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COURSE INTRODUCTION 

This course gives an understanding about how organisations work and the 
frame work behind it. The course explains different approaches to understand 
organisation and exposes you to different theories and it’s evolution in order 
to understand the functioning of organisations. The typology of organisation 
designs including contemporary designs are explained, so that one can 
choose the best design suitable for the organisation. The basics and factors 
affecting to design the structure of the organisations are explained. Emerging 
trends in work organisation are explained from centralized- decentalised to 
Hybrid form of structure. The role of culture and conflict are also reflected in 
the course which play an important role while designing the organisation. 
Finally how effectiveness is measured and it’s importance are explained.  
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UNIT 1 APPROACHES TO UNDERSTANDING 
ORGANISATIONS 

Objectives 

By the end of this UNIT, you should be able to: 

• explain the meaning of organisation 

• describe what makes the business organisation different from other social 
collectivities 

• explain the meaning and types of organisation metaphors 

• describe the framework for analyzing the strategic attributes of an 
organisation 

Structure 

1.1 Introduction 

1.2 Meaning  and Characteristics of Organisation 

1.3 Organisation as System 

1.4 Approaches to Organisation 

1.5 The 7Ss Model 

1.6 Summary 

1.7 Self Assessment Questions 

1.8 Further Readings/References 

1.1 INTRODUCTION 

What is an organisation? The dictionary definition of an organisation is 
“something that is organized”. It could be a family, school, church or football 
team. Or, it could be a corporation, army or government. Örganisation” is a 
social unit with some specific purpose (s).  

“Örganising” 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 necessary to accomplish 
objectives 

• the grouping of activities and assigning these to specified positions/ 
persons 

• The creation of a network of positions/persons for purposes of planning, 
motivation, communication, coordination and control. 
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The word “organisation” may be used to refer to the process of organising, 
the structure that evolves out of this process and the processes/activities 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 micro aspects. If a factory is considered ‘macro’ unit of an organisation, 
each section of the shop floor or each function or even a dyad comprising a 
work and his/her supervisor can be considered as the ‘micro’unit (or a 
component part) or a sub-system in the larger organisations. Each part/unit 
can have it 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 use resources to achieve the objectives, use some form of 
structure to divide (division of labour) and coordinate activities, and rely on 
certain positions/people to lead or manage others. While the elements of 
organisations are the same as ever before, the purposes of organisations, 
structures, ways of doing things, methods of coordination and contro have 
always varied widely over the years and even at the same time amongst 
different organisations. For example, public sector organisation in India with 
their multiple objectives in early years were not roused by the profit motive 
but are now required to make surpluses. At a given point in the time of 
history, Ford Motors relied more on centralization and General Motors on 
decentralization. The crucial aspect that accounts for the differences is how 
an organisation adapts itself to the environment. Organiation being part of the 
society affects and is affected by the changes in society. The changes could 
be social, 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 organisations 
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 
physical, philosophy, politics and psychology. A sample check-list of 
relevant knowledge form diverse fields is shown in Table 1. 



 

 

Approaches  to 
Understanding 
Organisation 

9 

 

More disciplines could be added to the list. Anthropological concepts 
concerning cultural factors are as pertinent as biological theories of evolution 
ad psycholocial theories of human behaviour. While Arts and Sciences (e.g. 
humanities and physical and biological sciences) and social sciences (e.g. 
economics, history and politics) are relevant to understandings, from a 
behavioura point of view, the trio of anthropology, with its widest scope 
provides the basic behavioural science discipline. Amongst many of th 
subfields of specialisation in anthropology it is cultural anthropology whose 
main focus is on the study or origins and history of man’s cultures, their 
evolution and development, and the structure and functioning of human 
cultures in every place and time that deals with the reciprocal relationship 
between culture and behaviour. Sociology deals with the study of society, 
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. 
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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 more accumulation of knowledge from 
diverse fields, but the integration of concepts and techniques developed in 
many fields.  

Though formal study of organisations began only in recent decades, 
‘organisations’-  human organisatins- are as old as human civilisation itself. 
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 to 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.  

Organisation is a principle of life. We seek the help of organisations to meet 
our day to day requirements such as to feeding, clothing, educating , 
entertaining, protecting etc. However, organisations are not contemporary 
creations. Organisations are as old as human race. When Archaeologists 
discovered huge temples around 3500 B.C., these monuments insinuate that 
during the recorded times not only complex organisations existed, but that the 
people in them also organized to work together towards planned goals. Their 
efforts were systematically coordinated and controlled to achieve such 
outcomes. Modern society, however, has more organisations which are 
fulfilling a larger category of societal and personal needs. Organisations are 
so encompassing in the modern life that it is sometimes easy to overlook that 
each may be regarded as an entity with a specific contribution and specific 
goals. 

1.2 MEANING AND CHARACTERISTICS OF 
ORGANISATION 

The term organisation is derived from the Greek word organon i.e., tool or 
instrument. It is often been understood as the embodiment of persistent 
efforts to coordinate, influence and control human behavior in order to reach 
some desired result. According to Chester I. Bernard, an organisation is “a 
system of consciously co-coordinated activities or forces of two or more 
persons”. 

Max Weber in his ideal type defined the following features and dimensions 
as basic for all organisations, distinguishing them from other social 
collectivities. 

The organisation has transparent and definite boundaries: It signifies a social 
unit which is either closed or limits the admission of outsiders. It has a 
collective identity of its own. 
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The Organisation has a Central Coordination System: There is one 
locus of final authority who make and impose binding collective 
decisions. Leaders at the center manage the concentrated efforts of the 
organisation, making it a unitary, hierarchical actor. 

The Organisation is Differentiated Internally: Internal organisational 
roles are sharply differentiated and codified in rationally established formal 
rules. Decisions are implemented by a disciplined, specialised, continuously 
and rationally operating staff. 

The Organisation is Legitimate: The organisational order, including the 
distribution of authority, power and responsibilities, is legitimate. That is, 
discipline is based on a belief that actors holding certain positions have the 
authority to impose orders and rules and others have a duty to obey. 

The Organisation’s Characteristics Establish What is Achieved: There is 
a high degree of steadiness between organisational goals, structures, 
processess, behavior and outcomes. The quality of achievements depends 
directly on organisational structures and processes. 

The Organisation is Flexible: Organisations are rationally designed tools, 
and are deliberately structured and restructured in order to improve their 
problem- solving capacity and their ability to realize predetermined goals. 

The Organisation is a part of Societal Transformation: While 
organisations are seen as rationally designed instruments, their growth, 
increased importance and acceptance in society also reflect a changing 
societal context, i.e., the sweeping transformation from traditional to 
modern society, with its strong faith in, and maintain rationality in current 
social context. 

Activity A 

Currently you are working in a manufacturing organisation. Write the 
characteristics of your organisation in the light of those mentioned above. 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 
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Meaning of System 

A system is a set of integrated and mutually dependent parts arranged in 
a manner that produces a unified whole. It has been defined as “ an 
arrangement of interrelated parts. The words arrangement and 
interrelated describes the interdependent elements forming an entity that 
is the system. 

Thus, when taking a systems approach , one begins by identifying the 
individual parts and then seeks to understand the nature of their collective 
interaction” (Hanna, 1988). 

A system is desired to have certain qualities like: 

• A system must be designed to accomplish an objective/a set of 
objectives. 

• A system is composed of interrelated parts called subsystems. The 
subsystem must have an established arrangement. 

• Interrelationships must exist among the individual elements of a system 
and these interrelationships must be synergistic in nature. 

• The basic ingredients (the flow of information, energy and materials) of 
a process are more vital than the basic elements of a system. 

• Organisation objectives are more important than the objectives of its 
subsystems. 

Organisation As Systems 

Components of Organisation System: Organisations are systems of some 
interacting components. Levitt (1965) sets out a basic framework for 
understanding organisations. This framework emphasizes four major internal 
components such as: task, people, technology, and structure. These four 
components along with the organisation’s input, outputs and key elements in 
the task environment are depicted in Figure 1. 

 
Source : Levitt, Harold (1965). 

Figure 1: The Components of Organisation System 
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The task of the organisation is its mission, purpose or goal for existence. The 
people are the human resources of the organisation. The technology is the 
wide range of tools, knowledge and/or techniques used to transform the 
inputs into outputs. The structure is how work is designed at the micro level, 
as well as how departments, divisions and the overall organisation are 
designed at the macro level. 

In addition to these major internal components of the organisation as a 
system, there is organisations’ task environment, such as suppliers, 
customers, and regulators. In simpler terms it is that part of external 
environment which is relevant at present or expected inforceable future to the 
organisations’ goal attainment (Thompson, 1967). 

Differentiation And Integration : Like any other systems, organisation 
system is characterized by two diverse forces: differentiation and integration. 
In a system, specialized functions are differentiated. In the human body, for 
instance, the lungs, heart and liver are all distinct functions. Similarly, 
organisations have divisions, departments and like units separated out to 
perform specialized activities. At the same time, in order to maintain unity 
among the differentiated parts and form a complete whole, every system has 
a reciprocal process of integration. In organisations, this integration is 
typically achieved through methods such as coordinated levels of hierarchy; 
direct supervision; and rules, procedures and policies. 

The Organisation As An Open System 

There are two basic types of systems: open and closed. A closed system 
is one that is self-contained and isolated from its environment. An open 
system is one which constantly interacts with the environment. In the 
strictest sense, every worldly system is partly closed and partly open. 
Closed systems exist only in theory, for all real systems interact with their 
environment. 

The characteristics of an open system are: 

• Subsystems: A system is composed of interrelated parts called 
subsystems. The subsystem must have an established arrangement 
and need to have interdependancies. 

• Synergy: Synergy means that the whole is greater than the sum of its 
parts. 

• The system is to be viewed as a whole, not merely the sum of its 
individual consequently parts, its performance should be viewed as an 
integrated system. 

• The Input-Output Model: All open systems transform inputs into output. 
The system is viewed as a transformation process in dynamic interaction 
with its environment. 
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• Goal seeking-Open system: Open systems exchange information, 
energy or material with their environment. Interaction between 
elements results in some final state or goal. 

• Entropy: Every transformation process involves the degradation or use 
of energy and resources. The tendency toward entropy is a movement 
toward disorder and eventually termination of functioning. To keep a 
system operating there must be an infusion of energy and resources. 

• Steady State: The notion that systems are goal seeking implies that 
they are adaptive and self-regulating. The open system seeks a state of 
dynamic equilibrium. 

• Feedback: The feedback of information regarding performance is used 
to adjust and control performance. Feedback is informational input 
which indicates that the system is deviating from goals and needs to 
readjust. 

The open systems approach to organisation takes its main idea from the 
work of Ludwig von Bertalanffy, a theoretical biologist in 1950s. But, Katz 
and Kahn were the first to apply open systems theory to organisations in a 
comprehensive way in 1966. 

The organisation as an open system is composed of five sub-systems: 

• Goals and values, technical, psychosocial, technical, structural, and 
managerial, which are dependent on each other. 

• Organisation, like organisms, are “open” to their environment and strive 
to attain an appropriate relation with that environment in order to 
survive. 

• As an open system, it influences and is influenced by the 
environment through the process of interdependency, which results in 
a dynamic (changing) equilibrium. As it is in continual interaction with 
its environment, therefore achieves a steady state or dynamic 
equilibrium. 

• Like other open systems , the organisation system may be expressed in 
terms of input-output mechanisms. All systems transform inputs into 
outputs. The system is viewed as a transformation process in dynamic 
interaction with its environment. There are three basic elements in the 
input/output model: 

i) Inputs: the resources that are applied to the processing function. 

ii) Processes: the activities and functions that are performed to transform 
the resources. 

iii) Outputs: the products and services that come out of the system 
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Sources of 
Energy, 
Materials, 
Information, 
Human 
Resources 

Inputs Transforming 
Mechanism 

The organisation system can not continue to survive without the continuous 
influence of transformational outflow like the open system it interacts with its 
environment, continually receives information, termed feedback from its 
environment, which helps it to adjust. Figure 2 shows the open system 
model. 

 

Source: French and Bell, 1999 
Figure 2: A System in Interaction with its Environment 

1.4   APPROACHES TO ORGANISATION  

The nature of an organisation can be better understood by using different 
metaphors. A metaphor is defined as the figure of speech that characterizes 
one object in terms of another one. The use of metaphor implies a way of 
thinking and a way of seeing that pervades how we comprehend our world 
generally. According to Morgan, a number of metaphors can be used to think 
and explain about the nature of organisation. Collectively these metaphors 
can be used to engender a range of complementary and competing insights 
into the strengths and weaknesses of different view points. Nevertheless, 
there is no specific theory or metaphor that gives a general point of view 
(Gareth Morgan, 1986/1997). 

Morgan illustrates his ideas by exploring eight archetypical metaphors of 
organisation: Machines, Organisms, Brains, Cultures, Political Systems, 
Psychic Prisons, Flux and Transformation, Instruments of Domination. 
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a) Organisations as Machines 

German Sociologists Max Weber parallels between mechanisation and 
organisation. He patterns his ideal type after the vaunted Prussian army 
and called it bureaucracy. Bureaucracy is explained as a form of 
organisation that emphasizes precision, speed, clarity, regularity, and 
efficiency achieved through the creation of a fixed division of tasks, 
hierarchical supervision, and detailed rules and regulations. He mentioned 
that the bureaucratic form routinizes the process of administration exactly as 
the machine routinizes production. 

Mechanistic approaches to organisation work well only under the following 
conditions: (a) When there is a straightforward task to perform; (b) when 
the environment is stable enough to ensure that the products produced will be 
appropriate ones; (c) When one wishes to produce exactly the same 
product time and again; (d) when precision is at a premium; and (e) when 
the human ‘machine’ parts are compliant and behave as they have been 
designed to do. 

Mechanistic approaches to organisation have proved incredibly popular, 
partly because of their efficiency in the performance of tasks that can be 
successfully routinized and partly because they offer managers the promise of 
tight control over people and their activities. In stable times, the approach 
worked from a managerial point of view. But with the increasing pace of 
social and economic change, its limitations have become more and more 
apparent. 

Its limitations are that it: (a) can create organisational forms that have 
great impediment in adapting to changing circumstances; (b) can result in 
mindless and automatic bureaucracy; (c) can have unforeseen and 
undesirable consequences as the interests of those working in the 
organisation take precedence over the goals the organisation was 
designed to achieve; and (d) can have dehumanizing effects upon 
employees, particularly those at the lower levels of the organisation 
hierarchy. 

b) Organisations as Organisms 

Morgan parallels between organisms and organisations in terms of organic 
functioning, relations with the environment, relations between species, and 
the wider ecology. The organism metaphor focuses on the following: 

• Organisations as “open systems”. 

• The process of a adapting organisations to environments. 

• Organisational life cycles. 

• Factors influencing organisational health and development . 

• Different species of organisation. 

• The relations between species and their ecology. 
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The organism metaphor views organisation as a living system striving to 
survive in an uncertain environment. 

c) Organisations as Brains 

This approach to understanding organisation, originally known as “the 
decision- making approach,” was pioneered in the 1940s and 1950s by 
Nobel prize winner Herbert Simon and colleagues like James March. 
Exploring the parallels between human decision making and organisational 
decision making, Simon is famous for arguing that organisations can never 
be perfectly rational because their members have limited information 
processing abilities. Arguing that people: (a) usually have to act on the basis 
of deficient information about possible courses of action and their 
consequences, (b) are able to explore only a limited number of alternatives 
relating to any given decision, and (c) are unable to attach accurate values to 
outcomes, Simon challenged the assumptions made in economics about the 
optimizing behavior of individuals. 

He concluded that individuals and organisations settle for a “bounded 
rationality” of “good enough” decisions based on simple rules of thumb and 
limited search and information. 

d) Organisations as Cultures 

Organisations are mini-societies that have their own distinctive patterns 
of culture and subculture. Culture is a modern concept used in an 
anthropological and social sense to refer broadly to “civilization” and “social 
heritage”. This meaning of the word did not appear in an English 
dictionary until the 1920s. Its increasing use within the social sciences 
has led to definitions of varying generality, which develop in a host of 
ways. Taylor’s (1871) view that “culture, or civilization… is that complex 
whole which includes knowledge, belief, art, law , morals, custom, and 
any other capabilities and habits acquired by man as a member of 
society”. Kroeber and Kluckhohn (1952), have identified almost 300 
definitions, and they provide a detailed analysis of 164. 

There is a growing literature of relevance to understanding how 
organisation can be understood as a cultural phenomenon. Durkheim 
(1934), Weber (1947), Parsons (1973), and Harris (1979) provide valuable 
sociological analyses. Durkheim (1934) is particularly valuable for 
understanding the relationship between culture and industrialization. Kerr 
et al. (1964) explore the similarities in the structure of all kinds of 
industrial societies. The approach known as “Institutional theory” has 
developed the broad tradition by examining the links between organisation 
and social context, revealing how both are intertwined in the most 
fundamental sense. Sahlins (1972) helps us to see the distinctive nature 
of modern society through comparisons with Stone Age society. 
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The greatest strength of this metaphor is that it shows how organisations 
rests in shared systems of meaning, values, ideologies, beliefs, norms, and 
other social practices that ultimately shape and guide organized action. 

e) Organisations as Political Systems 

Organisations can be understood as mini-states where the relationship 
between individual and society parallel by the relationship between 
individual and organisation. There are three frames of references that 
are quite relevant  for understanding organisations as political systems. 
The pluralist frame of reference emphasizes the plural nature of interests, 
conflicts, and sources of power that shape organisational life.  The 
unitary frame of reference views that society can be considered as an  
integrated whole where the interests of individuals and society are 
synonymous. And the radical frame of reference views society as 
comprising antagonistic class interests, characterizes by deep rooted social 
and political cleavages and hold together as much by coercion as by 
consent. These three views are presented in Table 1. 

Table 1 : Unitary, Pluralist, And Radical Frames Of Reference 

 Unitary Pluralist Radical 

Interests Emphasis: on the 
achievement of 
common objectives. 
 
View: The 
organisation is 
viewed as being 
united under the 
umbrella of 
common goals and 
striving toward their 
achievement in the 
manner of a well 
integrated team. 

Emphasis: on the 
diversity of 
individual and group 
interests. 
View: The 
organisation is 
regarded as a loose 
coalition that has 
just a passing 
interest in the formal 
goals of the 
organisation. 

Emphasis: on the 
oppositional nature 
of contradictory 
“class” interests. 
View: Organisation 
is viewed as a 
battleground where 
rival forces (e.g., 
management and 
unions) strive for 
the achievement of 
largely incompatible 
ends. 

Conflict Regards 
organisational 
conflict as a rare 
and transient 
phenomenon that 
can be removed 
through appropriate 
managerial action. 
Where it does arise 
it is usually 
attributed to the 

Regards 
organisational 
conflict as an 
inherent and 
ineradicable 
characteristic of 
organisational affairs 
and stresses its 
potentially positive or 
functional aspects. 

Regards 
organisational 
conflict as inevitable 
and as part of a 
wider class conflict 
that will eventually 
change the whole 
structure of society. 
It is recognized that 
conflict may be 
suppressed and 
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activities of 
deviants and 
troublemakers. 

thus often exists as 
a latent rather than 
manifest 
characteristic of both 
organisations and 
society. 

Power Largely ignores the 
role of power in 
organisational life. 
Concepts such as 
authority, 
leadership, and 
control tend to be 
preferred means of 
describing the 
managerial 
prerogative of 
guiding the 
organisation toward 
the achievement of 
common interest 

Regards power as a 
crucial variable. 
Power is the medium 
through which 
conflicts of interests 
are alleviated and 
resolved. The 
organisation is 
viewed as a plurality 
of power holders 
drawing their power 
from multiple 
sources. 

Regards power as a 
key feature of 
organisation, but a 
phenomenon that is 
unequally distributed 
and follows calls 
divisions. Power 
relations in 
organisations are 
viewed as reflections 
of power relations in 
society at large and 
as closely linked to 
wider processes of 
social control (e.g., 
control of economic 
power, the legal 
system, and 
education). 

   Source: Burrell and Morgan, 1979. 

f) Organisations as Psychic Prisons 

The idea of psychic prison was first appeared in Plato’s The Republic. 
This metaphor plays a powerful role in drawing attention to the ethical 
dimension of organisation. It shows that we have over-rationalized our 
understanding of organisation. Both in our behaviour in organisations and in 
our explanations of organisations, factors such as aggression, greed, fear, 
hate, and libidinal drives have no official standing. When they do break 
into the open, they are usually quickly banished through apologies, 
rationalizations and punishments designed to restore a more neutered state 
of affairs. It has placed considerable emphasis on understanding and 
dealing with unconscious patterns of behavior and control. 

g) Organisations as Flux and Transformation 

This metaphor throws ideas about chaos, complexity, mutual causality etc. 
Four sets of ideas explored by Morgan in this context are: 

The Theory of Autopoiesis: The theory of autopoiesis was first developed in 
Chile in the 1960s and early 1970s by Maturana and Varela. The theory 
of autopoiesis suggests that the way we see and manage change is 
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ultimately a product of how we see and think about ourselves, hence how 
we enact relationships with the environment. 

The Lens of Chaos and Complexity Theory: Through the lens of chaos 
and complexity theory we begin to learn that “organisations” and their 
relationship with “the environment” are part of an “attractor pattern”. 
Key organizing rules- implanted in various aspects of structure, culture, 
information, mind-sets, beliefs, and perceived identity- tend to hold 
organisation-environment relations in a particular configuration. When 
pushed into “edge of chaos” situations the basic pattern can turn into 
new forms. The managerial challenge rests in nudging system into desired 
trajectories by initiating small changes that can produce large effects. 

Theory of Mutual Causality: The theory of mutual causality encourages 
us to understand these “attractor patterns” and the processes of change in 
terms of the positive and negative feedback loops that define complete fields 
of relations. 

The Lens of Dialectical Analysis: The emphasis is placed under this 
approach on understanding the paradoxes and tensions that are created 
whenever elements of a system try to push in a particular direction. Each 
phase of development sets up conditions leading to its own transformation. It 
invites us to find ways through which key tensions can be reframed to 
create new paths of development. 

h) Organisations as Instruments of Domination 

Throughout history, organisation has been associated with processes of social 
domination where individuals or groups find ways of imposing their will on 
others. In the view of some organisation theorists, the blend of 
achievement and exploitation is a feature of organisation throughout the ages. 
Organisation in this view, is best understood as a process of domination. This 
aspect of organisation has been made a special focus of study by radical 
organisation theorists inspired by the insights of Karl Marx and two 
other very famous sociologists: Max Weber and Robert Michels. 

Weber identified three types of social domination that could become 
legitimate forms of authority or  power. He called these the charismatic, the 
traditional, and the rational-legal. These are mentioned in Table 2. 

          Table 2: Weber’s Typology Of Domination 

 

 

 

 

 

Source: Mouzelis, 1979. 

Charismatic domination occurs when a leader rules by virtue of his or 
her personal qualities. Legitimacy of rule is grounded in the faith that 
the ruled vest in the leader. Traditional domination occurs when the 
power to rule is underwritten by a respect for tradition and the past. 
Legitimacy is vested in custom and in a feeling of the “rightness” of 
traditional ways of doing things. Rational-legal domination, Under this 
model, power is legitimized by laws, rules, regulations, and procedures. 
The ruler can thus attain legitimate power only by following the 
legal procedures that specify how the ruler is to be appointed. 
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A synoptic view of all the metaphors is given in the following Table 3. 

Table 3: A Synoptic View of All The Organisation Metaphors 

Archetypical Metaphors for Organisations 
(and associated concepts) 

Machines: 
Efficiency, waste, maintenance, order, clockwork, cogs in a wheel, 
programmes, inputs and outputs, The Model standardization, production, 
measurement and control, design 

Organisms: 
Living systems, environmental conditions, adaptation, life cycles, recycling, 
needs, homeostasis, evolution, survival of the fittest, health, illness. 

Brains: 
Learning, parallel information processing, distributed control, mindsets, 
intelligence, feedback, requisite variety, knowledge, networks. 

Cultures: 
Society, values, beliefs, laws, ideology, rituals, diversity, traditions, history, 
service, shared vision and mission, understanding, qualities, families. 

Political Systems: 
Interests and rights, power, hidden agendas and back room deals, authority, 
alliances, party-line, censorship, gatekeepers, leaders, conflict management. 

Psychic Prisons: 
Conscious & unconscious processes, repression & regression, ego, denial, 
projection, coping & defence mechanisms, pain & pleasure principle, 
dysfunction, workaholics. 

Flux and Transformation: 
Constant change, dynamic equilibrium, flow, self-organisation, systemic 
wisdom, attractors, chaos, complexity, butterfly effect, emergent properties, 
dialectics, paradox. 

Instruments of Domination: 
Alienation, repression, imposing values, compliance, charisma, maintenance 
of power, force, exploitation, divide and rule, discrimination, corporate 
interest. 

Source: Morgan, Gareth, 1986/1997. 

Activity B 

Is it appropriate to view your organisation as an open system? Give 
reasons. 

.......................................................................................................................... 

.......................................................................................................................... 
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STRUCTURE 

STRATEGY SYSTEMS 

SUPER- 
ORDINATE 

GOALS 

SKILLS STYLE 

STAFF 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

1.5 7Ss MODEL  

The Seven S Framework was first appeared in “The Art Of Japanese 
Management” by Richard Pascale and Anthony Athos in 1981. It was 
born at a meeting of the four authors namely Richard Pascale, Anthony 
Athos, Tom Peters, and Robert Waterman in 1978 and come into sight 
in “In Search of Excellence” by Peters and Waterman. The global 
management consultancy McKinsey has taken up it as a basic tool , 
therefore at times it is known as the McKinsey 7S Model. There are 
seven Ss in the Model and each of the Ss is presented in Figure 3 and 
elaborated in Table 4.There is no particular order to the 7Ss.  

Figure 3: The 7Ss Model 

Table 4: Details of the 7 Ss. 

Strategy A set of actions that the company starts with and 
which it must maintain. It also means the integrated 
vision and direction of the company, as well as the 
manner in which it derives, articulates, 
communicates and implements that vision and 
direction. 

Structure How people and tasks / work are organized, the 
policies and procedures which govern the way in 
which the organisation acts within itself and within 
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its environment, the organigram (e.g. hierarchical 
or flat) as well as the group and ownership 
structure. 

Systems All the processes and information flows that link the 
organisation together, the decision making systems 
within the organisation that can range from 
management intuition, to structured computer 
systems to complex expert systems and artificial 
intelligence. It also includes computer systems, 
operational systems, HR systems, etc. 

Style How managers behave, leadership style, employees 
share and common way of thinking and behaving - 
unwritten norms of behaviour and thought, 
organisational culture etc. 

Staff How the company develops managers (current and 
future), selection, training, reward and recognition, 
retention, motivation and assignment to employees 
appropriate work etc. 

Super-ordinate 
Goals 

Longer-term vision, and all that values stuff, that 
shapes the destiny of the organisation. Shared 
values means that the employees share the same 
guiding values. Values are things that one would 
strive for even if they were demonstrably not 
profitable. Values act as an organisation’s 
conscience, providing guidance in times of crisis. 

Skills Dominant attributes or capabilities that exist in the 
organisation. It refers to the fact that employees 
have the skills needed to carry out the company’s 
strategy. Training and Development - ensuring 
people know how to do their jobs and stay up to date 
with the latest techniques.  

These seven are often subdivided into the first three (strategy, structure and 
systems), considered as the “hardware” of success whilst the last four 
(style, staff, skills and shared values) are seen as the “software”. 
Companies, in which these soft elements are present, are usually more 
successful at the implementation of strategy. All seven are interrelated, so 
a change in one has a ripple effect on all the others. 

The contending opposites of the 7Ss are mentioned in the following Table. 
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Table 5: The contending opposites of the 7Ss 

Strategy Planned <====> Opportunistic 

Structure Elitist <====> Pluralist 

Systems Mandatory <====> Discretionary 

Style Managerial <====> Transformational 

Staff Collegiality <====> Individuality 

Shared Values Hard Minds <====> Soft Hearts 

Skills Maximise <====> “Meta-mise” 

Source: www. McKinsey’s 7-S and Pascale’s Adaptation Thereof.html 

Strategy: 

Planned versus Opportunistic 

Organisations need both planned and opportunistic tendencies, but the key to 
success lies in the in a dynamic blend thereof. Opportunistic responses often 
form the content of a new direction whilst strategic thinking identifies the 
underlying context. Strategy formulation is the search for a new business 
paradigm. 

There are two types of paradigms that apply to management, namely the 
business and the organisational or managerial paradigms. The business 
paradigm defines a company’s position in the marketplace with respect to 
customers, technology and products. The organisational or managerial 
strategy relate to suppositions on how the company inspires and co-ordinates 
collective activity, their fundamental assumptions about human beings at 
work and their expectations concerning their capabilities Strategy causes us 
to query the basic premises on which all else rests. Strategic thinking 
involves the understanding of basic economics of business; identifying one’s 
sources of competitive advantage, and allocating resources to ensure that 
ones distinctive capabilities remain strong. 

Structure: 

Elitist versus Pluralist 

Functional superiority can only be achieved if there is enough reliability and 
focus within each business unit. Pascale uses the term “elites” to 
describe those specialised organisational units with closeness to power and/or 
superior capability. These functions signify a particular organisation’s typical 
capability. It is, however, important that more than one such elite 
function exist. They need to be complementary so as to make sure that 
they serve as a check on another. 

Pascale uses the term “pluralist” to explain these essential forces that play a 
important role in decision making. The tension that is created amongst these 
forces stimulates thoughts and lead to self-improvement and competitiveness. 
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Elite functions bring main strengths to an organisation, but must assist with 
the whole (plurality) to attain shared results. The stronger and more 
competent the elites are, the more difficult it is to achieve cross-functional 
teamwork. The organisation’s challenge is therefore to ensure that these 
functions are on a par with that of competition, but at the same time they 
need to ensure that they respond to market demands by cutting across 
these functional compartments. 

Systems: 

Mandatory versus Discretionary 

Systems do not only refer to hard copy reports and procedures but also 
to informal mechanisms such as meetings and conflict management routines. 
It is important that systems emphasise key themes, but at the same time 
it should permit discretion and exception. Systems are powerful influences 
of behaviour. Although well-managed companies try to get rid of 
inconsistencies by creating good fit, they must guard against inward-
centredness, which could restrain the business. 

Style: 

Managerial versus Transformational 

Pascale defines “managerial” as an administrative orientation whose aim is to 
get the maximum out of the existing organisation whilst a transformational 
orientation aims at quantum leaps in performance. The focus is on 
creating a new order of the things. The managerial approach is more 
project than process focused. 

Staff: 

Collegiality versus Individuality 

Collegiality refers to the supportive relationships and teamwork and in 
organisations where this is present, one will find communal tendencies in 
the form of consistent social rules and common identities. Such a well-
constructed network can make employees feel independent but yet still 
part of the coherent whole. 

Shared Values: 

Hard Minds versus Soft Hearts 

“Hard minds” refers to the financial performance of an organisation. 
According to Pascale, an enterprise that cannot generate a profit is not 
adding enough value to perpetuate its right to exit, but when short-term 
profits are over-emphasised, a company’s long-term competitive position can 
be sacrificed. 

Hard minds drive for financial results and this drive manifest itself in a 
preoccupation with concrete, bottom-line results. Hard-minded values are 
tied to goals that are unambiguous and quantifiable. 
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Soft hearted values, on the other hand, pertain to intangibles that are tied 
to higher-order ideals that affects employees (treating them with dignity), 
customers (treating them with fairness) and society (making a social 
contribution). Soft hearts act as a counterweight to tangible financial 
goals. 

Skills: 

Maximise versus “Meta-Mise” 

A company’s skills can include hard assets such as financial strengths and 
dominant market share, but it takes the human and managerial input to 
convert these into a sustainable competitive advantage. 

Pascale uses the terms “maximise” and “meta-mise” to describe a 
company’s decision to decide whether it should be getting better at what it 
is already good at or whether it should be looking toward higher order 
capabilities that are beyond the old. 

Activity C 

Is it appropriate to consider the metaphor that envisions organisation as an 
orchestra? 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

Activity D 

List out the name of the organisations directly affecting your day to day life 
today. 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

1.6 SUMMARY 

Organisation is a system of consciously coordinated activities of two or more 
persons in order to achieve a common goal. It is a system of four major 
internal interacting components such as: task, people, technology and 
structure. Organisations are said to be open systems. A number of 
metaphors can be used to think and explain about the nature of 
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organisation. Morgan explores eight archetypical metaphors of organisation: 
Machines, Organisms, Brains, Cultures, Political Systems, Psychic Prisons, 
Flux and Transformation, Instruments of Domination. However, there is no 
specific theory or metaphor that gives a general point of view. The 7Ss 
framework provides a useful framework for analysing the strategic 
attributes of an organisation. Of these 7Ss, strategy, structure and systems 
are considered as the “hardware” whilst style, staff, skills and shared values 
are considered as the “software” of success. 

1.7 SELF ASSESSMENT QUESTIONS 

1) Discuss the meaning and characteristics of an organisation. 

2) Describe how organisation acts as a system. 

3) What are the different approaches to organisation? 

4) Explain the 7s model. 
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Objectives 

After reading this unit, you will come to understand: 

• organisation theory 

• historical perspective 

•  approaches to understanding organisation structure 

Structure 

2.1 Introduction 

2.2 Historical perspectives  
 2.2.1 Pre-Classical Era 

 2.2.2 Classical Organisation Theory 

 2.2.3 Neoclassical Approach 

 2.2.4 Modern Theories 

2.3 Summary 

2.4 Self-Assessment Questions 

2.5 Further Readings/ References 

2.1 INTRODUCTION 

The organisation is a somewhat young science compared to the other 
scientific disciplines. (Ivanko, 2013) Explanations of the growth of 
organisational theory typically begin with Taylor and Weber. Still, as Scott 
(1987) cites, organisations were present in the old civilisations, which can be 
traced back to the Sumerians (5000 BC). They went through their maturation 
phase with Taylor, Fayol and Weber, enduring to appear to the present with 
modern management methods and principles.  

Designing an effective organisational system should be scientifically based 
and forward-looking (Burton & Obel , 2018). The rise of agile and temporary 
organisations rising after the pandemic are certain cases that force the experts 
to explore the problems. The direct correlation between the firm's design and 
performance makes it necessary to determine how an organisation should be 
designed (Doty, Glick, & Huber, 1993). Organisation theories come from 
organisation practices and, continually, support practices. According to 
Nicholson (1995), organisation theories refer to “a series of academic 
viewpoints which attempt to explain the multiplicities of organisational 
structure and operating process”. In other words, organisation theories are 
knowledge systems that study and describe the organisational structure, 
function and operation and group and individual behaviour in organisations.  
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2.2 HISTORICAL PERSPECTIVES  

The work on organisations theory started in the 1850s, and the roots can be 
found in Gulick’s (1937) study on the “Notes on The Theory of Organising”. 
During the 1950s, there was an advent of studies that were carried out that 
started promoting and talking about the modern organisational theories and 
the comparison of organisation theories. Starbuck (2003), in totality, 
concluded that organisation theory comprises “scientific management, 
industrial psychology, industrial engineering, modern organisations, neo-
classical approach”.  

Organisational theories can be broadly classified as Pre Classical Era, 
Classical Theory, Neo-Classical Theory, and Modern Theory. 

2.2.1 Pre-Classical Era 

The classical organisation theory emergence can be dated back to 2900 BC. 
As a concept, it was reflected in the way the Egyptians used to set up, build 
and managed pyramids (Kitana, 2016). The conceptual models built around 
this time gave rise to various theories that revolved around organisation 
working.  

Robert Owen (1771-1858) was one of the eminent contributors who worked 
toward managing human resources. During this time, the work environment 
in the factories was impoverished, and the work burden was extreme due to 
the industrial revolution. Stretching working hours and the contribution of 
children towards the production made Owen realise the importance of the 
well being of workers at the workplace. He paid heed to the fact that the 
employees at the workplace are as important as the emphasis on the 
production standards and machines. The importance of the workers' well-
being can be a decisive factor that could work towards the enterprise's 
success. Thus, after evaluation of the conditions at the workplace and towards 
1817- Owen introduced “8-hour day, 8-hour labour, 8-hour recreation and 8-
hour complete rest”. Instead of maintaining strict discipline at the workplace 
and indiscriminately deciding on labour related matters, Owen came up with 
the idea to manage employees and consider them for decisions. Therefore 
Owen is called the father of personnel management. 

Adam Smith (1723-1790), popularly known as the father of modern 
economics, was the first to emphasise the need for specialisation as an 
essential factor for productivity. Division of labour placed relevance to the 
distribution of tasks according to specialisation, which will help attain 
effectiveness and efficiency in production. The “invisible hand principle” 
placed substantial importance on the linkage of organisational goals with 
labour incentives. He suggested that it is essential to bridge the gap between 
personal goals and the organisation's goals. This will benefit the employee's 
self-interest and the group well being. All of this, as Smith suggests, will 
drive a nation’s economic progress.  
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Charles Babbage (1792-1871), a professor of mathematics at Cambridge 
University, observed that mostly the organisations relied on assumptions, 
conjecturing and suggesting when it came to decision making. He, therefore, 
emphasised the importance of logic, science and principles. The reason 
behind the same was relying on facts rather than fiction. This, in turn, shall 
lead to accuracy and an increase in productivity. Famously known as the 
father of modern computing, he relied on the specialisation of work and 
profit-sharing as the mechanisms for better productivity.  

The industrial revolution posed severe challenges when it came to changes in 
the social and technological environment. Formal hierarchical organisations 
emerged to cater to the rise in demand and the resultant supply needs. The 
engagement of a large population in the organisations now needed special 
attention in proposing general theories.  

2.2.2 Classical Organisation Theory 

The classical theory was the leading theory prevalent in the 1930s, but its 
structure and design are evident today. The rise in the demand for machines 
and production led to coordinated working methods. Due to the revolution, 
there was a need to use large machines that could cater to the high demand. 
The workplaces depended largely on coordinated and capital intensive work 
processes. Therefore, the earlier designs did not work well considering the 
market and the external factors. The entire organisation is viewed as a 
machine, and the workers are considered different parts of that machine. The 
logic behind the theory was that to build on the firm's efficiency; it is essential 
to work towards the efficiency of all the workers. The scholars usually 
focused on the top-level efficiency in the organisation.  

The classical organisation theory includes three schools of thought: scientific 
management, bureaucratic management, and administrative management.  

Foundational Pillars of Classical Organisation Theory  

The organisation is built on four foundational solid pillars: division of work, 
scalar and functional processes, structure, and span of control.  

Division of Work:  

The primary pillar, division of work, implies that the work process should be 
separated into distinct tasks undertaken by an expert individual. There is no 
repetition in the job performed, and the individual's skill set is utilised 
effectively. Adam Smith pioneered this concept in 1776 as one of the 
essential principles in the assembly line used primarily for mass production. 

Scalar and Functional Process:  

It is essential to maintain a clear communication channel known as the scalar 
principle (chain of command) to establish authority and command. There 
should be a clear communication channel to adhere to the unity of command 
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principle. It ensures that the authority flows in a single direction from the top 
hierarchical chain to the bottom.  

Structure:  

Implementation of the organisational goals and objectives needs to be a 
certain level of specification in which the functions occur. Two basic 
structures ensure how the relationships are maintained. The most crucial 
aspect of classical organisation theory is how a worker is placed. Each 
worker is placed in a particular position with a specific role and task to 
perform. Finally, organisational effectiveness is determined by how 
efficiently the functions will be performed according to the set structure and 
defined responsibility.  

Span of Control:  

The primary purpose of having a span of control is to fix the number of 
subordinates managed by one supervisor. There is a wide span of control with 
many subordinates under one manager. It can also be called an operative 
span since it is mainly observed at the operational level. A narrow span of 
control implies having a few subordinates under one manager. It is also called 
an executive span since it is seen at the top or mid-level management. It all 
depends on the nature and context of the organisation as to which span of 
control will be most productive.  

 

 

 

 

 

Figure 1: The emergence of bureaucratic organisations 
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Different Schools of Thought 

1) The  Scientific Management Approach 

The scientific management theory was propounded by Frederick Winslow 
Taylor, known as the father of the Scientific Management movement. It was 
successfully moved forward by Frank and Lillian Gilbreth, Henry L. 
Gantt and Emerson. Taylor also published many books like "Shop 
Management" and "The principles of Scientific Management", which have 
enticed worldwide attention.  

Taylor used the famous time and work-study to plan and manage work in the 
organisation. According to Taylor, it is necessary to systematically analyse, 
design and investigate how the work gets allocated and performed. Taylor 
promoted industrial engineering and management. To achieve simplification 
and efficiency in procedures, he suggested that stress be minimised, and the 
training of the workers should be based on specific analysis and scientific 
methods (Taylor, 1947). There should be collaboration to do the work, 
eradicating any conflict. He also suggested that the traditional boss culture 
should be eliminated. Some of the characteristics of scientific management 
are given below: 

Table 1:  Characteristics Of Scientific Management 

• Objectives: It focuses on developing each man's most excellent 
efficiency. 

• Method: It attempts to find the best way of doing a job at an 
economical cost. 

• A definite Aim: It is another main characteristic of scientific 
management. Scientific management is organising, directing, 
conducting and controlling human activities. Hence, there must be a 
definite aim before the managers organise, perform, and manage the 
human activities to achieve that aim. 

• Approach: It is a systematic, analytical and objective approach to 
solving industrial problems. 

• Systematic: Scientific management is a systematic approach to 
management that ensures that all activities are carried out 
methodically. 

• A Definite plan: Before starting and working,  there must be a definite 
plan before, and the work is to be done strictly according to that plan. 

• Discards old methods: It discards the age-old methods of rule of 
thumb and hit or miss approaches. 

• Cut down on Wastages: The focus of scientific management is to cut 
the waste of time, materials, machines, etc. All avoidable production 
components are removed, and a genuine attempt is made to attain the 
highest production at the minimum cost. 
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• Emphasis: It emphasises all production, men, material, and 
technology factors. 

• Techniques: It implies scientific practices in work methods, 
recruitment, selection and training of workers. 

• Changes in attitude: It includes a complete change in the mental 
attitude of workers and management. 

• A Set of Rules: There must be a set of rules following the laid plan to 
achieve the objectives.  

• Specialisation: Scientific management entails severing work into 
small parts, each part being assigned to the skilled individual. It leads 
to better and more work being done in less time.  

• Scientific Selection of Personnel: People have different capacities and 
attitudes and therefore must be selected for the jobs best suited to 
them. The salary, wages, etc., are to be decided as per the work 
performance of individuals. 

Henry Gantt  

Henry L. Gantt was an American mechanical engineer and management 
consultant and is best known for developing the Gantt chart. To work, plan 
and manage projects, it is a graphical representation. Gantt worked with 
Taylor on different projects, and later when he started as a consultancy 
engineer, he launched assessing the incentive plan as given by Taylor. He 
argued that providing differential rates yields a minimal motivational impact, 
and therefore, it was suggested that a bonus system be introduced. Gantt 
finally came up with the idea that workers that finish a day’s work shall be 
incentivised with a 50 cent bonus. Subsequently, he came up with a 
secondary source of motivation: every supervisor who makes sure that a 
worker reaches the daily standard will be eligible for a bonus. To add to this, 
if all the workers attain their standard, an additional bonus will be provided. 
Therefore, there will be motivation for better productivity as well as training. 
A chart system mentioned the workers who attained the standard in black 
while those who fell short in red. The Gantt chart has been issued since the 
1920s, even today. Later on, two charting devices were also created to 
manage complex organisations, namely the Critical Path Method (CPM) and 
Program Evaluation and Review Technique (PERT) (Geraldi & Lechter, 
2012).  

Frank Gilbreth & Lillian Gilbreth – Their theory reflected on increasing 
worker morale because of its apparent physical benefits and demonstrates 
management's concern for the worker. 
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Weber's Bureaucratic Approach 

German Sociologist, Max Weber, believed that bureaucracy was an ideal 
weapon to harness human and physical resources.   As suggested by Weber, 
the organisationsare based on the concept of formal organisation based on 
different principles (Weber, 1947). In the early 20th century witnessing the 
mushrooming growth of factory set-up, Weber observed the need for 
rationality and proficiency (Weber, 1968). There are clearly defined rules and 
regulations and occupancy of specific marked roles. The employees have to 
strictly abide by the hierarchical set-up and obey the authority system. Rules, 
regulations, rigid hierarchy and specialised functions are essential features 
of bureaucracy.   It is the epitome of a structural relationship to control. 
Certain features that outline the Weberian bureaucracy are as follows: 

1) Purely hierarchical arrangement 

2) There is the considerable power of a manager over his subordinates 

3) The decision making follows a chain of command  

4) The top management clearly defines the critical tasks 

5) There is an existence of a top-down approach where the manager 
controls the subordinate 

6) The reward system consists of bonuses and monetary compensation that 
is designed and decided by the top management 

7) There is a robust centralised communication system that consists of 
giving orders and instructions 

8) Existence of fixed standardised procedures that ensure task completion 
and monitoring 

9) The rules are primarily law-like that cater to efficiency in a rational 
manner  

Weber said bureaucracy was the best-known means yet conceived to 
achieve 'imperative control' over human beings.  

Table 2: Characteristics of Bureaucracy promoted  by Max Weber 

Sl. 
No 

Characteristics 
of bureaucracy 

Meaning 

1. Division of 
labour 

“Jobs and tasks should be simple and clear cut. 
Tasks should be performed only by a specified 
worker to avoid repetition.” 

2. Authority “The structure is such that the lower levels are 
controlled and managed by the higher ones. That is 
how supervision takes place.”  

3. Formal 
selection 

“The staff recruited in the organisation should be 
certified with a qualification. There should be the 
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recruitment of workers with an appropriate level of 
education and training.” 

4. Formal rules 
and regulations 

“To maintain discipline and a proper code of 
conduct, it is important to rely on a formal set of 
rules laid in the organisation.” 

5. Impersonality “All the biases need to be removed to maintain a 
standard where rules are followed and avoid 
attachment with personal preferences.” 

6. Career 
orientation 

“Managers work within limits under a fixed salary; 
therefore,they need to be driven for their career. 
They are professionals and work with a drive.” 

Source: Adapted from Robbins and Coulter (1999). Management. 6th Edition 

Fayol's Administrative Theory of Organisation 

Henri Fayol (1841 -1925) was a French engineer who proposed the fourteen 
principles of management that served the organisation. These administrative 
principles emphasised how the order shall be followed and the grouping of 
different activities and are still ruled by managerial processes today.  It is also 
believed that organisations are influenced by management principles even today. 
Without the administrative set-up, an organisation will only be limited to a group 
of individuals working towards a common goal. Fayol's 14 principles are 
presented in a tabular format. 

Table 2: Fayol's 14 Principles of Management 

S/N Element of the 
principle 

Explanations 

1 Division of Work Skills and knowledge help in attaining 
specialisation. It helps the employees in achieving 
efficiency and increased productivity. A specific 
employee can perform the tasks at a particular 
time. This is how specialisation helps in the 
division of work. There is less repetition and 
more productivity (Uzuegbu&Nnadozie, 2015). 

2 Authority Authority and responsibility are two sides of the 
same coin. Therefore, whenever an employee is 
given the right to exercise authority, by default, 
the responsibility arises. In totality, it reflects that 
there exists the right to command the lower level 
employees so that they can perform their job 
better. In such cases, the superiors are responsible 
for all their actions. (Pathak, 2014) 
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maintain proper discipline and conduct. The 
organisation can maintain discipline, which is 
possible only through remarkable leadership 
skills. If the management demonstrates exemplary 
leadership, adherence to the code of conduct can 
be easily maintained (Achinivu, Okwu, Wey, 
Akpan, &Fasan, 2017).  

4 Unity of 
Command 

Any worker in the organisation should receive 
orders and commands from only one boss. This is 
primarily to remove confusion and lines of 
command that are conflicting. This principle is 
thoroughly questioned for contemporary 
organisations simply because of the rise in matrix, 
project and agile organisations that emphasise 
mostly temporary groups. The groups are mostly 
made keeping in mind the skills needed and the 
goal achieved. Similarly, the leaders can be 
chosen. The group leader may not be the only 
manager that the employees have. According to 
the official roles, there might be different 
managers  (Uzuegbu&Nnadozie, 2015).  
Therefore, there is a need to modify this principle 
keeping in mind the current realities of the 
organisations. Although it is not unusual for 
organisations to receive orders from different 
superiors, Fayol stressed the timing and observed 
that only one command should be issued 
(Nwachukwu, 1988).  

5 Unity of 
Direction 

Organisations have fixed objectives that need to 
be attained in a certain period. The unity of 
command comes together with unity of direction. 
The unity of direction asserts that the goals and 
objectives should be achieved in a particular 
direction. Even if different managers give 
commands, they all should be towards a single 
order (Drucker, 1954). 

6 Subordination of 
individual 
interest to the 
general interest 

All the employees enter and work in an 
organisation to satisfy their personal goals, for 
instance, shelter, food, entertainment and 
investing, but what is important to note is that a 
common goal binds them. The organisation's 
common goal can be increased profits, turnover, 
and achieving a standard. Management, therefore, 
should emphasise organisational interest.  
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7 Remuneration Despite the process, timing and method of 
remuneration- it is important to note that the 
efforts put in by the workers should be 
emphasised and fairness in pay maintained. The 
compensation paid should satisfy both the 
organisation and the employee (Mtengezo,2009). 

8 Centralization (or 
Decentralization). 

The bureaucratic form of organisations places all 
the decision making powers on the managers. 
Centralisation thus focuses on reducing the role of 
the subordinates in taking decisions. 
Contemporary organisation structures like start-
ups maintain a free-flowing structure, and 
therefore a lot of decisions can be taken by the 
subordinates. Depending on the organisation's 
context, Fayol observed that superiors should be 
responsible. Still, at the same time, there should 
be a lot of room to improve and complete the job 
in the best way possible.   

9 Scalar chain  
(Line of 
Authority) 

Famous as the scalar chain, the principle implies 
that a set mode of communication should flow 
from the top to the bottom levels of the hierarchy. 
This principle is primarily necessary for the 
maintenance of unity of direction. The number of 
steps in the scalar depends on the work and the 
organisation's design. According to Fayol, 
"Organisations should have a chain of authority 
and communication that runs from top to bottom 
and should be followed by managers and the 
subordinates". A proper communication channel 
is vital to be drawn to figure out how the 
communication should be flown in case of any 
priority work (Bhasin, 2016). 

10 Order It is crucial to use the raw materials in the most 
efficient way possible. This will help reduce 
unnecessary wastage and attain productivity most 
quickly with minimum time waste. This way, an 
organisation’s material order is maintained.  
On the other hand, the social mandate is upheld 
by careful selection and maintenance of 
organisation design and personnel.Every material 
and each individual should be placed in the 
appropriate place and position (Rodrigues, 2001). 
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needed in running a business. Apart from 
remuneration and benefits, each demands fair and 
proper treatment by the superiors. Treatment of 
the employees should be free of any form of 
discrimination and prejudice. This principle needs 
to be followed and maintained at each level of the 
organisation despite the context (Okpara, 2016).  
According to (Mtengezo,2009), equity means “the 
combination of fairness, kindness & justice 
towards employees”. This principle implies that 
to achieve loyalty, the employees, in return, 
should be treated fairly by the organisation.  

12 Stability of 
Tenure of 
Personnel 

The employees' basic needs need to be taken care 
of, which means their job security and growth 
trajectory shall be well thought out and promised. 
If these factors are not taken care of, it may lead 
to unprecedented high employee turnover.  

13 Initiative The authority placed with the managers mustn't 
be abused. Therefore, there should be some room 
for the employees to initiate. This, in turn, can be 
a source of strength for the organisation. The 
employees may learn from their mistakes. 
Meanwhile, the managers can always be present 
to guide the employees whenever needed to 
ensure implementation (Okpara, 2015). 

14 Esprit de Corps Espirit de Corps is the “intensity and depth of 
feelings which brings job and fosters support 
amongst members of a group” (Boyt et al. 2005). 
According to Merriam Webster, “esprit de corps 
is the common spirit existing in the group 
members and inspiring enthusiasm, devotion, and 
strong regard for the group's honour”.It can be 
described as the collaboration that can be evident 
from the employees and comes from the informal 
bonding in the organisations. It can be described 
as a "valued asset among organisational members 
who do not have formal authority over each 
other" (Homburg et al., 2002). 

Source: Adapted from Gabriel, J.M.O. (2020): Principles and practice of management for a 
successful business (in press). 
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Criticism of the Classical Theory 

The classical theory suffers from some limitations. Some of its disadvantages 
are given as follows: 

1) Human nature is multifaceted. It is tough to understand. The primary 
drawback of the classical theory is that it always assumed human beings 
as a part of the huge machine, thus, neglecting the need to relate and 
belong.  

2) Another drawback was that increasing monetary incentives could only 
increase productivity. The primary source of motivation is thus assumed 
to be financial terms.  

3) Therefore, the theory emphasised formal structures and relationships and 
considered the organisation fixed and rigid.  

4) This theory did not emphasise the decision-making processes. 

5) The environment and the context in which the organisation operates are 
open; therefore, time and again, the environmental factors will influence 
how the organisation functions and operates.  

6) It allows capital intensive economies.  

7) Classical theory is primarily derived from observation rather than 
analysis, logic, and facts. 

8) It is founded on mechanistic assumptions. 

2.2.3 The Neoclassical Approach 

The neoclassical approach is bifurcated into two schools of thought: the 
human relations school and the behavioural school. The human relations 
school focused on how the relationships operated within the groups. On the 
other hand, the behavioural school focused on the way individuals operated 
and behaved. It implied that the workers work in a system that influences their 
behaviour and actions in a crux.  

Human Relations Theory 

From 1924 to 1932, at the Hawthorne plant in Chicago, Elton Mayo 
conducted experiments in different phases like “illumination, relay 
assembles, interviewing programs,  and the bank-wiring observation room 
experiments”. The experiments' primary intent was to determine if working 
conditions and other issues reflected the productivity levels. The study 
concluded that despite the pay and other incentives, the social and 
psychological factors mattered at the workplace, i.e. the feeling of being 
associated and belonging. These experiments thus demonstrated the 
following:  
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• The performance of the employees did not solely rely on monetary 
incentives; instead, it strongly depended on the conditions prevalent in 
the workplace that catered to belongingness, a positive environment and 
communication.  

• It did not cater to the fact that workers are only driven by monetary 
benefits and the emphasis on the individual's interest.  

• There was an increase in productivity with a change in the lighting in the 
room and welfare facilities. Also, over 20,000 employees showed 
improvement in the production levels and how managers treated them. 
The expression of encouragement yielded positive results.  

• The importance of the informal groups and the influence of the same in 
the workplace showed positive results.   

• Lastly, it negated that individuals are selfish regarding their interests, 
thus criticizing the “rabble hypothesis”. The results showed that social 
dynamics were fundamental when it came to productivity. 

Behavioral Science Theory 

Group behaviour and interpersonal relations have significantly influenced 
how human beings work and operate. With the work of sociologists and 
psychologists contributing to the behavioural science literature, it remains 
evident to treat human beings and their elements as a part of the social 
system. Human relations shed light on the individual's morale, and 
behavioural science, on the other hand, emphasises the workers' social 
relationships and roles.  

The motivation models were suggested by Herzberg and Vroom soon after 
Maslow proposed the hierarchy of needs model. Scholars like McGregor and 
Argyris contributed that an individual who has attained the self-actualisation 
need can contribute to management development. The motivation was highly 
emphasised, and the task that an individual undertakes acts as the primary 
source of motivation. Unlike the earlier theories, behavioural science scholars 
focused on employees' need to enjoy their work and not be done out of 
imposition. Therefore, the individuals are invested in their jobs and a safe and 
friendly environment. They consider themselves an essential factor in the 
growth of the organisation.  

The behavioural science theory sheds light on new insights that focus on 
developing better ways to think and operate. It believes in the employees' 
interpersonal relationships, and the ideas put forward by the employees are 
taken into consideration. The factory builds a friendly environment where the 
employees and their relationships are highly regarded.  

Therefore, the workers operate in a given context and cannot be treated in 
isolation. Thus, the workers are a part of the group and should be seen as a 
cohort.  
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• Social affiliation is a priority for individuals; therefore, the need to bond 
and relate plays a crucial role. The salary and other incentives hold less 
importance than the need for belongingness and connectedness.  

• The social bonding and interactions formed out of the grapevine 
networks of communication influence the way workers behave and 
operate in any given circumstances.  

• At times, rumours, misleading information and assumptions take the lead 
and form a strong argument that works against the organisation. 
Therefore, the organisation needs to work with these groups to 
collaborate and bring social bonding as a matter of opportunity. 

Foundational Principles of the Neoclassical Approach  

The fundamental principles of the neoclassical approach are as under:  

• The individual: Any human being continues to interact with the social 
context every day. Thus, it can't be argued that any employee can be 
solely treated as a mechanical tool. Each individual has distinct desires 
other than the security need fulfilment.  

• The workgroup: The neoclassical approach focused on the social 
relations prevalent in any organisational set-up. The informal ties that 
operate under a formal hierarchy form 'groups' that help in providing 
synergies. 

• Participative management: The organisation that encourages 
employees to participate in the decision-making process helps them 
cultivate a feeling of belongingness. It allows the organisation to increase 
its productivity and effectiveness.  

• The segregation of different departments and specification of unity of 
command: 

The organisational structure benefits in several ways, as mentioned below: 

 Clear communication patterns where a concept of scalar chain signifies 
how the communication between two colleagues can occur. 

 The management can quickly establish how the roles are built and 
allocate formal duties and authority prescribed. 

 The coordination structure can help better arrange work tasks and 
responsibilities.  

 There is clarity on control and decision-making responsibilities. 

2.2.4 Modern Theories 

Modern organisation theory is a culmination of the classical models, social 
and behavioural sciences. The scholars argue that the organisation is an open 
system that adapts and modifies itself according to the changes in the 
environment. Each scholar pointing out a theory seeks to give a unique 
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thought when considering the system. The main essence of bringing modern 
theories into action is considering the whole organisation in its totality. The 
illustrative books in the field are March and Simon’s (1958) Organisations, 
and Haire’s Modern Organization Theory. It is crucial to study the different 
components involved in the system analysis: the systems' interactions, 
processes, and goals (Scott, 1961).  

Systems theory talks about considering all the parts of the organisation and 
working towards collaborative functioning. Therefore, the modern approach 
also reflects the general system theory and points out that each time there is 
turbulence that the organisation faces- there needs to be a mechanism to 
mould every time. The interaction of the employees, communication and the 
zeal to work towards the goals and objectives play an essential role in 
fulfilling the organisational interests for the long term (Hicks & Gullet, 
1975).  

• The systems approach: Organisations as described comprise a system of 
interconnected and mutually dependent subsystems. The subsystems can 
individually have their sub-sub-systems. Thus, the organisation is a sum 
of parts, systems and processes. The three essential elements are 
described as under: 

• Components include the individuals in the name of employees and the 
formal-informal sets of communication structure and relationships. The 
different patterns and clusters of behaviour arise due to the hierarchical 
structures. The roles and responsibilities as specified, and lastly, the 
environment that consists of PESTLE (political, economic, social, 
technological, legal, environmental) factors in which the employees 
work and complete their roles and responsibilities. 

• Linking processes: The correlation between different subparts of the 
organisation needs to be established, and the interaction between them is 
dependent on communication, balance and decision analysis. To develop 
and maintain relationships, it remains evident to systematically establish 
coordination between different functions and roles. The middle ground 
needs to be set to structure the other system parts. Decision making is 
required to show how individual decisions are intertwined in the 
organisation process.  

• Goals of organisation:The goals may differ according to the vision and 
mission statements of the organisation. The variety is goals may range 
from the focus on growth, stability or diversity. The interaction between 
the parts of the organisation that helps in achieving reciprocity in 
individual needs keeping in mind the organisational goals, is required.  

• Socio-technical approach: The approach is based on the fact that any 
organisation operates on people, the environment and technology. The 
employees gather the inputs and convert the same into output with the 
help of obtaining materials from the environment and using tools and 
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technology to transform them into the final product/service. Therefore, a 
balance is thus needed in the social, technological, and economic 
systems.  

• The contingency or situational approach: The contingency resources 
are utilised when there is any turbulence in the environment. It implies 
that considering economical, environmental and legal changes in the 
social context- different guidelines are required suited to the change. A 
universal set of guidelines does not apply to any dynamic environment 
(Hellriegel & Slocum, 1973).  

Speaking of the concept of equilibrium as a coalescing element in all 
systems, Easton says, "It (equilibrium) leaves the impression that we have a 
useful general theory when in fact, lacking measurability, it is a mere 
pretence for knowledge." “The inability to quantify and measure universal 
organisation elements undermines the success of practical tests to which 
general system theory might be put. "(Scott, 1961)  

Fundamental Assumptions of the Modern Organisational Theory  

A few fundamental assumptions of the modern organisational theory are 
presented below: (Shafritz, Ott, Jang, 2005).  

• "Organisations are rational institutions whose primary aim is to 
implement established objectives; rational organisational behaviour is 
achieved best via well-defined rules and formal authority systems. 
Organisational control and coordination are key for maintaining 
organisational rationality".  

• "There is a 'best' structure for any organisation, or at least a most fitting 
structure in light of its given objectives, the environmental conditions 
surrounding, the nature of its products and services, and the production 
process technology".  

• "Specialisation and the division of labour increase the quality and 
quantity of production, particularly in highly skilled operations and 
professions".  

• "Most problems in an organisation result from structural flaws and can 
be solved by changing the structure".  

The basic principles are similar: "to achieve organisational efficiency, 
rationality and increasing the production of prosperity regarding tangible 
goods and services”. 

Mechanistic and Organic Systems (Tom Burns & G. M. Stalker) 

Burns and Stalker observed whether the changes in the technological and 
market environments influence how the firm’s structure and management 
processes operate. Using twenty manufacturing firms' data, the scholars 
bifurcated the environments into “stable and predictable” and “unstable and 
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unpredictable”. The observation was that the firms could be divided into 
mechanical and organic firms.  

The mechanistic firm is rigid and mainly cannot be changed. It can be easily 
found in a comparatively stable and predictable environment. Its 
characteristics are:  

• The tasks of the organisation are divided into different functions and 
specialisations. Once the fragments are made accordingly, the priorities 
can be set relating to the entire organisation.; 

• A hierarchical structure of authority, communication and responsibility 
can be set.  

• The main point of knowledge of the entire organisation is stuck at the top 
of the hierarchical set-up. However, there is significance being given to 
the knowledge, skill and experience belonging to a specific set of 
employees rather than being general to the entire firm. 

• The vertical interactions between a superior and a subordinate can be 
observed from the structure.  

The organic organisation has a free-flowing set-up with space for changing 
environmental conditions. This set-up is efficient for quick responses each 
time any turbulence occurs. Its characteristics are:  

• The employees work towards the tasks common to the entire 
organisation, whereas there is a continuous adjustment to regular 
interactions. Therefore, there is change in the definition of individual 
functions.   

• There is a control authority network and communication structure 

• For communication purposes, the direction is lateral.  

• Knowledge and skills may be stored anywhere in the organisational 
structure 

• The ad hoc location has the centre of authority and communication;  

• Status and prestige attached to affiliations valid in industrial and 
technical settings external to the firm. 

Mechanistic and organic forms are the opposite sides of the spectrum, and, in 
specific organisations, a mixture of both types can be observed (Lam, 2011). 

Adhocracy: Organisational Structure Without Structure 

Introduced by Warren Bennis, it refers to the formation of project teams with 
a loose structure. The existence of flat structures with a continuous formation 
of project teams is the sole idea behind adhocracy. Alvin Toffler popularised 
this in the book “Future Shock”. He gave a name to these organisations, 
which were then famously called “kinetic”. Later in 1979, Henry Mintzberg 
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mentioned the same idea in his book titled “structuring of organisations” and 
again in 1989 as “Mintzberg on Management”.  

His earlier work identified “five archetypical organisational structures” later 
revised to six. 

• Entrepreneurial Organisations are “small, informal, with the loose 
allocation of roles, but frequently strong leadership from a single chief 
executive”. 

• Machine Organisations are “excellent at repetitive tasks like 
manufacturing, placing the efficiency of the process at their heart, and 
formalising everything”. 

• Diversified Organisations “create a central administrative function to 
serve a range of operating units that are more or less autonomous. The 
degree of autonomy seems to vary in cycles, with the current process 
creating a high degree of centralisation”.  

• Professional Organisations “might also be called knowledge 
organisations. They use the skills and knowledge of their highly trained 
workforce to deliver fairly standardised services”. 

• Innovative Organisations are “flexible, informal and multi-disciplinary, 
allowing them to adapt and innovate. Mintzberg saw these as 
increasingly succeeding over competitors in the future”. 

• Missionary Organisations “have a clear mission that provides the basis 
for strategic choices and employee motivation”. 

2.3 SUMMARY 

Organisational theories help us study an organisation, its designs, structures 
and behaviour of individuals or groups. The scholars of the late nineteenth 
and early twentieth century have contributed to the various theories that are 
crucial for the management of organisations. However, the results were not as 
consistently expected in certain situations, especially in the twentieth century. 
With the advent of new changes, new perspectives and thinking gave rise to 
modern-day theories. The classical management theory was crucial for the 
old times and is prevalent in creating today's organisational structures. To 
maximise efficiency, the management needs to consider all the principles of 
management and theories of organisation.  

2.4 SELF-ASSESSMENT QUESTIONS 

1) Write the essence of organisation theories developed during the pre-
classical era. Is there any lesson that modern-day managers can learn 
from those theories? 
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2) How are the fundamental assumptions of the classical management 
theorists different from the neo-classical management theorists? 

3) Write the merit and demerits of different approaches to organisational 
structures.  

4) As a practising manager, which particular approach do you find more 
hands-on? 
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UNIT 3 ORGANISATIONAL EFFECTIVENESS 

Objectives 

After reading this unit, the learner should be able to understand: 

• The concept of organisational effectiveness; 

• Different approaches to evaluate organisational effectiveness; and  

• The limitations of evaluating effectiveness 

Structure 

3.1 Introduction 

3.2 Organisational Effectiveness 

3.3 Determinants of Organisational Effectiveness 

3.4 Evaluating Effectiveness 

3.5 How to make organization effective 

3.6 Case Study: Evaluating Branch Performance 

3.7 Summary 

3.8 Key Words 

3.9 Self-Assessment Test 

3.10 Further Readings/ References 

3.1 INTRODUCTION 

Organisational effectiveness is a complex subject that makes it hard to define, 
diagnose or evaluate precisely. There have been attempts to develop a general 
typology of characteristics of effective and ineffective organisations. But all 
of them may not be equally relevant when applied to specific situations. The 
determinants of effectiveness being several, it is rather difficult to isolate 
them as to their precise effect on effectiveness. There is, often, no agreement 
on appropriate criteria to evaluate effectiveness. It is related to the purpose of 
evaluation and the choice of referent.  

3.2 ORGANISATIONAL EFFECTIVENESS 

Organisational Effectiveness measures how successful organizations are 
reaching their goals. An Effective Organisation runs smoothly and functions 
well. Let us start in understanding what is organisational effectiveness and 
how it can be measured. According to Merriam-Websterm effectiveness is 
‘the power to produce a desired result’. We can take examples of an Effective 
President, an effective CEO and an effective financial controller. But it is 
difficult to define an effectiveness with reference to organisations. An 
organization can be successful on many measures but we have to understand 
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is it also effective? The effectiveness of an organization depend on many 
factors for example mission and Goals, internal efficiency, positioning and 
many others factors. What makes the organization more effective depends on 
whether the organization made a tangible positive impact on their 
shareholders, their users, their employees or the environment. Therefore, 
effectiveness has no one definition as it depends on the organization context. 
It can be on accomplishment of goals, satisfying their stakeholders enough 
resource to operate and make an impact on society or environment. 
Therefore, we can define organization effectiveness as the degree to which an 
organization achieves the goals it set out to achieve. These goals can be a 
certain output (productivity or service quality), efficiency goals it set out for, 
but also the degree to which its internal processes are aligned, and the degree 
to which it has secured the resources required to create a competitive 
advantage.  

Organisational functioning is a product of strategic choices. If the purpose of 
organisations is to achieve results or accomplish certain goals, those who 
attain favourable results are referred to as successful organisations. If 
organisations are capable of what they seek to achieve we may refer them as 
being efficient organisations. However, when we talk of organisational 
effectiveness we refer not merely to results, which may in themselves be 
significant enough, but to a variety of other aspects covering the nature and 
kind of stimuli, means and ends. The long term values, philosophy, policies, 
processes and outcomes are all matters which become relevant. 

Effectiveness is related to purposive criteria which places boundaries around 
the concept of effectiveness and gives it a specific referent. 

3.3 ORGANISATIONAL EFFECTIVENESS 
MODELS  

Let us discuss some of the models with reference to organisational 
effectiveness.  

1) Goal model means a accomplishing its goals. In this model its measures 
output and does not provide the information of the input and processes 
adopted by the organisation.  

2) Internal process model means high quality internal processes. This 
model does not look at the outcome but depends on the internal 
processes of the organization. This model assesses effectiveness on the 
smooth functioning of organisational operations. This is achieved based 
on the information providing in the document i.e. documentation and 
continuous consolidation. This model focuses more on efficiency rather 
on effectiveness i.e. the focus is more on internal processes rather 
outcomes.  

3) Resource based model means obtaining resources needed for high 
performance. This model looks at achievement of competitive advantage 
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depending on the resources which are valuable and are rare to copy. For 
example Apple Iphone, Microsoft window, etc. Building these resources 
helps the organization to be more unique. By being unique organization 
become effective.  

4) Strategic constituency model means satisfying strategic constituency 
that holds way over the other organisations. In this model effectiveness is 
measures how far it satisfies the prevailing environment which can 
threaten the survival of the organization.  

5) Stakeholder model means satisfying stakeholders of the organisation, 
like employees, customers, contractors etc.  

6) Competing values model means the presence of simultaneous opposites. 
This model is based on the Cameron and Quinn’s framework. For 
example the organization wants to satisfy its customer and at the same 
time wants make profit and also taking care of its employees, 
innovations and initiatives. This model measures the effectiveness based 
on the reconciliation of these competing values.  

7) Abundance model means flourishing and virtuousness. This model 
proposes the effectiveness depends on realising highest potential on 
human system in organization.  

Looking at above models measuring organization effectiveness is not 
dependent on one perspective but you have to look at the system as whole.  

 

Source: https://www.aihr.com/blog/organizational-effectiveness/ 
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EFFECTIVENESS 

Rensis Likert identifies three variables – causal, intervening and end-result- 
which are useful in discussing effectiveness over time; 

Casual variables are those factors which influence the course of 
developments within an organization. They include management strategies, 
structure, styles, skills, policies, procedures, etc. They are independent 
variables, within the control of organization and its management.  

Intervening variables are those factors which represent the internal state of 
the organization. They include such aspects like commitment to objectives 
morale and motivation of employees, decision-making and problem solving 
skills/ approaches, communication, group cohesion, etc. Causal variables like 
leadership style and behaviour affect the intervening variables identified 
above. 

End-result (or output) variables reflect the results/ accomplishments/ failures 
of the organization. Output could be measured in terms of production, sales, 
net profit, etc. 

The inter-relationship among the three classes of variables as stimuli (causal 
variables ) acting upon the organization (intervening variables ) and creating 
certain responses (end-result variables) is shown in Figure 1: 

 

 

 

 

 

 

 
Source: Adapted form Rensis Liket, Human Organisation. 

Figure 1: Relationship Between Causal, Intervening and Output Variables 

The internal state of an organization reflected by the intervening variables are 
influenced by causal variables and result in end-result/output variables. 

The intervening variables tend to be overlooked in organisations concerned 
merely with the short-term results. But organisations with a long-term 
perspective will give importance and recognition to develop and build 
morale, motivation commitment, etc. Often there could be a time lag before 
the impact of the neglect of intervening variables is discerned in the output 
variables. For instance higher production could be achieved by neglecting 

Causal Variables 
Organisation 
structure, 
Technology, etc. 
Corporate 
philosophy, 
objectives, Policies, 
etc. 
Leadership 
strategy/style 

Intervening Variables 
Commitment to 
objectives 
Morale & motivation 
Communication 
Decision-making 
Problem-solving 
Approaches 

Output Variables  
Production 
Sales 
Costs 
Profit 
Industrial conflict  
Absenteeism 
Accidents  
Turnover 
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maintenance. Managers with responsibility over limited time span may 
conveniently pass the buck to their successors. 

Activity A 

Review two major incidents, one with a positive end- result and the other 
with a negative outcome. Identify the three types of variables suggested by 
Rensis Liket and explain how they are interrelated. 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

.......................................................................................................................... 

3.4 EVALUATING THE EFFECTIVENESS 

There is no ‘the’ approach to the evaluation of orgnisational effectiveness. 
There can be ‘many’ approaches. Most approaches have strengths and suffer 
from certain weaknesses. How to overcome these weaknesses? How to 
ensure a valid and reliable assessment of organisational effectivenss 
especially those who operate in turbulent, uncertain environments? To look 
for a simple panacea or formula is asking for near impossible. However, it is 
useful as a strategy to focus on a particular key or critical referent or variable 
and analyse effectiveness on a limited aspect of the organization based on 
certain a priori choices. This will then make the exercise purposive, focused 
and meaningful. The choice may involve some trade-offs, but might reflect a 
major area of concern or a principle area of thrust. 

Kim Cameron argues that there can be no perfect evaluation but suggests that 
by addressing oneself to the following six questions the effectiveness 
evaluation can be improved: 

1) What domain of Activity should be the focus of the Evalaution? 

 For a professional organization the domain could be relations among 
members and /or with public, professional and ethical standards and/or 
lobbying through interest representation, internal cohesion and absence 
of conflict and strain and so on. For an academic institution, it can be 
academic (teaching, research and professional development), external 
adaptation (training, consulting, etc) extracurricular (emphasizing 
personal, social, cultural and physical development of institution 
members) and/or morale (smooth internal organisational processes and 
an absence or conflict and strain). 
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 Effectiveness in one domain may or may not lead to effectiveness in the 
other sphere. For example, a professional body which cares more for its 
members may not necessarily care much for its public. Internal cohesion 
in a professional body may lead to better relations with members but not 
necessarily to higher professional standards. 

 The importance and relevance of particular domains of activity also may 
change over time. In the early stages of an organization- whether 
professional body, academic institution or an individual organisation- the 
domain of activity could be on activities relating to the individuals in the 
organisation or acquiring resources and inputs (membership base, 
corpus, building, etc). But as organisations grow and mature the focus 
may shift to organisational/environmental relations and outputs and 
organisations becomes institutionalised and bureaucratic. 

 Different organisations may have thrust in different areas and over a 
period of time the thrust may shift to other areas. It is important to make 
appropriate choices in selecting the domain(s) of activity in evaluating 
organsiational effectiveness. The ITC LTD. in private sector and HMT 
LTD in public sector perhaps offer good examples of shifting their 
domain of activity through planned diversification strategies.  

2) Whose Perspective or which Constituency’s Point of View should be 
considered? 

 Usually, the criteria chosen for evaluation reflect the values of some 
major constituency. 

 Increasing organisational effectiveness from one constituency’s 
perspective may result in lowering effectiveness from another 
constituency’s perspective. Responding to a narrow set of constituency 
demands may lessen their ability to adapt to a broader set of or 
expectations and even find it hard to be flexible enough. Highly effective 
organisations may therefore strike a balance among divergent demands. 
Few organisations, if ever, satisfy all strategic constituencies.  Some seek 
to satisfy varied constituencies in different domains of activities. 

 If a power plant decides not to pollute, its cost of operation at present 
level of business may go up by 16%. If it were to be concerned merely 
by profit motive, it may find any investment for pollution treatment 
unprofitable and therefore ineffective. A professional body may choose 
to sacrifice the professional code if it felt that its effectiveness lies in 
inclusion of more members than explusion of existing ones. The 
perspective is thus important and should not be lost sight of.  

3) What level of analysis should be used? 

 The level of unit of analysis could be individual member, group or the 
organization as a whole. Sometimes effectiveness at one level may 
adversely effect effectiveness at other level. For loosely coupled 
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organisations individual level of anlaysis may be more important while 
organisationa level of anlaysis becomes more appropriate as it becomes 
mature, institutionalised and bureaucratic.  

4) What time factor should be employed? 

 The time frame is important because not infrequently what makes sense 
in the long run may seem otherwise in the short-run. What is necessary 
for long-term effectivenss could sometimes be incompatible with what is 
expected for short-term efficiency. The trade-offs  inherent in the choice 
of time-frame have to be recognised. 

5) What type of Data should be used? 

 Should we use subjective perceptual data (interviews and /or 
questionnaire responses) or objective verifiable data (organisational 
records) or a blend of both.  

 Perceptional data suffers from bias, dishonesty or lack of informations to 
verify reliability. But it is possible to cover a broad set of criteria. 

 Objective data is seldom available organisation-wide, in the required 
manner. There is need to guard oneself against using proxy data that may 
not have apparent connections to the organisation’s prime task. 

 While it may be useful to use a combination of both types of data, it is 
important to be wary about potential differences between subjective and 
objective indications. Research evidence suggests that objective 
indicators of an organisation’s structural and technological dimensions 
frequently correlate negatively with perceptual indicators of structure 
and technology. 

6) What Referent should be Employed? 

 After selecting the effectiveness indicators it becomes necessary to 
choose among one or more of several possible referents (or approaches) 
such as those listed below: 

• Compare performance against the stated goal to see what was 
accomplished (goal centered evaluation) 

• Compare the performance against the standard (normative evaluation) 

• Compare performance this year with those of last one or several years 
(time series or improvement evaluation) 

• Evaluation on the basis of stated desired characteristics (trait 
evaluation) 

• Compare one’s performances with those of others (comparative 
evaluation). 
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 It is common to use goal-centered evaluation. But then, organizations 
may have multiple goals with potential trade-offs. Normative evaluation 
becomes difficult when oeganisations operate in multiple domains, 
lossely coupled or operate in different environments. Trait evaluation 
focuses on characteristics than behavior per se. It seeks to describe the 
conditions in the organization than evaluate how well the organization is 
doing. The assumption is that effective characteristics lead to effective 
behavior of the remaining two approaches, time-series or improvement 
evaluation seeks to assess relative improvement in the performance of 
the organization over past performance while the other (comparative 
evaluation) seeks to assess how an organization fared in relation to others 
at a given point of time over a corresponding period of time. It is 
important to compare the likes and avoid comparing oranges with apples. 

 It is possible that an organization may seen to be effective in terms of 
one referent (e.g., comparison with others). It is important to be aware of 
the rationale for selecting the appropriate referent for purpose of 
evaluating effectiveness in a comparative perspective be it against set 
goals, norms, past performance or performance of other comparable 
organizations. 

3.5 HOW TO MAKE ORGANIZATION 
EFFECTIVE? 

The role of HR become very important in making organization effective.  

• People practices- The core practice of HR like recruitment and 
selection, learning and development, reward and recognition and career 
planning will help the employees to strengthen their capabilities.  

• Work-force capabilities- By increasing the capabilities of the 
employees they are motivated to perform well and this helps in achieving 
the goals of organization. Thereby, effectiveness of organization 
increases. 

• Key performance drivers- The department of HR in an organization 
should build resources and capabilities so that the organization has 
competitive advantage over others. This also helps the organization by 
having a high performance culture.  

• Efficient processes and organization: By having efficient internal 
processes and smooth operations which in turn help in sustaining 
continuity in business with low absenteeism and turnover. By having 
best people practices you mould the organization in having good culture 
and the competencies of the employees get strengthed which in turn help 
the organization in its achievement.  
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• Product and service output- The organization should make policies 
which benefit end customer by building good culture, value system, 
rewarding and evaluating.  

• Organisational objectives- The objectives of organization should be 
such that it adds value to the society, return on invested capital, market 
growth and capital efficiency. This also help in creating value of 
stakeholders.  

The following conditions can create high performing organization are: 

Leadership, having transparent communication, building an environment 
where every individual and groups are accountable for the task they had to 
perform.  

The delivery, efficiency strategy also creates on the satisfaction of customer. 
Having best recruitment processes help the organization increasing 
effectiveness. It is also important to have standard set of measures based on 
certain parameters to review status of organization regularly.  

Strategies to improve organisational effectiveness 

• Making use of human resources- By having participative culture the 
organization can be innovative and creative in building unique 
organization which make the organization effective.  

• Focus on education and growth- Before implementing any changes the 
leaders of organization should evaluate the strengths and weaknesses of 
the organization. Wherever the skills are lacking they should be 
identified and effort should be made to improve the skills, knowledge 
thereby achieving goals of the organization in constructive manner.  

In order to build the abilities and skills sufficient training and development 
programmes should be held in continuous manner.  

• Keep the customer in mind- Whenever products are made customer 
should be focus which helps in building royal customer which help in 
building the image and branding of the organization.  

• Work on quality services- By not only focusing on the need of the 
customer one should also build having quality services. 

• Use technology- In order to sustain in the market the organization should 
always update their technologies. This in turn improve the effectiveness 
of the organization in having a relevant business strategies which in turn 
helps in efficient functioning of an organization .  

In order to build effectiveness in the organization one should create a list of 
criteria to be assessed. This criteria varies from organization to organization 
as their goals are different. Once assessment is made the organisation should 
take up the areas where there is lack of effectiveness. These areas are to be 
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strengthened by having relevant experts who help in giving right inputs to 
strengthen them, thereby increasing organization effectiveness.  

3.6 CASE STUDY: EVALUATING BRANCH 
PERFORMANCE 

Introduction 

This case study intends to deal with a possible framework to evaluate the 
performance of the branches of professional body like the National Institute 
of Personal Management (NIPM). At the outset a general typology of the 
characteristics of effective and ineffective branches is presented. Since any 
evaluation is to be related to a purpose, an illustrative list of objectives and 
sub-objectives in considered for two aspects, membership and training and 
possible criteria and action points are identified. A range of services activities 
that field (local) branches can take up is also presented so that the framework 
could extended to as many as considered appropriate. Thereafter, the criteria 
followed by three bodies to adjudicate the best branch are presented in a 
comparative framework and certain issues are raised for discussion. 

A General Typology 

To begin with, an attempt is made to provide a typology of the characteristics 
of effective branches from the ineffective ones. Here we need to mention a 
Caveat: Each of the characteristics may not be considered in isolation 
because then they may not hold water. For example a strong secretariat in 
itself need not necessarily make the branch effective. Also, this typology is 
developed based on commonsense perceptions, experience and consultations 
with purposively selected professional colleagues using Delphi technique and 
is not borne out by empirical evidence as such. A typology of this nature is 
considered a useful first step to prepare an inventory of items that can go into 
the development of an instrument that could possibly measure objectively the 
performance of a branch. 

Purposive criteria 

Any system of evaluation be related to a purpose. For a professional body 
like the National Institute of Personnel Management (NIPM) there could be a 
range of objectives. For example, one such objective could be related to 
membership and the other, say, to training. In respect of each of two, there 
could be a variety of sub-objectives as shown in Table 2. The criteria to 
verify the fulfillment or otherwise could vary according to sub-objectives. So 
do the action points that show the way for improvement. Though here (Table 
2), we have considered only two aspects, membership and training, the 
framework could be extended to other areas as well. The purpose at this 
junction is to stress that the sub-objectives may change in priority depending 
upon the principle thrust/strategy, perceived strengths, weaknesses, threats 
and opportunities in each branch, from time to time. The criteria for 
evaluation should be related to the objectives and sub-objectives based on the 
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needs and /or critical areas of concern at a given point of time as they ought 
to be tailor-made to specific situations and an array of activities/services 
(Table 3). 

Tested Criteria 

Almost without exception every professional body offers annual awards for 
best branch/chapter/local association besides other awards and fellowships to 
individual members in recognition of their outstanding performance/ 
distinguished service in furthering the cause of the profession. Invariably 
each evolved a set of criteria over the years. It would indeed be instructive to 
discern how the criteria evolved across and within professional bodies over 
the years. It has not become possible here to document how it evolved in 
different, major professional bodies, we have merely shown in a comparative 
framework (Table 4). The criteria followed by the National Institute of 
Personnel Management (NIPM), Indian Society for Training and 
Development (ISTD) and All India Management Association (AIMA). Some 
professional bodies like the ISTD have separate awards for smaller branches. 

It may, however, be added that the problem often may not be so much with 
the criteria or the lack of it, as with the management information and control 
systems which provide the necessary safeguards in implementation with a 
high degree of credibility and acceptance. The service organizations like the 
Rotary club and the Lions Club seem to have evolved and perfected the 
Information and Control System better than some of the professional bodies. 

Table 1: Characteristics of Effective and Ineffective Branches 

Effective Ineffective 

Membership  

Fairly large, representative and 
continuously growing membership 
base 

Too small with a thin (restricted to a 
few organizations), 
stagnating/declining membership 
base 

Vigourous, continuous and successful 
membership drive 

Selective, ad hoc and partially 
successful/unsuccessful 
membership drive 

Cohesive, close and cordial 
interpersonal relationships 

Interpersonal dynamics leading to 
factions among members 

Common interests among members Diverse (and/or vested) interests 
among members 

Fewer separations, due more to 
professional mobility than 
dissatisfaction with branch 
leadership/services/functions 
 

High turnover of disgruntled 
members 
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in clearing subscription dues 
Large proportion members 
irregular/defaulters in clearing 
subscription dues 

Very good attendance at meetings Poor attendance at meetings 

High degree of participation and 
involvement in branch activities 

Low degree of participation and 
involvement in branch activities 

Greater opportunities and motivation 
for sharing responsibilities among a 
large proportion of members 

Limited opportunities and 
motivation in sharing 
responsibilities among members 

Inducement and motivation among 
members to come up with suggestions 
to improvement of branch 
performance 

Members disinterested, dispirited, 
demotivated and fatalistic in their 
assumption about branch 
leadership/performance 

Leadership (Office-bearers)  

Equal access and wider opportunities 
to members for leadership 
positions/responsibilities 

Unequal access and limited 
opportunities to members for 
leadership position/responsibilities 

Leadership changes once every one or 
two terms 

Same office-bearers continue over 
the years, unmindful of other 
members aspirations and potential 

Office-bearers institutionalise systems 
and procedures and make themselves 
redundant  

Office-bearers tend to individualise 
the institutions, cling on to positions 
as private property and blindly 
believe in their being indispensable  

Democratic functioning  Manipulative and authoritarian in 
style and approach 

Past presidents and office-bearers 
continue association even if not 
represented in the executive  
committee 

Past presidents and office-bearers 
remain passive or seek to create 
troubles or resort to backseat 
driving  

Secretariats   

Strong Weak 

Recruit and retain full-time, core, 
competent and motivated professional 
and support staff 

None or part-time/ad hoc 
arrangements 

Can function without 
material/manpower support from 
organizations which one or more 
office-bearers represent 

Cannot function without material/ 
manpower support from at least one 
or more organizations where office-
bearers are employed 
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Competent to correctly assess 
members needs and organizes services 
they need 

Not geared to assess/offer services 
based on the felt needs of members 

Offer at least some services which 
induce members to continue on rolls 

Offer little inducement to members 
to continue on rolls  

Generate resources through creative 
programmes so that poverty of 
resources do not result in poverty on 
services 

Caught up in a chicken or egg 
syndrome with regard to resources 
and services 

Concern for efficiency and 
effectiveness through regular 
introspection/diagnostic exercises 
O&M reviews and then follow up with 
appropriate remedial actions 

Disregard for planning and 
productivity in operations/activities 

Finances/ Assets  

Subscription is an important source of 
income, but not the only major one 

Subscription is the only major 
source of income 

At least 30 to 40 per cent of the budget 
is funded by sources of income other 
than membership subscription 

Difficult to raise funds from other 
sources because the branch is 
caught up in a ‘poverty’ syndrome. 
Since there are no funds it finds 
unable to launch new 
projects/services which can 
augment revenue 

Has at least a couple of revenue 
centres (eg., seminars/training 
programmes, publications), which 
built up on a service/expertise base, 
project positive public image and 
generate revenue/surplus  

No revenue centres only expense 
centres 

Own and maintain a fully equipped 
premises of its own and have a 
‘corpus’ to provide financial 
stability/viability 

No rented premises. No corpus. 
May be carrying on with 
overdrafts/sundry creditors 

Activities  

Regular Irregular 

Planned and organized based on 
members interests/needs/ preferences 
and builds on the strengths and the 
resources it can access 
 

Planned and organized based on 
leadership fantasies 
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these are no compelling grounds for 
their discontinuance 

Activities dropped/discontinued 
with every change in 
leadership/secretariat 

Executive Committee meets at least 
once or twice every month, on average 

Executive Committee meets less 
than once a month, on average 

Forum for members to meet/interact 
once a month  

Members get together barely once 
in two months  

Regular communications Erratic circulars 

Members discuss common problems 
concerning the profession 

Members avoid discussion of 
common problems concerning the 
profession 

Sharing of organisation based specific 
information among members of 
creative/unusual/recent/current events 
and issues concerning the profession 

Reluctance to share experiences 
because they are perceived to be 
confidential/sensitive or because of 
concern about competitive 
considerations 

Maintain cordial relations with other 
constituents (local management 
associations, trade unions, employers, 
organizations, public 
bodies/authorities academic/social 
organizations, etc) with emphasis on 
mutual learning/understanding and 
joint problem solving 

Maintain ostrich-type exclusiveness 
with preference to do things alone 

Representation  

Branch Nominees find a place in 
tripartite/government committee, 
public bodies, educational institutes, 
etc 

Members may find place in similar 
bodies in their individual capacity 
than as nominees of branches 

Others seek advise and counsel from 
the branch in policy formulation, 
legislation/problem-solving, etc. 

Branch lacks professional 
standing/credibility  

Education and training  

Maintain close contact with academic 
institutions 

Minimal contact with educational 
institutions 

Active role in development of 
curriculum, teaching methodologies 
and materials, teaching, examination 
and accreditation 

Passive role in related aspects 
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Conduct of coaching classes and 
examinations for NIPM Diploma 

Usually don’t take up these 
activities; even if they do, the 
response is poor 

Career counseling, placement 
assistance and orientation courses for 
young professionals 

Unwillingness/unviability to 
perform these tasks 

Setting professional standards an 
pursuit of ethical behaviour 

Branches perceive such efforts as 
demarketing strategies and thence 
do not consider them 
appropriate/feasible. They may 
contend their purpose as one of 
inclusion, not exclusion.  

Social/Family/Community Welfare  

Provides opportunities for members 
families to come together a common 
feeling and shared purpose in the 
cause of the profession 

No for members families to interact 
and understand the rationale of 
spouses activities  

Take up activities which make 
tangible contributions to social and 
family welfare (eg. Programmes to 
deal with alcoholism, indebtedness, 
family planning etc) 

No time/resource even for ‘core’ 
professional activities  

Relations with Headquarters 
(CED/National Office) Other branches 

 

Harmonious  Conflictual 

Regular in collecting and forwarding 
subscription, communications, holding 
elections, meetings (including AGM) 
audit of accounts and submission of 
reports/returns/information 

Irregular in most of these aspects 

Compliance with norms and 
expectations 

 Confrontation about norms and 
expectations of the National Office  

Active participation in Joint 
programmes with National 
Council/other branches 

Limited interaction usually 
restricted to ritualistic 
ceremonies/functions 

Endeavours to suggest improvement of 
structure, functions and relations  

Criticism about the functioning of 
National Council/other branches 

Active support to branches in the 
region, particularly at times of regional 
conferences, etc 

Disinterest in the activities of other 
braches/National Council  
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Table 2: Illustrative Check-List of Objective, Criteria and Action Points 

(sub) objectives   

Membership Criteria Action Points 

To raise membership strength 
by a number/percentage (recall 
President’s call for, each one 
enrole one” during the 
Membership Month of the year) 

Membership 
Targets. Percentage 
increase in 
membership over the 
base period 

Membership 
campaigns awards 

To cover all or maximum 
possible number of potential 
(i.e., those eligible to be ) 
members with emphasis on 
either or both individual/ 
institutional members 

Matrix type analysis 
of targets based on 
profile (vertical) and 
industry 
sectors/geographic 
(horizontal)/aspects; 
years of service put 
in by members could 
also be one 
dimension 

Concentrate on 
membership bases 
with low coverage 
and/or high 
unrealised potential  

To improve occupational/ 
industry/ sectoral/geographic/ 
age/sex balance or coverage 

(Same as above) (Same as above) 

To make defaulters clear the 
arrears of subscription 

Analyse number of 
defaulter’s as a % of 
members over a 
period of time. See 
whether there is a 
progressive decline 
in defaulters  

Meet and 
understand 
defaulters. Assign 
groups of 
defaulters to 
certain active 
members to pursue 
with responsibility 
to activise the 
defaulters 

To enhance the degree of 
participation of members in 
terms of number and quality 

(Same as above) (Same as above) 

To inculcate professional pride Frequency (Number) 
and response of 
special campaigns to 
promote awareness 
and pride in the 
profession. 
Response could be 
gained by increase in 

Organise such 
campaigns say at 
least for one week 
in a year 
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membership 
strength, their 
participation in 
branch activities 
and/or weightage 
given to the 
profession in terms 
of seeking expert 
advise/nominations 
to committees etc. 

To promote and maintain 
professional standards and 
ethical values 

Feedback/complaint
s form constituents 

Obtain, assess and 
act upon public 
image 
poll/feedback. 
Prompt with unfair 
professional 
practice (Medical 
council and 
professional bodies 
have similar 
arrangements) 

To increase members 
involvement in community 

Frequency 
(Number), variety 
(Number) and 
quality (response) of 
community 
programmes 

Sensitivity to 
community needs 
and aspirations 

To persuade a large number of 
members to subcribe to its 
training Programmes/contribute 
to journal, etc. 

Develop 
membership 
Response index for 
each activity 

Diagnose reasons, 
if response is less 
than desired 
development 
programmes to 
induce higher 
participation 

Training   

Increase the training activity  No. of programmes 
over a period 

Training needs 
analysis of 
members/member 
firms 

 No. of programme 
days 

Analysis of faculty 
competence among 
members 
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person days 
Evaluation of 
training 
programmes 

  Monitoring of 
feedback to 
oversee 
implementation of 
corrective actions 

Increase the response to training 
programmes 

No. of programme 
person days 

Some/all of the 
above 

To improve the quality of 
training 

Programme 
feedback (Average 
rating of progrmmes 
on a pre-determined 
rating scale) 

Some/all of the 
above 

To organize training as a profit 
centre 

Budget for every 
programme 
income/expenditure 
analysis  

Some/all of the 
above 

Table 3: Possible Activities/Services 

Direct Services to Members  

• Periodic interaction (through circulars, lecture-cum-discussing meeting, 
etc.) 

• Sharing experience (news and views) 

• Updating professional knowledge/skills/techniques etc. 
• Lecture meetings 
• Seminars/conferences 
• Training programmes (pre and post entry)  
• News letters/journal 
• Legal advise/representation  
• Advice/participation in collective bargaining, dispute resolution 
• Assistance in design, development and implementation of proactive/ 

creative Personnel/IR policies and programmes 
• Surveys/Research/publications 

Representation of Members Interest 

• Membership Drive 

• Proactively responding to impending changes in legislation, public 
policy, etc. 
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• Representation in Tripartite fora  

• Nomination to institution (government bodies, educational institutions, 
etc.) 

• Dealing with Media 

Relations with Publics 

• Public image and Public Relations 

• Public counselling 

• Career counselling 

• Maintenance and furtherance of professional/ethical standards 

• Holding Essay/Education competition for Students/young professionals, 
etc. 

• Participation in Social and Family Welfare programmes including 
occupational safety and health, quality of working life, etc. 

• Promoting continuous dialogue with unions/government 

• Regular interaction with professional/educational institution in 
developing appropriate academic programmes and enhancing the 
academic standards  

Building the Organisation at Branch Level 

• Active involvement of members in branch activities 

• Recruiting and retaining competent and motivated staff 

• Own and maintain a premises of its own to carry on its activities and 
create a corpus to provide financial stability/viability 

• Sustained efforts to improve efficiency and effectiveness in the various 
activities of the branch 

• Diagnosis/introspection through membership satisfaction 
surveys/organizations and methods studies to improve planning and 
productivity at branch level.  

Activity B 

1) Discuss the suggested characteristics of effective and ineffective 
branches. Add/delete/modify the suggested characteristics. 

…………………………………………………………………………… 

…………………………………………………………………………… 

…………………………………………………………………………… 

2) What could be the criteria to evaluate the performance of branches? 

…………………………………………………………………………… 

…………………………………………………………………………… 

…………………………………………………………………………… 
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3) Consider/suggest and prioritise the action areas to induce/motivate 
branches to improve their performance. 

…………………………………………………………………………… 

…………………………………………………………………………… 

…………………………………………………………………………… 

…………………………………………………………………………… 

…………………………………………………………………………… 
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3.7 SUMMARY 

In this unit we have examined the concept of organizational effectiveness, its 
determinants and the critical issues in evaluating effectiveness. We have also 
tried to understand how to apply these to a specific situation by looking at the 
problem of evaluating the effectiveness of branches of professional 
organizations. 

3.8 KEY-WORDS 

Effective: Having an effect; powerful in effect 

Efficient: Capable, competent 

Successful: Accomplishment of what was aimed at; favourable outcome. 

3.9 SELF-ASSESSMENT TEST 

1) What is organisational effectivenss? How it can be evaluated? Illustrate 
with appropriate criteria citing an example. 

2) What, according to Rensis Likert are the determinants of organisational 
effectiveness? Comment. 
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