[image: image1.png]THE GEORGE
WASHINGTON
UNIVERSITY

WASHINGTON DC





A Review of Scientific Critiques of Dr. Elliott Jaques’ Theories: a Quest for Dynamics in Social Sciences
Sergey Ivanov

The George Washington University

Washington, D.C.
United States of America

July 30, 2003

Copyright © 2003, Sergey Ivanov, All Rights Reserved

A Review of Scientific Critiques of Dr. Elliott Jaques’ Theories: a Quest for Dynamics in Social Sciences
Table of Contents:












Page

1. Introduction

2. What Constitutes the Requisite Organization Theory

3. Definition of a Scientific Critique

4. Scientific Critiques
5. Applicable Theoretical Discussions
6. Additional Musings

7. Summary

8. Conclusion

9. Bibliography

A Review of Scientific Critiques of Dr. Elliott Jaques’ Theories: a Quest for Dynamics in Social Sciences
1. Introduction

This brief, but in-depth, literature review has been an ambitious endeavor of the author to review, analyze, understand, obtain and discover scientifically-based critiques of the organizational theories Dr. Elliott Jaques has put forward during the past fifty-five years of research. This endeavor has lasted for over two years, having started with the author’s interest to work on a doctoral dissertation based on the Requisite Organization theory at the School of Business and Public Management of The George Washington University, a well-known school in Washington, DC that has allowed bizarre, original, and non-traditional ideas to be investigated and worked on for doctoral theses. 
The author spent first year and a half studying the scientific principles and foundations for the Requisite Organization theory as without an accurate understanding of the logic, data, and propositions, it would have been impossible to offer a respectable summary of critiques, and during the past six months, concurrently, the author has read and re-read varied sources, such as books, articles, including personal interviews with a variety of gurus and experts in the field of organizational sciences in an attempt to present a most accurate summary of critiques of the theory to the present day.
The author is eternally grateful to Dr. Elliott Jaques, who personally tutored and taught the deepest foundations for the Requisite Organization theory (and other theories as well) – Dr. Jaques’ phone rang several times a week, sometimes a day, for the past two years, with the author’s putting his best efforts, though not always best, into understanding what is there to critique based on testable scientific principles, until Dr. Jaques’ passing away on March 8, 2003. Dr. Jaques spent an immeasurable amount of time with the author; thus a critic of this paper may well accuse the author of being biased, but it is for the intelligent reader to judge this paper and its intentions, ideally having read the paper.
The author is eternally grateful to Dr. Jaques for his schooling, which, if it were judged by Dr. Jaques’ consulting hours, would have run the author several times the cost of the entire Ph.D. program, which is quite expensive as George Washington is a private institution. Nonetheless, the author’s intention is to be fair to the science, scientific method and testable scientific principles, which were one of the main lessons Dr. Jaques instructed; thus, this article, the author hopes, is a fair and accurate representation of the state of the current thought of organizational theorists regarding the Requisite Organization theory, previously known as Stratified Systems Theory.
2. What Constitutes the REQUISITE Organization Theory


“A theory is good theory if it satisfies two requirements: It must accurately describe a large class of observations on the basis of a model that contains only a few arbitrary elements, and it must make definitive predictions about the results of future observations.”

(Stephen W. Hawking)


The Requisite Organization theory is a good theory according to the definition and argument put forth by Stephen Hawking because it precisely describes the managerial organizations worldwide and makes definitive predictions about the future developments of these organizations and their behavior, thus, making the theory testable and refutable as a result of comparison of predicted and later-on observed behavior.

The Requisite Organization theory
 was previously known by another name, Stratified Systems Theory (SST), which itself was derived and based on the General Theory of Bureaucracy
, also developed by Dr. Elliott Jaques in the late 70s. The General Theory of Bureaucracy and Stratified Systems Theory have both been re-thought, re-worked and “re-versioned” into the new theory, from now on to be called the Requisite Organization Theory
, as depicted on the following figure:

[image: image2]

As evident from the figure above, Dr. Elliott Jaques has developed several theories addressing different phenomena observed. This paper mostly concentrates on the foundations for the Requisite Organization theory, and the preceding theories’ concepts, which are included in the present organizational theory. This paper, though, does exclude the discussion of foundations for the Theory of Life, Concepts for Information Complexity, Time and Space; however, some of the concepts for the latter theories are included and discussed in the paper as they relate to the Jaques organizational theory, the Requisite Organization theory, to be called the RO theory in this paper. Also, in the figure, the boxes with uninterrupted lines imply a completed theory, and the boxes with interrupted lines imply unfinished theories.


According to Stephen Hawking, who is one of the world’s leading theoretical physicists today, a good theory should contain only a few arbitrary elements. Indeed, the Requisite Organization theory is founded on only two fundamental concepts: time and information complexity. The following figure depicts how these two basic elements, time and information complexity, give rise to the RO theory.

[image: image3]

The first fundamental proposition and assumption is that time is two-dimensional, consisting of the time of succession (the normal passing clock-time) and the time of intention – to achieve what by when into the future. Intentionality is the main fundamental characteristic that gives rise to the living organisms, and distinguishes the physical objects from the living organisms. The premise is that the regular physical objects do not intend to achieve “what by when” – they instead dwell in the four-dimensional world, the three space coordinates and one of time, the time of the clock (succession). All living organisms, instead, reside in the five-dimensional world, same three space coordinates, but two time dimensions, the time of succession (clock) and the time of intention – all living organisms are “going” somewhere – trying to achieve, as Dr. Jaques would say, “what by when” – certain desired results by a certain deadline.

To achieve certain desired results by a definitive deadline requires that the living organism juggles the complexity of information to make decisions, such as which road to take out of the many options available. The information that the living organism receives is coming from the outside world dynamically, in always changing states, movements and directions. Each living organism (and species) processes this dynamically-arriving information based on the internal capability of the organism to deal with information complexity. The capability of the living organism is defined by its ability to plan goals into the longest time (of intention) into the future, such as to get food within an hour, buy a house within a year, and so on – these times vary greatly with the species’ evolutionary development
.


Humans are presently the only known species
 who have the highest capability to plan events into the longest possible future, to deal with the changing worldly events. All other known species mature only within the first order of information complexity; only humans have spread across the five orders of complexity of information
. Most human adults operate in Order 3 of information complexity, which means that they are capable to plan events between 1 day and 5 years into the future. Extraordinary humans reside in the next order of capability, Order 4, and are capable of executing goals lasting between 5 to 100 years into the future (depending on which stratum the individual has matured to). The RO theory’s main proposition is that the discontinuous capability of humans has given rise to the discontinuous levels of Managerial Organizations.

Furthermore, there are four discontinuous and objectively noticeable strata within each order of information complexity. So far the evidence (data) has shown that all living organisms, not depending on the species, deal in distinctly four different ways with the rising complexity of information in each order, to be recursively repeated in the next order: in declarative, cumulative, serial and parallel modes, as depicted in the following figure:
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These strata are discontinuous, with the species maturing from the lowest stratum to the highest, depending on the internal growth of the capability, which so far has not been found to be dependent on any social factor, such as education, status in the society, and so on. The vast majority of human adults mature to Order 3, and lesser numbers to Order 4, still being differentiated by the in-born (as the data presently shows) capability. The humans are the only known species to have spread through several orders of information complexity
, thus, creating the managerial type of organization consisting of roles at different strata to achieve objectives, largely to organize the members of the species to a useful and productive endeavor for the survival of the specy – most work in human societies is organized in a various types of managerial hierarchies, in which member derives a living from filling a role in this type of an organization. The managerial organization consists of roles, and according to the RO theory, each role should be a stratum apart, where the manager’s role is precisely one stratum higher than the subordinates’, and where each person’s capability matches the role’s stratum.

Each role can be measured precisely using the time-span of the role measuring instrument, obtaining the ratio-scale data for the size (level) of the role. There is no precise measuring instrument to measure each person’s capability, though several evaluative methods have been developed by Jaques and Cason
. These methods allow evaluating the capability of a human to determine which stratum the member has matured to, and the high, middle or low level within the stratum. Furthermore, the data collected by Jaques shows that capability matures in stable and predictable patterns based on the in-born acceleration rate and the time of succession, thus, predictable at any time of succession into the future when the person would mature from the lower stratum to the next higher one, and if the acceleration rate is high enough, determines the highest order of information complexity and the highest stratum within this order the person can mature to given s/he lives up/survives to a certain age
.

Having identified the main cause for the rise of the Managerial Organization (discontinuous capability of humans to deal with information complexity), Dr. Jaques identified major parts and relationships between the various parts of this type of an organization, such as manager, subordinate, roles, authorities, accountabilities, and others
 in accordance with the General System Theory, originally developed by Ludwig von Bertalanffy
, with the main proposition that systems are “sets of elements standing in interrelation,” and study the managerial organizations as a “complex of interacting components” (38, 91)
.

Furthermore, Dr. Jaques, in his unpublished paper “Orders of Complexity of Information and the Worlds We Construct” 
 has identified and elaborated the differences between the orders of information complexity, and how the living organisms handle complexity. His paper preludes to a major discovery of a basic unit of information, which Dr. Jaques was very excited to share with the author in April 2002. The basic unit of information is a tangible, something with can be pointed to that objectively exists. For example, the statement, “pick up this stick” (assuming that there is a stick lying on a floor), contains two basic units of information (2 BUI)
:
pick up
 
( 
1 BUI

this stick 
( 
1 BUI


The statement “pick up this stick”
 is communicated to the reader via the written language, this essay, which would be communicated among the species of the first order of complexity of information via signaling
. Thus, humans physically manipulate various tangible things via different orders of information complexity; the greater the capability of a member is, the greater s/he influences the tangibles from the abstract levels of information, intangibles, which are a collection of tangibles (such as, trash) – second order, related systems of intangibles – third order, continuously changing intangibles – fourth order, and related systems of continuously changing intangibles – fifth order, based on the matured capability
.

The RO theory, according to Stephen Hawking’s definition, complies with the requirement of being a ‘good’ theory. Besides having only two arbitrary elements (time of intention and complexity of information), the RO theory makes definitive predictions for all Managerial Organizations, which could be tested objectively and scientifically by anyone interested. Some of the predictions include:
If the CEO’s role is stratum n, and the incoming CEO’s capability is n-m (one or more strata below), the company will suffer dramatically – there will be an outflow of people, the new CEO might possibly be fired, or the company would be reduced in size to match the capability of the CEO, such as instead of being the stratum n company, it would become n-m. Furthermore, a market test could be constructed: if the new CEO’s capability is a stratum or more higher than the previous, the market value of the company would rise, and the shares of stock would rise in value and price, and the opposite would happen if the new CEO’s capability is below the requirements of the role.
Other predictions include that if the manager’s role is one stratum higher than the subordinate’s, and the capabilities of manager and subordinate match the complexity of the role (the level of work measured by the time-span measuring instrument), this would constitute an effective manager-subordinate relationship, with both, the manager and subordinate reporting feeling just right towards their working relationship
. There are a wide variety of other tests that could be invented by intelligent users of the RO theory to test logical corollaries of the RO theory, such as role-based pay, and many others.

Thus, in summary, the RO theory is a scientific theory, based on very few arbitrary elements, with definitive boundaries and predictions, which are testable objectively. Furthermore, the RO theory allows ratio-scale measurements of the size of the role (level of work) via the time-span measurement instrument
 and an accurate objective evaluation of the capability of the member of the human species
. The theory has a univocal vocabulary, thus, allowing the discussion of the same phenomenon using the same terminology, and overall, is refutable if it does not withstand the empirical tests.
3. Definition of a Scientific Critique


After deliberating over four hundred references said to be related to Jaques’ theories, the majority of which were collected by Kenneth Craddock
, and the author’s own investigation and torment of the librarians at The George Washington University’s Foggy Bottom Gelman and Virginia Campus, to whom the author is grateful for months of patience moving most books and articles from the libraries around the United States to the author’s house and office, and after reading through all of these sources, it has become apparent that most of the literature that is considered to be ‘related’ to Jaques’ work, in fact, is not related, and furthermore, there are only very few serious critiques of Jaques’ work, which will be discussed and examined in the next chapter
.

In order to segregate most of the critiques reviewed, it has become necessary to define what constitutes a scientific critique; so, it could be referenced, as it is unfair nor useful to mention all speculative opinions as scientific critiques of the theory as they add no tangible benefit to a scientific progress of thought.

A scientific critique in this paper is considered an argument based on logic or theoretical foundations that are testable with data, or could potentially be tested with data, or the actual empirical tests. A non-scientific critique is an argument not possible to test with data, thus, non-testable. A non-testable critique is considered unacceptable in this paper because its propositions are speculative – some critiques will be discussed in one of the following sections below, “Additional Musings.”

Stephen Hawking demonstrates the constitution of a scientific critique on the example of the change of thought from the Aristotelian theory to the atomists in the early 1900s. He writes that Einstein’s paper (1905) “pointed out what was called Brownian motion – the irregular, random motion of small particles of dust suspended in a liquid – could be explained as the effects of atoms of the liquid colliding with the dust particles” (64)
. Einstein’s critique of the Aristotelian theory, which claimed that the Universe was made up of four basic elements, earth, air, fire and water, and that the matter was continuous, was scientific, based on theoretical propositions founded in the atomic theory, and could be tested with data. Indeed, non-scientific critiques of the Aristotelian theory, Hawking writes, have not settled the differences between the two schools of thought, pointing out that the matter was settled in the early 1900s, only when Einstein provided a scientific critique supported with data, which could be tested independently and objectively. Similarly, this paper, attempts to differentiate between science- and non-science- based critiques in order to “move” the theory along rather than perpetuate an empty discussion.

Hawking provides another example that demonstrates the difference between a scientific critique (which makes a difference in a theory’s acceptance) with the non-scientific. He writes that when Einstein became unpopular, a book called “100 Authors Against Einstein” was published, to which Einstein responded, “If I were wrong, then one would have been enough!” (qt. in Brief History of Time, 178)
. A similar premise stands for critics of Jaques’ theories – there may have been lots of ‘critics’, but there were just very few researches who actually tested the premises, conclusions and stipulations on which the theory is founded. Furthermore, historical development of theories in other fields, such as physics, shows that only testable scientific critiques make a difference on the development of thought and gain acceptance, therefore, only scientific critiques are considered fundamental contributions, while speculative opinions, even though they are interesting, do not rise high enough to the level of a serious debate, either to refute or accept the propositions of the RO theory.
Scientific Critiques
3.1 John Isaac
One of the most significant and serious critiques of Jaques’ theories was undertaken by John Isaac, a researcher in the UK. John Isaac re-published several of his essays in a book, called “Levels of Abstraction in Logic and Human Action,” published in 1978. Even though this book was edited and put together by Dr. Elliott Jaques, and it may be argued that Isaac’s articles are biased, this would be an unfair argument because Isaac has published all of the articles previously in the journal “Human Relations,”
 years before allowing his articles to be reprinted in the new book, put together by Dr. Jaques. Isaac’s research is independent from Dr. Jaques’ work, investigating the nature of capability in people, and ways to measure this capability. He collected data, analyzed it and devised a wide variety of tests to come close to measuring capability of a person, and at large confirming Dr. Jaques’ fundamental premise of the discontinuity in the capability of human beings.
John Isaac argues in his four reprinted articles that “humans psychological development” is discontinuous. His four essays are the most substantial critiques, supported with actual data, of the theories Dr. Elliott Jaques has put forward regarding the stratification of bureaucracies
 based on the discontinuous psychological development of the human species.


The article, “Experimental Treatment of Discontinuity Theory of Psychological Development,”
 describes the test of Jaques’ fundamental assumptions (axioms) that the Requisite Organization theory is based on. The fundamental assumption is that the managerial levels are based on the discontinuous capacity of men, their diverse psychological development. John Isaac tests this proposition by assigning the same task to a population of people, and hoping to observe different behavioral ways each type of capacity population is going to solve the same-complexity problem, hoping to find an objective and distinguishing characteristic between different emerged behaviors. Isaac’s assumption is that an individual would behave in six qualitatively different patterns of behavior, thus, the result of the experiment must be a multi-modal distribution, as the supporting evidence of the discontinuous capacity of men. Isaac (1978) writes, “The experimental work is directed to testing the proposition that with a large number of persons involved in some problem situation, measurements made of each individual’s performance in terms of a parameter or combination of parameters are distributed multi-modally” (42).


John Isaac designed several problems that a large number of subjects (as many as 500 and more college students) were attempting to resolve. Analyzing the results, Isaac comes to a conclusion that supports multi-modality, confirming the hypothesis of the discontinuous psychological development of humans. Isaac (1978) writes, “It may be concluded that the form of these distributions is dependent, not on the forms of the particular problems from which they arose, but on the psychological structures of the subjects who solve the problems” (58).


Isaac conducted the same experiments with the younger population, 12- to 17-year olds – but abandoned the experiment as a large number of subjects could not resolve the problem – the problems appeared to be too complex. Instead, he accommodated a less abstract problem from a Multiple Choice Apparatus credited to R. M. Yerkes (1924). The results obtained, again, were consistent with the hypothesis of multi-modality. 


Isaac’s overall conclusion and analysis of data confirms the possibility of discontinuity of human capacity, and the tests he conducted are confirmatory of the theory.


Isaac’s other article, “Use of Loss of Skill under Stress to Test a Theory of Psychological Development,”
 describes another test of the theory of discontinuity of psychological development of humans, and further adds support to the basic foundation of the Requisite Organization theory.

The premise that John Isaac used is the loss of skill under stress, or “collapse of organized behaviour through the imposition of excessive levels of information input” (71). Isaac’s proposition is that giving the subjects a problem of the same complexity and training them to resolve it under no duress, and then increasing the rate of incoming information at fixed times, should produce a multi-modal distribution of the population solving the problem, considering that lower-stratum individuals would not be able to organize information of the complexity of the higher strata.

Indeed, Isaac’s tests are confirmatory of the theory having received multi-modal distributions of the capacity of the population; the test was conducted using students at secondary schools and a university (experiment was controlled for the error that the instruments could potentially introduce).


Another article, “Separation of Two Adult Populations Identified with Two Levels of Psychological Development,” is another Isaac’s experiment using the idea of “loss of skill” to identify discontinuous groups of populations based on their capability – the experiment has been confirmatory that, a same group of individuals (in age and other criteria) actually contains several distinct groups. Isaac’s premise is that the individual looses the ability to operate and organize information under the rising levels of stress, which is the increasing rate the new information is arriving at for the individual to organize information and make a decision. Isaac identified six distinct levels of information abstraction according to the test, and his results are multi-modal, supporting the original premise of the discontinuous psychological development of men, which is the core foundation of Jaques’ theory of Requisite Organization.

In his fourth article, “A Discontinuity Theory of Psychological Development,”
 John Isaac constructed the theory in 1962, and rigorously tested it during the subsequent years, publishing in 1978. His premise is that psychological development is discontinuous, proceeding from a distinct and identifiable stage to another distinct and identifiable stage. He has gone further than others and created quantifiable means to test his suppositions, the results and analysis of which conform with the theoretical propositions he postulated. Isaac (1978) writes, “The theory is based on the idea that psychological development proceeds discontinuously; that is, individuals develop through a sequence of clearly discriminated stages or levels, the term ‘clearly discriminated’ here implying a lack of intermediate forms between an earlier and later stage” (96).

Isaac recoups other theorists who have suggested the discontinuity in psychological development, such as Piaget, but concludes that they have not created quantitative methods to test their theories.

Furthermore, Isaac gives three requirements for an ‘adequate’ theory, such as:

1. The theory must comprise a system of structures relating to a sequence of developmental stages.

2. The system of structures must provide quantitative statements. The theory must also provide ideas suggesting the general form of experimental procedure. (Isaac suggests ratio-scale quantitative measures rather than surveys, questionnaires, verbal reports, and the like).

3. The theory must be sufficiently abstract for the experiments designed to test it to be in no way related to the sources of the theory. From this it follows that the theoretical work would be completed before experimental work commenced.


Thereon, Isaac continues to describe his theory in general terms, identifying five distinct levels of psychological development, and discussing empirical and rigorous tests, results of which have been confirmatory that the population studied belonged to one of the levels. This was achieved using the premise that higher-level individuals could cope with higher-level problems and easily with lower-level ones, while lower-level individuals could not resolve the higher-level-abstraction problems. Isaac also used the idea of the loss of skill under the rate of increasing information for the individual to make decisions right before the rate at which the loss of skill occurs – the higher-level individuals tended to organize information better, and achieved higher rates than individuals belonging to the lower-levels of psychological development.


In addition, Isaac created mathematical descriptions for each level, and all of his experiments were rigorously quantitative, all of them conforming and consistent with the original idea of the discontinuous psychological development of humans.
3.2 Pay

Several other short-term
 independent studies have been conducted by several researchers correlating the size of the role in a managerial hierarchy and the felt fair pay the employee thought was fair for his/her role in the managerial hierarchy. All these studies are confirmatory of the theory.

The fundamental premise for these studies is Dr. Jaques’ finding that an employee in a managerial organization has an intuitive evaluation of the fair pay for his/her working role. Dr. Jaques’ theoretical hypothesis is that the size of the role determines the felt fair pay (FFP), thus, creating and proposing a proper pay structure that depends on the size of the role, measurable via the time-span measurement instrument.

The studies have found a significant correlation (.89 to .95) supporting Dr. Jaques’ premise that employees in different types of occupation (in the same geographical/economical area) report same amount for the felt fair pay in diverse roles of similar-sizes, which are measured via the time-span measurement instrument.

Gould
 (1984) studied tested the FFP Jaques’ hypothesis among librarians, and has found a significant correlation (correlation coefficient of 0.95). Having confirmed Dr. Jaques’ premise, Gould proposes a five-strata organization of the library department, identifying and describing each role (and pay within the role) as it is suggested by the RO theory. Boals
 (1985) studied a similar phenomenon at the University of Southern California. His research, independently of Gould, found a strong support for the RO theory, finding a correlation between the size of the role and felt-fair pay at 0.95 correlation. Boals then summarized independent studies by Richardson (1971), Gould (1984), and Jaques (1976) and his own to state, “Taken together with the results of this study these findings provide persuasive evidence that there is a very strong relationship between time-span and fair pay. This mounting body of evidence, drawn from so many independent studies, suggests that the relationship between time-span and fair pay represents more than wishful thinking, poor study design, or researcher-induced bias” (116).

Atchison
, as part of his doctoral dissertation, in 1965, attempted to correlate felt-fair pay with Jaques’ proposition of time-span of discretion to explain the phenomenon of felt-fair pay correspondence with a possible range of other phenomena. Having collected data and analyzed it, his conclusion is that out of several other variable-phenomena he correlated with the felt-fair pay, Jaques’ time-span of discretion provided the most consistent correlation than the two other variables, which were the classification method of job evaluation and the maturity curve method. Atchison writes, “The time span of discretion was the only one of the three methods whose correlation with perceived equity
 was substantially the same in both organizations. Thus, the time span of discretion gave the most consistent results from one organization to the other” (3).


Jaques’ felt-fair pay proposition is that people in managerial organizations working in similar and/or diverse roles with corresponding time-spans (in a comparable geographical and economical location), report identical amounts they feel would be a fair compensation in their roles. Atchison’s independent scientific research and findings confirm one of the predictions of the RO theory.
Roy Richardson
 (1971), as part of his doctoral dissertation at the Southern Illinois University, studied the correlation of felt-fair pay with the size of the role in a managerial organization, evaluating the RO theory’s premise that people occupying diverse roles of a similar, measured via the time span of discretion measurement instrument, should report similar felt-fair-pay amounts, presuming the same geographical location. Richardson’s scientific research demonstrates this finding and confirms Jaques’ theoretical proposition empirically. Richardson’s general hypothesis is that “there is a direct, linear relationship between TSD as measured by the manager and the FFP as perceived by the subordinate” (45). Richardson has found a correlation (Pearson Product Moment) at 0.862, “clearly” confirming his main supposition, and another important implication of the RO theory.
3.3 Change is Small Business

King
 (1997) investigated effects of predecessors’ and successors’ potential capabilities on the changes in performance (adjusted gross sales) in the small businesses these people ran, comparing the results three years prior to succession with three years after the succession. King’s conclusions are confirmatory with the RO theory’s implications that a business leader’s potential capability is a significant factor in determining the success or doom of the business. King writes, “the difference in PC between predecessor and successor was significantly associated with business performance in the third year following succession” (82). She recommends using Jaques’ theory in overall planning for succession in family-owned small businesses, having validated some of the implications of the RO theory, such as capability effects on the leadership changed in family-owned small businesses.
3.4 United States Presidents

Alison Brause, a Doctoral Fellow at The University of Texas at Austin, as part of her doctoral work has completed a very creative and scientific study testing one of the implications of the RO theory regarding the human capability to deal with Information Complexity, evaluating United States Presidential Candidates’ capabilities as a predictive factor in winning the general elections
. The main proposition of the study was that the candidate from a major party demonstrating the highest capability wins the general elections. The highest level of capability was determined via Jaques’ evaluative method by analyzing the complexity of structuring an argument by each presidential candidate, and classifying the argument into one of the strata of information processing. Having analyzed presidential debates, Brause (2000) determined that in five out of seven elections the candidate with the highest-stratum capability has won the election, and in the other two elections, in which the candidates capability-strata were the same, the younger candidate became the President of the United States, in line with the theoretical prediction that the younger candidate has a higher future-potential capability.

Brause’s research confirms Jaques’ theory entirely, and adds to the support of Jaques theoretical and empirical findings.
4. Applicable Theoretical Discussions
4.1 St. Augustine and Alvin Toffler
“… such considerations are too remote in time to consider them. The fact that the plant could trigger devastating ecological consequences a generation later simply does not register in their time frame. … Their time horizons must be extended. … Every society faces not merely a succession of probable futures, but an array of possible futures, and a conflict over preferable futures.”

 (Alvin Toffler)

St. Augustine’s work is directly related to Jaques’ theories through his analysis of the time phenomenon. St. Augustine questions the use of the word time in everyday language, and attempts to reason and understand what we mean when we speak about time-related concepts, such as past, future and present. He asks the question what time is, and what future or present is. His logic leads to that past is something that is no more – it doesn’t exist, and the future is something that is still not, also does not exist. His analysis leads through understanding what past month means and what future month is, concluding that both do not exist, and then dividing the time periods to lesser sizes, such as week, day, hours, etc. demonstrating that neither past or future exists. Thus, according to St. Augustine, there is no such thing as time, and even though we use the ‘time’ concept in the language, physically this concept doesn’t exist, except for the continuous ever-going present, which encompasses present past and present future
. Further in his analysis, St. Augustine asks where the future is, and how it is that some can predict the future. His conclusions are that the future in not in ‘the future’, but it is in now, in the present – understanding complex relationships and intentions allows the smarter of us to see further ‘in the future’ because we can predict how the present events may unravel. 

Independently, Toffler (1970) conveys a similar idea in his book, “Future Shock,” “it is time to erase, once and for all, the popular myth that the future is “unknowable” (408)
. He suggests and gives examples how governments and corporations attempt to identify various possible futures, and makes assertions that some of the predictions, short- and long-term, are accurate. These predictions are based on examining the current events and trends, and independently, Toffler’s analysis is identical to St. Augustine’s, that the future is in the present, based on the current unfolding events.

How is St. Augustine’s work related to Jaques’? Dr. Jaques has been extremely content realizing that he understood St. Augustine’s work, and kept building on top of it. Alvin Toffler
, a well-known, published and respected futurist, has concluded that the revolution and changes in social sciences will come only with the new understanding of time, which St. Augustine has offered, and Dr. Jaques carried through in his theories, including the Theory of Life, in which the basic proposition is that the fundamental difference between the living beings and inanimate physical objects is intentions, to obtain “what-by-when,” which is what has given rise to the managerial hierarchy because the humans have spread through several complexity bands, operating at the intentions of “different lengths,” thus, allowing to analyze these managerial structures via the time-span measurement instrument, which measures objective intentions in this special type of the organization of the human society to get stuff done via what are considered civilized and acceptable means nowadays. Toffler
 (1980) writes that there are significant temporal differences in the three waves in the current civilization. What he means is that time was understood and used in entirely different patterns in distinct (identifiable) civilizations, such as agricultural, industrial and information time periods.

In the agricultural society, Toffler writes, time was not synchronized, and wasn’t precise, “Agricultural populations developed remarkable precision in the measurements of long spans of time… but seldom developed precise units for measuring short spans… a farmer might refer to an interval as a ‘cow milking time’” (103), and generally understood time as a circular phenomenon. In the Second Wave
, the industrial revolution changed the temporal understanding of the society dramatically, synchronized, and “made time linear” (104). Toffler writes, “Synchronization. Standardization. Linearization,” brought massive changes to the society (105). The Third Wave has changed the temporal dimension of the society dramatically again. Toffler demonstrates on an example of an introduction of the “flex-time” to the work-place that mechanical synchronization of the Second Wave, that was prevalent during the Industrial Society, gave way and was replaced by a more individualized time required and implemented within the society (246). Toffler (1980) writes that the Second Wave synchronized and mechanized the society in time – everyone had to report to work at the same time, take breaks at the same time, and stop working at the same time because the assembly line could not support any other unsynchronized pattern of getting something done.

Following Toffler’s analysis and St. Augustine’s propositions, the “Toffler’s” Fourth Wave might be the temporal change Dr. Jaques has suggested in the new understanding, and most importantly, usage of time in the modern society – a dynamic concept of time of intention may bring a change to the modern societal order and organization and composition of the society. St. Augustine’s work is directly and invaluably related – St. Augustine’s work serves as an independent and credible source of verifying Dr. Jaques’ concept of time and its usage in developing the new social theories, such as the RO theory, on which this research has been concentrated upon, and considering Toffler’s analysis of time, which is in line with St. Augustine’s and Jaques’ theoretical propositions calling for longer time-horizons to support a most preferable future and various understandings of the time phenomenon and term’s “time” usage in the different civilizations, tend to support the RO theory’s fundamentals and foundations. 
4.2 Kurt Lewin

Kurt Lewin’s articles and works constitute seminal works in psychology and demonstrate the contemporary state of though on modern social sciences. Even though Lewin’s works have been done in the 1930s, his deep understanding of the field, its needs and analysis surpasses the chronological time passed, and explains much regarding the millennia of thought developing, dating back to Aristotle, Galileo and the twentieth century social sciences.


Lewin (1931) in “The conflict between Aristotelian and Galilean modes of though in contemporary psychology” discusses the major differences of philosophies of thought comparing Aristotelian methods and those of Galileo to draw conclusions about modern psychology, and identify needs of the modern psychologists to look towards the Galilean development of social sciences, and away from Aristotelian, as Lewin concedes the state of social sciences is in right now. Lewin identifies major properties and faults of the Aristotelian mode of thought, and precisely points to modern psychology as the benefactor of the Aristotelian thought. Lewin predicts that the science of psychology is due to change its philosophy of thinking to the Galilean method, which is more precise and rigid, and so useful in the development of modern natural sciences. In one of the most profound and fundamental points, Lewin identifies the need for dynamics in social sciences, which is a fundamental premise for the Galilean thought, rather than static and imprecise thought of Aristotle. Lewin writes, “the dynamic problems of physics were really foreign to the Aristotelian mode of thought.” He goes further, and claims that modern psychology is static in nature, but the underlining phenomenon, in effect, is dynamic. He goes as far as saying that “teleology assumes a direction of events toward a goal,” and gives examples of a child who has two attractive things in front – a toy and a candy, regarding which Lewin stops short of differentiating a natural sciences event and the social sciences event, even though he speaks of vectors and goals, which is very close to Jaques’ ideas and theories.


Furthermore, Lewin faults the Aristotelian thought in psychology for not being able to apply the theory concretely to a specific situation – the exact same proposition Jaques makes, calling it a most serious test of reduction of the theory to tangible applications. Jaques writes that any fifth order theory should be reducible to all lower orders to the very first order of information complexity and be applied concretely in first order tangibles.
 Just as Jaques, though less poignantly, Lewin contends that the modern psychology is Jaques’ “hollow high sounding words devoid of lower level complexity content,” “unable to explain the occurrence of a particular case, and by this is meant not the behavior of an abstractly defined “average child,” but, for example, the behavior of a certain child at a certain moment.”


In summary, Lewin identifies the same faults with the Aristotelian mode of though of the current social sciences, and encourages looking for dynamics (goal-oriented), particulars and preciseness, and the overall Galilean mode of thought in the psychology. Lewin stops short of identifying the precise dynamic vector despite his hunch of the goal-directed behavior, but he echoes and appears to suggest strong support for Jaques’ dynamic approach and theories, which are underpinning this study.

5. Additional Musings

5.1
Dr. Harry Levinson

Dr. Harry Levinson is one of the recognized gurus and authorities in the United States on management, psychology and organizations. He is the Chairman of the Levinson Institute and Professor Emeritus of the Harvard Medical School, having achieved many recognitions and awards by a variety of organizations, academic and other societies, including the American Psychological Association
.


Due to the lack of written critiques and studies related to the Requisite Organization theory, the author interviewed several (accessible) well-known management gurus and authorities to learn of a possible shortcoming(s) and/or any other possible discussions of the theory.  The first interview
 was with Dr. Harry Levinson on April 25, 2002. 


The following is the summary of the researcher’s conversation with Dr. Levinson. According to him, there was only one book published in the 1970s in the United States critiquing Dr. Elliott Jaques’ theories, but there has been no publications Dr. Levinson is aware of since, such as there is nothing in the literature and nothing in the industrial psychology. Dr. Levinson has identified the following reasons why there is not much happening regarding the theories Dr. Elliott Jaques has put forward, which are:

1) “Not many industrial psychologists who have read his
 stuff.” This probably has happened because the theories require a different way of thinking and training, Dr. Levinson elaborates further.

2) The theory Dr. Elliott Jaques has developed is “very complex” to study and read. Dr. Levinson says that it takes about two days for executives to begin to understand the theory, and it is foreign to the orientation of the industrial psychology.

3) “No follow-up” – Dr. Levinson elaborates that there are no dissertations or Ph.D. studies that investigate, test, and generally carry the theory further.


As a result of these three reasons, practically no one has done work on the theory, and in addition, the theory is so complex that there is no knowledge to learn it and develop people. These reasons have all lead to that there is no body of knowledge and no critical mass of people working in the field of Requisite Organization.


Despite the reasons above, Dr. Levinson contends that Dr. Jaques has done more innovation and thinking than anyone else on the logic of management and implications; and overall Dr. Jaques has made a “tremendous contribution.”


Dr. Levinson also critiques Dr. Jaques that he is so heavily involved with the theory that he has denied psychology, and people’s feelings, which, Dr. Levinson argues, are not irrelevant. Dr. Levinson asks a question whether a paranoid person is going to feel right in the requisite organization. Another question Dr. Levinson asks is about promoting people, which may lead to narcissistic and omnipotent views no matter how the logical structure of the organization is, which may upset the entire organization for effective functioning, which overall is related to individual psychology, which is missing from the theory. Dr. Levinson says that if he were to write a critique of the theory, the issue of not addressing the individual psychology would be a major part of the critique – the phenomenon goes beyond the structure to the psychology of thinking of individuals.


Dr. Levinson continues that the Jaques’ requisite organization is a logical and useful structure, which influences thinking for the organizational structure – it should be adopted and applied to evolve to a more useful structure; CEOs should recognize how to “manage change” and push it down their organizations. This is also a shortcoming because the theory does not address the change process – to push change from above to make people adapt; people may have to deal with loss and cope with the changing responsibility – change is not easy! For most organizations change is complex, and needs to be managed successfully.

 
Regarding Jaques’ theory on trajectories of human capability that the capability matures with age, Dr. Levinson believes that this proposition is possible. Also, promoting according to level of the current potential capability is a good way to go for organizations.


In the end of the interview, Dr. Levinson reiterated that Dr. Elliott Jaques has contributed much and at far depth.

5. 2
Dr. Peter Vaill

Dr. Peter Vaill is a former Professor of Management Science of The George Washington University, and presently University Professor of Management at Antioch University, and most recently Distinguished Chair in Management Education at the Graduate School of Business, University of St. Thomas. He is the author of more than fifty journal articles and published a book “Learning as a Way of Being: Strategies for Survival in a World of Permanent White Water” in 1996.
 He is considered to be one of the experts and authorities in the field of management.

The interview with Dr. Vaill took place on December 5, 2002. Dr. Vaill admitted that he has not studied Dr. Jaques’ theories for the past five or six years, but the following would be his critiques of the Requisite Organization theory.


The first concern is that Dr. Vaill sees a lack of evidence for a strong correlation between the level of work and current potential capability of the person. For example, Dr. Vaill thinks that it is possible for the person whose current potential capability is stratum 3 to work in the stratum 5 role successfully. The second major critique is that Dr. Vaill thinks that the current potential capability is not the only factor in determining whether the executive can or cannot do the job – there are a lot of other factors to consider when deciding the person for the executive role.


In summary, Dr. Vaill thinks that Dr. Jaques’ theories are too extreme, too absolute, and too rigid, thus, in his eyes, are already disqualifying themselves from growing and being adopted in the field.

5.3
Dr. Gilles Amado


Dr. Gilles Amado is a Professor in Organizational Psychology in the HEC School of Management in France. He holds a Ph.D. in Clinical Psychology from Université de Paris II, France, and has published an article in the journal “Human Relations” critiquing the RO theory’s approach to organizations.

Amado
 (1995) argues against Jaques' approach to studying organizations and organizational consultancy. Amado's major issue is not using psychoanalysis and the study of unconscious in the organizational consultancy -- Amado believes that psychology and psychoanalytical treatment must be present in the study of organizations.

Ridgeway
 (1997) responded to the debate between Jaques and Amado (1995). Ridgeway's main point was that let's just reconcile both arguments as the organizational consultants are also very confused what and how to advice their clients, and to look a more respectable consultant, such debates should not go on as they hurt organizations who deploy consultants. This is a bizarre argument, rather a plea to halt the debate or hide it away from the public so that organizational consultants would not be negatively impacted consultancy-wise, as the field is already turbulent enough.

Jaques
 (1995) responded to Amado's critiques (1995) explaining why psychoanalytical approach is dysfunctional and hurtful to organizations and people in them. Jaques' major point is that "organizations per se: are not understood. There are differences between various types of organizations. The paranoiagenic environment that exist is organizations is not caused by the unconscious processes of individuals comprising the organization, but rather the improper design of the organization, undefined authorities and accountabilities, mismatch between roles and people's capabilities – all these create negative aspects or symptoms that psychoanalytical approach is trying to address, which overall, fixing symptoms is dysfunctional and unrealistic. Jaques gives an explicit example of the organization of organizational consultants/psychoanalysts, whose own organization is dysfunctional.

6. Summary


This paper has summarized the main foundations for the organizational theories Dr. Elliott Jaques has developed and identified several independent scientific critiques of the theories, all of which have confirmed the theoretical propositions. A most serious and in depth endeavor was undertaken by Dr. John Isaac, whose twenty-five-year research into the nature of the discontinuity in human capability has confirmed Jaques’ propositions. Other shorter-terms endeavors include doctoral dissertations, most notably by Sandra King of The George Washington University, Allison Browse of The University of Texas at Austin, Thomas Atchison of University of Washington, and several other studies. These dissertations tested some aspects of the theory and have confirmed Jaques’ findings.

Non-scientific critiques of the theories are mentioned, but the author does not consider them important or adding value to the knowledge or serious discussion of the theories as they are not empirically testable – despite it is interesting to hear what a bright individual thinks about the theories, there is nothing in those discussions to generalize or reduce to physical doing regarding accepting or rejecting the theoretical propositions and/or implementing practically in the field. Following Stephen Hawking’s analysis, only scientific work makes a longitudinal difference in the field, analogously to the change between the Aristotelian and atomists’ schools of thoughts the Einstein’s famous paper brought upon; thus, only scientific work was considered an appropriate critique of the RO theory.

It is the general author’s opinion that more scientifically-based studies need to be initiated throughout the global world to refine, test, study and further the propositions and assumptions of the theories, but as it stands right now, at the present time, all of Jaques propositions have been confirmed by independent researchers and studies.
7. Conclusion

According to Hawking, the Aristotelian mode in natural sciences lasted until the early 1900s, until Einstein published a scientific paper offering an explanation of a certain natural sciences event in which he scientifically and objectively pointed out that this phenomenon could be explained by particles moving and colliding. Until 1905 Einstein’s paper, even though there were many discussions and debates between the schools of thought (of atomists and Aristotelians), neither thought has prevailed.


Kurt Lewin (1931) compares the Aristotelian mode of thought in psychology as compared 100 years ago to the Aristotelian mode of thought in natural sciences, and suggests that the static mode of thought of psychology has to give to a dynamic school of thought, and he starts, but does not finish his theory on vector psychology (which is in agreement with Jaques’ theories, except that Dr. Jaques has developed and refined the ideas further). Analogously, it took almost 200 years after Galileo’s discovery how to measure acceleration that the Aristotelian mode was replaced with modern physics. Dr. Jaques discovered the time-span measurement instrument in the early 1960s to measure the size of the role in a managerial hierarchy (with ratio-scale values). If history is to be the indicator of the future (which according to St. Augustine may not be the most accurate way to predict the present events), it may well take some 100 to 300 years after Jaques’ discovery of the time-span instrument of intention-measurement, that the Aristotelian mode of thought may be replaced with modern social sciences, a quest for a dynamic mode Kurt Lewin has referred to, beginning with the first complete, testable, and science-based dynamic organizational theory, the Requisite Organization theory.
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