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VISION & MISSION STATEMENTS

VISION;

1 Toemerge as the most preferred Business School with Global recognition’by producing
most competent ethical managees)trepreneurs and researchers through quality
education.

MISSION;

1 Knowledge through quality teaching learning processTo enable the students to
meet the challenges of the fast challenging global business'environment through quality
teaching learning pross.

1 Managerial Competencies with Industry institute interface To impart conceptual
and practical skills for meeting managerial competencies required in competitive
environment with the help of effective/industry institute interface.

1 Continuous Improvementwith the state of art infrastructure facilities; To aid the
students in achieving their full potential by enhancing their learning experience with
the state of art infrastructure.and facilities.

1 Values and Ethics; To inculcate value based education thitoygofessional ethics,
human values and societal responsibilities.

PROGRAMME EDUCATIONAL OBJECTIVES (PEOSs)
PEO 1; Placement;To equip the students with requisite knowledge skills and right
attitude necessary to get placed as efficient managers in corpongpanies.
PEO 2; Entrepreneur; To create effective entrepreneurs by enhancing their critical
thinking, problem solving and decisionaking skill.
PEO 3; Research and Development;To make sustained efforts for holistic
development of the students by en@ging them towards research and development.
PEO4; Contribution to Society; To produce proficient professionals with strong

integrity to contribute to society.
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Program Outcome;
PO1; Problem Solving Skill; Apply knowledge of management theories and practices

to solve business problems.

PO2; Decision Making Skill; Foster analytical and critical thinking abilities for data

based decision making.

PO3; Ethical Value; Ability to develop value based leadershiplity.

PO4; Communication Skill; Ability to understand, analyze and communicate global,

economic, legal and ethical aspects of business.

PO5; Individual and Leadership Skill; Ability to lead themselves and others in the

achievement of organizationalae;.contributing effectively to a team environment.

PO6; Employability Skill;Foster and enhance employability skills through subject

knowledge.

PO7; Entrepreneurial Skill; Equipped with skills and competencies to become an

entrepreneur.

POS8; Contribution to community; Succeed in career endeavors and contribute
significantly to the community.
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Subject Subject Name L| T |P|S|C
Code
PMF18 | ORGANISATIONAL DEVELOPMENT 3| 0]0|0]3

Course Objectives

C1 To familiarize on the concept @rganizational design, structure and the maj
determinants that reshape the organizational structure.

C2 To understand the need of managers and leaders in for reinforcing a globa
organization culture

C3 To elucidate the importance of work group behaaiod Quality of work life

Ca To provide insights on stress management and stress coping strategies

C5 To emphasize and understand the OD interventions and need for change.

SYLLABUS

Unit. Details Hours

No.
Approaches to Understanding Organizatid€esy Organizationa

: Designs - Procedures Differentiation & Integration- Basic

Unit | L . - 9
Design i Dimensions Determination of Structure Forces
Reshaping OrganizatidnLife Cycles in Organization
Organizational culturé Key Role of Organizational Culture

Unit II Functions & Effects of Organizational Culturd.eaders role ir] 9

shaping and reinforcing culture, Developing a Glo
Organizational Culture

Work Groups & Teams Preparing for thevorld of work Group
Unit lll | Behavior Emerging issues of Work Organization and Qualit 9
Working lifei Career stage modelMoving up the career laddg

Stress and Well Being at WorkEour approaches to stress
Unit IV | Sources of stress at wodgnsequences of stred8revalent Stres 9
Management Managerial implications
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Organizational Development and Chang&rganizationa
Unit \V Development Alternative Intervention€hange Agents ; Skills 9
Resistance to changklanagerial the resistaneé. e vi n 6 s
model- Organizational reality
TOTAL HOURS 45
Reference Books
1. Anderson, D., Organization Development; The Process of Leading Organiz:

Change, Sage Publication 2009.
2. Brown, D. and Harvey, D., An Experientidhpproach to Organizatio
Development, ¥ Edition, Pearson, 2006.
3. CheungJ ud g e, M. and Hol beche, L., Or
Guide forOD and HR, Kogan Page, 2011.
4, Cummings, T., Theory of Organization Development and Charig&dgion,
SouthWestern, 2011.
French, W., Bell, C. and Vohra, Organization Development; Behavioral S¢
Interventions for Organization Improvement™ &dition, Pearson Highe
Education, 2006.
6. Ramanarayan, S. and Rao, T.\Organization Development; Accelerati
Learning and Transformation%Edition, Sage India, 2011.

Institute Course Material

Course Material

Case Studies
Feedback & Suggestions

Question Bank

University Question Paper Samples

E-Sources
1 http://www.pondiuni.edu.in/sites/default/files/organizatinatdevelopment
' 260214 .pdfwww.shsu.edu/~mgt ves/ntsf0/ServiceManagement.ppt
http://ssmengqg.edu.in/weos/weos/upload/EStudyiderial/MBA -
2 MDU/MBA -

MDU3/MBA3rd%20Sem%20MDU%20(OCD).pdfhttps://www.mheducatio
n.co.uk/he/chapters /9780077133016.pdf
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3 http://ebooks.lpude.inf/management/mba/term 4/DMGT520 ORGANIZAT
' ION CHANGE AND DEVELOPMENT.pdf
4 http://otgo.tehran.ir/Portals/O/pdf/organization%20development%20and%
' 20change.pdf
5. https://www.bkconnection.com/static/mcleanexcerpt.pdf
Assessment Tools Used
1. Assignments
2. Internal Assessment Tests

3. Model Exam

4. Seminar

5. Case Studies

6. Group Discussions

7. Management games

8. Role play

9. Simulation

10. Synetics

Content Beyond Syllabus

Human Resource Management Interventib®chno structural interventiofis

1. . .
Professional OD practitioner
2 Business model and value propositiériBrofessional ethics Developing cross
' function linkages
Parallel organizatioin Mental models Competitive and Collaborative strateg
3 i Trans organizational change.
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Additional Reference Books

Kondalkar, Organization Effectiveness And Change Management,PHI Lea
1. | New Delhi,2009

Dipak Bhattacharyya, Organizational Change Awlelopment,
2. OxfordUniversity Press, New Delhi, 2011

Thomson G. Cummings and Christopher G. Worley, Organizational
3. development and change, Cengage learning, 9th edition 2011

Robbins Organization Theory; Structure Design & Applications, PreHtadie
4. | of India, 2009.

Bhupen Srivastava, Organizational Design and Development; Concepts
5. | application, Biztantra, 2010.

Course Outcomes

Program
CO. |on completion of this course successfully the students will; | Outcomes(P
No. O)
C318.1 Possesknowledge on the organizational design, structure af PO6
"~ | factors reshaping organization.
Be aware on the role of managers and leaders in creating ¢ PO4, PO5,
C318.2 . o
effective organizational culture PO6
C318.3 Obtain insight on work groupehavior, challenges and career| PO5
" | development.
C318.4 Understood the causes of stress and strategies to manage { PO6
" | in an organization
C318.5 Learn the concept of OD intervention and impact of change| PO5
"~ | an organization.
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UNIT 1- Approaches to Understanding Organizations;

Organizational design is the process of creating the hierarchy within a company. The six
elements of organizational design help business leaders establish the company departments,
chain of command and overall stture. The aspects of organizational structure most notably
reviewed is the organizational chart. Consider these six key aspects when creating the design
elements of an organization.

Key roles/Dimensions of Organizational structure:

Work Specialization

l

Work specialization is the first of the elements of organization structure. Business
leaders must consider the job tasks and specific duties associated with given positions.
Dividing work tasks among different jobs and assigning them faitkefevels, is the

role of work specialization elements.

An example would be giving the first person in the assembly line the job of putting

the first three components together. The second person in the assembly line might
then put the decals on the guet, and the third would put the item in the box.

Leaders should be careful to not overly specialize in any one job because this can lead
to boredom and fatigue. This results in slower work and even errors.

Managers may have jobs assigned and adjusbtes depending on how specialized

the job in one area is:

Departmentalization and Compartments

T

Departmentalization and compartments are two other components of organizational
design. Departments are often a group of workers with the same overall functions.
They are often broken down by broad categories such as functional, product,
geographical, prcess and customer.

Common departments include accounting, manufacturing, customer service and sales.
Compartments might have teams with different department members that are put
together for efficiency.

For example, a company delivering IT services tepbusinesses might have teams
assigned to each company. Each team might have a project manager, a graphic
designer, a coding specialist, a security specialist, a client rep and service provider.

Chain of Command
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1 The chain of command is what the organ@al chart typically illustrates.

1 It shows who reports to who in the company's human resources structure. Some
companies have a more traditional hierarchy with very clear department leaders and
executives in charge.

1 Other companies use a more fluid chaf command and structure where more people
are considered part of the same level of command on afarostonal team.

1 There are pros and cons to any model. What is important is that employees know what
is expected of them and how they get informatmfidw to the proper channels.

1 If an employee isn't sure who his direct supervisor is due to an unclear chain of
command, he might not properly relay the right information to the right party.

Span of Control

1 The span of control is the organizational des¢ement that considers the capacity of
any manager. There are limits to the number of people one person can oversee and
supervise.

1 The span of control addresses this design element. If a manager has too many people
to oversee, he might lose his effeetiess and not recognize problems or successes.

1 A span of four means that for every four managers, sixteen employees can be
effectively managed. Other industries might use a span of eight or another number
that describes how the human resources directed toedisburse managers.

Centralization and Decentralization

1 Centralization and decentralization are organizational design elements deciding the
degree which decisiemaking is made at one central level or at various levels by
employees:

1 For example, all major budget decisions would filter to the chief execuficerodnd
chief financial officer in a centralized fashion.

1 Customer service decisions might be decentralized giving those interacting with
customer directions on how to handle issues but the authority to make certain
decisions.

Formalization of Elements

1 Smaller organizations tend to have informal elements where large organizations
formalize roles more specifically.

1 The reason smaller organizations use less formal standards is that employees may
serve multiple roles as necessary.
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1 Bigger organizations ndeo formalize elements to ensure the right stuff gets done on
time and correctly.

1 Formalization might also be seen with specific job duties.

1 For example, there may be a very specific way that payroll is done to ensure that
everyone gets paid dime, with the correct withholding. The sales department might
not be very formalized, and might allow each representative to find his organic
process so that he may succeed.

PROCESS/PROCEDURE OF ORGANIZATIONAL DESIGN

The first challenge of the design pess is to create a streamlined and effective organization
that is aligned with the strategy and desired results of the organization. The second challenge
is to get buyin from the entire organization and implement the new design so that it
dramatically angbositively changes the way the business operates.

Many organizations fail to adapt and adjust their internal infrastructure to the rapidly
changing business demands around them because their business processes, structures, and
systems act asarriers to efficiency and commeense decision making. These internal

barriers can trap capable people who eventually become cynical and disheartened by their
inability to change or influence obvious gaps, inconsistencies, or burdensome constraints
within the organization.

There are a number of ways to set up the design process. Senior leadership can sponsor and
lead the change process using the conference model, where large numbers of people from a
crosssection of the organization participate rale in analysis, design, and implementation
sessions.

The advantage of this model is that a significant number of employees, if not the entire
organization, can be directly involved in the change process. This builds a strong sense of
commitment and ownershtp new design decisions and directions. Another advantage to the
conference model sessions is that problems can be identified and design and implementation
decisions can be made quickly, without drawing out the process over extended periods of
time. Usingthis model we can accomplish shoyficle redesign in a matter of weeks instead

of months and years.

A second model involves a core design team, charted by senior management. In this model, a
smaller number of employees from a cresstion of the organitian analyze, redesign, and
develop implementation plans which they present to senior leadership and the rest of the
organization for approval and adjustment.
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The advantage of this model is that the design team creates continuity throughout the process,

and can drill deeper in some of the analysis, design and planning tasks. The design team
model also fosters commitment and ownership throughout the organization, but requires more
ongoing communication to the rest of the organization, and tends to tétke mdre time to

get through design and planning and on to implementation. With either the conference model
or the design team model, the design process, from chartering to implementation, can take
from six weeks to eighteen months, depending on theraatgyation, and resources of the
organization.

STEP #1: INDEPTH PROCESS ANALYSIS

l

If comprehensive organization assessment has not been done during the leadership
process as part of direction setting with senior leadership, it must be done here as
preparéon for design sessions.

Once assessment is completed, it is often necessary to analyze core work processes
and computer system flows at more levels and in more detail.

In-depth process analysis starts where the larger assessment process leaves off,
identifying and analyzing processes which need to be understood and mapped in more
detail before conscious and accurate design decisions can be made regarding them.
If there are other systems or structures which need to be better understood, they may
also beanalyzed in more depth before moving to redesign decisiowlegth analysis

can take from a few days to a few weeks, depending on the need for more data.

STEP #2: ORGANIZATION DESIGN

T

The macro design session can last from four or five days, dependihg size and
complexity of the organization.
During this session, participants step outside the current organization and develop a

comprehensive set of recommendations for

aligning it with current strategies and businéemands.

They outline the Aideal organization, 0
systems for the whole organization.

They will streamline and simplify core processes spanning the entire business, and
reconfigure how business units, departtagsupport groups and teams organize
around those processes.

This often eliminates functional silos and integrates people and resources around
activities critical to organization success. As units are created, dedicated and shared
resources are also agsed to various sections or levels of the organization.
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STEP #3: TEAM LEVEL DESIGN

1 In some cases, the macro design session includes team level design. In many cases,
however, a micro design session is needed to detail team configurations, roles,
responsilities, and staffing numbers.

1 The micro design session generally takes from one to three days. In this session the
number and size of teams is determined, and specific roles and responsibilities are
designed for each team created.

1 The micro design helpdarify how the macro design will fit together at all levels of
the organization.

STEP #4: TRANSITION PLANNING

1 Once design recommendations have been reviewed and accepted by the organization,
the next task is to develop transition and implementation plans.

i Transition is the period between design and startup, which may be two or three weeks
to six months, dependiran the size of the organization, the complexity of the design
and how quickly they can or need to implement.

1 Implementation is the period of time between startup and the ideal. During transition
planning, participants will identify all transition and ilementation activities
necessary to successfully implement the new design throughout the organization.

1 They will identify transition activities such as employee communication, leadership
training, or staffing changes which need to happen before stagugsbe

1 They will also identify implementation tasks such as tracking and measurement of the
new design, which will be put in place at startup or sometime after startup on the
journey to building the ideal organization.

STEP #5: TEAM DEVELOPMENT AND EMPOWHERENT PLANNING

T I'ndividuals or teams are considered iemp
boundary conditions (expected results, n@gotiables, authority levels, and time
constraints) and have the knowledge, information, skills, resources, and supyport the
need to achieve their charter.

1 “Empowerment planning is the process of identifying the boundary conditions,
knowledge, information, skills, resources, and support that teams will need, and then
planning how and when those items will be transferred tieweloped into the teams.

9 During the team development and empowerment planning session, middle
management and team leadership will identify team empowerment needs and outline
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plans for developing the teams and getting them the resources and supporéthey ne
to succeed.

Typically, leaders will develop a team development chart and determine levels of
authority for various responsibilities the team will take on, choosing from the five
levels of authority:

Level 10 act when directed

Level 2 act after approval

Level 3 act after consultation

Level 4 act and report

Level 5 act autonomously

STEP #6: NEW DESIGN IMPLEMENTATION AND FOLLOWJP

T

The time period between approval of the new design and the designated startup date
for implementation of the design is called transition.

It is during this transition period that new jobs or job changes can be posted,
interviews can be held, managemerdrudes can be decided and announced, and new
structures, processes, policies, and plans can be explained in preparation for startup
implementation.

Leadership training and technical changes may also take place during transition. The
purpose of transitiorsito make sure the organization is ready before it pulls the
startup lever to begin implementation of organization changes and design plans.

At startup, the designated date for beginning implementation, the organization breaks
from the past and begins toriction in the new design.

This is when teams are-bocated, new reporting relationships begin, resources are
moved, and everyone in the organization begins the new way of operating.

Some aspects of the design may be implemented during the first féw ofestartup.

For example, base lines for measuring and tracking performance in the new design
should be established at or near startup. Other design aspects such as the computer
delivery systems, or the reward systems may require further study orpteeeio

before they can be effectively adjusted or implemented during this phase.

Continued reevaluation and followup is essential to successful implementation.
Especially during the early stages of implementation, it is critical for senior leadership
to take the lead in integrating business performance, establishing common initiatives,
and creating clear performance metrics throughout the organization.

It is important to understand here that implementation is a process, not an event.
Though the process egun at startup, it may take months to fully implement the
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ideal design, step by step, returning to and following up on initiatives detailed in the
master implementation plan.

STEP #7: TEAM STARTUP AND DEVELOPMENT TRAINING

T

One of the purposes of startup training is to bring newly formed business units and
teams together around a vision of what they must accomplish in the new design.
Teams, business units, and support groups are often pulled together to share
expectations,gdarn about each other, and identify mutual requirements, especially if
they have a high degree of interdependence.

Leaders explain team development plans to their teams and discuss how those plans
can be implemented over time.

Teams can begin receivingaining in the technical, business and social skills required
for them to manage their part of the business and improve their performance.

The training provided will depend on the development needs of each team and will
come from a variety of different scces, including internal subject matter experts.

We recommend that organizations invest in their own training staff who can provide
ongoing planning, assessment, and delivery.

STEP #8: ADJUST AND REFINE COORDINATION AND DEVELOPMENT SYSTEMS

T

Organizatiorwide coordination systems include communication and information
sharing, decision making and authorization, measurement and feedback, goal setting,
and policies and procedures.

Organizatiorwide development systems include recruitment and selection,

orientation, training and development, progression and promotion, performance
evaluation and feedback, compensation, and recognition.

During macro organization design, the ideal concept for each of the coordination and
development systems will have been idesdif The ideal concept for many of those
systems can and should be implemented at startup.

However, adjustment or serious redesign of some of the systems such as
compensation or performance evaluation, often requires additional time to study
alternativesand develop appropriate implementation plans.

During startup, the organization charters a task force for each of the key coordination
and development systems needing continued review and adjustment.

Each task force studies, makes recommendations for@pgteadjustment or

redesign of their designated system, and then guides and monitors implementation of
that system throughout the organization.
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1 These system task forces are normally staffed by volunteers from sseabss of
the organization.

1 Refinement and implementation of these key coordination and development systems
may be an ongoing process for a year or two after startup, until the systems are
effectively integrated into the new organization design.

DIFFERENTIATION & INTEGRATION

Businesses, much like individuals, develop in their own way and at their own pace. Several
factors influence how a business develops, from the personality of its leaders to its chosen
industry to the economic climate. The results can range from a stadjoterécal hierarchy

run a bit like a military operation, to a loose, horizontal-ficgen group that has more the

feel of busy but enjoyable summer camp.

When businesses give autonomy and power to each of their divisions and departments, the
result is diferentiation, in which each section develops its own cultures and methods. When a
company brings its separate parts together under one leader or a single mission, the business
undergoes integration. Integration leads to a unified and cohesive compahyrstru

Companies select between a differentiated and an integrated structure depending on their
industry, personnel and leadership.

DIFFERENTIATION:

Small business owners usually are fully aware of product differentiation, even if not by that
name. Produstin a retail store are different not only in terms of what they do for the
consumer but also in quality and aesthetic considerations such as color or style.
Understanding product differentiation and the difference between horizontal and vertical
differeniation can help small business owners devise a solid strategy for developing and

marketing their products.

Product Differentiation

Product differentiation is the business strategy of developing and marketing different kinds or

styles of products. Producers differentiate their products in the market to establish or exploit

competitive advantages and expand market share. How a congsglgput differentiation

varies considerably, from offering entirely new products and services to merely changing the
Ms. Nishath Parveen

Assistant Professor



MEASI INSTITUTE OF MANAGEMENT
CHENNAI -14

Approved by All India Council of Technical Education and
Affiliated to the University of Madras, 1ISO 9001:2015 Certified Institute

design or color of a product. In either case, the company is looking to meet the needs of more
consumers by offering them different pratki There are two broad categories of
differentiation-- vertical and horizontal.

Horizontal Differentiation

Horizontal differentiation refers to distinctions in products that cannot be easily evaluated in
terms of quality. This stands in contrast to eattdifferentiation, where the distinctions

between products are objectively measurable and are based in the products' respective level
of quality. Horizontally differentiated products vary only marginally, as it's more efficient for
producers to try toapture as many new consumers as possible with minimal additional costs.
While horizontally differentiated products tend to command similar prices at equilibrium, the
lack of relationship to quality does not necessarily imply that they cost the-samoe

products may be virtually identical in all considerations except for color or flavor and still be
offered at totally different prices.

Subjective Preferences of Consumers

Unlike vertically differentiated products, the features of horizontally differentiateducts
cannot be ordered objectively. Common examples of horizontal differentiation include
location-- offering the same products, but in different geographical areascolor--

offering the same products in different paint schemes, for instimanaother example

offeredby Teng Wah Leo of St. Francis Xavier University, "one car enthusiast may look first
for the BHP (brake horsepower) for his truck; another may be more concerned with MPG
(miles per gallon).”

Advantages andDisadvantages

Horizontal differentiation offers producers some key advantages, including the possibility of
greater market sharerefrigerators offered in both white and black appeals to consumers
with either preference, for example. Horizontal diffel@in often is cheaper than

improving quality, which is necessary for vertical differentiation. Offering too many options,

on the other hand, may become inefficient due to the cost of producing new options. In
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addition, horizontal differentiation is noh@ugh to acquire new customers if they are looking

for higher levels of objectively measured quality or lower prices.

Vertical Product Differentiation

If both A and B products are charged the same price to the consumer, thearkbe

sharefor each one will be positive, according to thetelingmodel The major theory in this

all consumers prefehe higher quality product if two distinct products are offered at the
same price. A product can differ in many vertical attributes such agéatating speedVhat

really matters is the relationship between consumers willingness to pay for improvements in
guality and the increase in cost per unit that comes with such improvements. Therefore, the
perceived difference in quality is different with different consumer, soabjectives A

green product might be having a lower or zero negative effect on the environment, however,
it may turn out to be infericio other products in other pscts. Hence, it also depends on the
way it is advertised and the social pressure a potential consumer is living in. Even one
vertical differentiation can be a decisive factor in purchasing

Whentwo businesses are brought together through a merggkemver, it is possible to
define the nature and typeiotegration based on the activities of each business and where
they operate in the supply chain of an industry.

The types of integration are illustrated in the diagram below:

Types and Direction of Integration

Forward

N

Horizontal < > Vertical

N

Backwards

Types of IntegrationThe main types of integration are:
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Backward vertical integrationThis involves acquiring a business operating earlier in the
supply chairi e.g. a retailer buys a wholesaler, a brewer buys a hop farm

Conglomeraténtegration thignvolves the combination of firms that are involved in
unrelated business activities

Forward verticalntegration thisnvolves acquiring a business further up in the supply chain
T e.g. a vehicle manufacturer buys a car parts distributor

Horizontal integratia: Here, businesses in the same industry and which operate at the same
stage of the production process are comhined

Organization Structure

An organizational structure defines how activities such &essk allocation, coordination,
and supervision are directed toward the achievement of organization&aims.

Meaningof OrganizatiorStructure:

I n simple term, Ostructured is the rladadt er n i
or interconnected. Thusrganizatiorstructure is the framework that provides a set of

relationships among various components otspafrthe enterprise. This prescribes the-rela

tionships among various activities and positions. Since these positions are held by various
persons, the structure is the pattern of relationships between and among individuals and

groups in the enterprise.

According to Albert K. Wickenburg:

AThe setof inter-personalrelationshipswhich operatesin the context of position,
procedure, process technologyand social environment compriseswhat is known as
organizatonst ruct ur e. 0

Organizingis a facilitating tinction and structure is its mechanism. The concept of
organizatiorand its structure, and intpersonal relationships is extremely complex. So, it is
desirable to build up a suitalideganizatiorstructure which will assist economical and effec

tive attanment of objectives avoiding the complexities as far as possible.
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Organizations a means to an en@rganizatiorstructure is an important means in this

respect. Good structure is, therefore, indispensable. Unsound structural framework-will seri
ously inpair good business performance and may even destroy it. So, it should be the task of
the managers to establish a structure best suited for the enterprise. The structure depends
upon the needs of the enterprise.

ORGANISATION STRUCTURE OF A MANUFACTURING CONCERN
SHAREHOLDERS

}

BOARD OF DIRECTORS .

}

MANAGING DIRECTORS

Advisory Body of Staff : Industrial
GENERAL MANAGER < l Engincer Research and Design Staff J

Planning and Cost Staff
' ' 5
Sales Manager Market Research Staff Works Manager Secretary Labour Officer
l l or Personnel Manager
Inland Sales vertising  Foreign Sales Pu Head ek Ascountants
Misegur 5 Nomay . - dewbou Aiman Agw “""l“ l
Supervisors Staff Overseas ‘
General ;
Agents X Establishment  Staff  Book-keepers
: Asmuus. and Staff
l Store Assistants
Salesmen Godown Officer Superintendents ; _ ! I
| Recruiting Training Pay and
Staff Foremen Officer Officer Accounts
e - b 2
orkers Staff S
a Staff Staff

Fig. 4.2: A Sample of an Orpanisation Structure.

Determinants of Organization Structure:
The establishment of arganizatiorstructure requires careful consideration of a number of

factors.

Thesefactors may be stated asfollows:
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1. Nature of the Objectives:

The objectives of an enterprise govern the selection of persons withpappe skills and
equipment capable of delivering the goods. The objectives, thus, determine the basis of the
organizatiorstructure. For example, amganizatiorstructure of an industrial concern cannot

be the same as that of a religious or governmamgttution.

2. OperativeActivities

An individual in an enterprise may negotiate a sale to es; another may be engaged in
assembling the parts of a motor car; and a third may be collecting market data or cost
information. The operative activiseand the interelations that exist among different tasks

have an important bearing on the structure abrganization

3. Technology:
Theorganizatiorstructure of an enterprise depends upon the type and nature of technological
process adopted for the production. Therefore, technology is a factor for consideration in

determining the structure of @anganization

4. Sequencef Tasks:
The nature of tectotogy often dictates the sequence of tasks to be performed and human
relationships are required to be adjusted according to this sequence of tasks. This sequence of

tasks also acts as a major determinant to influence the structureoofdimezation

5. Limitations of Skill and Working Capacity:
Individuals in an enterprise differ in their skills and abilities. These individual differences
affect the tasks to be assigned to an individual and, as such, the structure is required to be

adjusted taking into @ount the limitéions of human skill and ability.
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6. Managerial Functions:

The managerial functions at one level or department may be different from that of other level
or department. Therefore, the structureanizations to be devised tmaximizeeffective
inter-relationships at different management levels so that itasalitdite the attainment of

objectives by the effective efforts of the subordinate eygas.

7. Sizeand Scope:

The smaller the firm, the more informal and loose becomes thpensenal contacts and
relationships. But they will be otherwise in theea$ big concerns. So, the size of the
enterprise and its scope of performance have an effective influenceanganéeation

structure.

8. Strategy:
After considering therganizatiorstructure of various enterprises the management thinkers
have come tthe conclusion that the strategy plays a special role in determining the outline of

authority and flow of communication in @anganization

9. SocialNeeds:

The social needs of an individual sucB atatus, recognition, sense of belonging,
opportunity fordevelopment of abilities or the satisfaction of ego deesljuire that they
should be given due weight for their fulfilment within thganization The structure of an

organizatiorcannot ignore these social needs.

FORCES RESHAPING ORGANIZATION:
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EXHIBIT 1 | Twelve Powerful Forces Will Revolutionize How Organizations Function
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Source: BCG research and analysis.

CHANGES IN THE DEMAND FOR TALENT

Six of the forces we identified are having a profound effect on the demand for talent. We
categorize them into two groups:

Technologicaland digital productivity: ‘autemation, big data and advanced analytics, and
access tinformation and ideas

Shifts in waysof generatingbusinessvalue: simplicity in complexity, agility and
innovation, and new customer strategies

Technologicaland Digital Productivity

The three trends in the realm of technological and digitzductivity are arguably creating

the most significant changes worldwide. Enabling advances deemed unlikely even a decade
ago, they are transforming the world of work in unprecedented ways. Automation is replacing
jobs; big data and advanced analyticsuar@cking vast customer, operational, and employee
insights; and increased access to information and ideas is blurring the boundaries of
traditional institutions.

Automation. Although companies have been gradually automating for decades, recent
advance#n areas such as robotics and artificial intelligence are not only obligating people to
work side by side with machines but are also creating replacements for human évorkers
even in fairly sophisticated jobs.
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Big Data and AdvancedAnalytics. The past two dcades have seen unprecedented gains in
the storage, processing, and transmission of data, leading to an explosion in the amount of
information available to businesses around the world. An iPhone 7 has more processing
power than the entire NASA organizatibad in 1969. Advanced analytics, in turn, makes it
possible to analyze enormous amounts of unstructured data, improving forecasting and
decision making as never before. Through the use of big data and advanced analytics,
companies are now able to imprawarketing, productivity, and other essential aspects of
their existing operations, lower costs, and gain-tiea insights into promising new
approaches and opportunities. BCG estimates that big data and advanced analytics could
unlockmore than $1 trillion in value annually by 2020

Accessto Information and Ideas. The ability to tap information and ideas from anyone,
anywhere, is multiplying exponentially, both for individuals and for businesses. Aeghe

of technology including both hardware and déta@ontinues to fall and global internet

penetration expands, recent advances in cloud computing and storage are lowering the cost of
access and processing. The implications are-wadging: people can l®ntinuously

connected, access data from any location, work remotely with ease, and collaborate with their
global colleagues in real time. They need not even be employees: at several leading IT
companies, outside contractors make up almost half of themd|staff.

Shifts in Ways of Generating BusinessValue

Advances in digital productivity have many benefits, but they also increase complexity and
accelerate business cycles. In response, companies need to put a premium on simplicity,
agility and innovatn, and understanding the needs of customers.

Simplicity in Complexity. Organizations tend to respond to new challenges by adding teams,
functions, and departments. As organizations grow, their structure becomes increasingly
complicated. New silos develaitne number of stakeholders involved in decision making
increases, and interdependencies between functions multiply. The plethora of stakeholders,
decision rights, processes, and policies slows down every decision and hinders collaboration
across departmés) reinforcing the silo effect.

Agility and Innovation. A number of innovative approaches that began in software
development are now being adapted by organizations fefThproducts and processes
including agile, scrunKanban design thinking, and other creative methodologies. For
example, Bosch, one of the largest automotive suppliers in the world, recently employed

Ms. Nishath Parveen

Assistant Professor


javascript:void(0);

MEASI INSTITUTE OF MANAGEMENT
CHENNAI -14

Approved by All India Council of Technical Education and
Affiliated to the University of Madras, 1ISO 9001:2015 Certified Institute

flexible organizational structures and agile methods to halve its usual development time
for calibrating hardware and software components for electric vehicles.

New Customer Strategies.Boundaries between companies and consumers are fading as
people, informed and enabled by the internet, become more aware and demanding. They want
personalized offerings and will collaborate with companies to help develop the products and
services they desire. Procter & Gamble, for example, is now getting information about the
shelving of its products in major retail chains directly from individuatbe stores.

Shifts in resourcedistribution: a new demographic mix, skill imbalances, and shifting
geopolitical and economic power

Changing workforce cultures and values:diversity and inclusion, individualism and
entrepreneurship, and wdlking andourpose

Shifts in ResourceDistribution
T Anincreasingly dynamic global economy has led to shortages of skilled,
knowledgeable employees in some markets and may create a surplusskilleds
workers in others. As Baby Boomers age, the demargtfoce and specialized talent
grows, and as talent disperses as a result of various geographic, economic, and
political factors, companies will be increasingly challenged to attract and retain the
highly skilled people they need.

T A NewDemographicMix. Theglobal population is aging. After rapid population
increases during the 20th century, birth rates have shalled even reversédin
many regions. By 2035, one in five people worldwide will be 65 or older. On the
basis of several simulations using demograjplata and global trends, BCG projects
a global workforce crisis within the next 15 years, with a labor deficit in most of the
15 largest economies, including in three of the four BRIC nations. Given that these 15
economies make up 70% of global GDP, ¢hsis will affect almost every large
multinational compan$.

T At the same time, in some emerging markets, the number of young people is still
increasing rapidly. But many of them do not acquire the skills that would thakn
employable. The challenge is to help them develop those skdlfposome young
peopld to increase their mobility so that they can find jobs elsewhere.

1 Meanwhile, millennial and Generation Z digital natives are entering the global
workforce with rew expectations and orientations. In their search for a healthy work
life balance and opportunities for selkpression, they are harder to please than their
predecessors. They are also harder to retain.
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1 These demographic shifts will put pressure on conesan devise entirely new ways
to attract, retain, and develop talent across locations and age groups. They will need to
hold on to experienced older workers and find ways to facilitate the transfer of those
wor kerso deep knowl e dIgoeexample, Bosoh basstanted arg e n e r
initiative in which older and younger employees from different divisions (with at least
a tenyear age difference) meet on a regular basis in order to learn from each other.

The young employees learn best practices abdayeer advice, while thodder
workers gain insight into new technologies and the use of social fedia.

T Skill Imbalances.The skills and capabilities businesses require are rapidly evolving.
Even as automation may Ydea surplus of unskilled and semiskilled labor, the
digitalization of products and services is creating an enormous demand for skilled
digital talent. Nearly half of US and German companies in a BCG survey cited the
lack of qualified employees as the bégtconstraint to a full digital transformation. In
addition, according to a Gartner study, a third of all technology jobs will go unfilled
by 2020 because of talent shortfalls. Per
maj or s i n pr oyene&istéive yehradgo, suchohofics engineering,
game design, cybersecurity, and data sciénce.

1 Companies are trying a variety of unconventional methods to bring in digital talent.
Facebook, f or ielxiarmgpd e ,t hhea se mipplcgquees of mo
companied buying these companies as much or more for the employees as for the
business itself. Meanwhile, Citigroup and others are introducing online gaming apps,
either as recruiting tools or to identify hiddedillssets among employees.

Shifting Geopolitical and EconomicPower. Talent is more mobile than ever, with workers
willing to cross borders and cultures to improve their career prospects. Yet a number of
geographic, economic, and political developmentdbhkreking the smooth flow of talent to
areas of demand, thereby compounding the overall talent shortage.

Changing Workforce Cultures and Values

As the skill shortage increases, new attitudes among talented people are also changing the
workplace® in particubr, the growing preference for independent work instead of dedicated
corporate careers. Many people are also stressing the importance of three areas: diversity and
inclusion, individualism and entrepreneurship, andvelhg and purpose.

Diversity and Inclusion. As values change across the business landscape, diversity and
inclusion, often seen as fAnice ©®dandforgood, 0 ar e
reason. The business case has never been stronger, as studies show that diverse teams are
muchmore likely to foster employee engagement and improve business performance

Individualism and Entrepreneurship. Independence is becoming the dominant motivator
for a large section of the population, particularly for millennials (born from the early 1980s to
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the mid1990s) and Ge#Zeds(born in the midto late 1990s and after). These younger

people tend to get bataloing the same kind of work for long stretches, and they are

especially interested in independent careers. Empowered by digital platforms and ecosystems,
many are choosing entrepreneurship andesalployment over traditional corporate

employment.

Well-Being and Purpose.Millennials and GefZeds who are taking on an evarcreasing

role in the workplace, want more from their jobs than just competitive compensation: they are
looking for wellbeing. In a recent survey, 62% of millennials said they waateer with

social impact, an83% said they will work harder to increase that impAGompanies such

as Sony are tapping into these aspirations by making social work a part of their internship
curriculum. And the benefits go both ways. A recent studgroyht House an ideation and
branding company within BCG that helps companies becoare purpose driven, found

that companies with a culture based on shared valutpgrformed their competitors in

revenue, profit, employment growth, and stock performance

Organizational life cycle:

Theorganizational life cycleis thelife cycle of anorganizatiorfrom its creation to its
termination.t also refers to the expected sequence of advancements experienced by
anorganizationas opposed to a randomized occurrence of events.

What Are the Five Stagesof the Organizational Life Cycle?

Thefirst challengefor entrepreneurg’ho wish to grow their organizationss to understand

whatphaseof the organizationalife cycleoneis in.

Different expertswill. argueon how manyphaseghereare,but thereis elegancen using

somethingeasyto rememberWe divide the organizationalife cycleinto thefollowing

phases:

1 Startup (or Birth)

1 Growth Phase Thisis sometimeglividedinto anearlygrowth phasgfastgrowth)and
maturity phaseg(slow growth or no growth). However,maturity oftenleadsto

1 _Organizational Decline Whenin decline,anorganizatiorwill eitherundergo:

1 TheRenewalPhaseSometimegreatleaderscanchangehe courseof the ship.

1 Death

1 Stage 1: Existence: Commonly known as the lartentrepreneurial stageé,e x i st ence o0

signifies the start of an organi z antheono6s
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acknowledgement of having an adequate number of customers to keep the organization or
business active.

1 Stage 2: Survival: At this stage, organizatiok to pursue growtkstablish a
framework and develop their capabilities. There is a focus on regularly setting targets for
the organization, with the main aim being to generate sufficient revenue for survival and
expansiod.Some organizations enjoy adequate growth to be able to enter the next stage,
whilst others are unsuccessful in achieving this and consequently fail to survive.

1 Stage 3: Maturity: Thistage signifies the organization entering a more formal hierarchy
of managementhierarchical organizatiod A frequent problem encountered at this stage
woul d be t hos ®&eddapé Organizatioasdookio stfbguaid their growth
as opposed to focusing on expansion. Top and middle level management specialize in
different tasks, such as planning and routine work respectively.

1 Stage 4: Renewal: Organizatiomperience a renewal in their structurer@nagement
from a hierarchical to a matrix style, which encourages creativity and flexibility.

1 Stage 5: Decline: This stage initiates tleath of an organization. The decline is
identified by the focus on political agenda and authority within an organizati@reby
individuals start to become preoccupied with personal objectives, instead of focusing on
the objectives of the organizatigself. This slowly destroys the functionality and
feasibility of the entire organization.

UNIT 2: ORGANIZATIONAL CULTURE

DEFINITIONS OF ORGANIZATIONAL CULTURE

Organization culture has been defined, by scholars in varied ways and nudefoitisn of
culture have been proposed. A few of these insights are:

Porter, Lawler & Hackman(1975) identify organization culture as:

AA set of typiocalpdtterm sf ways af doinbings. The force, pervasiveness
andnature of suclmodel, belefs andvalues vary considerably from

organizatiorto organization. Yet it is assumdéaat anorganizatiorthat has any history at all

has developedome sort of culture arttlat this will have a vital impact ahe degree of
successof any effortimprov e or al ter the organization. o

Edgar H. Schein (1984) defines organization culture as:

AA set of basi c aowphasipvented, discoverdnadvelopedyg i v e n
learningto cope withits problems of external adaptations and internal integrétiat have
workedwell enoughto be considerestalid, andtherefore, tdoe taught tavew members as a
correct way tgerceive think andfeel inrelationtot hes e pr obl ems. 0
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According to Daniel R. Denison (1990):

A Or g a n cultueetrefers whe undeying values, beliefs angrinciples that serve as a
foundationf or or gani zati onds management systems,
practices antbehaviors that botaxemplifyand ei nf orce t hose basic pri

Thus, though organization culturedsfined by different people in different ways, most of the
definitions stress on the importance of shared norms and values in the study, of.culture. The
core of the culture is formed by values which are not visible but shared by people even when
membershipn the group changes. Organization culture has many characteristics. Based on
the varied definitions of culture, Amarchand (1992) identified the following seven distinct
characteristics of organization culture. Culture is

Learned

Rooted in the traditionsf the organization

Shared by the people of the organization

Transgenerational

Cumulative

Symbolic in nature

Multifaceted (i.e. it is composed of several elements put together)

=A =4 =4 =4 4 -8 -4

A critical examination of the deliberations presented above seems to singgesiture
determines the important issues, within'the organization. It identifies the principal goals, work
methods anthehaviorswork rules, individual interaction patters in which they address each
other and the ways in which'personal relationshipscanducted. Sinha (1980) identified that

in complex organizations'there may be subcultures, which may be different from each other.
Different units of a corporate body may develop different cultures. In the same organization,
finance, production, markeiy, personnel and maintenance groups may hold different values
and worldviews and-hence, while sharing parts of the organization culture, these may have
different specific patterns.

J. Chatman & Caldwell has suggested the following seven primary chatactehat
capture the essence of an organizationés cul

1 Innovation and Risk Taking -The degree to which employees are encouraged to
be innovative and take risks.

2 Attention to detail -The degree to which employees areextpd to exhibit
precision, analysis, and attention to detail.
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3 Outcome Orientation -The degree to which management focuses on results or
outcomes rather than on the techniques and processes used to achieve these outcomes.

4 Peoge Orientation -The degree to which management decisions take into
consideration the effect of outcomes on people within the organization.

5 Team Orientation -The degree to which work activities are organized around
teams rather than individisa

6 AggressivenessThe degree to which people are aggressive and-competitive rather
than easygoing.

7 Stability -The degree to which organizational activities emphasize maintaining the
status quo in contrast to growth.

Types of organizational culture:

1. Normative Culture: In such a culture, the norms and procedures of the organization
are predefined and the rules and regulations are set as per the existing guidelines. The
employees behave in an ideal way atrettly adhere to the policies of the
organization. No employee dares to break the rules and sticks to the already laid
policies.

2. Pragmatic Culture: In a pragmatic culture, more emphasis is placed on the clients
and the external parties. Customer sattgfaas the main motive of the employees in
a pragmatic culture. Such organizations treat their clients as Gods and do not follow
any set rules. Every employee strives hard to satisfy his clients to expect maximum
business from their side.

3. Academy Culture: Organizations following academy culture hire skilled individuals.
The roles and responsibilities are delegated according to the back ground, educational
qualification and work experience of the employees. Organizations following
academy culture are vergampicular about training the existing employees. They
ensure that various trainipggogrammersre being conducted at the workplace to
hone the skills of the employees. The management makes sincere efforts to upgrade
the knowledge of the employees to impedheir professional competence. The
employees in an academy culture stick to the organization for a longer duration and
also grow within it. Educational institutions, universities, hospitals practice such a
culture.

4. Baseball team Culture:A baseball teansulture considers the employees as the most
treasured possession of the organization. The employees are the true assets of the
organization who have a major role in its successful functioning. In such a culture, the
individuals always have an upper edge éhey do not bother much about their
organization. Advertising agencies, event management companies, financial
institutions follow such a culture.
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5. Club Culture: Organizations following a club culture are very particular about the
employees they recruithe individuals are hired as per their specialization,
educational qualification and interests. Each one does what he is best at. The high
potential employees are promoted suitably and appraisals are a regular feature of such
a culture.

6. Fortress Culture: There are certain organizations where the employees are not very
sure about their career and longevity. Such organizations follow fortress culture. The
employees are terminated if the organization is not performing well. Individuals suffer
the most when therganization is at a loss. Stock broking industries follow such a
culture.

7. Tough Guy Culture: In a tough guy culture, feedbacks are essential. The
performance of the employees is reviewed from time to time and their work is
thoroughly monitored. Team magexrs are appointed to discuss queries with the team
members and guide them whenever required. The employees are under constant watch
in such a culture.

8. Bet your company Culture: Organizations which follow bet your company culture
take decisions which inveé a huge amount of risk and the consequences are also
unforeseen. The principles and policies of such an organization are formulated to
address sensitive issues and it takes time to get the results.

9. Process Culture:As the name suggests the employeesiain & culture adhere to the
processes and procedures of the organization. Feedbacks and performance reviews do
not matter much in such organizations. The employees abide by the rules and
regulations and work according to the ideologies of the workplatgodé&rnment
organizations follow such a culture.

Function and Dysfunctions ofOrganizational Culture
Functions:
1. The first function.of culture is that it has a BouneBsfining role which means that

culture helps to create distinctions betweenanganizatiorand others.

2. Culture helps to create a sense of identity foothganizatiormembers.

3.Culturefadii t ates the generation of commitment
individual selfinterest Culture encourages the members ofdtganizatiorto give priority

to organizationainterests over and above their personal interests.
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4. Culture enhanceble Social System Stability. Culture is also known as the social glue that
helps to hold therganizatiortogether by providing appropriate standards for what

empl oyees should say and do. It provides a |

5. Cdture finally, serves as a sense making and control mechanism that guides.and shapes the
attitudes andbehaviorsof employees. This function is particularly important in the study of
organizationabehavior Everyorganizatiorhas its own set of assumptgmnderstandings

and implicit rules to guide the day to daghaviorof the employees.. The newcomers will be
accepted as fully fledged members of dhganizatioronly when'they learn to obey these

rules. Conformity to the rules is generally the primaagib for rewards and promotions.

Thus, culture is beneficial to tleeganizatioras it enhancesrganizationatommitment and
increases the consistency of emplolgebavior Culture is beneficial to the employee also as
it reduces ambiguity. Employees bew®very clear as to how things are to be done and what

is more important for therganization

Dysfunctionof Culture:

| mpact of culture on organizationb6s effectiwv

Culture canprove to be liability to the organization alsoasexplainedbelow:

1. Barrier to Change:

Consistency of employd®ehavioris an asset to therganizationwhen it has a stable

environment. When therganizationis dynamic, it will prove to be iability as the

employees will try to resist changes in the environment. Companies such as IBM, Xerox and
General motorsd have very strong cultures wh

strong cultures only become barriers to change when businessnment changes.
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Therefore prganizationsvhich have strong cultures which proved successful in the past can
lead to failure in future, when these cultures do not match with the changing environmental

needs.

2. Barrier to Diversity:

Strong cultures dua lot of pressure on the employees to conform to the accepted values and

styles of theorganization Even the new employees who belong to differentrace, religion etc.

are expected to conform to the organizationd

to be unfit for theorganization

Strong cultures do not acknowledge the fact that peopte diferent backgrounds bring
unigue strengths to tlerganization Strong cultures can also prove to be barriers to diversity
when these suppootganizatiorbias or when these become insensitive to people who are

different in one way or the other.

3. Barrier to Mergers and Acquisitions:

Culture can act as barrier to mergers and acquisitions. Historically financial matters and
product synergy alone were considered to decide which company should acquire which
company or which.unit'should merge with whictmfi But in the recent years there has been
a change.in thetrend. Cultural compatibility has become a primary concern while deciding
about acquisitions and mergefavorabldinancial statement or product line are, of course,
the initial attractions at thtime of acquisition, but another important factor to be considered

is how well the cultures of the twarganizationsnatch with each other.

EFFECTS OF ORGANIZATIONAL CULTURE:
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The effects of organizational culture are many and varied. Obvioushffes of

organizational culture varies depending on whether the company has a strong culture or a
weak culture, but there are some generalities that apply. This article is going to focus on the
positive effects that occur when a company makes a concertedte®stablish a strong

positive organizational culture at the work place.

Many workers are spending more and more time at work. Depending on the job.or company,
many workers would put in 50, 60, or even more hours a week. The old axiom'goes that a
happyworker is a productive worker, and this is one of the effects of organizational culture.

Workers want to enjoy work. They want to be interestedHiateveé Es »/g.oi ng on t ha:
or long term goals. Being part of something meaningful that the worker engiess the

whole experience of work better, which will make them more productive. The effects of
organizational culture should help provide this setting.

A strong organization will focus on the environment it creates for its workers because that

will help encourage a more efficient and productive company. Focusing on building and
sustaining organizational culture shows employees-that they are considered an important part
of the company. This type of company generally has.among the best response from its
empbyees and thus will also have a much better.chance of achieving its goals.

There are five major reasons for wanting-to create an appropriate and positive organizational
culture for your company:

1) A strong organizational culture will attrdugh level tdent. The high level talent entering
corporations want to go to the'companies that offer opportunities for advancement and to
show off their talents. The best.people can be choosy and they will strongly consider the
companies where the-organizational cdtappears effective and positive and the workers
get along with each other and are united in their goals of making the company better.

2) A strong organizational culture will help to keep your top level talent. If workers love the
jobthey areat,andfee | i ke valuable members of a team,
to another company. A top notch culture will not only attract the best new talent, but help

retain them afterwards.

3) Asstrong culture createnergy and momentumOnce a strong orgéational culture is
built, it will gain a momentum of its own and will help to allow people to feel valued and
express themselves freely. The excitement and energy this will cause will end up being a
positive influence that affects every part of the argation.

4) A strong and successful organizationalculsiieoul d al ter the empl oye
Most people think of work as boring, aggravating, stressful, etc. Instead of thinking of work
as a place you have to go, a solid culture can make emplmaeforward to work. If the
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workers love coming into the job, they are going to work harder, and put more effort into any
job. Everyone wants a job that they enjoy, and most people are willing to work: but it easier
to work hard in a job you enjoy thamone you hate. Same principle applies to everyone else,
too.

5) A strong and positive organizational culture will helpke everyone more efficient and
successful From the lowest mail room worker to the highest CEO, a strong culture helps
everyone. Youwften hear this type of description made with a professional football team.

Every day leaders have the ability to make or break organizations. Through-their actions and
deci sions, | eaders set the tone fotivea compan
leadership as it relates to the success of a company? A leadershipastddgted by Deloitte

sought to uncover just that by quantitatively measuring leadership'in terms -¢étang

equity to an organization.

To conduct the studpeloitte asked analysts to evaluate leadership through the lens of three
core senior responsibilities: setting direction, executing, strategy, and creating an environment
for innovation. What it found was that the quality of'senior leadership had a méasurab

impact on analyst opinions about whether companies would be successful.

On average, organizations that were perceived to have ineffective leadership were at a 19%
equity discount. Companies with effective:leadership, on the other hand, exhibitedtgn equi
premium of up to 15%. AWe | ook at the manage
record of the people who are leading it.and what they have done in the past. | would say they

can add another250 % t o ., tthe val ue of t éneAccoodmptany, 0 s a
analysts, senior leadership effectiveness was more important than earnings forecasts and ratio
analysis. And.-one of the biggest factors tha
results is failingo align'with, acton,ormh ol d t he organi zationds Vva

On average, organizations that were perceived to have ineffective leadership were at a
19% equity discount.

Culture, leadership, and strategy are the triumvirate that together steer the organization

toward excellena® and much like any triumvirate, being in sync is necessary for an effective
working.relationship. Leadership and culture are the crosshairs theat,a@brdinated, can

give-an organization a competitive advantage. Conversely, poor leadership can reinforce the
wrong valuesbehavioursand attitudes, creating interferences that can shape a toxic culture

and create discord b etndbaosvitacaly operagea.ni zati onds

Below are three key areas where the intersection between leaders and culture is paramount:

™~

A leader needs to align with the culture and model desiredehaviours An or gani zat i
culture isnodot alwayppridrichhiceotanadl g licsader & 3

Ms. Nishath Parveen

Assistant Professor



MEASI INSTITUTE OF MANAGEMENT

CHENNAI -14
Approved by All India Council of Technical Education and
Affiliated to the University of Madras, 1ISO 9001:2015 Certified Institute

the | kbehadi@is@s s the tone for the organization.
development of their teams need to visibly reinforce the culture of the organization. Through

the example theset, leaders shape the culture in their words and actions every day. These

actions then gain momentum through structures and policies to shape how employees

operate.

A leader needs to understand his or her fit within the culture and use that awareness to

drive positive changeSome | eader s tend to fAgo /wivth the
to get things done. Others may tend to move outside of traditional processes, leveraging
different values obehaviourgo achieve results. Leaders aware of thkiice within the

existing culture can more effectively drive change. An effective leader uses this self

awareness to inform an intentional approach toward daily degisaking, recognizing that

each action shapes the culture in which they operate.

Aleader needs to connect with.employeesd heart
purpose.As discussed in thihought leadership e at u rred GQuiturdPath oi t t ed s
website,emotions are the driving force behind hunb@haviouy more so than rational

calculation. To shape and sustain organizalficnlture;.leaders need to connect with the

emotional side of the workforce, creating a shared sense of purpose and motivation.

Types of Leadership Styles

Democratic Leadership
Autocratic Leadership
LaissezFaire Leadership
Strategic Leadership
Transform#éional Leadership
Transactional Leadership
CoachStyle Leadership
Bureaucratic Leadership

N AWNE

Then, I'll show.you.a leadership style assessment based on this post's opening sentence to
help you figure out which leadgouare.

1. Demaocratid_eadership
Commonly Effective
Democratic leadership is exactly what it sounds{ikbe leader makes decisions based on

the input of each team member. Although he or she makes the final call, each employee has
an equal say on a project's direction.
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Democatic leadership is one of the most effective leadership styles because it allows lower
level employees to exercise authority they'll need to use wisely in future positions they might
hold. It also resembles how decisions can be made in company boandgseeti

For example, in a company board meeting, a democratic leader might give the team a few
decisionrelated options. They could then open a discussion about each option. After a
discussion, this leader might take the board's thoughts and feedback sittecation, or

they might open this decision up to a vote.

2. Autocratic Leadership
Rarely Effective

Autocratic leadership is the inverse of democratic leadership./n.this leadership style, the
leader makes decisions without taking input from anyonereports to them. Employees are
neither considered nor consulted prior to a direction, and-are expected to adhere to the
decision at a time and pace stipulated by the leader.

An example of this could be when a managfeanges the hours of work shifts for ltiple
employees without consulting anyonespecially the effected employees.

Frankly, this leadership style stinks. Most organizations today can't sustain such a hegemonic
culture without losing employees. It's best.to keep leadership more opernnielieet and
perspective of the rest of the team.

3. Laissezraire Leadership
Sometimes Effective

If you remember-your higbechool French, you'll accurately assume that laifsez
leadership is the.least intrusive form of leadership. The French taissé? faire” literally
translates to'"let them do," and leaders who embrace it afford nearly all authority to their
employees.

In a youngstart up for example, you might see a laissaze company foundexho makes
no major office policies around worlotirs or deadlines. They might put full trust into their
employees while they focus on the overall workings of running the company.

Although laisse#aire leadership can empower employees by trusting them to work however
they'd like, it can limit their devepment and overlook critical company growth
opportunities. Therefore, it's important that this leadership style is kept in check.

4. Strategic Leadership
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Commonly Effective

Strategic leaders sit at the intersection between a company's main operatios gi@veth
opportunities. He or she accepts the burden of executive interests while ensuring that current
working conditions remain stable for everyone else.

This is a desirable leadership style in many companies because strategic thinking supports
multiple types of employees at once. However, leaders who operate this way Can set a
dangerous precedent with respect to how many people they can support at once, and what the
best direction for the company really is if everyone is getting their way at-all-times.

5. Transformational Leadership
Sometimes Effective

Transformational leadership is always "transforming" .and improving upon the company's
conventions. Employees might have a basic set of tasks and goals that they complete every
week or month, but the leadie constantly pushing them outside of their comfort zone.

When starting a job with this type of leadait,employees might get a list of goals to reach,
as well as deadlines for reaching them. While the goals might seem simple at first, this
manager migt pick up the pace of deadlines or give you more and more challenginggoals
you grow with the company.

This is a highly encouraged form of leadership among gromtided companies because it
motivates employees to see what they're capable of. Butdraraional leaders can risk
losing sight of everyone's individual learning curves if direct reports don't rebeivight
coachingo guide them through nexgsponsibilities.

6. Transactional Leadership
Sometimes Effective

Transactional leaders are fairly common today. These managers reward their employees for
precisely the work they do. A marketing team that receives a scheduled bonus for helping
generate aertain number of leads by the end of the quarter is a common example of
transactional leadership.

When starting a job with a transactional boss, you might receive an incentive plan that
motivates you to quickly master your regular job duties.exampleif you work in

marketing, you might receive a bonus for sending 10 marketing emails. On the other hand, a
transformational leader might only offgou a bonus if your work results in a large amount of
newsletter subscriptions.
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Transactional leadership Ipslestablish roles and responsibilities for each employee, but it

can also encourage bam@nimum work if employees know how much their effort is worth

all the time. This leadership style can use incentive programs to motivate employees, but they
should beconsistent with the company's goals and used in additionsicheduledestures

of appreciation.

7. CoachStyle Leadership
Commonly Effective

Similarly to a sports team's coach, this leader focuses on identifying andnurturing the
individual strengths of each member on his or her team. They also focus-on strategies that
will enabletheir team work better together. This style offers strong similarities to strategic
and democratic leadership, lpitts more emphasis on the growth.and successividual
employees.

Rather than forcing all employees to focus on similar skills and goals, this leader might build
a team where each employee has an expertise or skillset'in something differeriorig the

run, this leader focuses on creating strongne#hat can. communicate well and embrace

each other's unique skillsets in order to get work-done.

A manager with this leadership styteght help employees improve on their strengths by
giving them new tasks to try, offering them.guidancemeeting to discuss constructive
feedback. They might also encourage one or more team members to expand on

their strengthdy learning new skills.from other teammates.

8. Bureaucratic Leadership
Rarely Effective

Bureaucratic leaders go by the books. Thytesdf leadership might listen and consider the
input of employees--unlike autocratic leadership but the leader tends to reject an
employee's inputif it conflicts with company policy or past practices.

You may run into a bureaucratic leader at adarglder, or traditional compan#t these
companies, whea colleague or employee proposesrang strategy that seems new or-non
traditional, bureaucratic leadersy reject it. Theiresistance mighte because the company
has already beesuccessfulith currentprocesses and trying something new could waste
time or resources if it doesn't work.

Employees under this leadership style might not feel as controlled as they would under
autocratic leadership, but there is still a lack of freedom in hovhrpeople are able to do in

Ms. Nishath Parveen

Assistant Professor




MEASI INSTITUTE OF MANAGEMENT
CHENNAI -14

Approved by All India Council of Technical Education and
Affiliated to the University of Madras, 1ISO 9001:2015 Certified Institute

their roles. This can quickly shut down innovation, and is definitely not encouraged for
companies who are chasing ambitious goals and quick growth.

DEVELOPING GLOBAL ORGANIZATIONAL CULTURE:
HR Practices to Develop Culture

HR has a special role in ensuring that an organization's culture will.continue and thrive.

When an organization does a good job assessing its culture, it ean then go on to establish HR
policies, programs and strategies that support and strengthen its gusegoand values. In

aligned organizations, the same core characteristics or beliefs motivate and unite everyone,
cascading down from the-€liite to individual contributors.

HR professionals have many tools for developing and sustaining -p&ifgrmance

organizational culture, including hiring practices, boardingefforts, recognition programs

and performance management programs.'HR's biggest challenge is deciding how to use these
tools and how to allocate resources appropriagglaming the Savage Culture: A Q&A

with Tim Mulligan.

Hiring practices

The central role that HR playsin helping an organization ceg#tal its culture is in hiring.
HR has the opportunity to select people who fit the way the organization operates.
Traditionally, hiring focuses primarily on an applicant's skills, but when a hire's personality
also fits with the.organization's culturegtemployee will be more likely to deliver superior
performanceSeeFinanceandCandidates Choose Jobs Because of Company Culture

On the other hand, #itting hires and subsequent rapid departuresamgtoximately 50
percent.to 150 percent of the position's annual salary. Unfortunately, nearly one in three
newly-hired employees' leaves voluntarily or involuntarily within a year of hiring, and this
number has been increasing steadily in recent y8aes. Unique Interview Questions Every
Recruiter Should Ask

Some hiring practices to ensure cultural fit include these:

1 Looking at eachpiece of the organization's vision, mission and valuesatements.
Interviewquestions should hone in behaviourghat complement these areas. For
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example, if the organization works with a lot of intensity, then job applicants should
display that natutantensity to be considered for hire.

T Conducting a cultural fit interview. Ask questions that elicit comments about
organizational values such as honesty or integrity. If a candidate's description of the
worst place he or she ever worked sounds justhieorganization where he or she is
interviewing, the candidate probably will not be successful.

T Leaving discussion of company culture for later. Do not tell candidates about
culture up front. First,listen to what they have to say about their experieands
beliefs. This tactic will reveal more candid responses to help determine whether they
are a fit for the organization.

T Making sure at least three people are involved in the hiring procesBifferent
people will see and hear different things. These dgrerspectives give a clearer
understanding of the person being considered for hire.

Searching for employees who will fit in seamlessly can have drawbacks. The biggest mistake
an organization can make is to paint an inaccurate picture of itself as it taittsact

candidates. If new hires discover they have been sold a bill of goods, they will not be happy;
they will probably not stick around, and, while theyare around, morale will decline.

Another possible drawback is that people are more relucttatémegative actions against
people like themselves. As a result, mediocre workers are more likely to stay employed if
they share the cultural values. Similarly, although an organization's comfort level is palpable
when the culture is aligned, experts sap much comfort can result in groupthink and
complacency.

On boardingprograms

HR plays a primary role in socializing new employees by designing and overseeing the
boardingprocessOn boardingeaches newcomers the employer's value system, norms and
desired organizationélehavioursHR professionals must help newcomers become part of
social networks in-the organization and make sure that they have early job experiences that
reinforce the cultte. SeeManaging the Employeen boardingand Assimilation Process.

Reward and recognition programs

These programs are keyechanisms HR can use to motivate employees to act in accordance
with the organization's culture and values. For example, if teamwork is a core value, bonuses
should value teamwork and not be based on individual performance. HR should also put the
spotlight on those who personify the company's val&egWho's at the CENTRE of your
recognition program?

Performance management programs
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Employees who sharvalues and aspirations tend to outperform those in environments that
lack cohesiveness and common purposes. Performance management programs can greatly
affect corporate culture by clearly outlining what is expected from employees as well as by
providinga feedback tool that informs employees about prbpbaviour SeePerformance
Management That Makes a Differenéer EvidenceBased Approach

Communications

Conflicting messages regarding corporate culture may create distrust and cynicism, which
can prompt, or help employees justify, actions as deleterious as embezzlement. Experts say
that cultural inconsistencies maiso cause workers to grow discouraged, to believe
management is disingenuous, to doubt statements from higkeand to be less inclined to

give their best effort.

Organizations may be investing significant time and money in creating a culture bubimay n
be reaping the commensurate rewar@specially if executives; supervisors and rankt

file employees have differing perceptions of the company's culture. HR professionals must
therefore ensure that the organization clearly and consistently commuiikatdture to all
employeesSeeHR's Role in Creating a Culture of High Trust: Q&A with Richard

Fingerling

Metrics

Assessig organizational culture is a.crucial step in developing sound HR strategies that
support enterprise objectives and goals. But how do you measure something as potentially
tough to describe as culture? After.identifying the key dimensions of culturaswelues,
degree of hierarchy, and people and task orientations, performing these next steps will help
organizations assess culture:

1 Develop acultural assessment instrumenthis instrument should enable members
of the organization to rate the organieaton the key cultural dimensions, as well as
on aspects of the organization not covered on the assessment.
T Administer the assessmentSurvey respondents should include individuals at all
levels, functions, divisions and geographical units obtfganization.
1 Analyseand communicate about assessment resultseaders and HR executives
should discuss areas of agreement and disagreement about the organization's culture.
1 . Conduct employee focus groupslust because top management leaders agree on
organzational culture does not mean that all employees see things that way.
¢ Discuss culture until consensus forms around key issudscus on "Who are we?"
and "What makes us who we are?" Organizations that decide that where they are now
is not where they warib be may need to look at moving the organization to embrace
a different culture.
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Cultural assessments, and other activities such as cultural audits adelg3é6 feedback,

may also help uncover cultural inconsistencies. Then leaders and HR professianals
eliminate the inconsistencies. For example, if customer service is a focus of the company's
culture, evaluate how much time employees spend visiting customer sites, how much
interaction they have with customers, what customer service training tledyeraad other
indicators of a customer service focus.

Legal Issues

Employers that emphasize cultural fit in their recruitment and selection process can be
vulnerable to discrimination claims if they are not careful. HR professionals should ensure
that hiing practices and selection decisions based on a cultural fit rationale do not result in
discriminating against any applicants who may not be "just like" the selectors.

Employers should also be aware that certain types of organizational cultures (folegxamp
cultures that are highly paternalistic or mdtminated) may-tend to perpetuate disparities in
promotions, compensation and other terms of employment. Those disparities may violate
antidiscrimination lawsSeeln Focus: Latest Lawsuits Shine Light on Racist, Sexist
Workplace CultureandAddress the Small Infractions to Create an Inclusive Culture

Global Issues

Research suggests that national culture has a gedteter on employees than the culture of
their organization. Organizational leaders and HR professionals should understand the
national cultural values in the countries in which the organization operates to ensure that
management and HR practices are appate and will be effective in operations in those
countries. National cultural differences should be considered when implementing
organizational culture-management initiatives in global businesses.

Managers must be able to respond to nuances in comrtianistyles, as well as deal with
different expectations that employees have of their leaders across national cultures. Not
meeting those expectations may doom the global organization's chance for success in
particular-countries.

These issues become evearsmcomplex in global business mergers. Success in international
mergers depends on the merged organization's willingness to enable people with different
cultural perspectives to engage in meaningful and valuable discussions about the new
business.
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UNIT 3-WORK GROUP & TEAMS
Preparing the World of work group behavior:

Managing work groups is a tough task; it's often more than business owners want to handle,
so they end up hiring a manager or team to overse&eldgy operations. It's important to
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know V\_/hat stage a group of workers are in before choosing approprisagenaent

strategies.

When watching a team negotiate who will perform which role in a new project, there's

usually one person who takes charge, others who watch, prepared to go along with the group,
and people who speak when there's something important.téviéaout people performing
different roles, a group won't accomplish muekiou'll have people disagreeing about

everything or most or all members agreeing on a weak plan of action. Look at a team and
evaluate where the members are at in terms ofititermal dynamics.

Forming and Storming

Groups need time to get started; members must get to know each other, learn what work the
group must do and consider what their respective roles might be. Allow a meeting or two for
a group to move through thigrming stage. There will be time for members to negotiate

rules and work through any conflicts after the first meeting.
Storming

People who want to hurry the group along to the storming stage at which conflicts are
uncovered and grappled with could crea@ecessary stress for group members. In this

second stage of storming, a group needs time to debate different ideas from members. Some
may win over others to their point of view through their powerful personalities. Ultimately, to

make progress, a groupust define its problem and how it will reach a solution.

Norming

If the team can move past the storming stage, its members can make compromises, with
individual members foregoing their best ideas so the group can move forward with a common
purpose and sitegy. Members can also agree on rules for how the group will function.
Compromise is necessary for a group to achieve its task. As a manager, don't put bitter rivals
in the same group if you know they'll prevent the group from functioning as a team.

Perfaming
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