interest to the Irish reader.

In relation to  this G erm an-speaking reader, the judgem ent m ust be less positive. D esp ite  
the unquestionable quality o f  its content, the dissertation has m any shortcom ings 
especially in relat ion to the presentation and treatment o f the facts and statistics. T hese  
are poorly strucfu red and quite difficult to read, even for the reader fam iliar w ith the area 
and the econom ic situation in Ireland. T he dissertation gets lost in detail in its m ajor 
parts; m any tables and dates are inadequately treated and hence rem ain incom prehensive; 
the presentation o f  the history jum ps back and forth so much that the reader easily loses 
the thread.
T he description o f  different authorities for the regulations o f industrial conflicts is carried  
out purely in terras o f  institutional frameworks and remains dry and lifeless. A  case study  
exam ination an d  description o f typical cases would have better illustrated m any o f  the  
im portant findings o f the dissertation. T hus Weinz could easily have backed up his 
im portant analys i s e f  the lack o f  procedures for factory level conflict regulations with cases 
of dism issals (surpr ising for the West Germ an reader) which arose out o f  petty issues and  
drew solidarity strikes in their wake, and which m ight have been prevented by effective  
shop stewards entrusted with the necessary powers.

T he inhibiting Influence o f the one-sided conservative structure o f  the Irish society on  
overall political and econom ic discussion could have been illustrated with an exam ple  
which could show how fruitful approaches and socio-political targets being developed in 
the trade union atn d labour m ovem ents o f  other countries could be for the solution o f  Irish  
problem s, even if  t.Lcy only spurred the dom inant conservative trend o f  thought to greater  
efforts.

U nfortenately the dissertation neglects to compare explicitly the R epublic o f  Ireland  
with the Federal Republic o f  G erm any (it naturally does this im plicitly). T h is not only  
m akes the critical analysis o f  the stance o f the dissertation more difficult but also lim its 
greatly the possible circle o f readers. T he reader always compares the situation in a foreign  
country with that in  his own, to make it m ore comprehensible. T he present dissertation  
com pares the Iri si situation only with the British and assum es a know ledge o f  the  
com paritive research on G erm an-British trade unionism . As an exam ple, it is m entioned  
in one sentence that the position under the law o f shop stewards in Ireland is analogous  
to the position in  th e  English system , without explaining to the G erm an R eader w hat this 
m eans and if it m eans anything.

For the G erm aa -speaking businessm an, interested in Ireland, a reading o f  this thesis  
would be a laborious m eans o f  acquiring relevant informations. So this thesis, rich in 
content, may appeal on ly  to a sm all circle o f experts and adorn the library shelf. It w ould  
be desirable, therefore, to  see it issued in  a m ore accessible form in a revised edition .

Richard U llm er  
U niversity College D ublin
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Process C onsu lta tion , Volume II : Lessons fo r M anagers a n d  C o n su ltan ts  by Edgar H. 
Schein. Addison-Wesley, 1987. 208 pages

Schein’s Process Consultation (Addision-W esley) was published in 1969. Its aim  was to 
articulate a m odel o f  organisational consultancy that paralleled the client-centred  
approach in counselling and contrasted with consultancy m odels that were centred on  
expertise. T he process consultation approach is an approach by which the consultant 
works w ith the manager in a collaborative way to help the m anager “perceive, understand  
and act upon process events” in the organisation. T he em phasis is on the joint endeavours 
o f  the consultant and manager, whereby the m anager would learn the skills o f diagnosis 
and intervention through interaction with the consultant. T his little book quickly becam e 
a standard text and a classic in the organisational process area. T he term “process 
consultation” becam e a technical term in organisational behaviour for the concept and 
practice o f  helping managers learn to help them selves through a consultation process. It 
is not sim ple a series o f techniques. It is a philosophy o f a helping relationship.

E ighteen years later, Schein has produced a second volum e. In the intervening period  
he found that the process consultation approach applied, not only to consultants, but to 
m anagers themselves. H is aim in this second volum e is “ to reaffirm  the concept o f process 
consultation as a viable m odel o f how to work w ith hum an system s, to clarify the concept 
where needed and to introduce som e m odifications and new ideas that elaborate on the 
original ideas”. (1987: vii). T he earlier volum e focused on hum an process issues like, 
leadership, functional roles, com m unication, norm s, group problem -solving and decision­
m aking, and intergroup processes. In this volum e he has added areas related to 
consultation, the m anagem ent o f change, intrapsychic processes and culture. There are 
key chapters on: the m anager as consultant, m odels o f hum an processes, intervention  
strategy and tactics, and o f course, on the nature and developm ent o f process consultation. 
Each chapter is clearly written and is very well supported by concrete exam ples from  
Schein’s own consulting experience. In the chapter on process a significant framework for 
diagnosing and intervening on content, process and structure under the headings o f task 
and interpersonal issues is developed. W ith the exception o f  the introductory chapters 
there is no overlap of material between the two books.

In an age where expertise is more narrowly defined the function o f the m anager is 
increasingly becom ing one of enabling experts to do their own jobs well. A  subordinate  
is likely to have more expertise than the boss. It is in this context that process consultation  
is discussed as a relevant m anagem ent approach and tool. T he general m anager  
consistently is required to facilitate good decision-m aking. H e/she is frequently in a 
situation w here he/she may wish to influence situations w ithout doing so in terms o f  power 
and authority. Schein m aintains that the higher one sits in the m anagerial hierarchy the 
m ore relevant a  process consultation approach becom es. It is in these positions that a skill 
in facilitating good process is imperative.

Process Consultation, Volume I I  is a lively, stim ulating book. It makes easy reading. Like 
its predecessor it is destined to becom e essential reading for consultants, managers, 
teachers and students o f  organisational behaviour. T he original Process Consultation quickly 
becam e a best-seller and a classic. Process Consultation, Volume I I  will do so too.

D avid  C oghlan
T h e  N ational College o f Industrial Relations
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Addision-W eslcy 1987 O D  Series
In 1969 the publishers, Addison-Wesley, began a series o f  books on O rganisation  

D evelopm ent. T his series, initially six small and inexpensive paperbacks, explained and 
opened up to a w ider readership the growing concept o f O rganisation D evelopm ent (O D ). 
These books, by such leaders in  the field as Beckhard, Bennis, Schein, Lawrence & 
Lorsch, Blake & M outon, and W alton, provided an explanation o f  the growing science o f  
organisational change through behavioural science methods. T hrough the 1970s this series 
grew to 26 volum es. T he initial series marked an innovation in providing an explanation  
o f  O D  for m anagers, academ ics and practitioners o f organisational change. Several o f  
these books have becom e classics and standard texts in the fields o f  organisational 
behaviour, organisational change and consultation.

N ow  in 1987, after a lapse o f  several years the series is revived. U nder the general 
editorship o f  Schein and Beckhard, som e new works have been produced and som e o f the 
earlier books revised. There are seven books in the new series w ith m ore prom ised. Each 
book is a small paperback w ith on average 160 pages and costs £12.95 str. A s in the original 
series the covers are distinctive and easily identify the series.

Organizational Transitions: Managing Complex Change, Richard Beckhard & R euben Harris. 
T his is a revised edition o f  the 1977 original. It deals with the process o f  m oving from the 
present to a desired future w ith an em phasis on m anaging the transition state. I found  
this book m uch clearer than its predecessor. Ideas are linked m ore clearly. T he flow o f the 
book is helped enorm ously by a series o f diagrams which build on each other and unify  
the concepts. For the diagram s alone the book is worthwhile. T his little book is a m ust 
for managers, consultants, students and practitioners o f organisational change.

Organization Development: A Normative View, W. Warner burke. T h is is a new  book in the 
series, though m uch o f the m aterial is a repeat o f  an earlier textbook by the sam e author. 
Burke presents an overview o f  the current state o f O D, treating o f  the history and  
conceptual foundations o f  O D , m odels o f organisational diagnosis, m odels o f  change, use  
o f consultants, a.ud a review o f O D ’s effectiveness. This is a gem  o f a book. It is an ideal 
overview o f O D  for students and no doubt wil becom e a university text. T here are good  
brief introductions to the m ajor O D  theorists and practitioners and excellent references 
to standard works. It is an invaluable reference book and an excellent introduction to and  
overview o f the field.

Team Building: issues and Alternatives, W illiam  G. Dwyer, This is a revised edition o f the 
1977 original. T h is is the team building bible with a com prehensive treatm ent o f  team  
issues — what team build ing is and what it isn’t, how to do it, how a consultant can be 
used, how to the evaluate a team , designing team building activities, developing a new  
team , handling conflict, and an interestingly fresh topic — handling com placency. I found  
this edition m uch tighter and clearer than its predecessor. It is really an excellent revision. 
Like its predecessor it will be the classic work on team building. It is essential for every 
manager, consultant and trainer.

The Technology Connection, M arc S. Gerstein. This is a new book on what is one o f the 
m ost significant issues in contem porary organisational life. Gerstein looks at inform ation  
technology in term s o f strategy, change and m anagem ent. H e  describes the role o f  
technology in  m anufacturing and office settings and discusses the im plications for 
m anagem ent in term s o f  organisation developm ent. W hile it is a  book about technology  
it is not technological. It is com paratively easy to read and provides a valuable framework  
by which to locate issues o f  inform ation technology in organisational structure, business 
strategy and hum an resource m anagem ent. It is very practical in its recom m endations. 
T his is a field that needs good books and this book is a valuable contribution and should  
be read by top m anagem ent, as well as consultants.

Stream Analysis: A  Powerful Way to Diagnose and Manage Organizational Change, Jerry I.
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Porras. T his is a  new book. Stream Analysis, a creation of the author, is a graphics based  
technique for diagnosing an organisation’s problem s and planning the actions and  
interventions needed to deal with those problems. T he work setting has four dim ensions  
—  “ stream s” as Porras calls them. These are organisational arrangem ents, social factors, 
technology and physical setting. Stream Analysis com prises a process o f listing  
organisational problems on a stream chart under the four headings and connecting them  
as appropriate. Focusing on the key inter-connections between problem s helps uncover  
core problem s and distinguish them from sym ptom s. T he book requires detailed reading, 
particularly in following the com plex streams presented in the diagram s. T he utility o f this 
m odel rem ains to be demonstrated, which is a separate issue to a review o f  the book.

Managing Conflict: Interpersonal Dialogue and Third-Party Roles, R ichard E. W alton. T his is 
a revised edition of the 1969 original. W alton presents a m odel o f interpersonal conflict, 
distinguishing substantive and em otional issues, triggering events and consequences, how  
conflict proliferates, how dialogue can be prom oted and m anaged and the role and skills 
needed in third party intervention. T he concepts are illustrated by num erous cases. This  
is a value book on the dynam ics o f interpersonal conflict and a useful resource for 
m anagers and people in organisations in understanding and dealing with the inevitable  
conflicts in everyday life. It does not deal with industrial relations as such but does provide  
a support resource for those who are called upon to m ediate and intervene in conflict 
situations.

Process Consultation, Volume II: Lessons for Managers and Consultants, Edgar H . Schein. This  
is reviewed separately. It is good that Addison-W esley has revived the series. Overall these 
seven books are a significant contribution to the continuing developm ent o f reflection and 
understanding of how organisations change. T he revised books, Beckhard & Harris, Dyer, 
Schein and W alton, in particular are essential reading for managers, academ ics, 
consultants and students o f  organisation developm ent.

D avid  C oghlan
T h e  N ational College of Industrial Relations


