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BLOCK 1 UNDERSTANDING
ORGANISATIONS

This block sceks to present different ways of looking at drganisations. It draws upon
the key contributions from select writcrs on organisation.

It consists of two units, The first unit elucidates the principles of orpanisation
evolving from three schools of thoupht viz; classical, neo-classical and modern
{systerns) theory. The sccond unit presents & framework to understand 1he typology
of organisation structures. It bricfly deals with formal and informal organisation,
centralised and decentralised forms of organisation, vertical and horizontal
structures, mechanistic and organic systems, product-function choices and the matrix
form of organisation. The major features and the appropriateness of different
structures are hricllv discussed.
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UNIT 1 APPROACHES TO UNDERSTANDING
| ORGANISATION S

Objectives
After reading this unit, you should be able to:

& understand classical, neo-classical and modern approaches to the study of
organisations :
¢ develop a perspective on organisations

Structure

1.1 Tnurgduction
1.2 The Classical Viewpoint
1.2.1°  Burcaucracy
" 1.2.2  Administrative Theory
1.2.3  Scicnlific Management

1.3 The Neo-classical Viewpoint

1.4 The Modern (systems) Viewpoint
1.5 Summary

1.6° Seif-assessment Test

1.7 Further Readings’

1.1 . INTRODUCTION

What is an organisation? The dictionary definition of an organisation is “‘something
that is organised”. It could be a family, school, church or foot bail team. Or, it could
be a corporation, army or government. ‘“Organisation’ is a social unit with some
specific purpose(s). '

“Qrganising” is a subject of the larger activity of “managing”. It is the process by
which the structure of an organisation is created and maintained. The process
includes:

" — the determination of the speciﬁc activities necessarv to accomplish objectives
— the grouping of activitics and assigning these to specifled positions/persons”

-— the creation of a network of ﬁositions!pcrsons for purposes of planning, motivation,
communication, coordination and control

The word “organisation™ may he used to refer to the process of organisigg, the
structure that evolves vut of this process and the processesfactivities that take place
within it.

"All activities involving two or more persons entail the formation of an organisation.
Organisations could be simple or complex depending upon their purposes, size.,
technology or nature of activities. They can have both macro or micre aspects.. If a
-factory is considered ‘macro’ unit of an organistion, each seclion of the shop floor or
each function or even a dyad comprising a werker and hisfher supervisor can be
considered as the ‘micro’ unit (or a component part) or a sub-system in the larger
organisations. Each paru’umt can have ils own objectives or other characteristics.

The basic elements of organisations have remained the same over the years.
Organisations have purposes (be they explicit or implicit), attract people, acquire
and usc resources to achieve the objectives, use some form of structure Lo divide
(division of labour)} and coordinate activities, and rely or certain positions/peaple to
lead or manage others, While the clements of organisations are the same as ever
. before, the purposes of organisations, structurcs, ways of doing things, methods of
coordination and control have always varied widely over the years and even at the
same time amongst different organisations. For example, public secfor organisation-
in India with their multiple objectives in carly years were not roused by the profit -
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Underdunding Organbations

motive but ara now required to muko surpluses. At o glven point In the timo of
history, Ford Motors relled more on centrallyntion and Genoral Motori on

decentrallsation, The cruclal aspect that accounts for th
organisatlon adapts ftself to the environment. Organlisatlon being
affects and is affected by the changes in-sociaty. The changes co

¢ differcnces s howan .
part of tho soclety
uld be soclal,

economic, technical, legal or political; they could be in input (labour, capital,

materials etc.) or output markets.

It is essential to develop a perspective understanding about orga%isations because -
human behaviour and organisational behaviour are influenced by the people in
organisations and the specific characteristics in the basic elements in the
organisations and the way they adapt themselves to the environment. There is
considerable body of knowledge and literature, called organisation theories,
developed over the years reflecting what goes on in organisations. Organisation
theories are sets of propositions which seek to explain or predict how individuals and
groups behave in different organisational structures and circumstances.

The study of organisations covers all areas of knowledge covering a wide range of

disciplines from A (Anthropology) to Z (Zoology) and includes physics, philosophy,

politics and psychology. A sample check-list of relevant knowledge from diverse

fields is shown in Table 1. More disciplines could be added to-the list.

Anthropological concepts concerning cultural factors are as pertinent as biclogical -

Table 1: Flelds Contributing to the Study of Organlsations

Anthropolepy
Culwral dynamics
Organisation theory
Staws symbols
Ethnic relatiuns

Blotogy

Orpanisation theory
Viability

Homeostasis

Dusiness Adminlstratlon
Accounting

Managerial linance
Industrial management
Personnel management
Theory of organisations
Economic theory
Labour ¢conomics
Intemationnl economlcs
Statistics

- Industrial relations

Operations research
Management science
Marketing

Ecology aod Geography
Location theory
Nucleation
Environmental adaptation
Dispersion processes
Spatial forces

Muathematics
Informaticn theory
Stochestic processes
Set theory

Descriptive and inductive stalistics

Theory of gamcs
Drecision making
Probabilily theory
Linear programming

r

Phloscphy

Ethical principles
Aesthetic principles
Principles of logic
Principles of semantics

Physlcs
Gravitation theory

Polltlcal Sclence
Administralive law
Administrative theory

Trade regulations and practices
Authoritadanism

Crganisation theory
Buresucracy

Psychology

Aptitude enzlysis
Personality enalysis
Scaling techniques
Grganisation theory
Senses ond sensation
Projective techniques
Learning theory
Molivational analysis
Perceplion and sensation
Rationality

_ Sociology

[nterpersonal relations
Morale !

Class behavieral patterns
Rolc and status

Class stimuli -

- Innovation and change

Qrgenisotion theory
Primacy group behaviour
Smail-group activity  *
Environmentat influences
Public opinion
Sociometry .
Forma! erganisalion
Social change

Group surveys ond testing
Social stralification and values
Social institutions

Source: David L. Huff and Joseph W. McGuire, "The ln:cidisc-ip]ipary Approach to the Study of
Business,” Universlly of Wasklngton Business Review, June, 1960, pp- 50-51.
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; thearles of cvolution and psychological theories of human behaviour. While Arts - Approaches to Understandlig
and Sciences (e.g.;humanitles nnd physlcal and biological sclences) and social Organlsnttuns
scicnces (e.g- cconomics, history and politics) are relevant to understandings, from a
behaviourai point of view, the trio of anthropology, sociology and psychology have
much to olfer. As an academic discipline, anthropology, with its widest scope
provides the basic behavioural science discipline. Amongst many of the subfields of
specialisation in anthropology it is cultural anthropology whose main focus is on the
" study of origins and history of man’s cultures, their evolution and development, and
the structure and functioning of human cultures in every placc and time that deals
with the reciprocal rejationship between culture and behaviour. Sociology deals with
the study of socicty, institutions, the organisation, the group and norms and roles.
. Modern psychology is concerned with the study of individual human behaviour with
the objective of understanding, prediction and control of human behaviour. The
purpose here is not to discuss the contributions from each of the disciplines but to
gain insights into the vast expanse of the field of study. What is important, however,
is not mere accumulation of knowledge from diverse fields, but the integration of
concepts and techniques developed in many ficlds. ‘

Though formal study of organisations began only in recent decades, ‘organisations’ -
human organisations — are as old as human civilisation itseif. Claude S. George
explained elements of organisations that were discernible over the past several
thousand years. However, interest in formal study and understanding of
organisations for purposes of management first found expression over the last 100
years or so. Before Industrial Revolution, when the handicraft and domestic system
of production was dominant, the operations of an enterprise used ¢o be under the
direct control of the owner. But the developments in the wake of Industrial
Revolution gave birth to scienticism in the nineteenth century. -

1.2_THE CLASSICAL VIEWPOINT

In the late 18th century three streams of concepts i.e burcaucracy, administrative
theory and scientific management began to be developed. These concepts have come
to be popularly known as classical concepts or classical theories of organisations.

The structure of an organisation received emphasis under this school of thought.
According to the classical view, “An organisation is the structure of the relationships,
power, objectives, foles, activities, communications and other factors that exist

when persons work together."

The streams of concepts in the “classical’” mould are based on the same assumptions,
but are developed rather independently. Bureaucracy as a concept, first developed
by Max Weber, presents a descriptive, detached, scholarly point of view.
Administrative theories not only described macro aspects of organisaticns but also
focussed on principles and practice for better performance. Scientific management
thought focussed mainly on micro aspects like individual worker, foreman, work
process, etc. The classical theorists on the whole, with scientific management stream
being a mirior exception, viewed organisations as mechanistic structures. Let us
consider the three streams of classical theories briefly: i.e Bureaucracy,
Administrative theory and Scientific Management.

1.2.1 Bureaucracy

Bureaucracy is the dominant feature of ancient civilisations as well as modern

“organisations in contemporary world. Max Weber describes an “'ideal type"

‘approach to outline the characteristics of a fully developed bureaucratic form of

organisation. The features that he described as being chaeracteristic of a bureaucracy
are common to all social institutions, be they political, religious, industry, business,
military, educational or government organisations. Size and complexity produce

" burcaucracy. As such, the rigid structures, fixed jurisdictions, impersonal rules and

" mundane routine, concomittant with bureaucracies often result in delays, produce’

- inertia, encourage buck-passing, lead to wastage of resources and cause frustration.
As such, in general parlance the word ‘bureaucracy’ has come to have a negative
connotation and many tended to wish it away. But the features that characterise

" bureaucracy have become inevitable and ubiquitous with the growing size and 7
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Understandlng Organlsatlong

complexity in organisations. There is need, therefore, to und.erstand and improve
_bureaucracies than indulge in dysfunctional debates over their relevance.

Features of Bureaucracy . .

The features which characterise bureaucracy have been identified by Max Weber by

analysing the way moderg officialdom functions. The moi¢ important féatures are

considered here briefly. '

A Rules and Regulations

The three elements that constitute bureaucracy include: ‘

— fixed formal rules and regulations specifying official duties In a given structure
that imposes jurisdiclional Limits

—- distribution of formal, positional authority to give commands required for
discharging duties at various levels

— methodelogical provision for the fulfilment of duties and for the execution of
corresponding rights by people with prescribed qualifications

The emphasis is on consistency. Objective rationality is sought through impersonal
means. Behaviour is subject to discipline and control within the framework of rules..

B Hierarchy : ..

' The principle of hierarchical authority in pyramidical structures iscommontoall . ..

bureaucracies. Each position in the hierarchy covers an area over which it has.
complete jurisdiction in terms of division of work, competence, authority and
responsibility. Power and authority are delegated downward, beginning at the top,
from cach supervisor to his subordinates. Thé system firmly orders supervision of
the lower offices by the higher ones, with provision for appeal of decisions of a lower
office 1o its higher authority according to a laid down procedure.

C Paper Work . .
Every decision and the process thereof is recorded in 2 wide array of written
documents and preserved in their original and draft form. -

D Professlonal Qualifications and Expert Training . '
Recruitment is based on qualifications and ability. Skills are learnt through training .
and experience. Conformity with rules ensures job security. Promotions are based

on seniority and merit. Knowledge of rules requires a special technical training

which the officials possess. Such knowledge concerns jurisprudence and

administrative rules and procedures.

Functional und Dysfunclional Aspects ) -

The foregoing discussion is based on Max Weber's description of an ideal
(normative) pattern of organisation. It is difficult to distinguish precisely how the
functioning of organisations differs [rom the ideal. It can nevertheless be said that all
organisations have some or all of these features and the difference between one

organisation and the other is one of degree alone.

Functional Aspects :

Some of the principal, prescriptive, normative functions that bureaucracies serve .
have positive significance to organisations. Whether and to what extent these .
positive features really obtain in an organisation depends on actual practice which
often falls short of expectations. Subject to this limitation the following can be” -
considered as the functionat aspects of an ‘ideal’ bureaucracy: .- - .

A Specialisation . o C

The emphasis on specialisation. A bureaucratic organisation—be it in -

government, industry or services—can be *‘compared with an assembly line in
_which each member performs his special functions™ in a predictable manner.

At various levels in the organisational bureaucracy, routinised work is assigned

withl fixed responsibilities and jurisdictional limits, providing for an element of

specialisation. ’

B Structure N ,

By structuring the duties and responsibilities and reporting relationships in a
command hierarchy the organisation is provided a form or structure. Structure
sets the pace and framework for organisational pracesses. .- B
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C Predlctability and Stabllity
The rules, regulations, traininig, specialisation and structure impart

predictability and thereby ensure certainty and stability to an organiéation_. The

insistence on conformity to rules and roles in the framework of a given

"structure, regulations and jurisdictional limits, bring some order to ¢cope with -

complexity and provide for certainty in the midst of uncertainty.

. D - Rauohality

. Since the criteria for decision-making in routine situations is prescribed ahead

of events emphasising consistency in dealing with organisational questions. a
measurc of objectivity is ensured in organisation.

E Pemocracy

Burcaucracy makes an organisation more democratic by emphasising more on

qualifications and technical competence for purposes of recruitment and
highlighting the jurisdictional roles of people at all levels in g hierarchy. The

top officials may have acquired the position through election, appropriation or
succession but down the level in the hierarchy the processes are guided by laid

down rules, regulations, policies and practices than patronage or other
privileged treatment.

" Dysfunctlonal Aspects -~

Bureaucracies, particularly in large complex organisations, may have unintended
" consequer-es which are often referred to as dysfunctional aspects of bureaucray,
- Over the years, there has been much disenchantment with the functioning of

- bureaucracies which created many antagonists of bureaucracy who prophesied about

- its gradual demise, The skeptics optimism however, did not fructify. None could

propound workable alternatives. As a result, bureaucracies survived notwithstanding

the myriad dysfunctional aspects. It is not possible here to list ail the dysfunctional
functions caused by what Thompson calls as ‘bureaucratic’ behaviour. There is also
no agreement on whether all these are really counterproductive, because some of

+ them at least are perceived at times as disguised blessings. The more prominent

* among the dysfunctional aspects include the following:

A Rigidity
Critics of bureaucracy argue that rules are often rigid and inflexible,

encouraging status quoism and breeding resistance to change. Compliance with

rules may provide the cover to avoid responsibility for failures.

B Impersonality

Bureaucracies emphasise mechanical way of doing things, giving primacy to
organisational rules and regulations than individuzl's needs and emotions.
Contractual obligations receive primacy, relegating human relations to a back
seat. The office a person holds is important than the person perse.

C Displacement of Objectives
Rules originally devised to achieve organisational goals at each level become

an end in themselves independent of organisational goals. Thompson calls such

bureaucratic beha viour as a process of “inversion of ends and means”. When
individuals holding office at lower levels pursue personal objectives or
objectives of sub units, the overall objectives of the organisation may be
neglected. When objectives get so displaced it is often difficult for managers at
higher levels or even for the other constituents of the organisations such as
consumers and stock holders to seek redress.

D" Compartmentalisation of Activities

" -Specialisation and division of labour are encouraged in bureaucracies to

improve organisational effectiveness. But the resulting categorisation breeds
the notion of watertight compartmentalisation of jobs, restricting people from

" - performing tasks that they are capable of performing. For example, a pipe

fitter can instal a pump, but is prohibited from making the-electricial
connection. It would also encourage a tendency (o preserving existing jobs
even when they become redundant. The sequential flow of work may usually
have an element of idle time at almost every level. The bickerings over

‘respective jurisdictions based on specialisation and categorisation may also

often-induce dysfunctional conflict in the place of coordination and

cooperation among various subunits of an orpanisation.

Approsches to Underatinding |
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People in bureaucracy often view that the office they hold bestows on them a
sense of ownership and pnwlcge with the result there could oftenbea
tendency to use one’s position and resources o perpetuate self interests or the
interests of the subunit they represent than of the organisation.

As Max Weber observed, once it is fully established, it.is hard to dcstroy
burcaucracy even if it has outlived its utility. A common tendency in
bureaucracies is to relate power and prestige with the number of subordinates a
person has. Therefore the effort, more often than not, is to increase the
number of people employed under one’s control.

F Red Tape
Bureaucratic procedures invoive much paper work and routing through proper
channel causing inordinate delays and frustration. The procedures are

_ nevertheless valued, perpeluated and multiplied for their own sake as also to

. pass the buck to others in the chain of hierarchy as far as responsibility for
failures go. The negative aspects of bureaucracies can however be overcome if
the individual needs and orgamaatmnal goals are properly reckoned. Whatever

. the progress in the thinking about and in the actuat working of modern
organisations, bureaucracy has remained an integral and concommitant
feature. There is no use wishing it away. There is every need to understand it
better and cope with the possible problems effectively and proactively.

Activity A

a) Interview five persons in different organisations. Find out their notions about
bureaucracy. Ask whether the arganisation they work for has any of the features
discussed so [ar in this unit. Prepare a resume.

b} Try and find cut wheiher there is any large organisation without the attriubutes
of a bureaucracy. If at all you could, see how it is different from other
bureaucractic organisations.

1.2.2 Administrative Theory

Adninistrative lheory is unother stream of thought in thc ‘classical mould. Whl](‘ the
‘concept of burcaucracy was developed by sociologists in a detached, scholarly way
administrative theory has been developed since 1900 by practical managers. Though
both the schools of thought developed independently. they have many things in
common. Both tend to be prescriptis ¢ about organisations and normally emphasise .
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the need.for order and orderly procedures, and point to hierarc'hy, specialisalion,

_ siructure, order and certainty among others as essential features of orpanisations.

‘Among the several proponents of the Administrative theory, the earliest and
significant contribution came from Henri F Fayol, a French industrialist, in
1916. The i4-principles that capture the essence of the administrative theory
could be summarised as follows: ' -

Division of work. Divisions of work or specialization 'gives higher productivity
because one can work at activities in which one is comparatively highly skilled.

Authority and responsibility. Authority is the right to give orders. An organisational
member has responsibility to accomplish the organisational objectives of his

position. Appropriate sanctions arc required to cncourage good and Lo discourage
poor performance. . : .

Discjpline. There must be respect for and obedience 16 the rules and objectives of

" the organisation.

Unity of command. Ta reduce confusion and conflicts ¢ach member should receive
orders from and be responsible to only one superior.

Unity '6f direction. An organisation is effective when members work together toward
the same objectives,

Subordinatlon of Individual interest to general interest. The interests of one
employee.or group of employees should not prevail over thiat of the organisation.

Remuneratlon of personnel. Pay should be fair and should reward good performance.

Centrallsatlon. A good balance should be found between centralisation and
decentralisation.

Scalar chain. There is scalar chain or hierarchy dicteted by the principle of unily of
command linking all members of the organisation from the top to the bottom,

Order. There is a place for everything and everyone which ought to be so occupied.

Equity. Justice, largely based on predetermined conventions, should prevail in the
organisation. _

Stabllity of tenure of personnel. Time is required for an employee to get used to new
work and succeed in doing it well. :

Initiative. The freedom to think out and execute plans at all levels.
Espirit de corps. “Unian is strength”

Fayol further explained about the importance of planning, organising, coordinating,
and control in organisation. These aspects have been further developed by
subsequent writgrs like Earnet Dale, Herbert G Hicks, Chester I Bernard, Lyndall F
Urwick and many others. It is however not proposed to review the contribution of
each of these writers here. .

_The principles of management enunciated under the administrative theory stream of

thought have the potential to comprehend and cope with the growing complexity in
organisations to an extent in the sense that they seek to bring order, provide
structures relationships in channeling activities and processes and usher an element
of certajnty in actions though, of course, a maze of rules, regulations, policies,
practices, etc. But the redl problem is whether and to what extent they really serve
as definite principles. For example, concepts such as centralisation, decentralisation
and délegation suffer from superficiality and over-simplification. Several of the
principles occur in pairs and there is little in theory to indicate which is the proper
one to apply. Another basic problem here is that it views organisations as
power-centred and do-not provide for underpinning the elements of a democratic
form of organisation.

1.2.3 Scientific Management .
The third stream of classic school of thought is the scientific management. The '

principles of scientific management were first developed around 1900 Among the— -
'pioneering proponents of the principles of scientific management, particular mentiof
* should be made of Frederick- Winston Taylor, an engineer by profession. Whereas

Approaches (o Unders[unding:
.Organisailons
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bureaucracy and administrative theory focussed on macro aspects of the structure
and processes of human organisations, sclentific menagement concerned jtself with,
micro aspects such as physical activities of work through time-and-motion study and
exemination of men-machine relationships. Unlike In the other two, the sclentific-
management laid emphasis on activities at shop floor or work unit level than
management and based its inductive reasoning on detailed study and empirical
evidence. In juxtaposition the principles of bureaucracy and administrative theory
were formed by synthesising experience and observation with abstract reasoning.

Taylor’s principles of scientific management could be considered as an improvement
over the contributions in the other two streams of thought in as much as he tried to
use the engineer’s discipline to reduce personal factors, randomness and rule of
thumb decision-making. Though Taylor too had his share of critics and criticism, his
contribution to modern management and use of scientific methodology for
decision-making and management practices are profound.

‘For Taylor, scientific management fundamentally consists of certain broad
principles, a certain philosophy, which can be.applied in many ways, and a
description of what any one man or men may believe to be the best mechanism for
applying these general principles should in no way be confused with the principles
themselves. -

Taylor described the following four principles of scientific management:

1. Develop a science for each clementof a man's work, which replaces the old
rule-of-thunib method. :

2. Scientifically select und then train, teach; and develop the workman, whereas
in the past he chose his own work and trained himself as best he could.

3. Management should heartily cooperate with the workers so as to ensure all the
work being done in accordance with the principles of the science which has .
been developed. ’ )

4. There is an almost equal division of the work and the responsibility between
the management and the workmen. The management should take over all werk
for which'they are better fitted than the workmen, while in the past ali of the
work and the greater part of the responsibility were thrown on the workers.

The principal techniques he advocated were motion and time study, specialisation,
standardisation, planning, slide rules and other work-saving implements, work
standards and guidelinds, piece rates, wape systems, routing systems and ‘modern
cost systems. Most of the developments in the field of industrial engineesing and
personnel management cin be triced to his work. : '

Taylor did not cmphasise much on relations between worker and worker; worker
and management. He recognised the need for a ‘mental revolution’. But most
people paid attention 1o his suggestions concerning “efficiency experts”, "motion
and time study™ and speeding-up techniques to improve output and productivity.
When the basic philosophy of scientific management and mental revolution did not
gain the same emphasis, the scientific management movement had began to be
criticised as management gimmicks to get most out of workers. Nevertheless many
of Taylor's contributions provide the cssence of modern management practice.
Several persons like Henry L Gantt, Frank and Lillian Gilbreth and Harrington

Emerson made important contributions to the scientific management movement and

expanded scope of the basic ideas propounded by Taylor.

1.3 NEOCLASSICAL VIEWPOINT.

The neoclassical theory, also referred to as the human relations school of thought
reflects a modification to and improvement over the classical theories. While
¢lassical theories focused more on structure and physical aspects of work
{(notwithstanding Taylor's concern for niental revolution), the neoclassical theory

. recognises the primacy of psychological and social aspects of the worker as an -

" individual and his relations within and among groups and the organisation. Though

neoclassical philosophy could be traced to ancient times, 1t gained currency only -
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after the world War I, purticulorly In the wake of the “Hawthrone exper{ments” at
" Western Electric Company by Elton Mayo during 1924 to 1932.

The Inltizl experitnents carried out over a period of three years sought to determine
the cffcch of different levels of illumination on workers' productivity, In the test
Jgroups productivity raised irrespective of variations in illumination at indifferent
cxpenmcnls In the second set of experiments which began in 1927 a smaller group
-,ot‘ six femnale telephone operators was put under close observation and control.
:Frequent changes were made in werking conditions such as hours of work, lunches,
irest periods, ete. Still, over a period of time as the experiments continued with such
“changes, productivity continued to rise. It was concluded that the social or human
reletionships among the operators, researchers, and supemsors influenced
preductivity more decisively than changes in worl-:mg conditions. The test group
achieved higher morale due to special attention given to the employees as
individuals and also the social structure of the work group. The Hawthome
cxperiments further revealed that a warker's feelings about himself.and in work
group matter most. The third set of experiments which began in 1931 aitempted to
understand how group norins affect group effort and output. It was noted that the
informal organisation of workers controlled the norms established by the groups in
respect of each member’s output.

These and subsequcnt findings concerning human bchawour at wark focussed on |
worker a$ an individual and considered the importiance of caring for his feelings and
-understanding the dynamics of the informal organisation of workers—which affect the

* formal orgamsatlon structure, its activities, processes and output. The neoclassical
viewpoint thus gave birth to-human relations movement and provided the thrust
toward democrahsauon of orpanisational power structures and participative
management. The emerging changes in social, economic, political and technical
environment of organisations also seems to have provided the rationale for such shift
in-emphasis.

The neoclassical yiewpoint does not replace classical concepts. The need for order, -
rationality, structure, etc. have been madified to highlight the importance of

- relaxing the rigid and impersonal structures and consider each person as an
individual with feelings and social influences that effect performance on the job.
Activity B L

Look for examples, if any, in your-(or any other Indian} organisation that seem to
~ _ substantiate the conclusions of Hawthorne Experiments. Briefly record them here.

1.4 MODERN (SY STEMS) VIEWPOINT

iModem theories of organisation and management have been déveloped largely since -

I:he 1930s. The perspective here is to provide a systems viewpoint. Antong the
several persons who contributed to the modern theory, it was perhaps Chester L.
'Bemard, who in 1938, provided a comprehensive explanation of the modera view of
management and organisation. He considered the individual, organisation, suppliers
and consurners as part of the environment. Ten years later, Weiner's pioneering '
,\vork or cybemnetics developed concepts of systems control by information feedback.
He described an adaptive system (including an-organisation) as mainly dependent
1|.'|pon measurement and correction through feedback. An organisation is viewed as a

system consisting of five parts: inputs, process, output, feedback and environment as

shou f in F:gure I

. ‘Smcc 19405, researchers and information theorists also looked at organisations in a
Systems viewpoint, In 1956 Kenneth Boulding propoundcd General Systems Theory
(GST )

Appm:hu to Unﬂlrsmldlnu
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Figure It An Ommli.nunn as & System

Environment
Inputs . Process Quiputs
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The GST approach suggests the following nine levels of systems complexity:

‘1. The most basic level is the static structure. It could be termed the level of
frameworks. An example would be the anatomy of the universe.

2. The second level is the simple dynamié system. It incorporates necessary
predetermined motions. This could be termed the level of clockworks.

3. The next level is a cybernetic system characterized by automatic feedback
control mechanisms. This could be thought of as the level of the thermostat.

4. The fourih level is called the “open-systems” level. Itis 2 seli-maintaining
structure and is the level where life begins to differentiate from nonlife. This is
the level of the cell,

5. ‘The fifth level can be termed the "gene_lic-societhl" level. It is typified by the
plant and occupies the empirical world of the botanist.

6. The next is the animal level, which is characterized by increased mobility,
tcieological behavior, and self-awareness.

7. The seventh level is Lhe human level. The major difference between the human
level and the animal level is the human's possession of self-consciousness.

8. The next level is that of social organisations. The important unit in a social
organisation is not the human per se but rather the organisational role that the
person assumes, ’

9. The ninth and last level is reserved for transcendental systems. This allows for
ultimates, absolutes, and the inescapable unknowables.

Each level is more complex than the one that precedes it. However, no stage is as
yet fully developed and knowledge about different levels is of varying degrees.

Beyond the second level none of the theories are comprehensive or fully meaningful.

Over the last three decades further developments in research into organisations may
have added to the existing knowledge, but human organisations continue to be
extremely complex. : ’

The systems approach points to the interdependent naiure of everything that forms
part of or concerns an organisation. A system is composed of elements which are
retated to and dependent upon one another and which, when in interaction, form a
unitary whole.

Systems framework covers both general and specialised systems and closed and open
anatysis. A general systems approach to the management processes deals with
{ormal organisation and concepts relating to different disciplines such as technical,
social, psychological and philosophical. Specilic management systems deal with

aspects relating to organisation structure, job design, specific functions of
management, elc.

A closed system operates in a closed loap, devoid of external inputs. An open
system, in contrast, is a dynamic input-output system *'in continual interaction with
environment to achieve a steady state of dynamic equilibrium while still retaining
the capacity for work or encrgy transformation’. '

While the classical theorists recognised only 2 closed system viewpoint, the modern

theorists believe in organisations as open systems. The work of D. Katzand RL

Kzhn provided the intellecutal basis to merge classical, neoclassical and modern

" viewpoints. '
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This belief in viewing organisations as open systems widened the perspective further
and led to the dévelopment of a “contingency approach" to the study of
organisations. The contingency approach incorporates the environmental variables
rand relatcs ihem to manapgement variables. The underlying logic is that concepts
relating to organisations and management work differently in different situations (or
environments). Jay ‘Galbraith's modern structural organisation theory highlights the )
information processing model and captures the essence of the systems/congingency .
perspective on.organisations. He construets theories about the amount of . :
information an organisatiop must process under different levels of (a) uncertainties,
* (b) interdependence among organisational clements, and (c) organisational
adaptation mechanisms. - -
Ovc:l the years thus, [resh perspectives are emerging providing new vistas a_nd-
opportunities to understand organisations better. There is as yet no single verified
universally valid gencral theory of organisation as such. :

1.5 SUMMARY

Organisations are socia] units with specific purposes. The basic elements of
. organisations have remained.the same over the years. Several disciplines provide the
kriowledge and the means to understand organisations, However, it i§ appropriate to
_ look at organisations integrally in a multi-disciplinary perspective. Three viewpoints
have emerged, over the years in successive stages, each seeking to provide a window
" on the others. They are the classical, the neoclassical and the modern (systems)
viewpoints. Within the classical approach, three streams stand out: bureaucracy,
-administrative theory and principles of scientific management. It is important to note
" that with the passage of time, the viewpoints have been-changed or modified, but
not replaced as such., Each major contribution brought new knowledge, awareness,
tools and techniques to understand the organisations better. Thus, today we are ' R
_richer than ever before in terms of our knowledge about approaches to understand
_ orpanisations. All the same, more knowledge meant reckoning with more complex '
" variables to comprehend ghe compleéxities of human organisations. There is, as yet, :
-no general, unified, universal theory as such. Organisations being diverse and
complex in more senses than one, it is difficult, if not meaningless to be too general
or too specilic about them. .

1.6 SELF-ASSESSMENT TEST

What is the relationship between bureaucracy and administrative theory?

2 Discuss similarities and. dissimilarities ameong the three streams of thought in the
classical theory. ' .

3 Discuss the majcr aspects of neoclassical viewpoint. Does it replace the classical
theory?

4 How modern are modermn theories of organisation in relation to classical and
-neoclassical perspectives?

5. Drawing fromi classical, neoclassical and modern theories, is it possible to evolve
a general theory of organisation and management?

: 6 Explain whether and how Taylor's principles-of scientific management find .
expression in neoclassical and modern viewpaint. -

1.7 FURTHER READINGS

A

' Chester I Berna_rd; 1938, The Funciions of the Executive, Hafvalj_q University Press:
" Cambridge, Mass.
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UNIT 2 TYPOLOGY OF ORGANISATION.
. STRUCTURES

Objectives
After reading this unit you should be able to:

. Lindn_:rsl_and the basis for evolving different types of organisational structures -
® examine the relative merits and demerits of different types of organisational
¢ structures .

Structure

2.1 Intreduction

2.2  Formal-Informal Organisation
2.3 Centralisation and Decentralisation
2.4  Vertical and Horizontal Structures
2.5  Mechanistic and Organic Systems
2.6 Product versus Functional Forms
2.7  Matrix Organisation

2.8 Summary

2.9 . Self-assessment Test

2.10 Further Readings

2.1 INTRODUCTION

This unit reviews briefly the typology of organisation structurés. Organisation
structures based on classical bureaucratic principles are hierarchical. But modern
organisation theories attempted to modify them in the light of experience, changes
in technology, and knowledge about human behaviour. The centralised structures
gave way to some sort of decentralisation and thus transformed, partially at least,
vertica] (tall} organisations into horizontal (flat) ones, reflecting a shift in emphasis
from'command to consensus based self control. The relative'conditions of instability
and uncertainty transformed the classical mechanistic forms of management systems
into organic ones, The advent of specilisation and requirements of coordination had
thrown up new issues and strategic choices concerning product versus function'and.
matrix organisation. The salient features of different organisation structures referred
to above-are briefly outlined here to provide an overview than comprehensive

~ understanding of the underlying principles.

2.2 FQRMAL-INFORMATION ORGANISATION

Ail organisations usually develop at least some formal procedures for regulating
relations between members, among members and their organisation. Status is
bestowed on persons, Norms are laid down, usually they are imposed from above.
Relationships are prescribed and ¢communications flow horizontally or vertically

among members. ‘
In contrast, informal organisation describes social relationships and actions that do

not coincide with formal structure, roles, procedures and norms. Informal relations,
to begin with, are unstructured and not given. Relationships-are not prescribed, but

sought by members in a group. Unofficial norms evolve in informal organisation out - -

of consensus in a group. Interaction between or among members in an informal |
organisation is voluntary. Communications may flow in any direction (see Table 1).

In any organisation, informal organisation coexists with the formal otganisation.
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understunding Qrganlsations Informal organisation has both functional and dystunctional aspects while in formal

. ..__g)Geographid/territorial concentration (centralisation) or dispersal (decentralisation)

organisation the functional aspects have received much attention; in informal
organisation, dysfunctional aspects such as conflicting objectives, restriction of
output, inertia and resistance to change have received wide attention. With the
result, there is often a misconception about the counter-productive role of informal
organisation. -
Informal communication channels like grapevine dnd rumour are the most potent
forces in any organisation. Since these move fast and concern recent happenings
affecting people at work: in terms of what they know, managements should deal with
and use them rather than ignore or curb informal communication channels. In
reality, informal organisation can reinforce and facilitate the functional aspects of
formal organisation in the following ways: '

1. Itisa very useful channel for communication in the organisation, if properly
used. It can become an effective supplement to the formal system of
communication. '

2. It blends with the formal system and facilitates smoother, speedier and effective
flow of work. -

3. It provides satisfaction and stability to work groups. = -

4. It reduces the adverse impacts of the rigidity of formal organisafion.

Table1: Distinctlon between Formol and Informal Orgmlumm-

Formol Orgenisallon Informal Orgenisallon
1 “Structured Unstructured |
2 Status bestowed on positions . Status acquired by pcréons
3 Official Norms; . . . g Uncfficial norms;
oftcn imposed {rom above often evolved out of consensus.
4 Relationships prescribed ' _ Relationships not prescribed, but sought'
5 Interaction occurs as required by rulesiroles intecaction occurs as desired, voluntarily
6 ~ Communication flows horizontally or vertically ) Communications flow in any/many directions
u o ks B - - - e - - ’
‘ Activity A ‘ o TR

Briefly examine and describe the nature and significance of informal organisation on
the formal organisation system in your company. THustrate your response by citing .
instances. ' - o

2.3 CENTRALISATION AND DECENTRALISATION

Centralisation refers to consolidating decision making in one coordinating head.
Decentralisation refers to delegation of decision making to subordinate units. Both
centralisation and decentralisation are intended to improve organisational
effectiveness, Theories are of little avail in suggesting which is the proper thing tod
in a given situation. At one point Ford Motor Company sufferer because of -
centralisation and General Motors because of decentralisation. '

If one were discerning enough, it is possible to identify two basic types of
centralisation and decentralisation. '

of operation, If all operations are under one roof or in one geographic region, -
Geographic regions could refer to a city (eg. Bombay}, State (Maharashtra), country
(India)-or continent (Asia). (Figure I). - '

- r—

£ 1) i1 e FHEr -

- TR EASANTE T




- . - .- —— e ———T -

b) Functlonal concentration or-decentralisation, As an example, personnel functions
in an organisation.could be concentrated in one separate departmient or handled in
varmus funct:ona] departmcnts as shown in Figure I1.

Howevcr irom & practlcul point of view, merely by looking at charts it 15 d:fﬁcult W
determine to what extent authority is concentrated or dispersed. There is need
therefore to anaiytically study how the chain of command operates in an
‘organisation. In reality centralised form will have some amount of decentralisation
and vice vérsa. The diffcrence is one of degree. “Centralised decentralisation”
seems to be the dominating mode in organisation design and structure.

Figure [: Markeilng Funcilon In on Orgnnlullun with All-India Operatlons

) Centrallsed .
Vice President
Marketing
GM " GM
Sale Distribution
b) Decentralised (geographlic/territorywlse)
Vice-President ’
Marketing ’
GM GM GM oM GM
_ (South) {North) {West) {West) (East)
Manager  Manager .

Sales Distribution

Alfred P. Slogan piaycd an instrumental role in developing a model of central
control of decentralised operations for Guneral Motors based on the following twin

premises;

Ly - :

1 The responsibility attached to the chicf executive of each operation shall in no
way be limited. Each such organisation headed by its chief executive shall be
complete in every necessary function and enabled Lo exercise its full initiative

and logical development (Deceutralisation of opcrations)

2 Certain central organisation functions are absolutely essential to the logical
development and proper coordination of the Corporation’s activities:
Centralised staff services to advise the line on specialized phases.of the work,
and central measurement of results to check the exercise of delegated
responstbility.

Activity B -

Examine whether your organisation be[ongs 1o a centralised or decentralised form of
.organisation. Analyse limitations, if any, of the present structure and make suitable

recommendations,

Typolugy of Orpanisation
Structrst
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Figure 11: Personoe] as & centrallsed function

Marketing Production Finance Personnel

Personnel a3 & decentralised functlon

Marketing Production |’ Finance

Personnel . Personnel

Personnel

2.4 VERTICAL AND HORIZONTAL STRUCTURES

The classical bureaucratic model of organisation though pervasive, has been
considered inappropriate to the changing requirements of modern times. A
bureaucratic organisation was considered to be too inflexible and hierarchical to
adapt to the changes occurring in organisations and technology. Parkinson's laws
and Peter Principle highlight the negative aspects of bureaucratic organisations.
Whatever be the criticism against bureaucracies, it is realised that to some extent
they have become essential. Therefore, writers and organisations began to explore
ways to modify the bureaucratic organisation structures. In essence these new"

structures reflect modifications to the classical principles of delegation of authority

and standard of control. Delegation extends the scope of the principle to the point of

an abiding orpanisation-wide philosophy of management. A tall organisation

structure means a series of narrow spans of control, and a flat one incorporates wide

spans and limited layers of control at horizontal levels. Both the structures have
their advantages and disadvantages. They should be viewed on relevant concepts
and not as ideal absolutes. A tall structure calls for control and close supervision
over the subordinates. But close supervision may not necessarily produce better

- control. Similarly in a flat organisation with wide spans, it may not be possible to

keep close control over subordinates but it provides for decentralisation, individual
imitiative and self-control. Tall structures are less favourably viewed in modern
organisation analysis. From a behavioural point of view it is held that self-control is

better than ifposed control. The choice in this regard however rests ultimately on -

management assumptions about individuals and groups in organisations.

2.5 M_EC_HANISTIC AND ORGANIC SYSTEMS

Bumns and Stalker propose two contrasting forms of management systems to suit
different conditions. These are called as mechanistic organic forms. A mechanistic

]
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management system is considered app.opriate to stable conditions while the organie
form {s suitable to changing conditions. The contrasting features of both these forms

are shown in Table 2,

Tabie2: Distinction berweeen Mechanlstle and Organlc System

Mechonlstic System

Organlc Systerm

o) the specialized differcntiation of functiona)

: tasks into which the problems and tasks facing

the concern as a whole are broken down

b} the abstract nature of ¢ach individual 1ask,
which is pursued with technigues and purposes

mere or less distinet from Lhose of the concern

a5 a whele; i.¢., the functicnarics tend to
pursuc the :cchmcal improvement of means,
rather than the accomplishment of the ends of
the concern

¢} the reconciliation, for cach levelin the
hierarchy, of these distincl peformances by
the immediate superiors, who are also, in
turn, responsible for secing that each is
. relevant in his own special part of the maig 1ask

d) -the precise definition of rights and obligations
and techrical methods attached to cach
funetinol rele

. €} the translation of fights and obligations and
methods into the responsibilities of a functional
position

f) hierarchic structure of control, authosity, and
communication

g) oreinforcement of the hierarchic structure by
the location of knowledge of acrualities
¢ excludvely at the top of the hierarchy, where
the final reconciliation of distincf tasks and
assessment of relevance is made

h) a tendency for interaction between members
of the concern to be vertical, i.e., between
superior and subordinate

i} atendency for operation: and working
behaviour 1o be governed by the inslructions
and decisions issued by superiors

J) _insistence on loyalty 1o the concern and
obedience Lo superiors as a condition of
membership

k) agreater imponuncc and prestige attached to
intenal (Yocal) than to general (cosmopolitan)
knowledge, experience, and skill

a) the contributive nature of specint knowledge
and experience to the common task of the
concem

b) the “realistic'’ nature of the individual task,
which is scen as set by the tolal situarion of
the concern

c) the adjustmect and continual redefinition of
. individuel tasks through mtcmcuun with
athers

d} the shedding of “responsibility™ as 2 limited
field of rights, obligations and methods.
(Problems may not be passed upwards,
downwards or sideways as being someone
else’s responsibility)

¢} the spread of commitment to the concern
beyond any technical definition

f) anet work structure of control, autherity, and
communication. The sanctions which apply to
the individual's conduct in his working role
derive more from presumed community of
interest with the rest of the working
arganisation in the survival and growth of the
firm, and [ess from a contractual relationship
between himszIf end a nonperscnal .
cooperotion, represented for him by an
immedinte superior

8) omnisience no longer imputed to the head-of
the concern; knowledge about the technieal
or commercial nature of the here and now
task may be located anywhere in the network:

" this location becoming the ad hoc centre of
. contro! authority and communication

h) alatera] rather than a vertical direction of
" ecommunication through the organisation,
communication between people of different
rank alse, resembling consultation rather
than command

i) acontent of communication which consists of
information and advice rather then
instructions and decisions

i) commiument to the concern's task and to'the
“technological ethos” of material Progress and
expansion is more highly valued than loyalty
ond obedience

k) importance and prestige attached to
affiliations and expertise valid in the
industrial and technical and commerical
milieu, external to the firm

Source: Based on Tora Bumns anle.‘M. Stalksr 1961. The Management of Innovation, Tavisiock

Publications, Londoa.

-It is observed that organic systems are not hierarchical in the same way as
mechanistic systems and they remain stratified based on expertise. Also, people's
«commitment io the cause of the organisation.is supposed to be more in organic than

Typolcw of Organlsation
Struclures
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- (organic) as the transition oceurs in its conditions from re

mechanistic systems. In an organlc form the hierurchic commend gives way to
consensus based commitment. The two forms of systems represent two onds of &
continuum than being dichotorous. The relation of one form to the other Is elastic

and an orpanisation may oscitate from one end (mechanistic) o the other end .
lative stability to relative

change.

3.6 PRODUCT VERSUS FUNCTIONAL FORME 1

One of the issues in determining the form of an organisation relates to the question
of whether to group activities primarily by product or by function. Should all
specialists in a given function be grouped under a common boss even if they deal in
different products or should the various functionat specialists working on a single
product be grouped together under the same boss? As with the problem of )
centralisation versus decentralisation, here too most managers find it difficult to say
which choice will be the best one. -

Lawrence and: Lorsch studied from a behaviour point of view the criteria used in the
past to make the choice to see whether a pattern emerges to provide meaningful
clues to resolve the dilemma. Reviewing the literaiure they found that managers
seem to make the choice based an three criteria: :

1 Maximum use of special technical knowledge.
9 Most efficicnt utilisation of machinery and ¢quipment.
3 The degree and nature of control and coordination required. .

The major problem with each of these criterion concerns the trade-off involved in

_ these decisions which may lead to unanticipated results and reduced effectiveness.

Lawrence and Lorsch highlighted important factors about specialisation and
coordination. According to them classical theorists saw specialisation in terms of
grouping of similar activities, skills or equipment. But this concept overlooks secial

and psychological consequences. There is an imporftant relationship between a unit’s -

or individual’s assigned activities and the unit members' patterns of thought and
behaviour. Functional specialists tend to develop patteris of behaviour and thought
that are in tune with the demands of their jobs and training. As such these specialists
(e.g. industrial engineers and production supervisors) have different ideas and
orientation about what is important in getting the job done. This is referred to'as
‘differentiation’ which means differences in thought pattems and behaviour that’
develop among different specialists in relation to their respective tasks.
Differentiation is necessary for functional specialists to perform their jobs effectively

Differentiation is closely related to achievement of coordination which may also be
referred to as ‘integration’. Therefore, alternatively both differentiation and
integration coexist. This is possible through effective communication channels. The
appropriate-mix of differentiation and integration in an organisation is considered to
be dependent on the nature of external factors such as markets, technology facing an
organisation as well as the goals of the organisation. Since organisatianal pattern
affects individual members, management and show concern to the kind of stress and
cross functional conflicts that a certain pattern may produce. :

Walker and Lorsch studied two plants which were closely matched in several ways.
They were making the same product; their markets, technology, and even raw
materials were identical. The parent companies were also similar; both were large

national corporations that developed, manufactured, and marketed many consumer '

products. In.each case divisional and corporate headquarters were located more than
100 miles from the facilities studied. The plants were separated from other structures
at the same site, where other company products were made.

Both plants had very similar management styles. They stressed their desire to roster
employee’s initiative and autonomy and placed great reliance on selection of

I. Arthur H Walker and Jny W Lorsch. 1968. Ozganisational Choice: Product versus Function. Harvard

Business Review. November-December 1968
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wall=qualified depurtment hesds, They ulse identified expliclly the samo two
objectiven. The flrst was to formulate, package, and ship the products In minlmum
ttme at ypccified levels of quallty and ut minimam costs~that 1s, within exisl:lns
capabilitles. 'The second was to improye the capabllitiey of the plant.

In each plant there werc identical functional specialists involved with the
manufacturing units and packing unit, as well as quality control, planmng and
scheduling, warchousing, industrial engineering, and plant engineering. In Plant F
(with the functional basis of organisation}, only the manufacturing departments

and the planning and scheduling function reported to the plant manager responsible

for the product (sce figure IIT). All other functional specialists reported to the staff
of the divisional manufacturing managcr, who was also responsible for plants
manufacturing other products. At Plant P (with the product basis of organisation),

all functional specialists with the exception of plant engincering reported to the plant

manager (sce Figure IV).

-

Figure III: Organi ationol Chart at Plant

Quality _
Quality
™ control el
; manager
Plant [ ——
|~ ] engineer | Maintenance
— eﬁl?lti::r;iﬂg Scheduling and
" manager marerials planning
Warchouse/
[ supply —! Sanitation
manager
Manufacturing Pl?:l:[F
general manager . P
Mmanager
| Tralfic || Processing
manager unit 3
.| Other - Processing
stalf unit 2
Industrial _ Pr o
- relations - L] munil )
manager
- ’ Plnnl_ Special
L] accounling | assignment
manager

The nature of differentiation in plants F & P was studied by the authors in terms of
orientation towards goals, orientation towards time and perception of the formality
of the organisation. It was observed that wheras in plant F the specialisation focused
sharply on their specialised goals and objectives, in plant P they were found to be
not only concerned with their own goals but with the operation of the entire plant:
Specialists in plant F were seen 1o be concerned with the short-term issues whilg in -
plant P they were equally concerned about-long-term programmes (Table 3).

Both the plants had experienced some problem in achieving integration but the
problems were more striking at plant F. Collaberation between maintenance and -

Typulony of Organlsution
Birugiurea
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Menufacturing
general manager

_ . Plant Plant
S_pecnal Personnel P'_a’“ - industrial chemiral
assignment manager -~ engincer engineer engineer
" Project '
enginecr
Plant P
plant manager
Processing Packaging Warehouse | [yfaintenance| - Industriel Quality
unit unit and supply engincer control

Teble:3 Differentlation in Flants Fund ¥

Dimenslons of Differentlation

Plant F

Plant P

Goal orientaticn

Time orieptation

Formality of structure

More differentiated and
!’ocuscd

Less differentiated and shorter
term

Less aifferentiﬁted, with more
formality

Less differentinted and
more diffuse

More differentiated and longer
term

More differentiated, with less
formality

Source: Arthur H Walker a

Harvard Business Review, November-Dectmber

nd Ju, W. Lorsch, 1968 Organisational Choice: Product versus Function,

Tal_:ule:4 Observed Characteristics of the Two Organlsations

Characleristles

Plant F

Mant P

Differentiation

Integration

Cenflict management

Effectiveness

Employee attitudes

Less differentintion except in
goal orientation

Somewhat less eifective

Confrontation, but also
“smoothing over” and
avoidance; rather restricted
communication patiern

Efficient, stable production;
but tess successful in
capabilities

Prevalent feeling of .
satisfaction, but fess feeling of

stress and invelvement

Greater differentiation in
structure and time orientation

More effective

Confrontation of conflicts;
open. face-to-face
communication

Sucé:s_sfu'l in improvirg plant
capabilities, but less effective
in stable production

Prevalent i’celing of stress and

involvement, but less
satisfaction ;

Source: Ibid.
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production personnel and between production and scheduling was a problem at
plant F. In plant P the only problem in coordination was between production and
quality control specialists. Thus, plant P could achieve better integration than plant
F. In plant P communication among employees was more frequent and less formal
than was the case with plant F, Plant P managers could come to grips with conflicts -
more directly than in plant F. In terms of performance and attitudes, both the plants

" were aiming at two objectives, viz. maximising current output with existing
_-capabilitics and improving the capabilities of the plunt. Plant F was rated better in

terms of the first objective and plant P in terms of the second. As far as employee
attitudes, the key personnel at Plant P appeared to be more deeply involved in their
work than did managers at plant F. These characteristics of the two organisations are

summarised in Table 4. -

In comparing the performance of these two plants operating with similar
technologies and in the same market, it was observed that because of its greater
ability to improve plant capabilitics, Plant P eventually will reach a performance
level at least as high as Plant F. While this might occur in time, it should not obscure
onc impertant point; the functional organisaticn seems to tead to better resultsin a
situation where stable performance of a routine task is desired, while the product
organisation leads to better results in situations where the task is less predictable and

requires innovative problem solving. -

The discussion in the preceding section and an overview of literature on function vs
product choice, permits s to observe that both forms of organisation design have
their own set advantages and disadvantages. The functional structure facilitates the
acquisition of specialised inputs. It permits pooling of resources and sharing them
across products or projects. The organisation can hire, utilise and retain specialists.
However, the problem lies in coordinating the varying nature and amount of skills
required at different times. The product or project organisation, on the other hand,
facilitates coordination among specialists; but may result in duplicating costs and
reduction in the degree of specialisation, Thus, if functional structure is adopted,
projects may fall behind,; if product/project organisation is chosen technology and
specialisation may not develop optimally. Therefore, the need for a compromise

between the two becomes imperative. -

The possible compromises between product and functional bases include, in

- ascending order of structural complexity:

1. The use of cross-functional teams to facilitate integration. These teams provide
some opportunity for communication and conflict resolution and also a degree
of common identification with product goals that characterises the product .
organisation. At the same time, they retain the differentiation provided by the

functional organisation.- -

The appointment of full-time integrators or coordinators around a product.
These product managers Or project managers encourage the functional
specialists to become committed to product goals and help resolve conflicts
. between theri. The specialists will retain their primary identification with their
functions. - ‘ '

3, The “matrix” or grid organisation, which combines the product and functional
forms by overlaying one on the other. Some managers wear functional hats and
are involved in the day-to-day, more routine activities. Naturally, they identify

-with functional goals. Others, wearing product or project hats, identify with
. total product goals and are more involved in the problem-solving activity
required to cope with long-range issues and to achieve cross-functional

coordination.

b

2.7 MATRIX ORGANISATION ! .

Matrix org;nisation structure originated with the United states Aero Space

Programme of the 1960s and the Aero Space agency's extraordinary and conflicting

1. This section is based/on Stanley M Dairs and Paul Lawrence. 1977. Malrix, Addison Wesley, Reading,
- Massachuserrs.
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needs for system (for innovation) and order (for regulation and control). A matrix
organisation employs a muitiple command system that includes not only a multiple
command structure, but also related support mechanisms and associated
organisational culture and behavidur patiern, A'matrix organisation is not desirable
unless (i) the organisation must cope with two or more critical sectors {functions,
products, services, areas); (ii) organisational tasks are uncertain, complex and highly
interdependent; and, (iii) there are economies of scale. All three conditions need to-
be present simultaneously before a matrix is indicated.

The structure involtves the dual chains of command. The system must also operate
along two dimensions simultaneously: planaing, controlling, appraising and
rewarding, etc.,along both functional and product lines at the same time. Moreover.
every organisation has a culture of its own and, for the matrix to succecd the cthos
or spirit of the organisation must be consonant with the new form. Finally. people’s
behaviour, especially those with two bosses and those who share subordinates, must
reflect an understanding and an ability to work within such overlapping boundaries.

The change to a matrix cannot be accomplished by-issuing a new organisation chart.
People are brought up, by and large, to think in terms of ‘‘one person, one boss”
and such habits of mind are not €asily changed. Pcople must learn to work

comfortably and cffgctively in a different way of managing and organising.

As scen in Figure V each of the three environmental conditions calls for
organisational fesponse, and all of them must be present simultaneously for an
organisation {0 appropriately adopt and adapt to the matrix.

Ideatly, the matrix form organisation induces (1) the focusing of undivided human
cffort on two (or more) essential organisationa.litasks simultancously. (2) the
processing of a great deal of information and the commitment of organisation i &
‘balanced reasoned response, and (3) the rapid redeployment of human resqurces o
variJus projects, producls. services, clients, or markets. Figure V1 con help in
clarifying how the matrix induces these behaviours.

Flgure ¥V Example of Matrix Deslgn

Source: This section is based on Stanlcy M Davis and Paul Lawrence, 1977, Matrix, Addison Wesley,

Reading, Massachusetts
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We see here a Diamond-shaped organisation réther than the conventional pyramid.
The top of the diamond represents the same top management symbolized by the top
,-of the pyramid. The two arms of the diamond symbolize the dual chain of command,
In the typical case thg: left arm would array the functional specialist groups or )g{_agt "
could be thought of as the resource or input side of the organisation. The right.arm
~ arrays the yarious products, projects, markets, clients, services, or areas the o .
organisation is'set up to provide, This is the output or transaction side of the matrix.
-Depending on how many people holding a specialist orientation, &ither resource or
output, the 6rganisation needs, these groupings can develop several echelons in
response to the practical limits of the span of contro! of any line'manager. At the
foot of the matrix is the two-boss manager. This manager is responsible for the
performance of a defined package of work. The manager is given agreed-upon
- financial resources and performance targets by superiors on the output side, and
negotiated human and equipment resources from the resource manager. The two
streams, taken together, constitute the work package. The manager is responsible
 for managing these resources to meet performance targets. To perform,the managér
must handle high volumes of information, weigh altératives, make cammitments on
behalf of the organisation as a whole, and be prepared to be judged by the results.
. This form of organisation induces the manager to think and behave like a general
. manager, S ' :
Even in a fully developed matrix organisation, only a relatively small proportion of
the total number of people in the organisation will be directly in the matrix. Whereas.
a'middle-level manager may have two bosses, those people reporting beneath that
manager are likely to have only one boss, In an organisation-with 50,000 employees
only 500-1,500-may be in the 1natrix; and in one with 500 people, only 50 may be in
 the matrix. To keep in perspective the proportion of peaple that will be affected -
directly, it may be helpful to envision the diamond of the matrix perched on top of
 the traditional design of the pyramid. Drawn to scale, proportionate to the number.
- of people involved in-the matrix, the total organisation chart might look like this:

Flguré ¥1: Matdy Organlsatdon

Activity C

Preparc a.chart describing the structure of your erganisation. Find out to which
typology it belongs. Hypothetically examine the implications of possible change in
your organisation structure, :

' Typelagy of Organisation ~
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2.8 SUMMARY .

We have considered different types of organisation structures which have evolved.
over time, in response to complex, changing requirements. The continuum of
structures range from centralisation to decentralisation, vertical to horizontal,
mechanistic to organic and product to function. The predominant mode is
decentralisation with centralised control and a certain type of matrix in complex
organisations. Each form has its own set of advantages and disadvantages.

Compromises are:gssible in the context of organisation’s environment, technology,
culture and aspectsiof human befiaviour. :

2.9 SELF-ASSESSMENT TEST

1. Examine how informal organisation is seen to be effecting the formal
organisation in the institution where you are employed.

2. Review how centralisation and decentralisation are at work in your department.

3. Discuss the issues in product versus functional choice in the design of
organisation.

4. What is a Matrix Organisation? Identify and study 2 matrix organisation in
action and record your assessment about its merits and demerits.

-
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BLOCK 2 ORGANISATIONAL DESIGN

This block comprises two units. One unit focusses on some critical dimensions of
organisation design such as environment, technotogy, size, ownership, social change
and human aspects. The other draws upon the works of Henry Mintzberg and Alfred
Chandler and attempts to understand the basic parts of an organisation and the
relauonsh:pbetwcen stratégy and structure. The design and restructuring strategies
are seen to depend on a host of considerations. Some cxamplcs and expenmcnls in
the Indian context are considered to understand the issues in relating orgamsauon
development strategies and organisation design choices.
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"'UNIT 3 SOME DIMENSIONS OF .
- ORGANISATIONAL DESIGN

Objectives -
After rcading this unit, you should be able to:

e understand the dimensions of organisation design; and,
‘@ know how they influence the organisational design,

[

Structure

3.1 Introduction
3.2. . Environment
3.3 Technology
34 Size
.35 Ownership
3.6 Social Change and Human Aspects
3.7 Summary
3.8 Self-assessment Test
* 3.9 Further Readings

3.1 INTRODUCTION

Organisation is a framework that works when operated by peaple. The purpose or
mission of an organisation provides the dircction in which it moves. When the
purpose is clearly defined, strategic choices to accomplish them will have to be made
taking into account the resourse-miix, technology, over all structure and internal
working of our organisation. Qrganisations exist and operate.in some environment,
both external and internal, The variables in the external environment are often not
in the control of the organisation though it has to deal with them effectively. The
aspects of external environment are multiple and include social, cultural,
techno-economic, legal and political. The precise manner in which some external
factors impinge on an organisatiori {or vice-versa) may depend on the latter’s size
and the nature of its ownership. It is not proposed 1o discuss in this unit all these

aspects in length. However, to illustrate how even the organisation could impinge on

the environment and macro policies one might consider.the Bhopal incident
whereafter pollution has become a major public concern forcing government to
initiate regulatory acticn on petro-cilemical and other industrial organisations. This
in turn is causing organisations to take a relook at their technologies, modify ‘and
evolve new structures. Tie internal environment include aspects of organisation
culture and climate as indicated by the internal arrangement of departments,
patterns of authority, coordination and control, reward systems, opportunities for
development, grievance redressal, ete. If internal environment climate builds
employees into a cohesive and motivated team, they may be able to develop some
resistance or immunity from external environment, at least for a2 while to impart

“some cushion for the organisation to ward off pressures in times of turbulence and
uncertainty. Therefore, for purposes of organisation design strategies, the following
five could be considered as critical dimensions of organisation design:

. 1 Environroent

'I'o begin with, we may consider the broad features of environment such as wh=:her

-it is relatively stable or not, the rate of change (if any), and the degree of
complexity. These aspects are considered to affect the organisation and therefore the

“design strategy should permit an appropriate fit between the structure of an
organisation and its external environment. :
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Uraaaivational Design

2  Technology

The choice of technology influences how well an organisation can maximise 1ts
cffectiveness. The basic structure of-an organisation should facilitate a technology
appropriale to a chosen strategy. Thus there should be a fit between strategies
concerning structure and those of environment and technology.

3 Size

The structure of ap organisation is, in some ways, a function of size. With increase in
size, complexity increases in an organisation and the movement from centralisation
1o decentralisation takes a full circle with centralised decentralisation for purposes of
optimally designed control and coordination. : .

4 Ownership

In the past it is believed that the organisational purposes vary with the nature of
ownership. But such distinctions are less pronounced these days than before. The
organisation structures need not vary based on ownership, more so in form than in

substance.

5 Social change and Human aspects

Though last mentioned, ol all the five aspects, this is the most influential factor
shaping and reshaping tlie organisation structures warranting, as indicated by the
growing body of knowledge on human behaviour, a movement away from traditional
control systems 10 systems based on cONsensus and commitment. In what follows,
these five aspects are briefly discussed with a view to discerning their possible impact

on organisation design.

3.2 ENVIRONMENT

Organisations are not islands in themselves. Being part of society they are affected
by the externat environment; and they also affect the environment. Not all aspects
of environment may be subject to organisational control. But, all affect design, The
complexity of organisations has been increasing, over the years, partly in view of
increase in size of operations, expansion and diversification programmes, etc., and
largely in view of technological changes, compelitive pressures, state intervention,
internationalisation of operations or organisational contexts, It is important to note
that simultaneously conflicting pressures are building up towards the organisational
environment of the future, some thrusting towards changes, others impeding it
(Table.1). The pressures for change suggest lose, open, fluid organisations,
receptive to the need for change, risk and complexity. This can be accomplished
only when the organisation members at all levels are highly involved, and
committed. Ironically, however, the pressures for stability tend to incyease control
and reduction of individual autonomy. This leads to alienation of the members from

the organisation.

To comprehend the complexity of organisational environment and cope withit
proactively, general descriptions of typology of organisations have been attempted
by some writers on organisations. Notable among them include Thompson and
Lawrence and Lorsch. (Table 2). Both the authors discuss the problems of
differentiation and adaptation and directly relate them to organisatjona} components
having different kinds of environments. Taking cue from these authors and revising
the: typology of Emery and Trist!, Ray Jurkovich suggests a core typology of
organisational environments (Fig. ID.

"1 P.E.Emery and E.L.Trist 1965, The Casual Texture of Organlsational Environments, Himan
Relations, 18, pp.21-32.
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z Table ! : Factors Fostering and Impeding Charge

Toward Change Toward Stabllty

Growing enwronmc.nlal mmp]cxlly and economic Increasing competition

encertaintly o lncrcasing emphasis on efficiency. cost coniral,
New technology cnhancing fexibility ond productivity
Growing science base for vistually all manufacturing  Suceéss of older forms in the past
Changed social values Sense.of threat
Example of successful firoys with nontraditional, Managers’ tendency o’

nenbureaucratic structures and processes sec the future as “more of the

samc"jusl like the past

Source: M. Jelinek, J.A. Litierer and R.E. Miles, 1985, Organisations by Design, Tcm.r, Butiness
Publications P. 528.
Activity A
Using the typology given in Table 1, identify the specific factors fostering and
hmderlng change in your organisation, with zppropriate illustrations: .

Table 2 : Some Typologles of Orpanisation Environment”

~ Thompson - Lawrence and Lorsch
I 'Hombgeneous-stable 1. Low diversity and not dypamic
2. Homogeneous-shifting 2. Low diversity and high!y dynamic
_ 3. Heterogeneous-siablc 3. High diversity and not dynamic
4. Helerogeneaus-shilting 4, High diversity and dynamic

Sources ! As quoted -by Ray Jurkovich, 1974. A Core Typology of érganisalionaJ Environments,
Adrministrative Science quarterly, Sept, 1974.

1

Flgure I 1 A Core Typology'of Organisationn] Environments

) General charecteristics -
' Non Complex . [Complex
. Routine Nonroutine Routine Nenorouuns -
R Crpanized | Unorganizsd | Orgasized | Unorganized | Organited |Unorganized | Orpaized |Userganited
Movement plir|pli{p|ri{bli{p|1|plI|[D|1|{D]|TI
Stable 141213 1%
Low
[ change
rate: |V i
Unstzble | 17 | 18 - 32
Stable |33 e 48
change |-
ate A
Unstable | 49 54

D= Direet I =Indirect -
Soarce: Ray Jurkovich, Op. cit.

. - -
For instance, he includes homogeneity and heterogeneity in the complexity
continuum, incorporates change rate continuum, and comes up with 64 combinations
- (types),'The broad propositions he makes to sum up the extreme types of
orgamsatmna.l enwronments are as following:

Some IHmenslors of

Organisational Design
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2 Organisations confronted with a yp

ment have relatively minor information
tratcgies, operations, and tactics more easily —
and implement them without major alterations;
otential; possess @ more mechanical
dictable, gradually changing coalitions; and
decision-making programmes

] Organisations with type | environ
problems; can design long-range s
more rapidly and in more detail ~
have relatively litile internal conflict p
structure: have clearly defined and pre
have relatively few problems with their existing
when the environment changes.

e 49 environment experience the same
problems as do those with a type 1 environment, but they expe:ience a higher
degree of uncertainty concerning timing in the contral of internal problem states.

3 Organisations confronted with a type 64 cnvironment have major information
problems; have very abstract, tentative sets of strategies, operations and tactics
and caniol execule them without expecting major alterations; have very vague
coalitions that change uupredictably; and are constantly redesigning
decision-ntaking programmes or constantly making exceptions to existing

decision-making programmes.

4 Orpganisations confronted with a type |6 environment have the same problems as
are experienced by organisations with a type 64 environment, but they are able to
predict and control internal probtem states much more easily.

ependencies; each cell represents a different

This typology is not a matrix of inerd
| map or the direction of its movement may

situation. Knowing the environmenta
mean switching from one type to another. )
{

3.3 TECHNOLOGY

Technological change, more than that.the pace of technological change, is a factor
affecting organisations in more ways than one. The changes in technology are
teading not enly to the new producls and processes but also change the requirements
of ruw materiuls, human skills, etc. Control of operations has becn assisted by
advances in sensors and the widespread application of computers 1© manufacturing
pracess studies. New materials, for example, plastics replacing stainless steel and
synthetic fibre replacing jute, are olfering new vistas and opportunities to face the
emerging global competition. The computer-aided manufacturing and design have
led 1o many aspects of work inter-action among peopte. New technologies call for
new struclures 1o foster change and growth. The changes in information and
tcchnologies are rapidly changing and in many cases making redundant the role of

managers at middle levels. The prospects and consequences of technology on
d to imagine as of date because what we know about the

organisations are very har
s very little in relation to what we do not know yet.

true potential ol technology i
While technological changes affect organisation design choice and strategy and
vice-versa, the options depend on a number of constraints and possibilities that the
choices create. Sometimes what happens in other organisations in the same sphere of
activity might force 4 kind of consensus on the appropriate technology strategy for

the organisations.

machine could be handled but not that of
automation in the minds of men so easily, invention-and use of robots at workplace-r
is being encouraged to overcome human and behavioural related problems and costs
and achicve productivity and effectiveness. But since such options may lea.d to
jobless growth, they will be opposcd and resisted in developing countrie_s like ours
concorned with the problem of creating gainful employment opportunities for our

teeming millions of unemployed.

When the problems of automatidn of

e is a growing realisaton 10 modify
he aspirations of the new brand of __
logies. The Japanese experience

Even in the weatgzrn. developed countries, ther
the structures to suit the new technologies and t
educated, skilled people who handle such teshno
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. has increasesd the awareness and conviction about the desirability and feasibility of

obtaining a fit between technology and people through, among others, modifications
in orgamsauon Les:gn For instance, in the West, starting with Joan Woodward’s
work in the late 60's, it has been shown that highly automated technology, such as

" the continuous processing of oil refineries, paper and pulp mills, and food

processing, functions best with a.minimum of hierarchy and a maximum of
teamwork at the lowest levels: Participation must include authority to decid¢ and

" act, Unless those closest to the technology have training and authority to recognise
. problems and act qu:ck]y, mishaps can destroy costly equipment. In the 70's
Japanese companies were able to produce cars and electronics products of higher

quality than the U.S., using similar-production technology bui more participative

.management. Japanese wages were somewhat lower then but this did not explain

! crltcna is established to delermine size, cach independently or jointly: (a) number ol

the hlgher quahly and more cffective use of resources'

Actmty B

Visit an orgamsauon which mlroduced new lechnology (Computers in a bank,
containerisation in a port, integrated process control in an industry ....}. Sec how it
changed work, work group relationships and organisation structures. Examine the
kind of problem/issues the organisation had to face and how it tackiet narticularly

from ‘organisation design' point of view.
gn p

. “'This section is adapted from

Michael Maccuby 1981. The Leader. A New Face for American Management, Siman and Sr.'hus'.'l.l'.

 Mew York.,

3.4 SIZE

_ Orgamsatlons could be smdll or large. The continuum of scale (o size) could be

widened if we want 10 focus on smallest of the smalt (1iny) or erpanisations in
intermediate range between small and large (eg. medium). Usually a threefold

persons employed; {b) amount of capital invested; and, (c) volume of turnover. The
features that distinguish small organisations from large organisations could be ]med

- as [ollows in Table 3:

s

Table 3
Small o Lurge
1. Feweremployees More employees
2. Lesscapital More capital
3. Limijied wrnover RHuge turnover
4. 'Slin:lzplt operations Complexities in operations
v 5. Flcxibl’c ‘ Less flexible
"6 'Lcss rcgulanon from government - More regulation from government
: T.I .Le;s‘b;arcnucrallc More bureaueratic I
IE' Bctter control and coordination Complexities in coordigation and control
9 Rclalwcly flat - Hierarchical
" 1;} Persan:ll _ _“ ’ Impersonal

_—12' No economlcs afscalr.-.

C13 lencc_l bpl:ons forprofit maximisation

.t Less overhcads More overhcads

Greater economies of scale

More oprions for profit mazimisation”

Some Dirnenslons of

Organlsationa! Gesign
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14. Luisimpacl on community More impact on community

15. Less need and scope for social Greater need and scope for social
responstbilities responsibilities

Notwithstanding the distinctions shown in Table above, an organisation with large
investment need not necessarily employ large numbers or have huge turnover than
‘the one with relatively small investment. The relationship between ene variable and
the other(s) is a function of the nature of market, teclinology, etc. The problems of
design of organisations are more complex in large organisations than in small! ones.
A discussion on the relationship between small and large organisations in terms of
competition {small versus large) and cooperation (ancillary-subcontracting and
parent relationships) is outside the purview of this course. Suffice it to note that,
small organisations, when they are effective and growing, graduate into becoming
large organisations. Not ali features that change as size increases are, positive just as
the features that characterised a small firm are a mixed bag. For instance, with
increase in size, an organisation may be able to reap the advantages of economies of
scale, but its overheads also may grow in a manner that might . offset the advantages
of economies of scale. As organisations become large, experience shows that they
have to face more intervention and rcg'ulation of their activities from government,
unions, et¢. A large organisation in a small place wilt have a greater impact on the
community than a small organisation. Therefore, the need and scope for
organisations 1o discharge social obligations also seem 10 have a tendency (o grow in
proportion to their size.

3.5 OWNERSHIP

Organisations are often sought to be classified sectoraily based on ‘ownership”
criterion. It is further believed that the nature of ownership influences the aims of an
arganisation, nature of control and attitudes to market situation. One such typology
suggested by George Davidovic is mentioned hereunder as an illustration (Table 4).

Table 4 ; Selected Features of Dilferent Seclors

Fealures Privale Sector Put!lc Sector Cooperatlve Sector
Ownership Private Public Social. based on
membership

Aim Profit motive Serving . " Service to members

' ’ State cnds without profil
Cantrol On the basis By State Member-users

’ ol ownership Oflficials
rights State
appointees

Adtitude 1o the Tendency 10 o Tendency to Tendency to
markel Competition Manopoly _ Coordination

Source : George Davidovic, Reformulation of the Cooperalive Principles, Cooperative Union of Conada.
1866, p. 3. :

In reality, however, the private enterprises-have larger public holding and public
sector has an element of mixed or joint ownership and enterprise. The rise of
modern corporation led to certain degree of divorce between ownership and control.
The public sector is compelled not to ignore the profit motive altogether while the
private scctor is under great pressure and obligation to keep public good in mind and
discharge its social objectives. Protection and monopoly are transient phases in most
economic systems ‘and there is neither pure capitalism nor pure communism
anywhere. Therefore notions concerning distinctive nature of organisations in
different sectors have to be modified keeping in mind the changes in the
environment of particular economic systems at different points of time. The
elements and characteristics of organisation, particularly when they are seen in
action, do not any longer have universal distinctiveness merely on the basis of

ownership criterion.
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" consumer pressures, pollution cont

Activity C

Visit une private and one public sector organisation, Examine whether there arc iny
perceptible Jifferences between organisation structures (number of levels and spans
of control) and processes (particylrly in reference to flow of authority and
communication) in a private and public organisation. Briefly comment.

3.6 SOCIAL CHANGE AND HUMAN ASPECTS

" A number of basic socio-cultural conditions impinge on organisations and their

functions. There is a view that.in numerous cases socio-cultural constraints have -
tended 1o be the chief cause of under development and poverty in developing
societies like India. It is indeed, difficult to measure and quan_ﬁfy_whether and how
these factors affect organisation and management systems. A certain sense of
fatalism - limited aspirations and assigning a low value to time are cited as some of
the characteristics of traditional societies like ours. In Hindi the words 'tomorrow’
and ‘yesterday’ are identical, only distinguished by usage. Both mean one day from
now. As the noted social anthropologist Margaret Mead pointed out in her study on
Spanish Americans, in traditional societies there is a stiff resistence 1o change as
baged on the belief that “'it has been so all al.+.g and it continues to be so".

Group membership shapes the aspirations and desires of a great majority of the

'.p'eople. The joint or extended family, consisting of 2 number of family

units—father, mother, sons and their wives, children, nephews and their families
living together in onc roof pooling and sharing resources. Usually the eldest male

‘member wields authority and contro over the members and resources, Over the

and the joint family

years caste related mores and taboos are graduaily changing
and dependence was

system is undergoing an erosion. While in the past authority
a part of family and cast structure, progressive strides in urbanisation and
modernisation have changed the system. Parochial considerations, inter-laced

. with religion, language and region have had adverse effects on group

cohiesiveness, cooperation and productivity even in organisalional context.

- Notivithstanding the many changes in the society the dependency among masses

continues. There is a tendency to show loyalty-to individuals than instilutions and
excell in individual rasks than group perfor::ance. Occupational values discount
physical labour and place a premium on civil service and prof ssional skill.

In juxtaposition, the old nexus between one's caste and occupation-seems to b
gradually waning. Over the years the profile of people in organisations has b en
changing in terms of literacy and technical inputs. Alongside, we discern increase
in social mobility, raise in expectations etc. The old social patterns are breaking
down, changes in technology are reducing the gap between the blue collared and
white collared occupations. The evolving social and political climate gave Tise to
new and higher expectations. Constitutional rights, questions of equity, job
stability, higher safety standards and workplace democracy are sought and got
more today than before. Political responsiveness to issues of social justice,

rol and other non-economic issues are placing
new demands on organisations affecling their structures and processes. These
multiple demands stretch far beyond traditional economic concerns and increase
the uncertainty in organisational involvement. The turbulant and tmcertain
environment require less vertical organisational authority. Patterns providing for
decériralised decision making, new patterns or organisations for ensuring
democracy at workplace have already begun (o emerge in the form of quality
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‘circles, quality of work life programmes, etc. Issues on occupationat safety and

health are causing managements to release more information and seek better
couperation. Each of the changes seem o make inroads into managerial authority

. through higher doses of Government intervention and regulations and collective

bargaining with the trade unions. Even in the traditional union-management.
hargaining structures changes are visible. Both the parties are compelled to shed
their traditional, adversarial role and look for new forms of labour management
cooperation o ease the problems of rapid technological changes and growing
compeliliveness and other pressures on organisations.

As a result of changes of the type described above, the traditional, control oriented

- approach, to human resource management which took shape during the early part of

this century was based in response to the division of work hierarchy and top down
allocation of autharity with the status attached to positions in the hierarchy. This did
not provide much for upward communication or freedom of action at workplace.
Also, control strategies dampen individual initiative and motivation. Qver the years,
the changes in the composition and profile of work force have been accompanied by
changes in their expectations and attitudes which prompted certain resentment with
traditional control systems. '

Simultancously, the revolutionary changes in the wake of rapid advances in
technologics and growing competition on global busis made it imperative to
restructure orginisations accommodating the need to gencrate commitment based
on consensus 1o achicve superior levels of performance. Jobs are being re-designed
mare broadly thun before combining planning with implementation, reduction in
hierarchical levels and emphasising lateral coordination based on shared poals and
expertise rather than influence linked with formal positions. The aspects of '
traditional control strategies and the direction of their change as transition oceurs o
strategies based on commitment and control have been listed in Table 5. While such
transition gave way 10 the evolution of several new approaches and techniques in
organisalion and management systems like job enrichment scnsitivity training,
management by objectives, quality circles, etc. mere coordination did not prove to
be of lasting value if the underlying philosophical change did not occur in
management style and practice. In today's context and while reckoning the future of
organisstions, such transition in management style is considered not merely an
aconomic necessity but an imperative guided by the need to change a host of policies

and practices shaping and expediting its pace.

Table § : Work Force Stralegles

Contrul

Tronsltional

Commitment

Job design
principles

Individual allention

. limited 10 performing

individual job,

Joh design deskills and

. fragments work and

separates doing and
thinking,.

Accounability focused

on [ndividual.

Fixed job delinitian.

Scope of individual
respansibility extended to
upgrading system
perlarmance, vie parti-

. cipative problem-solving

groups in QWL, El. and
quality circle programs,

Mo change in traditional
job design or
accountabilily-

Individual responsibility
cxtended to upgrading
system performance.

Job design enhances content
of work, cmphasises whole
task; and combines doing
and thioking.

Frequent use of tcams as
basic accountable unit.

Flexible definition of dulies,
contingent on changing
conditions.

Performance
expeciations

Measurcd standards define
minimum performance.
Stabillty seen ns desirable.

Emphasis pleced on higher;
“'stretch objectives,” which
tend to be dynamic and

orlanted to the merketplsce

Management |
organisation

struclure,
systems, and
-style

Structure tends 10 be

layered, with top-down

controls,

Mo basic changes in
approaches to structure,
control, or authorty.

Flat organlsatlon structure
wilh mutual influence
systems.
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Control

Trensitional

Commitmeni

Coordination and control
rely on rules and
procedures.

More emphasis on
prerogatives and
positional authorily.

Status symbols

.distributed to

reinforee hierarchy.

Coordination and control
based more on sharéd goals,
values, and traditions.

Management cmphasis on
problem solving and relevant

" information and cxpertise,

A Tew visible symbols
change.

Minimum stalus differentials
1o de-cmphasize inherant
hierarchy.

L]
Compensation

Variablc pay where

Typically no basic

Variable rewards 1o create
equity and 1o reinforce

on commaon fale.

v

policies feasible to provide changes in compensalion
individual incentive. concepls. group achicvements: gain
sharing, profit sharing.
Individual pay geared 10 Individual poy linked 10
job gvaluation. skills and mastery.
In downium, cuts Equality vf sucrifice Equality of sacrifice.
concentrated on hourly among employes groups.
payroil,
Employmen? Employees regarded as Assurances that Assurances that
assurances variable costs. participaticn will not panticipalion will not result
result in loss of job. in loss of job.
ExlIra effont 10 avoid High commitment to avoid
layoffs. or assist in reemployment.
. Priority for training end
relairing existing work force.
Employes Employee input allowed Addition of limited, ad Emgployee p:micip'alinn
voice ‘on relatively narrow hoc consuliation encouraged on wide range
policics agenda. Auendant risks mechanisms. No change of issues. Autendant benefits
: emphasised. Methods in corporatc governance,  cmphasised. New concepls
inciude open-door policy, aof corporale governance.
attitude surveys. grisvance .
procedures, and collective
bargaining in some
organitations.
Business informalion Addilienal sharing of Business data shared widely.
distributed on strictly information.
| delined "need to know"
basis.
Labor- Adversarial labor Thawing of adversarial Mutuality in labaor relations;
manegement relations; erphasis on attiudes; joint sponsorship  joint planning and problem
relalions interest conflict. of OWL or El; emphasis  solving on expanded agenda.

Unions, management, and
workers redefine their
respective Toles,

-

Same Dimensions of
Cirgantsatlimal Design
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_ Source ¢ Richard E. Walton, 1985. From conirol, 1o commitment in 1he work piace, Harvard \Business

Review, March-April 1985.

Achvlly D

Examine the kmd of work force strategies being used in your organisation w:thm the
'framcwork of. the typo]ogy presentedin Table 5. Discuss how you percewe the"
‘mﬂucnca of thcsc strategies, what changes you would sce occuring in your
-orgamsanpn and why?.
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3.7 SUMMARY

-

We considered five critical dimensions of crganisational design. They are:
Environment, Technology, Size, Ownership and Social Change and Human

Aspects. Environment, technology and people are observed to ke closely
interrelated and the strategic choices concerning structure should seek to strike a
balance with these three aspects. Increase in uncertainty, rapid pace in technological
change and aspects of social change seém to make similar demands on structural
options and warrant a movement away from traditional control systems to those
based on consénsus and control. The implications of increase in slze of operations
also point to the need for democratisation. Ownership as'a criterion is found to be of
less relevance, particularly in form, than in substance.

3.8 SELF-ASSESSMENT TEST

1 Disgugs the changing nature of organisational and the implicatidns for
organisational design.

2 Review the effects.of environment and technology on organisation.

3 Comment on the future of organisation design.

3.9 FURTHER READINGS

Johni Child, 1984, Organisation : A Guide to Problems and Practice, London,
Harper & Row. ’ .

Marriam Jelinek, Joseph A Litterer and Raymond E Miles, 1986. Organisations by B

Design, Texas, Business Publications.

Jay M Shafritz and J Steven Ott, 1987. Classics.of Organisation Theory, The Dorsey
Press, Chicago, '

Rosemery Stewart, 1970, The Reality of Organisations, Fan Books, London.
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UNIT 4 SOME BASIC ORGANISATION
DESIGN AND RESTRUCTURING

STRATEGIES

Objectives

‘After reading this unit you should be able to understand:

¢ basic parts of the structure of an organisation;
® the relationship between strategy and structure and
® structural concomitants of organisation change and.development.

Structure

4.1 Introduction

- 4.2 The Five Basic Parts of an Organisation

. 4.3 Strategy and Structure -

‘4.4 The shape of an organisation: The Design Process
4.5 Restructuring Strategies

4,6 Summary

4.7 Self-assessment Test

4.8 Further Readings
Appendix 1 Organisation Redesign: A Case Study of ONGC

4.1 INTRODUCTION:

Organisations develop over a period. They cannot stand still even if they seek to
maintain status quo. Their key problem concerns what constitutes an appropriate
_strategy and a supportive structure,

Whatever be the strategy and structure; every organisation has certain basic parts
made up of peoplc who perform, supervise and plan besides those who render
support services and technical advice. The building of the initial structure of an
 organisation could be based on societal conditions and industry characteristics
prevailing at that time and the personality of the founder (entrepreneur). In some
sectors such as agriculture and retail trade, for instance, one stili finds use of unpaid
“family labour, But modern industriés/institutions have increasingly tended towards
_ bureaucratic structures which themselves are getting modified with the passage of -

time and changes in environment, size, technology and population. New
‘organisation structures are creared either by existing organisations or by individuals
who create new organisations. Experience shows that personal vision, beliefs and
Ppreferences of entrepreneurs on matters such as delegation determine the shape of
an organisation at the time of its foundation and also over time. The shape changes
depending on the nature of issues in integration and control. Ageing and growth
lead to complexity and.uncertainty and turbulence'in environment (including
lcchnology) and provide impetus to reshape or restructure organisations. Discovery
of doing things i in a better way or dissatisfaction with the existing structure may
provide occasions ‘and opportunity to come up with new strategies and structures.
Organisations of the future are likely to emphasise on innovation, As sich, the
design compone; ts of an innovative organisation also merit consideration here.

4.2 THE FIVE BASIC PARTS OF AN ORGANISATION

Irj the simplest organisation say, a 'pan shop’, the operator, i.€. the ‘pan wala’ is

laFgely self-sufficient and does all aspects of work by himself. He is the entrepreneur, © -
manager and labourer. As his business grows, he might appoint one or two persons -
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1o a. ..i him, The orgunisation relies on mutual adjustment Io coordinate the work
With further growth, in this or any other organisatjon, more labour is engaged and
work is divided among the labour or 'operators’ who do the basic work. Then the |
need for direct supervision will be felt. We thus have 1wo sets of labour in the
structure : those who do the work {operators) and those who supervise (manager) it.
And, as the organisation develops further, more supervisors or managers are added
- not only those to supervise labour, but also those to supervise the supervisors..elc
An administrative biecarchy is thus “uilt,

When the organisation grows in size and number of levels, it seeks to standardise the
wark of labour and supervision. The responsibility for much of this standardisation
falls on a third group, who may be referred to as analysts. Some, such as work study
analysts and industrial engineers have responsibility ro standardise work pracesses
while others, such as quality control engincers and accountants, planners, seek to
standardise outputs. A third set of specialists like personnel trainers seck to
standardise skills. The introduction of analysts brings a second kind of administracive
division of labour to the organisation, between those who do and who supervise the
work, and those who standardise it. Whereas in first case managers assumed
responsibility from the operators for some of the coprdination of their work by
substituting direct supervision for mutual adjustment, the analysts assume
responsibility from the managers (and the operators) by substituting standardisation
for direct supervision (and mutual adjustment). Earlier, some of the control over
work was removed from the manager as well, as the systems designed by the analysis
take increasing responsibility for coordination. The analyst “institutionalises' the
manager's job.

Stagewise Development

The process of organisation design is a dynamic one, yet most of the models and
concepts are static. Some of the'limitations of a static model can be overcome by
focussing on the stagewise process of the development of organisations and the
management of transitions frem one stage (o another.

Galbraith (1982) studied a number of high technotogy start — ups and found that all
went through five identifiable stages: Proof of principal photo type, Model shop,
start up volume production, Natural growth and stage maneuvering. These ventures
characteristically begin as small, homogeneous, innovative garage-shop
organisations. At this siage a formal structure would inhibit progress. Later.
significant capital is invested, and the transition is made to an operating organisation.
Now structure is necessary for progress. For each of these stages, there is a different
task and hence a different fit between all the organisational elements.

The stage-wise process has been described as consisting of stages of evolution, each
followed by a revelution and then a new stage, e.g., almost down-stream companies
start as a single product, functional organisations and later become multipraduct
profit centres. This change need not be revolutionary. The disruption can be
minimised through organisation design. This is described below. As the number of
products increases, cross-functional teams can be used to start the process of
decentralisation and the creation of general managers. Information systems can be
established {o support the teams. ’

Product managers can-be the next step. Teams led by product managers can create
business plans used in the budgeting process. Next the assembly department and
engineering can be reorganised around products as volume builds. In this manner,’
the organisation can move step,by step over three to five years into the.profit-centre
form. '

Developing this analysis further, Mintzberg conceptually describes an organisation
as typically having five basic parts as shown in Fip. [,

The three parts of the organisation (i.e. the strategic apex, middle line and the operating
core) are shown in a sequence indicating a single line of hierarchical authority. Thts refers
10 the functional authority structure of the line managers in the literature on managment
{and orzanisation) the technostructure and support staff shown to the left and right
respectively of middle line. Mintzberg defines the concept of “staff” and makes a
distinction between technostructure and support staff. The support staff do net primarily
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advise, but have distinct funcuons to perform and decision to make. This becomes obvious
when we consider the activities in cafeteria, public relations or preparation. The
technostructure’s advisory role tantamounts, at times, to the power lo.decide; but only
power is outside the flow of formal line authority that oversees the operating core. Now
let us bricfly examine each of the few basic parts.

Figure I: The Five Basic Parts of Organizations

Slrategic
apcx

Middle line

Qperaling core

-

Source : Heary Mintzberg, 197%. The Structuring of organizations,
. . Englewood cliffs, New jersey, Prentice - Hall. '
v
fdapted from Henry Mintzberg, 197, The Structuring of Organisations, New Jersey, Prentice-Hall

(Mintzberg is one of 1he recent writers on organisation siruclures and the nature of managerial work.
The ideas dlscu55cd in this seclion are based on his work). )

The Operating core consists of those who pcrform the basic work relating to
production or services. They secure inputs for production (eg: purchase of
materials), transform inpuis into outputs {eg. converting pulp into paper), distribute
the outputs or provide direcl services (ep. maintenance), Since other parts of the
organisation are meant to protect the operating core, standardisation is generally
attempted first at this level. But, how far this is possible depends on‘the nature of
work: assemblers in automaobile factories.and professors in universities are both

* operalors; yet the work of the former is far more standardised than that of the latter.

.- The operating core is at the heart of every organisation. But except in very small
© ones, orgamsauons need to develop administrative components comprising the
strateglc apex middle line and technostructure.

The Stmteglc Apex camprise people with overall responsibility for the organisation,
i.e. the board, chief executive and other top-level managers. They have the
responsibility 1o set goals, prepare plans and develop strategies to implement plans
and accomplish goals. They have to manage the relationship with environment. They

- also have to oversee the operations and provide direction and control. Work at this

level is more abstract and conceptual and involves less of routine to permit any -
standardisation. Mutual adjustment is the favoured mechanism for coordlnanon

among the managers of the strateglc apex.

The middle Line is the linking pin between the strategic apex and the operating core.
The chain runs from senior managers down to the first-lire supervisors.- The chain of

. authority could be scalar (single line from top to bottom or matrix with some

subordinates having to-teport to more than one superior).
An organisational hierarchy is built and a first-line supervisor is put in charge of a

. number of operators to-form a basic orgunisational unit, another manager is put in

charge of a number.of these units to form a higher level unit, and so on until all the
remaining,units can come under a single manager at the strateg:c apex {chief
executwc) to form the whole organisation.

Some Basic
Organisation Design and
Restructuring Strutegtes

-

[ ] ==y Py R

I

TR,

TR T

B Rl L Lk Lk L e—p—




Organtsationat Design

18

The most dramatic growth in recent years had been in the staff groups, both
rechnostructure and support staff, Jeading to great bulges at middle level in many
organisations. A typical list of positions in each Is shown in Fig. II.

Figure 11 : Some Members and Units of the Parts of the
Manufacturing Firm

Board of Directors

President
Exccutive .-President’s
Committet staff
Siralegic - 1":3:;1
planmng Vice Vice ‘
President President Public relations
controller ; i )
Operations marketing Indusirial relations
Personnel training Research and
Operations research . "development
Plant Regione! .
Production scheduling managers wales Pricing
w managers Paytoll
ork study Reception
Technocratic Mailroom
A Distri .
clerical stalf Foremen . wu'l;'::l::gers Cafeteria
Purchasing machine Asiemblers Salespersons Snippers

agenis operstort

Source : Henry Mintzberg. 1979, The Structuring of orgapiulions.
Englewood cliffs, New jersey. Prentice - Hall.

The middle line assigns work down the hierarchy and obtains and gives feedback on
performance of concerned units reporting to a manager at each level. The middle
leve] also performs a number of activities to follow-up and jmplement decisions
made at top leve! and liaises and maintains relations with individuals/groups that
interface with his unit’department. In a way, a middle level manager has to function
like a chief executive in managing his own unit. The nature of job, however, changes
as the middle line descends in the chain of authority. The job becomes more detailed
and elaborated, less abstract and aggregated, more focused on the work flow itself.

The technostructure is made up of analysts whose job it is to control, stabilise and
standardise patterns of activity in the organisation. In a fully developed organisation,
the technostructure is at work at all levels of the hierarchy, At the lowest levels of

. the manufacturing, analysts standardise the operating work flow in scheduling

production; carrying out time-and-method studies, and in studying systems of quality
contral. At middle levels, they seek to standardise intellectual work (e.g. training;
research studies on operations, attitudes, etc). At the strategic apex level, they aid
top management in designing strategic planning and control systems., '

Support staff are engaged in large organisations to encompass more and more-
boundary activities (such as running industrial canteen or hospital) in order to
reduce uncentainty, to control its own affairs, The support units also can be found at
various levels of hierarchy. For example, legal counsel and public relations support -
at apex level and research and development units etc. support decisions at middle

level.
Design Parameters

To makethe organisati
formal‘and semiformal
coordinate work activiti hoice ar
determine the structure of the organisation.

ons establish firm patterns of behaviour,.organjs'aﬁons use
methods, called design parameters; 10 d}ﬁerenuate and
es. The choice and configuration of design parameters
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The ‘design of positions’ is the first category of decisions concerning the organisation
structure, Job positions are designed by ‘job specialisation’, ‘behavibur
formalisation’, and ‘training’ and ‘indoctrination’.

‘Job specialisation’ reflects the division of labour (the number of tasks assigned to a
worker) and the worker's control aver the assigned tasks,

The other way of designing positions is through ‘behaviour formalisation’.
Behaviour is regulated by the standardisation of work content. This regulation will
result in formalisation of the job, formalisation of the work flow or formalisation by

- rules and reguiations. .
Bureaucratic organisations rely primarily on standardisation. Organic organisations
have little standardisation. Behaviour formalisation is most common in the operating
core, making it bureaucratic. The strategic apex tends to have an organic structure.
As work progresses down the hicrarchy, it usually becomes more formalised.
Organisations use behaviour formalisation to reduce variability performance.

Arnother method of designing positions is through ‘training and indoctrination’.
Training is 8 major design parameter for the operating core, the technostructure,
_ and for staff units. Indoctrination is the major approach at the strategic apex and
. middle line portions of the organisation. -

-The second type of design parameters is the ‘design of the superslructﬁrc'. Unit
grouping and Unit size are included in this category. :

‘Unit grouping’ is the basic.means of clustering positions to coordinate work. It
establishes a system of common supervision among positions and units, requires the
sharing of common resources, creates common measures of performance and

encourages mutual adjustment.

Units can be grouped-on the bases of knowledge, output, client and work process,

but the fundamental grouping bases are function and product. Functional grouping is
. concerned with the work process and scale interdependencies. ‘Unit grouping’ by
~ product is more flexible, less bureaucratic, has fewer cconomies of scales and is less
efficient, Functional grouping is more common at the lower levels of the
. organisation, particularly in the operating core, while unit grouping by product’
oceurs more often at higher levels. , S
Another way of structuring the entire organisation is the "unit size’, or the number of
positions contained in a single unit. In general, the larger the unit size the greater
the use of standardisation for coordination. The greater the reliance on mutugl
adjustment'as a coordinating mechanism, the smaller the size of the work unit.

The.redesign of the superstructure is possible by two ways. First, if the organisation's

goals and missions change, structural redesign is initiated from the top downward.

. Second, if the technical system of the operating core changes, the redesign proceeds

fromithe bottom up. .

The third design pardmeter is the ‘design of lateral linkages”, This is possible by
‘planning and control systems’ and ‘liaision devices’. o
The purpose of ‘planning and control systems’ is to standardize outpl.it}. Actlon
planning specifies the desired results of specific activities. Action planning occurs
before the activity is undertaken, Work-flow interdependencies often require actlon
planning. _
Another way to design lateral linkages is ‘liaison devices'. For e.g.; the design
engineer who moves between te development lab and the preproduction engineering
group. .
Lieison devices encourage, informality and more liaison devices, the smaller the
unit. When work is horizontally specialised, complex and highly interdependent,
linison devices are necessary. They are well suited for work at the middle levels of
the organisation. : ' . :
The 'design of the decision making system’ or vertical and horizontal decentralisation

" is the last category of design parameters, Centralised system gives the decision
making power toone or a few persons near the top of the organisation.
Decentralisation desperses authority to make decisions among many organisation

members at lower levels,

Some Basle
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_ adoption of courses of action and the allocation of resources necessary for carrying

Centrausation may be related to other design parameters. Behaviour formalisation
often exists when there is centralisation. Training and indoctrination lead to
decentralisation. Liaison devices are used in.decentralised organisations; planning
and control systems are preferred in centralised organisations.

Mintzberg hypothesises that “effective structuring requires a consistency among the

design parameters and contingency factors™. The design contingency factors are age,
size of the organisation, the technical production system, enviroiment and the

organisation’s power system.

Activity A '
Fill the five basic parts in Fig.1 with the ypical job tit‘l,e.s.in your organisation.
b
L
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Activity B

Examine the interrelationship between and among the five parts described above.
Study the functions/activities which pedple in various positions in each part perform.
Consider whether any of them are becoming/made redundant and if so, why?
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4.3 STRATEGY AND STRUCTURE

Alfred Chandler observes that structure follows st-rategy. He defines strategy as the
determination of the basic long term goals and objectives of an enterprise, and the

out the goals. Structure is defined as the design of organisation through which the
enterprise is established. The design has two aspects viz., the line of authority and
the flow of communication.

Expansion of volume, geographical dispension, vertical integration, product

diversification, etc. add to the research and activities, and increase complexities

requiring new structures. Changes in strategy are often called in response to

emerging opportunities and problems, also changes in people, technology and

environment. Though structure follows strategy, often there are problems and - -
delays in developing new organisation structure to meet new strategies.




Preoccupation with present routing or perceived threat to power and position and Some Basle
resulting insecurity may lead to a situation where managers may try to continue with ?!rsﬂﬂba_l.iﬂin Dsfslgn n:n!
old structures even after a change in strategy. estructuring Strategles

Alfred Chandler notes that a new strategy requires a new or at least refashioned
structure if the enlarged ente:prise has to be operated efficiently, The failure to
develop a new internal structure, like the failure to respond to new external
opportunities and needs, may be a consequence of over- concentration on
operational activities by the executives responsible for the destiny of their
enterprises, or from their inability, because of past training and education and
present position, to develop an entrepreneurial cutlook.

One important corollary to this proposition is that growth without structural
adjustment can lead only to economic inefficiency. Unless new structures are
developed to meet new administrative needs which result from an expansion of a
firm's activities into new areas, functions, or product lines, the technological, ‘
financial, and personnel econoniies of growth and size cannot be realized. Nor can
the enlarged resources be employed as profitably as they otherwise might be.
Without administrative offices and structure, the individual units within the
enterprise (the field units, the departments, and the divisions) could undoubtedly

+ operate as efficiently or even more 50 (in terms of cost per unit and volume of
output per worker) as independent units than if they were part of a larger enterprise.
Whenever the executives responsible for the firm'fail to create the offices and
structure necessary to bring together effectively the several administrative offices
into-a unified whole, they fail to carry out one of their basic roles.

Chandler’s analysis focusses on four American “giants”, General Motors, Sears, Du
Pont and Standard Qil of New Jersey during the carly part of the 20th century, Prior
to the 1920's, these firms tended to operale with a tightly centralised structure
composed of departments arranged along functional lines; that is, seperate groups
concerned with manufacturing, sales, finance, and so on for the total corporation,
Each firm sought to diversify for different reasons. General Motors sought to’
blanket the entire automoebile market with the various lines it had acquired. Sears
wanted to become a nationwide operator of retail establishments as well as a
nationwide catalogue distributor. Du Pont wanted to diversify its product line into a
‘broad range of chemical products so that it would be less dependent on military and
government contracts. Standard Oil wanted to both expand its operations
geographically and extend its product lines.

As Chandler’s history demonstrates, not only did each of these organisations choose
to pursue a related market strategy, but each of them also found its chosen strategy
constrained by its existing structure arid processes. New products and riew areas of

" operation tended to overload centralised decision-making systems and to confound
coordination mechanisms among the large, specialised departments. The new
divisionalised structure, which focused coordinated resources on a given product or
region, emerged over time in each firm as a responsc to existing system failures, but
the process was slow (taking over 10 years in Sears) and frequéntly costly.

Power and Politics mav nlay a crucial role during a period of strategic change.
Resources, succession routes, and dominant functions are all up for grabs at such a
time, For this reason, active management is important to ensure a smooth transition,

Thompson finds that there is inherent conflict between the “closed system’" and

.. “‘open system™ models end their apparent limitations in application. He finds that
closed system does not accommodate environmental influences and open-system
overemphasises adaptablity to the neglect of more controllable slements,

Thompson seeks some medns of building upon these concepts while holding
rationality as a criteria. For instance, he finds that “if the closed-system aspects of
Organisations are seen most clearly at the technical level, and the open-system
qualities appear most vividly at the institutional level, it would suggest that a
significant function of the managerial level is to mediate between the two extremes
and the emphasis they exhibit. He feels that the organisation will attempt- to isolate
its “‘technical core” as much as possible from the uncertainties generated by this
interaction with-the-environment: - et S

Uncertainties may arise from either the technology or the environment as there are 21
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substantial numbers of variations observable in both categories. Organisations will
also differ in their methods of coping with these different combinations, The thrce

Tlevels (technical, managerial and institutional) are interdependent, as such

organisational differences in coping with uncertainty of various types will also create
differences in these levels across organisations as efforts are made to reduce

uncertainty.

Organisational rationality involves three major component activities: (i) input
activities (ii) technalogical activities (iif) output activities. Since they are
interdependent, organisational rationality requires that they be appropriately geared
t0 one another. The inputs acquired must be within the scope of the technology, and
it must be within the capacity of the organisation to dispose of the technological
production. '

Given this interdependence, it is obvious that the input and output activities require
an open-system and do have effect on the closed-system logic of the technology.
Because of this interdependence, the technological core of the closed-system cannect
be completely sealed off. Therefore, organisations will seek to minimize the
influences of the enviornment through such techniques as buffering, leveling,
forecasting and rationing. The elements within the environment which influence on
organisational action can be classified as "“constraints” and *‘contingencies”.
Constraints are those fixed conditions which an organisation cannot control.
Contingencies are those factors which may or may not vary but are fiot subject to the
arbitrary control of the ofganisation. Organisational rationality is a combination of
constraints, contingencies and the controllable variables. -

Thompson states that each organisation will have a unique set of input and output
relationships depending on the environment which it encounters and operates
within. “Which individuals, which other organisations and which aggregates
constitute the task enviconment for a particular organisation is determined by the
requirements of the technology, the boundaries of the domain, and the composition

of the larger enviornment™,

In addition to dealing with contingencies through developing strategies for
interaction with the clements of the task enviornmient, Thompson argues that
organisations may 2lso be able to remove or reduce those contingencies through
organisational design. Since the domain of an organisation is influenced by
technology, the population being served and the services being rendered, a

" substantial change in organisational design would involve a modification might be

achieved include vertical integration (uspecially with long linked technologies),
increases in the size of the populations being served (as in mediating technologies),
and incorporating the object or the client into the organisation (as in the case of
intensive technologies). Not all of these alternatives are viable for an organisation at
any one time since orgarnisations may be constrained by capital requirements, the
ability of the market to absorb additional production. Output, and/or [egal |
restriction, to mention only a few. Thompson argues that the direction of growth will
“'not be random but will be guided by the nature of the technology and the task
environment consequently, if organisations vary in design, they must also vary in

structure.

The major components of a complex organisation are determined by the design of
1hat organisation. Invariably these major components are further segmented, or
departmentalised, and connections are established within and between departments.

Thus Thompson concludes that the fundamental problem faced by complex
organisations is coping witn uncertainty. Coping with uncertainty is therefore the
essence of the administrative process. The sources of uncertainty for an organisation
arise from three areas, two are external to the organisation and one is internal.
“External uncertainties stems from (i) ‘generalised uncertainty’ or lack of
causefeffectunderstanding of the culture at large, and (i) contingency, in which the
outcomes of organisation action are in part determined by the actions of elements of
the enviornment”. The third source of unceriainty is internal; the ‘interdependence
of components'. These uncertainties are resolved by solving the first type .
(gencralised uncertainty), provides a patlern against which organisational actton can

be ordered. Solution of the second type (contingency) affords organisational

freedom 1o so order the action against the pattern. Solution of the third.
(interdependence of components) results in the actual ordering of action to fit the

pattern.
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The Shape of the Organisation and the Design Process - i

We have considered earlier (Block-2, Unit-3) aspects relating to the shape of an .
organisation: tall (several levels and narrow spans) or flat (few levels and wide
spans) desiga or function, product or matrix structures. The focus in organisation
design is on tlic outcome, effect, or result of the design action. The design itself is
influenced by a number of critical variables such as size, technology, environment,
social changes, etc. The design process involves both science and art. The
organisation design does not evolve purely by principles alone. The circumstancs of
the organisation and the whims and fancies of the entrepreneur (chief executive also

influence the shape of an organisation). As in most other decision-areas in
management here also, often there is a trade off between conflicting considerations
and goals. Therefore, Herbert Simon suggests that as an alternative to the principles
of design, we must attempt to understand the decision-making and communication
processes which produce the effect. Human beings' potential for creative prodlem
solving being varied and infinite, there is no finality about the appropriateness of a

given structure for all time and all circumstances.

The starting point in setting the design process into action could be to follow the
7-step sequence suggested by Allen: - '

1 Identify the major-objectives of the firm and derive the primary line functions
needed to accomplish the objectives - - }
2 Organise from the top down by establishing a scalar chain of authority and
responsibility .
Organise from the bottomn up by integrating the activities of each function

Decide what management positions are needed for each activity

Identify positions in group related work

Check groupings to ensure balance in the distribution of resources

- oo B W

Check whether spans of control are appropriate

Peter Drucker provides fresh perspective and comes out with a four step sequence
on following:

1 Determine desired results

2 Determine key result areas

3 Determine when activities could be integrated and when should be kept separate
4 - .

Assign appropriaté coordinative responsibility and authority

rQrganisation design thus requires that careful attention be given to three levels of
problems and issues:

1 Mission should be consistent with environment
2 Structure and process should be consistent with Mission

3 Individual problem solving should facilitate structure and process.

Restructuring Strategies
Organisation design forms a key clement
organisation takes into account the structural concomitants of changes in the text
and context of an organisation. An organisation must seek to retain the advantages

of small organisation even when it grows in size and complexity. The design

objective is disaggregation of a total organisation within the framework of the need

and possibility for integration and control.

There are several common features typifying the
organisations. These include:

of organisation development when an
structural development of

—increase in specialisation and the level of internal differentiation in roles,
- functions, divisions. etc .

. Some Buslc
Organisation Design und
Restructuring Strateyics
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e higher skills and multiplicity of ogcupations -

® increased use of formal systems and procedures

e shifting emphasis from hierarchical to Jateral commumications’
. gréatcr buige at middle level, particularly in technostructure and support services

e ' greater increase in the number of people who supervise coordinate activities than

those who perform basic tasks

K gr(;wing emphasis on delegation and decentralisation

The key question, however, concerns the precise nature of relationship or the fit

between specific developmental strategies and particular organisation structises.

Much of the research and literature fails to conclusively throw light on the
interdependencies in the possible effects on structure of mulitiple concorricunts of

organisational development.

The available evidence, nevertheless points to a certain pattern in the relationship -

between sirategies of organisation development and structure. The four strategies,

of course, are not mutually exclisive. The choices and pdmbinations depend on
circumstances. Growth is possible through increase in volume of operations or
through acquisition. Both need différent approaches. The implications of
.diversification vary depending on market shares, technological synergy, Government

regulation, management philosophy, etc. Increases.in e
one organisation through simple O & M studies a
only option is product innovation. All growing organisations face problems of the

fficiency may be possible in
nd automation while in others the

type described earlierdn this section. Retaining flexibility in organisation in the face
of growing complexity poses tremendous burden on flow of authority and
communication. The familiar model of bureaucracy needs to be. modified. The

improvement of vertical information systems and lateral relati

overheads, support staff and communication. The problem of elongation of

organisational hierarchies and the consequencies thereof ma
policiés aimed at increasing spans of control and delegation.

shift emphasis from activities to results.

Activity C

“Take the case of your or any other organisation that you are familiar with. Identify

the strategy being adopted for its development and examine whether the
corresponding structural changes are taking place. Try to be analytical in your

observations.

Table.1: Summary of relationships bétween straegies of organitational developtnent and structure

ofiship imply increase

y have to be tackled by
Control systemns should

Stractural changes that are often aemmed

Strategies of organleational ;
development to be oulcomes
Organisational grdwlh Increased vertical differentiation—-
Growth in slze per se lengthening hierarchics . .
.Growing number of jobs and departments—
horizontal differentiation - - :
Rising formalisstion - -
Increased delegation - -
Possible economies in administration, offset
-by fising problems of administering complexity
Growth via Increased specialisation of skills
and functions ’

diversification

Divisionalisation of msjor subunits

Rising formatisation especially of planning
and resource-altocation procedures .
Increased delegation )
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Techpologicel development Growth of specialised professional staff - " Some Busic

Increased specialisation of skills and functions Organtsatlon Deslgn and
Orther structural concomitants depend oo Restructuring Strategles
Ve the type of technology employed
Acquiring a se- ure domain Establishment of new roles especially
“through noncompetitive 1o manage relationships with other

means—especially joint organisations

programs Increased delegation
More active internal communications via
lateral refationships

Improving managerial Depends on methods adopted, but usually

tzchniques with B view axsociated with

to enhanciog flexibility Establishment of new specialised roles o

service vertical information systems—for
cxample, computer-based systems—-or to
promnote lateral coordination

More active internal communication via
lateral relationships

Increased delegation.

Soarce : John Child end Alfred Kieser, 1981. Development of organisations over time, in Paul ¢ Nystorm
and William H. Storbuck (Eds.), Handbook of Organisational Design (Velume 1}, London,

Oxford University Press.

4.6 SUMMARY

We have cbnsidered Henry Mintzberg’s conceptualisation 2bout the five basic parts
of an organisation and examined the role of each part. We have altempted to grasp
the rationale behind Alfred Chandler’s obscrvation that structure follows strategy.
We have noted the steps in the design process and observed that the shape of an
organisation does not depend merely on principles because the design process is
both a science and an art and the outcome is contingent on a host of variables. The
.restructuring sirategies have to be appropriate to the development strategies. For
clearer understanding of the issue involved, a case study ori organisation redesign in
Oil and Natural Gas Commission {ONGC) is appended to this unit.

4.7 SELF-ASSESSMENT TEST

1 What are the Five basic Parts of an.Organisation?

2 Do principles alone determine the shape. of an organisation? Substantiate your
arguments with ¢xamples that are familiar to you.

4.8 FURTHER READINGS

" Louis Allen, 1958. Managemeni and Organisations, New York: McGraw-Hill Inc.,
pp.72-77.
A Chandler, 1962. Strategy and Structure: Chaprer.s in the History of the Industrial
Enterprise, Cambridge, M.I.T. Press.
John Child, 1984, Organisation, London, Harper & Row.
Jay & Galbraith, 1977, Organisation Design, Reading, Mass: Addison-Wesley.
'Henry Mintzberg, 1979. The Structuring of Organisations, Englewood Cliffs;
New I ersey, Prentice-Hall.

Paul C Nystrom and WIﬂl&m H Starbuck, 1981. Handbook of Organisation Design
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Edwin A. Gerloff, 1985. Organsational Theory and Design, Mc-Graw-Hill.

APPENDIX 1: ORGANISATION REDESIGN: A CASE -
STUDY OF OIL AND NATURAL GAS
COMMISSION (ONGC)

I Introduction

ONGC is a complex organisation employing experts in about 26 disciplines and
spread over the entire country with numerous regional headquraters, project offices
and sub-offices. Intra-zonal, zonal-headquartéfs, intra-project, project-zonal
communications would themselves aild to a very formidabale number. If
inter-disciplinary and intra-project communications are also taken into account, the
number would be appéaring to be almost unmanageable. The complexity would
grow further, as the anticipated growth takes place.

In 1982, ONGC decided to redesign its organisation with a view to overcoming the
various barriers {o creating an achieving environment. A number of measures were
initiated to ensure wide acceptability to their efforts, Not only basic framework was
‘proposed and circulated, but a'number of meetings at different levels were held to
discuss various points of view and the main framework was suitably amended .
without sacrificing the main features. ONGC also appointed consultants for
"presenting a detailed scheme for implementing the basic framework of organisational
re-design. The consultants, through their wide discussions from the top to the lowest
level and by collecting and analysing detailed data contributed to refining the basic
organisational design model and giving recommendations for a phased -
implementation of the new organisational design. Marginal changes in the . '
organisation design were suggested on the following lines to substantially improve -
working of ONGC. : ’

#__I_I_Or_gahisational Redesign—Major Thrust

The main concepts of the finally accepted\prganisaﬁoua.l design were:

o Creation of a functional organisation with emphasis on functions rather than
projects/products. ’

¢ Developing an effective co-ordination mechanism.
e Optimal spans of control and levels of management.

¢ Commercial transactions and profitability orientation.

Among others, the organisation design also emphasised:
e flexibility to borrow technology, if necessary;
® urgent need for improving the quality of equipment;"
& importance of quality assurance; ’ \
# importance of human resource dw-elopment, providing oﬁportuhities for growth,

Adapted from Y.P. Kedia, organisation Development 2t ONGC: A Caze Smdy, f&bhigynﬂ. Spring 1985,

pp. 97-107. . o
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IIT Functional Organisation in Enhancing Profitability Organisation 'l’;'e:;n“;*l'; :

Restructuring Strategles
Existing Organlsatlonal Features

The organisation at the project and the regional level was already structured
according to various functions, but there was a tendency to revert to a “MATRIX”
type of organisation in which various functions were brought under the control of
one Project Manager Co-ordinator for various activities like the project itself, deep
hole drilling, work-over-rig operations, surveys ctc.

Basically, the matrix organisation is supposed to cut across the subgroup goals and
emphasize the acheving of organisational goals. But, finally in the long run, the
sub-group goals must be efficiently achieved, otherwise the organisational goals
themselves are likely to'be jeopardised. Moreover, the cost of achieving the project
goals through-this type of co-nrdmatlon alone are progressively increasing and it was
also becoming dlfﬁcult to mamtam the resources in a fit condition.
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Main thrust of the reorganisation
The fuuc_t.iona'[ organisation has been recommended with main thrust on:
® re-siructuring of various gi'oﬁps on a functional basis;
& complete involvement of the groups in their functions;
" » complete support to these functions at all levels;
¢ enhancement of specialisation;
simultaneous attentjon to individual, group and organisational objectives.

Changes at the Commlsgjon Level ;

) As a first step the membarship of the Commission itself was reorganised. Before the
+ organisational change, the six full time members of the Commissien were holding

responsibilities as under: . '
¢ Off-shore drilling

¢ On-shore drilling

¢ Exploration
® Materials
¢ Finance

® Personnel

In the revised order, the responsibility of the six members would be:

TSI TR T I S e

¢ Exploration

RS

® Drilling
® Technical
® (Operating

s

& Fipance

® Personnel

-

Out of these, Exploration, Drilling, Technical and Operations have been reoogrﬁscd
as Business groups and Finance and Personnel as Service groups. The main thrust of
the proposed change at the Commission Icve{ would be to recognise the importance
of all functions, For the first time, a Member has been proposed to be the in-charge
of the Technical Services, highlighting the importance of the Technicall.ﬁervices also

in the future plan of the Commission.

Drilling operations, both off-shore and on-shore, have-been placed under the control
of one Member, to enable full and timely exploitation of the sub-service geology in
‘each basin, the same extendmg from on-l.me to off-shore, the problems of drilling

being common.
27
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Funcional Reorganisution at other levels:

“The various functional groupings were then idenilficd as Independent groupé, whizh
were also to act as Profit centees later and the same were placed under different

members as foilows:
® Geology and Physics under Member (Exploration)

e Chemistry and Drilling under Member (Drilling)

& Mechanical Engineeﬁng. Civil Engineoriilg, Electrical and Electronics, including
Communications; Instrumentation, Auto Majntenante, Machine and Plant’

Maintenance under Member (Technical)
e Construction Engineering, Operating and Marketing under Member (Operation)

These functional group were required to act as contractors providing specialised
services to the different groups requiring their services on purely commercial basis.
For example, when a drilling has been ordered; Drilling Group would be a .
contractor to the Operating Group and the various service groups, like Mechanical
Engineering, Civil Engingering, Chemistry etc., would provide services on contract
basis to the Drilling Group. This orientation for providing servicesona
contract basis would naturally lead to a commercial bias in the working of the
various groups, whereas, at present, these groups are operating with staff provided
according to the norms and with an ever increasing demanid for the same. In the
contract type of working, the emphasis would be to finish the job with the minimum
cost once the contract price has been fixed. Apart from profitability, this is likely to
develop the entrepreneurship amongst the various groups who are likely to organise

themselves more efficiently.

Reducing the Operating levels

A very significant step in the functional organisation was to elminate the project
level. At present, after the Commission level there are regional headquarters and -
the project headquarters for each project and then working sites. In the revised
organisation, the project level has been eliminated and the regional headquarters
will be combined into one zonal headquarter for each zone. :

" Reducing one tevel by itself leads to many advantages in terms of better
communication, lesser staff requirement,

_ bétter grouping of specialised services etc.
However, the advantages of this step are of far reaching importance, in as much as

this step does away with the matrix type of organisation and places high confidence

in the working of the functional groups at the site and on their ability to co-ordinate
amongst themselves to complet= the specific tasks. It does not require the Project
Manager to hold lengthy co-ordina...'n meetings with a view to sorting out
inter-disciplinary problems, but places ..*~v® emphasis on better initial planning of °
resources and personnel for site operations and then teaving it to the site staff to
-accomplish the task in the most efficient manner. The very thought of recognising
the importance of the site people would go a long way in creating an achieving
environment in ONGC.

IV Co-ordination Mechanism
Strategles for Better Co-ordination

Co-ordination, as a management function, does not have full support of the
management experts. Need for co-ordination arises when the basic management
functions, like planning organising, directing or controlling, are carried out .
inefficiently and midterm correction is required, Therefore, the following action
strategies have been agreed upon'to improve the inter-group co-ordination:

eImprovement in initial planning
e Attention to systems of communication
eStandardisation of work content, work output and information flows

1

¢ Creating foru ms for mutual adjystments.
li
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V Optimal Spans Of Control

Short Structure
The number of authority levels at different project sites ranges from 5 to 7 and by
indications the structures are tall.

It is intended to make the organisation flatter and never have more than five levels
of decision making. This does not conflict with the promotion policy as dependent
on the working structure, different levels in the organisation can be allotted for

similar tasks at the same level.

Span of Control

The spans of control at levels were to be very small. In some cases, a 1;1 span of
control was also noticed. Seeing the problems arising out of the shorter span of
control, there is now a decision to increase the span of control at the supervisory
level to be between 3 and 5 and chargeman/technician level between 8 and 15. In
specilic situations, the span of control can be made less like in designing.

Interdependency

The facilities and resources to be provided with varjous groups would depend upon
the inter-dependency ratio for that group. Inter-dependency for group, say A, has
"been defined as follows:

No. of groups on which A is dependent
No. of groups which are dependent on A

Inter-dependency ratio of ‘A’ =

Those groups which have a low inter-dependency ratio have to be provided more
‘resources so that they can satisfy ithe number of groups which are dependent on
them, whereas those having a high inter-dependency ratio must be assured that the
grotips on which they are dependent would provide them quality and timely service.
The co-ordination mechanism involving such groups will also be stronger than the

others.

Tnira-Group Funclional Organisation

The various groups would also be encouraged to organise themsetves on a functional
basis rather than on a product basis. To-day, various groups like Auto Maintenance
Group and the Central Maintenance Workshop are organised on a product basis.
They would find the quality of workmanship improved if the organisation become a

funrtional one.

Y1 Commercial Transactions And Profitability Orientation

#roflt Centre Concept

Under this concept, all the groups/divisions/departments are first reorganised and
assigned-specific responsibilities. These departments are supposed to work as
‘independent units within the organisation and deal with the other groups on a
commercial basis. This means that they provide services 1o other groups/departments
and get paid for providing these services. In turn, they make use of the services of
the other departments and make payment for these services. The operating surplus, -
as reflected in the difference between the payments received and the payments made
for the services as well as for the costs incurred within the group, is a measure of the
I_pr_ofilability of the group :

Since, normally, there is a limit to the price which can be charged for the various
‘services rendered by the group, each department wili have to:

¥ take action to, minimise the cost of providing these services in order to generate a

« surplus; or
itilise its assets most optimally so as fo decrease the fixed cost per unit of service

‘endered.

The pre-requisites to working on Profit Centre Basis were identificd as following:

TR T
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# Identificatiu of Pront Centre groups
¢ Measurement of work

e Commercial transactious

. ® Sharing of profits

o Penalty Damages

¢ Common accounting system .

o Treatment of losses and profits -

However, the existing system is as following:

e Despite the motivation of profit sharing, the departmental heads are not very sure_

of motivating the staff to work for enhanced productivity and cost reduction.

e Itis difficult to measure the performance of many service groups and to fix the
rates for their services.

o Some departments are designed on a captive basis and if the consumption group
does not require their services, they willbe jdle.

¢ Comparison with market rate is unavoidable and, Elcing in public sector, this
comparison may put them in bad light.

® Sirong leadership is necessary tg'mékc the profit centre working successful.

“('i,use constraints are sought to be overcome, through sustained efforts in a phased
manner: ‘

& [ntra-group re-organisation;
& setting up adequate co-ordination mechanism;

e proper authority allocation;
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3) “Firms may not maximisc profil, but they do have a profit policy™. Discuss, bringing out

clearly the various facels of a profit-policy decision by a fian.

4) Bring out clearly your understanding of the following terms;

a)
b)
¢}
d)
c)
n
5) a)
b}
c)

Frictiona! prolit

Normaul profit

Monopoly profit

Net profit

Target Profit

Reported profit

Why should management be interested in profit data?
Why should management fimit its 1arget rate of profir ?

How can manasgement undertake planning and control of profil?

Profit Concepts and Analysis
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WORK ORGANISATION
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BLOCK 3 WORK ORGANISATION

There are multiple interlinkages among the work system, the ‘organisation’, the
individual and the society at large. It is necessary to look into the institution of work
and examine the nature of interlinkages between work and some aspects of socio-

cultural and psychological milieu.

Work system changes have wider implications for society as a whole because
improvement in quality of life in any society presupposes enhancement of quality of
working life. From unit 5 you will be able to know the conditions of work and how
to organise the work. unit 6 deals with new forms of work organisation with recent
illustrations and vuit 7 deals with quality of working life, and how important it is for

today's organisation.
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UNIT § ANALYSING AND OYRIGANISING

WORK

Objectives

After going through this unit, you must be able to :
e examine the traditional approaches for analysing and organising work.

s identify problems associated with work organisation based on traditional

principles, ) ) -
o cxamine the impact of traditional approaches on people and productivity.

. Structure

5.1
5.2
53

59
510
511
5.12

Introduction

Need for Qrganising Work

Traditional approaches to the organisation of work

Bureaucratic Organisation Theory

Scientific Management :

Traditional Principles of Organising work ‘ :
Problems Associated with work organisation Based on Traditional Principles
Implications of Traditional Approach

Summary

Self-assessment Test

Key words

Further readings

5.1

INTRODUCTION

Technological advancement has brought about far-reaching changes in the
-organisation and methods of work. Industrial reorganisation,,changing methods of
. production and economic difficulties have led workers to fear redundancy. At the
'same time growing numbers of workers, especially younger workers, are no longer
prepared to accept the organisation of work as inherited (rom the past. Their_
‘discoptent gets manifested in lack of interest of a large number of workers as regards
their wark or the conditions in which they perform it In the present unit we geek to
analyse this phenomenon and to outline the approaches adopted (in industry) ta_

obviate it.

52

NEED FOR ORGANISING WORK

A systematic attempt to design work was first made in the wake of emergence of
machine technology and mass production system immediately after industtial

revolution in Western Europe. Since then several experiments in this field have been .

carried out at differei:t times by different enterprises around the world. In India too,
as elsewhere, the need to bring about changes in the way work is orgenised has

arisen from the following socio-economic conditions :

: "
2)

3)

8

Organisations, today, are increasingly getting automated and using new
technology to attain the organisational objectives of increased efficiency. This
has had a corresponding effect on a greater specialisation, simplification,
standardisation and routinisation of a larger number of jobs.

Transfer of technology from & developed country to our own along with the.
associated organisation of work which may not fit with the prevailing socio-
cultura! framework of Indiz may have an adverse effect on the social structure
and system of values of the people. . ' :
Organisations have become larger and more bureaucratic in their functioning.
This has resulted in increased authoritarianism and inflexibility of management.

" Degisidén making is becoming more and more centralised.

Even as orgzﬁisations have continued to increase in size, became mechanistic,

and more task-oriented cte. the people working in the organisation are younger, -

highly skilled, better educated and therefore want to be invelved in decisions
affecting them and their work. They-are today’less willing to accept routin_e.
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monotonous work and look for opportunities to utilise and develop their
potentialities. Thus, it appears that the way most organisations function is in
conflict with the needs and expectations of the people working in them, This
failure to adequately match the needs of the organisation from an efficiency
point of view with the needs of employces on whom the organisation depends

are reflected in increased alienation, poor performance, absenteeism, disputes ete.

In view of such problems, it is believed, that ways of structuring jobs and managing

organisations that worked earlier may not work now, simply because the pedple who

work in such organisations will no longer put up with them. An important question
facing organisations, thus, relates to how they can achieve a fit betw :n persons and
their jobs so as to obtain both high work productivity and a high quality
organisational expezience for the people who work in them. The answer lies in the
way work is crganised and managed in organisations.

5.3 TRADITIONAL APPROACHES TO THE
ORGANISATION OF WORK

The traditional approach to the organisation of work has been one of rationalisation,
involving the specialisation and subdivision of tasks, the minimising and
standardising of skills and the development of methods of management prediction
and control,

The approach has a long history beginning from the writings of Adam Smith who in
the “Wealth of Nations™ had anatysed the division.of labour in a pin factory.

“One man draws out the wire, another straightens it, a third cuts it, a fourth
points it, a fifth grinds it at the top for receiving the head: to make the head
requires two or three distinct operations: to put it on is a peculiar business, to
whiten the pins is another; it is even 2 trade by itself to put them into a paper,
and the important business of making a pin is, in this manner, divided into
about eighteen distinct operations, which in some manufactories, are all
performed by distinct hands, though in others the same man will sometimes
perform two or three of them”, : '

Of all the principles of management expounded by the classical theorists, the
principle of ‘division of labour’ has the greatest implication for how the work is
designed in organisations. The principle specifies that maximum work efficiency will
be achieved il jobs are simplified and specialised to the greatest extent possible. In
other words, people in an organisation, be they workers or managers, will function
more efficiently if they perform the same specialised functions repeatedly rather than
spreading their cnergies on a number of complex tasks.

5.4 BUREAUCRATIC ORGANISATION THEORY

The impernance of the division of labour principle was also argued by Max Weber;
in his model of bureaucratic work organisation. According to him the bureaucratic
model of work organisation was the most efficient form of work organisation in’
which impersonality and rationality are developed to the highest degree.
Bureaucracy, in Weber's analyses, describes a form or design of work organisation
which assures predictability of the behaviour of individuals in'the organisation. To
achieve the maximum benefits of the form, Weber believed that certain design
strategies must be adopied, specifically:

1) All tasks necessary for the accomplishment of goals are divided into highly
specialised jobs. Similar argument in favour of the division of tabour principle
was pul forward, namely, thal job holders could become expert in their jobs and
could be held responsible for the effective performance of their duties.

2) Each task is performed according Lo a consistent system of abstract rules to.
assure uniformity and coordination of different tasks.”

3} Members of the organisation obey the Jaw of the organisation because it is their duty
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and because those who administer il are superior in technicul knowledge, It s
also legitimised by.the fact that it is delegated from the top of the hierarchy. A .
chain of command is thereby created.
4) Each official in the organisation conducts business in &n impersonal formalistic
manger, maintaining a social distance with suberdinates and clients. This
ratior:lity and impersonality can be seen us & prolection against arbitrary and
abusive rule, a way of making hiy life in the organisation more predictable and
stable and less dependent on the personal whims of an arbitrary leader. In turn,
the member is expected to do his'duty.
5) Employment is based on technical qualifications and promations on seniority
and achievement.

The bureaucratic model of formal organisations is rarcly found in pure form. Yet, in
some way, all organisations exhibit some depree of onc or morc of its characteristics.
It is a pervasive pattern of organising work in most large organisations including
povernment end cducational institutions, The reasons for this lic in the strengths of
the system and its appeal to rationality and orderliness. Apart [rom being logical, it
is the most complete sysiem of organising work, Another important strength of
bureaucracy is its ability to deal with emergency situations. Studies of Mloods in India
by different scholars have shown how successfully the bureaucratic machinery was
sct into motion to deal with the problems without loss of time,

Other recent studies have also shown that bureaucracy has marked advantages for
emergency administration, though having serious disadvantages for more innovative
and developmental tasks. In their study of district ddministration, Dayal, Mathur
and Bhatiacharya found thal burcaucracy aliows prassroot adminisiration Lo be
carried out in a more orderly manner than other systems of manabemcnl The’
rationality ‘and rule-bound approaches (typical of bureaucracy) involve the
confidence of the public in its impartiality.

One may, therefore, conclude that all features of bureaucracy arc built around the
structure of a large-scale administration. Obviously, such organisations rely heavily
upon hierarchy, specialisatian, rules and impersonality with a view to accomplishing
their goals efficiently. However, burcaucracy possesses several dysfunctional traits
frequently overlooked by its advocates. For example, hierarchy, which theoretically
purports to maintain unity of command, coordination and communication in the
organisation, in practice, frequently wastes cfforis of people and hampers the growth
of their personality. Again, burcaucratic rules as implied in red tapism

" (obstructiveness), usually become goals in themselves for human behaviour rather
than means for accomplishing organisalional objectives. Pai and Reddy in their
study of the Secretariat and heads of Departments, analysed 69 files 1o detzrmine as
to how 1he actual process ol administration operates, how orders arc given and how
they are executed. The analysis revezled that government administration was highly
inefficient. It was noted that the maximum time taken for Lhe disposal of one case
was 1,010 days, the average time taken being 211 days. Finally, the impersonality
feature of bureaucracy overwhelms the personalitics of its followers to such an cxient
that they eventually become the slaves of rules, procedures and discipline. Co

5.5 SCIENTIFiC MANAGEMENT

Probably the most characieristic exponent of rationalised production is F.W, Taylor
whose approach is outlined in his book “Principles of Scientific Management”. The
major therne of scientific management,is Jhat objective analysis of facts and data
collected in the work place could provide the basis for determining the one best way
1o design work. Taylor’s ideas on scienlific manzgement can be summarised as
follows:

i) The work ta.be done should be studied scientifically to determineg, in
quantitative terms if posslblc a) how the work should be partitioned among
various workers for maximum simplicity and efficicncy and h) how each segment
of Lthe work should be done most efficiently. Such analysis specify, for example,
the exact details of cquipment that should be used for dealing with various kinds
of material and the exact spacing of rest breaks for maximum workday

productivity. .

2J' Employces t.clccled for the work should be as pcrfcclly matched to the deniands
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of the job as possible. Workers must, of course, be physically and mentalty
capable of the work, but care should be taken as well to ensure that they arc not
overqualificd for the job,

3) Empioyees should be trained very carefully be menagers Lo ensure that they
perform the work exactly as specified by the prior scientific analysis of the work.
In addition, many planners and supervisors are kept near workers to make
»certain that they are in fact performing the work as they are supposed to, and
that there are no distractions or activities that workers must attend to-other than
the productive work itsell. The work of the supervisors is subdivided into
functional specialities just as ts done for rank-and-file warke.a, In describing
well-engincered shopwork, for example, Taylor specifies seven different
supervisory roles: the iwspéctor, the gang boss, the speed boss, the repair boss,
the time clerk, the route clerk, and the disciplinarian.

4) Finally, to provide motivation lor employees to follow the detailed procedures
and work practices that are laid out for them and enforced by supervisors, a
substantial monetary bonus should ve established and paid upon successiul
completion of each day’s work.

The ‘scientific management' p.inciples and procedures have been developed and
perfected by industrial engineers and today there are highly sophisticated procedures
for analysing jobs to determine the most efficient movements to be used in carrying
out. the work. The objective is about the same, namely, improved efficiency through
standardised operations and simplified work.

Criticism of scientific management was quick to develop. However, studies carried
out by Davies et.al in 1955 and repeated on similar basis by-Taylor in 1978 reveat
that many of the assumptions implicit in the scientific management approach still
had considerable influence on the design and organisation of jobs and work practice.

5.6 TRADITIONAL PRINCIPLES OF ORGANISING
WORK ‘

In spirit, scientific management in its cold rationality resembles the classical
bureaucratic theory. The conception of man'is not far from that of an automation
whose performance can be improved through the application of logical engineering
principles and simple ¢conomic incentives, Taylor developed what appeared to be a
logleally unbeatable combination: efficient motions, efficient tools, optimum
working arrangements, Logether with strong incentives. Both approaches are .
dedicated to rationality and efficiency in organisational opcrations. Both specify that
these objectives can be achieved through the simpliftcation, standardisation and
specialisation of jobs. Both approaches are also universalistic, i.e. they are based on
the assumption that simplification and standardisation create efficiency for all types
of organisations, jobs and employees. The basic principles common to both schools
of thought can be summarised as follows:

1) Scientific analysis of work with a view o discovering the best way of achieving
technical efficiency.

2) Fragmenuation of tasks into smaller operations,

3) A standardisation of performance in each fragmented operation, (For example,
each workman was to be instrucied as to the best scientifically determined
method for performing a job instead of leaving it to individual judgement),

4) Work simplification leading 1o less challenging and demanding skills, thereby
reducing the cost and time on training employees to acquire through simplified
skills. ' o .

5) Narrow spccialisation,

6) Standard criteria for evaluation, mainly economic and technical efficiency.

The building block of the- organisation thus becomes one man ong job with
centralised supervision, coordination and control from external sources.

An example of a work organisa:ion'bascd on indusirial engineering principles was
the Calico Mills in Akmedabad:(as studicd by A.K. Rice). The mill was recngineered
according to the basic industrial engineering procedures. Each Jjob had carefully

“assigned work Ioads based on engincering study. In one room there were 224 looms

operated and maintained by twelve occupational groups. Each weaver tended twenty
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four to twenty two looms, each battery fitter served forty to fifty looms, and each
smash hand served an average of seventy five looms. The other nine occupations

were service and maintenance, an
Although the mill appeared Lo be super
output. wesearch
required to maintzin pro

d each worker had either 112 or 224 looms.
bly engineered; it failed to reach satisfactory
disclosed that close teamwork of all twelve occupations was
duclion, yet the existing organisation prevented this

teamwork.

Activity A : _
Think of 2 job and a work situation about which you have some personal
knowledge. It could be the job you now have or one that you had. What priaciples

of work organisation can you ideniify ini?
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57 PROBLEMS ASSOCIATED WITH WORK -

ORGANISATION BASED ON
TRADITIONAL PRINCIPLES

1)

2)

' machines. Specifically Taylor came under attack
~ yreatrient of Schmide-and for the-ethies-his-approach seemed to imply. Trade

. asserted was a devise 1o exploit workers.

4

The Assumptlon of Rational Economic Man

Taylor and his followers acied on the “economic man” concept Which has (wo
basic assumptions; (1) "man is a rational animal concerned with (2) maximising
his economic gain". The concept of man as a rational anime! presumes that each
man-is an isolated individual nat affected by fellow workers or other external
pressures. It assumes that 2 man can ®e treated in & rather standardised way.
something like a-machine. The concept that man will produce in direct relation

to the money paid to him assumes that money is the most important reason

man has for working, This mey be true til! the basic subsistence levels are
reached but there is no evidence to prove that money continues to be the prime
motivatar beyond this level. There are many other reasons why people will or

will not work.

- Econople Incentlves es Sources of Motlvation

Associated with the ‘economic man’ concept is the notion of money as an
incentive. Taylor proposed the “piccework incéntive system of pay” as an answer
1o the problem of motivation: that is, the more pieces a man produces, the
greater is his pay. Taylor relates a story — a classic in the development of
scientific managsment — to illustrate his approach, In 1898 he was hired by the
Bsthlehem Iron Company to introduce more efficient work methods. One of his
tasks was to improve the work of pig-iton handlers. Taylor studied the job of
pig handling and concluded that with less fatiguing methods, first class workers
could handle 47-48 tons a.day — about {our times the average. In order Lo
introduce his method Taylor selected a “litile Pennsylvania Dutchman”,
fictitiously called Schmidt, who he felt would be receptive to his approach.

2

-Schmidt, who wanted to build his own house, seemed to have frugal and regular

habits at home. Taylor suggested to him that he could earn $ 1.85 a day instead
of $ 1.15 he was then makKing provided he would follow their instructions in

every detail: how to pick up the load, how to carry it, with what speed 10 MOVE
and when to rest. The production increased from 124 tons to 474 tong per day.
The income of the employee of course increased as well,

criticised for treating people as

Scientific management, from the outset has been
from varous quatters for his

unions, specifically, raised objections to scientif managemeﬂ which they

1
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3} Empaasis on Rational Legal Quality

Weber's bureaueratic model of organisation is a rational legal system
charactetised by impersonality and rationality. Burénucracy is a system of law -
a system in which rules cover-all contingencies end where-obedience is assured
through the appointment of technically expert supervisors who administer law
with precise and cold impartiality, It is an autocralie system with rigid chain, of
command: the persen on the top gives orders and those down the line obey, The
orders are always within the framework of law and thus obedience is also to the
abstract law, of which supervisor is only an instrument. ’

In the above system individual differences, motivation. and personclity are
relegated to a secondary role. Not much attention is paid to the members of the
organisalion, to the detaiis of their work and to job motivation, The traditional
theories either ignore the individual or make oversimplified assumptions about
them. As a result one [inds a breach beiween theory and practice in
organisations. The famous ‘*Hawthorne studies’ scientifically documented the
important human aspects 'of organisation and made it clear that social
psychological principles were more important than simply rules and laws of the
organisation. : o o

4)  Multiplicity of Human Needs and their Satlsfaction not Considered

The traditional approach to work. organisation places emphasis on the
iniportance of economic factors in determining people's motivation at work. As
Teylor said “Management must recognise the broad fact that workmen will not
submit to this more rigid standardisation and will not '.irdr,ls extra hard, unless
they receive extra pay for doing i1, The basic assumption underlying this
approach is that man is.cssentially lazy and disinterested in the organisation and
therefore must be motivated by cconomic incentives... =~ °~ | - :

However, man does not live by bread alone. In addition, to the physiological
and the safety and security needs, research evidence on the subject shows, that to
mativate employees it is necessary to satisfy some of their social needs t0o0. The
worker, besides being an “Economic Man" is also a social animal: Long ogo,
Muyo and his associates had emphasised thie importance of interpcrsonal
relations at work and how the behaviour of workers was influenced by their
membership of work groups. : )

Psychologists have drawn attention to the psychological factors influencing
motivation. They argue that while money and social factors may influence
behaviour what people arc really seeking is some meaning and sense of
fulfilment from their work. The work of psychologists like Maslow, Mcgregor
and Herzberg have made a very significant contribution to our understanding of
the factors that can contribute to work motivation. (Thetr theories have been
discussed carlier. The motivational factors identified by Herzberg, for example,
of dchievement, recognition, responsibility, advancement, growth and work itsell
relate more to the content of people’s jobs rather than to the context in which
they work. This has implications for job design. To the extent thet we can design
Jobs such that people have the opportunity to fulfil these needs, there is the
potential for greater job satisfaclion and motivation. -

5} Closed System Approech

The traditional approach to work organisation adopts a closed system approach

as if there is no interaction with the environment. Recent research has identified

a number of factors and variables, other than those present in the work
situalions, as important influences on people's responses and behaviour in
practice, ) T

The traditional theorists have tended to over concentrate on principles of
internal organisational functioning disregarding the differing organisational
environments and the naturc of organisational dependency on environment.

Ore error in the traditional ctosed system-approach is'the conception that the -
same initial conditions must lead to the same final result. For example, there is
one hest way to assemble a gun, one best way for the baseball player to hurl the
ball in from the outfield and, therefore, we standardise and teach these methods.

- -—--Now,-the open-system-approach says thal there does not have to be a single

mcthod for achieving an objective.
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5.8 IMPLICATIONS OF TRADITIONAL APPROACH

In spite of :he limitations inherent in the waditional approaches, the evidence

suggests that jobs and wark are still designed and organised in such a manner as to '
maximisc the degree of specialisation and to minimise the skill and training time

requircd. If such is the case, what are their effects on people/employees and on _

performance/ productivity?

Impact on People/Employees )

In terms of its impact on people there is considerable evidence that the traditional
approach to job design and work organisation cause much of frustration and
alicnation experi~nced by employees in their work.

One of the best known studies of the relationship between technology and alienation

-is the work of Blauner. While he saw fragmentation as the underlying feature leading
to alienation he identified, several important dimensions to the problem, namely
powerlessness, meaninglessness, isolation and self-estrangement. Such feelings arise
when the worker is performing a minimal, repetitive and relatively meaningless task,
with little control over his situation or work pace and is separated and isolated from

his colleagues. He, therefore, adopts a purely instrumenta! attitude towards his jobs,

viewing it as & means to an end rather than.an end in itself. While these problems
may apply equally to white collar and blue collar workers, there is some evidence
that they are creater in some types of jobs than other, e.g. in assembly jobs,

The problem of alienation is greater in some types of work than others. There is less
-evidence of alienation in craft type occupations and process work than in assembly
line operations. The craftsman has.a task in which he can become involved. The
process worker, while having periods of routine activity also has periods of intense
activity when emergencies and breakdowns, for example, demand his total
“jnvolvement. This contrasts with the situation of the worker on an assembly line
where the work is highly repetitive with comparatively few problems which might
challenge an operator’s capacitics.

One may, therefore, conclude that the feelings of meaninglessness and consequent
alienation ere likely to be greater where the jobs-and function of the worker are
highly standardised and where he has little control over his immediate environment
and where his-freedom in the work situation is limited.

Blauner’s ideas on alienation have also been tested in relation to white collar jobs,
for example, in banking and insurance. These demonsirate a very similar relationship
*is that the meaninglessness and self-cstrangement increase with the degree of
automation and mechanisation involved. I these'studies three factors were found to~
be most positively associated with feelings of esttAngement and alienation from
work:’
.a) lack of control over the immiediate work process
b) ' the performance of narrow work roles due to advanced specialisatiof.
¢) lack of opportunilies for promotion.

Probably the most-obvious target for criticisra of the impact of technology on people
““is the traditional assembly line. A classic study of this problem was undertaken by
Walker and Guest on the attitudes, opinions and immediate jok reactions of work
people in whal was a new but typical car assembly plant in A.nerica.

In the plant, although the majority of men valued the work for the pay and security
it ‘provided, most-of them reacted unfavourably to the mass production working
conditions. Further, although the work that people performed was physicalily liring
the main source of faligue was probably more from the pacing of work. Similarly, -
other features that were disliked were the monotony and lack of job interest. People
“also commented about the lack of opportunity 10 use the brains, 1o develop new
skills or become mare versatile. The study demonstrated that the production
characteristics. of the plant were not only reflected in the attitudes and opinions of
-péople but-alsointheirbehaviour-in terms of-abscnces, -grievances and labour
‘turnover. ‘ ' ' .
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lrnpnct on Performance/Productivity

Now,. if employees view their work as a means to an end and take a ‘contractual’
view of their employment, the proponents of traditional approaches to work
organisation may ask — does this matter as long as they do their work? If people’s jobs
are dull and monotonous then a strategy based on money as the reward and
compensation for work may be the most effective both in terms of motivation and

performance and productivity.

Activity B

Recapitulate the traditional principles of work organisation that you identified in
your work situation (Aclivity A). What are the cffects of this work system on the
people holding these jobs?

Experience in industry, of the application of this strategy and the use of work
study-based incentive schemes, tend Lo counteract these arguements. Although, on
the face of it, incentive schemes have produced invariable improvements in
performance and productivity, in many instances, they tend to overlook the other
motives thal may affeq people once they are in the work situation.

Insights into the problems of productivity and performance were revealed in a
detailed research undertaken by Hickson on the motives of people at work who
restrict their output. During the course of the study it was noted that the team
engaged in foundry work had created a ceiling on output of 6,000 components per
man shift, which was considerably below the potential output of the machines. One

_of the reasons for this was due to the time allowed for the job being classed as

temporary by management. This, in the eyes of the workforce, suggested that at a
future date when the newly introduced machines had settled down the time allowed
could be revised probably downwards, thus restricting the foundry worker’s eamnings
polential.

However, there were other motives for restriction of output. Fb_r example, they

‘restricted individual earnings to avoid disparities within the group. This practice also

appeared Lo provide positive sources of satisfaction to the workers concerned because
setting limits on jndividual competition aclualiy provided greater opportunities for
mutual cooperation, Thus, workers who had' no problems with their machines and
attained their ceiling output would use time available to help others who were
experiencing mechanical difficulties on their own machines.

The significance of this research from the work organisation point of view is that
there was Lhe obvious conflict between the approach to the organisation of people
and work adopted by the management and motives and interests of the workers. The
management approach was based on the principle of specialisation and individual
tasks'and on the assumption that people were largély motivated by individual
incentives and financial rewards. While to some extent this was true, it ignored the
other factors of the worker's needs for security of earnings, social interaction and the
satisfaction of operatimg as a mutually supportive group. : :

_ Another important problem stemming from extension of specialisation and

management control. is that of ‘quality’. The emptoyment of more inspectors, or
people checking other peaple’s work, carries with it the underlying implication that
people cannot be trusted to produce good quality work. Evidence to support this can
be seen from the results that many companies-have achieved-in terms of improved

* quality when lhcy restore workers' responsibility for quality af their output,

Labour turnover and dbsentegism aré Gther expressions of employees' dlssausfactlon

with work. Clearly-the ultimate way of expressing dissatisfaction with jobs is to
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leave. In fact, more peoplo adopt this solution rather then attempting to get ohanlg] Analyting snd Organlsing Woek

mado to their exlsting Jobs, Absentcelam is'a more-aubtle way of exprossing
dissatisfaction, for [ts causes are not so readily apparent. The heading of “uncortlfled
glekness' can mask 8 number of unoxpressed reasons for tamporary absonce from
work [n which boredom frusteation end stress can be important causes, Thees aro .
some of the negative ¢ffects that the traditional approach to work organisation can
have on employee performance and productivity.

-
Activity C
Suppose you heve an office with three secretaries who divide their time evenly
between typing, filing and keeping a reception desk, What are some of the ways that
" you could organise their work, and what would be the probable effects of each way?

If one of them typically is rude and unpleasant with other people, would it make

a differeénce? Explain,
) If one of them clearly is the best typist but typing is the least desirable job,

would that make a difference? Explain, .
¢) Suppose one of them has a 50 percent hearing loss that cannot be corrected

would that make a difference?

a)

} -

9 SUMMARY
" raditional, approaches to organisation and increasing efficiency, have often failed.to -
achieve the needeéd improvements in employee motivation, performance and
productivity. While increased specialisation, de-skilling of jobs and more centralised
management control are felt necessary for increased efficiency, they often resuit in
vinore boring and monotonous work, & lack of sense of responsibility and
_involvement, lgading sometimes to indifference or alienation from work. Our failure

“to adequately match the needs of the organisation from an efficiency point of view
with the needs of employees on whom the organisation depends gets reflected in low
motivation, poor performance, absentecism, labour turnover and sometimes in
strikes, In view of such limitations to the approaches adopted traditionally to design
ard organisc Work thére is 8 strong case for chance and-a need to look at what may -

be more effective alteraatives,

510 SELF ASSESSMENT TEST

[). What are the characteristics/principles of
* @) Scientific Management
b) Bureaucratic Work Organisation
What similarities can you identify between the two?
2) What are the strengths and limitations of the traditional approaches to work
organisation? -
3) “The way work is organised has & significant effect on employce behaviour and
pecformance at work." Elaborate and discuss,
4) Why are employée feclings of alienation from work higher in assembly line jobs
_than in other jobs? - : 3
. ) . ‘
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5.11 KEY WORDS

Work Slmpliﬂcatlon the systematic analysis of all factors that affect work (or that
will affect work) in order to save effort, time or money. The lechmque allows work to
be classified as a series of small units of work. .

Standardisation : scientifically determined method for performing a job.

Specinlisation : fragmentauon of operalwe tasks into limited specialised constituerit
activities. ‘

Rationalisation of work : a logical or rational work system where conformity to
prescribed patterns of action (rules) is demanded. There is no place for personalised
rc]auonshlps

Sclentific Management : a houy of literature (developed by Frederick W. Taylor)
which reports the ideas and theorics of engineers concerned with such problems as
description and analysis of jobs, incentive systems and selection énd Lraining. -

Bureaueratic Theory : the theory developed by Max Weber that defined the
characteristics of an organisation which maximises stability and controllability of its
members. The ideal type bureaucracy is an organisation which contains all the

elements 10 a high degree.
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UNIT 6 NEW FORMS OF WORK
ORGANISATION ~

rs

 Objectives

After going through this unit, you must be able to :

» oxamine.the contribution of research to the development of new principles of
organising work.

. » review and learn from the experiments conducted in India and abroad with

different approaches to work .organisation,

o -cxamine the impact of work redesign on different aspects of the organisation

e.g. role of the supervisor, top management, reward systern, eic.

- Structure

" 6.1 Introduction .
6.2 Emerging Principles of Organising Work
6.3 Systems Approaches to Work Design

6.4 Alternative Forms of Work Restructuring
6.5 .Current Attempts at Work Structuring

. 6.6 Introduction of a New Form of Work Organisation

6.7 The Impact of Work Structuring
68 Summary =
6.9 Self-assessment Test

6.10 -Key Words |

6.11 Further Readings

6.1 INTRODUCTION

In unit No. 5 we had highlighted the problems with traditional approaches to

* .organising work and how attempts 1o increase efficiency through specialisation and”

contrgl have frequently undermined employees’ motivation and produced alienation
from work. In this unit we will focus.on approaches to structuring people’s jobs and
work such that their nceds as well as those of the task and organisation are met.

‘We shall first briefly irace how research and experience have influenced thinking in
this area and have led to the development of new principles of organising work. The

" latter'section will present and examine some of the experiences in introducing new
. -forms-of work organisation. ' : T

i

_6.2:EMERGING PRINCIPLES OF ORGANISING WORK -

‘Tﬁe problems with traditional approaches.to work design led to a deve'lbpment of a
fiumber of behaviourat approaches 1o thé design of work, Special mention, here,
must'be made of the developments in the theories of molivation, e.g. of Herzberg,

- McGregor and Maslow. Herzberg’s research in 19605 on motivation/hygiene theory
“led-to efforts to improve job content through job enrichment {where added ’
“responsibility or vertical loading) created opportunities for employees to plan,

" organise and control their own work. The most recent development of the job

content theory'is Davis' work on job design.

The l'ocﬁs'oi'rmi:ch of the recent research has been on identifying the characteristics
or attributes that are desirable in jobs and those which lead to improved motivation
and employee involvement. Turner and Lawrence, in 1965, had developed
operational-measures of six characteristics that they described as requisite task

<attributes (which were predicled Lo be positively related to worker satisfaction and
_atiendance): These characteristics were: -

‘a) --,\;'h'riely in work
b) level of employee autonomy in performing the work.. -

15
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¢) amount of interaction required in carrying out task activities
d) number of opportunities for operational interaction

e) level of knowledge and skill required

fy amount of rgsponsibility entrustéd to the job holder.

Working from the findings of Turner and Lawrence, Hackman and Lawler (1971, in
a study of telephone company jobs, focused on four job characteristics: (a) variety
(b) task identity (doing 2 whole piece of work) (c) autonomy and (d) job based
feedback. They predicted that if these characteristics were present in a job, then
jobholders would experience a positive, self-generated effective “kick" when they
performed well and this internal reinforcement would serve as an incentive for

continued good performance. :

The approach was further extended by Hackman and Oldham, with emphasis on
ways the job characteristics theory can be made most useful in carrying out work
redesign aclivities. In order to implement improved work designs they-suggest five
implementing concepts, each aimed at improving the quality of work experiences and
productivity. These are:

3

- a) forming natural work units

b) combining tasks

¢) establishing client relationships .
d) vertical loading

¢) opening feedback channels

A review of the traditional and the psychological approaches to work design
indicates some lacunae. Tradilional approaches often ignored the personal needs of
people who carry out work and thus oriented towards the efficiency of the technical

. system so much so that critical aspects of the social system may beignored.

Psychological approaches, such as the motivational theories, etc. tend to give
insufficient attention to the gperation of the technical system when work is designed
and also under estimate the importance of group relations and organisational

environment in affecting what happens in the work place. What is, therefore, nceded -

is an alternative approach-that would address social, technical and situational factors
that affect how work systems function. Such an approach is discussed below:

6.3 SYSTEMS APPROACHES TO WORK DESIGN

Since work is performed in organisations it is important that we understand how
organisations, as social systems, influence the way work is designed and managed. Of
the numerous useful system-oriented approaches.to the analysis of work
organisations, the theory having the most relevance to the design of work is the
socio-technical systems theory based on the work of Tavistock Institute and of Rice,

Trist, Bamforth, Emery and Thorsrud.

The Socio-technical Approach ' ’ X

The socio-technical approach to work design focuses on creating work systems in
which the social and technical aspects of those systems are integrated and supportive
of one another. Essentially the socio-technical approach to work design follows the

following principles.

1) Jobs and work groups need to be designed according to task requirements.
Since, in modern industry, one finds tasks to be highly related, such tasks cannot
be performed well by people in segmented uprelated work roles. )

2} Jobs need to fulfil certain psychological and social requirements, besides task
demands (and beyond safety, security and wage demands as stated by agreement
or law). Consequently, it was cssential to make jobs more meaningful, as glso o
enable workers 1o learn more and to exercise control over their own work.
Planning, decision making. mutual help and sotial support were also put back
into jobs and work groups. -

Through the application of this socio-technical approach in the Norwegian
participation projects a new design principle cmerged. It was based on building .
additional functions for learning, planning, etc. into people and organisations.
Interest in new forms of work organisation grew in countries like Norway and
Sweden mainly because they were associated with reforms like workers® -~
participation and industrial democracy. In other countries such concepts caused

increased sceplicism.
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The most basic principle of socio-technical design is that o work organisation is
seen a5 an open system. This means that changes in the environment of the
enterprise have a continuous impact upon the organisation and-lead to internal
changcs aver time. In turn, the organisation also has an impact upon its
environn.znt and influences its markets, local community etc. For example, the
impact-of new.-industrial nations like Japan was felt on world-wide trade.
Companies were forced to review their product and pncmg policies as wal[ as

their organisation policies.

Dcvelopment of Socm-Techmcnl Thcory ’

The first p’racl:cal app]lcauon of the socio-technical systems design was conducted by
AK. Rice.in the Calico Mills in Ahmedabad, India in 1953 (mentioned in the last
unit too). Here a controlled éxperiment was established in which it was demonstrated
that while it had been necessary Lo break down the lask of weaving into its
component” operations, cach performed by a different worker, it was possibie to re-

integrate the workers into a work’ group that performs the whole 1ask on a group of
" looms. This change resulted into an increasc in the carnings of the cxperlmenl.al

. group which were 55% higher than other groups, Although the costs in the
- experimental group were [39% higher, output was 2165 greater than in other sheds

and the number‘of damages 599 less. The experiment also demonstrated the
importance of establishing collaborative relationships between all concerned in
arriving at the ‘best {it” between the needs of the technical and social systéms.

The next phase in the development and application of the socio-technical system
theory came as part of the Norwegian industrial democracy programme. In one of
the experiments initiated in the above programme in wire drawing, lor example, it
was suceessfully demoustrated that workers on the shop floor, with the aid of ouiside
action researchers and the backing of their shop stewards and plant marnagement,

" cauld effectively reorganise their own work, They changed from one manjone

machine fragmented jobs paid on work- studied piece rates to a group system of work
where a'group of men took responsibility for'a group of machines. They started to
take the mmatwe and make decisions that had previously been beyond their gontrol
and mcrcased productwny and earnings by uplo 200, .

Il

.'-Norweg'lan expenments led to new criteria for job design and work crganisation

-Ewhlch have reccived wide degree of acceptance. These take the form of a broad set of

psycholng:cal requ:rcments that a job must (ulfil relating te its contents, its des1gn

* and meanlngl'u]ncss in the Wldel’ seltings:

) the need l'or- lhe contcm of a job to be rcasonab!y demanding in terms other
than sheer endurance and yet 1o provide a minimum of variety {not necessarily
novelty).

_b) .the need for being able to learn on the job (which imp]ics standards and

knowledge of results) and to go on Icarnmg — agam a question of ne:thcr oo

much nor too little,
¢} the need for some minimal area of dec15|0n-making that the individuzl can call

his own

d) the need for some mm:mal degree of soc:al support and recogmnon in the

" workplace..:: i S

e} theneed to be able to relate what the mdmdual does and what he produces to

his social life.:-
f) the need to feel that the job leads to some sort of desirable future

The aboye requiremients, being rather broad, provide a general guide for dé&i'gnirig" )

_work, More spet:lfc reqmremcnts Were developed by F.E. Emcry and E Thorsrud

These are: | RTINS
bt o e

) Opumum variety of ta.sks within a._|ob “Too much varigty can bc 1neffic1enl for

training and produchon wh:le oo little vanety can be conducive to boredom
Ty I [

or fatlguc

i) A" meanmgl‘ul pattern of tasks that gwes to each job a semblence of 2 single .’

overall task’ Tasks neéd to be related, i.c. completing one task helps the next .
tnsk or produces a better end result. . .

. ",iii) Opumum !ength of work cycle: Too short a cycte means too much l'mshmg

.. and starting; too long a cycle makes it difficult 1o build up a rhythm of‘wor]_c.
v) Quanlity andquality: There-should be some scope for setting standards’of -
quanmy and qu11|w of production and a suuablc feed back of knowledge of

New Farms of Qrganiantic:
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vi)

vii)

A whole job : The inclusion in the job of some of the auxilinry, preparutory
and finishing tusks in order to bring overull control into the jobs - giving
responsibility and involvement in the job.

Respect: The tasks inciuded in the job should include some degree of care,
skill, knowledge or effort that is worthy of respect in the community.
Contribution: The job should make some percéivable contribution to the utility
of the product for Lhe consumer. o

viii) Formation of semi-autonomous or autonomous groups basced on the above

principles: Providing for ‘interlocking” tasks. job rotalions or physical proximity
where there is (a) interdependence between jobs for technical or psychological
reasons; (b) high or sudden stress in the job; and (c) little perccivable
contribution to the end product contained in the individual job.

6.4 ALTERNATIVE FORMS OF WORK .-

RESTRUCTURING . )

Work structuring can take different forms. In this connection it is useful to recognise

the

opportunities that exist for work structuring on the horizontal and vertical

planes. (See Figure | below)

Figure | : Types of Specialisatlon in Qrganisations.

Horizontal 5pecialisation
1 of tasks

T T T

. Yerticat specialisation of
st function and decisions

As indicated in the above Figure specialisation takes place in organisations both on a
horizontal plane in terms of specialisation of tasks at the same level and vertically in
terms of specialised functions and decisions. This helps to identify the alternative
categories and types of work structuring that are possible.

a)

b)

¢

Job Rotation: This involves rotating people between jobs on the same
horizontal plane, either in an agreed or informal basis. It goes some way to
achieving some of the desirable job characteristics of increased variety, use of
different skilts and the opportunity to learn. However, it makes only a limited
contribution to improving the motivational content of the jobs. .

Job Enlargement: This involves combining a number of tasks on the horizontal
plane to increase the cycle times and creatg more complete and hence meaningful
jobs. It reduces the degree of specialisation involved and may reduce the degree
of pacing in an individuals job. However, as with job rotation, some of the other
characterislics of autonomy in decision making. interaction and responsibility are

not fulfilled.
Job Enrichment: This intreduces changes in the vertical plane by giving

operators greater responsibility for decisions reldting,lo their work. Thus. they
may be involved in the planning-and organisation of their wark, lor checking
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and quality control or for auxiliary tasks such as record keeping, etc. The alm of
this change is to enhance the motivational content of the jobs in terms of ’
increased autonomy, decision making, responsibility, recognition, ete. This can be
achieved 1o some extent by changes on the horizontal plane, i.e. giving
cmplovies total task and control over their pace of work. However, vertical job
enrichment docs have implications in terms of organisation, since it gives
employees greater involvement in decisions which traditionally have been the
responsibility of management. :

1) Group Working: This recognises Lhe significance of groups at work. The
advantages of group working are seen as increasing the conftdence of workers
through recognition of important skills, development of social skills and the
opporiunity to influence and exercise leadership. The group provides support,
encouragement and security and since individuals are interdependent, there is
more scope for delegating complete task responsibility to the group. '

6.5 CURRENT ATTEMPTS AT WORK STRUCTURING"

Auempts at work structuring have shifted from the individual jobs as a unit of
analysis and design, towards the group and a more holistic approach to work
organisation design and development. The earlier technique of job rotation, job
-enlargement and job enrichment are perhaps now recognised as having somewhat
more limited application, while the broader approaches involved in group working
and socio-technical system design can often provide an umbrella under which the
objectives that the earlier techniques sought to achieve are fulfilied.

Exampie.s of Work Structuring from India and Abroad
Many organisations, in India and abroad, have attempted work restructuring with

varying degrees of success. We shall review here a few such attempts.

Post office, Shimln o
A staff group of the National Labour Institute, based on on-the-spot studies of post

offices, selected the Chaura Maidan post office at Shimla to conduct 2n experiment
on 'work reorganisation. The post office in question had 44 employees, 43 full time
and one part time. Among these three were union leaders, two being postmen and
one a telegrapher. Some of the active cny ioyees, including the sub-postmaster
incharge of the post office, were involved in the preliminary diagnostic study, which

showed that :

a) -the working space in the office was inadequate and congested with abundant
antiquated and’dysfunctional furniture and old records.

b) the lighting.was poor. '
¢) there was no physical facility al the counters for customers who had to fill in

forms or sitting accomodation for the old and.infirm.

It was felt that before any new form of woi.. organisation was created, these
problems should be resolved. Action was immediately taken, more space was created,
functional furniture was brought in, the old stock of records was disposed of and a
recreation room for the staff was created. Simultaneously, a more careful analysis of
the work system was carsied out by the rployees whe were encouraged to come
forward and work with the change agents. The analysis showed that the activities of

the post office consisted of :
a)} Collection and delivery of mail, including accountable items such as registered

letters, moncy orders ete. ]
b) Counter services, which included savings bank function, booking of money
orders, registiation of letters and parcels, the sale of postage stamps and postal
orders, registration of broadcast receiving licences, etc. Each function was
performed at one counter, while postage stamp selling was carried out at another

.counter. -’
¢) Cable and telephone activities, including receipt and despatch of telegrams,

settlement of telephone bills and maintenance of telephone booth.
"d) Control funcl'.i\ons. including treasury and correspondence activitics.
Waork in the post office was typically bureaucratic along strictly one-man, onesjob

.

. The Indian case studies discussed in this Unil are based on 1the work of N

itish R De referred to at the end,
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"BHEL is one of the largest publte enterprises in India .wuh 51x major manul’aetur:ng

- The above were some of the faetors wh:ch centnbuted in undertak:ng a, werk desngn

lines. Sorting postman carried out sorting activities, delivery postrnan did the -
detailed sorting and delivery clerks mainiained records of accountable items-and 8o -
on. The result was that the same customer, depending on the nature of his needs,... .«

would have to go to dillcrent counters, one after another, and in the process. stand. in .

line and take his turn for the particular service provided at each counter. Apart from
delay, this was a cause of irritation resulting in negalive image [or the postal system.

A series of meetings were beld with the employzes and the change agent in search of
a better system that would relieve them from undue pressure of work'and at the
same time render better customer service. 1t was decided that the delivery personnel -
would start working as a group instead of individually. Conscquently, a delivery
group was created consisting of the sorting postmen, the delivery postmen, the clerks.
concerned with maintenance of records and assistant postmaster. The work layout -

was redesigneg and;the group decided to, reallocate work itself: Gradually the system -
_ became stabilised, with the result that sorting and delivery of mail was cut’down by - .

about three guarters of an hour per shift.

Encouraged by this exPenenee the employees decided that the [our counters meant.
for the public-should become multiple éounters, each one prowdtng all the counter -
services except savings bank accounts which was retained as a ‘séparate service '
provided at one counter only. Apart from belng helpful to the clients this )
arrangement dlstnbuted equnab]y the pressure on the counters and vartety was , '
intreduced in the work Jtself 1t was also p0551ble for the counter c[erks 1+ take theu'
lunch break in turn, closmg down &ne, counter at a time, There were occasmnal
problems but’ the employee groups were advtsed to Sort out thesr ewn problems w;th

the sub postmaster ‘“ . e VL

Encouraged by the results of this group systern ol' workmg the expenments were - -7

tned out in two other post offices i in Shlm!a T P PR

Bharat Heavy Eleetrteals Ltd., (BHEL) Hurdwar '

plants and several divisions. The Hardwar unit, employing over 10,000 employees is- "'-
mainly concerned with manufacture of heavy electrical -equipment: such as steam” andi’:
hydraulic turbines, generators and other-relaled equipment: Though ‘it'was, 10 years

old, the unit was not commg as expeeted -and prcductton was’ not sattsfymg RO TP P

Survey undertaken m the unit to dlagnose the tralmng needs of the mlddle .'.f ,
management level, it was found that in. some of the key areas managers were Iacklng
knowledge 'and there were ml’orma'ton gaps. The situation was not conducive for an..
effective performance of their supervisory functions. Another study to find out the "

linkages between the.quality. of family.and community.life and the quahty of! workers

life, showed a clear dichotomy between the life of the workers at the \'.'rorkp]aee and
their life around the famtly. , S T

experiment at a favourable work site. Bloek V, Where 25 warkmen were engaged in

fabrication of the upper part of condenser unit:was selected in view of its-.compaet 1 ct
character, reasonable layout and the positive attitude of the- manager and!the.shop<i! *l
floor trade union:leaders. The reasons for selecting the group; were : (I) the a1 lerioi:
condensor.was-an ‘expensive piece of equipment,’(2) for the setting up ‘of the:power:i's
status it was.necessary: that a condensor unit'should be placed arthe site-beforé thet:
steam turbine was.installed and as such it should.be manufacturedr aésd -dispatched: dtin
teast two months ahead of the completed steam turbine and (3) the' productmty‘ in m.
the shop was not of a hlgh order

The workers agreed to undertake the work redes:gn experiment al'ter ‘a"series of talkk-'
with internal and external‘corisultants:The total:complement -ofi25! workers' in Blocks /
V was made up of 9 fitters, 3 fettlers, 3.welders, 2 gas-cutters, [ acrane operatar, 2*3""‘

riggers, 2 helpers and 3 workmen nwoived in materials suppltes' ORI S R Y
Lt P MRS LG I TN “
The study of the soéial system of work trnposed by the work org!an!:satten mdlcgte%”
that (a) each worker was coneerned wnh{ hts own_trade apg, that, noqe entifi 19“1‘__“]“
himsell with the product 1tself (o) there was nva riably. forced idle time. beFause,nJm
when a parlicular worker was workmg at a spot another worker \gho was reqtu‘lleqi‘,(
to do his job in closé proxtmrty, "had to wait till the frst worker had finished his jOb
and (¢) there-was uneven:demand: op:the services ‘of the! materials supplies 'groupi: "
grane.operators and riggers. When. the study. was.undertdken in:April-May-1975, .
productw:ty was-certainly, very low.: Part:of the-low: productmty:was on-account ofr nf
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. high rates of absentecism during the summer months, The workers, after analyses of Now Forms of Organtetion

data generated from their own cxpericnces, decided on two steps:

1) To set up a task force with representatives of each category of workers and the
supervisor. The shop manager would also participate in the meeting if the group
so wanied and an industrial engineer was also associated with the group as a
resource person. The task group had a membership of 8. Two of the members
would be on it permanently because of their leadership abilities and the other
members would rotate {except for supervisor). ]

2) A new work-system which would take care of the workers motivation as well as
overcoming the persisting culture of low productivity was to be formulated.
Consequently, work system was evolved in which,the direct praduction group
would consist of one welder, three fitters and 1 fettler. The functions of the
group is to take charge of the complete task and gradually fake up one another’s
skills by undergoing on-the-job training. The same is with'the crane operator
and the riggers. It was decided that the gas cutters and helpers on the one hand
and materials supplies group on the other would be integrated into the new work

system at a later stage.

With more experience and confidence, the workers brought about another
tedesign of their work organisation in the month of September 1975. Here the
workforce was distributed in two shifts in the [ollowing manner: '

Shift 1 Shift 2
Fitters i 5 4
Welders 5 6
Gas-cutter I |
Fettler/ 1 ]

In addition, crane operators were there in both the shifts. Each shift group became
an integrated group with one group fabricating the right side of the upper part of the
condenser unit and the other fabricating the left side, The same process was started
in Block II concerned with the manufacture of the lower part of the condensor unit.
A similar small-group module was designed with the task force consisting of eight
members with the provision of monthly rotation. ’

Xi
; ﬁfhc results of these experiments were cncouraging, There were steady increases in

productivity Further, the old culture of one man-one lunction was replaced by the
acquisition of multiple skills leading to the development of a group system of
working with interna} monitoring of group norms, internal control of work flow and
work allocation, identification with the product and its quality and the gradual drop
in personal idle time on account of loitering, etc. The old culture that higher status
work like that of Welder or a fitter would stangd in the way of taking up a low status

_job could ‘be OVErcome.

The minutes of the meetings of the task {orce indicate a high degree of orientation
towards. work-interest issues such as delay in the repair of cranes, etc. as against the
usual union management type of meetings in which interest related issues assume
importance, one could discern a distinct qualitative shift towards preblem solving
orientation with a view to looking at a problem as a collective one instead of making
a scapegoat of the other group. )

The work reorganisation experiences also led 1o a new supervisory role in the form
of linison with the input and output departments, service units and involvement with
central planning. This became possible as a result of work groups taking substantial
contrel over the production process including routine inspection and Maintenance
activities in addition to maintaining discipline. ' :

The success of these experiments led to an introduction of the work redesign culture
in several other blocks of the unit too.

- Hindustan Machine Tools Ltd.
Hindustan Machine Tools (HMT), a major public enterprise, has several
manufacturing establishments located in different parts of the country. One of the
more complex, called HMT-V, is located at Hyderabad. Amang othet products, it

specialises in the manufacture of special-purpose machine tools.
The general manager of the plant, had been secking to improve its operation since

he Had becorne résponsiblé for production activilies, and had brought various
innovations into effect in the early 1970s. When the production target for 1974-75 Y
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was drastically raised to give over-all financial viability to the plant, and it was
found necessary to optimisc the utilisation of certain scarce production equipment,

" he introduced a novel “component centre” approach. The “component centre™

concept rests on the idea that components produced with a similar technology and a
similar sequence of operations should be manufactured at one centre. The placing of
the machines in a component centre corresponds to the sequence of operations.

* There is, thus, a simplification of the manufacturing process. In one case the

advantages of the new system were:

" . a) a'saving in-movement to the extent of 180 metres and eight occasions;

b) inspection reduced from three times to one; and

- ¢) 'delays reduced from 16 times to zero.

After the component centre scheme had been introduced at 22 locations in the plant,
a survey was undertaken in 1976 to determine the effactiveness of the new form of
work organisation. The positive results obtained were as follows: -

I) The new approach was felt (by 62 per cent of the supervisory and managerial
staff and 67 per cent of the operatives) to-have simplifted and improved
operational layout. : .

2) Machine utilisation under the new scheme reached between 75 and 80 per cent.

3) Manufacturing cycle time showed an appreciable improvement.

4) There was also a substantial-improvement in performance. While improved
performance cannot be due to a single factor, particularly when additional
clements such as an incentive bonus scheme were introduced simultaneously with
the component centre system, 60 per cent of the supervisory and managerial
personnel and 74 per cent of the operatives felt that improved performance was
due to the introduction of the component centre scheme itself. .

5) It wasalso felt by 80 per cent of the operatives that the supervisors had become
more versatile because of the varied responses their tasks entailed.

6) Another major positive gain was found to.lie in a sense of meaningfulness: the
workers in a component centre could see the end product of their efforts even
though an identification with the product could not be established directly.

Certain negative findings were also brought to light by the survey:

1} The workers felt that the pressure for target achievement was s0 high in each
component centre that the centre put a high priority on its own task and would
not respond to urgent demands [rom other groups. Selfishness was seen as a
major factor causing delay in responding to the requirements of other
component centres. : ,

2) Absenteeism continued to be a problem, and there was no improvement on the
previous rate. . " : o o

3) Work monotony was seen as havi, ~ increased: 30 per cent of the supervisory - *-
and manageriel stalf and 40 per cent ¢ f the operatives felt that their work was
more routinised than it had been before. - = - .

4) Records indicate that there was no appreciable quality improvement under the
new system. B ' o .

5) Non-availability of tools was also regarded as a serious problem for each
component centre. ’

the camponent centre system were as follows!

The main conclusions drawn from the evaluation study in respect bf_ the operation of

1) Competitiveness among the companent centres caused delays, and would have to
be overcome. It would be desirable to foster co-operation. - " . R

2) 1t was felt by 60 per cent of the supervisory and managerial personngl and 40
per ceat of the operatives that the problem of monotony and ‘ebsenteejsm could
be overcome by intraducing.a.group system of working in the componegnt centres
instead of having each individual operating a single’ machine with a single ° o
specialised skill. Multi-skitling with rotational opportuniti¢s and work ajlocation...
by the group itself on internally evolved norms would make the work mare
atiractive for operatives and supervisors. I

3) A substantial number of operatives felt that the job instructions issued (ended to
be excessively detailed and that they themselves could draw up operational |
instructions that would not lead to a reduction in product quality. .

The managenient of the plant was seeking o take steps to rectify the négawbe-aspects
revealed in the research findings by introducing group working in’the component
centres. D
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The Dalmine Tube Mill at Apuanla, Italy .
Under & quality lmprovcment and product diversifieation programme, the Dalmine

company decided in 1972 to instal new tempering, smng. stra:ghtenms and finishing
equipmeat in its tube mill at Apuania, The new equipment comprised technologically
advanced sachinery, which was never used in [aly, and took the place of an old
heat treatment shop of a very rudiméntary character. The management decided that
‘this innovation should be accompanied by a new form of work organisation direcled
at achlevmg a high level of elficiency by opllmlsmg the combination of technological

and human or social variables.

6.6 INTRODUCTION- OF A NEW FORM OF WORK .
" ORGANISATION o

A
For the new form of work organisalion o be introduced at the Apuania mill, a
working party was sel up consisiing of experts {rom the personnel, time and
metlrods study, quality control and preductior divisions of the general and works
managgment. The working party carried out a preliminary analysis of- the sitvation
and agreed on a methodology. It was then enlarged by the addition of workers’
representatives nominated by the works council. '

The working party held its first meetings when the new equipment was undergoing
its trial rur. The shop as a whole was divided into a number of areas each physically
distinct and devoted to operations having an ascertaipable result and including
inspection functions. The analysis covered heat treatment; sizing; straightening;
Magna test ] inspection; ultrasonic inspection; magnetisation, surface inspection and
grinding: cutting to length; and lunctional relations with the programming, quality
control and maintenance departments. About 30 work posts and 150 workers {on
shifts) were involved.

Once.the anaiysis was compieled various possible forms of organisation werc worked
out. The workmg party's final proposals embodied aliernative forms of semi-
autonomous group working, one based on stages in Lhe production process and the
other on homogeneity of [unetions, Under both alternatives quality control and day-
to-day maintenance would be assigned 1o the groups while production planning
would be lefl 10 the planning department and the shop [oreman.

Under the arrangement ultimately adopled. there are lour groups, each
corresponding to a stage of the production process. as follows: heat treatment, sizing
and straightening, qualily control and grinding, culting 10 length. Each group is
multi-skilled, every member being aveilable to perform any of the functions assigned
to the group. The arrangement had been negotiated with the trade unions, and a
works agreement of April 1975 provided that afier the initial phase each group
would be qualified for inclusion in class V. A new entrant would be given 21 months
1o become fully multi-skilled; theoretical and practical training would be available

“after working hours.

Group A (scven workers at any one time. out of a total of 37 for [6 shifl periods a
‘week) carries out ali the tasks’ involved in the efficient operation ol the heat treatment
equipment. It has sole responsibility for taking delivery of the raw material, stock
"control in that respecl, the fceding and operation of the machinery (in accordance
with standard operating procedure) maintenance of the clectrical and electronic
systems, keeping the records required for production control purposes, and arranging
job rotation within the group and all scheduled rest periods (including holidays).
Group B (four workers at any one lime, out of a total of 18) sets. adjusts and
maintains the sizing and straightening machines. and arranges job rotation and
scheduled rest pcrmds Group C (11 workers al any one time, out of 5[} is in charge
of noni-destructive testing by clectromagnetic and ultrasonic means. ft sets and
adjusts the necessary equipment, makes the sampling arrangements and carries out
the grinding operations required; it maintains a detailed record of flaws, and
arrnngcs job rotatiop within the group and scheduled rest periods. Group D (also 11
‘workers at any one time out of a lotal of §1} is in charge of cutting, trimming and
blunting, size control, and the stocking and despatch of the tubes. Like the other
groups, this one also adjusts and maintains the nccessary machinery and arranges job

fotation and-scheduled rest periods.
On cach shift the work of the groups is co~ordm.11cd by a foreman, who is also
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responsible for llalson with the functiona) departments (e.g. proauction planning, .
metallurgical standards), suggests improvements to the cquipment and checklng *
attainment of quantity and quality targets. He also takes any necessary staps to
facilitate the work of the groups.

Resuits :

An initial essessment of results after the first 18 months is as fol]ows From the
technical and economic points of view it is noted that the equipment, which was
expensive and of an entirely novel kind for the Dalmine company, reached the
required level of performance very quickly and without any major difficulty.

As regards the cffects on the workforce it should be borne in mind that 70 per cent
of the workers concerned came from another shop mostly production workers within
the Apuania works; their age, length of service and skill were about average. Skills
were very cvenly developed and it can be said that each group rapidly became multi-
skilled. Multi-skilling, led to group consciousness, with favourable results in terms of
productivity,

QOn the other hand this behavioural change also had negative results. Extreme
mobility within the groups is a remarkable advantages in view of the growing lack of
flexibility in other shops, but the mobility is offsct by some reserve in dealings

with outsiders: each group is now somewhat reserved in its relations with other
groups, the foremen and the funciional departments. The immediate negative
repercussions on the foreman's role can be remedied only by giving the groups
collective co-ordination duties in relation to the shop as a whole. At the morment
such a change is ruled out for technological and vocational training reasons, but
there is no other way of cnabling the new form of work organisation to develop.

Yolvo Car Manufacturing Factory at Kalmar, Sweden

The mest publicised efforts on job dc51gn and work restructuring have occurred in
Volvo in Sweden. Volvo is considered, in some senses, as the ultimate exampte of
work restructuring. At its Kalmar plant this involved the complete redesign of a
factory and the abandoning of traditional assembly lines for group methods of
production. v

At Kalmar there is no conventional assembly line system. Instead, work is carried

_out in 30 different workshops each with 15-20 workers who form themselves into

work groups depending upon the tasks to be performed. Car bodies are transported
from one shop to another on flat trolleys which allow the body to be lifted to 900
and raised o' ease working on the underside. Workers are able to control their rate
of work through the introduction of buffer bays where the trolleys can wait while
workers take rest breaks in their own time. Every workshép has its own separate
entrance from outside, changing and rest rooms and a view of the surrounding
countryside.

- Significant benefits have been achieved on the behavioural side. Group working has,

encouraged a collective feeling of more mutual tolerance and greater independence
for work people. Employees are more involved in the planning and organisation of
their work and with the aid of job rotation within the group, experience more
variety of tasks. They are also involved and feel more responsibility for solving the
work problems. Many feel that job variation and involvement in problem solving
gives them better insight into the overall production process in the factory. Some
aspects ‘created problems for workers,. especially where absenteeism meant having to

work in another workshop or seciion. There was also some social pressure to work

on cars in the bulfer zones in order to gain longer rest periods,

The cconomic resuits of the experiment were, however, less encouraging, For
example, the anticipated improvements in quality contro! had not fully materialised.
This may, however, be partly due to failure to use the quality feedback system
properly and also social pressure to work on buffer stock cars. Absenteeism and
turnover were both marginally better than other Volve Plants.

6.7 THE IMPACT OF WORK STRUCTURING

The examples quoted in the previous section indicate that changes at the level of the

~ individual jobs do have considerable impact on other levels and aspects of the

organisation. The most obvious impact of the delegation of responsibility for
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decisions is in the rofe of the immediate supervisor. The ipcreasing trend towards New Forms of Qrganisation

forms of group working also allccts the top management, the trade union, the
reward structure, ctc.

Role of the Supervisor )
The roles that arc emerging for the supervisoyy personnel specially at the Indian

experimental sites, have a number of common features:

I) The intensity ol quality of interaction between the supervisory personnel of the
cxperimental groups and their counterparts in other departments have invariably
increased. In practically al! the cases the interaction has been positive.

2) The supervisory personnel have been involved in somewhat longer-term
planning, which has given a stamp of distinction to their position. In units,like
the Hardwar plant of Bharat Heavy Electricals supervisory personnel have found
themselves morc and more involved in production planning and in scheduling
programmes for a period ol two to four weeks. . .

3) The control function of the supervisors had undergone a change, although not in
equal measure in all cases, The extent of the change is conditioned partly by the
supervisor's leadership qualities and partly by the ability of the experimental
group to develop internal norms of work, including handling of the problem of
disciptine. :

4) The supervisors’ interest in their own development had increased perceptibly in
most of the cases. They now saw their own training and developmental needs in
a better perspective than they had been able to see them before.

Role of Top Management .
The character of the existing organisation, as reflected in the over-all leadership of

management and labour on the one hand, and their inter-relationships on the other,
is an important factor in generating interest in work redésign. It is also relevant to

the diffusion process. In the Hardwar fagtory the leaders of the unit were playing a
supportive role without direct invoivement. The General Manager (Production) and

- his counterpart in the administration, two key men next to the Executive Director,

* were also involved in an indirect way, through contact with the external consultants
rather than in the day-to-day working out of the project. The shog managers and
supervisors were thus given an opportunity to operate autonomously on the
demonstralion sites as members of the task forces.

Role of Trade Unions :
On the whole, the Indian data so far indicate that grass-roots trade union leaders who

have been involved in demonstration projects have not only responded positively, but
are also playing a role in diffusion efforts, as at the Hardwar unit. At the national
level, however, the trade union leadership is still not involved in the process of
overcoming work alienation, and continues to be chiefly concerned with bargainable
issues. ' \
Reward Stracture

In India it is definitely more complicated to create new forms of work organisation il
the existing organisation is plagued by a high degree of frustration among employees
and if they have a strong ncgative image of the organisation. The immediate
establishment of better reward structures would be an important requirement in such
cases. However, the designing of appropriale reward structures continues to be an
unresolved problem in India. It remains unresolved because there are too many

wvariables that make the picture overly complex. .

" An example of the difficulties involved in changing reward structures is pravided by

the Hardwar unit. It has a group reward scheme, which, by itself, would have been

satisfactory to the group working on work redesign demonstration sites.’

Unfortunately, howéver, in the other shops the continuing practice of gvertime

payments for extra work 'done is obviously so advantageous for the workers

concerned that at times the workers who have voluggeered [or the participative

system are puzzled about the inequities of the reward structure. Production

shortfalls, parily if not mainly caused by the traditional work system, encourage

overtime warking, and vicious circle is established. There is no such problem at the

Tiruchirapalli unit of Bharat Heavy Electricals, where various forms of tangible and

inangible rewards directly related to cfforts and performance were introduced; from L

the very beginning duc acknowledgement was made for all the.elements contributing '

to team work int the plant, with the result that the whole reward structure was seen,

to be fair and equitable,
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7.8 SUMMARY

{n this unit we have shown that the extent of work design is now quite significant. It
hias gone beyond mere experimentation into application by many organisations as a
means of overcaming identified problems. We have also shown how thinking and
experience on the forms and types of work structuring have progressed from simple *
approach of job rotation, through job enlargement and job enrichment, to the. more
complex and holistic approaches of group working and sccio-technical systems
design. Tt was also cvident fromn the many examples quoted that changes at the level
of individual jobs do have considerable impact on other levels and aspects of the
organisation.

It is better to review the results of these experiments. As. it appears, productivity and
clficiency increased in all the experimental sites. In BHEL, Hardwar, the -
experimental work groups also took up additional routine maintepnnce work. De
reports, "At the same time, the groups were unhappy that their earnings under the

rewards system often fell short of earnings of some of the workers working under the

traditional systemn as they could not get overtime earnings...(since) the experimental
groups... practically did away with the need for overtime work™ Other reports
“ndicated that the workers zlso wanted a share in the productivity gain but
management did not concede this demand which was one important reason for which
the experiment ultimately failed. It can be concluded from this that ‘the redesigned
jobs increased the commitment of the workers, this commitment was essentially
calculative rather than moral in nature. This means that the workers would produce
more provided if there was a rise in.their earnings. '

From these experiments De suggests that “Management should perceive such
experiments as not something in the nature of managemenl technigues to improve
upon operation management but as an effort at bringing about a new culture and
style of management basically to humanise the work system and to de-bureaucratise
the organisation cuiture. Unless this basic value is subscribed to by the menagement
in the form of an explicit policy statement hopefully from the top management, the
work redesign experiments could become on¢ more management ‘gimmick’ and in the
process the basic ‘message’ would be lost™ . '

In addition to the productivity gains, De also claims specially on the basis of BHEL

experiment, that the experience of a participative culiure in the concreteness of work'

situation had also some impact on worker's family life and community Jife.

6.9 SELF ASSESSMENT TEST

1) In what ways are the new forms of work organisation different from traditional

ones? .

2) In what ways are the Maslow’s and Herzberg's theories of motivation related to
the design of work? - - . }

3) What characteristic of jobs do you value most highly? Explain and list them in '
order of importance to you. ' '

4) How can the motivational contents of jobs be improved? .

5) ~ Briefly describe the socio-technical approach to work design. In what ways is it
an improvement over the traditional and psychological approaches to work
design? : ' ' :

6) What problems can group working overcome? Give examples from cases cited.

7y In your opinion, was the BHEL experience with work redesign a success or a
failure? Explain. . '

8) What is the impact of work redesign on the supervisory rote? Explain with the
help of examples from cases reported. ' ' '

6.10 KEY WORDS

Work Design/Redesign or Work Structuring/Restructuring: Designing or making
allerations in the organisation and contemi of work. ’
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" Soclo-Technlcal System: Integrating the socia! and technical aspects of the aystem..
Autonomous Groups: Doveloping groups and teams of employees who can bo
given the d:screlion and autonomy regardlng varioua aspects of their work,

6.11 FURTHER READINGS

Kanawaty, G. (1981), Managing and Developing New Forms af Work
Organisation, 2nd Edition, ILO. Geneva, 1981,

LL.O., (1979}, New Forms of Work Organisation, Vol. 2 Geneva, (Particularly the
Chapter on Indiz by Nitish R De, pp. 25-62).

Hackman, J.R. and Oldham, G. (1930), Work Redes:gn, London : Addlson
Wesley. -
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UNIT 7 QUALITY OF WORKING LIFE

Objectives

When you have completed this unit, you should be able to :

o understand the concept of Quality of Working Life in broader societal b:rSpcctive.

e appreciate the centrality of the institution of work and its eflects on the quality of
life of employtes.

¢ identify organisational and cnvlronmenta[ forces necessitating change in the way
work has been traditionally designed.

. dcve]op awarcness of various approaches in improving quahly of working lll'e

o appreciate implications of quality of working life movement in Indian context.

S‘tructure

7.1 Introduction

7.2 The Institution of Work

7.3 Need for change : Socio-cultural Conditions
7.4 Quality of Working Life ; Approaches

7.5 Quality of Working Life in the Indian Context
7.6 Summary

7.7 Self-assessmenl Test

7.8 Further Readings

7.1 INTRODUCTION

_One of the major problems facing the developing and the developed world is the
quality of working life of a vast majority of employees engaged in productive
pursuits. This issue is not just one of achieving greater human satisfaction but it also
aims at improving productivity, adaptability 2nd overall effectiveness of
-orga.ni§ations. The equality of working lite movement in a broader sense seeks to
achieve integration among the technological, human, organisational and societal
demands which are often contradictory and conflicting.

Quality of Working Life is not based on a particular theory. It does not advocate a
particular technique for application. Instead, Quality of Working Life is more
concerned with the overall climate of work and the impact that the work has on
people as well as on organisalion effectiveness. Direct participation of employees in
problem solving and decision making particularly in areas related to their work is
considered to be a necessary conditien for providing greater autonomy and
opportunity for self dircction and self control to workers with the ultimate objective
of upgrading the quality of life at work. The recognised puspose is to change the
climate at work 5o that the human-technological-organisational interface leads to a
better quality of work lile and eventually to an improved quality of life in '
community and scuiety.

7.2 THE INSTITUTION OF WORK

- r
The workplace for most people in orgenised sector of human activities is confluence
of the organisation’s objectives, values and practices; the ‘individual’s attitudes,
potentials and aspirations; and the larger objectives of the society and the demands
that the society places on him. There are muitiple interlinkages among the work
system, the organisation, the individual and the society at large. It is necessary to
look into the institution of work and examine the rature of inter linkages between
work and some.aspects of socicicultural and psychological miliew.

In recent years a growing interest among concerned professionals in bringing about
improvemnent in quality of working life in crganised sectors is indicative of their
efforts Lo exercise the choice in a deliberate and planned manner in designing new
work systems which alone can meel the aspirations of the people in a given socio-
cultural context. Work system changes have wider implications for society as a whole
because improvement of quality of life in any society presupposes enhancement of
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quality of working life.

Although physicnl and technical cunditions of work and their effects on individurls
and on productivity have becn a subject matter of study for the past few decades, it
is only reccntly that socio-psychological dimensions of work and their rclal:onshlp
with socie-cuftural environment of people have received systematic attention. A
growing body of knowledge has made it possible to draw certain broad conclusions
with regard 1o the meaning of work o an individual and the relationship between
work lifc and other aspects of life.

Work plays a central role in the life of most pcoplc cngaged in productive activities.
Jerome M Rosow (1974 : 2-3) with long experience in government and busmcss has
summed up the centrality of work in following statements:

“Work is al the core of life. Consider the decper meaning of work to the
individual and the life valucs; work mecans a good provider, it means
autonomy, it pays off in success, and it eslablishes self-respect or self-worth.
Within this {ramework, the person who openly confesses active job
dissatisfaction is virtually admilting failure as a man, a fajlure in fulfilling his
moral role in society. Since work resides at the very core of life values, self-
esteem colours the response to job satisfaction attitude surveys. A negative
answer may negalte the life style and the very ego of the individual. It may well
involve a painful, if not impossible, denial of basic goods in life. It is
tantamount to an admission of an inability to achieve and perform an
economic, useful, and productive role in society, in the family, in the church,
and in the community.”

Commenting on the impact of routine work on individuals and its subsequent
dysfunctional manifestations, George Strauss (1972 : 75) sums up the research
finding as follows

“There is overwhelming evidence that many. {but not all) workers react
negatively to work that is routine and without challenge. A whole series of
studies from mass production industry shows, for example, that dissatisfaction
appears directly relaled to short job cycles, lack of autonomy and control over
work place, and jobs which require attention but not challenge. Such factors
also relate to absenteeism, turnover, strikes and even poor mental health.”,

With regard to the adjustment of individuals to non-challénging jobs, the same
author (1974) based on the reviews of numerous literature comes to the conclusion:

“Challengeless bureaucratic jobs inhibit the normal development of human
personality, thus leading 1o poor mental health, apathy, and even the delusion
that one prefers highly structured work. Workers suffering from such
conditions attempt 1o redireci 'heir limited cnergies to activities off the job, to
social lile on the job, or to sheer ,uatasy-but never with great success and
always with considerable emotional ¢ .

What is of great significance in Strauss’ observation is that “whole cultures may:

adjust to job opportunities which call for little challenge and so change “personality™.

Although such adjustment may be unhealthy, it can be stable and not leading to
revolt unless the underlying conditions change,” Responses of such eulture with changed
personality to chatlenges in other aspects of life are likely to be one of inaction,
apathy and withdrawal rather than of positive action, commitment and involvement.

An in-depth study of the automobile workers by Kornhauser clearly shows the
psycholopical salience of the job within the faclory population studied. Job remains
very much in the forefront of workers at least on par with family interests and
decidedly more prominent than other segments of their lives. Kornhauser's (1965)

_ conclusions which are highly relevant for appreciating the cifect of jobs on mental

health of workers are summarised below;

1) Large numbers of automobile workers manifest feelings, attitudes and behaviour
that signify none too satisfactory life adjustments or mental health. Their
responscs reveal feelings of adequacy, low self-esteem, anxiety, hostility,
dissatisfaction with life, and iow personal morale.

2) Mental health varies consistently with the level of jobs the workers perform, That is,

higher the occupation (in respect of skill and associated attributes of variety,
responsibility and pay), belter the averagé mental health,
3) By far the mest influential attribute in determining joB satisfaction and
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dissatisfaction is the opporiunity the work offers-or fails to offer-for use of the Emerging Issues of Work
Orgonieation and Quality of

worker’s abilities and for associated feelings of interest, sense of accomplishment, !
personal growth, and self-respect. Working Life :

There is erough evidence to indicate a high degree of inter-connectedness between
work life and community life. Thus according to Harold Wilensky (l961}. “where the
technical and social organisation of weork offer freedom — e.g. discretion in methods, or
schcdulc and opportunity for frequent interaction with fellow workers ... then work
attachments will be strong, work integrated with the rest of life, and ties to the
community and society solid. Conversely, if the task offers little workplace
freedom ... then work atiachments will be weak, work sharply split l’rom leisure and
ties to community and society uncertain.’

If a person is to be considered whole and not segmented or a set of fragmented parts
then the natural corollary is thar work life and community life cannot be seen as
. disjoined cither. They form a continuum, In the context of traditional socicties
moving towards modernisation it is all the more important to take into account the
interplay of forces in work and non-work lives of the individual and to examine the
structural and dynamic action properties of the multiple interlinkages between them.
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7.3 NEED FOR CHANGE : SOCIO-CULTURAL ' ‘.
CONDITIONS

It is not a question of affluence or reaching certain stage in the development of i
technology as in the western countries, it is more a question of seeking to build such :
systems which are adaptable and therefore sensitive 1o their environmental realities.
In transitional societies with an elaborate system of social stratification, innumerable
number of intcrest groups mtcrdependencms among which will increase as the society
modernises, and sets of differential values, attitudes and practices which are decply
rooted in the past, it is all the more necessary to devise such sysiems of organisation
as arc capable of generating appropriate responses to meet the uncertainties of the

environment,

Some of the charagteristics of socio-cultural conditions which may necessitate change
in work system can- be stated as follows : :

1) Work organisations are open systems and thus do not operate in isolation, On
the contrary, they operate on a high level of interaction through multiple |
linkages with other systems. This pives rise to multiple organisational : ' v
connectedness and individuals who enjoy membership in multiple orgenisations -
tend to bring in properties and values of those organisations as well. A work
organisation superimposed on a socio-cultural system with different structural
and dynamic action properties, therefore, is likely to have negative consequences
on the system as a whole unless e planned effort is made to deal with these
consequences. In Indiz as in other developing countries it is not enly technology
that has been borrowed.but alse the associated organisation of work which do

_ not necessarily [it within the prevailing socio-cultural framework.

2) A number of studics relating to introduction of an alien form of organisation :
and technology have shown Lhe shatlering eifect it can have on Lhe social i
structure and system of values of a people. Sharp’s analysis of introduction of
stee] axes among the stone age tribe of Australia and its conscquences in terms
of the total disintegration al 1he social system is a well known example. Linton's

-analysis of introduction of wet rice cultivation system in a Madagascan tribe is
yet another case where Lhe tribe accepled it and then wenl back to the old dry
rice cultivation as the lormer was nol in consonance with their value system and ,
ways of life. Qur expericnces in India are too well known ta be mentioned here,
Consequences of this kind can be discerned in one form or another in complex
societies as well,

3) Rural societics in [ndia place high premium on group cohesiveness and solidarity
and the role of competition within a group — be it a joint family, caste or
village — is minimised through such institutional arrangements as “jajmani
system” reinforced by social, moral and religious sanctions, Competition in
occupational spheres is minimised by emphasis on ascription. Collaborative
oricntation, therefore. seems to be @ predominant value,

4) Concepts of time and space and their strucluring in rural societies differ
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conslderably from the prevalling concepts in urban-industrlal areas. In so far as
space is concerned, sense of territorielity ~ deslre to own and identify with
definabje space — is very high In rural areas, The village for pxamplc has been an.
important source of identity for the rural masses. In some castes, particularly in
the southern parts of India, name of the village to which one belongs is added to
one's name. Concept and structuring of time is yet another important
variance. The tribal/ rural workers, particularly in the coal mines. construction
industries etc., tend to be absent from their work immediately following

the pay day, their own festivals or during sowing, plantation and harvesting
season. In a sugar factory located in a tribal area in Maharashtra, the organisers
of triba! workers entered into agrecment Wwith the management to regulate
working hours to eight hours a day. The tribal workers, however, continued to
work longer hours as in the past uanmindful of the superimposed time structure,

5) 1In the last one decade or so there has been a qualitative change in the nature of
work force particularly in those industries where skill requirements are high!
Most workers in these industries are young, educated and have relatively high
level of aspiration than their counterparts of older generation. The young
workers look for opportunitles to utilise and develop their potentialities. They
look for intrinsic factors in their work. Our finding among a cross-section of
young workers from a large public sector undertaking confirms this.

6) The presence of two cultures side by side — one having its roots in the traditional
modes of living with emphasis on “ascribed statuses™ where the primary sources
of one's identity are social groups, and the other associated with advanced
'technology with emphasis on “achieved statuses™ where the primary source of
one’s identity are the formal work groups and organisation, creates problems of
its own. Peaple who live in these cullures tend to adjust to the new demands of
production processes not by accepting their imperatives but by creating informal
groups based on caste, language, religion and region which in most cases are
detrimental to the.realisation of organisational and social objectives, The needs
for status and for seeking identity if not satisfied by the given organisation of
work in a production system, it is only logical for the workforce to seek the
satisfaction of these needs by extra organisational means.

7) Social and economic relations that are prevalent in most rural and semi urban
areas particularly in eastern and central India provide useful insight in the

_dynamics of adjustment and adaptation of a population to the demands of
changing technology. Most dramatic example comes from the coal mining belt in

~ eastern India. An excerpl from the editorial in a leading weekly throws light on
this problem; “More dramatically, then. anything else, the happy co-existence of
the advanced technology of deep-shaft coal-mining with the most ferocious
forms of accumulation involving «sury, extortion and terror, only proves how
we too are able, in our own way, to resolve contradictions.”

8) The near absence of work-culture amous oractically all levels of employed
worklorce has been yet another important ¢haracteristic-of the prevailing socio-
cultural reality. Loss of interest in one’s work gis consequent apathetic
responses to diverse situations js not confined to blue collar workforce only;
'manifestations of these can be seen among all sections’ and in all sectors
including the educational institutions. Even among the white collar workers in
relatively affluent sectors such as banKing, insurance elc., one can discern a
growing apathetic response to work situations provided one looks into the
pattern of work behaviour over a period of time. ,

Some of the obvious characteristics of the existing socio-cultural realities in India
highlight the need to have a fresh look. at the way in which we have organised our
work in industrial and government séctors. To the extent organisational processes |
are geared to deal with and channelising the contradiclions and confjicts prevalent
in the socio-cultural system in the direction of innovative and constructive pursuits,

these will obviously contribute to the enhancement of quality of life of millions of

people al work place and in the community. And it is here that exercise of choice on -

our part in designing work organisations geared 10 these needs is profound
significance.

It is all the more important in our context to design alternative forms of work
organisation because the western industrial mode! based on burgaucratic principles
has already begun fo disintegrate. In case of developing countries observations of the
Eric Trist (1975) bascd on his experiences in Peru are quite relevant: '

“It (burcauératic model) would retarc{-,dcvelopmeﬁt of their productivity,
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increase their comparative cconomic disadvantage, and all too rapidly create Emerging Issucs of Work
ulichated workers likely 10 cause severe political problems, Their best strategy Organisation and Quality of
would be to ‘century skip—1o ignore nineteenth century models of industrinl ) Working Life
organisation and the dehumanising values embodied in them—and experiment

in ways suitable to the conditions of the Third World, with new forms of

organisation that give first importance to the quality of life in the work place.”

In a developing country where-increased productivily and quality of life of the
people are legitimate and desirabie goals, one cannot sacrifice’one for the sake of the
other. If one, however, daes sacrifice then in the process, experience has shown, one

gains neither.

7.4 QUALITY OF WORKING LIFE : APPROACHES

© The quality of working life movement traditionally has been closely identified with
the job redesign eiforts based on socio-technical systems approach. However, during
the 80s the concept of Quality of Working Life has been broadened to include &
number of approaches aimed at joint decision making, collaboration and mutual
respect between management and employees,jincreased autofromy at work place, and
self management. Thus the Quality circles adopted by Japanese and Indian industries
as well as democratisation of wark process through self regulating autonomous )
groups in the scandinavian countries and the U.S.A. are all considered part of the

" Quality of Working Life movement. The following table outlines the elements of

quality of working life efforts:

Quallty of Work Life Elements

T

INDIVIDUAL QUALITY OF WQRK LIFE GROUPS
Work Redesign WORKER . Teams
Coreer Development Job satisfaction Quality
Training Persanal Development Circles
Multiskilling Reduced stress Sell-
* Self cantrol and management

o Sell discipline Parlicipation
PROCESS . . . EMPLOYER
Profit sharng Productivily .
Sconlon Plan Commitment
Flexitime » Adopiability

Reduced Absenlesism
STRUCTURE

and turnout _y
"\ Flexible

SOCIETY I~ Stricture

Promoticn Plan

Increased Value Reduced

of Heman Resources Bureaucracy

Life Satisfaction Expanded
Goals

" Active Invalvement
in Social Affairs

Adapled from SZILAGYI. A.D Jr + M J Wallace I,
Organlsarional Behaviour and Pesformance. Ath edition.

7.5 QUALITY OF WORKING LIFE IN THE
INDIAN CONTEXT

In conclusion, then, there are several pertinent aspects of quality of working lile
movement particularly in the context of India and other developing countries that

rerit consideration. ;

1. The quality of working life of people depends on the cxtent to which men-work-

environment relationship forms and integral whole and where the level of

interaction among the three is very high resulting in a state of dynamic

cquilibrium. It is only in a state of dynamic equilibrium and an awareness of it a3
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that the status quo orientation of people in organisations can be replaced by
adaptive action orientaticn.

2. The design of work systems in developing countries, therefore, will have 1o be
such as to take into account the mutuality of relationship between work
organisation and the socio-cultural realities. There will, inevitably, be the need to
initiate action research in variety of settings and on a large scale which alone can
provide insight into the nature and dynamics of rnlcr!mkages between the work
system and the socio-cultural system,.

3. In most developing countries, work redesign ¢an become a powerful instrument
of cultural and attitudinal change. Cerla:n values, attitudes and cultural
attributes acquired in the new work system can manifest themselves in the socio-
cultural and political system as weli. Thus, while in the case of India, the
bureaucratic form of work organisation reinforces the avthoritarianism of
traditional society, the redesigned work system based on participative principles
will tend to foster democratic values in the society at Jarge.

4.  While it will be necessary to inculcate new values and attitudes in the work
place, it will also be equally desirable to design such systems which will sustain
and strengthen the predominant patterns of behaviour that already exist in 2
given culture. Thus, in case of India, proposed alternative form of work
organisation with semi-autonomous groups as unit is more geared towards

,incorporating the main orientations of people as also some of the charactenstlcs
of socio-cultural conditions obtalmng today.

5. In our context, the quality of working life movement, if confined to the
organised sectors of industry and government, which constitute or significant but
very small percentage of the total working population, will not be able to
contribute towards its ultimate goal of enhancing the quality of life of people in
general, 1t will be nkcessary, therefore, to broaden its {ramewozk so as to
encompass the vast majority of men and women who cither work in unorganised
sectors or as agricultural labour in rural areas and to whom even some of the
basic rights have been denied. Maccoby's (1975) enunciation of four principles:
security, equity, democracy and individuation in the context of democratisation
of work process is highly relevant here, For most people working in unorganised
seclor &nd as agricultural labour, principles of security and equity are not
applicable as in the organised sectors. Obviously then ensuring fulfilment of
these basic need becomes a pre-condition for improvement in the quality of

~working life in the rural areas. Organisations of rural labour which can ensure
sccurity and equity for its members is the first step towards moving in the
direction of improvement in the quality of working life. And also it is here that
exercise of choice in form of appropriate technology becomes incvitable.

It is our hope that as we gather experiences in redesigning work systems in India, we
shall be able to develop models for socio-technical assessment of developing
countries and for planning for the future. The philosophy of wark redesign does
have long term implications for the evolution of social policies of a nation Qur
biggest challenge in the coming years will be to design such systems as will be able to
resolve for the individual and for the society *cultural contradictions’ which Daniel
Bell has described as the ‘double bind of modernity® that is, effect on personality of
receiving simultaneous, contradictory injunctions, if coptradictory injunctions
pervade through the fabric of the entire society, the result might be what Bell calls
social schizophrenia.

7,6 SUMMARY

The Quality of Working Life movement aims at integrating the socio-psychalogical
needs of human beings, the unique requirement and constraints of a particular
technology, the structure and processes of the organisation and the existing socio-
cufture milieu. The purpose of the movement is 1o create a culture of work
commitment in organisations and society at large so as to ensure higher productivity,
greater job satisfaction and active involvement in community and social life.

Work blays a central role in the life of pedp]é cngaged-in productive pursi.lits. The
nature of work one is involved with, has therefore, profound impaet on not only
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or determining his performance leve! in the organisation but
his fellow men in the society. Thus it is.imperative to

lity of life at work which can and even does lead -
facts of one’s life. The prevailing socio-cultural
but 1o bring about such a change.

shaping his personality
also on his commitment 10
bring about improvement in the qua
to qualitative improvement in other
conditions in India leave no option
es have been adopted in differcnt socio-cultural contexts to

vality circles, team work, autonomous

1 and the like. Central to ali these
lating to their

Various approach
improve the guality of work life such as gq

group working, flexitime, seli-managemen

approaches has been the direct participation of cmployees in affairs re
work leading to increased aulonomy, self control and self direction.

ntries such as India only lip service has been paid to such a vital

g life movement provides a value framework
implication for the evolution of social

and human resources development in

In developing cou
area of concern. The quality of Workin

and a philosophy which has a long term
policies relating to technological choice
countrics like India.

71 SELF-ASSESSMENT TEST

1} How does Sacial cultural conditions affect the Quality of working life?

2) Explain Quality of working life from Indian context?
3) Take an example of your organisation and deseribe how do you improve the

Quality of working lifeT
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BLOCK 4 ORGANISATIONAL ANALYSIS

An underssanding of organisations and their nature is imporiant to bring about any
improvements in organisations. The various units under organisatjonal analysis attempt to
equip the reader with an understanding of organisations, including various elements and
processes of organisations. The first unit aims at heiping the reader to know abouj the
various methods of diagnosing organisations. Second unit deals with Questionnaire
measures of organisational phenomena in view of the large number of questionnaires
available and their importance to the understanding of organisational phenomena.

The third unit degis with Interview as a diagndstic tool. Within a short span of period
interview technique helps in understanding the issues involved in an organisation. The third
unit deals with workshops, Task-forces and other methods. These methods also help in
diagnosing instead of relying only on questionnaire and interview methods.
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UNIT 8 ORGANISATIONAL DIAGNOSIS
TOOLS AND TECHNIQUES

Objectives
After going through this unit, you must be able to understand:

* the concept and purpose of organisational diagnosis
* steps and methods of organisational analysis.

" Structure

8.1  What is organisational diagnosis?

8.2 , Organisational analysis as first step in diagnosis

8.3 .Ilustrative list of organisational subsystems
"84  Ilustrative list of organisational processes

8.5 . Purpose of organisational analysis

86 Organisational analysis perspectives

8.7  Methods of organisational analysis

8.8 Summary '

8.9  Self-assessment Test

8.10 Further Readings

8.1 WHAT IS ORGANISATIONAL DIAGNOSIS?

In some ways organisations, their structure und functioning cun be ¢gmpared 1o structure and
functioning of the human system. Just as an organism has several payts an organisalion is
also structured with sevéral subsystems. Effective furictioning of the human sub-systems
depends on the effective functioning of all the constituent parts. When the human system is
'in trouble it is cither due to 2 problem in a part that could be located or due to problems that
affect the entire system. In any case when there is trouble the entire system gets affected.

Justas a doctor diugnoses the prablem with the human system on the basis of the symptoms
and analysis of the system using some tests (standard 1€s1s like pulse rate. BP etc. as well as
special lests} an organisation facing problems could be diagrosed by an organisational
specialist on the basis of naticeable (visible) symptoms and using tests to bring out what is
not evident. The only difference is that the human organism nomally functions as a whole
us it has a single mind. An organisation has several parts cach having its own independent
minds and they may not always function in 2 ully unified way. So even when the top

- management think that ihere is a problem other systems may not think so or vice versa.

Organisation has several minds and that is what adds to the complexity of the organisation.

Another paraliel between the diagnosis of the human being and an orpanisation is the need
to go through a diagnastic check up periodically even if there are no problems. Filness tests
are quite common for the human being. From the time a child is born there are periodic
check ups that are conducted which are used as diagnostic instruments. The size, growth,
acrivity lgvel, heart rate elp. are alt assessed. Even in the school it is common to put a child
through fitness tests. As the person grows into his forties he is advised to get annual check
ups done. Similarly an organisation can put itself through periodic check ups or diagnostic -
exercises to ‘nssess jts growth, dynamism, strenpths, weaknesses etc.

Thus organisatienal diagnosis is an exercise attempted 1o make an analysis of the
organisgtion, ifs structure, subsystems and processes in order 10 identify the strengths and
weuknegses of (s siructural components and processes and use il as a base for developing
plans to.improve and/or maximisc the dynamism and effectiveness of the organisation.

Organisational diagnosis could be done as a periodic routine exercise like the case of
periodic medical check vp of an individual ormay be undertaken when;,ver there is a
cognizable problem that'is affecting the functioning of an organisation. -

“Just as in the case of the’ medical sciences there is a lor more unknown n_’iboul the human
being and quite a few things cannot either be diagnosed or cured, managiment science also
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-* Organlsatlonal Analyzis

has gaps and quite a few problems of organisations are not easy to diagnose or cure. But an
equally good number of problems can be solved and the organisational effectiveness
improved if the diagnosis is done well by competent pgople.

These units on diagnosis, development, and change are not intended to make the reader irito
an organisational specialist. Such a thing requires different training. These units are intended
10 develop a basic understanding about the organisational analysis, so that when a need or an
opportunity arises the reader is aware of what is to be done and whom to approach. In
addition when his organisation undertakes a diagnostic exercise he may be able to contribute

better.

8.2 ORGANISATIONAL ANALYSIS AS A FIRST STEP IN
DIAGNOSIS :

Analysing the organisation, in terms of its components and their functioning is the first step
in a comprehensive diagnosis.

Every organisation can be conceived as consisting of various subsystems or parts. Effective
functioning of each of these parts is essential for effective functioning of the organisation. In
addition the coordinated functioning of these subsystems also contributes to organisational
effectiveness. For making organisational diagnosis the strengths, weaknesses and potential
of each of the subsystems need to be examined. In addition the varjous processes that
contribute to the effective functioning of the organisation as 3 whole need to be examined.

As emphasized by Bechard “The development of a strategy for systematic improvement of
an organisation demands an examination of the present state of things. Such an analysis
usually looks at two broad areas. One is a diagnosis of the various subsystems that make up
the total organisation. These subsystems may be natural “reams” such as top management,
the preduction department, or a research group; or they may be levels such as top
management, middie management or the work force. .

"The second aren of diagnosis is the organisation processes Lhat are occurring. These include
decision-making processes, communication pattern and styles, relationships between
interfacing groups, the management of conflict, Lhe setting of goals and plenning methods™’

Thus organisational analysis'may either focus on the structural aspects (subsystems, various
components etc.) or on pracesses. The following is an illustrative list of the various
subsystemns of an organisetion and the processes which could form a.focus of diagnosis.

5.3 ILLUSTRATIVE LIST OF ORGANISATIONAL
SUBSYSTEMS

Various departments/sub-units of an organisation (¢.g. Production, Personne!, Materials;
Marketing. Accounts, Maintenance, Training etc, or in an educational institution the various
subject based units, the establishment section, library, hostels, examination unit, registrar’s
office etc. or in a bank the branches, regions, zones, headgquarters elc.)

s Various levels in the organisation (¢.g. lop management, middle management, first level
supervisors, skilled workers, unskilled workers etc. or gradewise like Grade 1, Grade 11,
Grade IV elc. or designalion based categorisalion like officers, managers, executives,
general managers,vice-presidents, directors, etc.).

« Geographic units (e.g. North, East, West, South Zones or Madras region, Calcutta region,
Delhi region, Bombay region etc.). ’

o Functional background based subsystems (e.g. engincering services Vs. non-engineering
group; teaching faculty Vs research staff; line Vs, staff etg.). :

« Experience and education bascd subsystems (e.g. new recruits Vs, experienced
employees, or employees joined one year ago, Iwo years ago. three years ago, five years
ago, 10 years ago eic,, undergraduates, graduates, post-graduates ete.).

» Division-based subsystems (¢.g. product based division such as agricultural product
division, chemicals division, automobile accessories division etc.). -

- o Personnel and HRD Policies (e.g. recruitment, rewards, induction, performance

appraisals, promotions, training, job rotation efc.).
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. Research and Dcvelopment (e.g. interest in new, wc.h.nojogy and invesimems. m. R&D

structure of (R&D, linkages. with other.subsystems},

Srake holders and their contribution (share holders, upiops, top ma.nagynen!. board;
members, government emplayees.ete. ).

Financial Management (e.g. sources of finance, investment decision who-makes them and
how.they are.made, accountability etc.). '

Marketing Managemenl

This is only an illustrative list and not ari exhaustive list.

8.4 ILLUSTRATIVE LIST OF ORGANISATIONAL

PROCESSES

. or dysfunctional?’

PR

Comrnu nication
Is jt.one way or both ways (upward and downward)? How is lhe sharing of mformanon?

Hnw much openness exists in communication?. -

Who has information? Is it loaded in some pockets?

How is the information used? . ‘
How much of distortion takes place when messages are sent?
What channels are used to send messages to people? How good are thess?

Do pc"op]e who need information get it on time?

Is |1 formal or informal?
What kinds of information is shared?
Are peoplc s gxpectauons met in terms of availability of information etc.?

Goal Setting
How are goals set?
Is there clarity of tasks and objectives?

. W'ho prowdes clarity? How frequently?

What is the process of goal setting? Is it participative or autucratlc'? L
Does the process of goal setting ensure commitment 1o tasks? . .

Role Clarity*

Do employees know well what they are expected to do?
Is there a discipline to plan their work?

To what extent is there ambiguity of roles resulting in tensions, ad har::sm etc.? .

. Js.there penodlc dialogues between supervisors and their subordmatcs to increase role
.. clm-"y') -

What is thc cxtent of ﬂcx:bnlnyfnglduy in defining role.s for employees? Isit funcuonal

Cullure " :
What are lhc norms and values in the organisation that are widely shared?

To ‘Whal extent openness is valued?
Do people trust each other generally?

'Is there general collaborative attitude among staff?

Do pg,oplc value experimentation, risk-taking and initiative?
Is punctualny ‘valued?

Manegement Styles
s the. mp.nagement bureaucratic or cnu-eprcneunal or professional ¢r consowauve?

,,W’hqt is.the style of decision-making in relation to new investments, psople, technology,.

structure and the like?

Conflicts and their Management , ”
How frequently do'conflicts occur?
How are they dealt with?

Management of Mistakes
When people make mistakes how are they handled?

Organlsatlonal Learning Mechanisms

Teams and Team work
(How 1 rnuch is.teamn work valued? Are there committee systems? How do thuy funcunn?

What are the amtudes of employees to them? etc.).

Organisatlonat Dingnosis
— Tools and ‘Technlques
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« Work Motivation
Are people generally satisfied wuh work and thelr_]ob?
What is the level of their involvement?
Do they take pride in what they do?
What is the level of loyalty to the organisation?

This is an illustrative list and the questionnaire measures described in the next unit provide
more dimensions for organisatione! analysis.

8.5 PURPOSE OF ORGANISATIONAL ANALYSIS

Organisational analysis may be done for different purposes. These include:

1 Enhancing the general understanding of the furu:l!onlng of organisations (l.e,
educational or research purposes.)
(The direct beneficiary is the researcher or the a.nalyst rather than the organisation).
Such a study may aim at enhancing the understanding of human behaviour through a
study of it in organisations, or to enhance the understanding of the society as reflected
in organisational life. '

2 Planning for growth and diversification
An analysis or a diagnostic study may be necessary for planning growth, diversification,
expansion etc. Organisational analysis may reveal the strengths that could be used for
growth and diversification, weak spots that need to be.removed in the new plans, the
precautjons to be taken, structural dimensions to be kept in mind etc. Several insights
may be provided on structure, people, systems, styles, technology eic. that have
implications for growth.

3 Improving Organisational Effectiveness or Planning General Improvements

Organisational Analysis may be used also for improving the general efficiency of an
 organisation. On the basis of a diagnosis made out of the analysis action steps could be

initiated in terms of toning up administration, introducing new management systems
and processes, reduction of wasteful expenditure, introduction of time savers, change of
personnel policies Lo enhance employee motivation, restructuring of some parts,
training, elimination of unwanted structures and teasers, improvements.in general health
of the organisation etc, ’

4 * Organisatlona! Problem Solving -
Whenever some subsystems departments, units etc, fall sick or start creating problems a
diagnosis may be undertaken with a view to identify the source of the problem and take
comeclive action. A sick unit, a battleneck, a communication block, a peor performing
department, frequently occurring conflict between two depariments, repeated failures of
a management system or an organisational process, a frequent violation of an
organisational norm, fall in discipline, reduction in output absentesism, increase in
conflicts etc. can all lead to the need for an organisational diagnosis of a part of the
organisation or the entire organisation.

8.6 ORGANISATIONAL ANALYSIS PERSPECTIVES

Organisations can be analysed with different perspectives in mind. The perspectives one
takes depends both on the purpose for which the analysis is being done and the professional
background of the people doing organisational analysis. The following perspectives could be
used for analysing organisations: '

Economics Perspeclive

Political Stience Perspéctive

Sociology and Social Psychology Perspective

Management Perspective

Applied Behavioural Science or OD Perspective’

Economle Analysis of Organisations

The economic analysis focuses primarily on the use of money, allocation of resources,

distribution and consumption patterns, pricing decisions etc. The following is a sample of
questions that are usually asked in the Economic Analysis of an Organisations:
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How are tlie resources allocated? .
What Is the market structure? (Is is competitives, monopolistic, oligopolistic? etc.) -
What is the organisations market and its‘characteristics?

Are the products and services in the indusiry homogeneous or differentiated?

What is the nature of demand for organisation’s services?

What is the cost of making the product or service? .

How are the various elements in the process of making it related? Are there substantial

economics of scale? '

Economic analysis of organisations is panticularly helpful for the first three objectives
mentioned earlier. Tt helps sireamlining the organisational efficiency, eliminating wastes,
and gives insight while planning for growih, diversification ete. However,'when it comes lo
problems not all types of organisational problems can be'answered by economic analysis.

Political Analysis
Political analysis deals with the tactics and strategies employed by the individvals and

groups in the organisation as well as the organisation itself in the quest for power. The
following is a satple of questions asked in this analysis: S

Who is most influential in the organisation? (individuals, groups, departments, €tc.)
What is the-power base of each of the categories of people in the organisation (Is it
position based, competency based, coliectivity based like in unions, is it because of
closeness to top exective or ruling party? Is it due to the ability of the person to reward,
hire and fire?) . '

» How is the power distributed among individuals, groups end departments?
What strategies do people use in influencing or cantrolling cach other?

« How is the power used? How much for organisational purposes?"How much for

. expanding one’s power base? etc, :

+ What are ideologies of different groups? What implicanions do these have for

organisational functioning? Is there congruence with organisational goals?

« How much is there a commitment for organisational goals?

. Is decentralisation functional or centralisation useful?

» What kinds of control are needed to regulate the behaviour of people?

Like Economic analysis, puliticul- annlysis of organisations is useful for understanding the
organisation, Political analysis helps understanding many softer and strategic dimensions of

an organisation..

However, it has limitations in providing guidelines for the planning of growth and
. diversificetion of an organisation, It helps immensely in understanding orgenisationsl
dynamics. However, such an understanding may become one-sided unless it is enriched with

- other perspectives.
Soclologlcal and Soclal Psychology based Analysls ) _
Sociological and soctal psychological perspective focuses on the social behaviour of
individuals and groups in the organisation. The formaticn of groups, habits, norms and
values of the organisation, the process ol socialisation, conflicts, strikes, protest behaviour
ete. issues-are studied. The influence of the society on the organisation is also focused. The
following is a sample of questions that are normally asked with sociological and social

psychological perspectives:

o What is the nature of the work force and different categories of employees? Where do
they come from and what personality, attitudes and values do they bring with them that
influence organisational functioning? . '

» What are the groups? What interests do they serve? What binds them together?

¢ What are the formal and informal sources of secialisation? How are people being

‘ sqciali§cd?'How is this affecting the organisation?

« What structural forces ensure stability and order in'the functioning of
What causes disorder? What forces conlribute’to change?

What forces bind different groups}dcpanmcnts}unirs together?

'What is the distribution of power and authority?
What are the attiludes of people 1o work? What are the attitudes of pecle to.each other?

Is there alicnation? What scems to contribute Lo itif it is there? How'« 'wid it be reduced?
How frequent are the strikes? What is the incedence of absenteeism, aczicents,
alcoholism, indiscipline etc. phenomena? What seems 10 cause it?

the organisation?
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¢ How do members relate o cach other outside work hours? How do thelr interactlons
uffect their work behaviour?

Sociological and social psychological analysis helps in understanding organisations for
research and study purposes, for planning growth and expansion (especially location
decisions, recruitment, structural decisions, departmentation) and for orgamsauonal pmblem

solving.

Professional Management Perspective in Organisational Analysis

For a long time manragement was not accepted as a separate discipline. With rise of
management schools all over the world a new class of people with professional management
background and skills have emerged. With the avaiiability of a large number of
professionally trained managers and management scicntists there is a professional
management perspeclive that is emerging. This perspective focuses on vurions management
dimensions of organisational life. Each branch of management can analyse a significant part
of organisation’s functioning. The branches normally include Business Policy and Strategy
Management, Production and Operations Management, Persennel Management, Marketing,
Finance and Accounting, Organisational Structures and Dynamics and Managerial
Economics. The following are the sample questions that could be asked with this perspective
for organisational analysis:

» What are the strengths, weaknesses, opportunities and threats facing the organisations
with respect to its business and its functioning?

¢ What are the business goals? Is there a long term plan? What are the strategic
consideration the organisation has in planning its business activities?

» Is the structure best suited for its goals?

+ What is the technology being used? Are belter technologies available? What are the
problems in changing technology?

s How is the production planned? What is the capacity utilisation? How could it be
improved? How frequent are the break-downs? What is the level of inventory? Are
materials available on time? What is the rate of rejection of products'? What is the
wastage? How could it be reduced? .

» How are people recruited? How are they trained? What attracts peaple to this
organisation? What retains them? What reward and punishment system exist? Are there
unions? Howmany? What ar¢ their antiludes? How satisfied are the people with the

“work? What are personnel policies? What is unique to this organisation? How do they
suit the tecknology and business of this organisation? '

o What is the financial position of the organisation? What are the sources of finance? How
are the surplus used? What are the investments made by the organisation? What control
systems exist? S

s How are the products priced? What are the marketing sirategies being used? How much
of competition exists for the organisations products and services? What new products ore
planned to be introduced? What is the cxperience with the existing product? Has the
organisaticn cstablished its hame in the market?

* Is the structure functionzl, divisional or matrix? Does it suit the organisation
requirements? What arc'the characteristics of employees? How are the interpersonal
relations? What is the source of conflicts? Do people take initiative and show lendershlp
qualities? How is tearn work and collaboration?

Professional manegement perspective helps in a thorongh analysis of an organisation.
However, most often such exhaustive case studies may not be required-of all functions.
Normally organisalion anaiysts are interested in some functions more than the others. A
professional management perspeciive is the most useful perspective lor overall
improvements in organisation and for demonsirable results in terms of output, cost
reduction, profits and the like. It helps besides for problem selving in designing
organisations for future growth and diversification.

O D or Applied Behavioural Seience Perspective

While-applied behavioural science is a part of the Professional Management Perspeciive,
with the availability of specialised knowledge in 1he field and the extent of human issues
occuring in organisational life has made il a distinctive necessity. Most often when a
managerial perspeclive is taken an analyst is tempted 1o focus on dimensions like the -
materials and money s they are easy to'deal with and get concrete results. It is easy to talk
of invesiment decisions, introduction of computers, streamlining information systems,
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introducing performazce budgeting, advertising, pricing decisions ete, There are so many Organi:. i
suelt variables the Luman processes and up becoming one such set. In reality it is an - — Taol 5
Importuait set beeause it is people who ure benind these decision and who need to implement

them, Forenately alot of technology and skills are available from the applied behavioural

seience field. The OD perspective focuses on the human process dimensions of

ernanisatien's functioning. These human process dimensions deal with the individual per se,

the individual in relation 1o the role he is expecied to perform. the team work, inter-team

‘collaboration, orgamisational culture and health. The OD perspective primarily focuses on -

cxamining the attitudes, norms, values, systems, processes elc. that exist in the organisation.

"he question asked is “Are they facilitating the urilisarion and develop:faenl of human'

compcelence available individually or collectively in the organisation? Is the organisational

culture facilitating people to contribute their best to the organisation?” Some of the

questions asked in this perspective are as follows:

* What is the extent Openness. Collaboration, Trust, Autonemy; Pro-action, Authenticity,
Confrontatjon characlerising the organisations’ culture?

. What is the profile of people who join the organisations? What values do they have?

. What is their view of the human being? . -

+ ‘What is the level of organisational health as reflected in communications, conflicts, role
clarity, job-satisfaction, work motivaticn, team work, participative decision-making, goal
setting, discipline, management of mistakes elc.?

. What_isrvalued by most people in the organisation? Is it excellence, power, relationghips,
. status, helping each other control or what? In whal order are they valued? -
o How much of creativity is there and s encouraged? Do people take initiatlve nnd".rlnka‘?
What processes encourage/prevent creativity and initiative?
¢ Are jobs defined clearly? What mechanisms are there to communicate expectations and
difficulties? What mechanisms exist to solve problems?
Do people experience a sense of growth? .
What processes seem [o generate organisational identity and ‘we feeling’? What
. processes create probléms for team work? -
» What characterises various groups and their functioning? -

The OD perspective is essentially useful for organisational problem solving and
‘organisational renewal. It is useful for every organisation-to undertake periodic renewal
‘exercises so that they can examine various organisarional processes and strengthen the

functicning of an organisation.

8.7 METHODS OF ORGANISATIONAL ANALYSIS

Of the various perspeclives presented so far the Professional Management and the QD
perspective encompass the Economic, Political and Sociological and Social Psychological
perspectives. These are also more modem and are being more frequently used. Among these
two of the professional management perspective is vast and covers the entire management
fiald. Since the focus of this course is on Organisation Design and Development, the OD or
the Applied Behavi »ural Science Perspective is more appropriate for discussion here. Hence
in the subsequent pa:1 of this unit and subscquent unit more details are presented relating to
ihe organisation development. '

There ere many ways of analysing and diagnosing organisations and their phenomena. The
foltowing are the most frequently used methods: .

! Questionnaires

2 Interviews

3 Observation

4 Analysis of records, circulars, appraisal reports and other organisational lilerat.urc
'5  Analysis of hard data of organisations and various units

G Task forces and task groups

7 Problem identilication/problem solving workshops

Seminars, symposta and trining programme
Récording and cxamining critical incidepts, events.

o
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rganisatlonz) Analysls

- In this unit'we understood that organisational d:agn051

These methods are described in some detail in the subsequcnt units of this block. The
purpose of the analysis is "Organisational Diagnosis™. Diagnosis gives the state of the
organisation or one or more of its subsystems and points out the scope for improvements -
that could be made for achieving organisational effectiveness. Hence the methedologies

presented in the subsequent seglions are limited to this goal.

-

5.8 SUMMARY . : B

5 is a methed which analyses an

organisation, its structures, subsystems and processes, in order to ideniify their strengths and

weaknesses and 10 improve the effectiveness of the organisa
be used for analysmg an organisation and different methods by which an organisation could

be analysed were discussed.

tion. Perspectives which could

8.9 SELF-ASSESSMENT TEST

.

I Explam what is orgamsauonal analysis ¢ and organisational diagnosis. Why are they ‘

. necessary? ) '
In order to analyse an orgamsauon what should one identify in an organisation?

3 What are the different perspectives of an orgamsauon analysm" Discuss.
What are the different methods of an orgamsanonul analyms‘? Discuss.

8.10 FURTHER READINGS

P.N. Khandwala, The Desrgu of Orgamsanans Harcou
1977 (Specially chapters 1 1o 4).
Harry Levinson, Orgamsanonal D:agnasrs.

1972 - :
. o s . B ':,-_},-.--

Ha.rvard Umversuy Press Cambndge Mass.,

1t Brace Jovaﬁdvich Inc:. New York,
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‘UNIT 9 QUESTIONNAIRE METHODS OF
ORGANISATIONAL DIAGNOSIS

Objectives
After going thirough (his unit, you musi be uble to understand:
* wlhen to construel a Questionniire

* how lo censtruct a Questionnaire
* questionnaire is an important tool for analysing zn Organisation

Structure

9.1 Intreduction

9.2  Dimensicns Diagnused through Questionnaires

93 Available Questionnaires

94  How to construet Queslionnaires

9.5 Howto adminisier and use them

9.6 Summary .

9.7 Self-assessment Test

9.8 . Funher Readings
Appendix |—Organisalional Climate Questionnaijre
Appendix 2—HRD Climate Survey

9.1 INTRODUCTION

Questionnaire, Interviews, Workshops and Task-groups are the most frequently used
methods of organisational diagnosis in India. They are used separdtely or in combinations.
Of the four, Questionnaires are more’commonly used as they could be used with ease and by
persons inside 1he organisation. In this section Questionnaire methed is described in some
detail,

There are & number oi fairly standardised Questionnaire for Organisational diagnasis.dt is
also easy to develop Questionnaire 1o suif each organisation’s requirements. A sample of
standardised questionnaire are also described in 1his section. Choice of a questionnaire
depends on the purposes of diagnosis and the indications avatlable from a preliminary

" diagnosis of the dimensions needing in-depth study. Normally before the decision to use a
questionnaire the person or the group, intending to use it should have identified the area of
concern through interviews, complaints, observed symptoms or general opinions of interest
expressed by the top management ete. ) ‘

9.2 DIMENSIONS DIAGNOSED THROUGH
QUESTIONNAIRE

There are many dimensicns that could be studied lkrough questionnaire. The following is a”
Tist of these dimensions-more frequently studied for diagnostic purposes,

¢ General Orpanisationa! Health

. The general well being of an organisation could be measured through Questionnaire. The
general organisational health is indicated by 4 comprehensive index obtained through the
measurernent of perceptions of employees of the organisation, The comprehensive index
deals with the health of the organisation on all possible variables (psychological,
sociological, political, behavioural, managerial, organisarional etc.) (hat affect the
functioning of the organisation. These include the feelings of security, need-fulfilment,
job satisfaction;-scope for self-actualisation, extent of happiness with the organisation,

power-di§tribuliun. working-of groups, objectivity, favouritism, distortion of

tommunications, trusi, leadership, team spirit, tension in the arganisation, conflicts,
i N . .
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prejudice, work-organisation, effectiveness of meelings, convenience of working hours
and work atmosphere etc.

Organisational Culture
The commonly shared attitudes, values, beliefs, norms and behaviour of employees in the

organisation constitutes its culture. Organisational climate variables are similar to
organisational health variables. Organisational culture is studied normally in a descriptive
way whereas-organisational health is studied in an evaluative way. Organisational heailth
variables indicate functional and dysfunctional aspects of the organisational processes. -

Motivational Climate
Organisations could be diagnosed in terms of the prevailing motives that characterise the

organisation’s function. Does concern for excellence characterise its culture or control?
or relationships? or dependence? or expert power? or helping each other? etc.

- Role Oriented Variables

There are many “Role” related variables that influence the organisation’s functioning.
These include Role Efficicy, Role Ambiguity, Role Overload, Rele Erosion, Inter-role
linkages and the like, Some of these variables are explained later with illustrative

examples of questionnaire.

HRD Climate .
HRD climate questionnaire deal with the extent to which a development oriented climate

or learning climate exists in an organisation. Openness, collaboration, trust, proaction,
authenticity, confrontation, risk-taking elc. are normally characterised as facilitating
developmient culture, Performance appraisals, training, feedback, counselling, job-
rotation, group meetings, career development plans eic. are considered as instruments to

factlitate change.

Leadership and Supervisory Styles

The human resources management philosophy as believed and practiced by the
supervisory and managerial staff determines also to a large extent the motivation and
morale of people and thereby influences the organisational functioning. The general
philosophy, belicfs, and behaviours can be measured through questionnaires. The
variables measured may include Theory X Versus Theory Y Orientation; or task-centred
and people-centred supervision; or authoritarian versus participative management; or

- benevolent, critical and developmental styles, etc.

Job-Satisfaction, Work Motivation and Work Committment

With the decline of work ethic in some organisations, many diagnostic efforts are being
focused on studies on job-satisfaction, work-motivation, job-involvement and the like.
The variables measured give insights into the existing pattems as well as sources giving
rise 10 dysfunctional behaviours. Questionnaire o measure elimination, work attitudes

also fail in this category.

Specific Variables
Tn addition to these general variables the diagnostic questionnaire may focus on specific

variables depending on the need of the organisation. For example, if communication is
perceived as an issue there could be questionnaire to deal with all aspects of it. If team
work is perceived as a problem there could be questionnaire developed to deal with.
Thus any organisational process or human processes in organisational life can be taken
up for diagnosis depending upon the preliminary investigations or need felt by the .
organisation. :

[n the subsequent section of this unit details are presented about some of the questionnaire
available.

I9.3 SOME QUESTIONNAIRES AVAILABLE

Organisational Climate Questlonnalre . .
A typical organisational climate diagnostic questionnaire is given in Appendix 1. This -
questionnaire has 60 items. Each item has 5 altemnative responses. The respondent is
required to give his assessment of the organisational climate as it exists at the time of his
answering it as well as the desired climate. The gap between the “actual” and “desired” -

L




indicate the dissatisfaction level or scope for improvement, Smaller the gap maore healthy the
organisation is. This instrument reproduced in full because it gives a foirly comprehensive
coverage of all the organisationul variables that could be considered under orgamsuuonn[
climate or organisationnl health.

The best wi:y (o leamn about the variables used in this Questionnaire is for the reader to
snswer that Questionnaire. After answering the Questionnaire find out the gap between the
actual and desired scores for each item by converting the ratings into a 5 point scale. You
can assign a score of 5 poinis to altemative E, 410 D, 310 C, 210 B, and | 1o A for
positively worded items j.e. where A is least desirable and E is most desirable. For the
aesteriked items assign a score of 510 A, 410 B, 310 C, 2t0 D and 1 10 E. For each item
find the differcnce {ignore the sign while calculating difference). Add the differences on
cach item and caleulate the overall difference on all the 60 items. It will give the overall
index of dissalisfaction with organisational climate. There is no hard and fast rule about
whal can be considered as desirable or undesirable. A gap of 30 may be a tolerable gap as it
may mean marginal variation between the actual and desired in 30 ftems or noticeable
variation (about 2 points) on 15 items. A difference score of 30 can be obtained in many

- ways,

Total organisational climate score can 2lso be obtained by adding the scores (A=5, B=4,
C=3, D=2, E=| respeclively for aesteriked items and A=1, B=2, C=3, D=4, and E=S5 for
other items) on the “actual” dimension. A maximum score of 300 is possible. Scores above
240 (i.c. 60 x 4) indicates a healthy organisational climate. Scores between 180 and 240
indicate a modcrate!y good organisational climate with some scope for |rnprovemem Scores
below 180 indicares substantial scope for improvement.

This questionnaire can be administered to a large sample of employccs in an organisation {at
least 10% in large organisations cmploying several thousands of people or for the entire
papulation in smaller organisations employing only 2 few hundreds). ltem-wise scores can
be tabulated. Those questions or items on which there are low scores and high degree of
consensus (low varialions) could be taken up for working out corrective mechanisms.

HRD Ciimate Questionnaire

With the recent emphasis on Human Resources Developmenl many organisations are
focusing their altention on HRD culture of their organisations. The Centre for HRD at XLRI
Jamshedpur have developed a simple diagnostic questionnaire to diagnose HRD climate,
This questionnaire is presented as Appendix 2 in this unil.

The HRD climate of the organisation is characterised as consisting of the following
tendencics on the part of the organisation:

* A lendency at all levels starting from the top management 10 Lhe lowest levels to treat
people as the most imporiant resource.
* A perception that developing the competencies of employees to the job of every manager/
. supervisor.

* A belief that employees can change and acquire new competencies at any stage of life.

* ‘Atendency on the pant of all employees be open (encouraging free expression of ideas,
opinions and even feelings) trusting, encouraging experimentation, collaborating,
authentic and pro-active. :

Team spirit.
* Tendency to discourage siereo-lypes and favouritisen,
* Supportive personnel policies and HRD practices including performance appraisals, job-
‘rofation, training, reward administration, career planning etc.

‘This questionnaire consisting of 38 items can be modified to suit the requirements of any
organisation intending o use it. The Centre for HRD at XLRI has data on a large numbér of
organisations. These duta are uvailable [or organisations interested in comparing themselves

wilth others,

" The questionnaire uses a 5 peint scale. The overall HRD climaie score can be obtained by

N ﬁdding the scores on all the 38 items. Scores between 152 (38 x 4) and 190 (38 x 5)
indicate a good HRD climate existing in the organisation. Scores less than 152 but higher
than 114 (38 x 3) indicale a foderate HRD climale with some scope for improvement and
scores less than 114 indicate poor HRD climate with substantial scope for improvement.
Norms for comparison purposes are available from published sources given at the end oflhls

chaptcr (Rao and Percira, 1985).

Questionnalre Mathods of
Organlsationa] Plagn &l
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Organlsational Analysis

For disgnostle purposes the quoatlonnalre ghould be adminlawrated to o reprosentative sample
of employces and organisutlon wido scores should ba computed on each ftoms. terns that.
show low gcores Indicate areas for intervention or correctlve action, There are organisations
that have changed their HRD policies and practices and finproved their HRD culture after

getting to know their HRD climate dingnosis.

‘9.4 HOW TO CONSTRUCT QUESTIONNAIRE

Ready made questionnaire have soie limitations and some advantages. One advantage is
that they are normally standardised and data from other organisations (norms etc.} may be
available for interpretation and comparison purposes. The main disadvantage is that they
may not suit the needs of an organisation seeking diagnosis. For example, most of the
available questionnaire arc developed in business seitings and hence may be of limited value
(o educational and such other arganisations. Secondly an organisation may be interested in
having a look at a few specific aspects than studying everything outlined in the

questionnaire.

In such cases it is useful 1o construct separale questionnaire exclusively for a given
organisation/situation. The following are someé considerations that could be kept in mind

while preparing the questionnaire.

« Questionnaire for organisational diagnosis normally measure the perceptions of
employees or participants in an organisation. It is the aggregate of these perceptions that
indicate the organisational sirenglhs and short-comings.

= The employees/participants of an organisation sometimes are in a good position to
provide dimensions/variables on which questionnaire can be framed. For example, 10
diagnose lhe organisational health of an agriculture university a group of scientists of that

_ university were assembled and requested 1o make statements about what in their opinion
is good and bad in the university. All their statements were collected, edited and a
questionnaire was made. Subsequently il was administered to all the scientists in that
university. Thus interviews/group discussions/meetings/workshops help in developing
questionnaire. )

e Another form of developing a questionnaire is to sample est any standardised
questionnaire on a group of respondents. The respondents could be asked to indicate
variablesfitems that should be used for diagnosis.

+ In preparing a questionnaire, slruclured questionnaire are more easy 10 analysc data and
for providing statistical information.

9.5 ADMINISTERING AND USING QUESTIONNAIRE

Since organisational diagnosis questionnaire measure perceptions of employees, and in
giving their perceplions employees are giving sensitive data care should be 1aken to prevent
distortions in data collection. Employces may distort data depending on their perceptions of
those who collect data and the purposes for which data are being collected. The following
points may be kept in mind for collecting data. . ' :

« When the respondent knows the purpose the quality of data he gives will be better. Hence
it is imporiant to explain the purpose (in the questionnaire itself or through other media),

« If the respondent trusts the person(s) collecting data and subscribes to the purposes fore

. which data are being collected, the quplity of information he supplies may be better.
Henge it is important (o use consultants, teams, individuals or firms that are ‘known’ and
trustworthy for organisational diagnosis. Partly such trust can be built by proper use of
data and taking action on the basis of diagnosis. If an organisation or the top management
kecp on diagnosing and take no action the employees may lose faith in such EXercises.

« If the respondents have any fear of identification they are not likely to express opinions
freely. Hence it is useful to collect data without the respondent having to reveal his
identity. Sometimes organisalions may find it important to collect some basic informaticn
about the respondent like his Grade, Educational Qualifications, years of service with the

" company. department, section etc. Such details are useful for a meaningful analysis of the
diagnostic data. For example it is useful to know if organisational health or work '

* motivation or distortion of communications etc. are high in some departments than
others. Similarly, it is useful to know if the organisation is perceived as healthy by the
senior employees rather than juniors. Therefore, for such comparisons it is useful to
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Quastionnere Methods of

collect some minimum background information from the respondents. However, the
Organisatlonal Dlegoa-li

designer of the questionnaire has to give sufficient thought before deciding on what
information to colléct. It is useful to test out the thoughts on some employees to ensure
that no i.’entity data is obtained that distorts responses.

» Another dimension that affects the quality of data is the length of the questionnaire. It is
useful to have questionnaire that could be completed by a respondent before fatigue sets
in, Questionnaire that take more than an hour are normally perceived by respondents as
fatigue setting. It is preferable to have questionnaire that could be completed in less than
an hour.

¢ The administration of questionnaire becomes easy in groups than individually.
Respondents could be gathered in small groups and administered the questionnaire. It

.also provides an opportunity for those conducting the diagnostic study to explain in detail
the purposes of the study.

¢ Timing of administering the questionnaire is another factor that should be kept in mind. If
questionnaire are administered immediately afler a significant event has occurred in the
organisation, 1o some extent the percepiions may get distorted. It is useful to admlmster
the questionnaires after their impact settles down.

Use of diagnostic data obtained from questionnaire also require some skills. As will be

explained in the subsequent units “Survey Feedback” is a frequently used OD intervention.

The tabulated data when fed back to the respondents in an aggregate form and an

opportunity is provided fo discuss the data and their implications already the seeds get sown

for the change process.

In analysing and presenting data it is useful to focus o every single item of the
questionnaire rather than aggregate score. Total scores often conceal a lot than reveal. Hence
item-wise analysis is more useful. Even while analysing item-wise responses, computing
percentage or respondents piving extreme rcaponses on each item reveal more about that
variable rather than mean scores.

Wherever qualitative responses are sought content analysis and categorisation of responses
is necessary. The use of diagnostic information partly depends upon the way it is presented.
Hence attention should be paid to the analysis and presentation aspects even at the time of
designing the questionnaire. '

9.6 SUMMARY

Questionnaire is a very useful diagnostic tool. There are several questionnaire developed by
organisational scientists in our country that are useful for diagnostic purposes. These
questionnaire could be used with appropriate modifications to suit the diagnostic needs of
each organisation. It is advisable to develop organisation specific questionnaire for
diagnosing problems unique to the organisation. Comparative daia may be available if

“standardised questionnaire are used for general diagnosis purposes. Participative methods of

developing questionnaire enhance the quality of questionnaire through increasing the
organisational relevance of items. Survey feedback, maintaining organisational health
profiles, designing othcr interventions are some of the useful purposes served by
questionnaire. Care should be taken to ensure getting good quality data through proper
administration (clarifying purposes, maintaining anonymity of respondents, administering in
groups etc.) of questionnaire.

9.7 SELF-ASSESSMENT TEST

1  What are the dimensiogs which could be diagnosed through Questionnaire?

2 How do you construct a Questionnaire? Discuss this with reference to your
Organisation?

3 How is Questionnaire an important tool for Organisational diagnosis?

9.8 FURTHER READINGS

D.A. Nadler. Feedback and Organisation Development: Using Data-Based Methads.
Addison Wesley Publishing Company, Inc. 1977. 17
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4. For important decisions to be taken regarding any work, ) . ' .
the tendghé) Heré ¥'th ALY He HIEYBHD SBihbgea] utly amoianam o o it A
for making e declsiohs, Howofterrdoes it apperphiersD.- 1onznod (O ob woH
A. Almost alweys : : (s ppitsaineIQ,
- B. Usually Seizonykib lomoirszinsgn0 1ol f0o) Insnogm ns sisnnoiauu) & wall,
C. Somelimes e
D Ragely T T T T o i 2
B, Almotnever | 2DVIGAES ARHTAUTR.C
5. To whatextensda.thesuperion andaheknowledpoables0 hno dundbead uibsM .A.D

colleagues take pains to hielp an employeehoWAIKKO 3nidzildud slaaW nozibbA
- leamn more about his job? o
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....organisation is better than other similar organisations in the .

—
=]
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“To a tiutle extent P

“Almost none

. Usually

- Disagree *

PUOW>

-~How often are"your ideas for change given a good hearing?

mUOw >

Almost always \

“Always o
';';'_f{-/i’.' RTINS

'I_§_ll true that remalmng busy is not enough in this

orgamsauun? One has to show results? Ce o

I'Oﬂl BKWI‘II ll.l'.llllﬂllll!: I ETITRNLLITEY
To u conalderable oxtent | o e e

To sr.m@ extent TV T LR L L [RCA D PP

]

" Notatall iy L e v

Atempts to do things in better,ways ars encquiaged IS . s it
organisation. How often does.jt.happenhere?, .. o g v oo vnee oo
Almosl never ’ ’ ..

Rarely. —

" Sometimes )

“Usvally tneet e e e

Almost always ST T
RN S

" Do people here get an opportunity fo develop their skills

l‘unhcrtodolhmr;obs’ S DR R PRI ST e
Almost all the PEOPIe ./ | s oped v raiy & bt L eofrlustp e gisl o 0w o aly b
Most of the people - fraetegime ot ne e it e s e - ST

Some of the people L (LT
A few people

N T
" How often do the employees here try to do things beter than e
" what they have done last time e
Almostnever e e
Rarely e, BORRTTIONN oo, St e ok s[RI Sl

TR S S ST PR FYTE T S

Sometimes

..Almost always e
How much do you agree with the statement that this TRy e RIS B
e tean et s !

country to work in?

Sn-ong]y agree ST I LTI E TR OIS ERL BT kst b
Agree dir g s e nhe T g HRIHRE
[ ] P

Neither agree nor disagree

- Strongly disagree

"Never
Sometimes e g ety s T
Often e it e R T T

Yes, it is true here o
3 very great extent e oo, drian i pul) g Sl T dosied P HTISE P
Yes, it is true here

IR T T ]

.loagreatextept T TP LA PP f
.. Well, it is true.to el Lo
Wiaks s L '

.. anegligible extent
.. Mo, it is not quite true
..No, it is not true at all

. To what extent do you agree that-quiteoftén:a subordinafe u--

sty sdrlnene

Nl My Ay Zho )

sk ghnsunse aly

PTG RN R

here has 1o astend to orders:issuéd-bymore thari‘one person
SHnGTEIST

at a time. T
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EE SETERY ety oy =y B 3y et

SEITITL P WITTEITIITT S TOTTTTIOAR AT b -




Organbational Analysls

MoQW>

Strongly disagree
Disagree

Neither agree nor disagree
Apree '
Strongly agree

. To what extent do you think that when decisions are being

made about certain work that you are to do, you are asked
for your ideas?

Almost never

Rarely

Sometimes

Usually

Almost always

. Somebody says, “There is so much work to do here every

day that I have to do it somehow, and I don’t have the time
to think about how the quality of the work can be improved.”
How much would you agree with the statement?

Strongly disagree

Disagree

Neither agree nor disagree

Agree

Strongly agree

. To what extent do you receive corrcet information about

your work, duties etc?
Not at all

To a very little extent
To scme extent

To a considerable extent
To a very great cxlent

[
“There is a gencral feeling here that grievances of the

employees are handled properly.” To what extent do you
agree with this statement?

Strongly agree

Agree

Neither agree nor disagree

Disagree

Strongly disagree

. Do you agree that almost everyone here knows who is '

working under whom in this organisation?
Strongly disagree

Disagree

Neither agree nor disagree

Agree

Strongly agree .

To what exten1 do people in your department encourage one,
another in work?

Not at all

To a little extent

To some éxtent

To a considerable exient

‘To a very greal extent .

How frequently do you think it is true that in this
organisation it is easier to deal with those things that have
a precedence? :

No, it is not true in any case

+ACTUAL DESL

To= T} O T-ra
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Yes insomecases e Qrganisnilonal Dizy «1-'s

Yes, in many cases T e e
Yes, nmostofthecases L e
Yes,inalmostall thecases e awnen

. Is the organisation receptive to new ideas?

ftisneverreceptive e e
It is somelimes receptive L. S
It is often receptive

Almost alwaysreceplive e e
Always receptive e e

. “The general fecling here is that people do not get fair

hearing from those who are higher up". How much do yon

agree with it?

Stronglyagree e
Agree e e
Neither agree nor dissgree e e
Disagree . e e
Strongly disagree L

How adequate is the amount of information you get about

what is going on in other departments and units of this

organisation? .

Very inadequate

Inadequate e
Neither inadequate nor adequate . e
Adequate T e e
Very adequate

. To what extent do you feel that the employees here are

allowed lo make decisions to solve their problems without

checking them with their superiors at each stage of the work?
Toaverygreatextent .
Toagreatextent e e
To some extent
Toalittleextett e e
Notatal e e

. Is there a general feeling amongst the employees of your

level that anybody can be removed from his job at any time?

Almost all the cmployees feelse ..

Most of the employees feelse e

Some of the employeesfeelso e e
A few employees feel so e e
None of the employees feelse ..

. How often are the rewards (such as raise in salary and

promotions) given strictly an the basis of valid reasons?

Almostalways
Uswally
Sometimes T
Rarely
Almostnever e

. “In order to stay here, one just can't perform work somehow:

work has 1o be well done.™ To what extent do you agree with it?
Strengly agree

Agree e w—

Neither agree nor disagree
Disagree e
Strongly disagree e
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27. To what extent are there facilities and opportunities for

mUN®>

]

mo0®»
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8.

. How often do you have advance information of a.ny changes

. To what extent is the information passed from one persg te! <2o¢eliiny amh 1o peuba

. Are discussions at meetings in this organisation free and open?

it happen here?""

ACTUAL DES!RED

AN HNUE N2 G Y
puASUINGIN T et 'J
evab ol e ot A

individual creative work in this organisation?
Notatall '

To a [ittle extent -

To some extent

To a considerable extent
Toa very great extent

In your observations, how often do the employees in this wonpwsr At g

crganisation seem to be bored with their work?

On all occasions: - DR G
On most occasions .

On some occasions HEHE U AT R (TR TH () PTR T f_m-rm" HEE
On a very few occasions
Not at all

T P I o T P PTI S A

vz s b ol gl vie o et ot g

srelng v inn r.l«’ £
syl E

“The-nature of* Lhmgs that an employee is suppesed to do in . -
this organisation are so varied that it is logically difficult (6" 126+ h i wynys Teriny ¥
put'them together.” How much do you agree with this wagEadl .G

statement? - - uogerib ciynorie 3
Strongly agree '
Agree ' il
Neither agree nor disagree

Disagree

Slrongly disagree- . "'"‘"l’ sbini "” A

JJI‘-J[JJ]!IJI[ I

To what extenr are people in the higher Ievels aware Sfthe!: 1on vssupoliiat 1ot
problems of lower levels in this organisation? stenprab AL
Not-at all R l'l].f)!lh .11')‘1 H

To a very little extent - S
To some extent el eovzelarees wali i) Lt wisg ob nsdes il ol ES

To a considerable extent M7 1w antsldi il salos 0) Aotz sduo ol [:_uml!r.
To a very grcal extent - ' EE M suste dus I i sl g * 1r1o1ls """”-{f--':!.‘
mua ey oY sl oA
HETEE R LN N
mulzy snoe T Y-
Amsesoliic ol Q

which are planned?

Almost always~

Usually o o " R .....!.‘
Sometimes
Rarely 1w o pusdoligere wil; wanome sl 15anng & auilisl LD

Sonet o, dop i mon buraase od o yberdvos il [a oo

Almost never i !
e 2 199t wiuvolqme o [l: omia A

another in this organisation distoried or deliberately midd >+ *2+¢0lant st i o
: ox fu3l aswgakpay wal A (

inaccurate? ) ‘ . o
To a large extent- 2 Joal axavoiqas adt e smt 2
To a considerable extent’ ] o ,

To some extant Lith SInEne 1 i a Hu) s ot s nsthy mﬁii NN

To a little extent Cetwbar bl e b it sdan yieige N8 OGN
Not at all ' UL G
Ce ceilgue's
aofiitamed 3
a0

No, they are very guarded and defensive

Quite guarded and defensive . L parelR
Slightly defensive )
Quile free and open i
Very free and open .
One cannot simply go ahead and do a thing here unless one R0A ij

has discussed it w:th one's superiors before: How often dodg el vom angr 25 “'31’;' a
TR KL .

Yes, it is almoat-always the cnse here Sngieib amoe

ST RER TR
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B. Yes.itis usually.the case here wdvple ol T
2. Yes, it is sometimes the case here
D. No, it is rarely the case hersi 1o soitilivsesys urls noisseizagie wlf i et sy urr._;.nr.l L
E. No, it is almost never the case here traeility cHotias »aoyokuns
............ LR LN I (L} AR )
35, If.someone ofyuur colleagues does his job in a more improved st R
way.than it is usually done, does he get proper recognition forit?r, oo ags wadiett D
A. Almostnever.. ... . auvgaaili 2
"B. Rarely gl i ueaws
'C. Sometimes e
D. Usually ot aoteuotne] Tnnomsalorg st Aaidl diad.ob ponaantd o
E. Almost always “roignsnain 2! i 2ot leaeimeiag.nd)
.............. wesli; Forunlb LA
36, Which of the following best describes the manner in which vlliszatl .8
problems between depariments are generally resolved? smhemo? D
A. The.problems.are worked out VAN 122 NN W
atthe level, whem they appeared, wean lzcials
through mutual effort and
understanding. “Iriqe inmst L ik e Lot aasgelgins seloll
B. Very.few of them.feel happy to fi: fp wrann Jid 'r‘ml; "*1r‘ el LA
leave this organisation ot HE s bt Wne smanal
C. Some of them feel happy to leave Shisie 1 el o Hegs gl L0
this organisation.. RO, Sty T I
D. Mast of them feel happy to leave sratlitinit IR Ll cdires b sl
this organisation letamtle fifediin s thiigs ol 4
E. Allof them feel happy to leave avrdaymen gl
this organisation - .
" olqoua) Aot vae 30ide s 1wy Laums gt 9ol 5ih bk
37. How much do you thmlﬂhe.topmianagemenuof thiszusaak i) {aoitibous zoisilog
organisation is aware of the working condition of its employees"u s ulipsilamn or A
A, Not at all aware paart 91 2 one ittt e bl
B. - Very-little aware-. veeenns AP0 ZETAYEN
C. Somewhat aware bruats zenid gigie emg nany 8
D. Much aware Insd gridees ramd sin ank icosnity yyar
E. Very much aware am surnnstzil on ob wol g el
' wakiungsib aunidt e e werld. D
38. How'often are the employees in this organisation hefgfyi s ¢ ¥ oot 2 A
10 each other? 1wl hanee 2gnidi o ol O
A Aliost never™ i S 1 smoplls
B. Rarely E.m.r;:?n: g2 Wi 0¥ 3
C. Soietimes RN R WYy “"’.11'{
D'. Usually agr 0194 Lualdiow e zafulsde c 4 A
E. Almost always i amoano: 1oy sz o1 ot borl Fie. a.:.;{ulqm:r
il A0 ey a it i i i
39, How much do you think your organisation has interest in the et YT
welfare of l.he‘gg}ployees" _ T '..J,ml,-\ K
A The‘y are not at all really swngeth i amyd voriiod D
. interested soigmed WO
B. They are not very. much interested sagrapub ol A
C. Only in certain ways they
are interested e 16) 2stsniiodoz viak wival s g nh oitaewntd BB
D. They are somewhat interested Tognaan el b (i
E. They.are very.much interested corann raunld LA
oA H
40. Insome places. anybody can go 1o anybody else to discuss ggmisinng 0
any.problem he faces. In your opinion, how often does it el .G
happen here? ....... svpweln znrelh
A. Almost never e
B. Rarely ni averd zougral oo woy Arth pov ob suaailing daur, waly Vb
¢, Sometnies Ciwisainsg1o eidt ai 2nob wd binidesudw gathiant:
D. Usually .- e HDOITNRY LA
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" Almost always . "

. Do you agree that in this organisation the capabilities of its

employees are fully utilised

Strongly agree T
Agree
Neither agree nor disagree -
Disagree )
Strongly disagree e

. How often do you think the professional jealousies obstruct

the performance of duties in this organisation?
Almaost always .
Usually .

Sometimes : . - s
Rarely
Almost never ) T

. Do the employees here work with a team spirit?

Team spirit does not exists at all

Team spirit exists in a few members

Tearn spirit exists in quile '

a few members —
Team spirit exists in many members  ~ oaen
Tearn spirit exisls in almost

allthemembers .

. Are there things around your working environment {people,

policies, conditions) that discourage you from working hard?

Yes, practically everything

around here discourages me from

workinghard e
Yes, a great many things around -

here discourage me from working hard;

only a few do not discourageme e
About as many things discourage

me asencourage me to workhaod ... “
No, most things around here

encourage me to work hard S
No, practically everything around

here encourages me to work hard.

. Considering the busy schedules and workload here, the

employees seldom find time to share their concerns with
each other. How much do you agree with it?

Strongly agree - : i
‘Agree S -
Neither agree nordisagree . .
Disagree  aumn
Strongly disagree

. How often do superiors invite their subordinates for an

informal discussion?

Almost never
Rarely ’ I
Sometimes o e
Usually e
Almostalways e ,

. How much influence do you think your colleagues have in

deciding whatshould be done in this organisation?

Very much :

LI Ty v
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ACTUAL DESIRED

Much o e e
Some e e
Listle e e
Not ai all Y e

APOw

. To what extent do you have confidence in the people you
work with?
Not at all L e e
To averylittleextent e
To asome extenl T e e
To a considerable extent , o
Toagreatextem

-
=]

My o>

. How often do ihe-employees here trust one another?
Almost always
Uswally .
Sometimes
Rarely e
Almost never

MOUOw> g

. Are suggestions often solicited from employees here?
Yes, from senior officersonly et e
Yes, from some officersonly e
Yes, from all the officers only e e
Yes, from all the employees except '

ClassIV.- i e
Yes, from all the employces ...

vowry

t

. How often does a person in this organisation receive credil

and appreciation il he finds out a different way of doing things

which nobody has ever done before?

Almost always e
Uspaly e
Semetimes
Rarely )
Almost never e

n

. How much is your job important in this organisation?
Very much .
Much e
Somewhat o
Litle  uaa
Notatall e

MOUAWPrY MUAW>

. This organisation facilitates the self-improvement of its
employees. Do you agree with this statement?
Strongly disagree '

Disagree

Neither agree nor disagree
Agree

Strongly agree

La
LIt

Moo w>

. How often is a conscientious atterapl made to consider the
views of people.concerned?
Almaost never
Rarely
Sometimes
Usually
Almost always

Lh
-9

Hooa®»

Developed by Somnath Chattopadhyay. Reproduced with permission from Udai Pareek.,

T.V. Rao and D.M. Pestonjee; Behaviour Processes in Organisations, New Delhi: Oxford &

IBH, 1981.
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elpengrlQ) iRl amegit)

TPPENDIX [T HRD CLIMATE SURVEY e

Coe wnor
Organisation....... Date:id....Li
Designation......ivwmes o andt .3

Any organisation that would like Io be dynamic,and Brovh.orisnicsl has Jgpay.AHCAHON oy
the development of its human resources, People must be continuously helped tg;acquire

capabilities for effective performance of new roles/functions/tasks that may arisg jnthe.»  ,
process of organisgtionai growlh and change in the environment. Thys HRD becames p}rpcig_]:-'
for organisational dynamism and growlh. In the recent past, mechanisms Jike. peffompance -
appraisal, counselling, OD, potential appraisal, job enrichment haye beeninmoduced.ingg ¢
various organisations. A minimal positive developmental climate is esseptial for.the sucgess:;

of these programmes. This survey is (o find out the extent to which such developmental
climate exists in your Organisation. - tnns, s i ot sumenigaoer st b nsfto aoH b
. . graclu ool A A
We propose 1o combine the responses received from several employees of"your o_rlglgplllga}lonﬂ
and prepare profiles of developmental climate for your organisation. As Lhese pro &s gy oy
form the basis of your organisation taking further step with regard 1o its HRD b‘fdé’ﬁ'{:’né:s:f:?m‘u
' L - - [ ar .
wou]clil_apprecmtc your frank responses. oo vl A

A number of statements are given below describing the HRD climate of an organisation.
Please give your assessment of the HRD c]iiﬂél'é'{lﬂ%bﬁf"bfg’dﬁiﬂaﬁdﬁ By faxing yoUF /-
organisation on each-statement using the 5 point scale. A rafifig ofSindicatestharthe Y A
statement is almost always true with your organisation; a raﬁ'r'nﬁ"bf‘4'~iﬂi§i‘chi‘*e‘s‘l]‘iﬁf’ffle"°‘f' H
statement is mostly true; a raling of 3 indicates that the statemient TEE0merimes o8 ariating !
of 2 indicates 1hat the statement is rarely true about yoiiffbi'ﬁah'iﬁﬂtiljﬂ:"ﬁit"ﬁ yﬁl.i'r‘-hﬁ'keé'ﬂ;ﬁenf]
by encirciing the appropriatc number. U oenl?

14

.o N wgepnftees anl) B innmd o'l
5 = Almost always lrue 4 = Mostly frue 3 = Sometmes true
2 = Rarely true e o siskmNatatalltoeds ai o i ool Mo eoil (I8
P IR I S P ATA (Tt NHER T sbatit o Y aniteiooaL Dding

1. The top management of this organisation goes out ofiits way,tomakesuredaininirls
that employees.cnjoy their work w32 1A

2. The lop management believes that hurnan resources are an extremely allguzl) H
important resource and that they have to be treaied more humanly. 2 SF2 1)
3. Development of the subordinates is seen as an important part of their job vlneH 0

by.the managers/officers here. von 15432 14
4. The personnel policies in this organisation facilitate employee development. 54321-
S. The top management is willing 1ririveRtaconéiderable pasrei dheivtime! doyer ot 58
and other resources to ensure the development of employees. dsrses2 |1
6. Senior officers/executives in this organisation take active interest in their isubd 8
juniors and help them leam their job. il vy 17
7. People lacking compelence in doing their jobs are helped to acquire slnid Al
competence rather than being left unattended. e F 42 1
8. Managers in this organisation believe that employee behaviourcanbe o
changed and people can be developsdaianydigdar iﬁ‘éii"—ﬁ’fé‘.“”m noimeinngy gl 2
9. People in this organisation are helpful (e ater ! M1 vvigs uiry 00 2930gYrED |
10. Employees in this organisation are very informal and do not hesitatg " 2eeib vlynond. 7.
to-discuss their-personal problems with their supervisors. vogigh 18
11. The psychological climate in this organisation is very condGETvets KRy 2= otz )
employee interested in developing himself by acquiring new knowledge angh d
and skills. T uoign vREE3 17
12. Seniors guide their juniors and prepare them for future ) )
responsibilities/roles they A& likel T8 kg Gpr it aE A meanhia At "",“"5'{4'1_'5 =
13. The top management of this organisation makes efforts o THERTIR HRdlne ) Yo Hu
utilise the potential of the employees Tursi iy b
14. Promotion decisions are based on the suitability of the promatee rather "fl'-‘"“"] A
than on favouritism. <35 gy |-
15. There are mechanisms in this organisation to reward any good work done euetd A
or any contribution made by employees. wehels vy 18
16. When an employee does good work his supervising officers take special . .
care 10, 8pPIESIANe K. ruiiervyaq Asiwe Goonboesi gryabigoiD disnmas. yd BHA2AA
17,1 Performance:appraisal zeparts:iwi:oup organisation. are,based om; objectives (i tos o581 V. T
assessment and adequate information and not on favouritism. 3343 leﬂl
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19,
20.
21.
22,
23
" 24,

25,

26.

27
28.

29.
30.
3L
32,

33,
34,

- 35.
36.
7.

38.

People in this orgamsnuon do not have any fixed mental impressions abaut

each other
Employees arc encouraged Lo experiment with new methods and try vut

crentive ideas.

When any employee makes a mistake his supervisors treat it with
understanding and help him to [eam from such mistakes rather than
punishing him or discouraging him.

Weaknesses of employees are communicated (o them in a non-threatening
way.

When behaviour feedback is given to employees they take it seriously and
use it for development

Employees in this organisation take pains to find out their strengths and
weaknesses from their supervising officers or colleagues.

When employees are spensored for training, they take it seriously and try
to leam from (ke programmes they attend

Employees reluming from training programmes are given opponunlues to
try out what they have leamt.

Employees are sponsored for trammg programmcs on the basis of genuing
training needs.

People trust each other in this orgamsauon

Employees are not afraid to express or discuss their I'ee]mgs with their

superiors.
Employees are not al'rald to express or discuss their feelings with their

subordinates,

Employees are encouraged to lake initiative and do things on their own
without having to wail for instructions from supervisors.

Delegation of authority to encourage juniors to develop handling higher
responsibilities is quite common in this organisation. ’

When seniors delegate authority to juniors, the juniors use it as an
opportunity for development.

Team spirit is of high order in this organisation.

When problems arise people discuss these problems openly and try to
solve them rather than keep accusing each other behind the back.
Career opportunities are pointed out to juniors by senior oﬂ'cers in the
orgamsauon R

The organisation’s future nlans are made known to the managenial staff to
he!p them develop their juniors and prepare them for future.

This organisation ensures employee welfare to such an extent that the
employees can save a lot of their mental energy for work purposes.
Job-rotation in this organisation facilitates employee development.

54321

54321

54321
54321
54321

54321

54321

54321

54321
54321

54321
54321
54321
5432t

54321
54321

54321
54321
54321

54321
54321

Source: Rao, T.V. and Pereira, D.F. (Eds). Recent Experiences in Human Resource
Development. New Delhi: Oxford & IBH, 1985
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UNIT 10 INTERVIEW AS A DIAGNOSTIC
| TOOL

Objectives
After going through this unit, you must be able to understand:

» the process of interview
* imporance of Interview as a diagnostic 100l

Structure

10.1 . Introduction

10,2 Purposes of Interview

10.3 - Forms of Interviews

10.4  How to conduct Intervicws

10.5 How lo Analyse and Use Interview data

10.6 Group [nterviews

10.7 Variables Stedied ) i

10.8  An INustrative Example of a Diagnostic Report From Interview Data
~ 10.9  List of questions for Interviews

10.10 . Summary

10.11 Self-assessment Test

10.12 Further Readings
 Appendix

10.1 INTRODUCTION

Interview methods of data collection for organisational diagnosis purposes is used mostly
when an organisation engages outside consullants fer diagnostic and development purposes.
Sometimes interview methodology is also used by intemal teams and/or ¢hange agents.
Interviews have the major advantage of providing an opportunity for face-to-face interaction
with the participants of the organisation. Infact in medical diagnosis interview is the first
step and forms the basis for subsequent testing. In organisational diagnosis studies,
interviews may form the first step as well as the last stage of diagnosis. They could be
exploratory interviews, hypotheses testing interviews, change inducing/idea testing
interviews. There could be individual interviews or group interviews. Some details of
interview methods of organisational diagnosis are presented in this section.

10.2 PURPOSES OF INTERVIEWS

Interviews can be used for the following purposes:

» Sensing the organisation and identifying general areas of strengths and weaknesses for
further diagnosis.

* Probing for details and getting deeper insights into a given problem or issue bo!hermg an
organisation (e.g. Why leam spirit is low? What are the-bottlenecks in fast decision
making? Why are people unhappy with a particular policy or issue? Why absenteeism is
going up? etc). .

¢ Testing out the success potential of new ideas/actions/decisions and assessing
organisational preparedness {¢.g. what are the atritudes of people to an apen appraisal
system? How do they react to computerisation of personnel information system" What -
are their reactions 1o a newly proposed reward system? etc). :

» Generation of ideas for strengthening the existing systems and processes. (e.g. How to
improve the suggestion scheme? How to improve work environment etc.) -

* Assessing the general level of health and climate of the organisation using strugtured or
semi-structured interviews/questionnaire.
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10.3 FORMS OF INTERVIEWS "

The interviews may range from highly structured forms to totelly unstruetured formt oo}
Normally unstructured interviey, mefhgdglogy,is used for explorpiery, diagnosis purposes: In
exploratory diagnosis the interviewer may simply open the interview session by saying that,
he is trying to identify the strenglths and wca_lggg;sg_g,p_fIr,_hgj.p_rga__pigz_a‘r!i‘ug_é.:r;ld,l_,h;_ip}gj,f?j;qwee_
may talk about anything he sees as the strength or weakness, In such cases the interviewee
may reveal a loc of significant information about sirengths and weaknesses. The, jj3upshg;;
chooses 10 speak themselves may reveal the concerns of employees. Unslmctureq interviews
also could be used for probing in rclation to specific issues. In such probifig every guestion’
asked by the interviewer depends on the responses given by 1he inerviewee earlier-: ¥

Unstructured interviews require skilled interviewers. B R ML
. ) . . . .';,r:-,_"." et Do 1i N

Semi-struciured interviews inay consist of a list of pre-detertined set of quesuons_ﬂje i
interviewer has with him and seeking answers (o thése'qiidsiions: These interviews are o
Y RS TOY, LN BT S

useful for hypothesis lesting and probing.

Highly structured Iiﬂtq;}:ie}ﬁ_arc_qlqug‘like questionnires. They ﬁﬁ:ﬁ;"ﬂi‘fgé‘*’(&l?@tﬁe foiji;"i'
of verbal adminiétraiidf' F qhedtidrnalres or abkiRgd'sebits of dpen-eridéd ‘GuEstions which
are pre-determined. These forms of interviews are usefGTFHETashoiident canrot answer'::
questionnaire or if the respondent is likely to give betier quality responses in interview '
settings than in wriiing, idea gencrating, influencing, probing for.moge insights e1c, - ;1 !

weanlno ol ol

104 HOW TO CONDUCT INTERVIEWS FOR
ORGANIZATIONAL DIAGNOSIS

T

In the case of medical diagnosis the patient gocs [o the dGéIgLE:;I'P aip(rfableg aiintﬂiﬁenée%i
his own interest he gives all information whereas in organisational diagnosis although the
toY Hvaragement who Foes (p-thc consultanmay giveiall infofmation; the other interviewess
iy oLchivd the Suinte need-igthe topmanagementand:honce muyinobbeiwilling ton niw
volurileBrinforindiion’ Allernately thiey may distort-data depéntling-on theirattitudes totop-
‘inuringements thefconsoltdnt'and the'study. Thoerefore: itis.very impdrtanvfor thelinterviewer
10 ésTiblith dredibilint and'build rappbree .t et einesaee it o alnqeatie sl e

auibing chrongil baobuanigee il aniest ponpsedns i eiesd g ot bim, ayte

. i HAR LI
Before, inigrviewsare conducted, it is isefyl 2d even necessary for jhe lopmanagement Q..

legitimise Ay diagnpstic study. by, nforming all those, who are 19 participate In, i, §RCh A, ..
legitimisivign.gonld,be done eifier. hrough an-announcement, gjving detalls,of the, study. jty
purposes, the congwiianis.or intesvigwing wam members.and.the help they:nged {rom the, o,
employees ¢lc. ;

After-such a legitimisaiion. in the-interview process itself the interviewers should clarify-
once again the purposes and assure (Befdddiaémialty of fespansas hgdressive podturgsii
Tfying 1@ impress 1he interviewee by talking about the closeness of the interviewer to top
management. lecluring, demanding, Crlllicjl.'i‘i]]_gtlp_&l_‘ﬁﬂl_’;_.ﬁ;_p[g?&igpP:l: intefvigwers opipions,
even before the interviewee starts cic. are behaviours that hinder rapport building. Starting
wilh e RETAV AR O HIET g SEirES K INTHg abOUL THe barKgfoUnd BF ific irliervieter =
himself. peiling 1o know each other, pleasantries elc. help in establishing'rApp: i et
SR LTy 267 0 msldoy Gua bl et Seytel windieg e, 20LS0 ) it =
Using open-gnded gueslions;inforrhation sgeking questions and.suggestive questions fieips
in probing ani:discoverning manyilnkndwns:Saomeétimesiduting the.infenaew progesscin
paraphrasing the responses given by the interviewee may help improving the:listening:>
process andsundersianding processianatiomiesobl & i il i e T wh spioET 2
lnztcngas asie 05 of 510auq du 2Shuils il M Jute 1 gd sy R TE{ TR T
I 5,05 Tl 9, condusL aRnostiS IDSeRyRyvs i ssttings vhich are.fros from njse and ojher
disturbances. A peacelul atmosghere Always eobances the.aually, of data collegtod, in gase
of groRing iprervigys.the, intery it shawld sonstantly eward himself against, the danges of
putting ideas into the mind:of e imseriewes, Nama|bvalier ieryiewing 2 6% e
inippigwETIas Ao veloping. ypaeniy, ErgAe uing sk bypgthesisdmpatisnily:ohe.

¢80 subsequent interviewers may endanger the diagnQs(gBIRSSF waivyaini iz iz
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103 HOW TO ANALYSE AND'USE INTERVIEW DATA®
Loy vrgnd oy & i oty e

ofilir 'ilnrm--.}'urn iyl ety sy oy Dopr Do gpeceersugery oy
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Interview data are relarlvaly more 1ﬂ1qp‘lstliq £ade gnd anglyse gs 59“‘5’%&‘?:9%‘ ron é.'l;e

data, Since Interview data are qualitative data after a few interviews are completed it may be
ubefhlito'dedelopiaeading/analysls dehemert isukaful to'cateporise all responses-intoithose
" ¢udihg vitegotles Number df peisott piving apartieularééponse, pointliglout aiphrticdlar
weakness, or suggesting a panticular hypothesis etc. can be jndicated. Lot
adi 10 AisI0h ol oz sait ool 1ug eiend LR iUy w0 vino Yo stk ad T
The greatest advantage of interyiews is;the. amount of ingight i an provide fmtn”,., .
organisational pragesses: Many hypathesis can bg.generaled and tesied sponjanequsly duripg
interviews. Interview data obtained from a sm_a]l sample of indi\'idq@,‘§|‘l‘lﬁi5lg"_55m‘,i‘:ﬁ%9r!_ured
intervigyws Isprosanied af the. end,as Au illstcation, The roader may have a feelof g )

diagnostic report given in the appendix. . b ssT

1m0l ut oy Inn eanb ziconghib il b alova aviluoers o Souei] aa pwarsrogat sl e

10.6 GROUP INTERVIEWS R EPTH

Whetl ¥EE /4 TAkE b1 Higlopebto BeioV Y DA pRoTiEs iy, St is dite §
¢Ommon practice 10 use group imcrvip._w,s‘r?p[grggpgrlreﬂjeffﬂc-cjﬂtggjig\yo{ lTsl tes a

-- group of-people and interviews them. The group interviews may-be conducted department-.
wise or grade-wise across the departments. Respondents may fee! inhibited to give their .
views in front of GtHER ad Ypedisiny Gerigre be thdst burersidlitg \rticerid HenBb (e i’
intewviexs: e planncd, care:shonld be Jaken 1o compose INIBIOURS in-sueh a,way dhakshe |
interviewees feel free to.give their opinions, reactions,gic, Narmally:mspopdentsaf the same

rade/backeround from differe ariments are assembled for group interviews,
& mi?\'?ﬂnﬁglli'm 110 Bi0T 21 .fur%ﬂgﬁmmzm;;m:) 250) 1) er\lgrwnzgam ryamo2 se sl 9

For group interviews some extra effort needs 10 be madé bystheiniterviewerimbredtesan
openglimpte,ahabhe infenviewses giys dinenostic nformation frsely, The size afthe
group should not be too la.rge for group intérviews. About 6-8 Is a good size for nieryiews,
Normally some participants tend to speak more in such interviews, In such cases'the
inlerviewer should occasionally ask those who aré figrAIRIng! o éXpress theirpointtdf &
view. Gronp;igtaryiews.could.alsnibe useduoselecsa fewomployeesfarindepid aw 2
interviews.

“Nonmally'in any drganisition, once it gets knowni that cmployees are being inferyiewed in -
_ groups, much of he inhibitions get removed and employecs saf gfﬁné‘igﬂﬂb'%{é@fﬁﬂﬁ?@

vt N PP N A R T - u
He i p T b T T aTioET T T T e e T Y T A R O T T O T T

M(?TLV;AR}'IABIJESH TUDIED/’DIAGNQSEDJHJ] Noife 2 AF bavaiilog
eb Zi20ng Rt a1 e s o e ar A eTR B Tari2n . T Bollzont 200 10 el ovi33i13
THRAWE Caii Betustd 1o S(Udy any variables/diHisnsions fof diagHosrd I e vilrablesris
-AsHLIGHEH itk earller iiniistcin Se stidisd: USTHE infetviehi™ Mot soflerthe imtrsions'
more useful are the interviews. Organisational norms, values, management styles,
‘communication, decision-making, job-involvement, team wpré 1¢.-are the variables that are
normally studied using interview melho'ﬁdjci'g;. FALMERZah IS 1101
The illustrative example of *Air Cpl:ldil‘igl;[gl;%_lnt_t?l:l'lrﬂlilg‘llar illustrates the variety of =
variables that may cnrrié"ﬁfniﬁﬁﬁrﬁﬁ"}ﬁg’afﬁﬁh‘ééfié"étuﬁjﬁ fom armong the vang fedhat
cOmEf during Thterviews, sy Sighificanr varigble:te gh uel WobismyinsEeurity; lotg ringe”
piznning, lack of co-ordination ctc.) could:be tzken, for;an incdepth noalysisif nesessary.

Coo AN YNG 10 Suiltening:l) woy .'giua."{.llum: m;ll d'J-tS-iV‘l'lelf.let?!(.U‘J .iu(_nb mJH b
10.8 COMMENTS ON THE TLLUSTRATIVE EXAMPLE
-...~.OF.A DIAGNOSTIC REPORT.ON THE BASIS OF.
_INTERVIEW METHODOLOGYIA #At1AUY I1.61

ThEAPperitiR prefdntsillbsiraiveeXinple of warigriosae tepor prepired By 4 Constithntl
on the basis of 24 interviews conducted by him, ThE fitéiviewswere allcoridlicted i afew
days time. They are unstructured interviews, The consultant took notes for each interview.
By the time the consultant completed interviewing he has gathered a good deal of diagnostic
data, The interviews were open ended to assess generaily the sirengths and weaknesses of
the organisation. After completing the interviews the consultant decided to include only
those observations that are mentipned at least in 3 different interviews. The consultant also
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decided not to mention the number of people making 8 particular comment as the interviews
are unstruciured and therefore the numbers may be misleading. The report given in the
nppendix is intended to give a flavour of & diagnostic report that emerges out of interviews.
“The following points may be noted from this report,

ut a lot of information got generated in a short visit of

« This is a quick diagnostic study b
b means every day about 6 interviews may have been

four days and 24 interviews. Whic

conducted. s
+ The diagnostic 'study only brings out major issues but does not go into details of the

sourees of these issues. This study is therefore a first level diagnosis.

+ No individual's name or identity is mentioned in the report. Only general diagnostic
statements-are made.

e The analysis from interv
recommendations.

» The interviews are limited to execulive !
levels.

iews is presented in the form of weaknesses, strengths and

evels and the diagnosis does not go 10 lower

10.9 LIST OF COMMONLY ASKED QUESTIONS FOR
DIAGNOSTIC INTERVIEWS

The following is the list of questions (hat are commonly used in interviews:

1 ‘Whatis your job? How satisfied are you? What contributes 1o your satisfaction? What
contributes to your dissatisfaction?

2 What are some of the strengths of this org
good things exist in this place?

3 ‘What are some of the weaknesses in this organisatio
made?
What factors provide you satisfaction?

5 What things frustrate you? What are some of the irmitants or dissatisfying things?

anisation? What is going on well and what

n? What improvements can be

10.10 SUMMARY

Next to questionnaire, interview is a potential tool for organisational diagnosis. A lot can be
achieved in a short period of time using this method. Interview skills are very crucial for an
effective use of this method. Unstructured interviews are useful for general diagnosis as

given in the illustrative example. Structured interviews are useful for in-depth explorations.
Interviews are used in combination with other methods as explained in subsequent sections.

10.11 SELF ASSESSMENT TEST

How interview is an useful method for Organisational Analysis?

What are the different forms of interview and how the intefview has t

—

o be conducted?

How do you analyse and use interview data?

How do you conduct interviews for analysing your Crganisation or-any other
Organisation which you are familiar with?

EO P ]

10.12' FURTHER READINGS

D.A. Nadler, 1977, Feed back and Organisation Developmen - Using Data Based Methods,
Addison Wesley Publishing Company.
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APPENDIX: AIR CONDITIONERS INTERNATIONAL: A
DIAGNOSTIC STUDY REPORT

Introductlon

At the request of the Chief Executive and Managing Director (MD) of the Air Conditioners
Intemationnl (ACI} to make a quick diagnostic siudy und prepare proposals for assisting the.

. company, the consultant visited ACI from May 4-7, 1988. Interviews were held with 24

executives including two of the General Managers, The following is a diagnostic report
emerging out of the discussions and interviews with these exccurives. This is followed by a
sef of recommendations in the form of preliminary proposals for consideration,

Background
AC{ was started in the year 1958, In the carly years when It started with foreign

. collabordtion it took pride in the products it manufactured. Till around the year 1975 the

company did well and maintained a considerable degree of marker stability. Its sales
turnover ranged beiween Rs. 15 to 20 crores consistently with a capital invesiment of about
Rs. 6 crores. During 1975-76 the company suffered a set back due to cconomic recession
and fall in demands for Air Conditioners. During 1980-81 there was a major industrial
unrest for several months. A number of employees had to be retrenched. From 1983
onwards the company started making profits again.

However, what was considered monopoly items {mixers and grinders and air-coolers)
started gelling made by compétitors and a number of others seiting up smatl scale units.
1985 onwards the company again started making losses. An analysis indicated that the Air-
Coolers and mixers division of the compiny is contributing greatly to the losses along with a
high a demand for managerial time and resources. As a resull it was decided to close down
this division in [987. By mid 1987 this was closed down and about nearly 600 employees
had to be removed in an operation to retain cnly those who are competent and needed, This
pruning included parting with a sizeable number of managerial staff who were considered
redundant. According to one of the Senior Managers the-company was doing around 1974

- about the same amount of work with half the staff in [986-87. So the pruning operation was

badly needed.
!
Diagnostic Observations from Interviews

- From the interviews and discussions with the 24 executives the following observations could

be made.

* The general morale of the executives appeared to be low. This is mostly traceable (o the
events in the last few months where a number of employees were asked to leave and the
Air-coolers division was closed. While several of them appear to appreciate and support
the decisions to close the Air-coolers division and removing employces some of the

* executives have a lurking fear that their turn may also come sometime. Job-insecurity
seem to haunt several of them.

* It appears that when decisions are taken, they are not given encugh time 10 implement
and they get changed soon. Several execulives mentioned that in the eagemess to
improve things the top management may be changing decisions too fast without giving
themselves enough time. There also secem to be quite a bit ad hocism perceived by the
execulives in the way the decisions are 1aken. “To-day something appears important so a
decision is taken on the basis of ‘appearance’ rather than on the basis of an in-depth study
and a professional approach. A few days later the decision appears to be of doubtful
impact and something else' appears to be better, and immediately it is changed”. This edds
to the feeling of insecurity and uncertainty in the minds of employees. This also brings

down their motivation.

. * The cha.nﬁes in decisions is aggravated by lack of communication and a high degree of

grapevine adding to the insecurity and confusion according to some employees.
Employees do not get any infermaticn about why decisions are changed and they are left,
to guessing. Executives would like to rc that Lhey are a part of the company and Lhe
company is theirs. As a result of lack of <. rnmunication their commitment and “w

feeling are very low.

¢ There is no professional way of appraising the employees — pamcularly excculives.

“These are considered very subjeclive.

Intervisw as & Dingrodiic too!
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Qrganlsatlonal Analysls

The top-management seem to think more of the short-term goals and the longest term
they can think of is 6 months, Such shert-term goal crientation hampers organisation
building and promotesad Aocisnt. For example, acceplance of defective raw material for

. fear of loss of produclion.

* On the marketing side packaging i is considered poor while the product is. good. There is

no formal way in which the production department gets feedback from branches.

Most executives resent 100 frequent changes at top Igvel-particularly at the General

Managers level, By the time a General Manager settles down and tries to find his way he

is out, The next man comes out with his own policies and people down the line have to

change their thinking 2l of a sudden, not knowing for how long. As a result there is a

high sense of instability resulting in low motivaiion.

. * The top-management and senjor exccutives seem Io spend time on small routine issues
rather than concentrating on strategic plans. For example even the finance department's
time is spent more on employee finance than company finances.

¢ Tasks are assigned informally rather than afier careful thinking and planning.
Accountability is not fixed.

¢ The company has not been adding any new produc:s R&D’s contributions are side
tracked by asking them to concentrate on small things.

* Peaple are not at the same wavelength. Due to insecurity and personalised dealings -
everyone tries (g impress the top management rather than showing concem for work, In
this process openness and frankness gets eroded. Team spirit comes down and complaints
against one another increase. There is a need to bring everyone at the same wavelength
through frequent communications and get togethers. One of the executives remarked “we
nced 10 generate a ‘May I help you’ Feelmg in staff. We need energy tablets and a
common goal™'.

* Employees are afraid 1o take risks for fear of failure.

* Too frequent change in systems (¢.g. procurement system changes with change of hands).

* No periodic meetings (monthly or weekly) to discuss various issues.

Strengths

* Against all these problems and issues ACI has strengths, The executives are more or less
unanimous in identifying these strengths and feel that they should be cashed on, These
include:

¢ A dynamic and professional-minded chief executive who means business, and is
commitled to make ACI more dynamic.

° Stalf with extremely good potemial and competencies. These, however, need to be used
rather than stagnated.

* High quality of the producls lhey make and the sense of pride the executives havc in (helr
product.

*+ Good product image.

* The carc company takes of its people. Liberal welfare policies and incentives givento
executives and other staff.

¢ Small size of the company giving opportunity (o promote family orientation and
cohesiveness, This needs to be cashed on.

= Capacity to take tough decisions when required.

* Technical support of foreign collaborators,

* Large scale operaticns of the company, small size of competitors, past image and
collaborators and capability to delivery large quantities in short periods.

* Variety of products being manufactured,

* Pasl experience and well chalked out market which can be further expanded with some
lmagmatweness and hard work.

Recommendations and Proposals

* The above report makes it clear Ihat there is a need to do a number of!hings to lift up
ACI 1o its potential heighls. On Lhe organisational front it may be useful to prcpare along .
term plan and follow it up. Such a plan should visualise ACI ina 5 to 10 year perspective
and attempt 10 take it (rom 20 crores unover to 30-50 crores or even more. It may be
useful to take the help of a corporate planning expert who could work with the internal
tearn of Genera) Managers and other Senior Executives.

¢ Regarding the internal functioning of the organisation there is a need 10 improve

communications and trust. This cannot be done 1hrough a training programme as
envisaged earlier but through establishment of a number of systems and processes around
organisational tasks. Some of these systems are suggested below.
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** Weekly Review Mectings of Production and Marketing: Every week on a specified - Interview as a Dlagnoe
day all the senior managers (about 10-15) should get together and review the progress in
the week and discuss plans for the next week. Each head of the department or one of his

- managers should present a review of the previous week's activities, accomplishments,

difficultics us well as pluns and suggestions for llic next week. The Chicef Exceutive can
share any information hie has about the external environment and also use this meeting as
a mechanism of understanding problems, solving them. fixing accountability and
reviewing progress. In subsequent years the frequency of such meetings could be
reduced.

¢ Every manager/officer should have his key accountabilily areas identified and should be
given full responsibility. Every manager should have a specific task not overlapping with
his boss or subordtnale as far as possible and he should be assessed for it once a year, A
formal system of perdormance appraisal should be introduced in the company. Each
manager may be encouraged to write down his own performance and accountability areas
and these could be discussed generally in a seminar form.

¢ The present efforts to consolidite human resources has reached a meiningful stage.

Before any one else is recruited it is necessary 10 do prepare a manpower needs and

utilisation plan. This exercise may become meaningful'if done along with

recommendation.
* A number of management systems need Lo be introduced that can reduce cosls and

. increase efficiency. On the basis of the inlerviews it is difficult to pin-poimt what is

lacking but it may be worthwhile examining the scope for improvements in‘the following

M' N .

i) Management Accounting and Control Sysiems (The finance Department with its
computer cell may be capable of doing it. Their time utilisation for productive
miatters need an examination. Their potential is probably not being well utilised

. now), . .

if) Materials Management (although managers claim subsiantial-improvements, there
4are reasons to believe that this needs some attention, specifically the inventory
management for raw materials).

ifiy Improvements in packaging and company image.

iv) Strengthening the competencies of marketing stafl, It may be useful 1o get them
together once in a while and then promote their initiative-taking and aggressive
selling qualities.

. v} Exploring new producl lines, Specially the R&D efforts have to be streamlined.
Their accountability should be fixed. They should be given freedom and some
working arrangements (o lest out the products evolved by them need to be made,

* ltisuseful to stop all further retrenchment, specially at higher levels. Identify clearly the
areas where very manager has to contribule, fix up their accountability, given them
freedom and time to demonstrate their competence and have trust in them till then.

¢ The company has given enough financial and other welfare incentives, whose value is
probably not seen due 1o job insecurity. It is time that they are provided with job-
securities. .

* The Chief Executive and the General Managers should spend their time on larger issues
relating to the company and its future and leave the day-{o-day operations management
largely 1o its managers. .
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UNIT 11 WORKSHOPS, TASK- FORCES AN_)
OTHER METHODS

"Objectives .
After going through this unit, you should be able to understand the process of:
+ “workshops in analysing the problems involved in the organisation
» task-forces, i.e., a group of employees constituted by the top management help in
analysing an organisation
¢ observation method helgs in dmgnosmg the problems of an organisation. .

Structure
11.i Introduction
. 11.2 . Diagnoslic Wn_rkshnbs
11.3 . When to Use Workshops .
11.4 Task-forces and Internal Teamns
11.5 OtherMethods
11,6 .. Summary.
11.7- - Self-assessment Test
. 11.8  Further Reading- .
" Appendix ]—Workshop Method: An Illustrauve exampTe of g Fast‘ﬁood Cha.l.n .
g Appcnd:x 2-—-—Force Field Ana]ysls

11.1 'INTRODUCTION

- While quesuonnal.rc end Interviews are very popular and mosl commonly usccl methods in

. the recent pnst workshops and internal-task forces are also becoming very popular There is .
greater involvement and team-work involved in workshops and task forces as compared 0.,
questionnaire. External help is minimised in task-forces and workshops and sense ofpw
is high as teams of employees are invalved in dmgnosns Honce these two methods are.™
explamed in some detail with illustrative examples. Observauons and other unobtm{‘ro

" measures’ a.re addmonal dlagnosuc tools. Thoy are also descnbed bneﬂy here. °

| I I | " | . ( . % ~F
- 11.2: DIAGNOSTIC WORKSHOP MET‘HODOLOGY’ L
N . N e . - Y \_"

. N Lt -]
In the Workshop Methodology participants (employees) of an orgqasa“pn are assembled in
groups (usually ranging between 20 1o 30) for purposes of dmg;;osn%.iEhe?are divided
further into small groups (usually with a size of 6 to 8} and aré requested to.discuss a
panlcula.r issue and diagnose the situation. SWOT Analyms (Stre Lﬁs?Wcaknesses. .
Opponunmes. Threats) or Force Field Analysis or Symploms - Sources - Solutions - Action
‘Plans analysis are conducted by the small groups with respect to a given 1ssue/prob
dimension needmg the sludy The following proce,du.rc :s norma]ly followed in the workshop

methodology. . *L- -,

Defining the Problem/Issue for Diagnosis: First it is 1mporta.nt to clearly state the problcm
or issue at hand before the dEClSlOll to use workshop mclhodology is taken. The problem

may be general or specific. . L. . <
. " T @ s
W

-

. Examples of General Diagnosis
a) The organisation is wanting to improve its general perfommncc lhrough unprovmg lhc

productivity and motivation of its employees. The present level of motivation an[i

efficiency of employees at all levels is considered to be good but there is a feling

expressed by several categories of people that it can be still better. What is contnbuung

to the present level of efficiency and what would help improving it. . .
b) The organisation is wanting to diversify. New unils are expected to be added i inthe ‘

same locations, Some of the-existing staff may have 10 look after the néw units also |

with appropriate rationalisation of work loads. What are tie fg togs that should be taken

into consideration for implementing the diversification deciions?

37
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c)
d)

There is general feeling that the employee motivation is low and organisational health is
poor. What are the reasons? What are the critical variables that could be dealth with?
The organisation is simply interested in improving itself, What are the ways in which
the orgenisaticnal functioning ¢ould be improved? o

Examples of Specific Issues ’ -

a)

b)
c)

d)

F
[ ]

The organisation is interested in changing the performance appraisal system and

strengtheri the open culture. What are the problems and possibilities? What do peaple
. feel about the existing appraisal system? What changes do they want?

The absenteeism is on incregse in some departments. What are the reasons? What could

be done? ) ' .

The organisation would like to improve the team spirit and interdepartmental

collaboration. What is contributing to team spirit o-day? How to enhance it?

The organisation would like to introduce computers in several secttons. What is the

existing situation and what steps/variables should be considered for an effective

implementation? . : . : i

The process of defining the prablem itself is important. To define the problem itself the

top management team may need to have a meeting or a series of meetings. Some times

even outside consultants could be used who may conduct a few preliminary ‘interviews

ard make an assessment of the problem, While it is important to define the problem/.

issue before the workshop is convened, the facilitator of the workshop should be open

enough to go beyond the stated problem if the workshop participants indicate the need

for the sdme " o . o .
Preparatory Work In addition 1o developing clarity about the problem it is necessary (0
plan for the workshop in 1erms of the composition of Ihe groups, introducing the problem,
presentations, class-room facilities etc. The participants called for the workshop should
be those concemned with the problem/issue, those affected by it and those who are likely
1o contribute to the diagnosis and subsequent improvements. The workshop participants
should be selected in such a way that there are not too many levels of hierarchy present in
the same workshop. This is because juniors may feel inhibited to talk about the problems
in the presence of seniors. If the group is small and if people of different hierarchial
levels get included the sub-groups in the workshop may be so composed to tzke care of
any inhibitions. . :

Workshop Itself The workshop may begin with an-introduction by the Chief Executive/

Unit Head/Sponsor of the diagnastic study. However, after the introduction it should be

Ieft for the fatilitator to conduct the session. It is advisable if the sponsor,of the study is

not present during discussions in order to facilitate free expression of views. However, he

could join the workshop at the end to listen to presentations. Some times the culture of an
organisation may not be open enough even for that. In such cases, the sponsor of the
study could be given a presentation by the facilitator himself. ‘

Ths the workshop itself would consist of four groups of activities:

i) Legitimisation by the top management in terms of introducing the study, the.
facilitators, plans for use of diagnostic dataetc. - - .

ii) Rapport Building by the facHitators in the form of éxplaining the mieaning of
diagnosis, sharing experiences of other organisations, explaining importance of the
data they generate, assuring confidentizlity, explaining the rationale for group
formation, annoincing the groups or forming the groups there itself on the basis of ‘
suggestions by the members, and introducing the methodology. -

iii} Group work where the groups will use Force Field Analysis, SWOT Analysis'or
Source-symploms-Action Plan Analysis.

iv) Prescntation by groups consolidation of data and prioratisation of variables for action
etc. and closing. T :

The atmosphere in the workshop'_shﬁhid be free, open and informal.

The facilitator h'asl. to j:lay a m_ajnf rplé;-'i_lfn creating this atmosphere.

Some exampleé are presented in the Appendix explaining SWOT Analysis and Force-Ficld
Analysis, Plans

diagnostic infonmation.

Analysis,’ All the three are good diagnostic tools and throw up & lot of useful
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Workabeps, Taskfor:o; 2uy

11.3 WHEN TO USE WORKSHOP METHODOLOGY Othar Hieiods

Workshop methodology could be used under the following conditions:

¢ Ifthe problemyissue to be discussed is believed to be amenable for improvements,
solution. ' :

* Thedecision-makers orthe top management of thé organisation are committed lobring about
change/improvements in the situation and are willing to invest some resources for it.

* The organisation values participative processes and there is some amount of Openness or
willingness to participate and share organisational concems.

* Involvement of employees becomes important for solving the problem.

. 11.4 TASK FORCES AND INTERNAL TEAMS

In India many erganisations use internal task forces for organisational change. A number of
Organisational Designers and OD Consullants make it compulsory for the organisation to
appoint an internal task force to assist the Tacilitator in the change process. A task force isa .
group of employees of an organisation constituted by the lop management and charged with
the responsibility of working on a specific task/assignment in addition their formally
assigned job specific roles. The task force when constituted should have terms of reference,
Normally, cach task force has a convenor. a secretary and a set of resources to complete the
task. The terms of reference should contain the details of the purpose why the task force is
constituted, the methodology they can use, the flexibility they have in reformulating or
redefining the job given to them, the resources they have, the assistance they need/expect
from other employees, the time frame and office bearers. When such task forces are
constituted, it is customary to make an announcement of the task force and its terms of
reference (at least a summary of it} to all employees (at least to all those concemed with the .
issues) of the organisation, ° : ' '

The task forces may work independently or under the gencral directionfguidance of the
Chicf Executive a Top level Manager (like a Director) or a Consuliant or Faciljtater.

The work of the task force is time-bound. Thus an orgenisation can use any number of task -
forces depending on the problems/issucs are willing to take up. :

" Normally, the task forces are constituted for diagnosis of specific problems and working on
specific issues. General organisationa! diagnosis is not entrusted to task forces as such
diagnosis can be done better through the earlier outlined methods. However, OD
Consultants are known to use task forces as sounding bodies when they use questionnaires,
interviews and the workshop method. The task force can be used as an overseeing
mechanism, guidance mechanism for analysis of data and presentation of the data gathered
from other sources and preparing aclion plans. The following steps used by a Performance
Appraisel task force are illustrative of the way the task forces function.

Appointment The top 20 Exccutives including the Chief of an Engineering company
constitute an “Organisation Development” or OD Group. They meet every quarter lo review
the progress of the organisation specially with reference to its human processes. Every time
they mest, they meet for about 2 full days (o discuss all issues, In one of the meetings they
identified a large numbcr of areas needing changes, improvements for better functioning of
the company. Of the 20 and odd issues/arcas/problems identified size issues were listed as
priority items (e.g. Performance Appraisal, Rewards, MIS etc.). They constituted six
different task forces, one each to deal with the six areas. While the Convenor ond Secretary
of each of the Lask forces are drawn from these 20 the membership of the task force went
beyond the top 20. In some of the task force junior level execatives were also included. Each
task force was given a terms of reference and target date for completion of their diagnosis
and preparation of recommendations. The task forces were required 10 keep presenting their
interim reports to the QD Group. .

Performance Appraisal Task Force This task force consisted of three senior executives.

They were given the freedom to engage a consultant to help them. The task force is to

evolve a open system of performance appraisal. They were also required to design a format

and a manual keeping in mind the concerns expressed by the OD Group. They are also

required to assist in implementing the system the operational aspects of which wiil be 1aken

up by the personnel department. . ’ 39

TR AT o Ty

T TE TR T




Organissiional Anslysls

Initinl Meetings 'F'he tsk 107Ce DU & low il RICSUNgS clunly their own role and list
varlous nctivitles they need 1o undertake. Thoy decided 1o commlsslon u quick atudy of the
attitudes of employees (vfficers and exccutives) to the existing appralsal system and thelr .
preferences for whal should be included in the new system. They decided to put a couple of
young MBAs to design the questionnaire administer it, analyse it and prepare a stats report.
They simultaneously decided to take the help of a consultant to help them design and
implement the system. - | ' '

. Evolving a Format and Objectives After the survey was condugted the task force had a _

series of meetings and identified the main and sub-objectives of the appraisal system. They
have also identified the components and prepared a fermat incorporating wiese objectives.

Testing out the Format The task-force then identified a represeniative sample of executives
and contacted them individual for testing out the format. Each member interviewed a few
executives. The interview consisted of explaining the objectives and format to each
executive and taking their views and reactions 10 it.

Preparing a Manual On the basis of this preliminary try out the task-force prepared an
accompanying manual and also finalised the performance appraisal system. '

Preliminary try-out The task force then conducted a series of orieplation-cum-rria.l
workshops (o introduce the new syslem. After such workshop again views and opinions of
executives were obtained. Six members after the workshop another series of interviews were
conducted to diagnose the difficulties experienced by executives in implementing the

system.

Reporting to OD Group Periodically the 1ask force went on reporting to the OD Groﬁp.
After the first round of trials & decision was taken to implement the new system and the task
force was dissolved and other monitoring mechanisms were worked.

+Although ail details of the working of the task-force are presented here, the above
description may make it clear the way task-forces function. Since they are drawn from the
practicing world and their time is valuable, the task forces mean business. Their diagnosls -
may be continuous and forms a part of the action plan, The task-force mentioned above went
on diagnosing the mood of the people and the process support required to implement the
néw appraisal system, They used interviews, workshops, surveys, informal discussions and
their own observations as diagnostic tools. They have also combined diagnosis with ~

continuous action,

11.5 OTHER METHODS

Other methods like observation and analysis of factual information records elc. could elso be

used for organisational analysis. However, they have serious limitations and are not very

popular in India.

Observational Methods

This method is most useful when an outside consultant is used for diagnosis. Insiders are
most often blind to the events and data that are a part of the organisation. An outsider could
observe & number of things. For cxample; the behaviour of people when the work hours
begin in the moming, at the lime of the close of working hours, the notices displayed, the
work organisation, the behaviour of people in meerings, the kind of memos written to each
other, tea and lunch breaks, canteen and the way it is organised, behaviour of employees in
the organisation etc. could be observed and inferences made.

The main limitations of this method are:

i) Not all processes are amenable to observation and the observer’s own biases gel
reflected in observations. Observation methods could be used as preliminary diagnostic
tools. Unless they are supplemented with interviews or other methods a good quality
diagnosis may be different, Nadler (1977). .

ii) The basic strength or weakness of observation as a tool is that the observer is the data-.
collection instrument (as opposed to the questionnaire as the observation instrument). A
sensitive observer making use of an effective sgucture for observation can be an
effective data-coilection tool. An observer who has lile sensitivity and no guiding
structure may spend hours observing, see nothing, and report ne usable data.
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Secondary Data and Unobtrusive Measures ' Woriuhops, Task-forces and
Records maintained by organisations can be very useful sources, Now-a-days with easy Other Methods
accessibility of compulers mest organisations collect and store a lot of data. Absentesism-

rates and patterns, grievances, costs, delays, work performance records, attendance at

meelings, circulurs and other office communications provide ample opportunities for

diagnosis.

Minutes of mectings, points of view expressed in meetings elc. also offer enough insights.
These methods unfortunately are less frequently used. For example, analysis of performance
appraisal reports can give a lot of significant data about the problems and difficulties of
employees, their competency gaps and so on. Similarly an analysis of the delays in
submitting reports (MIS, budgets, appraisals, reward recommendanons) Ieavc apphcanons

" complaints etc. may also provide significant insights,

11.6 SUMMARY

Every method has some advaniages andsome limitations. Interviews have the advantage of
studying the problems in depth and offering scope for generating and testing many
hypothesis, Task-forces are very useful in continuous diagnosis and implementation.
Questionnaire provide systematic information and comparability with other organisations”
and of the same organisation at different points of time is enhanced. Observations and..
secondary data- prowde direct insights into the existing situation and are factual. The quality
of diagnosis is likely to improve if a number of methods are used simultaneously than
relying on a single method.

11,7 SELF-ASSESSMENT TEST

1 When do you use Work-shop method for Organisational diagnosis? Expla.m in detail the
process of Work-shop method?

2 What are Task forces and Internal teams?
Explain the method of oservation and its limitations.

11.8 FURTHER READING

D.A. Nadler, Feedback and OFganisation Developmenmt: Using Data Based Methads.
Addison Wesley Publishing Company, 1977.

APPENDIX 1: WORKSHOP METHOD FOR A
ORGANISATIONAL DIAGNOSIS: AN:
ILLUSTRATIVE EXAMPLE OF A FAST
FOOD CHAIN

[he Fast Foods Chain (FFC) is located in a metropolitan city. It has over a 100 outlets in the
ity and is planning to open at least another 200 in the next 2-3 years, The FFC has become
10 popular in the city that there are demands from other cities 10 open their branches. There .
8 & master kitchen in the city where some of their popular items are made and distributed
wery day to the restaurants. Their Pizzas, Juices and Ice Creams are very popular. Thelr

ead office consists of about 20 officers and 30 support staff. Their employee strength is '
bout 100 in the master plant and about 2,000 in the restaurants, Each restaurant has an-
fficer in-charge and reports to the area manager. There are 8 area managers in-the head'-
ffice looking after the various restaurants. The FFC is a partnership {irm. The organisation

i in the process of expansion but problems are already in the rise in some of its restaurants
nd in the master kitchen. In order to plan better for expansion the headquarters team

ecided to take stock of the existing situation, An OD Consultant was appointed to study the
xisting strengths and weaknesses of the organisation, its ability to cope with increasing
usiness in the coming years and the preparation required for the same. For this diagnosis 4l
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the consultant interviewed all the headquarters staff individually and a sample of restaurant
managers. Since Ke could not get to interview all restaurant managers.and.at the same time
interested in petting as.many views as.possible he requested for. 8, workshop of the restaurant
managers. 3 managers were called from each region for the first workshop, -

After explaining the purpose of the workshop they were divided into 3 groups distributing
the managers from each region into different groups. Some of the managers worked earlier

in the head-quarters office as their jobs are transferable, The follpwing is-a,sample of items
mentioned by.the.3 groups as a part of their SWOT-analysis. The list is.illustrative and not

exhauvstive.

Strengths _
1 Informality and accessibility of top management. Any one can approach them at any

time.

Fast decision-making at the lop.

Modenate pricing of all foed items.

Good quality of food items supplied by them.

Committed managers of restaurants. '

Good advertisements and publicity.

‘Bxcellent co-ordination between master kitchen and restaurants.
Honest and sincere top management. '

Coricern of management about the Welfare of Staff.

W0 -1 Oh Wt B W b

Weaknesses
Top management is conservative in financial investments.

Outdated kitchen machinezy. . _ ;.
- Lack of cleantiness in master kitchen, partly due to outdated machinery.
Top management is too flexible. Today’s decisions may get changed tomorrow.
Too low salaries for staff,
Unionism setting in the employees. .
No autonomy to Restaurant Managers. For every small decigion they have to go 1o top
management. .
8  Too much of paper work as too many daily returns are to be submitted to headquarters
office. RN (N o
9  Understaffing of some restaurants.
10 No one looks after personnel development and training needs of steff.
11 Poor facilities in restaurants for staff, o
12 No reward system for better performing restaurants. .
13 ‘Some of the staff are not motivatéd, At the same time it is difficult to getnew staff.
14 People have o work too hard. No time for relaxation for restaurent managers and no
compensation. Head-quarters people are less burdened. ..

~1 O th B D B e

Opportunitles
1 Demand from other cities to open their chain.

2 Diversification into frozen foods vegetables, bakery, cool drinks and other areas.

Threals o ; ,
1 Break:up in the partners in the event of conflict. The FFC cannot afford it.

2 Competitors may enter the market and may be eble to offer bettor enviranmentto
customers. ‘ . : L

3 Deteljiofation in quality of foods with expansion.

4  Unionization of staff,

5 Increasing Past IFooc'i restaurants in number and quality.
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APPENDIX 2: FORCE FIELD ANALYSISASA - TaskAorces and
DIAGNOSTIC TOQL* ) |

Force field analysis is a systematic way of analysing any given problem situation with the
objective of identifying the possible solutions to improve the-existing situation. Force field
analysis is based-on the assumption that any given situation at a given point of time can be
understood as 2 resultant of two types of forces acting on it. The first type of forces are -
called the driving forces (or facilitating forces); and the second type ‘are called the
restraining forces (or inhibiting forces). Every situation or a given problem has an objective
or an end state which is desirable. In order to reach the end-state a number of things may
have 1o be done, At a given point:of time the movement towards the goal or the end-state
can be assumed as stationary. This equilibrium can be understood as a resultant of the two
types of forces mentioned above. Driving forces are those that push the cxisting situation
towards the uitirhate goal that is desired. These forces facilitate the movement towards
.achieving the goals. The restraining forces are those which hinder the movements towards

the goal or act against it.

A force field analysis of the markeling of handloom products is presented in Exhibit 1, The
goal the group had in mind was to increase the marketing of handloom prodyeis from 40 to
"80 per cent in a single year. The analysis was done in a workshop of Managers and other, -

Executives in charge of Handlooms.

EXHIBIT 1

Driving and Restraining Forces Operating on the Marketing of the Handloom Products ‘
Analysed Using Force Field Analysis.

Rating

1 ]
— WSt

Very Strong
Strong

Somewhat Strong
Weak

Very Weak -

Problem : Hendloom Marketing

Goal Deslred : To achieve 80% marketing of the products from the presant
tevel of 40% within a year and to continue it, Figures within,
the brackets indicate the strength of the force; S representa
strong force and |, & weak force. :

Driving Forces Restraining Forces

1 Good foreign market’ Lack of improved designs
available for handlooms 4) and colour schemes (5}
Liking for Indian handloom (3} High cost of yam (3)

3 Delicacy in handloom texture o High price of products (4)
end still in production (3)

4 Handlooms can cater to the
needs of small requirements (4)

§ Handlooms can cater to the Exploitation by master
need for special designs as weavers (4)
per individual requirements (4)

High cost of inputs (3)

* Reproduced with permlssion from Udai Pareek, TY Rao end DM Pestonjee. Bedaviou

ral Process in
Organitailons, New Delhi, Oxford & IBH, 1981 Pages 262-269, ) A

43

Workshops, Task-foroes and -

L TEE B P Ly ] NJ.,]., Ll bt R I

BT L M ST P T T T T T -
LTI EE AT

Sl— mw—emc oz




Driving Forces Restraining Forces
6 Providiﬁg greater employment Lack of publicity (4)
with less investment (4) -
7  Local market readily Lack of appreciation of '
available (4) handloom products (4)
8  Availability of iraditional Lack of purchasing capacity (4)
craftsmenship (5)
9  Use of new fabrics in hand- Competition from powerloom.
" loom (3) mill sectors (5)
10 Flexibility and wide range Lack of good finishing
of production (3) facilities (4)
11 Availability of sales Govemment requirement being
subsidy (4) met from powerloom and mill
sector (3)
12 Availability of expont Non-gvailability of yam (2)
incentives (3)
13 Good demand in handloom Flyctuation of yam price (3)
garments and make-ups (3)
14 Government encouragement ih Qutdated looms in utilisation (4)
various forms (3)
15 Preferential government purchases (3) Lack of market research (5)
16 Lack of standardisation(5)
17  Lack of quality control (5)
18  Lack of quality consclousness(5)
19 Inadequate salesmanship (4)
20 Lack of window displays (4)
21  Lack of holding capacity (3)
e-
22 Lack of incentives to salesmen (4_)
23 Lack of commission agents (4)
24 Lack of sales drives and exhibitions {(4)

Exhibit 2 deals with the objective of bringing as many weavers as possible into the hold of
weavers' cooperatives. At present weavers are reluctant (o join cooperatives. It is aimed at

getting at least 60 per cent of the weavers into cooperatives.

EXHIBIT 2

An Analysis of the Factors Influencing Weavers in Joining the Cooperative

Driving Forces Rating of the
‘strength of -
of the force
1 More average income (4)
2 Senseof ownerslhip (2
3 Parnicipation in democratic management 2)
4  Governmentassistance in the form of loans and subsidies 4
5 Package of incentives for modemisation @)
6 Continuous employment &)
7  Provision of housing facilities )]
8 Training and educalion facilities 3
9  Sharing of surplus in the form of dividend (3)

——p e ey

LELOR Ly =4 | =C 3 e e 3

ek




l
12
13
14
15
16
17
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11
12
13
14
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El1mmauon of m:ddlemen

Collective bargaining powers in the purchnse of raw material

Supply of quality inputs which facilitates weaving
Open and voluntary membership

Availability of processing racilit'ics

Assured marketing facilities

Financial assistance for marketing in the form of rebate

Institutional finance at concessional rate

_Inhibiting Forces

Ignorance about the benefits of the
cooperative form of organisation

Sentimental and traditional attachment to
master weavers :

Financial loyalty to master we.. 25
Mismanagement of cooperalive socisties
Dormancy of cooperative societies
Obligation to contribute share capital

.Non-availability of consumpticn finance
* Weavers lured by higher wages by master weavers during

peak season

Strict insistence of quality control in cooperative societies
and likely discantinuance of work for substandard work

Compulsory deduction from wages for contribution to
thrift fund

Politicisation of managements of cooperative societies
Economic non-vigbility of cooperative societies

" Availability of Fnance under DPI scheme

Lack of interest shown by the government in managing

‘ cooperalives
Lack of managerial capabilities in those managing cooperatives

Lack of persorial touch

New Forces (Brainstorming)

Enmlmcm of project weuvers wherever feasible.

Provision of consumption finance from government through cooperative societies.
Obtaining contribution by government to the thrift fund contribution by weavers.
Dircctor of handlooms to be vested with all powers of Registrar of Cooperalive

Societics in relation to Weavers Cooperative Societies

Fixation of minimum wages for weavers.

Extension of Bonus Act to handloom weavers.

Extension of gratuity and old-age benefits to weavers,
Extension of ESI benefits {0 weavers
Strict enforcement of reservation orders.

Director of Handlooms to be delegated with enforcement powers in relation to

reservation orders.

Compulsury purchase by govcrnrnent and semi-govermnment organisatigns from
- cooperative societies. .

12

Liberalisation of-managérial subsidy and caderisation,

“

3

(4)
(1)
3)
£)
4
4

&)

@
3
@
@)
&)
(5)

3
(3)

2
2)
C)
C))

@
(4)
(3)

Malchmg contribution for rebate by centre for the duration the states give.

Workshops, Task-forces and
Other Methods
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The above analysis was done by a group of managers employed in the handlooms sector.
After the analysis the managers decided that they can not do anything about the following
forces as they are not within their control; -

Driving forces: 7, 8,9, 10, 13, 16 and 17.
Inhibiting lorces: 2,3,6,7, 10 and 11.

From among driving forces they chose the following forces for strengthening further: 3, 11,
14 and 15,

They also chose the following inhibiting forces for weakening them: -

1,4, 8,13, 14; 15 and 16, In addition they decided to explore the possibility of adding some
of the new forces suggested. On the basis of these further action plan were worked out for

implementation.

The forces identified in force-field analysis may have different strength. Some forces may
contribute highfy towards the movement in the forward or backward direction in achieving
the goal. Some forces may be very weak. Some forces may be irreversible or unchangeable.

Some other forces may be easy to change.

In using force field analysis as a technique of organisational diagnosis and problem solving
the following steps are followed:

_Define the ultimate goal or objective or the desired end-situation.

2 Locate the existing situation diagramatically on a straight line where one end of the
straight line represents the desired goat state and the other end represents starting point
{for example see Exhibit 3 which presents data from Exhibit I). :

1 List the vadous forces that are blocking the movement towards its goal and those that
are acting against the movement. Brainstorming in group settings has been found to be
very useful in making an exhaustive list of restraining forces. As many forces as
possible should be listed without debate. There could be differences of opinion on some
but it is useful to list even controversial forces.

4  Make an exhaustive list of driving forces as above using brainstorming techniques.
Some of the driving forces may be just opposites of the restraining forces.

5 Using brainstorming techniques add as many new forces as possible to,the existing list

‘of driving forces. At this stage do not think of the possibilities. It is useful to suspend
rationalistic thinking in brainstorming and merely list them.

6 Quantify lhe strength of cach forces (both restraining and driving forces) a 5-point scale
(where 5 indicates that the force is very strong and point 1 indicates a weak force in'the
direction indicated).

7 Remove oll'the forces one by one through discussion about which the problem-solving
group has no control or can do nothing about it.

8  Selcct thase driving forces which are vgr}; weak. Identify the mechanism of
strengthening these forces through discussion.

0. Select new forces which could be added and identify the mechanism of introducing
these forces through discussion.

10 Select the strong forces among the restraining forces. Identify the mechanisms of
weakening these forces. . .

11 Identify the mechanisms of removing some of the restraining forces.
12 Work out an action plan to introduce change to bring out the desired end-state.

Force field analysis docs not require any special skills for'using it.tisg syswma[ised
approach towards problem solving. The use of force field analysis in groups has been found
to be an effective way of bringing about change. There-have been severa! experiments
conducted in the past which indicate that through a systematic analysls of thig kind, change

can be brought in easily.

Managers and administrators when faced with problems or when they find that they have not
been able to achieve targets they desired, it is useful to have a group meeting of their staff or-
team members and do a force field analysis of the situation. They should be prepared to
spend at least half a day 10 orie day on this. Familiarisation with brainstorming techniques
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would help.greatly in conducting such sessions effectively. Force field analysis helps in Workshops, Task-forcts and
) Other Methods

systematically analysing the problems and the involvement of those who are expected 10
‘implement change in identifying the change strategies increases commitment. It has other
advantages of increasing morale, gelling people to know to solve their problems at their
levels, enjoyment of work and so on. A greal degree of resistance ochange can he

countered with this technigues.

The driving and restraining forces are diagnostic dimensions of the problem or situation.
This technigue could be used for a specific situation or for general diagnosis of an

organisation.
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BLOCK 5 ORGANISATIONAL
"~ DEVELOPMENT AND CHANGE

is a long-range cffort to improve an organisation’s

h organisational development, L.e., what is the necessity
{or organisationai development. Unit 13 describes different intervention techniques
which help in improving an organisation’s problem. Unit 14 presents the skills
required for a change ageat in \he O.D. Unit 15 gives information aboul how to
implement the change and the last unit of the block describes how an prganisation

groups and becomes an instilwtion.

Organisation devclopmen!
problems. Unit 12 deals Wit
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UNIT 12 ORGANISATION
DEVELOPMENT(0OD)

" Objectives

After studying this unit, you should be able to understand :

o the nature of organisation development
» the definition of OD
e the objectives of OD
o the models of OD, and
the action research process of OD

Structure

12.1 What is OD?

12.2 Definition of OD

12.3 Objectives of OD

12.4 Characteristic features of OD
12.5 Models of OD

12.6 OD—Action Research Process
12,7 Salient Issues in OD

12,8 Summary

12,9 Self-Assessment Test

12.10 Further Readings

12.1 WHAT IS ORGANISATION DEVELOPMENT?

An organisation is a system consisting of four interacting subsystems: structure,
technology, people and task.Structure refers to the formal interactions within the

organisation as evidenced in the organisational chart or orgapogram. Task refers to
the set of activities to be performed. In other words, the behavioural specifications
associated with a job. Technology relates to the level of sophistication determining
the work-flow and performance of jobs in an organisation. Higher technology, most
often, means higher job knowledge and skills of employees: Organisations may bs
classified as to their level of technology: high, medium, low or obsolete. People
variable refers to the human input in the organisation i.e., individuals (in terms of
their physical and mentel skills, personality etc.) working in the organisation.

Organisation as a system can be changed and developed to achieve its goals in the
best possible way, The goals of an organisation, generally are: survival, stability,
profitability, growth and service to society. From one organisation to another, the
goal or goals may differ depending upon at what stage of development the
organisation is.

An organisation can achieve its goal if it is able to respond to changes within the
external and internal environment. The external environment is in terms of forces in
the social, political, economic and cultural factors. Competition from similar
organisations, changing needs of the public, knowledge explosion, rapid growth of
technology—all constitute threat to organisational effectiveness.

Organisation has also to take into cognizance its internal environment which
includes existing strixcture, technology, needs and expectations of its people and the
changing scenario of: labour force.

-
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Organivarivnn Develapment
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Orgunissvun development (OD) 1s a planned approach to reapond effectively to
chunges in its external and internal environment, '

Esscntlaliy there are two schools of thought in OD:

1) Programme—Procedure Schoal
2) System—Process School

The Programme—Procedure school: It is an older approach. According to it, OD is
the effective implementation of the Organisation’s policies, procedures and
programmes. It is concerned with personnel activities that contribute to the overall
growth and development of the organisation, such as: recruitment, training, career
development, compensation, welfare and benefits, labour relations etc., Personnel
development is primarily concerned with OD activities.

At present, it is being widely recognised that personnel functions contribute only
partly to OD. They at best serve the organisational control or maintenance funection,

The systern process school: This schaol considers organisation development in the
context of both its internal and external environment. Proponents of this approach
view organisation as a system which can be changed and developed to best achieve
its goals and objectives. Insights drawn from recent developments in behavioural
sciences have contributed 1o the SyStem-process school. An emerging role for OD is
systemn based and focuses on tosal organisation effectiveness and hence goes beyond
the traditional personnel programmes. The emphasis is much more on work groups
within and across départments rather than individuals as such. While personnel
programmes demand conformity for prescribed policies and procedures, the system
process school encourages openness, and collaborative ways of solving problems so
that the outcomes are advantageous to both the individual and the organisation. It js
likely that the objectives of both the schools and contradictory to certain extent,

Programme Procedure School System Process School
Internal Interna] & External
Personnel-oriented Depantment-oricnted
Individual . Group

Sectional Holistic

Prescriptive Open

System internal Interdisciplinary

12.2 DEFINITION OF OD

OD may be defined as a Systematic, integrated and planned approach to improve the
effectiveness of the enterprise. It is designed to solve problems that adversely affect
the operational efficiency at all levels (Koontz el. al. 1980). It is based on scientific
awareness of human behaviour and organisation dynamics, Being an .
organisationwide effort, it is directed towards more participative management and

" integration of individual goals with organisation goals. OD is intended to create an
.- internal environment of openness, trust, mutual confidence and collaboration and to

help the members of the organisation to interact more effectively in the pursuit of
organisational goals. Thus, the orgamisation is enabled to cope effectively with
external forces in the environment.

12.3 OBJECTIVES OF OD

The objectives of OD may be stated as follows:
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o improved organisational performance ns mensured by profitability, market share, OrganJustion Daveiup-i

innovativeness cte.

e bétt.. adaptability of the organisation 1o its cnvironment

o willingness of the members to face organisational problems and contribute
creative solutions to these problems

e improvement in internal behaviour patterns such as interpersonal relations,
intergroup relations, level of trust and support among role members,
understanding one's own self angd others, openness and meaningfut
communication and involvement in planning for organisational development.

12.4 CHARACTERISTIC FEATURES OF OD

The roots of QD lie in the famous Hawphorne experiments carried out at the
Western Electric company by Elton Mayo and his associates. These experiments
highlighted the importance of employee attitudes and expeclations, informal work
groups, norms and values and participation in decision making as influencing
performance—all these still central concepts in various techniques of OD.

Though there are divergent opinions and attitudes about the nature and practice of
OD, among its practitioners, a general consensus may be noticed among them as to
what the basic characteristics of OD are.

In any OD effort the totality of the organisation is to be taken into account.
Organisation being an integrated system of sub-systems, changes in anycne
sub-system tends to have consequences for the other sub-systems. The approach
should be holistic either for identifying the need for change within or for planning
and implementing a change. Until the intended change is absorbed in the total
system, optimal collaboration, synergism and efficiency cannot be obtained.

The theoretical body of knowledge underlying the concept and practice of OD is
eclectic. Recent developments in the area of behavioural sciences, especially
psychology, sociology, anthropology etc., haye influenced the OD thought and
practice. ’

The intended changes in OD programmes may be carried out at any of the
sub-system levels such as:

organisation structure
task accomplishment
work climate (interpersonnel and intergroup relations, work values)

methods of decision making and problem sclving
technology

The benefits of the planned effort to the organisation are measured in terms of
improvements noticed in the performance of the sub-system where the change has
been implemented, related sub-systems that have an interface with the ¢cnanged
sub-system, and the organisation as a whole.

a} Intended changes in the organisational structure should be initiated on the basis of
a study of the existing structure—especially the formal relationships, span of control
and functions performed by each individual in the context of the others, The
planned change may be on the basis of what an ideal structure should be like. A
better approach would be to take into cognizance the felt needs of the role
incumbents. The employees may be involved in identifying problems in the existing
structure and also in evolving a strategy for change. Such a participative approach
would yield results as the employees are tuned to the intended change,

b) Another approach to OD is at the micro level i.e., at the job level, while the

Tt
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above was at the macro level. What is of concern is the designing of jobs for better
performance. Job related aspects such as authority, responsibility, activities
performed, obverlapping roles etc., are considered for modification in keeplng with
the attitudes, cxpectations of the role incumbents.

Resecarch studies have shown that job attitudes and job satisfaction influence
performance. Jobs may be redesigned 1o provide variety and opportunities for
satisfying higher order needs. Jobs enlargement and job enrichm~nt are the job
design methods employed as part of OD techniques.

¢) OD practitioners also aim at improving the interpersonal climate. The work
climate of upenness, wrust and collaboration has positive influence on performance,
while the climate of suspicion, distrust and hostility result in low or mediocre
performance. The climate should be supportive, proactive and allow for
opportunitics to be creative aud original.

d) Communicatior. 15 the life of an organisation and effective communication is basic
to internal work climate. O efforts may be directed to identify the gaps and
problems in the formal communication network and improve the communication
process. Communication network may be analysed in terms of the following
metheds.

+ Residential analysis: It helps in understanding how a given organisation really
functions, The analyst is a 'live in’ observer of the communication process,

e Purticipnnt analysis: Data is collected about how communication is.actually
taking place in the network by interviewing the-individuals or through a
quesucnnatre.

» Duty Study: Like a cop of observing the traffic on a high way, the analyst positions
himself in the communication network at any spot and studies the communication
flow.

o Cross-section analysis: A time sampling of the communication process in the
network may be carried out. However, the sampling must be repeated to get. .
sufficient data.

s E C C O (Episodic communication channels in organisation) analysis: A trace
element (i.e) a picce of communication is left in the communication network and
its flow through the network is traced through time and space.

OD efforts to improve communicalion may deal with the elements of communication
process such as ‘source’, ‘message’, ‘channel’, ‘'receiver’, process of encoding and
network, in addition to communicaticn overload. .

¢} Decision making is another important area for OD intervention. What is a
decision?-Decision is ‘commitment to action'. Decisions are basic to management
process and link up the various activities of the organisation. While some of the
decisions are routine and programmed, the other may be unprogrammed and ad
hoc. While some of them are operating decisions that are routine, programmed and
exccuted automaticalty, the others are administrative decisions that are either
coordinative and routine, or exceptional and ad hoc while yield custom—made
solutions.

Stratepic decisions are also exceptional and have an influence on-the overall
organisation or a greater segment of the organisation. Necessity for strategic decision
may arise due to forces in the external or internal environment, new technologicel
input or at the initiative of the chief executive.

Involvement of the people concerned with the issue or problem in decision making . .
leads to acceptable solutions, commitment Lo implement the degision and better
utilisation of human resources. Decisions should be based on objective analysis that
include identification of the problem, collection of relevant information and selection
of an appropriate solution with a greater probability of achieving the expected
outcome.

4 An OD strategy is zn intended change at the relevant system or sub-system level.

The methodologies employed are a set of techniques or systematic procedures to
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britig nbout an [ntended change. The techniques differ depending upon the Orgunbatlon Deviicynen

sub-system that s considered for OD intervention. 1f the intended chnnge {s with
reference ta the 'pecple’ varluble, the methodologics cmployed ure:

e trainicg or education involving lectures, experiential exercises, simulation,
T-group training ele. i

e conirontation, where people are brought together to discuss the problem and
evolve a strategy based on mutual trust and understanding of each other’s
position. '

If the intended change is al Lhe technological level, it is in terms of planned effort for
bringing in new technology taking into account the likely consequences at the task,
structure and peaple sub-system levels, The necessary environment for accepting and
implementing the technological input should be created at the other sub-system
levels. ’

OD interventions at the task level deal with job design parameters such as job
enlargement, job enrichment, authority and responsibility considerations, human
factor enginecering etc.

Atthe structure level, the methodologies include: data feed back (systematic
collection of information that forms the basis for diagnosis, premising, planning etc.)
Problem selving and decision making, process tonsultation (watching and aiding
on-going processes and improving them), and OD task force establishment (setting
up of teams or groups to carry out OD ¢fforts). These interventions may be carried
out by a change ageat,

5 Management practices and employee reactions to ihese practices form the basis for
organisational anatysis and diagnosis and determining the appropriate intervention.
The success of an intervention depends upon the acceptance of it and willingness to
implement or maintain the change and its outcomes by the employees within the

organisation.

6 Organisational change is not a one shot affair but a complicated and lengthy
process. The type of intervention sought for, the size of the organisation, constraints
and facilities within the organisation, perceived organisational climate, attitudes and
feclings of the employces and their commitment to change—all influence OD efforts.
The typical value system of the organisation as a whole, of the management and of
the individval, and the values underlying change are quite significant factors
influencing the success of OD activity. Some of the generally agreed aspects of the
value system underlying OD as suggested by Beckhard (1967) may be noted from

Table I Value System Undetlying-OD

1 individual is and should be more independent and avtonomous
2 Individua! has and should have choice with regard 1o his work und leisure
3 Onee the basic needs are met, individuals strive for realising self-worth and their potential

4 Where individual needs arc in conflict with organisational requirements, individuals perhaps should
choosc 10 meet his own needs ruther than submerge them in the organisation requirements

5 Work should be made meaningful and stimulating thus providing lor intrinsic rewards in addition to
. adequate extrinsic rewards

¢ Managers should manage by influence than through force or reward power. The power previoosly
vested in bosses is and should be reduced

Source: Bechard, R. *The Conlrontation Meeting’, 1Harvard Business Review, 1967 March-April.

7 The change agent who plans for and implements the intervention can be an

external consultant or an internal member trained in OD techniques. A change agent
chooses appropriate methodology to help the client to help himself. Either to have a
full time external consultant or a pari-lime internal member (someone in the staff or
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Organisational Development

and Change

Stirsulus
on the

power
structure

Reaction
of the
power
structure

10

Phase 1

line Function to carry out OD efforts) is a matter of choice depending upon factors
like organisetional size, type of change and extent of change et¢. A combination of

external and internal consultant may be used. External consultant may be utilised to

diagnose the problem and determine the change strategy, while internal member
may be asked to implement the change programme and sustain it. To be successful,

a change agent has to have:

o valid and necessary information about the clienksystem
e objectivity and freedom to determine the appropriate interventions, and
e expertise and skills in group processes SO that he can work effcctively with groups

and contribute to their growih and development.

12.5 MODELS OF ORGANISATION DEVELOPMENT

Three models of OD are quite popular, They are Kurt' Lewin's
Unfreezing—Changing and Freezing Model, Griener’s Equential process and

Leavitt's System Model.

Lewin’s model crganisations have an internal equilibrium. Before introducing a
change, organisation should be prepared for the change, otherwise there will be
resistance to change attempts. Readying for change would mean disturbing the

‘existing equilibrium i.e., unfreezing or creating motivation to change. The change is

then introduced which is a new or modified response to solve the orgenisation
problems.The change moves the organisation to a new equilibrium at which the
organisation has 1o be stabilised s0 that is does not revert to the earlier equilibrium.
Refreezing refers to this process of stabilising and integrating the change into
behavioural patterns, interpersonal relationships, and individual personalities.

Table 2 Unireezing-Changing-Freezing Mode)

Unfreezing: Creating 1he need for change, motivating people for change and minimlsing
resistance 10 change

Stage 1)

Changing: Transition from old behaviour to experimentation with new behaviour in 1erms
of cognitive redefiniion through identificarion (informaticn from a single source) and
scanning (information through mulriple Sources)

Stage 2}

Re-fredzing: Stabilising and intcgrating the change by reinforcing the new behaviours and

Stage 3)
integrating them into formel and interpersonat relationships and in one’s personality

Larry Griener’s Model .

Change according to this model is in terms of certain sequential stages (Fig, 1). The
change process is initiated by external pressure or stimulus on the top management
and it is motivated to 1ake action. The succeeding stages of intervention by a change
agent are: diagnosis of the prablem, invention of a new solution, experimentation

with new solution, experimentation with new solution and reinforcement from
positive results.

Fig. 1 : OD Sequential Siages

Phasc 3 Phase 4 Phae &

Phase 2

Phase 5

Pressute on top
management

Intervention at
the top

Diagnosis of
L problem areas

Invention of new
solutions

Experimentation

" with new

solutions

Reinforcement from
positive results

’

hd

'y

L d

k

Y

Arousal 1o take
action

Reorientation to
internal problems

L]
Recognitfon
.of speafic -
problems

new course of
actlion

Coramilment (o’

Search for

{ resulis

Acceptance of new
pragtices

Zource:

Larry E. Griener. “Parterns of Organismidn Ghange" in Dalten,
Organisational change and development,

Lawrence & Griener (eds.)
Homewood LIl, Richard D. Irwin, 1970.
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H, J. Leavlit"s model Orgaifwilon Devlapnsent

Leavitt's model focuses on the interactive nature of the various sub-systems in a
change process. Organisation is a system of four interacting sub-systems: task,
structure, people and technology. Change in anyone of the sub-systems tends to

have consequences for the other sub-systems. Hence OD effort should not only focus on
the intended change but also the effects of change on the other sub-systems.

. . Moreover, change can be brought oul in any of the sub-systems depending upon-the
"diagnosis of the situation. The planned change may be interpersonal training of the
. required sort or icchnological change or structural modification or task modification

(Fig. 2)

Structure

People (aclors)’

Source: Harold J. Leavitt, New Perspectives in organisaiion rescarch. John Wiley & Sons, New York.
1964,

Building the Culture of Excellence. What did Culture meana to us at
Richardson Hindustan

In Richardson Hindustan, for four years of Organisation development,
preceivable change was observed in the C.E. and also in a number of managers

as a result of the feedback given.

A number of actions which are called 'interventions’ were taken at the top layer,
supervisory layer and among unions and workers in the company with equal
cmphasis given to all these groups of people. In other words, supervisors, union and
workers were as high in priority as the other managers.

Monetary compensation, internal promotions and recognition of performance were
amongst the first steps that were taken for supervisory and Executive staff.
Gradually people were enrolled in task forces, special assignments and projects and
for case writing. The live case studies developed were effectively used in training
workshops. Emphasis was laid on ‘on-the-job’ training and slightly diverse work
asmgnments before going into Job rotation.

'I'h:ough formal/informal diagnosis in the environment, it was observed whether a
change in the style of work was evident to others.

The real test of whether the company will succeed in moving towards the objectives
and philosophy that was stated was in the kind of spirit and willingness that is
required.in the chief Executive, the principal change agent in the company. In the
context, the chief Executive has a kind of restlessness about the exercise and a
unique quality of being open 1o feedback. It was found that changing organisation
structure or design will not solve problems of collaboration but genuine support from

all functions to an organisational objective will help.
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Team Building Workshops

Team building workshops have been conducted in each function and these have
helped resolve interpersonal issues and helped arrive at a better understanding
between peers, bosses and Subordinates. *

Organisation plans which carry career development programmes, succession
planning with specific inputs to various executives, is an annual activity conducted
with deep concentration. OD committees recommended promotions at supervisory
and exeecutive levels. This reduces the inconsistency in assessment/judgement and
therefore wrong decision-making about people.

Development of Workers

Training as many people as possible in supervisory and executive ranks in
counselling skills was done in development of workers. A model was set in moving
industrial relations to supervisory levels and personnel has taken a supporting role
than that of front line negotiator. -

Supervisory Development

Supervisory group was integrated into management and it was not treated as a
different entity. This was made possible by making them participate in several
management forums such as strategic planning, communication meetings,
negotiations subcommittees for wape contracts, the annual dinner, by changing
performance appraisal system to be in line with executives, giving them assignments
which call for higher responsibility, permitting access to company information and
giving authority for sanctions at shop floor level. Training was given to them through
experiential workshops in resolving IR problems on the shop floor. Supervisors were
allowed to act on their own and many times condoned their mistakes. Now a worker
approaches a supervisor and riot be personnel department or the works manager for

personnel have participated together.

To sum up a few radical things were done in organisation development and these
are: .

the retail chemists’ boycott in 1982 for seven months without disturbing the
bottom line; puiling through a year of Advertising disallowance; built
refationships with union committees each year anc retained the field force
identity as supervisors/consumer linkages.

b) Learn the art of creating change in the environment. Examples : Chief Executive
worked intensely for a year with external bodies to impress upon the government
to remove the advertising disallowance. Competitive edge over comparable
companies to retain the management staff was maintained and stock investment
plan was worked for them. Workers are geared up to/discuss simple productivity
schemes and sharing gains of automation.

This foundation for a new culture RHL will certainly go a long way in creating an
environment of strong people who will meet any challenge with perseverance and
commitment regardless of who is the leader and it is a motivated to take action. The
succeeding stages of intervention by a change agent are : diagnosis of the problem,
invention of a new solution, experimentation with new solution and reinforcement
from positive results. ' -

Source; Adapted from G.A. Shirodkar. “Building the culture of Excellencs : What did culture mean
to us at Richardson Hindustan"?—Managerial Excellence. August 1985, FI'._11-15

his problems. Three workshops or IR strategy was held where line management and

a) Made people capable of coping with the reducing uncertainty.Examples : fighting
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' 12.6 OD ACTION RESEARCH PROCESS

The action research process of any OD cffort, basically, has the following
components or stages (Fig. 3) '

Fig 11, OD—Avlion research Process

Key Exceulive Perception
ol the Problem (s) _l
Consultation with Behavioral Datx Gathering and Preliminary Feedback to the Key Client
“| Scientist Consultani | .,! Diagnosis by the Consultant || or Clieat Group _]
>1 Jaint Problem Disgnosis ! loint Action Planning N Action —
- Feedback to the Client Group
Dala Galhering after Action Again | ] Rediagnosis _l
New Dala Gatﬁcﬁng as 2 Result
New Action Plzaning Ll New Acion |5 of the New Action

Source: W. French. “Organisation Development Objectives, Assumptions and Sirategies,”
Culifornin Management Rueview, 12(1969). P. 26

The OD process starts with the perception of the problem in the organisation or a .
felt need for a change at the top management level. This sets the stage for
intervention by a change agent who may be an external consultant or an internal
change agent. The change agent needs to be relatively independent from the power
structure of the organisation so that he can be unbiased, realistic and objective in the
assessment of the problem. The change agent sets to work by gatherieg data for
diagnosis of the specific problems and the organisation’s ability to function
cfectively. Data may be collected cither by interview method or Questionnaire ,
method or by a combination of both. Interview may be used to identify the core
problems which form the basis for Questionnaire. The [atter may be used to collect
information from a large number of executives. Data may be obtained with respect
to various aspects of the organisation. Data thus collected forms the basis for the
diagnosis of the organisation problem. The consultant discusses the data with some
of the top executives and identifies the problem. He also propoeses the next steps to
be followed in the OD process and obtains the support of the management for their
implementation.

For problem idenliﬁcarioﬁ certain standard diagnostic procedures may be adopled.
Any standardised diagnostic procedure takes intg account the following:

1) Background variables that include
a) structural factors (such as design parameters, technology, werking conditions
ete.)

b) process factors (such as managerial practices, sanctions and reward systems,
.leadership behaviours etc.)

c) employee related variables (like attitudes, expectations, work values, and the
organisalional eavironment (the social, political and economic factors.)

2) Organisationally required activitics thai include the process variables and
expected employee behaviours.

3) The resultant behaviours al the work, process and employee levels.

4) Consequences of these behaviours for organisational growth and development
and individual satisfaction and development, 13
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A conceptual scheme giving the detai_led diagnostic procédure may be noted from
(Fig. 4). : : .-

Packground actors Required and fives behavior Emergent behavior Cansequences
Technalogy job dealgn
Phytical conditions ] | Requized netivities —‘ lotesnat sysem Produciivity
|
- Emergenl  Emergenl
Managemeal 2umplions TbteractionesActivity
and practices ¢
— . . - Lo . ' Norms
Leadership behavior, formal Required intersctions [ o suistucs
organisation rules P . . Ca {action
Laternad rewands and punishments Bamereat
Seotimenty
Ecomomic and pocal coviroomesl H Required Seatiments
Y
- (pterd el . Iodividua! development
Persom) backgrousd extera : {membenbip cate ics)
status faztors | Givea seatiments or valuet [~
Feadback

Source: Arhur Turner “A Conceptual Scheme for Deseribing Waork Group Bchnﬁuur"

The next stage In action research is to prepare the organisation for developmental
activities and identify appropriate intervention techniques.

Feedback is supplied to a larger number of executives for their comments. Planned
action is confined to a given sub-system level, and greater participation of the “
members at that level is obtained. Once the data is discussed, problem identified,
alternative courses of action evaluated and specific intervention programmes
suggested, the consultant plays a supportive role to help the client to be fully geared

to the developmental process.

The action intervention stage is the pay-off stage in the OD process. Hence choosing
the appropriate intervention, keeping in view the problem, the sub-system and the

organisational level, is important for bringing effective change.

After the intervention has been carried out it is necessary to evaluate its

effectiveness. This entails gathering data, discussing the.information obtained with
 the client system, checking against the expected outcomes and planning for

corrective or remedial actions wherever necessary. ' .

SAIL .
In order to improve the production in SAIL an attempt was made to collect

feedback from the various sections of industry to identify the problems in the
company, opinions and perceptions of people and how they felt that the company
was doing and what could be done intemally to further improve its operations.

Based on the feedback, the following areas were identified as priorities for action

1) Improve work culture

2) Optimise use of instalied facilities

3) Increase productivity ,

4) Generate profits through control of costs, and
5) Customer satisfaction.

Improve work culture
The focus here was on

team work, communication, discipline and operating
- consistency. . :
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Apart from seeking a basic change in the attitudes of employees, improvement in
work culture also meant building an organisation which had the flexibility and the
resilence to accept changes. This meant reduction of the hierarchy and
debureaucritization. Less of formal procedure and rules and more accent on results.
This led to the conclusion that individual growth and promotions must result from
good performance and contribution to the organisation.

Making optimum use of installed facilitics
This was possible by betier maintenance planning and upkeep of equipment and

better use of captive resources.

Increasing. productivity

The areas which needed attention were (1) Quality of raw material (2) Adherence to
technological discipline (3) Process control for quality enhancement

(4) Improvement in productivity through improved performance of thie employees.

Generating profits through contreol of cost
The need to develop cost consciousness as a culture in the organisation.

Providing better customer service
Workshops were held and there was a tremendous effect in the organisation.

1) The goals of the organisation were clarified and made know to all. It gave a sense
of directton.

2) The crisis facing the industry was understood and the nced for changes
appreciated.

3) There was a sense of oneness and participation

4) A large number of concrete action plans were drawn up in each priority area. In
cach unit, 2 committee was appointed to oversee the action plans drawn up and

~ coordinate the various activities involved .

5) The workshops created a sense of euphoria which made possible implementation
in the units - -

6) This generated a debate in the organisation, and it was here that the basic term
around strategy was envolved. .

The current strategy is to tune up the organisation and prepare it for playing a
Qualitatively different role in future, to improve the structure and culture of the
organisation and its capacity to respond to the requirements of the market.”

Recruitment
Quality of the employees selected in the company has improved.

‘Training and development
In the effort to improve the internal efficiency of the company, training and
development has 2 very crucial role to play and the Training and Development

organisation is being geared Lo playing this role effectively.

Communijcation
Communication systems, both formal and informal have been strengthened.

Incentive schemes have been revised to increase their motivational value.

Organisation ‘ . .
The Organisation is being restructured and the number of hierarchial levels reduced.

Organisational Discipline _

There have been significant improvements in absenteeism in al! units and in all

major departments. Shift changgover delays have been reduced from key
departments and time offices relocated. Grievance and welfare systen.s have
received attention and there are improvements in all these areas. Bipartite system
have been strengthened and the full participation of all sections of erployees/unions
and associations obtained to the changes being made. There has been 2 drastic

reduction in overtime.

. Organlsation Development
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- Appraisal system - )

One of the first HRD Inltlatives Ip the company was the amendment of the
Appraisal system for Exccutives. Inlilally, the exercise began as a8 move to amend the
promotlon policy to make lt totally performance orlented. Graduelly, it was realised
that the promotion policy would not be so changed without having an '
adequate/acceptable instrument for measurement of performance.This was an
important step in the attempt to-improve the work culture by convincing employees
that their-career growth was linked with the performance of the compeny.

Qualltatlve changes: -
Today, the company is still in the middle of the process of change. However, in such

a large company changes have not been uniform in all sectors. Over the past few
years there have been encouraging qualitative changes in the attitudes of employees:

1) Thore is a groater awarencss anong offivers, workers and asseelations,
2) Communication is more effective. _

3) There is considerable clarity about goals and objectives,

4) Employces have begun to think positively about the company.

5) There is higher appreciation that the company works as a whole.
Source: M.R.R. Nair, Majer HRD Initiatives in SAIL. ‘Altcrnative Approaches and Su:ategies of HRD'
13. P, 210-226.

12,7 SALIENT ISSUES IN ORGANISATION .

DEVELOPMENT

5 ) -
1 The OD effort should begin at the top levet of the management and permeate the
organisation till it reaches the lower levels. . '

2 The external consultant helps in problem identification, problem-solving and
implementing action plan without creating dependency negds in the client system. In
other words, the external agent helps the client to help Limsglf so that the latter
develops ability to function independently.

3 The client is either a particular target group or the total organisation. Either of
them as the client system has varying implications for QD effort. .

4 Identifying the needed change depends upon determining the nature and type of
the problem within the organisation. This may be done in termms of diagnostic studies
that also tap the felt needs among employees. Identifying and defining the problem
& accurately as possible is a 1oust as it determines the rest of the activity such as the
appropriate intervention techniques, support from the client group-and evaluation of
the effectiveness of OD effort. o . .

5 The change may occur in individual behaviour or organisatioﬁal behaviour of
both. Some of the intervention techniques are applied at individual level, and the
others at the organisational level. I

6 While the earlier approaches have concentrated in individual changes, the present
trend emphasises on the holistic approach of dealing with groups or teams. '
However, there is no one best way to intervene, Hence intervention techniques
appropriate to problems at hand should be employed. . '
7 Evalvating the effectiveness of OD programme is as important as-identifying the
problem and the appropriate intervention technique. Evaluation should be done on
an objective basis where the outcomes should be measured accurately and compared
to the inteaded changes as a result of the intervention, Until this is done it is difficult

to justify the relevance and value of O programme.
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12.8 SUMMARY

" OD effort:
e is a planned change
e involves the total system _
o« managed with total acceptance and commitment of the top reanagement
o is designed to improve-organisational effectiveness
o makes use of behavioura) science knowledge :
_ e is in terms of interventioh at the task or structure ot technology or people level
e is an ongoing process and a long term process :
. @ relies primarily on experiential leaming
e uses an action research intervention mode

12.9 SELF-ASSESSMENT TEST

1 Define OD and what are the objectives of OD?

2 Examine the nature and scope of organisation development?

3 What are the characteristic features of OD? Explain.

4 Examine fome of the models of OD. Which do you think would be more

. appropriate for Indian Industries? ’

5 What is OD intervention? Discuss some of the techniques of OD intervention?
oriented to ‘task’ and ‘people’ _ '

6 What are the salient issues in organisation development.
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ONIT 13 ALTERNATIVE

INTERVENTIONS

Objectives

- When you have completed this unit, you should be able to:

o understand what'is meaat by an OD intervention,
o leam the range of OD interventions and their classification systems,

e learn about a few selected interventions, and . ., . .
o know about the factors that influence choice of an intervention in an OD . . .

programme. L

- ]

Structure ' .

13.1 Introduction

13.2 Definitions -

13.3 Difference between OD Interventions and Traditional Interventions:
13.4 Classification of OD Interventions ' :

13.5 Classification by ‘Target’ of Intervention’

13.6 Classification by ‘Focus’ of Intervention

13.7 - Target by Focus Interaction ’

13.8 Classification by Strategy of Intervention ' - ,
13.9 Range of OD Intervention . . .
13.10 Life and Career Planning : .
13.11 Role Analysis Technique

13.12 Sensitivity Training Laboratory (T-Group)

13.13 Transactional Analysis :

13.14 Survey Feedback i

13.15 Management by Objectives {(MBO)

13.16 Grid QD :

13.17 Third-party Peace-making

13.18 Confrontation Meeting

13.19 Organisational Mirror

13.20 Factors Influencing Choice of OD Intervention

13.21 Summary } -

13.22 Further Readings.

13.1 INTRODUCTION

During the course of an OD programme there are several occasions in the
organisation to collect data, initiate action, observe processes and provide feedback.
All these activitics are planned and carried out jointly between the change agent and
client organisation; and in OD language are cailed interventions. Interventions are
the action thrust of OD and collectively comprise the OD strategy i a programme
of organisational renewal.vA strategy is basically aimed at developing organisational .
climate, ways of work and relationships that will be congruent with the future needs.
Needless to say, specific interventions are designed only after the overall strategy,

has been decided based upon a systematic diagnosis.

13.2 DEFINITIONS

Ap OD intervention can therefore be defined as “the set of structured activitics in -

which selected organisational units (target groups or individuals) engage with a task

or a sequence of taks where the task goals are related directly or indirectly to
organisational improvement,”
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The QD strategy can be defined as an overall plan for relating and integrating
different organisational improvement activities over a period of time to accomplish

objectives.

13.3 DIFFERENCE BETWEEN OD INTERVENTIONS
AND TRADITIONAL INTERVENTIONS

In the traditional sense, an organisation faced with a problem of say, high
absenteeism or high turnover, may invite consultancy help to examine the problem.
After due study, the consultant's recommendations may be implemented to solve the
_ problem, In an OD intervention, by contrast, the entire process of diagnosis,
alternative generation and making action choices, are joir 'y conducted, and OD will
also examine the procegs of such diagnosis, action planning and implementation.
Additionally, by examining various incerfaces of the problem, it may lead to
examination of management style in the organisation on one hand and selection

process on the other.

Thaus three basic differences characterise an OD intervention. Firstly, an OD
intervention almost invariably will focus on the organisational processes apart from
the substantive content of an activity. A traditional intervention would almost
exclusively focus on the content. Secondly, an OD intervention would generally
“focus on a work cam as the unit of analysis and change towards effective behaviour.
Thirdly, OD would normally view change as an on-going process and would rely on
‘a collaborative management of work culture, '

13.4 CLASSIFICATION OF OD INTERVENTIONS

‘While a wide range of OD interventions is available to a practitioner and a change
agent, presenting them all would only lead to.an avoidable confusion. Nor can all
interventions be used in any one QD programme. Most authors have therefore
developed a typology to comprehend the range and applicability of OD
interventions. Analysis of these typologies indicates that they are centred around one

or more of (he following dimensions:

A. What organisationél segmeént is planned to be examined and .

changed? : ,
B. What is planned (o be changed? Is it the rask system or behaviour
ete.? :

C. [Stmegy | Howisthe change planned to be brought about?

13.5 CLASSIFICATION BY ‘TARGET OF
INTERVENTION

-"Ché#nge in an organisation can be initiated both at the individual and the group level.
Psychologically, there ts a basic divide between individual and group behavioural
processes. However, advances in psychological research have shown that behavioural
processes also differ si gnificantly for a two person group; called a dyad, a three

. person group, called the trad, a small group of about 12 persons where face to face

interaction is possible berween all members of a group, and a large group where face
to face interaction breaks down. A significant dyad in an organisation is the
boss-subordinates two-some. The interaction among colleagues generally exhibits
characteristics of a small group, which is also relevant for studying a section or a
department. In an organisation, however another aspect assumes importance, that is
the study of intra-group and inter-group dynamics. Although all large groups
become divided into smaller sub-groups, and an informal inter-group dynamics

Allemnatlye Intérventions
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emerges, organisations also face a formal inter-group dynamics. The traditional
‘love’ between marketing and production or production and quality control is known
all over. Thus, an OD consultant needs to make a choice as to where he would
initiate the activities. Thus organisational segmentation based upon the behavioural
processes from individual to [arge group provide the first basis for classification of
OD interventions. While ‘Stranger T-Group' focuses on individual behaviour,
Family T-Gr&upfocuses on organisational group. Figure-1 below presents the

- organisational segmentation based upon the psychologcal processes of individual
versus group.

Figure I': Target dimension of OD Intervenlions

An Employee Boss-Subordinate A section, - Two departments Total organisation
two-s0me A depariment. interaction

Different interventions are available for working with different segments. Role -
analysis, for example, starts with the individual and moves on to two-some Zroups
for role negotiation. Analysis of objectives can be carried out at any level starting
from the individual. While third party peace-making is an example of inter-group
intervention, a confroniation meeting is generally at lhe total organisation level,

It may be noted here that traditionally the focus of OD is generally at the group .
level, ahhough activities at individual level are also initiated to suit specific needs of
a situation.

13.6 CLASSIFICATION BY ‘FOCUS’ OF
""" INTERVENTION -

Just as change can be aimed at a specific organisational segment, it can also be
aimed at different aspects of organisational functioning. These aspects include .
objectives, structures, systems etc. Each orgenisation has a ‘mission’ which describes
the impact that an organisation wishes to make on its environment, and the society.
This mission, in a way, provides an organisation the reason for its existence. A
mission then gets translated into objectives, tasks and structures. Organisations also
set up systems to coordinate and control activities of their members. However, there

. always remains a.gap between organisational requirements and individual needs.
Members, therefore, make behavioural adjustments to fulfil their needs. These .
bebavioural patterns of interaction among organisational members are called
processes, and arc another aspect of organisational analysis. Once again, 2 variety of
interventions are ayailable for each of these aspects of organisational fuactioning.

Activity A : .
List down various groups of which you a:c,a member Note. the. number of members
in the group and its leader. . : -

Group . - No.. of mcmbers . Leagey
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Select one group which is large, Identify its various sub-groups by observing which
members generally stay together and act similarly. Identify their characteristics.

Observe over time, how they decide on issues.

Figure-Z below presents examples of interventions for various aspects of
organisational functioning.
Figure I1: Focus of OD Intecventlons

Aspects of organisational functioning ) Interventions

Qbjectives Management By Objectives (M.B.D)
Structure Job Redesign

Systems Appraisal feedback

Procestes T--Group Team Building

Once again it may be noted that all aspects of organisational functioning are
interconnected. Thus intervention in any one aspect will invariably tead to questions
about other aspects of organisational functioning just as an intervention in one
segment of an organisation is likely to raise queslions about the other segments. In
OD, these interconnected issues must then be fallowed up with appropriate analysis
and action planning. It is for this reason that OD is considered as an on-going

orocess spredd over time. .

Activity B

Interview five managers of an orga
in as much detail as possible. Identi .
objectives. Also identify activities, which appear 1o be non-sup

objectives.

nisation. List below the organisation’s objectives

fy activitiés which.directly relate to these
portive of these

13.7 TARGET BY FOCUS INTERACTION

When we put the target and focus of OD interventions together, we get, in a way, a
mapping of an entire organisation. As an example, let us take ‘objectives’ as the
aspect of organisational functioning. The objectives which derive from the mission of
an organisation can also be defined at the individual, sectional, departmental and
divisional levels, thus bringing into play various organisational segments. Similar
combinations operate for other aspects of organisational functioning, like structure
systems etc. Table ! below presents the resultant mapping of an organisation using
target and focus dimensions combination.

Table 1 Target by Facus Continualions

Orpanlaation Déveiu, rtten

g‘ TARGET (ORGANISATIONAL SEGMENT)
Z
g INDIVIDUAL GROUP ORGANISATION
Z SECTIONAL DEPARTMENT | ORGANISATIONAL
£ | osIECTIVES JOB OBJECTIVES OBJECTIVES OBJECTIVES
S STRUCTURE ROLE ANALYSIS 10B ROLE NEGOTIATION ORGANISATIONAL ROLE
g DESIGN : WORK REDESIGN REDEFINITION NEW FORMS OF
5 WORK ORGANISATION
& PERFORMANCE WORK PLANNING INTER DEPARTMENTAL
Z | svsEms APPRAISAL SYSTEMS SYSTEMSMIS . -
2 CAREER PLANNING COMMUNICATION
g2 n ORGANISATIONAL
©0O | PROCESSES FEEDBACK COUNSELLING | TEAM BUILDING DIAGNOSIS
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A lock at the above 1able makes it obvious that an organisation’s choice uf
action-points is very wide. A simple four-point diviston of both these dimensions will
yicld 16 options or “windows” to the organisation. Any one of these 16 windows

can be used to initiate the change process in an organisation. The decision regarding
choice of a window to initiate change process, obviously, must follow appropriate
diagnosis and will lead to an agreement regarding the scope of future work between

. the change agent and the client system.

13.8 CLASSIFICATION BY ‘SRATEGY’ OF OD
INTERVENTION

Having defined the scope, we are now ready to develop a strategy for an oD .
programme. This brings us to the third dimension of analysis, namely design of an’
intervention. By design is meant the manner in which a change is sought to be
brought about in the organisation. Traditional wisdom has it that change can be
brought about through rewards and punishment.This, in OD language is called the
power coercive strategy. However, traditional wisdom also states that people
willingly change when they know that change is in their own interest. One constantly
encounters examples of people not only agreeing to change, but also seeking change
actively. Examples range from a clerk learning computer programming or a manager
-pursuing an M.B.A. programme. This strategy of introducing change in the
organisation is called the Empirical-Rational strategy. A third change design aims at
the attitudinal and value aspect of human behaviour. Although it admits that human
beings are rational, it also recognies that human behaviour is as much a product of
his attitudes, values and socio-cultural norms, as it is of rational thinking and
cognition. This third strategy therefore aims at examining these behavioural aspects
and is called the Normative-Re-educative strategy. It may be noted that the third
strategy is the distinctive contribution of behavioural scientists and OD specialists.
Over time, this third strategy has acquired two distinct focil, These are:

iy  improving problem solving capabilities of the system
iy  fostering growth of the individuals who make the system.

It may also be noted 1hat an OD programme may use a combination of interventions
using different strategies for various facets of a programme. However, the power
coercive strategy of punishment is not a favoured strategy for change in OD.

By further extending our analogy of opening 2 window to peep inside the
organisation and bring about change, we can now say that there may be more than
one way of bringing in the light. We may, for example, rely on electricity, or just
plainly clean the window-glass. To relate the example to OD interveations, let us
consider the focus to be on interpersonnel behaviour (process focus) of a
boss-subordinate team (dyad target) in an OD programme.The change in
behavioural processes can occur through rational analysis, using for example,
transactional analysis technique, by sensitivity training (a normative-re-educative
strategy) or by using behaviour-modification technique (a power-coercive strategy).
Figure i.e., 3 below presents this combination of Target, Focus and Strategy ’
dimensions. :

Figure I1I: Target, Focus & Strutegy Combination
Target {(Dyad)
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On the ey side is the tergel dimension indicuting the dyad of hous-subordinnle Altero
sepmient el the orpanisation: Qn the lelt side is he Tocus dimension indicating the
Helavioural processes in ihe orpanisation. The (iree slots in the window indicate the

three chotees of strategy ontlined above,

Gimsitar nnnivsis e be made for sich combination of target by forus window,
¢ for cach and cvery window. The

lthough not all chanpe stritegics miy be applicabl
soint (o resiemher, before we iniliutc any progeamme, is that 2 change in
orpanisation is- highly “nlerconnected, and a change or aclisn in any anc slot is likely

10 resull iy 2t change in other aspecls of orpanisationdat functicning.
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13.0 SELECTE

*A twic deseription-af o few celected interventions is presented.

13.10 LIFE AND CAREER PLANNING -

ach individual of his/her own life and

professional carecr in the context of (he organisation in which he/she works. Itis

desinred to heln members lo contro! heir destinies and life, The process involves
et andd Tuttre, Fhe dati generated by jndividuals s

Here af anatysis is carricd out by ¢

331 ROLE ANALVSIS TECHNIQUE

Designest (O clrrily role cxpeetitions ard oistinations of individuals carrying out

or atignal tasts, T the presence of » [acilitator, the individunls cxpectations and
shlinntions retative (o otlers are discussed I 2t group (o Arrive @t 1 consensus. Once
tyis exercice is cdrricd out for ench member of the group, it is expected that it will
teal 1o reduced conflicts, greater cohesiveness and higher productivity. A related

| is the Role Negotiation Techmigue whose aim is 1o reduce conflicts

¢ definilions, Periodic reviews are conducted Lo

intervention iy
among members aising out ol rol
ke care of devintions and diserepancies.

Standard exercisss are availuble to generate informaticn

A Descrintive Note On Role Analysis : Experience Of Indian Cil Carperation

i

In Indian Oit Corporaticn L, it was found that role erosions and development of
role ambiguity aLvarious leveis in the organisaticn are due 10 extensive growth in
size und infensive change in (cchnology. Then it was found that role analysis is
neeessary for- e change process.

Bilities. It is used for rote clarily, identification
conflict resolulions & behavioural changes.
systems integration.

Role analysis provides varicty of possi
of ey performance areas, team Luilding,
Tt is also used for systems devetopmen? and
The following ex

orcise was atternpted in thiscompany, for the purposc of role

2 Tnalisalion of role set members for ench focal role.
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3 Bringing the focal role and the role members together in a behavioural skills
workshop. : '

4  Asking ttie focal roles to write down a list of descriptions, what he offers to each
role set member, while performing the given role in the organisation.

5 Each role member was asked to write down a set of description as to what each -
‘one of them expected from the focal role, there by giving shape to a detailed role
description. . .

6 They were asked to sit together and come to an understanding between each
role set members and the focal role, there by giving shape to a detailed role -
-description.

7 The focal person and his boss were asked to sit down together and asked to

. identify the agreed key performance areas for the focal role, from the role
descriptions as emerged out of the discussions between the focal role and the

. role set members. . . .
8 Each role set member and the focal rolé were asked alsp to write down a list of

critical attributes in the arez of knowledge, attitude, skills and habits required for
effective performance of any role occupant in a given focal role.

9  Attempts were made through discussions to draw a common list of critical
attributes for each focal role.

10 Each focal role member was asked to set goals for himself on the basis of the
identified key performance areas (For the period of action research project).

11 The boss, of the focal role member, was alsoasked to suggest goals for the focal
roles, on the basis of the identified KPAs (for the period of the action research '

project).

"12 Both, the focal rdle and his boss, were asked to sit down and discisss to set

agreed goals, for the focal role (for action research project).

13 The performance, of each focal role, was reviewed every month. At the end, of
the action research project, for six months period total review of the
performance of each focal role was done.

14 Each member was asked to share the experience and learning from this effort.

15 A new appraisal format, was used for the purpose of appraisal of the '
performance of each focal role, for the action research project. The appraisal
format was tested for its qualitative dimensions. Each member, of the action
rescarch project, was asked to share his experience about the new appraisal

system. ) o -
16 To facilitate the supervisors subordinate relatioriship and create mutual concem
_for development, introduced "significant events diary” to be maintained by the
supervisor and “self-development diary” 10 be maintained by the subordinate, on
. significant events at she work place, to be discussed between the supervisor and
the subordinate, for mutual learning, irrespective of whether it was an event of

success or faflure.

Once the role set member and the focal roles were identified they were brought .
together for a behavioural skills workshops where issues like commuaication,
motivation, self-developraent and personal growth, inter-personal relations, group
dynamics, inter-group relations, general organisational theories, organisation and
environment interface were the subjects of discussions. This was basically aimed at
giving our Managers a refresher course to cnable them to have a meaningful

discussion between themselves in a stress-free manner.

Workshops were conducted and a list of expectations and offerings were written
down. After this, role discussions were held. Some members demonstrated )
exemplary cooperation, adjustment and came to an agrecment very quickly. Role
analysis, leading to role descriptions and identification of critical attributes and also
finalisation of key performance areas and formation of role directories have taken
place but in all cases goal setting and appraisal have not kept pace. Therefore a new

effort is being taken now for the purpose of goal setting. If the role analysis does not ‘

lead to goal clarity actual benefit of role clarity will not be achieved. R

Starting from the action research site wherever the role analysis have been done .

appropriately, substantial improvement in role clarity have been achieved. Thereis, ;

IR

LT = = g = g |




& . .
generally a greater appreciation of each others needs and difficulties. The role of
- the supervisor as a developer and role of individual to take charge of

goai setting and appraisal system is gradually emerging.

Detailed role directorics are being prepared for variety of functions which will
facilitate in future for strengthening our other sub-systems for matching persons to:
role and the role occupants having certain data to start with the moments of
transfers and postings.

Though at the present moment main attention is on the processes, as soon as the
data generation will be completed the same will be used for selection, induction and
placement for career planning and succession planning, for rotation and placement
planning, goal sctting, appraisal, feedback, counselling and training as well. This will
definitely lead to individual growth and development and organisation effectiveness.

Source: P.K. Sarangi: *A deseriptive not on Role Analysis : Expericace of Indian Oil
Corpaoration Lid.," Altemative Approaches and strategies of HRD, P. 264-274.

Altenialive intirvenhvn

self-development is getting further cmphasised. An element of participation both in -

Activity C .
Life=Goals Exercise
1 First Phase:

.d) Draw a straight horizontal line from left to right to represent your life span,
The length should represent the totality of your experience and future
expectations.

b) Indicate where you are now. - :
¢) Prepare a life inventory of important ‘happenings’ for you, including the
following: } .

i) Any peak experiences you have had

i} Things which you do well

iii) Things which you do poorly

iv) Things you would like to stop doing

v) Things you would like to learn to do well

vi) Peak experiences you would like to-have

vii) Values (e.g., power, money, etc.} you want to achieve .
viii) Things you would like to start doing now.

d) Discussions in subgroups.

2 Second Fpase: :
a) Take 20 minutes to write your own obituary
b} From pa irs, take 20 minutes to write an culogy for your partner
.¢) Discussions in subgroups.

13.12 SENSITIVITY TRAINING LABORATORY -
(T-GROUP) S

Also called laboratory training, a T—Group is designed to make participants more
aware of themselves, their capacities, and the way they effect others.The group has
no pre-planned task or agenda. An expert, often called facilitator, is'present who
intervenes in the process cnly to help solve problems which the group is unable to
solve. The group can be constituted in many different ways. People coming f:rorg
different organisations constitute a “stranger” group while a “family” group consists’
of natural work teams in an organisation. ' v’ -

The desired result of T—Group is effective relationships and resultant benefit to the
¢ organisation. A T—Group is an educational intervention and not a therapeutic

e
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cxercise atmed at 50!\11:15 cmoltonal problems Membership of such groups is
voluntary. D g ,‘...

. .I‘-'l ,I ‘-i'.l

13 13 TRANSACTIONAL ANALYSIS

jo 'n’ . St e
Ongmally developcd asa tool for analysmg mtcrpcrso’;ial bchawour.m :hcc't;:eut.wal
setting.’ Transacuonal analysns became morc popu]ar for use in normal day-ro-day
interactions and orgamsatmnal settings. Its- ‘popularity ariscs.out of its being a

non- threatcnmg, practical and an enjoyable way. of fearning about self and people.
T.A. is basically a conceptual model for analysing interpersonal behaviour.
Development of self-knowledge comes through analysis of own:behaviour with the
help of this model. The intervention requires cxplanation of concepts through
instructions, mdlwduﬂ! se]f-analysm and exercises for group discussion. An
innovative use of T.A. is its application to analysis of “‘organisational scripts”, which
maxe it an OD 1ntervent[on for use at thc toral orgamsanonal level

13, 14 SURVEY FEEDBACK

A questionnaire based analysrs of organisation, to develop an understanding of
problems within the organisation and to identify areas or opportunities for change,
the survey feedback is one of the carlicst interventions of OD. It differs significantly
from a usual survey of an organisation as it relies on o larger, p.nruupalmn hy the
client system, The data generated is pcrccp!u.ll und altitudipal in nature. A summary
of the results'is prepared for group discussions. Gcncmlly "l‘ccdb.lck" of results i is
given only to the group wh|ch generated the data Onee. diagnosis is avallable steps
are taken to devisc measurcs for.resolution of o:gameauonal problems. Sometimes
additional information s th:cdcd in selected arcas, which-may be [urther gcneraled

A second survey, after somc time, prowdcs a medsuremcnt of improvement in the
situation.

.

OD Effort:in BHEL, Bhopal

Orgamsatmn Dcw.lopmcnl adopted- 1n~llus compmlx_ 1s,|h{@tlghﬂ)lmscs~
g

1) Phasc 1: Scptember, 1976 to December, 1977 . 0 . .- SR E

Problem identification workshop for senior exccutwes was;held and i issués.

identified were;-

i)  Site preblems-dueto-failurc;of our cqmpment ’

i) Fallin labour; ploductl\'ll}' due 1o wuhdlawal of tlic incentive scheme

m) Commumication: -gdp betwecen Mﬁnagement and Emplqyces Act:nn Steps were to
hold lralmng programmes R ;_-._-. o

P

-.f_"\.

a) To upddtn cqﬂncanng knowﬁedgg oll‘_pg gc_g_{ - L

by To 1mpt0\'c:qu.1hly and to dlcvcl'op qu\ah }.1w.1ret1c&i.4p1'ongw‘u‘1¢1| lcvc'ls"'ot
our cmployf:cs -

c) To acqu.amt and ‘familiarise customer 5. opera‘tl\trc}and iraintenance.staff with
our'producb lhcnr'mdnul‘aclurc heip m.tmlcn.mcc problcm ctc.

g -‘,,Mu-

L

L u
i oem

2) Phns‘e-n,;qu;uu;y;le‘!BﬁTnaMa“réh;-;gso’:‘ R

15 interactions of various levels of out cmployccs wuh an ouls:dc—Consultanl WS
brought by a‘secand type of diagnostlc mtervcnt:ons

The problems identified were; o

i) Commumcanon gdp ‘beiween cmployccs and ;n.magcmem.

ii) Lack of human'c conccrn and recognition,

iii) Faulty personnel policies and dysfunctional role of. personnelfdepartmem

iv) Poor arid slow dezision-making' characterised by adhocism.. e ek
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Fack of team wouk and cooperation ind interpersonal and interdeparimentad

conflict were also scen as major hurdles to effective functioning of the organisation,

3) This Lad to the Following Action Steps Rather Than Trrining Intcrventions

i) Management Enployce Communication Meetings for bridging the
communicalion gap and devcloping better understanding.

i) Behavioural seicnce ariented programnes for heads of divisions and supervisors
for creating awarcness and social skills for cficetive interpersonal relationships.

i) Programme for personacl exceutives to change the attitude and their perceived
dysfunction:! role. .

iv) Change of cadre programme for atll promotces.

‘v) Devclopment of [aculty resources in Lhe training department ta cope with the

increasing emphasis on training in behavioural scicnce-oriented progrannies.

o

4) Perceived Benefits of the Effort

As a result of intensive training and multi-dimensional interventions, @ vague sense
of chunge for the better was expericneed.

Tewas st this tine that a deeision 1o conduct asurvey O find out the cffecliveness of

the OD effort £o Far was conceived and implemented through a questionnaire.

5) Phasc I« April, 80 to Date |

‘Che survey revealed the following strengths ancl weal:nesses of the organismtion:
i) Cmployees perceived 2 positive change in the organisation,
i) Employees have high sease of belonging and commitment Lo the unit.

Wealaiesses pereeiverl weret

i) Poor decision-making .

if) Lack of appreciation and recognition

ifi) Lack of ogportunities for prowlh and development

iv} Lack of team work .

v} “Affilintion & Centrol” being the dominant motivational climate prevailing in
the organisatior:. -

This phase was initiated by sharing the findings of the survey, initially the HODs and
Jater with all levels of employces thraugh MECOM. The purpose was 1o focus their
attention on the negative and positive aspecls of the organisational heallh and thus
ereate an mywareness 2l all levels.

‘Ihe major interventions during the second phase were:

a) Tive Tcam Building Programmes

LY Six workshops for the Top Management group 1o review the OD cffort

c¢) Appoiniment of Task forces

d} OD elfort in Departments
e) Development of Internal Resource Persons {IRDs)

N Achicvement Motivation Programme

Altenmtdve [nlerventic™ L

o
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Ui imnad Do
sl Chaage

Encouruping OD effert had made distines progress in the areas of:
i} Openness in interpersonal relations at senior levels.

i) Bridging the communicetion gap by direct interaction of all levels with the top
nrmagement.

ity Whatual trust-and conlidence.

WY Faith in the management’s senve aof fairness mud justice,
[+

Y Teum works, conncralion and un

nhinding,

i) Lnt el imaravement it welfare nmenities like sclools, roads, housing facilitiey

cle.

Svi) Custormer smislaction—improvement in sequential supplics, supply of
LTINS e

;i) Genera! Uiseipline and puncinalicy.
;
L8) Phuce 1V : dAopril, 1984 orvweede

P On the basin of the finding of the Ap:i, 12344 workshep the fotlowing nctions scems
i 1 be emerping for the current year.

i) Intensifving diversification activiizs ete.

iy Development of [RPs

iy Peedbael: survey

The new feedback strvey ot the organizational level will comprise three :lspt..‘.ci.'i:

i) Tomeastre the changes during the fst four years and assess futire dircetions,

1y Certidn pew dimensiens will also e added in the proposed azw feedback survey.

{ i) Tn view of the recent steuetiiral chinnges and also to percolate the OD swareness
f down rthe line, itis felt necessary to conduct programme for HOD:s,

|

r In addition (o the above activities, @ number of new activities vili emerge on the

h asis of findinps of proposed fecdback suvvey, which will cover Clll[n"l' managerial
and adiministrative mspeets. A set of new interventions will be designed aeeor dirply.

' Bauree: YLIT, Tuin, OD effort in PHEL, R "\""’ Recent experiences in Hunmnn Resourees

™.

[Rplt ..:m “m" TN, Baag and D5

0 183-192,

13,15 MANAGLMENT BY ORIECTIVES (MBO)

Pegigned as @ managenent system of plasning and problem solving, MBO is
rrrocess ol inteprating individual wnd erpanizatianal goats. ‘The sbperior and (he
eabordinate teom jointly defines its gonls, specify major nreans of responsibility,

indicale nnucilic results cxpected in excl: aren, and vse these apgreemcenis o
fev assessmient and appraisal ¢f results. Viewed as an OD intervention, it provides a

51 pnide
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framewo:k lor resolving in[crpc"l:t)"r-l and intergroup problems. The poals of MDO
approach 1o O wre: an ”npl oved level of performance, rncanu"'ful cammunicition
and increased participation in decision-making,

MBO in I/aduera Conts A Case Study

Madura 1ills had ol the traclional virtues and seme ol the vsual preblems of an old
establizhinient contral was highly cectridised, siles and distribulion syslems were
inndequitle and the information syslem had become out moded. Introduction of
several departiments took place owing to its prowing necds. These were:

o Quality control

o Production planning and contro!
o Industrial engincering

o Wasle investigation

o Process ¢ontrol

o Standard costing

o Dudgelary control

o Ditta processing

In spitc of steps taken to strengthen the management team, the people wanted to
know what was cxpected out of them. *Manragement by objectives' seemed to offer a
sotulion to the problems through its principle of involvement of the individuzal
manager in the sctting and achievement of his objectives in harmoeny witlt corporate
objectives—certain benelits from the system were direct answers te the company’s
needs:

o Ft veas realised that the principal cause of frustration was lack of delegation of

. autherily, MBO provided i vehicle for the disciplined delegation of authority.

o MO helped clarify and codify the short and medium term objectives of the
company, theeeby improving plunning.

o ‘The contrel information necessary to-menitor the achievement of objectives
pencrated a MIS soited to the company's needs.

o MZO nlso cluificd the lines of authority in the company and climinated
overlapping in the structure, The darification led to intproved communication
within the orpanisation.

o It helned in identifying the problems and difficulties that hindered good
neclormance of both the company and the individual, and alse in finding
solutione,

Therelore, it was lelt that MBO would lead to improved exceutive performanee and
ensure ;L much greaier sense of achicvement and satisfaction for the individual
manager. Tt was Tound (hat an adviser is necessary for e implementation of MBO.

The adviser’s respensivilities are:

o 10 communicate effectively MBO knowledge and melhads to new incumbenls.
o to monitor the progress and improve the qualily of the system

o lo help the jeb-holder in dralting objectives

o 1o inteprate objectives within the organisualion. -

Alternalive Inlerveatines
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It was decided to implement MBO threughout Madura Mills and proceed from the
top down words because:

o the orpanisttion was functionaily divided

-o the corporate objectives embraced the activities of all functional divisions
o.the achicvement of objectives of onc division, to 1 very targe extent, depended
“upon the services rendered by other divisions and 29
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e

e the executive commiiies did not waat ta give ditferontinl Feutmpht to Y
particular division.

The first attcmpt at ascertaining the general reaction to MBO in the organisatien
and deciding on a plan of action for the continuance and development of MBO
practice was made in December 1972 in a two-day review conference.

The following re¢commendations were made which havc since been integrated into
the practice of MBO .

o The job-holder has all the control information available in his office, Hence,
Review Meeting should be held in the job-holder’s office to emphasise the fact
. that it is the job-holder rather than the Boss who is reviewing his performance.

e The job-holder should not only be ready with all he details for the review, but
should also be in a position 1o make suggestions for improving his performa.nce in
the future.

o The Boss, for his part, must arrange to provide the job-holder with additional
resources as agreed to.

e Action plans need more detailed preparation and more frequent updating.

o It is important that Review Meetings are constructive and forward-looking rather
than remaining sessions for recrimination over past failures.

During the fourth quarter of 1976, a review of MBO Practice in the company was
iaken up. It was found that while identification of objectives was done quite well, the
analysis of “How to Achieve the Objectives” was not done effectively.

Work Group Practice

In'the second quarter of 1977, yet another review of MBO practice was made, to
identify areas for improvement and to take decisions to enhance the impact of the
approach The following major issues emerged:

e Major job descriptions of some sub-managers showed. a tendency to describe
routine functions and duties rather than objectives. In certain instances, objectives
tended to be repeated at various levels.

e Paper work had increased considerably.

e In effect, some of the objectwes become operative after 3 to 4 moulhs of the year

WEre Over.
e People generally work in groups and have a lot to contribute to one another's

performance.

The Surveys conducted in 1978 and 1979, is in the improvement of the quality of
analysis in objective-setting and ‘action planning and lmprovement in mter-group,
intra- group COOPEI’GUDH

The tangiblé improvements by introducing MBO are:

e improvement in the quality of products

- & reduction in waste

o reduction in stocks of raw materials, work in process and finished goods as well as
items of stores, spares, dyes and chemicals

e reduction in unfavourable labour variance over standards

» quicker discounting of bills

» 1mpr0ved individual contribution

e improvement in the efficiency of machines, especially critical ones

‘e improvement in commission charges paid to the banks through more accurate
forecasting or overdraft requirements

o Conlrol of cost against budget/standards.
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Benefils

o Managers are clear about the purpose of their jobs and the major contributions
expected of them. :

e Improvement in management information syslems.

o Identification of gaps and overlaps leading Lo changes in organisational struclure.

o !mproved planning and wide-based participation in the planning cxercise.

e Application of task force approach to find solutions to problems which need 1o be
tackled by persons from different disciplines. :

e Improvement in inter and intra-group cooperation.

The implementation of MBO has led to a remarkable change in attitude, amounting
almost to a ‘Cultural Revolution®.The system has been developed to meet the
changing needs of the organisation-Dy a process of continuous evaluation and
| experiment. Asa result, MBO has become Lo a large extent, institutionalised.

Source: Recent Experiences in Human Resourees 13cvelopment. T.Y. Rao and D.F. Pereira

(1986) P. 401-421

13.16 GRID O.D.

of Blake & Mouton, Grid QD aims to achieve an
“ideal” style of management. The ideal style, it is assumed, is the one that integrates
task completion and maintenance of good interpersonal relations. The Gnid is used!
to clarify many complex roles and styles in the organisation. A programme starts
with the focus on individual behavicur and then moves through a series of sequential
steps involving work tcams, reiationships between groups and subunits, and the total
organisational management. The Grid OD programme consists of six phases. These
are: Grid seminar, Team devetopment, Inter-group development, Development of
ideal strategic model, Implementing the ideal strategy and Systematic critique,
Although the technique is a structured approach to OD, it lets the client system take
all the decisions. In the words of Blake, “the pathway between the stariing point and
the poal's completely open. The team is confronted with resolving its own problems
of leadership, creating or changing its own norms and standards, testing ways of
dealing with conflict, dealing with attitudes towards the deviant, etc.” Grid
intervention has been reported to improve productivity and organisational

effectiveness.

Bascd upon the ‘Managerial Grid’

13.17 THIRD PARTY PEACE MAKING

Designed as an inter-group intervention, in Third Party Peace making, the OD
consultant acts as a mediator in a conflict situation. The groups in conflict remain
separated in the initial phase. The facilitator obtains information from both parties
and transmits.it to the other party in a manner that he deems suitable. The groups or
their representatives come together in the end phase to finally resolve the
inter-group problems. The facilitator's intervention to correctly diagnose the
situation is important. The actual form that the peace-making process takes depends

upon the nature and source of the conflicL.

13.18 CONFRONTATION MEETING

intervention, confroniation meeting generally lasts one

Designed as a short-duration
f tneetings of managerial fovel aimed at measuring

full day. It involves a series 0

Allermalive Inlerventions
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Organisativnal Develupment
and Chanpe

* OD interventions run the risk of heightening skepticism in the organisation, i proper

health :u1d effectiveness of the organisation. Information is gencrated with regard 1o -

the major problems and their underlying causes. Action plans ar¢ also developed for
future implementation. The intervention is best used in the face of a crisis.

13.19 ORGANISATIONAL MIRROR

Designed 10 give feedback to work groups regarding how other sub-units in the
organisation view them, Organisational Mirror consists of a series of aclivities
involving a central group called the host or the focal group, which receives feedback
and other groups which provide feedback. The aim of this intervention is Lo improve
inter-group relations and increase organisational effectiveness.

Process Consultation (P-C)

Designed to work with individuals and groups to help them learn about human and
socigl processes and to learn to solve problems that stem from such processes in an
organisation. Among importani processes are: communication, lcadership, decision
making, roles, norms and intergroup cooperation, and competition. The primary
goal of process consultation to help an organisation solve its problems by making it
aware of organisational processes, their consequences and the mechanisms by which
they can be changed. In a way, all OD interventions use process consultation.
However, in PC the primary focus is on processes whereas in other interventions *
process focus is supplementary to the other focii.

Improving Quality of Working Life (QWL)

Originally designed as an intervention aimed at the modification of the task and
work organisation to improve productivity and the quality of working life, the term
QWL taday is used for describing an approach whose objective is to improve
conditions of work and climate in work situations. It, thercfore, cncompasses ail
efforts aimed at this objective, while the original intervention is more popularly
designated as work redesign and to develop new forms of work organisation. The
distinguishing feature of work redesign is its use of participative processes in
developing alternative forms of work and organisation. '

13.20 FACTORS INFLUENCING CHOICE OF AN OD
INTERVENTION

Basically there are three factors that influence the choice of an QD intervention.
These are:

a) Applicability
b) Feasibility

=€) Acceptability

Applicability

By applicability is‘meant the potential of an intervention 10 yield desired results, The
minimal requirement would be that it addresses to the basic problem and has a
promise of solving it. Beyond this one needs to examine any likely positive or
negative consequences of the intervention. Sensitivity training, for example, is known
to have had negative individual consequences in few cases. One therefore ngds (o
evaluate the client system very carefully before launching such a programme, Most™ -
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Feasibility

By feasibility is meant the practicality of an intervention in & given situation,
Organisatiors managed and run by joint family systcms in the Indion coniext often
lny constraints that 1ax the ingenuity of an OD consullant.

Acceptability

By accepiability is meant the acceptability of an interveniion to the client system.

In an organisation where everything has a rule, it is often very difficult for its
members to accept an ambiguous situation. Thus any inlervention thal appears to be
pordering on the unknown will be low in acceptability unless enough preparatory

work has been done before introducing it.

It must be emphasized here thal the actual choice of an intervention is often based
upon the intuitive decision of the OD consultant. This is the reason why it is often
advocated that a young professional must work as an understudy and a support
consultant to a senior consultant for three to five years before he can start OD work

on his own.

In order to develop & improve the effectiveness of the human resources in the
Organisation, a committee called ‘Hurnan Resources Commiltce’ was first
constituted by BHEL in Bhopal in 1976. The committee is the central body and
plays the central role in implementation of all OD ciforts. With the help of external
and internal resource persons, a number of programmes/workshops have been
Organised for the development of the members of this committee improving their
problem solving capabilities and decision muking. The range of OD interventions are

described below:

! L]

Job Redesign and Work commitment as an OD intervention

in one of the BHEL units (Hardwar) Job redesign was taken up and as an OD
intervention in 1975. This experiment was pursued for afound 4 years and very

‘encouraging results were obrained:

i) A more satisfying job, due to increased variety and relief from boredom and

monotony

i) Personal grovwih for all, by learning additional skills of other trends and

acquiring leadership Qualitics
iii)h Reduction in health/safety hazards
iv) An atmospherc with less tension and jealousy

v) An improved team spirit and morale resulting in improved communication and
human relationship

vi) Increased self esteem and pride among the workers.

Workshops were conducted and it was found to be very useful and threw up more, :
questions for wider debate and discussions. By using survey method, alistof

programmes ot subjects or themes is sent {0 vﬁﬁi}s H.0.Ds who respond by ticking

ihe approptiate ones for their executives. AlsHrehlt of various diagnostic exercises
some critical-needs of training and devclopmcﬁt"ﬁ’rfz‘idcnliﬁed. The workshops on |
various themes also give valvable idea of the atdii¥requiring more thrust by way of
training and development and specific training and development needs are thus

identified.

Human Resource Development in BHEL |

Alternative lnleryenilons
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Gegenlawtlonyl Development

and Chenge

¥

1 e Preparing data bank of capabilities required for varicus positions.

| Salient points of the OD efforts at Bhopal are briefly listed as below: Phase LILIL &
| its summary of Efforts Till phase-III 1976-84

Based oo role analysls a draft system with the followlng objoectives hus hoen
circulated by the Corporatc Personnel for the comments of Personnel/Tralning
(HRD)/Divisional Heads:

o Helping the executives 1o become more effective in their present and future jobs.

¢ Enabling the executives to perform at optimum level by determining and meeling
their growth needs. ]

¢ Helping the executives to visualise their roles more clearly.

e Preventing the obsolescence of their technical and managerial skills,

o Optimising the utilisasion of training resources by providing appropriate inputs,

o ‘Facilitating the design of need based programmes and identify the training and
development needs.

» Facilitating job rotation, career and succession planning.

Once implemented, it will provide a valuable data base for planning, training and
development activities and identifying appropriate candidates for programmes.

Performance Appraisal and Potential Appraisal

In BHEL it has remained so far that the role of superior was limited to evaluator or
judge and the role of the appraisee was passive. Now the superiors role is being
conceived as helper and counseller and the appraisee is encouraged to become more
involved and committed in achieving the objectives. '

Performance [eedback and Counselling

The need and importance of performance feedback and counselling has been
realised, Attempts are being made to cover maximum number of executives in
various programmie/workshops on performance feedback and counselling to enable
"them 1o pragtice it as an important tool for Human Resource Development. The
supervisors also will-be covered in such efforts, '

r

Caorcer Planning and Development

Time-cum-merit based promoiion was practiced which is able to satisfy the
individuals and organisationa! needs to a great extent. The employees are
encouraged and helped 1o plan a-career path. They are liberally sponsored to higher
educational programmes in IIMS/IITS, Study leaves are also granted to needy
employees and coaching classes are arranged for professional courses.

Job Rotation is being encouraged.

i) Increased openness in international relationships (Senior Level).

i) Bridging the Communication gaps by direct interaction of all levels with top
management. _

fii) Mutual trust and confidence.

iv) Increased faith in the managements sense of fairness and justice.

v} Increased team-work, cooperation and understanding.

vi) A lot of improvement in welfare and amenities—School, roads, housing etc.
vii} Improved customer satisfaction (Sequential supplies, spares, shortages etc.)
viii)Improvement general discipline and publicity.

Phase IV: April, 1984 to Jrnuary 1986

.\.

i) Feedback Survey

e
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Top Management W/S with new head (April 84)
Preparation of feedback survey '
Evolving dimensions of organisational exeellence.
iy Review of process, following dimensions emerged as prime concern:
a) Diversification and new products
.b) Development and absorption of new technology.
¢) Marketing stratcgy al unit ievel.
d) Strengthening the existing products and technology.
¢) Percolate the OD efforts down below.
£) Necd of a fresh {eedback survey to assess the changes and deciding future
" directions.
g) Continued thrust on development of IRPs.
iii) Feedback survey
iv) Series of interactions between the Head of the unit and product groups
(May-Aug 1984, .
v) Conducting Survey (Jan-April 1985)
vi) Workshop on Achievement motivation — Sr. Executives.
vit) PG labs of IRPs
viii)Meeting of HRC (April 1985).
ix) PG labs of IRPs—May 1985.
x) Top management workshop
xi) Sharing of data on feedback—Sept. 1985.
xii) Sharing of data with other—Jan. 1986.
xiii)Workshop—role of IRPs (Sept. 1985).
xiv)Implemeniing OD at department level.

Phase V—1986-87

i) Top management OD workshop (2 nos.) on product managers concept.

ii) Sr. Manager's OD workshop (1 no.) on organisational excellence through
achievement motivation.

ity IRD development programmes (2 nos.)—Personnel growth.

iv) Achievement motivation programme for E3-E4-organisational excellence
through achievement motivation.

v) MECOMS 7 nos. theme. Excellence through Human Development.

vi) Sharing Survey findings at deput. level (20 nos.). :

vii) OD in medical department formation of task forces.

viii)Publishing (draft) handbook on Managerial Practices.

'Organisation development is achicving new heights in BHEL, Bhopal. Some of the
striking features have been implemented, are being implemented in other units also.
Development of all aspects of the organisational systems has been achieved and the
managerial effectiveness has increased many fold. This has been approved at a number
of critical occasions. The units, in which QD activities are strong, it has bécome a
continuous process, in other also it has become a common activity. Important
objectives in this regard as outlined in the ‘Manpower Planning Manual’ are:

1) Develop/update Human resource information system to provide necessary
information for policy making, reviewing, reporting and decision-making on
various issues related to Human resources.

2) Periodically conduct manpoywer audil exercisc for improving utilisation and
cffectiveness of Human resources.

3) Identify research projects for assessing organ isational health, changes in the
environment, effectiveness of some interventions or policy decision already

implemented and anticipating future problems etc.

Parth Sarthi & S.S. Reo, Human Rescurce Iﬁcvclopmcm in BHEL. Aliernative

Source:
Approaches of HRD: 147-176.
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13.21 SUMMARY

In this unit we haVe been mainly concemed with understanding alternative
interventions that an OD consulant uses. An OD intervention has been defined as
the set of structured activities in which selected organisational units (target groups or
individuals) engage with a task or sequence of tasks where the goals are related
directly or indirectly to organisational improvement. We also distinguished between
an OD intervention and a traditional intervention. The interventions were classified
by target, focus and stratcgy. Bricf descriptions of twelve selected interventions were
presented and factors that influence the choice of an intervention were discussed.

13.22 FURTHER READINGS

French, Wendell L. & Cecil H. Bell, 1983, Organisation Development. Prentice Hall

of India: New Delhi.
Singh, J.P. 1984. Organisation Development: Concepts and Strategics. Indian

Institute of Management: Ahmedabad.
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UNIT 14 CHANGE AGENTS : SKILLS

Objectives

After reading this unit, you are introduced to the skills required for a change agent
and you will able to understand:

o What a change in an Organisation.

e Who a change agent is.

» How to bring about change in an Organisation.
e Skills required for a change agent.

Structure

14.1 Introduction

14,2 What is Change?

14.3 The Change Agent

14.4 Role of a Change Agent

14.5 General relations of the Client System to the Change Process
14.6 Change Approaches

14.7 Change Process : Types of decisions
14.8 Success of Change

14.9 Skill of a Change Agent

14.10 Summary =~

14,11 Self-Assessment Test

14,12 Further Readings

14.1 INTRODUCTION

Change is enevitable in the history of any organisations. Qrganisations that do not
change or keep pace with the changing environment suffer from entrophy and soon
become defunct. Organisations have an internal environment, but exist in an
external envircnment. The internal eavironment is in terms of the task, structure,
technology, social (people) and economic variables, while the external environment
is in terms of the larger social, political, economic and cultural factors. To function
cffectively, organisations have to achieve an equilibrium within the internal variables
in active interaction with each other and also with the external environment.
However this equilibrium is not static but dynamic. Hence organisations have to
modify and change to adapt to the changing internal and external environment. Thus
no organisation can stand still and “tread water” for very long.

14.2 WHAT IS CHANGE?

The internal and external environments can be best represented as field of forces
operating within and external to the organisation. Change fs an alteration in the
cxisting field of forees which tends to affect the equifibrium, Modifications in the
way certain jobs are performed, changes in rules and procedures, bringing in new
technology, alterations in the organisational structure, change in leadership etc., do
affect the internal equilibrium. Similarly, stiff competition from compelitors,
medifications in government rules and regulations, political changes, economic *
fluctuations etc., affect the organisations’ equilibrium with the external environment.

Organisations can deal with these changes effectively by bringing about an alteration
or change among these forces (internal—external) so as to reduce tensioa. This is
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possiole by understunding the total array of forces operating on 4 particuldr
cquilibrium. Disgnosis and manipulations of the relevant forces is to be In terms of
obtaining as much participation and commitment as possible from those directly and
indirectly affected by the change, Finally organisational culture must be changed to
reinforce and maintain the new equilibrium achieved by manipulating or modifying

the forces.

:\Cli\'il_\' A
Yehat is changs? Why shouid organisations plan for and scek change?

14.3 THE CHANGE AGENT

To help the organisation adjust to variations in its external or internal environment,
change may be brought about by a professional consultant outside the organisafion
or by managers within. The change agent, hence may be defined as “a professional
person who influences innovation-decisions in a direction deemed desirable by a
change agency” (Rogers & Shoemaker (1971)). It is the manager's job to introduce
and implement a change so that the desired innovation-decisions are effected in the

organisation.

Selecting an internal or external change agent is a matter of choice. However certain
advantapes as well as disadvantages are associated with both the external and

internal change agents.

The internal change agent possesses intimate knowledge of the organisation and also
managerial powers to legilimise decisions. He may not generate suspicion and
mistrust as an external agent does.. He migh be accepted to a greater degree and
have credibility due to his organisational status. However, being an insider he might
be biased in his outlook and may not perceive problems in an objective way. On the
other hand, an exiernal consultant may be more objective in problem-analysis. He
might bring with him more of professionalism. Generally, he derives power from

his expertise. Less of polarisation is likely to arise among executives to his ideas and
hence confronting cliques or groups are less likely to form. The clients may be more
open and less diffident. However, an external agent may not have a comprehensive
underslanding of the organisations, its people and culture. Some of the external’
change agents may be more interested in the change itselfs than in the existing social
system-~thus leading to some blind spots. Moreover, it is possible that sometimes
they may be viewed with suspicion and they may find it difficult to gain acceptance.
Hence the external consultant must be able to establish his credibility in'the
organisation. Initially a low risk venture with a high probability of success gives
visibifity to the change agent. He should be able to sell the organisation development
concepts and also oneself (i.c. his acceptability) by analysing the existing problems in
which he could be of help. Gaining entry into the client group depends upon his
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ability to interact positlvely and convince individuals or groups with significant Changze Ageic: Skill
Influence within the organlsation about the relevance of QD cffort. :

Seclectlon of an external consultant depends upon the above factors. In addition, tie,
external consultant should be perceived to have (and also have) skills appropriate to
the needs of the organisation. The change initiated by him should be maintained by
members within the organisation. Hence he should maintain high compatibility with
these internal change agents. At the same time he should not develop or foster
unhealthy dependencies on the part of the internal agents or the client system. More
important, he should not feather his own cap at the expense of the organisation.

Tl

Activity B .
What is a change agent? It is advisable to have an internai or external change/agent?
Discuss.
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14.4 ROLE OF A CHANGE AGENT

The change agents come from a wide variety of backgrounds. Personality differences
in the agents and wide variations in the client organisations in terms of goals,
products, norms, culture and problems make it difficult to delineate what exactly the
functions of a change agent are. The role of change agent depends upon the people
involved, the organisation and the problem or crisis at hand.

=IMETT IO SN T ESTAESTIT TR ST L T Ik

However the change agent is generally said to fill seven roles in the change process
{Rogers and Shoemaker, 1971).

1 He develops a need for change on the part of his clients, The client system is
made to realise the importance and benefits of the intended change. ¢

e g e aReITIS

2 He establishes a change relationship with them. The clients feel that the change
can be effectively brought about with the help and support of the change agent.

3 The change agent is able to identify the problem faced by the client after he
diagnoses their problems. He may list them down. Also he is able to anticipate
problems likely to be faced by the client during and after the change process and
think of ways and means of minimising and remedying them.

- 4.The client is made to feel the need for change. The change is not thrust on him.
The client understands the relevance and necessity of change and is willing and
supportive of the change.

5 A blue print of action for implementing the change is prepared. The support of —
the client system is enlisted in translating the planned change into action process. ) ]
Thereby resistance to change effort is minimised. ' 39
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6 Stabilises change and prevents discontinuance, Any change is moving the
organisation towards 3 newer cquitibrium from the earlier one. If the new
equilibrium is ot maintamed. 1he organisation is likely to revert to the earlier
equilibrium and (he chauge cffort will be a failure, however well planned and
executed the change effort is. The ‘client system should be made to réalise the ,
importance of this and the new patterns of behaviour have to be stabilised.

7 Achieves a terminal relationship with his clients. No change agent can continue Lo
be associated with a change effort too long. At some time, during the change '
process, the client should feel confident to take over and maintain the change
effort. That would be opportune time for the change agent to Lerminate relations
with the client system. There is no undue dependence on the change agent and
the client system wjll carry on the on going activity with confidence.

Activity C . ,
What are the various roles played by a change ageni? Discuss.

14.5 GENERAL REACTIONS OF THE CLIENT
SYSTEM TO THE CHANGE PROCESS

Organisations may react in varied ways to a change process. These are:

1 'The clicnt system may ignore or prefer nat to take notice of the change. The

el that the existing system is O.K. They have been managing

managers may f
things in terms of the existing order and hope to do so even in the future.

Tradition is respected..
2 The client system may resist any change atiempt. It prefers the existing system 0
anything new. This is due 1o fear that change may give rise 10 unlg:e_rt.a.mty. o
ambiguily and insecunity. Perhaps, the adage that a «Known devil is better than an
uriknown angel” or " A bird in hand is better than two in the bush" seems to

characterise the attitude of the client syster. . 4
- _.¢ ’/‘
i'ﬁfbc'nicf in the inevitability of change. Hence adopt to the change with a kope that
things weuld be better. . :

Ry 1

4 A desire to plan for change an 5365 ptoactive. Calc_u_lated risk and p}anned
change help the organisation tggeal with change pos;waaLy__gnd t?ﬁ‘eguvely. If the .

arganisaijon has to maintain a hgalthy and dynamic equilibrium in the context

of both it's internal and external environment, it must be actively engaged tn

change efforts directed towards the material, social, economic and cultural

environments,
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" Organisations less oriented (o ‘change’ seem to be characterised by

e a simpler technology.

o internal environment characterised by status quo. Personal relationships among
members uce generally highly valued as ends in themselves. -

e a closed system with a minimum of interaction or liaison with outside
organisations or people.

o stereotyped roles wjth more or less rigid patterns of inter and intra-role
behaviours. Hence individual members lack ability to empathise or see themselves
in other roles,

e 2 stabler environment or have a greater control over their external environment.

o greater degree of horizontal and/or vertical specialisation of jobs and
formalisatior.

o lack of favourable oricntation to change.

On the other hand, organisations prone for change are characterised by

e Technology that is complex und likely to change or improve from time to time.

e rather unstable or relatively less stable external and internal environment.

e an open system with a greater degree of interaction with external organisations,
people or customers.

e social relationships among individuals being more bustness like or

- purpose-oriented rather than emotional and affective.

e less of formalisation and horizontal and vertical job specialisation.

¢ individual members high on empathy and can see themselves from the roles of
others.

s basically proactive with a positive orientation towards change.

14.6 CHANGE APPROA CHES

The change approaches are varied. A suitable approach is used upon the problems
faced, factors internal and external to the organisation and to certain extent on the
skills possessed by the change agent. The most commonly used change approdches as
. identified by Griener (1965) arc :

‘The Decree approach: The boss decides. It is a unilateral authoritative
announcement of the required behaviour or change issued by a person with formal

authority.

The replacement approach: It is removing the stumbling block. Organisational
personnel In Significant positions who directly or indirectly resist the intended
.change.are replaced with new people who believe in the desired change.

The structural approach: Certain desirable changes are brought in the
oraganogram,Consequently the degree of responsibility and role-set relationships of
certain focal persons change and may lead to bétter resolution of problems.

Change Aqenl: Skills -

41

—

ST eI H R R T T

Rl ]




o

.-4.2

!, .
’ :);gunluﬂannl Development

Change

o The data discussion approach: Relevant information concerning the change and
its intended effects is presented to motivate the individuals to discuss the change
efforts. :

» The group decisions approach: (the democratic way). Change is in terms of
participation and consensus on 2 predetermined course of action.

e The group problem solving approach: Identification of the problem and problem
solving is thourgh group discussion. :

e The T-group approach: Interpersonal relationships-are improved for better
teamwork and therehy organisational effectiveness improves by lab training. The
sensitivity training method aims at understanding oneself and the others.

o Emulative approach: Subordinates identify with the emulate their superiors with

regard to goal setting, werk aclivity etc.
These approaches enable the change agents to harness the social power within the

organisation and effect change towards better work relationships and managerial
effectiveness. ‘

Activity D

Examine the different approaches available to bring about change in an organisfKoR,

14.7 CHANGE PROCESS : TYPES OF DECISIONS

The changes planned for in an organisation tend to have sources either within system
or external to the sysiem. If the desire for change orginates within the system and the
innovative change is planned and implemented without any outside help the change
is termed as imminent change. When outside person implement a planned change, it
refers to directed contact change. However, if it is left within the organisation either
to adopt or not adopt an externally designed change based upon their own needs, it

refer to selected contact change.

Since acceptance or rejection of 2 change is most often in terms of the needs of the
clients.Rogers and Shoemaker (1971) suggest that the client may have to decide
upon one of the three types of ‘change’ decision. ‘

T

If the client makes decisions that best suit himself and cater to his needs, with not
much of a concern for other, who interact with him, his decisions are
optional-innovation decisions. However, rarely can one act in an organisational
position that way because of either direct or indirect consequences for others'in

related role positions.
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In colfective-innovation decisions, intended change decisions are arrived at in termns Cliange - gent: Skilis

of participation and group consensus. Because of employee involvement in decision

making and since decisions are viewed in the context of individual differences i
outlook, problem analysis etc., participants are morally bound to exccute plans they
have agreed upon. ‘

_Most often, Ehe decision making body in an organisation is different from the
implementation body. Those who make decisions tend to be in the strategic apex or

. the superordinate power position in the organisation while those who implement the

change decisions are at the middle or lower levels. Because of less authority and -
power, the latter group conforms to the change decision.Decisions of this nature arc
termed as authority-innovative decisions.

The Change Process

Any change is an innovation (decision) process involving the individual and the'
social systems. This process includes four phases: '
1 Knowledge

2 Persuasion

3 Decision

4 Action

The first phase relates to organisational members becoming aware of the desired
change. What is perceived as a desirable change, the members should be willing to
:&dOp[. Persuasion is the second phase, It is essentially an attitudinal change affected
in terms of any of the following strategies: :

Empirlcal-rationat: The chunge is proposed in n way that satisfies their own rativnal

self interest i.c., they stand to benefit by the change In some or the othor way,

Normative-re-education: Individual behaviour is based on existing social and

cultural norms and the extent to which one has commitment to these norms. Any

" change necessarily entails change in the Rormative sHentalons I tuae with the

change efforts.

" Power : Personal and positional: The internal change agents may use their

positional power to induce commitment io intended change through either their
reward power or coercive power. The external consultants and also the internal
agent may bring a change in the desired direction by either their personal charisma
o expertise. _ o

Following the persuasion stage, decision is made on action {0 be taken. Consequent
upon the action and depending upon its outcomes, decision is made either to
continue or reject the earlier course of action (refer Figure 2.)

Any decision for change is evaluated against certain parameters. Firstly, what is the

advantage of the change over the existing state? Secondly, is it congruent with
individual expectations and norms and values of the organisational cuiture? Thirdly, !

"is it simple or complex to comprehend and implement? fourthly, can it be-tried in a

limited way to have a first hand experience of its utility? And lastly to what extent
the outcomes or benefits of the change is observable by others?

Any management strategy for change must take into account all the above aspects.

14.8 SUCCESS OF CHANGE

The success of change efforts depend upon (JTudson, 1966)

e skill in identifying and analysing the objectives of change and those problems
reéquiring solutions.
43
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21 Drevelopnend

o skili . devising successiul methods to accomplish the ebjectives and solve
problems. .
~ skill iy enlisting the suppert of people involved and affected by change for the
L np I

abicetives and aiso the methods of change.

A chanae cffort imakes 1 lot of demands on the change 2gent. More so if the change
han to e siceesslol. What skills should a change agent, possess? Basicaily, e
should possess cegnitive skills-coneeptualisalion, evaluation and appraisal. EFle should
have action skills to play successfully the roles of a change agent such as consultant,
srainer. ceunsellor, facilitator cte. He should be able to establish effective linison -
between the change agency and the client system {Figure 1). In addition, ke must
have lhe ability to understand peopte in terms of their explicit and implicit
communications.

To be suceesstul ihe change agent should be able to:

have confidence iit the intervention process,

trust his own skills and expericnee of reality,

deal with ambiguity and situations of conflict in a proactive manner,
tackle any resultant stress appropriately,

reduce cliscrepancy between his ideals and actual behaviour,
decrease his need for, nnd dependence on formal power,

cognisant of his impact on the client system,

pencrate trust in the client system,

o 320 0 0 200

Fignre 1:Chanpe apent as a linlaipe belween chanpe ageney amd cllent system

-

inngvations flow to clients
about change programme

I

| .

f Cilient’s needs and feedhack
flow to change apency

Rogers, ME & Shoemaker, BT, Communication of Innovation: A cross-eultural zppronehi,
Mew York Free [Mress, 1071,

Source:
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Figure IT: Innavadian-Decisinn Proces:
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Wit [actors influcnee the success of ‘Change

10 the change process?

'3 How docs a change agent contribute

14.9 SKILLS OF A CHANGE AGENT

The various skills that a chanpe agent ought to POSSEss arc classificd under three
broad catcgories: cognitive skills, clion skills and communication skills. Flowever,
(hese are not vatertight compariment categorics; skills uncler o given catcgory mity
overlap with the others. Hence the classification attempted belovi is more of an
approximalien but at (he same Lime helps in knowing the diverse skills that 2 change
agent should possess and the diverse roles that he plays. The basis for classification is
the list of change agent skills suggested in the OD literature of the NTL Instilute of

Applicd Behavioural Science, US.A.

Congnitive Skilts

Sclf-understanding: The change agent should be able to anatyse and comprehend his -

ovn motivalion in perectving a need for change and the ¢lesire to bring about 4

:* change. e should be able 1o determine his own strategic role in the light of the

conlest and his abilities,
Conceptualisation

o The chanse agent should be able to determine the possibe Units of change.

o Any change tends to have conscquenees 1o other sub-systems, and relared
positions and role sct members, The change agent should be able to forsce these

_inter-relationships end visualise how a particular change is rclated to other
pousible chunges cither for the present of the future.

o He should clearly define objectives with relerence to (e intended change.

o He must condecl an anticipilory nractice in carrying out stepwise plan.

o He must be eapable of cliciting and climinating alternatives and provide for
replanming anrd assessment at [ater stames. '

o He must be able to anticipate tie barriers, resistance to cha
and means of cvercoming both.

nge and devise ways
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o He must be able to anticipate the degrec of willingness emong clients to the
intended changes.

Evaluation- '
The change agent should possess skills of assessment or evaluation. He should be’
able to assess-the client group in terms of its nature, expectations and internal

dynamics. He should be uble 1o use the appropriute methodslogy to abtain fecdback
about the client’s problems, expectations and felt need for change as well ns the

utility of the evaluative measures. Specifically the required skills of evaluations are

e determining the size, character, structural make up of the client group.

e determining the degree or extent of felt need tor change.

o skill in-using diagaostic instruments appropriate to the problem, such as: surveys,
rating scales, observation etc. '

g evaluation of the problem, causes etc., on an objective basis and not in terms of
onc's own likes and dislikes,

e diagnose of causcs of failure and perhaps success also.

e identify the metheds of change the clients believe as appropriate.

-Action Skills

The change-agent plays the roles of a consuliant, counsellor, facilitator, trainer etc.

As a Counsellor, he should possess skills, such as;

e making catharsis possible if it is to be a starting point for a change process

~ (catharsis refers to giving an opporlunity 1o ihe client Lo give vent to his feelings,

in other words ‘unburden his heart’).

o helping the clients examine theif atlitudes, expectations and motivations.

o dealing with the client’s ideology, myths, values etc., wiscly and effectively. Any’
intended change should be in consonance with the client’s expectations, value
system etc. Otherwise resistance will develop to change efforts. The change agent
should orient the change effort in such a way that it fits with the client's frame of

reference.
e clarifying the nature of retationship and inter-dependence

the change agent. _ .

bewween the client and

-

The change agent, as a facilitator:

ese aspirations however, should be

» raises the level of aspiration of the clients. Th
d to have a reinforcing value to the

“ téalistic. The change effort should be perceive
" client's increased aspirations,
. @ develops an awareness of the potentia
positive expectations towards change.
e creates willingness and a sense of responsibility to engage
enlist their active participation.
e encourage them to use a step-wise plan and also have patience in its execution,
e develops an awareness of possible sources of help in the change activity.

lities of the changé. thereby developing

in the change, thereby

™ The change agent, as a consultant is required to:
e make a step-wise plan. The change is in terms of a number of stages ot steps, one

Jleading to another than something that is sudden or drastic.
» make use of appropriate techniques or methods to arrive at group consensus.

e« examine decisions in terms of their ‘pros and cons’,
o cvaluate the progress made at each of the stages and determinc what has been

achieved and what yet to be achieved etc,

Chenge Aguir: Skille
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» build and maintain morale and team-spirit of the clients during the change efforts.

The change agent, a5 a communicator ls coneerned with the spread of change
information and the ultimate adoption of the change by the ‘client’s’ system. He
should have the necessary persuasive skills to enable the client system realise the
need for change and the importance of the change to organisational effectivencss,
Since spreading change information is in terms of a multi-step information flow,
{he consultant should be able to positively influence the opinion leaders at the
different organisational levels. His ability to communicate effectively can be gauged
in terms of the extent to which he is able to enlist the ‘client’s’ support for the
intended change and create in them the responsibility to participate and implement
the change effort. To be a successful communicator the change agent should:

o be clear as to what are the goals and objectives of each of his communication

attempts.

e develop his communicati
attitudes and belief system.

« be persuasive to minimise rejection wi
one's ideas on the clients.

o obtain feedback to determine the
time, - ' ' , -

» make strategic use of informal communication networks so that the format-changs
efforts are supported and not resisted.

on plan so that it is consonant with the clients needs, .
thout piving the feeling of forcing or‘d.riving

effectiveness of communication from time to -
[ .

Activity G

Piscuss the skills that a change agent should possess under the following ca_tggories:
» Cognitive skills

» Aclion skills

o Communiceiion skills L

14.10 SUMMARY ' U _

In this ﬁuit, it has been stated that change is possible internally and externally in 80
organisation. As such, an organisation requires a change agent. The role of a change
agent is to make people aware of and adapt to the changes. Different chagge °

approaches and processes a change agent should possess have been described. We
have also explained the skills required for a change agent.

!

14,11 SELF-ASSESSMENT TEST

1 If any change attempts have been made recen :
last five years), collect detailed information on the following aspects: -

. the change agent invoived. Is it an external change agent or a member-within the
. i

organisation?

tly in your organisation (Wit in the
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. wnere the change has been attempted? Is it with reference to the task structure:
technology people or piocedural variables?

e the change process as such.

e resistance to change, if any and how it was overcome?

e the resuil of change cffort for organisation effectiveness.

o could the change have been carricd out in a better way?

2 Keepiﬁg in view the nccded skills by a change agént, suggest a suitable training
programme, with regard to the content, methodology ete. for employees within
the organisation. :
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UNIT 15 CONSOLIDATION AND
FOLLOW UP

ﬁ;flcr studying this unit you should be able to uadersiand:

» change Implementalion e

e factors influencing change Implementation

» restraining forces affecting' Change Implementation -
o inducing forces of Change Impiementation

« loliow up of change cffort

» consolidation

Structure

15.1 Introduction

15.2 What is the implementation?

15.3 Process of Change Implementation

15.4 Change Implementation: restraining forces
}5.5 Change Implementation: building up inducing forces
15.6 implementation process: stages

15.7 Followup

15.8 Consolidation and Standardisation

15.9. Summary

15.10 Self-Assessment Test

15.11 Further Readings

15.1 INTRODUCTION

We have carlier discussed in units that organisational change may be brought about
in terms of an attempted change in any of the organisational components, such as .
structure, task, technology and people. The models and methods of bringing

organisational change and the role Lo be played by the change agent have also been

discussed in the preceding chapters. The focus of the present chapter is on how 10

implement the intended change, follow-up of the change effort and consolidating the.

change.

Once a formal decision is made concerning the intended change and the series of
actions assaciated with it, the next concern is how to implement the change.

15.2 - WHAT IS IMPLEMENTATION?

L
Implementation is a sub-process of the change effort. It concerns with establishing or
adopting certain policies, programme and procedures to facilitate the achievement of
cerlain goals which are the expecied outcomes of change effort. However,

. implementation is not an easy process. It can be complex and also there could be

obstacles depending upon the nature and type-of change.
Faclors that affect the effective implementation of ‘change’ are:

a) The sub-system: Where change is attempted. That is to say whether the intended
change is with regard 1o the ‘task’, or structure or technelogy or people
sub-systems. Implementing change in technology is more complex and difficalt
than change in how a given task is performed. ’

b) The nature of change: Is the change concerned with a specific issue or gencral
" issues. Does the change involve an element of the sub-system or the total
sub-system itself? eg. Where the intended change is with regard any of the
activities performed of a given task such as change in a procedural aspect,
implementation is simple and employee resistance will be less. However, change
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B m the total task itself, as in the case of enriching a job, tends to be relatively
i complex and difficult. . .

c). Commitment to change: Are people convinced about the intended change and

. the change procass both at the planning and execution levels, A well conceived

+ ,change may end up in fallure if people are not fully convinced about it, Those at

_the top may consider the change as relevant and needed but that alone is not _
sufficient, until those who implement it are also convinced about it.

d) Adcqunte resources and support systems for change implementation:
Somelimes a well planned change may not be successful due to failure to pian for
contingencics ard resources, and conséquences for related sub-systems. ,
Moreover, therc may be certain pitfalls, lacunas consequent upon the methods
used to actualise the change.

iREnene Eoncepiol TR and e IBEAEpton™

' 15.3 THE PROCESS OF CHANGE . L

"}, - IMPLEMENTATION

1mpleuientation'of change is facilitated if the involved sub-system or the total system .

is.geared up for the change effort. The system tends to be conducive to such an
effort, when the change is perceived as; : ) -
. » beneficial to the employees in the unit and they-are involved in the change™ .
_process. : C -y
e not having nepative consequences for the other sub-system and does not affect <
inter-unit or interdepartmental coordination and cooperation. —_—
. reSl_llt'ing in improvement in unit's performance in terms of a better product, or &
procedure, or a better design etc. h

o improving one’s own performance without undue demands.

'@ confributing to one’s own development whereby one is able to acquir'e more
knowledge, better job skills ete. )

The change implementation process would be effective, if the restraining forces are

. weakened (refer to Lewin’s model in the unit 12 on organisational develepment).or
eliminated and indueing forces are increased. The benefits that the employees are.
able to perceive as either the direct or indirect outcomes of thechange (as referred

. above) act as inducing or driving forces. What are then the restraining forces that’

. hinder the implementation-process. ' '

Activity B -~ : : .
Examine-the process underlying change implementation -
. 1 e ' (]
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FORCES

Where the change effort is simple and specific as in a procedural modification, not
much of ¢mployee resistance is involved. However, if the modification is perceived
as crogling his authority or autonomy he may be aversive to the change. This
discontent may not find support with his role set, if they find the change conducive
to unit's funciioning and not affecting their own work. In a particular organisation &
marketing manager had discretionary powers to spend certain amount of money
which was reduced following certain procedural changes. 'I‘hough this made the
manager rather unhappy. his role set members, however found it quite necessary as
an 'economy measure. The manager's discontent did not find support with others
and after sometime he realised the change was an orgarusanonal necessity and not
an affront to his authority. :
»
When change goal is general or complex, it is prone for various interpretations. At
the planning stage, the goal may be clear and acceptable. But when it is being
implemented and as the plan unfoids itself at each of the stages of the action
process, people come to know of it more specifically and new problems are likely to
arise which were unanticipated hitherto. More so, when a change goal is complex,
details of implementation and how people perceive the stages of implementation in

.terms of conseguences for their work or interpersonal behaviour cannot be

sufficiently worked outin advance.

In a particular department, the faculty felt that the students were not involved in the
classroom instruction. There was high absenteeism in some of the classes. It was felt
almost unanimously that the syllabus should be made more chatlenging and
demanding by loading the syllabus, implementing the case study method in a heavy
way and redesigning the question papers both in structure and in the choice of -
answering. However, the whole programme failed in its implementation stage. There
was resistance among some of the faculty members. They resisted as revamping the
syltabus would mean more work load to them, which they did not realise eailier. The
old syllabus was casy to teach as they had been teaching the same topics for quite a
number of years and revamping would mean more demands on their time and extra
work. Others 0pposed the additional inputs by case study method on grounds such
as; cases developed in our country were few, there were not sufficient number of
cases in all the course subjecis, tcachers were not trained in the case method, it is not
the only best method of teaching and so on. Curtailing the choice of answering in
examinations, was felt by some others to open up a pandora box. Students may not
accept as they had enjoyed the privilege of havmg more than 50% cheice for many
years, and they may make a hue and cry about it which may not be palatable to
higher-ups in the administration, until the latter are prepared to handle the problem.

Though every faculty member and even some of the students realised there is 2
genuine need to bring about changes in curriculum, however at the implementation
stage the programme failed. It is almost more than 5 years since the change
programme was initiated but yet ha.rdly any change has occured in the intended
direction.

Any effective change needs adequate organisational support. Iinplementation of
change in any one sub-system i.e. task or structure or technology or people has
repercussions or implications to the other sub-systems. The implications may be
direct or indirect. For example, bringing in new technology has implications for the
task, where the task may be redesigned or undergoes modifications in the way itis
presently performed. People who perform the task have to be trained to acquire
certain new skills or those with required skills may have to be recruited. The existing
work groups may have to be reshuffled or new work groups may have to be formed
which are likely to disturb the formal and informal relationships among the existing
work groups. Existing departments may have to be modified or new departments set
up, resulting in redefining and redesigning the present organisational structure.
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‘Efnployees may resist the new technology for reasons that may be rational or Consolidation and Follaw Up , ~ ~ F

sometimes even irrational.

Change iﬂip]cmcntalion requires a coordinated effort among the different
sub-systems, different organisational [evels and different departments. Hence,

change at any one.level demands supportive, complimentary and reinforcing
behaviours at-the other levels. , , o
' ST A , . ’ : -.
Commitment to the concept of change alone is the sufficient. The commitment ‘ L‘
should be therefore its implementation too. Sometimes, bosses are heard saying “get d —--
1

some results first, we can implement the change later on". But such an approach is a
half-hearted approach. To get partial results as a proof that the change is valid,
‘compromising approaches or “grey” solutions may be adopted which mpy affect the :
implementation of the change in its actual form. As discussed earlier in g&c unit: 12, :
* for implemeéntation to'be effective, the top management should have faith and belief )
in the change process. Their commitment to change people at lower levels should be . ,

‘noticeable. .

CROEED

Change implementation becomes difficalt without the necessary organisational

support. Sometinies, it is true that some of the change activities may run counter to
the existing rules and regulations, Such a situation creates ambiguity and conflict in ,’
the manager: These sitations have to be minimised. - ' : ; : :

'Adequate men, material and infrastructural facilities are equally important for
change implementation. When designed change programmes run into rough weather
. because of insufficlent men, money or material, In the previous example of a
" udiversity'department, casé method could not be implemented for lack of an -
adequate-support -system. Ready made cases were not available. Teachers were not
_trained toiwrite Tases: The cost involved in the replication of the case material in
. different subjects was thiee times more than the annual stationary grant available to
the department. Manpower required for typing, stencil cutting etc. was also not
adequate. - s . ' ’

.

k.::More attention may be focussed at the planning stages of the change process than f
7*“operationalising the change. Centingency plan ning might have not been done or if . i
"~'done it was perhaps inadequate. Those who implement may realise the consequences

to their work only when they implement it and not beforehand. The problems’could .

be: more work-load and even certain psychological disincentives, whichmaybuid. ~ Ee e

up résistance to change. Sufficient feedback needs to be obtained from the - ‘ -k

Implementors and necessary action process initiated to minimise resistance or

sabotage of the change effort. Certain psychological or monetary incentives need to
. be offered to overcome the unanticipated problems during change implementation..

Adiviy € . :
: Keepipg in mind Kurt Lewin's model, what do you thiok are the salient factors
restraining change Implementation. ‘
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15.5 HOW TO FACILITATE CHANGE

IMPLEMENTATION: BUILDING UP INDUCING
FORCES

A strong supportive force for change implementation is the felt desire for change
among those whoimplement it and those who are likely to be affected by thechange
and secondly agreement as to the objectives, plan and programme of the change
process. A participative approach, ncedless to say, is best to obtain the commitment
of the critical and other important aclors for the implementation and maintenance of
change. The goals and objeclives arc more likely to be understood clearly and
endorsed by the critical actors and the others, when discussed together. Resistance to
change will bé&dess and the group morale is likely 10 be better. Unexpected turn of
events-during implementation may not unduly discourage the actors and in fact
participative approach may prepare them to tackle such events.

Hence, we might as well consider that when implementators understand the
importance of change, the change plan and process and what is expected of them,
we have strong supportive forces for change to occur. But that is not all. The
implementors have to be trained in the implementation process. In the earlier
instance, though the faculty members, felt the need to use cases, yet the case method

. could noi be implemented as some of them were not trained to write cases and

handle cases as a method of instruction,

Activities in the direction of implementation have to be positively reinforced. This is

“where suitable incentives either monetary or non-monetary may be used. Successful

activities have to be brought 1o the focus of others and they may serve as models for
others and preserve the zeal and enthusiasm during the eatire period of change.

Reinforcement of expected behaviours are necessary as commitment is likely to shift
from time to tme due to changing forces and pressures. .

Providing supportive leadership is yet another inducing force. The manager should
be equally considerate and have initiative. Depending upon the maturily level of the
subordinate he should be able to plan, define and organise the work of his '
subordinates regarding change implementation. Also he should be considerate,
understanding and able to recognise problems from the view point of the
implementors. He should be able Lo motivale them to accomplish their tasks and
help them overcome any frustrations experienced in change implementation. In other
words, he should be perceived by others as a positive force and as one committed
for the change. He shouid be a team builder and arouse participation among
members thercby ensuring their commitment to change implementation. As a leader
he is expected to play the following roles: :

a) Change advocate: i.c. persuade others to accept the change idea, This he may do
by bringing a change in the cogaitive or affective dimensions of the employee’s .
behaviour. Change in the cognitive dimension can be brought about by logical
analysis or rational presentation of the benefits of change. Affective change is
possible by involving the person in the change process or by providing opportunities
lo txperience initial benefits from the change. Since cognitive and affective -
dimensions are closely related, a change in any one in the desired direction brings -
change in the other also. ’ .

b) Change interpretor: The leader should be able to interpret the char?ge and its
consequence to those who work with him. He should not only be proactive but also
able to influence others to perceive the change positively. He should provide an .
objective measure of change and its benefits.

¢) Trouble shooter; The manager-should be able to anticipate the problems likely to
arise in change implementation. Where problems arise, suitable assistance and
supportive lcadership has to be provided. Certain barricrs are likely to arise from
lime to time. They may arise from objective factors or subjective factors, The
objective factors are in the exiernal environment in organisational practices,
procedures, interdepartmental cooperation etc. The subjective factors are in the
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member’s perceptions of events, outcomes of change effort and personal biases. The
v ' subjective barriers may be overcome in terms of educating the employee about the
change effort, involving him in the change process and providing supportive
leadership wherever required. The organisational snags may be minimised by certain
structur = modifications, procedural changes and developing interdepartmentai

collaboration.

Feedback from time to time concerning progress lowards the intended change,

“acts as an inducing force. There is enough psychological evidence that knowledge of
results is a motivator of behaviour and incomplete tasks are better remembered than
completed tasks. The change effort is to be monitored from time to time by utilising
formal mechanisms to chart and oversee the progress of the change. Network
techniques such as PERT, CPM can to be employed for monitoring change

, implententation. An MBO approach to change implementation, whdryin edch role
incumbent plans his role in consultation with his superiors and co].lea%ues, and
prepares a blue print of his activities, helps him to understand the relevance of his
rglc to the total change effort and also to monitor his own progress periodically. By

™ . such an approach the individual’s responsibility and accountability is clearly fixed,

apart from, being im_rolved in the change cffort.

Organisational concern and effort to reduce stress arising out of change'procéss is
always perceived as a positive force by the implementators. .

As the change programme is often gradual and in phases, implementating earlier
phases might result in stress at the latter stages. The implementators should be able

o cope with the stress, otherwise frustration may build up and interest may slacken.
The superior should possess the skills of a counsellor and facilitator. Disagreement
among the implementors should be sorted out and confliets should be managed in a
collaborative atmosphere. Where conflicts are of a serious nature between any two
role incumbents, demarcation and creation of sharper role boundaries witl help'to

- minimise the incidence of conflicts. . .

Another supportive force for change implementation is effective communication.
" 7 More often then not, a change is not properly implemented, as the implementor is
o not clearly aware of what he is cxpected to do. Rapport has to be built with and
. among those involved in the change process and one should be made to be clearly

Pt .
aware of ong's own duties.

Adequate functioning of the extsting communication network has to be initially

analysed. A number of methods are available for this purpose such as residential

analysis, participant analysis, duty study, cross section analysis and ECCO. They

have been already discussed in the unit 12 on organisational development and the
student is advised to refer to that unir.

Distortion in communication arises when there is ‘noise’ in any of the links'in the
communication chain. Noise can be minimised when what is to be communicated is
determined beforehand, the message or information is clear and specific; appropriate
channels are used and the receiver is alread y turned to the message that he is- '
expected to receive. _ -

Freqlféntﬁterachou émdng those engaged in the change process, use of both formal -

" and informal channéls and periodic feedback help in managing the implementaticn
of change. High level of feedback reduces noise or distortion and immediate’
feedback contributes to'increased clarity and better control of the ongoing process.

. Formal comrﬁuj;i;:adon may be facilirated by regular rcpbrting procedures, frequent
. .mectings within and among specific task groups.

B .
Toisn,ippo'rt the change implementation, necessary organisational structural changes
havé to be,made, The changes may be in terms of decentralisation, setting up task
groups or committees, formalisation, standardisation eic., contingent’ to the
situational necessity.

“Whilé'we 'Iia\(e discussed some of the relevant inducing forces for change
implementation, the list is suggestive and not exhaustive.

H
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Activity D

Think of a change which may have been introduced in your organisation. How was it

implemented? Did lhe implementation process follow some of lhe ideas mentioned
above?

15.6 IMPLEMENTATION PROCESS: STAGES

Any change implementation has to be gradual end drawn over time in gradual and
sequential phases. Change cannot be hurried upon. Swift action poses problems of
being pressed too far too fast, and implementors may complain of work overload,
work stress etc. However, this does not mean that change should be slow. There are
certain phases and situations where swift action is perhaps necessary but it should be
balanced against the cost of appearing to ]ump the process and causing stress or
work overload.

There seem to be certain stages in the implementation process in terms of the

attitudes and behaviours of the implementors. The first is Hogeymoon period; where
- the necessity of change is felt and the change plan is considered desuable and there

is zeal and enthusiasm among people for the change effort. .
As the change plan gets implemented, the implementor gets to know the real -
demands made upon him and his work, reactions of others with whomi he has to
interact and comments and criticism from those who do not tolerate deviation from
their habitual work patterns. This is the reconsideration stage. Negauvc forces gather
around and the implementor has to deal with them before they gain momentum and
stall the change, Faith in the change effort is essential for the implementor to ’
withstand these negative forces.

Persuasion is the third stage where the implementor has to win over the confidence
of the others. This is possible in terms of persuasive communication, focussing on

.the attractive aspects of change, building up expectations about the likely problems

to be encountered and how they can be overcome, and developing resistance to
negative forces by innoculating against them.

The fourth stage is ensuring more commitment to change. Behaviours in the
direction of intended change effort have to be positively reinforced. Those involved
in the change activity have to be clear in their mind that gains or benefits are not
immediate but delayed. While negative forces crop up early, employees should have
the patience to wait for the desired results. It is'also necessary to monitor the change.
cffort at each of the stages by setting up a time table for evaluattorr and ta.kmg
corrective action whenever required. - .
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The change effort that Is implemented has to be corisolidat;d, otherwiss advantages
of change may be vitinted. When & change is to be introduced, the unit or the
. organisation has to be tuned to it. Once the changs I introduced It has to be frozen

- or consulidated, falling which the organisation may return back to the pre-change

equilibriam  However, before the beginning of or consolidation process, it
has to bo checked whether change haa reatised fta al purpose of hek caveed any
negative consequences.

Activity E
Examine the ways and means of building up supportive forces for change
implementation. .

'15.7 FOLLOW UP

The follow up of change is usually in terms of employees’ opinions and attitudes
about the change, and differences in performance and work-related behaviours.
Attitudes may be measured in terms of formal interview or informal discussions or .
specifically constructed attitude scales. Indirect objective measures could be;
absenteeism, tardiness at work, punctuality, performance etc.

15.8 CONSOLIDATION AND STANDARDISATION

Any change activity inspite of its positive advantages may have certain disadvantages
or negative consequences. Consolidation of change requires minimising if not
eliminating the disadvantages and sometimes even learning to live with certain

" difficulties. Change process should be ingrained in the organisation fabric. This may

be done by ensuring that the change is perceived as contributing to both the
employees and organisationai needs. Not only the change should be visible but also

+ its benefits, Where it is not felt, perhaps, the need for change should be created,

Consolidation of the change makes certain demands on the change agents or those
who implement the change. Their behaviours should not be inconsistent with the
change actjvity. As aspects of new operations become fixed, rules and regulations
are specified, job requirements are made clear they have to be focussed upon and

hightighted.

-Consolidation of change can be achieved in terms of formalisation and
standardisation-formalisation of rules and procedures and standardisation of work
process and the individual. Standardisation of the individual is in terms of training
the individual 50 that the new behaviours are internalised and become a part of his
bebaviour. , —

In standardisation of the work process the new work relationships or work patterns
are made a part of the existing patterns. Consolidation is much easier'if change is
perceived as a part of the existing order. '

. )
Conenlldation ar: 7o), .- dp -
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Orgunbationul Development Standardisation shoutd not be premature. If premature it may boomerang. Onee

and Change . distrust or negative attitude is built, it is very hard to consolidate the change. If
change is delayed, the expected benefits or outcomes may not acrue or acrue
partially alone. Some amount of trial and error is necessary, but the intention should
be to maximise the potential of change.

Activity I’
Examine some of the methods and techniques available for a follow up study of
change implementation,

- 15,9 SUMMARY

The change process, thus involves.

e identifying the need for change

# designing an appropriate solution ~

e preparing a blue print of the change process that can best achieve the desired -
results.

e seeking and winning its acceptability and adoption

o implementing the change -

o follow up of the change process, and

e consolidation of the change and standardising the change process.

Activity G

Discuss how a implemented change can be consolidated?

15.10 SELF-ASSESSMENT TEST -

1 Keeping in mind the organisation in which you are working at present, have you
noticed any of the changes impletnented either with regard to the task, structure,
technology or people variables, if so, analyse how the changes were implemented
and was the change effort successful in achieving it’s goal.

2 What changes or modifications do you think can be brought about in your job to
make it more interesting and to better your performence?

58
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3 In terms of the procedures and rules that are existing in your organisation with
relation to your job; do not think these can be modified to facilitate your work. If

so what modification do you suggest.
4 In terms of your awareness can you list down what generally are the reactions of

_people to any change in their job, What are your plans to overcome the negative
reactions when you feel that a given job has to be modified in certain

" circumstances. -
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UNIT 16 INSTITUTION BUILDING

Objectives
After studying this unit,you should be able to understand:

o Uhe concept of ‘organisation’, ‘institution', ‘institution building’ and the
characteristics of institution

o the factors which influence institution building

o Lhe process aspects of institution building

o significant dimensions of institute building: self-renewal and innovation

o the role of ihe chief executive in institutional building.

Structure

16.1 Organisation :

16.2 Institution and Institution Building

16.3 Factors Influencing Institution Building

16.4 The Process Aspects of Institution Building

16.5 Two Significant Dimensions of Institution Building: Self-renewal and
Innovation

16.6 The Role of Chief Executive in Institution Building

16.7 Summary

16.8 Self-Assessment Test

16.9 Further Readings

16.1 ORGANISATION Vs. INSTITUTION

An organisation comes into existence in order to achieve a goal or a set of goals.
Since no one individual can achieve the goal or set of goals by himself, a number of
individuals come together. Hence there tends to be a division of work where in the
overall goal or objective is broken down into sub-goals and they in turn into activities
to be performed by each of the individuals thus, giving rise to differentiation in
power, authority, role and responsibilities, These differentiated functions are
coordinated, in terms of rationally conceived role relationships, and a normative

order.

This rationally conceived hierarchisation has to be maintained over time to achieve '
the overall objective. Hence matntenace of the normative order is an important
sub-goal of the vrganisation.

As goals have 1o be achieved ecconomically and efficiently, optimum utilisation of
resources such as men, material and money is yet another important sub-goal of the

organisation.

While organisations aim at maintenance of internal order and efficiency in goal -
realisation, institutions extend beyond hese goals. Institutions have relatively more
permanance than organisations. Organisations are organic, they have a birth, growth
and finally, decay. Institutions are more enduring, have capacity of continuous
growth, ability to cope and adopt under diverse pressures and pulls to meke thrust
into the future, in addition to having an impact on the society or community in
which they exist. They perform services and functions which are valued in the
community or society and also play the roles of a change inducing, &
change-protecting agent withiu the community. While all institutions basically start
as organisations, it is cnly a few organisations that can survive, grow and adopt 10

achieve finally an institution status.
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16.2WHAT IS AN INSTITUTION? .

Activity. B )
‘What are the characteristics of an institution? Can we differentiatc between the
terms ‘organisation’ and ‘institution :

Institution may be defined as a responsive, adaptive organisation which is a product
of sacial nceds and pressures, Ttis a part of the larger system i.¢. the community or
the society nnd is a forward looking, adaplive and proactive part of the community.
Esman and Blaise (1966) define Institutions ‘as organitations which incorporate,
foster and protect normative relationships and action patterns and periorm functions
and services which are valued in the environment’.

What characterises an institution?
1 An institution is an organisation which is relatively more enduring and is

perceived as an indispensable part of the community.

2 Its functions and services are related Lo society’s commonly agreed requirements.

3 It has the ability to adopt overtime to changing needs and values in the society

and contribute to the community needs.
Its internal structures embody and protect commonly held norms and values of
the society.

Its achicvements overtime include influencing the environraent in positive ways
throngh the values it creates, {where such necessity arises).

6 Its influence extends to other similar institutions which.are linked to it.

7 Itis a change protecting and change inducing formal organisation. It tends to

protect positive values within the community or create new beliefs and values that
are necessary for the sustenance of the community or to bring social order at
times where negative forces are likely to affect the community.

It has permanence that extends beyond the role incumbents who may come and

BO.

Aclivity A
Define the concepts ‘organisation’, ‘institution’.

'
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v¥hat Is Institutlon bulldIng? .

Institution building refers to transforming an organisation into an integrated organic
part of the community, so that the organisation can effectively play the role of
projecting new values and become an agent of change in the community. Hence
institution building refers to the process aspects of: '

a) establishing or transforming an organtsation

b) making an organisation an integrated or organic part of the community

c) the maintenance role of adopting or adjusting to the existing values

d) projecting new values through its own efforts of seif growth and organisational
renewal, and thus ’ '

¢) the proactive role of bringing change contributing to change in the existing values .

of necds of the society.

Activity C
What is Institution Building? Explain

16.3 FACTORS INFLUENCING INSTITUTION
BUILDING :

There are several factors that influence institutional building:

1 Gosls or objectives: Clarity or specificity of the goals is basic to institution
building. The goals should also be perceived as important and justify the need for the
organisation both with respect to expectations of the members within and scciety
outside the organisation. When the goals are seen as challenging and interesting and.
widely accepted among meinbers of the organisation and the activities of the
members are focused around these goals, institution building is possible.
Superordinate goals like commitment, loyalty and patriotic fervour among

employees generally tend to facilitate institution building.

2 A second variable that contributes (o institutional building is the ‘people’.
Selection of the people for positions in the organisation should be in terms of a right
fit between the individual and the job. Two aspects are important in this context:
task maturity and psychological maturity. Task maturity refers to the extent to which
the role incumbent has the necessary job knowledge and skills required on the job.
Psychological maturity refers to zeal and enthusiasm'to work, commitment to the job
and the organisation, confidence in ones’ own abilities to accomplish tasks and
responsibility for ones’ job. It is the people, who finally make an institution.
Developing trust among one another, generating team spirit and positive interaction
among the role set members and providing suificient autonomy which is
commensurate with responsibilities on the job, are essential for institution building.
Trust is an important dimension for effective interpersonal relationship and it is
often said that trust begets more trust.

Organisations should provide opportunities for upward growth and development for
those who are competent and have potentialities for growth and development.
Otherwise, institutional development is jeopardised.
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3 A third variable of importance is organisational structure and design. Insilrution Pullding
Organisation is basically a system of input process and.output sub-systems. Men, C
money, raw-material and machinery form the inputs, The process aspect Is

concerned with the optimum utilisation of these inputs to produce certain outputs.

The output can be the goods produced or services rendered that serve the needs and

interests of the society.

The organisation design and structure is the basic frame v-ork around with formal
. interactions take place within and in between the different sub-systems

(departments). The structure influences

o the extent to which the different resources may be optimally utilised.

o the work culture that is created and sustained within the institution

o the relations with systems outside the institution .

e the ability to adopt to changing demands and requirements arising from the

external environment. .

onomy, creativity and ability of the

At the same time, too loose a structure
lack of appropriate direction and work
tions may soon become defunct.

Too rigid structure stifles individual aut
organisation to meel changing demands.
results in sub-optimisation of resources,
culture. In such an environment organisa

t dynamic and have the necessary mechanisms

to foster and siabilise appropriate traditions and work culture and also establish
linkages with its customers and major client systems. It should be able to provide a
leadership role to similar organisations. Such a structure forms the basis for

institution building,

The structure should not be static bu

tution building is the organisational culture.
Organisations should strive at developing greater cooperation among the members.
This can be achieved by better integration of departmental functions and developing

" homogeneity of thinking among the members. Commonality in the goals of the

. organisation and those of the employees, and recognition and understanding of the
symbiotic relationship that exist between one employee and the other, or one
department and another result in better accommodation and cooperation. Conflicts
are 10 be viewed positively as providing opportunities for innovativeness and
understanding other's position in addition to one’s own, Mechanisms of establishing
a balance between the autonomy of individual members and coordination for
common goals help in institution building. In its relationship with outside
organisation, the institution should seek collaborative relationships at the same time

maintaining its own identity.

4 A fourth aspect that fosters insti

5 A fifth factor contributing to institutional building is leadership at the top
management level. The leadership style should be an amalgamation of the roles ofa
‘developer’s and an ‘executive’. A developer places trust in his subordinates,
provides them opportunitics 1o take up responsibilities, motivates them to the peak
of their performance and provides a creative work atmosphere. He is supportive in
his relationships with others and provides opportunities for growth, self-direction
and self-control for his subordinates. An executive as a team-builder, inspires
participation among the members and thereby ensures their commitment to
organisational goals, builds loyalty among his subordinates and also a keen sense of
self-respect, and resolves conflicts strategically and creatively.

The leader ought to devote s full attention and time for institution b_uild'mg and
take pride in the development of his people. He has to establish effective linkage
with outside organisations and project the image of the institution as a competent
entity to serve the needs of the society. He needs to gear up the organisation to meet
changing needs and demands effectively. At the same time he is not enamoured _of
his position, but is willing to develop others to step into his shoes whenever required.

0 Abfﬁty to establish cffective, operative linkages with external environment is 63
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necessary for institution building. Such u liaison helps In understanding the necds and
expectations of the external sub-systems such od cllents, custamers, suppllers, other
organisations etc, o which the institution has to finally cater to carve 8 nlche for

itsell in the environment. The linkages are!

» enabling linkages with olher organisations or social groups which are likely to
control the allocation of resources and authority (for ¢.g the government) needed
the organisation to function.

o functional linkage with those external sub-systems that provide the inputs for the
organisation and utilisc the product or service outputs of the organisation (eg.

suppliers, customers or client group). )
o associative linkages with other institutions of a similar nature for possible

collaborative relationships {eg. sister institutions).

e contingent linkages, depending upon the situational necessities with certain other
sub-systems that may become relevaat or important at a given time. (for e.g. a
jegal systeni, a consultancy unir). ' -

A Cﬁ\"ir.\" I
How the following factors influence institution building:

» organisational goals.
» organisational structure and design.

e organisation culture.
o rclationship with external environment.

16.4 INSTITUTION BUILDING—THE PROCESS

Institution building refers to two aspects:

1 Development of an institution by an outside expert (which may be an individual
or an organisation) including develapment of relevant norms and values, and

2 Internat development of an institute to be able to play its role effectively (i.e. the
self-renewal process). .

In terms of either of these definitions, institution building refers to the process of
birth, development, renewal and institutionalisation.

All organisations arc organic i.e. they have birth, development, growth and finally,
decay if the organisation docs not invigorate and renew itself. Invigoration and
renewal extend the [ongevity and performance of the organisation where it stabilises
as an institution. While many organisations die aborning, it is only a few that seem to

live forever.
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warren Schmidt (1967) has suggested that organisations have stages of potential
growth in their life cycles. At cach of the stages, the organisation is subject to certain
crises that make demands on the managerial or organisational activities, If the *
organisation is able to cope effectively with the crisis it will enter the next stage of
growih, Tue crisis is gencrated cither because of internal faclors or external factors
in the environment or both, The stage of development at which an organisation is,
is morc in terms of Lhe crisis factors rather than its financial status or number of
employees or its share in the markelt etc.

The first stage is birth of an organisation. Organisations originate at first, in the
minds of individuals, as an idea. An operative model with necessary resources and
support mebilisation characterises the earliest stage.

The second stage s survival and sacrifice. An organisation is born in a climate of a
new idea, hope and excitement, but has 1o struggle to survive in the world of
competition and challenge. The need to survive, makes heavy demands on the
entrepreneur's meney, confidence, commitment, effort, persenal time and even
family life. If this crisis is adequately resolved the organisation gains a firm foot-hold,
accepts realities and learns from experience. If unable to meet the challenges,
demands and competition, the organisation may become defunct or exist marginally
with still heavier demands made on the entrepreneur.

If the organisation survives, then it should seck for stability which is the third stage.
Organisation should strive for an efficient work culture based on discipline,
reorganisation or role relationships, adequate employee compensation struclure,
team-spirit and appropriate balance between short-term and long-term perspectives.
It should also strive to stabilisc its resources, customers, clientele etc. Resclving the
crisis of achieving stability makes the orpanisation efficient, strong and flexible; while
inability to do so resulls in the organisation returning back 1o the survival stage and
Stagnation.

The fourth stage is self-examination regarding where the orpanisation stands in the

. eyes of the public, customers, competitors and others. The organisation should be
prepared to look critically at its products and services and its internal and external
operations, Thus it should be open to criticism and strive to monitor, review, evaluate
and improve its performance from time to time. Resolving crisis at this stage
successfully enhances the reputation of the organisation and results in the
improvement of its quality of goods and services. Failure to resolve the crisis leads to
living on past laurels and 'image-creation’ or ‘image-boosting’ which may be at
variance with its actual performance the greater the variance the greater is the
likelihood of returning to instability.

The next issue that concerns the organisation is to actualise its potentialities and to
achieve uniqueness (characteristic of its activities). Such a goal can not be realised
until the organisatioi is willing to bring the necessary changes that involve certain
amount of risk. Suceessfully overcoming a crisis provides opportunities for growth
and development to its personnel. Unsuccessful resolution leads to specialisation in a
narrow field, conservatism and resistance that inhabits further development. The
organisation may not be able to realise its uniqueness.

The sixth issue of concern involves the organisation’s responsibility to society, a
desire to gain society’s respect and appreciation and to improve the quality of life of
its own employees. The crisis gencraled by efforts to be respected and appreciated
depends upon the feli-needs for such an endeavour, organisation’s financial status,
investment opportunities elsewhere and the present self-image. By resolving this
crisis correctly the organisation gains public respect and appreciation for itself as an
inslitution contributing to society. Incorrect resolution leads to castigation by the
public as ‘heedless barons’ or ‘heedless tycoons'.

The different crisis discussed so far need not operate in the same consecutive order.
Depending upon the environmental forces acting on the organisation, a mature

Instiulion Building
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organisation may revert hack to crisis of the enrlier stages. When the nature of the
crisis is not correctly understood, organisations are unable to resolve it adequately
resulting in confusion and intolerance. However, by resolving the crisis at each of the
stages successfully, .an organisation grows from strength to strength. Resolution of
crisis makes demands on the management's knowledge, skills, experience and
altitudes and it is quite possible that at different stages of growth, the managerial and
leadership skills required are different.

wetivies FF

Wi sre the ditierent stages of growth ol instingons?

16.5 SIGNIFICANT DIMENSIONS OF
INSTITUTION-BUILDING: SELF-RENEWAL
AND INNOVATION

Earlicr we have described the growth stages and crises experienced in institution
building. Two of the significant dimensions-of institution building are self-renewal
and innovation. .

Self-renewal refers to concentrated and continuing efform on the part of the
organisation to rclate its technology, structure and people to problems confronting it
from political, economic and social changes. The act of self-examination from time
to time forms the basis of organisation renewal. The different stage in self-renewal

process arc:

1) Sensing of change: Organisations should be aware of changes in their internal
and external environment. Unable 10 perceive these changes, the organisation fails
1o cope adcquately with its environment.

2) Identification of the implication of these changes. The question is how these
changing forces are going to affect the ongoing system.

3) Deciding an appropriate plan of action. A suitable course of action is conceived
on the basis of ’

e oblaining necessary information with regard to 1 and 2 based on surveys,
reports, statistical data and such other fact—finding methods.

e accurate evaluation of the oblained information.

o deciding at what sub-system level (i.e. organisational structure or task or
technology or individual/group) the necessary changes are to be brought about.

e implications of change in a.sub-system for the other sub-systems.

e weighing the different alternatives for their probabilities for effectively coping
with external forces.

4) Introducing the change. The intended changes are implemented. Timely action is
important. . . - .
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3) Stabilising the chunge, cnough system support s to be given to freeze tho change Instuiten Fuilding
.o, consalldrio the new equililbrium, - :

6) Obtaining feedbuck on the outcome of change for further sensing of the state of
the external crivironment und the degree of integration of the internal
environmen’

Failure at any of these stages results in unsuccessful resolution, Successful resolution
also depends upon ceriain conditions within the organisation such as:

o cffective information processing and communication.

o flexibility wilhin the sub-system for introducing relevant changes or remedial
measures.

e willingness to change among the people and commitment to arganisational goals.

e supportive climate ar the top management level. Involvement of top-policy
making group gives legitimacy 10 the change process.

The present day organisations are al a nexus of various external and internal forces.
Organisational renewal,hence, is of high priority so that organisations can do a
self-analysis of their growth and heir problems. The organisational leadership
should look for new paths, new mcthods and innovative approaches so that the .
organisation can cope with changing demands and forces.

Innovaiion

Itnovation may be defined as a new-idea or practice or approach that kelps the
system or the individual to deal effectively with a probiem or change. Innovation is
possible if the organisation has a conducive environment for it to occur such as
openness [texibility, decentralisation ete. Some characteristic features of innovation
are:

e It does not function in isolation or vacuum. Innovative changes should be thought
of in a system perspective i.c. the likely changes in the inlernal sub-systems.

It thrives in a collaborative rather than a competitive environment.

e Acceplability of innovative change depends upon: 1. Its relative advantage over
the existing ideas or approaches or other suggested ideas or approaches.
2, Compatibility with existing norms, values and work behaviours. 3 . Simplicity
both in concept and practice. 4 . Utilitarian value for either coping with external
demands or obtaining the desired results and the stakes involved.
5 .Compatibility with existing skills. If innovative changes require new skills,
people should be trained sufficiently in advance. Otherwise, resistance may be built
inspite of the functional value.

e Innovative planning is an organisational necessity for self-renewal and institutional
building,

16.6 INSTITUTIONAL BUILDING : THE ROLE THE
- CHIEF EXECUTIVE

Certainly the chief executive is a crucial figure in institutional building, Probably, it
may be in your experience that a sinking organisation not only comes out of the red
but also stabilises and makes considerable amount of profil because of change at the
top management level. There are certain chicef executives who have been very
successful despite the nature of the crganisation they were asked to manage. The
role of chief executive involves:
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« optimum utilisation of resources which is a basic ingredient of organisational
ACCESS. g

» creation of team spirit and work commitment, thus providing a synergic effect for
optimum utilisation of human resources (where the contribution of the group is
much more than a summation of the efforts of each of the individuals, it refers to

synergy).

e achicving a positive balance between individual expectations and organisational
goals and demands. For example, there is absolute necessity for formalisation (i.e.
rules, regulations and procedures determining work behaviour) but at the same
time the individual should have autonomy and flexibility in work
behaviour.Centralisation in decision making is important but at the same time

" people at lower levels should be involved in decision making.

" An institutional image is in terms of not only how it perceives its own status but also

how it is perceived by simitar organisations in the environment. A chief executive is
not only a spokesman for his organisation but also a liaison builder. It is in terms of
his efforts that the institution can play the role of a leader, trend-setter and a

collaborator.

“The chief executive should have the basic discipline, devotion and commitment to

work, a sense of vision, a futuristic perspective and above all a determination to
build the organisation to reach its maximum potentiality.

He should altow others to grow and should not be threatened by the achievements of
his colieagues. When the time comes he should give way for his successor without
being highly possessive about the organisation.

INSTITUTION BUILDING : LESSONS FROM VIKRAM SARABHAI'S
LEADERSHIP - '

Institutions are social areas where unique strategies are pursued for inducing and
maintaining values which satisfy societal needs. Organisations arc formal, social
mechanisms which facilitate constant transmission of values, for example, a business
enterprise or the churc.s. Leaders are key actors in these arepas embodying the
values. The process of institution building is the enecgizing of people so that not only
they internalize values that L=mscent narrow self-interests but they also become
infused with a sense of mission 1~ their total life. What distinguishes an economic
organisation from an institutional orgauisation is the intensity and the depth with
which individual members of an institutional organisation hold the core values which

seem to suffuse their total being.

Leaders and Institution Building

Peters and Waterman (14) in their recent research on “gxcellent organisations” focus

on the role of leadership in institution building. They emphasise the role of
leadership in shaping the values of organisational members as well as in developing

distinctive organisational cultures.

Sarabhai was a prolific institution builder. He set up an institution every year
beginning from 1947 till his death in 1971,

List of Institutions with which Vikram Sarabhai was associated

Scientific Research :  Physical Research Laboratory, Ahmedabad
Communications - Vikram Earth Station, Arvi, Poona
Atomic Energy - Fast Breeder Reactor, Kalpakkam
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Nuclear Centre for Agriculture, New Delhi,
Varizble Energy Cyclotron
Project, Calcutta

Electronics . ¢ Electronics Corporation of India Ltd.
Hyderabad
Electronics Prototype Engineering Laboratory.
Bombay ]
Space Research . Thumba Equatorial Racket Launching

Station, Trivandrum

Vikram Sarabhai Space Centre,
Trivandrum :

Space Applications Centre, Ahmedabad
Sriharikota Range, Sriharikota

ISRO Satellite Instructional Television

' Experiment
Textile Research . Ahmedabad Textile Industries Research
Association, Ahmedabad
Development and +  Nehru Foundation for Development,

Educational Research  : Ahmedabad
Vikram A. Sarabhai Community Science

Centre, Ahmedabad
Manament and : Indian Institute of Management,
Operations Research  : Ahmedabad
Operations Research Group, Baroda
Performing Arts . Darpana Academy for performing Arts,
Ahmedabad
He was also associated : Indian National Committec for Space
with : Research Indian Space Research,

Organisation, Atomic Energy,
Commission, Electronics Committee.
Department of Atomic Energy,
International Atomic Energy Agency,

and .
Committee for Space Research of the
United Nations

One of the ways of underst'anding the impact of leadership actions on institution
building is by presenting the three guiding strategies he had intuitively used.These
three strategies rest on a single pivotal value which is the ‘primacy and centrality of

an individual’.

The three guiding ‘strategies’ he used to build institutions are:

‘Networking strategy’ or creating interacting and overlapping clusters internally as
well as externally both to produce a vision for the institution and to translate the
vision into actions in terms of research programmes and projecis.

climate of trust providing freedom of action to the
and emphasising horizontal control; and caring

by the leader remaining approachable
sing the role of administration

“Trusting strategy’ or creating a
individuals, ensuring autonomy,
strategy or creating a climate of caring 2
through open channels of communication and emphasi
' as a support system to the core tasks of the institution.

The lessons that emerge from the-study of Sarabhai as an Institution builder can be
summed up as follows: :

e In arder to develop institutions it is important to place an individual as the centre
of institution building efforts. The task of a transforming and transactional
leadership is to present a vision which will inspire many and to provide

meaningful exchange relationships.

Institeilon Bullding
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soyvlopmen! o Leadership actions have to nurture trust constantly, creating inter-acting and
. overlapping clusters both within and outside the organisation, Failure to do 50 is
‘ likely to lead to the breakdown of the ‘institutional’ aspecls of the organisation
resulting in its decline and decay. '

o It is important for an institution builder to identify and play multiple (formal and
Psycho-Social) roles within and without the institution. Decline in the perforrmance
of institutions could be traced to inadequate roles (both formal and .
Psycho-Social} to translate externally oricnted, interface, and internally oriented

' leadcrship strategics for instilution building.

o While the criticality of organisational culture to the development oi institutions
has always been emphasised, the imporlance of building in trust and caring has

not been adeguately cmphasised in the literature.

Source: Adapted from ‘{nstitution building' : Lessons from Yikram Sarabhai's Leadership,
c. 1985. p. 399-414,

S.R. Ganesh & Padmanath Joshi, Vikalpa Yol. 10. No. 4, Qct-De

Activity F

What is the role of the Chiel Executive in institution building.? Describe.

16.7 SUMMARY

In this unit, we have seen that an organisation, over 2 period of time, depending on
iU's stability becomes an institution. The factors which influence institution building,
precess and dimensions of institution building have been discussed. The role of the
Chicf Executive in institution building has also been dealt with.

16.8 SELF-ASSESSMENT TEST

1) Keeping in view, a number of organisations that you know, can you identify at

what stages of development they are?
2) Identify an organisation that is regard
aboul various aspects such as : its object
at the top management. L
3) Interview any of the chicf executive who is
organisation. Based on his experiences prepare a case stu
building.
4) Analyse in terms of your own experiences whether organisational demands are
effecting yourneed satisfaction, suggest whal changes you expect to make in your
work situation so that both organisational and your personal goals can be
satisfied.
5) To what exteni you think there is team spirit in your work-group? What steps
woukl you suggest o cnhance the team spirit?
6) In your environment there might be an organisation which is labelled as ‘sinking’
or ‘losing’. Interview some of the managers and describe its internal environment,

Make a list of the reasons that have caused the failure,

ed as an institution. Collect information
ives, internal culture and leadership style

regarded to have built up an
dy on institation
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Reputation motivates to improve quality of poods and services.

Takes advantage of ils unique capability and provides growth opportunitics
lo its people

Gaine appreciation as an institution contributing to sociely

Quatcome if ssue Is Incorrecily resolved

Idea remains abstract. Organisation cannot adequately de- :lop.

Organisation faifs or exists marginally as it fails to adjust tc realities of the

sitwation

Organisation is likely to return back to survival stage or be oues inflexible

for changes,

Organisations more bothered about building its” image than improve

performence. Greater discrepancy likely to arise berween projected image .
and actual performance. - .
Fails to develop ils uniqueness, concentrates or narrow arcas for better

security. Develops a paternalistic stance which inhabits growth,

Organisation may be aceuscd of lack of any social responsibility and

- bothered about its profits and nothing else.

Appendix-1
Organisation crises and outcomes
Stage Critical Issue
Birth Creation
Development Survival

- Stability
Rcm:w:_ll . Pride and Reputation
Institutionalisation Unlguencss and adaptability

Contribution
Orgoaisnilonal Crisls and Qulcomes .

Outcome it Issue Is correcily resolved -

New Qrganisation comes into being and starts (unctioning
Organisation becomes viable, Leamns from experiences. Understangs reality.
Organisarion is strong, efficient and flexible enough 1o respond 10 changes

Source: Lippit, G.L. and Schnidt, W.H. Crisis in a developing orgahi.sntiun, Harvard Business

Review, 45 (8), 1967, p. 109.

. Appendix-2

Checks to measure the extent of institutionality

1
2

3

Has the institution grown beyond the needs of survival and stability?

To what extent it can be considered replete with regard to goals, tasks, missions,
resources ete.? :

How effectively does it relate to the external environment? Has it linkages with
relevant external sub-systems o an adequate degree?

Does it stand by its intrinsic value? In other words, how is it rated for its
funetional value in the society: excellent, average or poor?

How pervasive is its influence on other systems? Is it a trend setter or just one
among the rest? Can it generate a new need or positive values in the community
or suggest novel mcthods for the resolution of current problems?

s
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