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Preface

From intelligent automation and data-driven decision making to personalized
employee experiences and predictive analytics, artificial intelligence (Al) is pro-
foundly transforming how we work, collaborate, and innovate. As we stand at
the edge of unprecedented technological change — amid growing volatility and
uncertainty affecting both societies and organizations — the very concept of work
and work design is undergoing a fundamental redefinition. This raises a timely
and essential question: does it still make sense to speak of the future of work and
work design? More provocatively, will “work™ as we currently understand it even
exist in the future?

This book, informed by the contributions of numerous scholars and enriched
by a multidisciplinary perspective, invites readers to explore the evolving nature
of work and work design in this context of transformation. The concept of work
design, understood as the content and structure of tasks, activities, relationships,
and responsibilities (Parker, 2014), is not new. Since the emergence of scientific
management, work design has played a central role in both research and practice —
initially focused on enhancing productivity and efficiency, and later broadening
to encompass employee well-being and satisfaction, particularly through motiva-
tional and humanistic approaches. Over the past four decades, theories of work
design have provided robust frameworks for understanding, influencing, and
improving employee experiences and behaviors (e.g., Hackman & Oldham, 1980).

More recently, scholarship has expanded to include relational and proactive
perspectives on work design. The former reflects increasing interdependence and
interaction with coworkers and clients, while the latter captures the growing sig-
nificance of employee initiative in shaping their own roles — through behaviors
such as job crafting (Grant & Parker, 2009). These evolving perspectives highlight
the dynamic and socially embedded nature of work, which is now being reshaped
by the accelerating integration of Al technologies. Indeed, the adoption of Al
in the workplace demands a fundamental rethinking of work design (Parker &
Grote, 2020, 2022), especially concerning how tasks are organized and how rela-
tionships between humans and machines develop.

Bankins et al. (2024) identify several key dimensions of work design affected
by Al including job variety, task—technology fit (TTF), autonomy, and human—
Al collaboration. When Al is used to complement human labor — automating
repetitive or administrative functions — it has the potential to enhance job vari-
ety and enable workers to engage in more meaningful, cognitively complex, or
interpersonal activities. However, in bureaucratic or hierarchical settings, Al can
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create an “algorithmic cage,” characterized by rigid task routinization and dimin-
ished variety, often resulting in resistance from employees (Meijer et al., 2021).

The notion of TTF plays a critical role in this context. When employees per-
ceive Al tools as well-matched to the requirements of their tasks, and of sufficient
technical quality, they are more likely to view them positively, use them effectively,
and experience improved performance (Nguyen & Malik, 2022). Conversely, a
misalignment between the technology and the task may lead to underutiliza-
tion or misuse. Similarly, the effect of Al on autonomy is contingent upon its
mode of deployment: Al systems that support human decision making can foster
autonomy and skill development, particularly for mid- and high-skilled workers.
However, when Al is used to dictate tasks or enforce strict workflows, it can erode
autonomy, reduce learning opportunities, and undermine job quality (Holm &
Lorenz, 2022).

Effective human-Al collaboration hinges on a constellation of factors:
employees’ understanding and trust in the technology, adequate training, and the
perception of Al as a supportive rather than controlling tool. An organizational
climate that fosters psychological safety and technological readiness is essential to
facilitate such collaboration, allowing Al to function not as a surveillance mecha-
nism but as a genuine “algorithmic colleague” (Bankins et al., 2024).

A similar transformation is observed with the introduction of collaborative
robots (cobots) in industrial contexts. Cobots alter traditional job characteris-
tics by influencing autonomy, task variety, cognitive load, and opportunities for
skill development — often with paradoxical effects. On the one hand, they reduce
physical strain and allow workers to engage in more meaningful activities; on the
other hand, they may restrict autonomy through standardization and algorith-
mic control. While cobots can increase task variety by assuming routine duties,
they may also leave workers with residual, fragmented tasks that diminish over-
all job complexity and satisfaction. Likewise, cognitive demands may shift from
task execution to oversight, resulting in either stimulation or overload. Finally,
although cobots may stimulate new skill development through programming
and supervision, they also pose risks of deskilling when they displace previously
human tasks (Shaba et al., 2024).

Moreover, recent developments suggest that generative Al is increasingly
being used beyond cognitive support — to structure learning, planning, and deci-
sion making — but also to mediate relational functions such as coaching, emo-
tional support, and even companionship (Zao-Sanders, 2025). As generative Al
becomes embedded in everyday work routines, it reconfigures not only how tasks
are distributed and executed but also how relationships within the workplace are
formed and sustained. This evolution blurs the boundary between human and
artificial agents, requiring work design frameworks to account for emerging pat-
terns of task interdependence and socio-technical interaction.

Ultimately, the impact of Al on work design is not determined solely by tech-
nological capabilities, but by the broader socio-technical systems within which
Al is deployed. Alongside concerns related to productivity and efficiency, the
digital transformation of work raises urgent challenges around inclusion and sus-
tainability. As recently highlighted, the rapid digitization of work has deepened
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pre-existing inequalities while generating new forms of exclusion in digitally
mediated workplaces. While digital tools can expand access and flexibility, they
also risk marginalizing those with lower digital literacy or those whose identities
are less visible or supported in virtual spaces (Georgiadou et al., 2024). Moreover,
inclusion is not automatically achieved through AI adoption; rather, it must be
intentionally designed across individual, organizational, and technological lev-
els. Al is often assumed to foster greater inclusion because of its potential to
reduce human biases and standardize decision making. As Lazazzara et al. (2023)
emphasize, Al systems often reflect and even amplify existing biases if imple-
mented without appropriate mitigation strategies, thereby reinforcing structural
inequalities and excluding marginalized groups from meaningful participation.
Achieving genuine inclusion requires tailored mitigation strategies across data,
design, and usage levels — ranging from data debiasing and inclusive algorithm
design to transparent usage policies that foster procedural and interactional jus-
tice. At the same time, sustainable work design must also account for the uneven
environmental and social impacts of digital labor, such as increased energy con-
sumption, data-driven surveillance, and the blurring of work-life boundaries.
These intersecting challenges call for a systemic and ethically grounded rethink-
ing of work design — one that aligns technological innovation with principles of
equity, accessibility, and long-term social value.

The future of work and work design thus depends on our ability to co-design
this transformation — placing human agency, well-being, and ethical foresight at
the center of Al-enabled workplaces.

Book Structure

This volume brings together 11 chapters, which are revised and expanded versions
of selected contributions presented at the “The Future of Work and Work Design:
Research and Practice — Turkish Academy of Management Annual Meeting”, held
at the University of Istanbul, September 2-5, 2024. Developed through a rigor-
ous double-blind peer review process, these contributions reflect a diverse range
of disciplinary perspectives and methodological approaches. The chapters are
organized into three interconnected sections — each exploring a critical dimension
of work and organizational design in the context of past legacies, present chal-
lenges, and future transformations.

The first section, titled “Job and Organization Design”, provides a histori-
cal and theoretical foundation, tracing the evolution of work and organizational
design from early industrial models to contemporary developments, with a for-
ward-looking orientation. In their chapter “A Historical Perspective on Revo-
lutions in Work and Organization Design, and Expectations for the Future,”
Demet Varoglu, Ahmet Aziz Akmermer, and Mehmet Abdiilkadir Varoglu exam-
ine the trajectory of job design and labor through the lens of major theoretical
paradigms. They also consider how emerging imperatives — such as adaptability,
flexibility, and fluidity — are reshaping work structures. Complementing this per-
spective, Tolga Ozdemirel and H. Cenk Sozen, in “An Approach to Job Design
for Mitigating the Impact of Negative Ties on Burnout and Job Performance,”
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focus on the role of interpersonal relationships and ergonomic principles in pro-
moting employee well-being and organizational performance. Yahya Kemal Ulu-
soy and H. Cenk So6zen further contribute to this section with the chapter “A
Contemporary Approach on How Organizations Distribute Power to Units?,”
which explores how job design influences power dynamics, particularly under
conditions of turbulence and organizational change.

The second section, titled “Leadership and Organizational Behavior in the
Future of Work,” shifts the focus to the human and behavioral implications of
workplace transformation. With the increasing diffusion of Al and intelligent
infrastructures, critical psychological aspects of work — such as meaning, iden-
tity, and emotion — are often overlooked. This section addresses such gaps by
exploring how leadership, behavior, and organizational practices must evolve. In
“Rethinking Leadership in Workplaces in the Age of Smart Machines: Explor-
ing Its Future,” Aysegiil Ozbebek Tung reflects on whether Al poses a threat to
humanity or offers opportunities for more adaptive, responsive leadership. Ilker
Citli, in “AI and the Employee: Emerging Organizational Behavior Trends for the
Future of Work,” critically examines the dual impact of Al on employee experi-
ences, highlighting both its potential to enhance work and the risks it introduces.
Esra Zeynel offers a theoretical synthesis in “Virtual Teams from Emotion and
Behavior Perspective: A Theoretical Review,” exploring how virtual collaboration
affects both organizational outcomes and individual well-being. The final chap-
ter in this section, by Emin Ercan Cihan — “Aligning Talent Management with
Projects: Oriented Behavior Approach” — discusses the integration of talent and
project management as a strategic response to evolving competence requirements
in the digital era.

The third and final section, titled “Future Work Sustainability and Inclusion
Challenges”, addresses one of the most pressing challenges for future workplaces:
the pursuit of inclusion and sustainability in Al-driven organizational environ-
ments. As Al becomes increasingly embedded in organizational systems, ensuring
fairness and equitable participation becomes both a strategic and ethical impera-
tive. In “Future Work Challenges: Exploring Factors Shaping Attitudes Toward
Women Managers in Turkey,” Basak Uganok Tan investigates the socio-cultural
and structural barriers facing women in managerial roles, and advocates for the
cultivation of more inclusive organizational climates. Hazal Yaren Yalirsu and
V. Lale Tiiziiner, in “Sustainable Human Resource Management: A Proposal of
Comprehensive Model,” propose a framework for sustainable HRM grounded in
ethical, inclusive, and environmentally conscious practices that align with long-
term organizational resilience. Pelin Kanten and Yener Pazarcik, in their chapter
“The Effects of Perceived Pay Inequality on Workplace Outcomes: A Qualita-
tive Study,” delve into the consequences of pay disparities, underscoring their
implications for fairness perceptions and organizational trust. Concluding the
section, Giilbeniz Akduman and Zeynep Hatipoglu, in “Talent Acquisition in the
Age of Artificial Intelligence,” examine how digitalization is reshaping recruit-
ment practices and outline the skills and capabilities essential for the workforce
of tomorrow.
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Together, these chapters offer a comprehensive and critical exploration of how
work is — and must be — redesigned in response to technological advancement,
human aspirations, and social responsibility.
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Chapter 1

A Historical Perspective on Revolutions
in Work and Organization Design, and
Expectations for the Future

Demet Varoglu®, Ahmet Aziz Akmermer” and
Mehmet Abdiilkadir Varoghu’

“TOBB University of Economics and Technology, Tiirkiye
bBagskent University, Tiirkiye

Abstract

This chapter aims to speculate on the future of work and organization
design by reviewing the history of design endeavors in organizations, start-
ing from the scientific management school of thought. The studies on design
of work and organizations, following the classical scientific management
approach, are chronologically classified into contingency approach and
configuration approach. Design studies at both the individual and group
levels are highlighted through Job Characteristics Model, job crafting, Job
Demands-Resources (JD-R) Model, and team-based structures. The chap-
ter also examines the main forces on design of work and organizations
(globalization, sustainability, digitalization, and artificial intelligence (AI))
by analyzing their impacts on certain notions and structures. The future
of design is discussed through a study with two scenarios generated by
Al, and by pointing out the key themes for future design: adaptability,
flexibility, and fluidity.

Keywords: Organization design; configuration; organization structure;
globalization; digitalization
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A Brief Historical Background of Organization
and Work Design

Organization design can be conceptualized as the mechanism that shapes the
organizational space in general, akin to selecting the land on which a building will
be built and drawing its architectural plan (Varoglu & Canbolat, 2017). Specifi-
cally, organization design refers to the integration and simultaneous development
of interrelated variables, conditions, structures, and processes with appropriate
policies, covering both hard and soft elements of the structure, such as tasks,
roles, processes, reporting relationships, communication style, and culture
(Stanford, 2005; Varoglu & Canbolat, 2017).

Beginning with the concept of bureaucracy and followed by strategic, con-
tingency, and configuration approaches, the history of organization and work
design studies can be chronologically categorized into four phases (Fig. 1.1).

Despite a negative connotation that has been attached to it for more than four
decades, bureaucracy was proposed by Max Weber (Sager & Rosser, 2021) as an
ideal form of organization, characterized by a formal hierarchical structure, clear
lines of authority, division of labor (specializations), formal rules and regulations,
and impersonality (rules to be applied uniformly to everyone). In fact, designing
bureaucratic organizations had met the needs of the Industrial Age, particularly
for large industrial organizations. This classical approach to organization design
remained the primary approach to organization design well into the 1980s.

Another important contribution to the design of organizations came with the
strategic approach, which was pioneered by Alfred Chandler. Chandler (1962)
defined strategy as the determination of the basic long-term goals of an enter-
prise along with the adoption of courses of action and the allocation of resources
necessary for carrying out these goals. This approach to organization design has
an understanding that the structure and processes within an organization should
follow and support the organizational strategy (Drucker, 1974; Galbraith, 1995,
2002; Sagsan, 2008; Weiss, 2007).

Galbraith (1977) further developed the strategy—structure relationship, and
with his Star Model, he made an important contribution to the contingency
approach of organization design. According to this model, the organization is
a complex interrelated system consisting of strategy, structure, process, rewards,
and human resources. The model suggests that an organization can be designed
by prioritizing the strategy and ensuring the interaction of five design modules
with each other. While the Structure module consists of configuration, division
of labor, and power distribution, the Information and Decision Processes mod-
ule involves decision mechanisms, formalization, and information systems. Task

Fig. 1.1. History of Organization Design.



Revolutions in Work and Organization Design, and Expectations for Future 5

module consists of diversity and differentiation; while People module relates to
training and development, selection, promotion, and leadership. The last design
module for Reward Systems includes individual job designs (Galbraith, 1977,
p. 31). Later, the Star Model has also been offered as a tool for systematically
examining an organization (Galbraith, 1995, 2013). Galbraith (1977) also clarified
the general outcomes of the contingency theory with these two key principles of
design: “There is no single best form of organization,” and “not all organizational
forms and methods are at the same level of effectiveness.” In fact, these principles
marked a serious departure from the classical bureaucratic approach. However,
the contribution of two lines of study which came before Galbraith’s work are
worth mentioning: studies linking environment to organizational structure, and
studies connecting technology to structure.

A classical model highlighting the environment of organizations comes from
Emery and Trist (1965). They categorized organizational environments into four,
varying in terms of organizations’ adaptability and coping ability, with placid, rand-
omized environment being the simplest form and turbulent field environment being the
most complex. Based on their studies with coal miners in England in the World War
II era, later, the term socio-technical system was coined by Trist and Bamforth (1951).
Clearly implied by the term, this approach to design states that any organizational
system can only be understood and improved if both “social” and “technical” aspects
are brought together and treated as interdependent parts of a complex system.

Three theorists stand out among the early studies on how technology influ-
ences organizational structure: Woodward, Perrow, and Thompson. Woodward
(1965) claimed that technological complexity determines structure, and that a
mechanistic structure is suitable for organizations that use mass production tech-
nology, whereas an organic structure is more appropriate for organizations with
small-batch technology. Perrow (1967) used rask variability (the number of new
or unexpected situations encountered while performing a task) and task analyza-
bility (the degree to which search and information-gathering activity are required
to solve a problem) to differentiate among four types of technology — routine,
craft, engineering, and nonroutine — and argued that organizations should move
from a mechanistic to an organic structure when tasks become more complex and
less routine. Thompson (1967) focused on task interdependence and related it to
three types of technology (mediating, long-linked, and intensive) he identified.
For instance, long-linked technology is based on sequential task interdependence,
whereas intensive technology relies on reciprocal task interdependence.

The work that Galbraith (1977) attributes to James D. Thompson (1967)
includes innovative design dimensions and approaches that continue to inform
today’s studies. Thompson’s approach treats the organization as an “information
processing model” and links it to task uncertainty. It focuses on the types of lat-
eral roles in the organizational structure that evolve into matrix design, determin-
ing the context in which, and the extent to which, environmental conditions affect
design, motivation, and options for transforming processes such as leadership
and rewards into an impact model in organization design. Different debates con-
tinue today about the relationship between environment and design, for exam-
ple, about “how strategic partnership structures should be considered in terms of
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organization design and how they will be reflected not only in strategy but also in
the structure” (Alber et al., 2016).

Through the studies of researchers such as Scott, Miller, and Mintzberg,
research on organization design evolved into studies using configuration approach.
According to Miller (1983), this perspective emerged as a reaction to the contin-
gency theory’s implicit view of organizations as a set of loosely coupled elements.
While sharing the contingency approach’s functionalist point of view, by empha-
sizing the notion of “fit,” configurational approach became a significant break
with the past. Benchmarking from the foundations of quantum physics, configu-
rational approach is characterized by a “holistic” view of organizations, in which
the strategy, structure, and environmental conditions are in harmony with the
organization and the organization adapts or becomes suitable to these conditions
(Ketchen et al., 1993; Miller, 1986).

In the configuration approach, it is argued that the causal relationships between
the factors affecting the organization are not linear and that environmental and
structural conditions interact in a dynamic process (Miller & Friesen, 1978). In
other words, it is claimed that the whole cannot be understood by examining the
elements that make up the whole in isolation from each other (Meyer et al., 1993).
Miller (1986) addressed the question of how organizational elements within a
whole evolve into configurations by referring to organizational ecology, institu-
tional theory, and other relevant sociological approaches. Briefly, he examined
and classified each component of the configuration model in a holistic framework
by relating them to each other.

Miller (1986) describes the forces that may cause configurational clusters, high-
lighting several key factors. These include the environment, which determines the
continuity of the appropriate organizational structure by sorting in ecological
niches; the spread of strategies and structures that emerge from the demands of
powerful institutional actors; internal pressures such as functional relationships
between organizational components; the repetition of traditional organizational
practices; and the turnover of organizational actors. These forces reflect the need
for cognitive consistency and mainly point to organizational ecology theory,
which claims that diversity and change in organizations should be viewed from
the perspective of environmental selection through limited information process-
ing capacities of organizations and/or restrictive legal regulations (Hannan &
Freeman, 1977). According to this viewpoint, changes occurring in the environ-
ment will have similar effects on organizations with similar forms (isomorphism)
and constitute similar organizational communities (e.g., labor unions).

Formation of configurations is predicted to result from tight clusters of mutu-
ally supportive elements and is considered to benefit from these clusters in a con-
venient way (Miller, 1986). The configuration theory can also be described as an
approach that examines the transition from one design to another due to radical
changes in organizations (Varoglu & Canbolat, 2017), which seems to reflect par-
allel studies on organizational change (Demers, 2008). This approach has three
main arguments that are related to each other (Miller, 1986): (1) As organiza-
tional ecology argues that the population’s environment determines various forms
of common organization, there is a limited number of strategies and structures
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that are appropriate in any given environmental setting. (2) Organizational char-
acteristics have complex relationships, and organization’s strategy can be directed
toward a common configuration to ensure internal harmony between structure
and contextual elements. (3) An organization tends to shift its parts rapidly to
expand a certain configuration or form a new configuration that is maintained for
a very long time (Miller, 1986).

Richard Scott (1981) discusses organizations as configurations through his
rational, natural, and open system perspectives. Morgan (1986) defines organiza-
tions as machines, organisms, brains (self-organization), cultures (social reality),
political structures (interest, conflict, and power), psychic prisons, transforma-
tional structures, and hegemonic structures.

In the resource dependency theory, which is based on the open system perspec-
tive, it is emphasized that organizations cannot generate resources on their own,
that there are resources organizations constantly need, and that these must be
obtained from external sources (Pfeffer & Salancik, 1978). Organizations must
manage their capital, workforce, and organizational resources to achieve their
goals and ensure their survival. In the related literature, resource dependence the-
ory, inter-organizational relations, environmental strategies, intra-organizational
relations, power, and dependency are central to understanding the entrepreneur-
ial and structural dynamics of organizations. In other words, the contingency
approach sees the organizational structure as shaped by the relationships between
various internal and external conditions (Sargut, 2010).

In his book Structure in Fives, Mintzberg (1983) breaks down the organization
into five generic components (strategic apex, middle line, operating core, techno-
structure, and support staff), considering the role of each in coordinating activi-
ties. Mintzberg (1983) discusses how to operationalize the typical configuration
along with the design of individual positions. While the first step of this function-
alization is the design of the superstructure, the second step involves fleshing out
the superstructure. This is achieved through practices such as management and
control systems and liaison roles (Mintzberg, 1983). One of the most important
discussion areas of structural design is decentralization and configurational vari-
ations. From this stage of development, the aim is to maximize organizational
effectiveness by adapting the design to the conditions (Mintzberg, 1983). In this
harmonization process, designs are made with considerations for variables such
as the size and age of the organization. Mintzberg (2014) discusses in-depth
configurational structures such as simple structure, machine bureaucracy, pro-
fessional bureaucracy, divisionalized form, and flexible structure (adhocracy).
Depending upon the differentiation of variables, new organizational forms, such
as missionary organizational structures, political organizational structures, and
network structures, emerge (Mintzberg, 1989).

In a comprehensive study linking configurational structures to strategy,
Mintzberg and Lampel (2003) discuss entrepreneurial organizations, bureaucratic
structures, professional organizations, innovative organizations, diversified struc-
tures, and then offer suggestions beyond these configurations. With the aim of
checking the validity of Mintzberg’s configuration theory, a meta-analysis was
performed on 89 articles and 12 books addressing configurational structures
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(Krabbered, 2015). The lack of any critical evaluation in this study can be inter-
preted as evidence of support for the theory.

Additionally, it should be noted that in a recent book he published, Mintzberg
(2023) focuses on seven basic forces for organizing: consolidation in the personal
organization, collaboration in the project organization, efficiency in the machine
organization, proficiency in the professional organization, the infusion of culture,
the overlay of separation, and the intrusion of conflict.

Design of Work at Individual and Group Levels: Highlights

Design attempts at the individual level started in the second half of the 1970s and con-
tinued with configurational experiments at the group and socio-technical structure
levels in the 1980s. Design models introduced at the work level were also eye-catching
and attracted remarkable attention in the 1990s. They were useful in overcoming the
challenges of traditional assembly line job designs as they addressed the requirements
that emerged with the Industrial Revolution at the organizational level. Studies on
“job enlargement” and “job enrichment” can be considered within this scope.

In parallel with these developments, the “Job Characteristics Model” was dis-
cussed as an attempt to move toward designing work at the individual level, and
even at the group level (Hackman & Oldham, 1980). Specifically, the model posits
that through the mediation of three critical psychological states, five job dimen-
sions (skill variety, task identity, task significance, autonomy, and feedback) are
crucial for reaching positive organizational outcomes.

In early 2000s, job crafting (Wrzesniewski & Dutton, 2001) came out and has
drawn much attention by shifting design responsibility and/or discretion to the
position/job holder. Job crafting is defined as self-initiated, proactive strategies to
change the characteristics of one’s job to better align it with personal needs, goals,
and skills (Tims et al., 2012). Wrzesniewski and Dutton’s (2001) initial definition
limited job crafting to three forms: Changes made by employees in their job tasks
(i.e., task crafting), job relationships (i.e., relational crafting), and meaning of the
job (i.e., cognitive crafting). Later, two higher-order constructs — approach craft-
ing and avoidance crafting — were added to the theory (Zhang & Parker, 2018).

Job crafting led to the development of JD-R Model (Bakker & Demerouti, 2007;
Demerouti et al., 2001). This model suggests that jobholders actively seek to bal-
ance the demands of their jobs with the resources they have. Job demands are cog-
nitive, physical, psychological, emotional, social, or organizational aspects of the
job that require sustained effort or skills. Job resources are physical, psychological,
social, or organizational aspects of the job that are functional in achieving work
goals, reducing job demands, and/or stimulating personal growth and development.

The design of work at the group level has been addressed with an emphasis on
autonomous teams by several studies (Ingvaldsen & Rolfsen, 2012; McIntyre &
Foti, 2013) since then. This emphasis has paved the way for discussion on team-
based organization structures (Harris & Beyerlein, 2005; Mohrman et al., 1995).
In such a structure, organizational systems and processes as well as management
roles and structures are designed to ensure that teams — especially, cross-functional
teams — serve as the primary units of performance.
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