SOCIOLOGICAL ASPECTS OF AN ORGANIZATION





		By ORGANIZATION is meant any entity as a set of resources and facilities interrelated or structured to achieve an objective.



		It is with this concept of organization (company) that we are concerned.  When we speak of an organization, we are referring to 2 realities which, although different, are intimately related:  namely a process and its product.



		A process is a set of interrelated components which give shape to action, the organization of work and communication between various levels of the company.



		A product is the result of the process.



		Organizations are social units constructed for specific purposes and marked by a division of labour, the presence of decision-making centres and the existence of individuals.  Such units are structured and pursue specific objectives.





Organizational Development and Analysis:



		Organizational analysis encompasses the study of the different ways of organizing and causing human groups to operate. It has led to the rationalization and scientific organization of work on the basis of human behaviour within organizations.



		The analytical process involved leads us to discover different approaches which have been used successively to explain the significant phenomena noted in the operation of large organizations.  Let us consider 4 separate approaches:



		

1. scientific organization of work



		

2.  the human relations movement



		

3. the theory of needs and motivation



		

4. strategic analysis





1.  
THE SCIENTIFIC ORGANIZATION OF WORK
:



		We owe this approach to Frederic Taylor, an American engineer (1915), and to a French engineer by the name of Henri Fayol (1925).  We comment below on the Taylorist approach as developed by Fayol.





		Taylor's idea was based on the realization that a company could be organized rationally (objectives - means - results) to achieve optimum results, bearing in mind differing circumstances and opposing forces.  In other words, that science should permit optimum organization in terms of the company's objectives.



		His answer to the unstructured transmission of know-how gained through experience from one generation to another was to propose that work should be organized as a scientific process in which science would permit the optimum synchronization of the resources needed for performing a task.



		The procedure comprises 2 phases:  a breakdown of the job or delimitation of its components, and a rational restructuring of them to meet the objectives pursued.  This operation enables the optimum solution to be defined and therefore implies a division between, on the one hand, the preparation and design of the work and, on the other, its performance.





		Problems:



  *  It is assumed that an optimum solution exists for each work or organizational problem but, not only has this not been scientifically verified but, rather, negative consequences have been detected.



  *  The individual is represented in mechanical terms, regarded as a passive being who responds solely to economic stimuli (bonuses, wages, etc.)  





		Labour productivity is thus seen in terms of strictly physical and economic factors.  This model was superseded by other forms of organization of work which proved more efficient and less rigid.   








THE HUMAN RELATIONS MOVEMENT
:



	The Human Relations Movement surfaced in 1930, partly as a reaction to Taylor’s approach.  It was an ethical reaction to the number of abuses committed in the use of labour.  An intellectual reaction also occurred when productivity surveys were introduced; these shed more light on the subject than the original doctrine was able to do.



	The departure point of this movement is to seek the causes which ensure productivity without negative effects.  E. Mayo, its chief exponent, began his experiments within the Western Electric group.



	His conclusions indicated that companies are not only technical units but also human ones plagued with individual affective relationships.  Alongside a company’s planned formal structure for meeting production requirements, there lies another parallel reality consisting of complex sentiments with a logic of their own overlying the requirements of mere production.  It is an informal structure which is not reflected in the company’s organizational chart.

	However logical and natural this now seems, it caused quite a stir at the time.  Alertness to the importance of the affective climate within the company sparked a considerable effort to examine its impact on the technical system and the organization.  It was also important from the practical point of view.  Discovery of the importance of relationships between individuals and between groups at work pointed up the possibility of influencing those factors with a view to securing better results.



Limitations:



Training programmes in human relations (particularly for management) fail unless there is a change within the company�

The individual is regarded as someone who responds in a stereotyped manner to stimuli.  There is no getting away from the Taylorist approach, since human relations add sociological stimuli to economic ones.  The individual is not seen as having autonomous ability.



	The paternalist nature of the human relations doctrine does not solve the problem.






THE THEORY OF NEEDS AND MOTIVATION
:



	This constitutes the theoretical framework and a basis for introducing new ways of organizing work:  for the company management, its personnel services and, in particular, its organization and methods office.  It is the basis for the work of autonomous working groups concerned with job enrichment and of bodies dealing with quality circles.  It sets out to solve the problems of the individual at work which earlier approaches had failed to take into account; and to develop his work potential so as to produce more cooperative and productive behaviour.



	The most representative theorists of this approach are A. H. Maslow and

Herzberg.



	Maslow bases his theory on instinctive and cultural needs as an essential element in the life of every individual.  His needs are born of the desire to consume and to be able to live and enjoy certain socio-cultural experiences.



	Those hierarchized needs give rise to motivations which cause the individual to act in such a way that his so-called higher needs cannot be satisfied unless his lower ones are met.







�







Maslow establishes a pyramid of needs in ascending order:



Physiological Needs:  Necessary for the development of normal everyday physical and working life under suitable conditions;�

Security:  Necessary for protecting physical life and job security, etc.;�

Social:  Need to be accepted by society and the working community;�

Esteem:  Need for recognition, to have power over other workers and increase one’s personal status;�

Self-fulfillment:  Development of individual and social potential.





	Maslow even gives the percentage figures necessary for acquiring motivation:  80% for the first, 70% for the second, 50% for the third, 40% for the fourth and 10% for the last need mentioned.



	Application of the theory:  Although workers are motivated by various needs, it should be stressed that the first 2 are economic and involve job security; these are called primary needs, although there is nowadays a tendency to insist that secondary needs must also be met.



	The following courses of action are recommended for satisfying secondary needs:



(3)  for Social Needs:  

promote a team spirit

organize regular meetings with subordinates

assign tasks having regard to interpersonal relationships



for Esteem:

encourage workers by recognizing their work

propose tasks involving personal challenge

delegate more authority

offer certain training courses involving greater knowledge and skill

invite worker participation in the preparation of projects



for Self-Fulfillment:

encourage creativity and innovation

distribute tasks which oblige workers to use their artistic and intellectual abilities

authorize further training courses which enable workers to make better use of their skills and abilities





	Maslow’s hierarchy of needs reflects reality and has made a major contribution to the effort to overcome the image of “economic man”, i.e. one whose basic reason for working is to earn more money.  Individual behaviour within a company involves something more than money, namely security, esteem, fulfillment and, lastly, personal interest.







MOTIVATION AND STRATEGIC ANALYSIS



		One of Maslow's students, F. Herzberg, developed the theory of motivation yet further.



(a)  Motivation:



		To be able to coordinate employees and solve any problem that might arise at work, one must be alert to the possibility of influencing the attitudes and behaviour of others.  Management-worker relations are developed through mutual confidence and bargaining to create a good working atmosphere.



		Motivation means a set of impulses, desires, needs and preferences, both internal and external, which encourage favourable action on the part of the individual.  To managers, motivating means acting in such a way as to satisfy the needs and desires of their collaborators until they act efficiently.



		A model of motivation within a company can be built up from interrelations between energetic forces, individual beha- viour, reward and satisfaction.  It should be stressed that organizational, individual and interpersonal factors combine to meet personal needs (satisfaction).



		Rewards may be external (advancement) or internal (achievement).



�

(b)   Herzberg's dual factor theory:



    		This proposes another motivation model based on research carried out with 2 types of questions:



1.	Can you explain which factors have brought you most satisfaction in your work?



2.	Can you explain the factors which have caused you most dissatisfaction?



		Two assessment criteria are established on the basis of the replies:



a.	Professional hygiene factors



b.	Motivation factors





		Hygiene factors relate principally to the working environment itself, whereas motivation factors are connected to the actual job.  



		The first group of factors may cause dissatisfaction.  If a worker has no job security or is inadequately supervized, he will be liable to become dissatisfied.  The second group of factors may genuinely motivate workers; thus fulfillment, respon- sibility and status are real motivating factors.



		This permits job enrichment at the individual job/posts.  It is simply a matter of completing, or complementing, potentially monotonous and repetitively-alienting tasks by interesting supplementary tasks.



		Some pointers are listed below:



-	Remove certain controls while preserving some levels of operation;



-	Step up individual initiative on the job;



-	Have a set of tasks rather than only one task performed;



-	Allow workers a certain degree of authority and freedom in the way they do their jobs;



-	Set each worker tasks which involve some difficulty and which he has never done before;



-	Set him a task which enables him to become an expert.



		In some respects the 2-factor theory is complementary to Maslow's theory of needs, as will be seen in the table below. 



�

MASLOW'S HERARCHY OF NEEDS�HERZBERG'S DUAL-FACTOR THEORY��Self-fulfillment�Achievement

Growth

Work challenge

Responsibility��Esteem�Promotion

Recognition

Work status��Social Needs�Interpersonal relations

Company Management��Security�Working conditions

Supervisory quality

Job security��Physiological Needs�Personal life

Reward��



Conclusions:



		This development makes 2 important points:  first, it revives the phenomenon of job motivation which was lacking in Taylor's theories and in the theory of human relations.  Within a company, it is acknowledged that an individual may be interested in the work he performs.



		Second, it has helped to attenuate abuses in the division of labour and the power of the time-and-methods approach.  While reducing the importance of working conditions, it accentuates that of the organization of work.







4.   
STRATEGIC ANALYSIS
:



		Strategic analysis starts from a basic finding or working hypothesis:  no individual will agree to be treated wholly and solely as an object in the operation or the achievement of objectives of an organization.



		It postulates the existence of the worker as a free agent, with his own objectives, as opposed to the passive conception in which he was supposed to respond in a stereotype or foreseeable manner to the choice of stimuli offered him.



		The individual establishes his own strategy for achieving his objectives, i.e. he will use the resources available to him as rationally as possible in accordance with the way he happens to be conditioned; his conduct is not entirely predictable but is constantly adapted within a limited and contingent rationale.



		The individual cannot find the optimum solution even if one exists, but given the circumstances of action will content himself with a solution that satisfies him.  This is a negation of Taylor's optimum solution, which is refuted in many studies.  What is more, there may be many rationales within a company, depending on the agents or groups of workers within the organization.



		This context raises the question of the definition of "organization", which is characterized as a system of action attempting to solve a dual problem:



	(a)  achieving its objectives



	(b)  inviting the workforce to participate in achieving them 



		Indeed, the members of an organization may refuse to participate and their ability to do so gives them power within the company in so far as it will be affected by their behaviour. An organization always needs its members to participate and will negotiate their participation more or less explicitly.  This principle is repeated between individuals and between groups.



		The quest for a balance between company and individual objectives first involves acceptance by the individual of the company's objectives and of the tasks and roles that that requires, before solidarity with the organization is interiorized.



Conclusions:  



		The above principles are the least which every manager should know if he is to apply different but effective management principles.  The modern principles of MANAGEMENT BY OBJECTIVES, ORGANIZATIONAL DEVELOPMENT and PROCESS CONSULTATION are based on the sound practical parts of each of the theories discussed above. 



		A management improvement process within a company must have as its objective: 

          

�To generate the organization's capacity to maintain a continuous, comprehensive system of managerial change and inoovation, based on participation and feedback.���



		Achieving that objective requires the following strategy: 

    

�Full and active participation of potential innovators from top management downwards, to analyze problems and generate solutions internally.���



		This requires in the way of tools the above-mentioned basic knowledge drawn from company organizational sociology.  All managers have such knowledge but they very easily TEND TO FORGET IT AND NOT USE IT.



		The majority of any company's problems arise from the lack of a methodical system of organizational analysis and solution development which would enable the company to be managed as a whole.  What is required, therefore, is an instrument which enables the company's managers to act in concert with their junior colleagues; the solutions developed are then introduced into working methods naturally and without imposition.



		That instrument IS NOT SIMPLY the administration of a series of management courses.  It is a dynamic approach accompanied by an analysis of problems, a search for solutions and the application of work plans for implementing solutions using the modern management concepts learnt at the courses.



		The ITU explains the dynamic approach in its GUIDELINES FOR THE ELABORATION OF A MANAGEMENT IMPROVEMENT PLAN, which is discussed in the following modules. 
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