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THE WORLD OF ORGANIZATION

Intoday’sworld anindividual alonecan not achieveall the desired goals because any
activity requires contributionsfrom many persons. Therefore, people often get together
andwork to achieveacommon god. For thispurpose coordination and systematic approach
isneeded. Such agroup of peopleiscalled an*association’. You must have seeninyour
locdity wheretwo or more peopl e get together and start abusinessof their own. Thisisan
exampleof asmall organization whereaslargefactorieswith thousands of employeesare
examplesof large organizations. Every organization hasitsown normsbecauseit worksas
asystem. Thislessonwill help youto know about the key features of organizations and
familiarizeyouwiththeworld of organizations.

After studying thislesson, you will beableto:

e describeorganization asasystem;
e explanorganizationd climate; and

e andyzefactorsinfluencing productivity and excellenceat work.

22.1 ORGANIZATION AS A SYSTEM

An organizationisasocial unit whichiscreated with aspecific purpose. We can havea
better understanding of an organizationif weview it asasystem. The systems approach
recognizesthat organi zations have unique properties, capabilitiesand itscomponentshold
mutual relationships. A system may be either closed or open. A closed system does not
haveany interaction with theexterna environment. Modern organizetionsaremoreor less

open systems.
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An open systemisin constant interaction with the environment. It ischaracterized by a
continuing processof input, transformation, and output. The organi zationsget inputsfrom
theenvironment and transform them into outputswhich can be supplied to theenvironment.
The organization getsfeedback from the environment and takes suitable stepsto meet the
challengesand expectations of the environment. L et usunderstand thesetermsin detail.

Inputs: Each system takes certain kindsof inputsfrom itsenvironment. Thesemay bein
theform of Human Resource (HR), Capital, Technology, Materia, and Information. The
inputsreceived from the environment are processed within the organi zation to producethe
desired output.

Outputs: Outputs may be both intended aswell as unintended. Intended outputsare
usually called objectives. For instance high productivity isan intended objective. An
unintended objectivemay beinformd relationsamong thegroup members. It may however,
be stated that all unintended consequencesare not undesirable.

Environment: Anorganizationiscalled an open system becauseit isinfluenced by and
also influences the environment. The suppliers of inputs, customers and many other
organizationscongtitutethe environment of asystem. Through the process of feedback the
system gets connected with the environment.

Activity 1
L earningAbout Or ganization

| dentify an organizationintheregion whereyou stay and describetheinputs, outputs
and type of environment in connectionwith that organization.

Thusitisclear that organizationsdo not exist in avacuum. They aresocial institutions
operatinginthelarger society of whichthey areapart. Theorganization and theindividua
both shareareciprocd re ationship. For examplethe nature of organizationsand technology
haveall changed society. We are becoming used to modern amenitieslike computers,
internet, mobileand other e ectrica appliances. Thusmodern technol ogy hastransformed
thelifestyleinmany ways. Indiahasbeen primarily an agrarian society inthe past, but with
all theadvancement itismoving toward anindustrial mode of life. Thisshift hasbrought
with it achangeintheattitudesand val ues of the people. Competition and consumerism
arebecoming important in the context of growing market economy.

Sub Systemsof an Or ganization

Organizations usually have anumber of partsor sub systems. Thekey sub systemsare
described bel ow:

i) Goal Subsystem : It comprisesof theoverall goalsand objectivesof the organization
and dsothespecific goasof different departmentsand individua sin the organi zation.
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ii) Technical Subsystem : Thissubsystem refersto the use of knowledge, facilities
equipment and technol ogy by the peoplewho work inthe organization.

i) Managerial Subsystem : Thisinvolvesplanning and co-ordination of theactivities
undertakenintheorganization.

iv) Structural Subsystem : Peoplework together onwell defined tasks and integrated
activitiesindifferent units(like production, marketing, HR) or departments. They make
up thestructural subsystems.

v) Psychological Subsystem : Peoplelivein socid relationshipswithin an organization.
Thismust not beviewed smply intermsof peopleand technology but dsointermsof
coordination or structure of work tasksbased on following certain rules, regulations,
norms, and values.

It may beremembered that each of the subsystemshasits specific sgnificance. For example
thegoa subsystem determineswhat work, task, and activities should be undertaken. Itis
important that these goal sand objectivesarein agreement with the goal sof the society at

large.

22.2 ORGANIZATIONAL CLIMATE

Climateisthe atmosphere of an organization, arelatively enduring quality of itsinternal
environment, which isexperienced by the membersand influencestheir performance. It
conveystheimpression people have about theinterna environment within whichthey
work. It may also beviewed asthe degreeto which organizationa rulesarereinforced by
the administrative component. It a so representsthe attitudes of the organi zationa members
towardtheorganizationitself.

Thusorganizationd dimateoften digtinguishesoneorganization fromanother. Itisreaively
enduring over a period of time, and influences the behaviour of the members of an
organization. It may be noted that there may be differencesin the climate of different
departmentslike HR, production, research and devel opment.

Inunderstanding organizational climateitisnecessary to know how organization members
communicate and rel ate to each other, the amount of cooperation between thelevel of
satisfaction and so forth. All thesefactors determinethe effectiveness of an organization.
Anorganizationislikely tobemoreeffectiveif thereistwo—way communication; employees
are cooperativeand haveapostiveview of the organization. Such employeeshavehigher
job satisfaction and commitment. Their productivity will also be higher. A positive
organizationa climateresultsin making employeesmoresatisfied and productive.

Deter minantsof Climate

Many factorsdeterminetheclimateof an organization. At least four of theseseem especidly
relevant. Theseare:
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i) Organizational Sructure Itistheframework of authority —responsibility relationship Engcr)(rzgenrw ﬁr;tal
inan organization. It clarifieswho isto supervise whom and who isresponsibleto
whom. It serves as the basis of interpersonal rel ationships between supervisors,
subordinates and coworkers. For exampleif the top management feel sthe need to
givegreater emphasisto the subordinates, it will follow adecentralized structure. This
meanstherewill befewer layersinthehierarchy and employeeswoul d be encouraged Notes

to participatein decision making. But if top management likesto maintain greater
congstency indecision making, it would follow acentraized structure.

i) Technology: Thenature of technology employed by an organization also influences
theorganizational climate. For exampleroutinetechnol ogieslikeassembly linestend
to createrules, leading to arigid climate wheretrust and creativity arelow. More
dynamic and changing technol ogiese.g. aerogpace engineering seemto lead to greater
trust and personal respongbility for task accomplishment.

i) External Environment: Externd eventsor factorsthat haverelevancefor employees
may also affect the climate. For example when economic conditions are severe,
organizations are forced to cut down the number of employees. Thosewho remain
would probably perceivetheclimate asthreatening withlittlewarmth, support and low
moativation.

iv) Management Policiesand Practices: Managerswho providetheir subordinates
withmoreautonomy and feedback contributes gnificantly tothe creetion of achievement
oriented climateleading to greater productivity.

w

1. Whatisanorganization?

2. Givetwo examplesof input from the environment inan organization.

3. Nameany three subsystemsof an organization.

22.3 INTERPERSONAL RELATIONSHIPS AT WORK

Performing atask in an organization often involves contributionsby many people. Itisa
socid activity. Virtudly any kind of work requiressocid interaction with severd individuas.
Thesdesmaninteractswith hiscustomers, thedoctor with hispatients, the supervisor with
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hissubordinates and theteacher with students. Further, most workersare membersof one
or morework groupswith whom they may interact morefrequently.

Interpersonal relationsmay be seentoform contracts. These contractsinvolve agreements
tointeract in particular ways. Wemay interact with many people but may not necessarily
enter into arelationship. A relationship comesinto existence only when we have certain
expectations about appropriate ways of behaving.

Inthework context employees build different kinds of relationshipswith others. These
may bearesult of both theformal work roleand the positionintheorganizationa hierarchy.
People haveto interact with the boss, with coworkersand the peer group.

Superior-Subor dinate Relationship

Every employeehasto build arel ationship with the bossto seek instructionsand guidance.
Itisthe bosswho alows (or disallows) the subordinateto participatein decision making,
givesassignments, eval uates performance, determines pay incrementsand decideswho
hasto be promoted. Thekind of relationshi p that an employee shareswith the bossdepends
upon the leadership style adopted by the boss. These are described in Box 22.2.

L eader ship Style Natureof Relationshipswith Workers

Authoritarian: Management directs and usesthreats and punishment to
enfore orders and get the work done by subordinates.
Involvesoneway downward communication.

Paerndidic: Basically authoritative but permits some participation to
subordinates. Involvestwo-way communication between
boss and subordinates. Rewardsand threatsare employed
to enforcethe orders.

Conaultetive: Ordersareissued and goal s set after consultation with the
employees. Team work isencouraged to some extent.

Participative: Employeesarefully involvedin setting the goa sand two-
way communication becomesthenorm.

Generally the more the bosstakesinto consideration the needs and judgments of the
subordinatesand the more participative hisstyle of functioning the grester the productivity
and sati sfaction of the empl oyees and the | essthe absenteel sm and employee turnover.

Relationship with Co-workersand Peer Group

We spend moretimewith our colleaguesthan with anyone el se. Thework group context
affectsour experiencesat thework place. Relationship with coworkersdoesnot devel op
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accordingtorulesand regulationsas stated in formal terms. Rel ationship with peer group
often developsasaresult of common taste, likesand didikes. Some employeesaremore
interdependent on their coworkersand provide an opportunity for the employeesto have
greater easeininteraction. Also coworkers provide an opportunity for the employeesto
comparetheir beliefswith similar others. It islikely that anewcomer will first ook at hig/
her work group peersfor appropriate ways of behaving. For examplethe employee may
learn from his peer group that isnot appropriate to give an opinion about the company
policy even when asked by the boss. Besides, |earning the unwritten ruleswithin the
organization the peer group a so providesan outlet for empl oyeesto expresstheir emotions
which they cannot dowith their supervisors. So such relationshipsprovidejob satisfaction
andincreaseorganizationa commitment.

Onecritica factor which hel psestablishing the context for thedevel opment of interpersona
relationshi psand adopting thework rolesisthe process of organizational socialization.

Organizational Socialization

The process of organizational socialization refersto the processby which anindividua
empl oyee acquiresthe knowledge and skills necessary for assuming aplacewithinthe
organization. Before entering any organization weare sociaized on anumber of occasions
fromearly lifeby our parentsand othersabout how to behavein particular waysasmembers
of society. At every stagein lifewe haveto get accustomed to the changesfaced. Just as
adjustments need to be made when people get married, have children etc. inthe sameway
when anindividual joinsawork organization he hasto learn to interact and collaborate
with others, and build relationshipswith others. Theserelationshipsthen help to have
knowledge about accepted behavioursand attitudeswithin the organi zation. Enteringa
work organization serves as an important basis for adult socialization. This kind of
socialization isacontinuous processand not asingleevent. It continues asaperson shifts
from onework roleto another and oneenvironmentd situationto another. Itisatwo-way
processwherenot only doestheindividual internalizesthe values, goalsand objectives of
the organization but the organi zation al so hasto adapt itself to cater to the needs of the
diverseworkforce made up of women and other minority groups.

Thusboth theindividua and the organi zation adapt to each others needsaseach hasaset
of expectationsthat must bemet. There seemsto beapsychologica contract between the
two. A psychological contract isnot awritten document but ashared understanding that
adsintheprocessof fulfilling mutua expectations.

Communication

Theeffectivenessof al interpersonal relationsliesinthe quality of communication. Itis
through communication that we are abl e to exchange thoughts, feelings, emotionsand
experiencesto others. For the smooth functioning of any organization themembersof the
organi zation should be ableto communicate among themselves.
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M eaning : Communication entail sthetransfer of meaning between asender and receiver.
It establishesacommon frameof referencefor understanding amongindividuas. Although
somebas ¢ form of communication occurs between al living organismsnonethel ess, only
human beings havethe unique capacity to transmit information with the help of symbols.
Symbolscould refer to smpleobjectsinthe physica world liketables, chairs, booksetc,
or they may refer to activitieslike eating, reading, sleeping and so forth. At an abstract
level symbolsmay beusedtorefer to conceptslikeintelligence, truth, worthiness, etc. The
useof language by humansrepresentsthe most evolved use of symbols. Communication
maly be spoken or written. It may take place between (a) two individuals, (b) inagroup,
(¢) intheentireorganization, and (d) with masses.

Organizational communication may entail the use of computers. Thusfrom the point of
view of organization both mechanica and human communication becomeimportant. The
general communication processisdiscussed indetail inlesson 20.

22.4 PRODUCTIVITY AND EXCELLENCE AT WORK

When organizations meet the expectations of the people every one benefitsi.e. owners,
employees, customers and local communitiesin which they operate. Then they are
congdered effective. However, when they exceed the minimum standards of effectiveness
they may be cong dered to haveachieved excellence. Over timeexcellencebringsreputation
—that iswhen an organi zation isregarded and recognized for superior performance. To
achieve excellencean organization must be productive and be ableto transforminputsinto
outputsat minimum cost. Individual behaviour in organizationsisjointly determined by two
factors—the characteristics of the perceived environment and the characteristics of the
individud . The perceived environment or climate hasbeen examinedin somedetail eaxlier.
Let usexaminetheroleof individua characteristicsand theway they influence productivity
and excellenceat work, and ultimately the successor failure of an organization.

When questions about organizational output and productivity are analyzed from the
standpoint of individual employeestheimportance of good job performance becomes
apparent. Without superior performanceat al levelsof the organization, the objective of
attaining god sand thereby achieving productivity becomesvery difficult. Any organization
will beableto successfully meet itsobjectives, only whenindividua employeesareableto
meet their personal goals. Thus, it becomesimportant toidentify thefactorsresponsible
for individual performancewhich hasrepercussionsfor organizational productivity and
excdlenceinthelong run.

FactorsInfluencing Productivity and Excellence

Theimportant factorswhichinfluenceanindividua’ s performanceand thereby productivity
areasfollows.
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i)Abilities, Aptitudesand I nterests

Ability, gptitudeand interest represent thoseindividua characterigticsthat largely determine
an empl oyees capacity to contributeto an organization. These attributesarerelatively
stable over time, though some changes are possiblethrough training. Concern hereisnot
so muchwithadetailed examination of therange of human attributesand their measurement
but rather with theimplicationsof variationsin such attributes asthey affect productivity
and excellencein organi zationa settings. These have been discussed in detail inlesson 20.

Employee'sabilitiescan affect productivity and performancein many ways. For instance
manageria successhasbeen shownto beclosely related tothelevel of one'sintellectual
capacities(for e.g. verbal comprehension, reasoning ability and memory). Infact, it has
been suggested that at higher level sinthe organizationd hierarchy intellectua abilitiesare
important for managerid performance. Thiswould entail sdecting and recruiting employees
with appropriate abilitiesand offering jobswhich are sufficiently challenging. Hiring
employeesof superior intellectual capacitiesand then placing them onadull and routine
job would shift their performance and have an impact on productivity. Additionally
productivity isa so dependent on the gppropriate match of the persondity traitsandinterests
of apersonwiththeright job profile.

ii) RoleClarity

Thedegreetowhich anindividua understandsthejob requirementsand work objectives
themoreenergy will beat thedisposal of goal directed activities. Moreover, roleclarity is
related to increased goal commitment, involvement and productivity. Thesearetworole
related problemswhich can serveto diminish productivity. Inthelong runthey are(a) role
ambiguity and (b) role conflict. Roleambiguity existswhereindividua isconfronted with
two setsof role demandsthat areincompatible. For instance an employee’s supervisor
may ask toincreasethe number of goods produced, but the coworkersmay beemphasizing
the need to maintain the number of items produced at the current level. Thishasadirect
impact on organizational productivity to theextent that thegod rel ated role prescriptions
of theempl oyee comein conflict with other demands. Thusorganizationswhich attempt to
integrate persond or group goal swith organizationa objectiveshelp to satisfy both setsof
demandsand alleviateconflicts.

i) ThePerformance Environment

In order toincrease productivity at work it isimportant for managersto understand the
nature of the performance environment wheregoa directed activitiestakeplace, andto be
able to modify this environment where needed. This would ensure a more suitable
atmospherefor employeeeffort, performance and ultimately productivity and excellence.
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22.5 STRATEGIES FOR DEVELOPING PRODUCTIVITY
AT WORK

Four principd srategiesexist for devel oping and enhancing productivity and excellenceat
work : (1) employeesdection and placement; (2) training and devel opment (3) task design
and (4) performance appraisal and rewards. Together, such activities can contribute
subgtantialy toimproving productivity & work which ultimately isakey factor in contributing
to organizationa excellence. Theseareexplained bel ow.

i) Employee Selection and Placement

By sdlecting only thosewith high ability and skill levels, highinitial motivationa levelsand
then placing them on suitablejobs—organizationscanimprovetheinitia quality of at least
someof the human inputswhich go onto determine excellenceat work. Recruitment and
selection may aso subdtitutefor employeesocidization andtraining. If desirableemployees
can be secured through acombination of recruitment and socidization, it would ensure
organizationa success.

ii) Training and Development
Training can serveto devel op the capabilities not only in the present job but also future
jobs. Infact trainingisaninvestment in employees (atalent bank) that can bedrawn upon

in the future. Employee training programmes may take avariety of formsincluding
information presentation techniques (such aslectures), case studies, role play and soforth.

iii) Task Design

Theeffectsof task design on productivity and excellencearetwo-fold. Ingenera increasing
theamount of variety, autonomy, responsibility, feedback and task identity (or completeness
of task) can improve performance. Theimportant thing then for both individualsand
organi zationsisto understand the need-strength and goa sfor redesigning thejobs.

iv) PerformanceAppraisal and Rewards

Findly, avariety of methodsareavailableto guide, direct and reward empl oyee-behaviour.
Formal performance apprai sal and appropriate use of reward system represent two such
methods.

w

Satewhether thefollowing statementsare Trueor False:
1. Workisasocia activity.
2. Allworksrequiresocia interaction.
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3. Inauthoritarianrelationship employeesarefully involvedin setting gods. Concerns
4. Theprocessof organizationd socializationisafactor in determining thedevel opment

of interpersonal relationshipsat work.
5. Roleclarity influencesproductivity at work.

Notes
@ WHAT HAVE YOU LEARNT

e Anorganizationisasocia unit whichisformed with aspecific purpose.

e Asanopen system an organi zation getsfeedback from the environment and takes
suitable stepsto meet the challenges and expectations of the environment.

¢ Organizations have a number of parts or sub systems such as Goa Subsystems,
Technica Subsystem, Managerial Subsystem, Structural Subsystem, Psychol ogical
Subsystem.

e Theorganizationa climate may bedefined asaset acharacteristicsthat describean
organization and that distingui sh one organi zation from another. These characteristics
arereatively enduring over aperiod of time, and influencethebehaviour of themembers
of anorganization.

Many factorsdeterminethenatureof climate prevaentinan organization. Theseinclude
organi zationa structure, technol ogy, external environment and management policies
and practices.

Theeffectivenessof dl interpersona rel ations hipsrestson communication.

To achieve excellence an organi zation must be productive and be ableto transform
inputsinto outputsat minimum cost.

Factorsinfluencing productivity and excellenceincludeabilities, aptitudeand interests;
roleclarity and performanceenvironment.

Strategiesfor developing productivity at work areemployee salection and placement,
training and devel opment, task design, performance appraisal and work.

E TERMINAL EXERCISE

1. Describeany two subsystemsof an organization.
2. Listthedeterminantsof organizationa climate and explain any two determinants.
3. Writeshort note onany two of thefollowing:

I.  Relationship with co-workers.
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ii. Productivity and excellenceat work.
iii. Strategiesfor developing productivity at work.

A
ﬂ ANSWERS TO INTEXT QUESTIONS

221
1. Anorganizationisasociad unit whichisformed with aspecific purpose.
2. Human Resource, Capita Technology, Materid, Information (any two)

3. Goal substem, Technica subsystem, Managerial subsystem, structural subsystem,
(any three)

22.2

1) True
2) True
3) Fase
4) True
5) True

Hintsfor Terminal Questions

1. Refertosection22.1

2. Refertosection22.2

3. i) Refertosection22.3
i) Refertosection22.4
iii) Refer tosection 22.5
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