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Thirty some years ago when Digital started participatory 
management was the academically accepted way to run an 
organization. It fit in well with McGreggor's Theory Y 
management. It was very natural for Digital to be built upon 
these concepts. 
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These concepts worked out very well, but, in time, two problems 
developed. people felt they had a sacred right to artlclpate In 
other Deople s· . rrylng a ou 0 r 
people's pians8hd "rojects than their own and were greatly 
frustrated because, regardless of how hard they worked, they were 
not able to turn off other projects or turn them around or change 
them to their suiting. This, of course, was not in the theory of 
participatory management where one is given the right to, not 
set, but take part in the development of his own goals, but never 
was it stated that you have a right to form other people's goals. 

The s cond problem developed when people developed the idea that 
had ve 0 power on a goa s re reques e 0 em. 

This mean, lve orga lza 10 1 e 191 a 
where everyone is interdependent on everyone else, anyone could, 
by simply saying no, stop anyone else's project. This, of 
course, is not part of the theory. At the budget and planning 
time, every group budgets all the things they will do and all the 
things which they need, many of which are to come from other 
groups. If the other group refuses to do them or proves that 
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they cannot be done, then the boss has two choices. He can tell 
the service group that they are going to have to do what is 
necessary for the first group to have a complete product or he is 
going to have to turn off the first group. 

If the budget and the plan for the organization is fixed and all 
that is needed to complete each of the jobs or systems is 
budgeted, it is not within the freedom of any group to 
arbitrarily, on their own, drop their contribution during the 
year. This may wipe out whole, major projects and even 
commitments to customers. 

It is, therefore, important that everyone with a project, such as 
workstations, list everything that is necessary to make them 
complete including, for example, a micro ULTRIX. If the ULTRIX 
group doesn't believe in this and thinks it's unwise, they can 
talk management into not including this. If they are 
successful, we may drop the workstation business, we may drop 
portions of it, we may cut it back to the point where it's not 
worth doing, or we might talk the workstation group into the fact 
that they'll be successful without it. 

If, however, in this example we decide we need a micro ULTRIX, 
the ULTRIX group will have to do it. It is not their option to 
say they don't like the idea and they won't conform. 
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The biggest problem with this approach is that benign leadership 
will never agree that anyone person is that much smarter than 
the benign leadership, and when it's not clear which of the two paths 
is to be taken, they are likely to pick both until the question 
is clear. When the choice is between perfect wisdom and 
motivation, they are likely to pick a motivated group rather than 
an unmotivated group following perfect logic. 

There are a few other obvious principles that have to be 
understood to make the system work. The managers make the 



commitment to do certain things for a certain amount of money 
during the budget period. If any changes are made, the corporate 
plan should be changed, and all those dependent upon the original 
plan have to be notified. This seems obvious, but so often 
people get so frustrated with managers because they can't get 
them to do new, additional things that they request. Obviously 
they should request to have the new item budgeted. It's obvious 
it is not up to the manager to re-shuffle those commitments he 
has to do things which are requested informally. Some of our 
best managers absolutely frustrate the rest of the Company 
because, during the budget year, they can't get them to do 
additional things. Now, some of them should probably be done, 
but they should be done as a formal change to the original budget 
and not something that they can request on an informal basis 
without taking any responsibility. 
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obligation to sell the other person, and they are not a failure if 
they fail to sell. The overriding principle is that they must 
notify mana¥ement that the job is in jeopardy of failure because 

·ot a lack 0 comml€meiiC flbm the other parey. 
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