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I . Definition 

The term "division of labour" is often used in econom­
ic and sociological discussion. The term "division of 
responsίbil i t ies , , on the other hand is most commonly 
used in the field of business administration. From a 
sociological point of view Dahrendorf (1965) distin­
guishes between a narrower and a wider sense of a di­
vision of labour. The narrower definition is used to de­
note the economic division of labour between individ­
uals, while the wider understanding of the term is 
related to aspects of social differentiation in society. 

I I . Contributions from Economics in 
German-Speaking Countries 

1. Division of Labour in the National Economy 
Around the Turn of the Century 

Schmoller (1900) attempts to describe the historical de­
velopment of labour division at the national economic 
level. For instance, he sees the emergence of profes­
sional occupations and the working classes as a logi­
cally consistent development from the corresponding 
earlier social structures (clergy/aristocracy and slav­
ery/serfdom). He proves the productivity of commerce 
on the basis of the division of labour between agricul­
ture and trades. 

For Büch er (1898), labour division is a much nar­
rower term. He describes it as a further mechanism for 
—• Coordination in addition to the combination of la­
bour and the teamwork, and he classifies it as a con­
cept which can be subsumed under the heading of 
work structuring. In his writings, the division o f labour 
appears in the form of production division (-^ Produc­
tion; —• Production Theory), task analysis, specialisa­
tion, development of occupations and job displace­
ment. Task analysis is regarded to be the prerequisite 
for the effectiveness of the law of mass production de­
veloped by Bücher (1918) (economies of scale —• Cost 
Tlieory). 

[see also: Business Administration: History in Ger­
man-Speaking Countries; Coordination; Humanisa-
tion of Work; Industrial Firms; Organisational De­
sign; Organisational Structure; Organisational Tech-

2. The New International Division of Labour 

One more recent investigation which has received 
much attention has been about structural unemploy­
ment in the industrialised countries (—• Labour Market 
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and Unemployment) and the industrialisation of the 
developing countries. It begins at the level of interna­
tional economics as regards the division of labour 
{Fröbel/Heinrichs/Kreye 1977 - engl, transl. 1978). 
The authors have set three essential conditions for the 
validity of their theses, which are partially based on 
empirical research: a cheap labour force in the devel­
oping countries, fragmentation of the production pro­
cess, and availability of efficient transport and com­
munication technology. 

Once these requirements have been met, they say, 
there is a world labour market (—• Labour Market and 
Unemployment) and production site market (—*> Plant 
Location) with a corresponding burden of the labour 
markets in the industrialised countries. The observa­
tion of this qualitatively new phenomenon has caused 
the authors to talk of a new international division of 
labour. 

3. Further Development of Division of Labour 

Based on extensive field research Kern/Schumann 
(1984) developed the intensively debated {Osterloh 
1986) hypothesis that, due to new technologies and 
new forms of work organisation, the division of labour 
in industrial production is vanishing. More autono­
mous and holistic work structures can emerge with 
higher qualified jobs. This decline of tayloristic divi­
sion of labour would also mean that less qualified 
workers will have less chances to become employed. 
This would produce a new segmentation of the labour 
market. Similar observations are reported from the 
large field of office work with new office technolo­
gies (Picot/Reichwald 1987: ^Office Management: 
—* Mechanisation and Automation). 

I I I . Contributions from Business Administration 
in German-Speaking Countries 

1. Task Structuring as a Central Concern of 
Organisation Theory 

For Nordsieck (1934), one of the co-founders of mod­
ern —• Organisation Theory, tasks represented the start­
ing point and the ultimate goal of all organisational ef­
forts. The various sub-tasks are interrelated because 
they were derived from the basic task as substantive 
objective (nowadays this is often termed strategy; 
—* Strategic Management). The division of responsibil­
ities is intended to reflect this interrelationship in a 
meaningful way. The responsibilities can be divided 
according to activities or products, whereby it is possi­
ble to have a case where both organisational criteria 
can be applied equally. 

Task structuring is the basis of the task assignment 
and connection of tasks, as laid down in the —• Organi­
sational Structure. The structuring according to activi­
ties and products as well as the exclusion and concen­

tration of administrative tasks are the principles of 
task structuring. The connection between corporate 
tasks or strategy and organisational arrangements 
shows the affinity between the work of Nordsieck and 
more recent approaches to —• Organisation Tlteory 
concerning the relationship between the task environ­
ment and organisational structure (e.g. Bums/Stalker 
1961; Chandler 1962; Lawrence/Lorsch 1969). 

Nordsieck sees task structuring as being carried out 
ideally as pure process structuring, thereby linking this 
to dispatching in terms of process organisation (—+ Pro­
cess Organisation and Scheduling). This is intended to 
make it possible to balance the work of individual 
work stations or groups. According to Nordsieck, the 
workloads must be made equal and brought into line 
with normal requirements, with speed and rhythm 
being coordinated at the same time. This is an aspect 
about which he made detailed observations. 

In addition to the task concept, the function con­
cept plays a significant part in the academic develop­
ment of this area. Other authors besides Nordsieck 
have dealt with these issues, sometimes expressing di­
vergent opinions (e.g. Stefanic-Allmayer 1950; Schnu-
tenhaus 1951; Acker 1956; Meier 1957; Böhrs 1963). 

2. Task/Work Analysis and Synthesis 

Kosiol (\962) provided new impetus for questions con­
cerning the division of responsibilities, and this is still 
relevant today. For him, the corporate structure (—• Or­
ganisational Structure: —• Organisational Design) is ar­
ranged with task analysis (task structuring) being an 
independant thought process and one step ahead of 
task synthesis. Sub-tasks are structured according to 
the various characteristics of activity, product, rank 
(decision or execution), phase (planning, realisation or 
control) and purpose (endogenous or exogenous 
tasks). Only one characteristic may be used at any one 
stage of structuring in order to allow the complicated 
task structure to remain clear. 

The task synthesis is concerned with combining 
tasks from the view of their execution by task stations 
and leads to a combination of analytical sub-tasks 
being joined together to form structured units. 

After the task analysis has been broken off at the 
point where the sub-tasks can be allocated to individu­
als, the work analysis can be interpreted as an extend­
ed performance-related task analysis. Together with 
the work synthesis it forms the methodical operation 
of process structuring (—• Process Organisation and 
Scheduling). In contrast to Nordsieck, who repeatedly 
refers to the connections and interdependencies be­
tween organisational structure and process organisa­
tion, Kosiol clearly distinguishes between these two 
aspects. Work synthesis follows on from work analysis 
in the same way that task synthesis follows on from 
task analysis. Work synthesis forms individual opera­
tions (—• Work Structuring) for established work sta­
tions. 

Most recently, some authors have shown renewed 
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interest in questions concerning task and work analy­
sis. While Krüger (1981) sees a renaissance for the 
techniques of task analysis (—* Organisational Tech-
nicfues), Zterg (1981) considers such a task decomposi­
tion as a further approach to —• Organisational Design. 
In principle, this is a basic modification of the concept 
of analysis and synthesis put forward by Kosiol, using 
formal mathematical methods in particular. The con­
cept of decomposition allows at any stage of the struc­
turing procedure an integrated analysis and synthesis 
of tasks in four steps (generating system elements, de­
riving interdependencies within the socio-technical 
system, testing consistency and, i f required, correction 
of the design). 

It was Gaitanides (1983) who developed a process-
oriented organisational design where the first stage is a 
pre-organisational process analysis. After this, the pro­
cess elements are allocated to various coordinated sta­
tions and the production processes can be coordinated 
among one another. For him, as for a large section o f 
the publications which have appeared since the early 
sixties, the influence o f KosioVs concept of analysis/ 
synthesis is evident, although the distinction between 
—• Organisational Structure and process organisation 
was not always adopted and was even watered down 
to some extent. 

An integrated examination o f the problem of la­
bour and responsibility division as well as the problem 
of structure and process is assuming increasing impor­
tance in both the German- and English-speaking 
countries as far as the efforts at organisational descrip­
tion and design are concerned (e.g. Mintzherg 1979; 
Hill/Fehlbaum/Ulrich 1982; Kieser/Kubicek 1983). 

IV. Consequences of Division of Labour 

Research and debates on the consequences of division 
of labour have been conducted since its introduction 
to industry. The number of authors who have written 
on the subject is correspondingly large. The economic 
advantages of a division of labour are particularly evi­
dent in the possibility o f specialised knowledge and 
skills being used, in a more rapid development of 
learning effects, in shorter training periods, and also in 
making it easier in certain circumstances to obtain a 
workforce. However, i f division of labour is carried to 
an extreme, it can lead to decreased adaptability as 
well as to an increased need for coordination; it can 
also run counter to social objectives. Physical and psy­
chological symptoms of fatigue and alienation among 
employees can emerge. Thus the economic advantages 
of labour division can conflict with serious disadvan­
tages (—• Corporate Objectives; —+ Humanisation of 
Work). Reber{\91A) has brought together the hypothe­

ses developed on this subject in the literature and 
created the basis for a theory of the lower limit for the 
division of labour. 
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