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The demographic Characteristics of Organizations

The larger the organization,

· the more structured and impersonal its activities(that is the more it emphasizes formalization of procedures and communication and specialization functions)

· the taller is the administrative hierarchy

· the more diversified tend to be its activities

· the more divisional and departmental units it possesses

· the more the organization tends to use a sophisticated control and information system

· the more standardized and mass production oriented its operations technology

The larger the organization,

· the more its management adopts an administrative strategy built around decentralization of decision making authority, human relations and participative management, and a systematic, technocratic response to problems rather than a creative brainstorming-one.

As the organization grows in size,

· its management’s concern for internal and external acceptance and legitimacy initially rises and then falls

As organizations grow older,

· their goals become more flexible and their social and tasks structures less flexible

The older the organization,
· the more it will tend  to be in a relatively stable environment

· the lower will be its aspirations

· the more conservative will be its policies and philosophy

The older the industry,

· the stronger is the force of traditions in the industry

The more turbulent the task environment of the industry (its markets, technology, etc.),

· the weaker is the force of traditions in the industry

The more profit or gain oriented is the organization,

· the more it views operating efficiency as a critical concern

The more the organization is oriented to the mutual benefit of its members, particularly if it is large and in adversary situation with other organizations,

· the more oligarchic its management tends to be

The greater the orientation of the organization to serving its clients,

· the more use it makes of professionals

· the more it tends to adopt norms of the professional organization, such as a code of ethical professional conduct, operating autonomy for professionals and situational expertise rather than position in hierarchy as the decisive factor in decision making

The stronger the orientation of the organizations to serving the general public,

· the more it is subject to the pressure of public accountability

· the more bureaucratic it tends to become

The more measurable the performance of an organization,

· the more stable tends to be the performance of an organization, other things such as the nature of the environment, being equal.

Given a mix of measurable and relatively difficult to measure goals,

· the former will tend to displace the latter as the primary operation goals of the organization

The more profit or gain oriented an organization and the less it is commonweal oriented,

· the more it tends to be subject to governmental surveillance and regulation

The more measurable the outputs and goals of an organization and the more profit or gain oriented it is,

· the more it is likely to be subject to competitive pressures.

The more the organization is geared to the production of goods rather than services,

· the greater is the mechanizations of operations

· the lower is the extent of face-to-face transactions with the organization’s customers

The more the organization is geared to the production of goods rather than services,

· the less sensitive ,other things being equal, are the relations between management and workers

· the greater is the pressure for growth, full utilization of capacity and vertical integration

The more the organization is geared to the production of services rather than goods,

· the more of a “service to the client” ideology it holds

· the more oriented it is to marketing and customized operations

· the more decentralized and organically managed it is

The more the organization is geared to production of goods that can be sold from inventory,

· the greater is its management’s concern with operating efficiency and a wide distribution network

· the more standardized are the organization’s operations

· the more vertically integrated does the organization strive to be

The more the organization is oriented to selling goods prior to their manufacture,

· the more it is characterized by project groups and a matrix structure.

The External Environment of Organizations
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Short Definition of available dimensions:

Environmental turbulence: dynamic, unpredictable, expanding, fluctuating environment

Environment hostility: risky stressful dominating, not many opportunities, not safe, not controllable

Environment Diversity: Heterogeneous enables/suggests diversification (different products, different lines of products lead to different tasks and conditions, different markets lead to different cultures and structures)

Environment Technical complexity: complex information needed for corporate decisions

Environmental Restrictiveness: when firm has to operate under many constraints: Legal, Political, Economic, Competition also cultural barriers

· The more turbulent the external environment,

· The more strategically important are uncertainty absorption and avoidance of mechanisms like market research, forecasting, advertising, vertical integration

· The more risk taking and organic the top management style, and

· The greater is interdepartmental conflict

· As the hostility of the external environment increases,

· There is initially an increase in the coercive , authoritarian orientation of top management  and then a decrease in it

· There is an initial decrease in the investment of staff – based, sophisticated information -generating and –processing activities and then an increase in them.

· As the environmental  hostility increases

· The outputs and operations of the organization  become more standardized

· The practice of “human relations” for securing cooperation of personnel decreases

· The more heterogeneous the external environment

· The greater is the internal differentiation  in the structure of the organization 

· The more the organization seeks integration through employing a sophisticated control and information system, standard operating procedures, and a participatory style of management at the top levels of the organization.

· The more differentiated the task environment of the various subsystems of the organization- that is, the greater the differences in the task environments of the major parts of the organization –

· The more internally  differentiated is the organization

· The more it must resort to complex modes  for keeping its operations coordinated and integrated

· The m
ore technologically complex the external environment,

· The more its top management adopts an optimization –and planning-oriented style

· The more sophisticated and complex is the organization’s control and information system

· The more automated and computerized are its operations

· The more restrictive the external environment

· The more planning and optimization oriented is the style of top management

· As the external environment becomes more restrictive,

· There is at first an increase and then a decrease in the coercive orientation of top management

The Goals of Organizations

The more careful the selection, training, and indoctrination of organizational members,

· the more the organization’s survival is at stake

· the more frequent and collaborative the interactions between key organizational groups

· the stronger the ideology of optimization and planning

· the less ambiguous the criteria by which organizational performance can be evaluated

· the grater is the consensus on the operating goals of the organization

The larger the organization and the more differentiated its activities,

· the greater is the conflict within the organization as to its operating goals

The more turbulent the external environment, especially the more it fluctuates cyclically,

· the greater is the importance of diversification and vertical integration to top management

The more subject the organization is to oligopolistic or other controls over the pricing and output of its principal products,

· the greater is the importance of diversification and vertical integration to top management

The greater the uncertainty about crucial inputs and crucial channels of distribution,

· the greater is the importance of vertical integration to top management

The larger the organization,

· the greater is the feasibility and importance of vertical integration to its top management

The more risk taking and entrepreneurial the style of top management,

· the greater is the importance of diversification to top management

The more diversified the organization,

· the more divisionalized is the organization’s structure

· the more differentiated is the organization’s culture

· the more sophisticated is the control, information and planning system of the organization

· the more participatory is the style of top management

The more concentric the diversification, or the more vertically integrated the organization,

· the grater is the delegation of authority by the chief executive 

· the more sophisticated is the control, information and planning system of the organization

The more fluctuating the size of the market,

· the more the organization is motivated to find a stable niche by competing on the basis of the quality of its outputs

The more the environment is under the control of the organization,

· the more it tends to compete on the basis of quality of its outputs and the less on the basis of their economy

The more the organization competes on the basis of quality rather than the economy of its outputs

· the more its technology tends to get oriented to custom-built production

· the more importance design-type activities acquire and

· the more use the organization tends to make of task forces for design and co-ordination purposes

The greater the surplus resources of an organization – that, is, the greater the organizational slack-

· the more secondary or derived goals does it pursue

The more differentiated and decentralized the organization,

· the more secondary goals it pursues

The more buoyant the environment,

· the higher will be the organization’s performance aspirations with respect to operating goals

The more competitive and challenging the environment,

· the higher will be the organization’s performance aspirations with respect to operating goals

As between major organizational goals, high aspirations with respect to employee morale push the management to adopt a participative, human relations oriented style and to emphasize human resources development activities more than other goals do

As between major organizational goals, high aspirations with respect to profitability impels the management to emphasize a sophisticated management information and control system, risk taking, diversification of products or services, and divisionalisation more than other goals do.

The more strongly held are the goals of profitability and social acceptance or public image 

· the more the organization is pulled in opposite directions with respect to investment, personnel, and product promotion policies.

The higher the performance goals of the management of an organization,

· the more planning, optimization oriented and participative is the style of top management

· the greater is the attention paid to activities designed to raise the efficiency of organizational resources

· the greater is the effort at coordinating  the organization’s activities

· the more sophisticated is the organization’s control and information system

The Style Of Top Management

The style of top management may manifest itself in the combination of the following dimensions
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The more intense, diverse and shifting the pressure on the organization’s top management,

· The greater is the need for flexibility and an organic top management orientation

The more stagnant the organization’s markets,

· The more coercive is the orientation of the organization’s top management
On the other hand different styles may be more appropriate under different situations
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Given the situational factors, 

· the choice among management styles is circumscribed but not eliminated

If the orientation of the top management is risk taking and entrepreneurial,

· it should also be at least moderately organic, and coercive in proportion to internal resistance to change, for superior performance on key organizational goals.

If the orientation of the top management is risk aversive and conservative,

· it should also be at least moderately mechanistic and noncoercive for superior performance on key organizational goals

If the orientation of the top management is highly optimization and planning oriented,

· it should also be strongly participative for superior performance on key organizational goals

If the orientation of the top management is highly seat-of-the-pants and non-technocratic,

· it should also be at least moderately risk taking and nonparticipative  for superior performance on key organizational goals

The more turbulent the organization’s environment,

· the more the top management style should reflect risk taking and organic values, with coercion proportionate to internal resistance to change, for superior performance on key organizational goals

The more stable and static the organization’s environment

· the more the top management style should reflect conservative, mechanistic and nonauthoritartian values for superior performance on key organizational goals

The more complex the environment, as judged by its heterogeneity, technological sophistication and restrictiveness,

· the more optimization oriented and participative should the top management style be for superior performance on key organizational goals

The more simple the environment, as judged by its homogeneity, lack of technological sophistication, and lack of constraints,

· the more seat-of-the-pants  judgments oriented, nonparticipative and risk-taking should the top management be for superior performance on key organizational goals

Workflow and Technology

The more strategic the location of a department of a work init in the workflow of an organization-as judged by how well it copes with task uncertainties, the swiftness with which its actions affect the organization’s outputs, the nonsubstitutability of its functions, and the pervasiveness of its work connections with other departments-

· the greater is its power

The higher the wage rate of operations personnel in a society or an industry,

· the more capital intensive is the operations technology employed by organizations functioning in that society  or industry, and vice versa

The more technologically sophisticated and complex the industry,

· the more capital intensive is the operations technology of the organizations functioning in that industry

The more capital intensive the operations technology of an organizations gets,

· the more active become the operatives’ needs for job security, growth, self-actualization, power, autonomy, and participation in decision-making 

The more capital-intensive the organization’s operations technology gets,

· the more sophisticated become the organization’ control and incentive system

· the more professionalized its work force gets

· the more organic and participative is supervision at operating levels

The greater the importance of diversification to top management, 

· the less oriented the organization’s technology is to standardized mass outputs and the more oriented is to customized outputs

The more operations technology of an organization is geared to standardized mass outputs of goods and services,

· the more vertically integrated and decentralized the organization tends to become and the more sophisticated is its control and information system

· the more rigidly departmentalized and structured are its activities

· the more attention needs to be paid by management to human relations to maintain a given level of morale among operatives

The larger the organization.

The wider its distribution network,

The more technologically complex its external environment,

The more restrictive the environment,

· the more extensively does the organization use an electronic data processing system

The greater the use of an electronic data processing system,

· the more it facilitated decentralization

· the more it permits quicker and more integrated decision making

The more quantifiable the informational inputs or outputs of a department,

· the greater is the impact of the computer on the administrative structure of the department in terms of increased power of EDP specialists, reorganization of the workflow, and greater complexity in the job of departmental manager

The structure of organizations

The greater the reciprocal interdependence between personnel;

The greater their social dependence;

The greater their pooled interdependence,

· The greater is the probability of their being grouped together

As between the three forms of interdependence,

· Reciprocal interdependence will be the strongest factor in grouping together individuals;

· Serial interdependence will be the next strongest; and

· Pooled interdependence will be the weakest

The greater the ratio of subordinates doing a particular kind of work to their supervisors (beyond what is considered the optimal span of control for that kind of work),

· The greater will be the pressure to increase the number of departments or groupings of personnel doing the same type of work

The more specialized the tasks performed by individuals,

· The more likely they are to be grouped together by areas of specialization to permit effective supervision

The greater the similarity in the kind of work performed by individuals and in their norms and values related to work and to interpersonal relations,

· The greater the probability of their being grouped together for maintaining morale

The more diversified the demand for a service within an organization,

· The more likely it is that individuals providing that service will be grouped together to facilitate access to them

The greater the interface between functionally organized departments,

· The greater is the need for coordinative  mechanisms such as planning, standard operating procedures, committees, a common boss, and communications and human relations training

The more divisionalized the organization,

· The better is intradivisional coordination, but the more intense is interdivisional rivalry

The more an organization’s superstructure resembles a matrix organization,

· The more organic, participatory, human-relations oriented, and technocratic tend to be the management style & ideology at the operating levels of the organization

The greater the diversity in the product lines or services by the organization;

The faster the rate of introduction of new product lines or services by the organization;

The tighter the operating schedule;

The greater the needed interdependence between diverse personnel

The larger the organization

· The more divisionalized it will tend to be

The more sophisticated the technology of operations;

The larger the economies of scale,

· The more functionally departmentalized the organization will tend to be

The more customized and varied the products or services provided to the organization’s clientele;

The faster the rate of innovation or introduction of new products, projects, or services by the organization;

The tighter the operating schedule;

The more sophisticated the technology of operations,

· The more the organization will tend to develop a matrix, project structure provided the economies of scale are not large

The more complex the tasks of a department,

· The higher is the technical level of the personnel employed in the department

The more novel the tasks,

· The more varied and discretionary are the procedures employed in the department, and the more organic are the superior-subordinate and peer relations within it

The more competitive and innovation – rich the environment;

The more technologically sophisticated and complex the environment;

The more diverse the environment;

The larger the organization;

The wider the distribution network,

· The more sophisticated and comprehensive is the control and information system employed in the organization

The more professional the orientation of the top management – that is the more it stresses both optimization and participation-

· The more sophisticated and comprehensive is the control and information system employed in the organization

The more sophisticated and comprehensive the control & information system,

· The more decentralized is decision-making in the organization

The larger the organization;

The greater the competitive pressure on the organization

The more participative the top-management ideology

· The greater is decentralization of authority at upper levels of management

The higher the performance aspirations of top management with respect to morale of personnel as well as efficiency,

· The more conspicuous are a participative ideology, a sophisticated control & information system, and decentralization as jointly utilized elements of the top management’s administrative strategy

The more an organization resembles an organization of professionals that have internalized professional norms,

· The more decentralized is the authority for making operating decisions, especially if the tasks to be performed are relatively variable and non-standardized
The larger the organization;

The more unionized it is;

The more integrated and automated its workflow is,

· The more structured its activities are likely to be

The larger the organization in which an organization is embedded and the less autonomous the latter is,

· The more structured its activities are likely to be

The stronger the formal control and information system in the organization (or part of the organization)

· The larger is the horizontal span of control and the shorter is the length of hierarchy

The grater the similarity in the work performed by subordinates,

· The larger is the horizontal span of control

The more routinized, less complex, and less interdependent the activities of subordinates,

· The larger is the horizontal span of control

The design of Human behavior in Organizations

The higher the job satisfaction with respect to needs lower in Maslow’s hierarchy of needs, then
· The higher, subject to satiety, is motivation to achieve a higher level of satisfaction of these needs,

· The higher also is motivation with respect to needs higher in the hierarchy

The higher the job satisfaction of personnel,

· The lower is absenteeism and turnover

· The higher is loyalty to the organization

The more buoyant and challenging the task environment of department within an organization – that is the higher the rate of growth in their activities and the more subject they are to competitive pressures-

· The higher the level of motivation of their managers

The larger the organization,

· The greater is the distance between senior management and the lower level personnel, and so the lower tends to be the morale of blue-collar, clerical, and lower management personnel

(upper level managers are happier in large organizations than in small ones, while lower level managers are happier in small organizations than in large ones)

The larger the organization,

· The greater is the lateral and vertical mobility of managers, and the greater is the support staff to help them in problem solving, and so, the higher tends to be the moral of the upper level managers

The higher the performance aspirations of managers,

· The more attention they are likely to pay to motivational tools like incentive systems, job enrichment, participative management, and management by objectives

The more participative and employee-oriented the supervision,

· The higher is the morale of subordinates, and possibly vice versa

The fewer the number of levels in the line hierarchy (i.e. the flatter the line hierarchy) 

The more numerous the number of levels in the staff hierarchy (i.e. the taller the staff hierarchy),

· The higher is likely to be the morale of the line and staff personnel, respectively

The smaller the work unit,

· The higher is morale

The more interesting the work, the greater the chances for promotion, the higher the pay, the more friendly the supervision and the co-workers,

· The higher is morale

The greater the interdependence between organizational units;

The more specialized their functions

The greater the differences between their personnel in terms of goals, the means of achieving goals, and the procedures for resolving disagreements

· The greater is likely to be the intensity of conflict between them

The more restrictive, diverse, or technologically complex the environment;

The more professionally-oriented the top management style (including an emphasis on participation and optimization)

The higher the aspirations of the top management with respect to organizational goals,

· The greater is the variety of coordinative mechanisms employed in the organization

The more dynamic the external environment and the more vulnerable the organization to changes in the environment

The higher the performance aspirations of the organization’s top management

· The more likely is the organization’s management to aspire to be creative

The higher the strategic importance of creativity to top management,

· The more likely to constitute the key design elements of the organization: decentralization, an organic ‘open’ organization, the hiring and promotion of creative, non-conformist personnel, and an ideology of risk-taking and innovation

The more turbulent the external environment;

The more technologically sophisticated the external environment,

· The more innovation-supportive is the top-management philosophy

The more innovation-supportive is the top-management philosophy,

· The more professional tends to be its orientation,

· The more sophisticated tends to be the control & information system employed in the organization

The more innovation supportive and activist the top-management philosophy

The greater the resources available to the organization

· The greater is the rate of innovation in the organization

The more innovation-resisting the organization,

· The greater are the requirements for building coalitions to push through innovations

· The greater is the need for political abilities in those sponsoring the innovations

The design of organizational performance

The effect of demographic variables on organizational performance is stronger when the goals of the organization are affected by demographic variables than when goals are not affected by demographic variables.

Regardless, within limits, of the strategy and structure of the organization, the more buoyant and/or benign the external environment

· The higher the organizational performance

The more optimization and planning oriented, or participative, or progressive, or professional the top management’s orientation relative to that of organization’s rivals

· The higher tends to be the performance of the organization relative to that if these rivals

The more risk-taking and organic the top management’s orientation relative to that of the organization’s rivals,

· The higher tends to be the performance of the organization relative to that if these rivals

Unless contra-indicated by the nature of the organization’s task environment, the more professional the style of top management,

· The higher is the organization’s performance

Unless contra-indicated by the nature of the organization’s task environment, the more risk taking and organic the style of top management,

· The higher is organization’s performance, but the higher also the chances of its mortality

Individual structural variables in and of themselves-that is, with situational and strategic variables controlled for- tend not to affect organizational performance strongly

The more the formal leadership has task-structuring, planning, control and coordination skills in those parts of the organization in which tasks are relatively structured,

· The higher is organizational performance

The more the formal leadership has task as well as human relations competence in those parts of the organization, in which tasks are relatively novel and variable,

· The higher the organizational performance

The more effective the leadership;

The greater the interpersonal and intergroup collaboration

The more technically competent the rank and file

The more highly motivated the rank and file

· The higher is organizational performance

The more appropriate the top management strategy and the organizational structure are to the nature of the organization’s situation –that is, the better the fit between situational, strategic and structural factors-

· The higher is organizational performance

In a hostile environment, other things being equal, the more the top management style stresses optimization and participation,  or risk taking, flexibility, and coercion, or all of these,

· The higher is organizational performance

The more evenly developed the uncertainty reduction, differentiation, and integrative mechanisms,

· The higher is organizational performance

The broader the range of task-related uncertainties confronted by the organization,

· The more highly need to be developed the uncertainty reduction, differentiation, and integrative mechanisms for superior organizational performance

The larger the organization,

· the more it should have formal role and functional specialization and standardization-that is the more bureaucratic should be its structure- for superior organizational performance, especially in a stable environment.

The greater the variety in the task environments of major parts of organization,

· the greater should be the permitted differentiation in the structures of these parts and in the attitudes and values of their respective personnel, and the greater should be the effort devoted to integrating the operations of these parts, for superior organizational performance

The stronger the association between an organizational strategy and organizational performance,

· the more likely it is that the two act as causes of one another

The higher the performance of the organization relative to its rivals,

· the more participative, optimization-oriented, risk taking and/or organic its top management style is likely to get, the particular path of development being dictated by reinforcement provided by the environment in the shape of continuing good performance

The lower the organization’s performance relative to rivals,

· the more desirable is an entrepreneurial and/or professional top management style

· the less participation is desired, the more coercion is probable and the more the environment is perceived as hostile

