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BY T H E AUTHORS' OWN ADMISSION, A 

book about implementing integrative 
organizations is a "tall order ." Their 
goal is to write about making healthcare 
organizations more effective, "more 
responsive to patients, more timely and 
efficient in delivering services, more sat

isfying for professional staff, and more 
collaborative in relations with physi
cians" (p. 3). That indeed is a tall order. 

Nevertheless, the book is comprehen
sive and coherent. The first part discuss
es an effective organization's design, 
including the challenges of improving 
organizational effectiveness, the contin
uum of organizational forms, leadership 
skills for integrat ive managers , the 
accompanying incentives or rewards, 
congruence between organizat ional 
structure and information systems, and 
surviving the change process. In the sec
ond part of the book, six case studies are 
reviewed in light of these concepts. 

It is difficult to disagree with the 
authors' first premise that "the design of 
an organization has an important influ
ence on what happens , how people 

interact, what is done, and what is not 
done" (p. 6). What this statement lacks, 
however, is an explanation of why insti
tu t ions should engage in efforts at 
redesign. Charns and Tewksbury do cite 
many recent efforts to improve the func
tioning of hospitals, but the reasons they 
give for seeking improvement have 
become cliches. The text fails to convey 
the urgency with which the current 
healthcare crisis is propelling change. 

More important, the text does not 
convey a sense of the difficulty of the 
task. Organization design implies chang
ing or restructuring the present arrange
ment of people, work, and responsibili
ties. This is not a minor task. However, 
the authors make little mention early in 
the text of resistance to change and how 
to deal with it. Value-driven reasons for 
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change, such as improving the commu
nity's health status or providing universal 
access, are not frequently identified in 
the text, even though these reasons pro
vide the impetus for overcoming resis
tance to change. Dealing with change 
issues within the context of organization 
design may have made the text more 
helpful to the reader. 

The authors present their central the
sis in chapter 2, "The Continuum of 
Organization Structures." It is, perhaps, 
the most complex chapter, for it deals 
simultaneously with differentiation and 
coordination. Charns and Tewksbury 
define differentiation as the specialized 
work functions, while integration is an 
attempt to coordinate these functions 
across traditional boundaries such as 
departments or programs. 

Work redesign in healthcare is a rela
tively new concept. The authors present 
a con t inuum of nine organizat ional 
forms, describing the s trengths and 
weakness of each. However, their treat
ment of the forms, especially of integra
tion, tends to be too removed from the 
human d imens ions involved. Col
laboration, which is at the heart of inte
gration, requires a far different set of val
ues, motivations, and interpersonal skills 
than does functional differentiation, 
which is generally rooted in authority, 
power, and control. It would have been 
helpful to describe or characterize the 
human dimension in the shift from dif
ferentiation to integration. 

The preceding chapters come togeth
er in chapter 3 as the authors delineate 
more clearly the leadership skills integra
tive managers need. They pose a logical 
sequence, in which structures follow 
strategy and dictate the qualifications 
needed by integrat ive managers . 
Although the book emphasizes the need 
for new organization design, integra
tion, in fact, requires a new vision as 
well. This vision will be expressed in the 
form of strategies that ought to be 
agreed on and communicated. Thus the 
authors' elaboration seems truncated. 
This triad of concepts needs to be devel
oped with greater depth. 

The preeminent skill that an integra
tive manager needs, the authors con
tend, is the ability to tolerate a high 
degree of ambiguity, especially in a time 
of uncharted change. In addition to hav
ing a clinical background credible with 
physicians and other clinicians, the inte
grative manager needs skills for conflict 
management, interpersonal communica
tions, and process. 

The authors ignore other important 
considerations, however. They do point 
out that at the heart of integrative orga
nizations are foundational values such as 
mutual respect, trust, attentive listening, 
collaboration, and a commitment to 
common goals and a shared vision. 
However, the authors make little note of 
the fact that the cultures of a large num

ber of healthcare facilities are patterned 
on hierarchical models of organization 
that are antithetical to integrative mod
els. More attention needs to be paid to 
the ensuing clash of cultures that inte
gration may precipitate. 

Another considerat ion omit ted is 
appropriate support for the integrative 
manager. Charns and Tewksbury imply 
that managers' authoritative approval for 
the implementation of the redesign will 
enhance its chances of success. How
ever, if senior managers are unable to 
endure the ambiguity integrative man
agers must live with, the project is 
doomed to failure. Integration requires 
the same leadership skills throughout an 
organizat ion —an unders tanding the 
authors seem to overlook. 

Clearly this book's centerpiece is in 
the first three chapters. The chapters 
elaborating rewards and information sys
tems are readable but break no new 
ground. On the other hand, the six case 
studies are valuable. They are varied in 
content and are written in a less formal 
style than the rest of the book. The cases 
provide a good way of learning what 
could be tried and what ought to be 
avoided in one's current situation. 

A surprising fact about this book is 
that is was published in 1993. As a 
recent publ icat ion, it seems to lack 
enthusiasm for its own subject matter, 
i n t eg ra t i on . As hea l thcare reform 
sweeps across the United States, an in-
dep th ar t iculat ion of in tegra t ion is 
needed more than ever, but this book 
falls short of meeting its own tall order. 
The authors are knowledgeable, but 
they show res t ra in t in t h o r o u g h l y 
exploring their ideas and drawing out 
the interrelationships between major 
concepts . Nonethe less , if managers 
have not begun to think about integra
tion, this book is a helpful (if dry) first 
read. 
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