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BLOCK 4 ORGANISATIONAL ANALYSIS

An understanding of organisations and their nature is important to bring about any
improvements in organisations. The various units under organisational analysis attempt to
equip the reader with an understanding of organisations,'ﬁncluding various elements and
processes of organisations. The first unit aims at helping the reader to know about the.
various methods of diagnosing organisations. Second unit deals with Questionnaire
measures of organisational phenomena in view of the large number of questionnaires
available and their importance to the understanding of organisational phenomena.

The third unit deals with Interview as a diagnéstic tool. Within a short span of period
interview technique helps in understanding the issues involved in an organisation. The third
unit deals with workshops, Task-forces and other methods. These methods also help in
diagnosing instead of relying only on questionnaire and interview methods.
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UNIT 8 ORGANISATIONAL DIAGNOSIS
TOOLS AND TECHNIQUES |

Objectives 1
After going through this unit, you must be able to understand:

_* the concept and purpose of organisational diagnosis
+ steps and methods of organisational analysis,

Structure

8.1  What is organisational diagnosis?

8.2 , Organisational analysis as first step in'diagnosis
83 Hiustrative list of organisational subsystems
8.4 Ilustrative list of organisational processes
8,5  Purpose of organisational analysis

8.6  Organisational analysis perspectives

8.7  Methods of organisational analysis

8.8 Summary

8.9  Self-assessment Test

8.10 Further Readings

8.1 WHAT IS ORGANISATIONAL DIAGNOSIS? -~ -

In some ways organisations, their structure and functioning can be compared to structuré and
functioning of the human system. Just as an organism has several parts an organisation is
also structured with several subsystems, Effective functioning of the human sub-systems

depends on the effective functioning of all the constituent parts. When the human system 1s
in trouble it is either due to a problem in a part that could be located or due to problems that
affect the entire system. In any case when there is trouble the entire system gets affected.

-Just as a doctor dingnoses ihe problem with the human system on the basis of the symptoms
and analysis of the system using sonie tests (standard tests like pulse rate, BP etc. as well as
special tests) an organisation facing problems could be diagnosed by an organisational
specialist on the basis of noticeable (visible) symptoms and using tests to bring out what is
not evident. The only difference is that the human organism normally functions as a whole
as it has a single mind. An organisation has several parts each having its own independent
minds and they may not always function in a fully unified way. So even when the top

- management think that there is a problem other systems may not think so or vice versa.

Organisation has severai minds and that is what adds to the complexity of the organisation.

Another parallel between the diagnosis of the human being and an organisation is the need -
to go through a diagnostic check up periodically even if there are no problems, Fitness tests
are quite common for the human being. From the time a child is born there are periodic
check ups that are conducted which are used as diagnostic instruments, The size, growth,
activity level, heart rate etc. are all assessed. Even in the school it is common to put a child
through fitness tests. As the person grows into his forties he is advised to get annual check
ups done. Similarly an organisation can put itself through periodic check ups or diagnostic
exercises to assess its growth, dynamism; strengths, weaknesses eic. '

Thus organisational diagnosis is an exercise attempted to make an analysis of the
organisation, its structure, subsystems and processes in order to identify the strengihs and
weaknesses of its structural components and processes and use it as a base for developing
plans to improve and/or maximise the dynamism and effectiveness of the organisation,

Organisational diagnosis could be done as a periodic routine exercise l:ke the case of
perindic medical check vp of an individual or'may be undertaken whenever there is a
cognizable problem that is affecting the functioning of an organisation,

Just as in the case of the medical sciences there is a lot more unknown about the human
being and quite a few things cannot either be diagnosed or cured, management science also
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has gaps and quite a few problems of or; gambatmns are not easy to dxagnose or cure. But an
equally good number of problemis can be:solved and the Qrgamsauonal effecnveness o
improved if the dlagnosxs is donc well by mmpst@m peoplc

These units on d:agnos;s development. and change are not intended to makc the, reader into
an organisational specxahst Such a thing requires different training. These units are intended
to develop a basic understdnding about the organisational analysis, so that when a need or an
opportunity arises the reader is aware of what is to be done and whom to approa,ch In
addition when his organisation undertakes a diagnostic exercise he may be able to contribute
better,

8.2 ORGANISATIONAL ANALYSIS AS A FIRST STEP IN

DIAGNOSIS

Analysing the organisation, in terms of its components and their functioning is the first step
in a ccmprehensive diagnosis.

Every organisation can be conceived as consisting of various subsystems.or parts. Effective
functioning of each of these parts is essential for effective functioning of the organisation. In
addition the coordinated functioning of these subsystems also contributes to organisational
effectiveness. For making organisational diagnosis the strengths, weaknesses and potential
of each of the subsystems need to be examined. In addition the various processes that
contribute to the effective functioning of the organisation as a whole need to be examined.

As emphasized by Bechard “The development of a strategy for systematic improvement of
an organisation demands an examination of the present state of things. Such an analysis
usually looks at two broad areas. One is a diagnosis of the various subsystems that make up
the total organisation. These subsystems may be natural “teams” such as top management,
the production department, or a research group; or they may be levels such as top

management, middle management or the work force.

“The second area of diagnosis is the organisation processes that are occurring. These ihclhde
decision-making processes, communication pattern and styles, relationships between

b

interfacing groups, the management of conflict, the setting of goals and planning methods™

Thus organisational analysis may either focus on the structural aspects (subsystems, various
components etc.) or on processes. The following is an illustrative list of the various
suhsyetcmq of an organisation and the processes which could form a focus of diagnosis.

8 3 ILLUSTRATIVE LIST OF ORGANISATIONAL
SUBSYSTEMS

Various departments/sub-units of an organisation (e.g. Production, Personnel, Materials;
Marketing, Accounts, Maintenance, Training etc. or in an educational institution the various
subject based units, the establishment section, library, hostels, examination unit, registrar’s
office etc. or in a bank the branches, regions, zones, headquarters etc.)

* Various levels in'the organisation (e.g. top management, middle management, first level
supervisors, skilled workers, unskilled workers etc. or gradewise like Grade 1, Grade 11,
Grade IV etc. or desxgnauon based categonsauon like ofﬁcers, managers, executives, | .
general managers,vice- prcsndems dxrectors, etc.).

« Geographic units (e.g. North, East, West, South Zones or Madras reg:on Calcutta region,

Delhi region, Bombay region cic.).

e Functional background based subsystems (e.g. engineering services Vs.'non-engineering
group; teaching faculty Vs research staff; line Vs. staff etc.). '

» Experience and education based subsystems (e.g. new recruits Vs, (‘xpencnccd
employees, or employees joined one year ago, two years ago, three years ago, five years
ago, 10 years ago etc., undergraduates, graduates, post-graduates etc.).,

¢ Division-based subsystems (e.g. product based division such as agricultural product
division, chemicals division, automobile accessories division etc.).

e Personnel and HRD Policies (e.g. recruitment, rewards, induction, performance
appraisals, promotions, training, job rotation etc.).




* Research and Development (e.g. interest in new technology and investments in R&D,
structure of R&D, linkages with other subsystems).

« Stake holders and their contribution (share holders, umons, top management board
members, government employees etc.).

* Financial Management (e.g. sources of finance, investment decision who makes them and
how they are made, accountability etc.).

¢ Marketing Management, i

This is only an illustrative list and not an exhaustive list.

8.4 ILLUSTRATIVE LIST OF ORGANISATIONAL
PROCESSES

® (,ommumcatlon U
Is it one way or both ways (upward and downward)" How is the sharmg of mform‘mon"
How much openness exists in communication?
Who has information? I it loaded in some pockets?
How is the information used?
How much of distortion takes place when messages are sent?
What channels are used to send messages to people? How good are these"
Do people who need information get it on tlme?
Is it formal or informal?
What kinds of information is shared" SV
Are people’s expectatlons met in terrm o avmlablhty of mformatlon etc o

ERRFYIN

¢ Goal Setting
How are goals set?
Is there clarity of tasks and objectxve ‘
Who orovides clarity? How frequently? =
What is the process of goal setting? Is it pamcnpanve or autocratnc"
Does the process of goal setting ensure commitment to tasks? .

PRI A

¢ Role Clarity

Organisational Diagnosis
- Tools and Techilgues

Do employees know well what they are expected to do?
Is there a discipline to plan their work?

To what extent is there ambiguity of roles resulting in tensions, ad hoczsm etc.?

Is there periodic dialogues between supervisors and their subordinates to increase m]e
clarity?

What is the extent of ﬂcxxblhty/rlgxdxt v in defining roles for employees" Is it functlonal
or dysfunctional?’

f

e Culture
What are the norms and values in the organisation that are widely shared?
To what extent openness is valued?
Do people trust each other generally?
Is there general collaborative attitude among staff?
Do people value experimentation, nsk -taking and initiative? .
Is punctuality valued?

¢ Management Styles
Is the management bureaucratic or entrepreneunal or profgﬁsmnal or consewatnve”

What is the style of decision-making in relation to new inyestments, people, teChnOlOgy. ,

structure and the like?

¢ Conflicts and their Management
How frequently do'conflicts occur?
How are they dealt with?

» Management of Mistakes '
When people make mistakes how are they hand)ed"

¢ QOrganisational Learning Mechamsms

e Teams and Team work
(How much is team work valued? Are there commutec systems" How do they functxon"
What are the attitudes of employees to them? etc.). .
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Work Motivation i . o
Are people generally satisfied with work and their job?

What is the level of their involvement?
Do they take pride in what they do?

" What is the level of loyalty to the organisation?
" This is an illustrative list and the questionnaire measures described in the next unit provide
more dimensions for organisational analysis,

8.5 PURPOSE OF ORGANISATIONAL ANALYSIS

Organisational analysis may be done for different purposes, These include:

1

Enhancing the general understanding of the functioning of organisations (i.e.
educational or research purposes.) :

(The direct beneficiary is the researcher or the analyst rather than the organisation).
Such a study raay aim at enhancing the understanding of human behaviour through a
study of it in organisations, or io enhance the understanding of the society as reflected
in organisational life.

Planning for growth and diversification

An analysis or a diagnostic study may be necessary for planning growth, diversification,
expansion eic. Organisational analysis may reveal the strengths that could be used for
growth and diversification, weak spots that need to be removed in the new plans, the
precautions to be taken, structural dimensions to be kept in mind etc. Several insights
may be provided on structure, people, systems, styles, technology etc. that have
implications for growth. .

Improving Organisational Effectiveness or Planning General Improvements
Organisational Analysis may be used also for improving the general efficiency of an -

_ organisation. On the basis of a diagnosis made out of the analysis action steps could be

initiated in terms of toning up administration, introducing new management systems
and processes, reduction of wasteful expenditure, introduction of time savers, change of

personnel policies to enhance employee motivation, restructuring of some parts,

training, elimination of unwanted structures and teasers, improvements in general health
of the organisation etc, ’

" 4 * Organisational Problem Solving

Whenever some subsystems departments, units etc. fall sick or start creating problems a
diagnosis may be undertaken with a view to identify the source of the problem and take

- corrective action, A sick unit, a bottleneck, a communication block, a poor performing

- department, frequently occurring conflict between two departments, repeated failures of
a management system or an organisational process, a frequent violation of an :
organisational norm, fall in discipline, reduction in output absenteeism, increase in
conflicts etc. can all lead to the need for an organisational diagnosis of a part of the

. organisation or the entire organisation,

8.6 ORGANISATIONAL ANALYSIS PERSPECTIVES

Organisations can be analysed with different perspectives in mind. The perspectives one
takes depends both on the purpose for which the analysis is being done and the professional
-background of the people doing organisational analysis, The following perspectives could be

used for analysing organisations: '

VB W g e

Economics Perspective

Political Science Perspective

Sociology and Social Psychology Perspective
Management Perspective

Applied Behavioural Science or OD Perspeciive’

Economic Analysic of Organisations

The economic analysis focuses primarily on the use of money, allocation of resources,
distribution and consumption patterns, pricing decisions etc. The following is a sample of
questions that are usually asked in the Economic Analysis of an Organisations:




‘e Who is most influential in the organisation? (individuals, groups, departments etc)

How are the resources allocated? ' e Organisational Dingnosls
What is the market structure? (Is is competitive, monopolrsuc ohgopollstrc" etc.) g . 7= Tools and Techinlques
What is the organisations market and its ‘characteristics?

Are the products and services in the mdustry homogeneous or drfferentlated"

What is the pature of demand for orgamsqtron s services?

What is the cost of making the product or service?

How are the various elements in the process of making it related? Are there substantial -

economics of scale? !

e & & o o o &

Economic analysis of organisations is particularly helpful for the first three objectives-
mentioned earlier. It helps streamlining the organisational efficiency, eliminating wastes, -
and gives insight while planning for growth, diversification etc. However,' when. it come§ to..
probiems not all types of orgamsatronal problems can be* answered by economlc analysis. .

Polmcal Analysrs : : '
Political analysis deals wnh the tactics and strategxes employed by the mdrvrduals and

groups in the organisation as well as the organisation itself in the quest for power. The .. ...
following is a sample of questions asked in this analysis: .

o What is the power base of each of the categories of people in the organisation (Isit
posmon based, competency based, collectivity based like in unions, is it because of
closeness to top executive or rulrng party? Is it due to the abxlrty of the person to reward L
hire and fire?) o

» How is the power distrituted among mdrvrduals, groups and departments?
What strategies do people use in influencing or controllmg each other”

e How is the. power used? How much for orgamsatronal purposes? How much for e
expanding one’s power base? etc. o

* What are ideologies of different groups? What 1mp11cauons do these have tor '
orgamsatlonal funetromng" Is there congruence with’ orgamsanonal goals" S

e How much is there a commltment for organisational goals? o
Is decentralisation functional or centralisation useful? '

» What kinds of control are needed to regulate the behavrour of people" o

-Like-Economic-analysis; pelmcal analysts of orgamsauons is-useful Fnr nndmmndmc the

organisation. Polmcal analysrs helps understandrng many softer and strategrc drmensrons of
an organisation: : ,

However, it has limitations in providing guidelines for the planmng of growth and T
diversification of an orgamsanon It helps immensely in understanding orgamsatlonal s
dynamics. However, such an understanding may become one- -sided unless it is enriched wrth
other perspectives.

Socxologrcal and Social Psychology based Analysrs v

Sociological and social psychological perspective focuses on the socral behavrour of .
individuals and groups in the organisation. The formation of groups, habits, norms and S
values of the organisation, the process of socialisation, conflicts, strikes, protest behaviour .
etc. issues are studied. The influence of the Sociefy on the organisation is also focused. The
following is a sample of questions that are normally asked with sociological and social
psychological pexspeenves

e What is the nature of the work force and different categories of employees" Where do .
they come from and what personality, attitudes and values do they bring with them that
influence organisational functioning?

e What are the groups? What interests do they serve? What b\nds them together?

« What are the formal and informal sources of socialisation? How are people bemg
socialised? How is this affecting the organisation?

« What structural forces ensure stability and order in'the functioning of the orgamsatron?

What causes disorder? What forces contribute’to change?

s What forces bind different. groups/departments/umts together?

e What is the distribution of power and authority?

o What are the attitudes of people to work? What are the attitudes of pecle to.each other"

o Is there alienation? What seems to contribute to it if it is there? How ¢ wid it be reduced?

s How frequent are the strikes? What is the incedence of absenteeism, actidents,
alcoholism, indiscipline etc. phenomena? What seems to cause it? o 9
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* How are people recruited? How are they trained? What attracts people to this

¢ How do members relate to each other outside work hours? How do their interactions
affect their work behaviour? ’ :

Sociological and social psychological analysis helps in understanding organisations for
research and study purposes, for planning growth and expansion (especially location
decisions, recruitment, structural decisions, departmentation) and for.organisational problem -
solving. . .- q- . wo :
Professional Management Perspective in Organisational Analysis .

For a long time management was not accepied as a separate discipline. With rise of
management schools all over the world a new class.of people with professional management
background and skills have emerged. With the availability of a large number of .
professionally trained managers and ma‘nagement'scicntists there is a professional-
management perspective that is emerging. This perspective focuses on various management
dimensions of organisational life. Each branch of management can analyse a significant part
of organisation’s functioning. The branches normally include Business Policy and Strategy
‘Management, Production and Operations Management, Personnel Management, Marketing,
Finance and Accounting, Organisational Strugtures and Dynamics and Managerial
Economics, The following are the sample questions that could be asked with this perspective
for organisational analysis:

with respect to its business and its functioning? .

¢ What are the business goals? Is there a long term plan? What are the strategic :
consideration the organisation has in planning its business activities? ,

¢ Is the structure best suited for its goals? = ‘ o

* What is the technology being used? Are better technologies available? What are the
probléms in changing technology? : : o

* How is the production planned? What is the capacity utilisation? How could it be
improved? How frequent are the break-downs? What is the level of inventory? Are .
materials available on time? What is the rate of rejection of products? What is the
wastage? How could it be reduced? : ' ' o ‘

®  What are the strengths, weaknesseé, opportunities and threats facing the organisations - ;

organisation? What retains them? What reward and punishment system-exist?-Arethere

10

unions? How'many? What are their attitudes? How satisfied are the people with the
- work? What are personnel policies? What is unique to this organisation? How do they
suit the technology and business of this organisation? - '

* What is the financial position of the organisation? What are the sources of finance? How
are the surplus used? What are the investments made by the organisation? ;Wha’t control
systems exist? - e - S

* How are the products priced? What are the marketing strategies being used? How much

. of competition exists for the organisations products and services? What new products are
planned to be introduced? What is the experience with the existing product? Has the
organisation established its name in the market? : ’

e Is the structure functional, divisional or matrix? Does it suit the organisation
requirements? What are’ the characteristics of employees? How are the interpersonal
relations? What is the source of conflicts? Do people take initiative and show leadership
qualities? How is team work and collaboration? ‘

Professional management perspective helps in a thorough analysis of an organisation,
However, most oftén such exhaustive case studies may not be required-of all functions.
Normally organisation analyss are interested in some functions more than the others. A
professional management perspective is the most useful perspective for overall
improvements in organisation and for demonstrable results in terms of output, cost
reduction, profits and the like. It helps besides, for problem solving in designing
organisations for future growth and diversification,

O D or Applied Behavioural Science Perspective

Whiie applied behavioural science is a part of the Professional Management Perspective,
with the availability of specialised knowledge in the field and the extent of human issues
occuring in organisational life has made it a distinctive necessity. Most often when a
managerial perspective is taken an analyst is tempted to focus on dimensions like the -
materials and money as they are easy to deal with and get concrete results. It is easy to talk
of investment decisions, introduction of computers, streamlining information systems,




mtroducmg performance budgetmg. advertising, pricing decisions etc. There are so many .
such variables the human processes and up becoming one such set. In reality it is an
important set because it is people. who are behind these decision and who need to xmplement
them. Fortunately a lot of technology and skills are available from the applied behavioural:
science field. The OD perspective focuses on the human process dimensions of . :
organisation's functioning. These human process dimensions deal with the mdlvxdual per se,
the individual in relation to the role he is expected to perform, the team work, inter-team
collaboration, organisational culture and health. The OD erspective pnmanly focuseson
examining the attitudes, norms, values, systems, processes etc. that exist in-the organisatlon.
The question asked is ““Are they facilitating the utilisation and development of human
competence available individually or collectively in the organisation? Is the organisational
culture facilitating people to contribute their best to the organisation?” Some ofthe
quesnons asked in this perspective are as follows:

° What is the extent Openness, Collaboration, Trust, Autonomy; Pro- -action, Authenticity,

Confrontation characterising the organisations’ culture?

e What is the profile of people who join the orgamsatlons" What values do ;hey have?
What is their view of the human being?

* What is the level of organisational health as reflected in communications, conflicts, role
clarity, job-satisfaction, work motivation, team work, participative decision- -making, goal
setting, discipline, management of mistakes etc.?

* What is valued by most people in the organisation? Is it excellence, power, relationships,
status, helping each other control or what? In what order are they valued?

e How much of creativity is there and is encouraged? Do people take initiative and nsks”
What processes encourage/prevent creativity and initiative?

¢ Are jobs defined clearly? What mechanisms are there to communicate expectatxons and
difficulties? What mechanisms exist to solve problems?

¢ Do people experience a sense of growth?

* What processes seem to generate organisational identity and * we feelmg"’ What
processes create probléms for team work? . »

* What characterises various groups and their functioning?

The OD perspective is essentlally useful for organisational problem solvmg and’

organisational renewal. It is useful for every organisation o undertake petiodic renewal
exercises so that they can examine various orgamsatlonal processes and strengthen the
functioning of an organisation,

Organisational Diagnosis -

~ Tools and Techniques ... ...

8.7 METHODSAOF ORGANISATIONAL ANALYSIS

Of the various perspectives presented so far the Professional Management and the OD
perspective encompass the Economic, Political and Sociclogical and Social Psychological
perspectives, These are also more modern and are being more frequently used. Among these
two of the professional management perspective is vast and covers the entire management
field. Since the focus of this course is on Organisation Design and Development, the OD or
the Applied Behaviwura) Science Perspective is more appropriate for discussion here. Hence
in the subsequent pa:t of this unit and subsequent unit more details are presented relating to
the organisation development,

There are many ways of analysing and diagnosing orgamsauons and their phenomena. The
following are the most frequently used methods:

Questionnaires

Interviews

Observation

Analysis of records, circulars, appraisal reports and othey organisational literature
Analysis of hard data of organisations and various units .
Task fbrces and task groups

Problem identification/problem solving workshops

Seminars, symposia and training pro'gramme

00 0 bW N e

Recording and examining critical incidents, events.
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These methods are described in some detail in the subsequent units of this block. The -
purpose of the analysis is “Organisational Diagnosis”. Diagnosis gives the state of the
organisation or one or more of its'subsystems and points out the scope for improvements
that could be made for achieving organisational effecnveness Hence the methodologles
presenled in the subsequent seguons are limited to this goal.

‘,.

-

38 S,UMMARY

In this unit ' we understood that organisational diagnosis is-a method which analyses an
organisation, its structures, subsystems and processes, in.order to identify their strengths and
weaknesses and to improve the effectiveness of the organisation. Perspectives which could
be used for analysmg an organisation and different methods by which an orgdmsanon could
be analysed were discussed. -

8.9 SELF-ASSESSMENT TEST.

1 Explain what is organisational analysis and organisational diagnosis. Why are they
necessary?
In‘order to analyse an organisation what should one identify in an organisation?

. What are the different perspectives of an organisation analysis? Discuss.
What are the different methods of an organisatiOnaI analysis? Discuss.

8.10 FURTHER READINGS

P.N. Khandwala, The Design of Organisations, Harcourt Brace Jovanovich Inc., New York,
1977 (Specially chapters 1 to 4.). <

Harry Levinson, Organisational Diagnosis, Harvard University Press, Cambrldg,e Mass.,
1072




UNIT 9 QUESTIONNAIRE METHODS OF

ORGANISATIONAL DIAGNOSIS

‘Objectives

After going through this unit, you must be-able.to understé’nd; .

¢ when to construct a Questionnaire

* how to construct a Questionnaire

+ questionnaire is an important tool for analysing an Organisation

Structure

9.1  Introduction

9.2 Dimensions Diagnosed through Questionnaires

9.3 Available Questionnaires

9.4  How to construct Questionnaires

9.5  How to administer and use them

9.6  Summary ‘

9.7 Sclf-assessment Test

9.8  Further Readings
Appendix }—Organisational Climate~Questionnéiie : t
Appendix 2-—HRD Climate Survey o Lo e

9.1 INTRODUCTION

Questionnaire, Interviews; Workshops and Task-groups are the most frequently used
methods of organisational diagnosis in India. They are used separately or in combinations,

O‘f‘rhé“four:'Questionnaircs:aremorefcommqnl~:_/~used'as~they»eould,be..useduwimeasund by

persons inside the organisation. In this section Questionnaire method is described in some
detail. ‘

" There are a number o fairly standardised Questionnaire for Qx_‘ganisétidnal diagnosis.dt is

also easy to develop Questionnaire to suit each organisation’s requirements. A sample of
standardised questionnaire are also described in this section, Choice of a questionnaire -
depends on the purposcs of Giagnosis and the indications available from a preliminary
diagnosis of the dimensions nceding in-depth study. Normally before the decision to use 8
questionnaire the person or the group, intending to use it should have identified the area of
concern through interviews, complaints, observed symptoms or general opinions of interest
expressed by the top management etc. )

9.2 DIMENSIONS DIAGNOSED THROUGH
QUESTIONNAIRE - |

There are many dimensions that could be studied through quéstionnaire. The followii\g isa

list of these dimensions more frequently studied for diagnogtic purposes.

« General Organisational Health
The general well being of an organisation could be measured through Questionnaire. The
general organisational health is indicated by 4 comprehensive index obtained through the
measurement of perceptions of employees of the organisation. The comprehensive index
deals with the health of the organisation on all possible variables (psychological,
sociological, political, behavioural, managerial, organisational etc.) that affect the
functioning of the organisation. These include the feelings of security, need-fulfilment; - -
job satisfaction, scope for self-actualisation, extent of happiness with the organisation, -

- power-distribution, working of groups, objectivity, favouritism, distortion of "
communications, trust, l'eadership;ktea'm spirit, tension in the organisation, conflicts, - -
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Organisational Analysis prejudice, \x{o,rk»orga,nisation;. effectiveness of meetings, convenience of working hours
and work atmosphere etc; - - . e '

* Organisational Culture ~ - - © = =+~
* The commoply shared attitudes, values, beliefs, norms and behaviour of empioyees in the , -
organisation constitutes its culture. Organisational climate variables are similar to .
organisational health variables. Organisational culture is studied normally in a descriptive
way whereas-organisational health is studied in an evaluative way. Organisational health
variables indicate functidnal and dysfunctional aspects of the organisational processes. -

¢ Motivational Climate
Organisations could be diagnosed in terms of the. prevailing motives that characterise the
organisation’s function. Does concern for excellence characterise its culture or control?
or relationships? or dependence? or expert power? or helping each other? etc.

¢ Role Oriented Variables
There are many “Role” related variables that influence the organisation’s functioning,
These include Role Efficacy, Role Ambiguity, Role Overload, Rale Erosion, Inter-role
linkages and the like. Some of these variables are explained later with illustrative
examples of questionnaire, '

* HRD Climate :
HRD climate questionnaire deal with the extent to which a development oriented climate
or leaming climate exists in-an organisation, Openness, collaboration, trust, proaction,
authenticity, confrontation, risk-taking etc. are-normally characterised as facilitating
developnient culture. Performance appraisals, training, feedback, counselling, job-
rotation, group meetings, career development plans etc. are considered as instruments to
facilitate change.

* Leadership and Supervisory Styles

~ The human resources management philosophy. as believed and practiced by the
supervisory and managerial staff determines also to a large extent the motivation and
morale of people and thereby influences the organisational functioning. The general
philosophy, beliefs, and behaviours can be measured through questionnaires, The
variables measured may include Theory X Versus Theory Y Orientation: or task-centred
*éﬁdép“e‘op!é-eemfcd»sup‘ervision;ﬂorauthoritariarrversﬂs*parﬁci’pati\?“e‘“ﬁﬁnagement; oF
*'benevolent, critical and developmental styles, etc. : ‘

° Job-Satisfaction, Work Motivation and Work Committment
7"With the decline of work ethic in some organisations, many diagnostic efforts are being
focused on studies on Jjob-satisfaction, work-motivation, Jjob-involvement and the like.
The variables measured give insights into the existing patterns as well as sources giving
rise to dysfunctional behaviours. Questionnaire to measure elimination, work attitudes
* also fall in this category. :

¢_-Specific Variables
In addition to these general variables the diagnostic questionnaire may focus on specific .
variables depending on the need of the organisation. For example, if communication is
perceived as an issue there could be questionnaire to deal with all aspects of it. If team
work is perceived as a problem there could be questionnaire developed to deal with,
Thus any organisational process or human processes in organisational life can be taken
.up for diagnosis depending upon the preliminary investigations or need felt by the

¢ organisation. .

In the subsequent section of this unit details are presented about some of the questionnaire
available.

9.3 SOME QUESTIONNAIRES AVAILABLE

Organisational Climate Questionnaire ‘ v
A'typical organisational climate diagnostic questionnaire is given in Appendix 1. This -
questionnaire has 60 items. Each item has 5 alternative responses. The respondent is
required to give his assessment of the organisational climate as it exists at the time of his
i4 answering it as well as the desired climate. The gap between the “actual” and “desired”




S %

K

indicate the dissatisfaction level or scope for improvement. Smaller the gap more healthy.the
organisation is. This instrument reproduced in full because it gives a fairly comprehensive
coverage of all the organisational variables that could be considered under orgamsatxonal
climate'or oxganmanonal health. . . : o

The best way to learn about the variables used in this Questionnaire is for the reader to
answer that Questionnaire. After answering the Questionnaire find out the gap betwéen:the
actual and desired scores for each item by converting the ratifjgs into a S point scale. You:

can assign a score of 5 points to alternative E,4to D, 3t0 C, 210 B, and 1 to A for
positively worded items i.e. where A is least desirable and E is most desirable, For the
aesteriked items assign a score of 510 A, 410 B,310C, 2to D and ! to E. For each item
find the difference (ignore the sign while calculating difference). Add the differences on
cach item and calculate the overall difference on all the 60 items. It will give the overal! ,
index of dissatisfaction with organisational climate. There is no hard and fast rule about
what can be considered as desirable or undesirable. A gap of 30 may be a tolerable gap as pt

may mean marginal variation between the actual and desired in 30 items or notxceable ,

variation (about 2 points) on 15 items. A difference score of 30 can be obtained in many | ‘
Wways.

Total organisational climate score can also be optained by adding the scores (A=5, B=4,
C=3, D=2, E=1 respectively for aesteriked items and A=I, B=2, C=3, D=4, and E=5 for
other items) on the “actual” dimension. A maximum score of 300 is possible: Scores above -
240 (i.e. 60 x 4) indicates a healthy organisational climate. Scores between 180 and 240 -
indicate a moderately good organisational climate with some s scope for i 1mprovcment Scores
below 180 indicates substantial scope for improvement.: :

’

This questionnaire can be administered to a large sample of. employees inan orgamsguon (at
least 10% in large organisations employing several thousands of people or for the entire
population in smaller organisations employing only a few hundreds). Item-wise scores can
be tabulated. Those questions or items on which there are low scores and high degree of
consensus (low variations) could be taken up for working out corrective mechanisms.

HRD Climate Questionnaire
With the recent emphasis on Human Resources Deve]opment many organisations are
IR

e

L :
Questionnaire Methods. of
Organisational Diagnosis

focusing theirattention-on HRD- eu!tureof their-organisations: The-Céntre-for HRD-a1-XLR1
Jamshedpur have developed a simple diagnostic questionnaire to dnagnose HRD climgte ’
This questionnaire is presented as Appendix 2 in this unit, :

The HRD climate of the organisation is characterised as cbnsisting of the fpllowing
tendencies on the part of the organisation:

.

« A (endeney at all levels starting from the top management to the lowest levels 10 irea;
people as the most important resource.

e A perception that developmg the competencies of employees to'the )ob of every manager/ ]

supervisor.
A belief that employees can change and acquire new competencxes at.any stage of life.
* A tendency on the part of all employees be open (encouragmg free expression of ideas,
opinions and even feelings) trusting, encouraging experimentation, collaboratmg, '
authentic and pro-active, . :
Team spirit.
« Tendency to discourage stereo-types and favourmsm

¢ Supportive personnel policies and HRD practices including performance appralsals. Job-» :

rotation, training, reward administration, career planning etc.

This questionnaire consisting of 38 items can be modified to suit the requirements Of ﬁﬂ)’

organisation intending to use it. The Centre for HRD at XLRI has data on a large number of .
organisations. These dd(d are dvallablc for organmauons interested in comparmg themselves .

with others,

The questionnaire uses a5 poin’t scale: The overall HRD climate score can be obtained by ;

adding the scores on all the 38-items. Scores between 152 (38 x 4) and 190 (38 x 5) ‘
indicate a good HRD climate existing in the erganisation. Scores less than 152 bug hxgher
than 114 (38 x 3) indicate’a moderate HRD climate with some scope for lmprovemem and
scores less than 114 indicate poor HRD.climate with substantial scope for improvement.
Norms for comparison purposes are available from publxohed sources given at the end of this
chapter (Rao and Pereira, 1985).

15
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For diagnostic purposes the questionnaire should be administrated to a representative sample
of employees and organisation wide scores should be computed on each items. Items that.
show low scores indicate areas for interverition or corrective action. There are organisations
that have changed their HRD policies and practices and improved their HRD culture after
getting to know their HRD climate diagnosis. .

/9.4 HOW TO CONSTRUCT QUESTIONNAIRE -

Ready made questionnaire have some limitations and some advantages. One advantage is
that they are normally standardised and data from other organisations (norms etc.) may be
available for interpretation and comparison purposes. The main disadvantage is that they
may not suit the needs of an organisation seeking diagnosis. For example, most of the
available questionnaire are developed in business settings and hence may be of limited value
to educational and such other organisations. Secondly an organisation may be interested in
having a look at a few specific aspects than studying everything outlined in thé
questionnaire. '

In such cases it is useful to construct separate questionnaire exclusively for a given
organisation/situation. The following are some considerations that could be kept in mind

. while preparing the questionnaire.

¢ Questionnaire for organisational diagnosis normally measure the perceptions of
employees or participants in an organisation. It is the aggregate of these perceptions that
indicate the organisational strengths and short-comings. .

. The employees/participants of an organisation sometimes are in‘a good position to

provide dimensions/variables on which questionnaire can be framed. For example, to
diagnose the organisational health of an agriculture university a group of scientists of that
. university were assembled and requested to make statements about what in their opinion

is good and bad in the university. All their statements were collected. edited and a
_questionnaire was made. Subsequently it was administered to all the scientists in that
university. Thus interviews/group discussions/meetings/workshops help in developing
questionnaire.

* Another form of developing a questionnaire is to sample test any standardised

question naim.pn..a,groupwof,mspm1denLsr..flflxc,wspondwtsceuld«be'asked«{o indicate-——rre

variables/items that should be used for diagnosis. : A :
* - In preparing a questionnaire, structured questionnaire are more easy to analyse data and
for providing statistical information. . o

9.5 ADMINISTERING AND USING QUESTIONNAIRE

Since organisational diagnosis questionnaire measure perceptions of employees, and in
giving their perceptions employees are giving sensitive data care should be taken to prevent
distortions in data collection. Employees may distort data depending on their perceptions of
those who collect data and the purposes for which data are being collected. The following
points may be kept in mind for collecting data.

e When the respondent knows the purpose the quality of data he gives will be better. Hence

it is important to explain the purpose (in the questionnaire itself or through other media).
¢ If the respondent trusts the person(s) collecting data and subscribes to the purposes fore
- which data are being collected, the quality of information he supplies may be better.
Hence it is important to use consultants, teams, individuals or firms that are ‘known’ and
trustworthy for organisational diagnosis. Partly such trust can be built by proper use of
data and taking action on the basis of diagnosis. If an organisation or the top management
keep on diagnosing and take no action the employees may lose faith in such exercises.

o _If the respondents have any fear of identification they are not likely to express opinions -
freely. Hence it is useful to collect data without the respondent having to reveal his
identity. Sometimes organisations may find it important to collect some basic information

" about the respondent like his Grade, Educational Qualifications, years of service with the
compariy, department, section etc. Such details are useful fora méémipgful analysis of thd _

diagnostic data. For example it is useful to know if organisational health or work
motivation or distortion of communications etc. are high in some departments than -
others. Similarly, it is useful to know if the organisation is perceived as healthy by the
senior employees rather than juniors. Therefore, for such comparisons it is useful to - /




collect some minimum background information from the respondents, However, the
designer of the.questionnaire has 1o give sufficient thought before deciding on what
information to collect. It is useful to test out the thoughts on some employees to ensure
that no identity data is obtained that distorts responses.

* Another dimension that affects the quality of data is the length of the questionnaire. It is
useful to have quesnonnaxre that could be completed by a respondent before fatigue sets
in. Questionnaire that take more than an hour are normally perceived by respondents as. -
fatigue setting. It i is preferable to have questionnaire that: s(*ould be completed in less than
an hour. :

o The administration of questxonnalre becomes easy-in groups than mdmdually
Respondents could be gathered in small groups and administered the questionnaire. It

-also provides an opportunity for those conductmg the- dlagnostxc study to explam in detall
the purposes of the study.

¢ Timing of administering the questionnaire is another factor that should be kept in mind. If
questionnaire are administered immediately after a significant event has occurred in the .
organisation, to some extent the perceptions may get distorted. It is useful to admmxster
the questionnaires after their impact settles down.

Use of diagnostic data obtained from questionnaire also require some skills. As will be .

explained in the subsequent units “Survey Feedback” is a frequently used OD intervention.

The tabulated data when fed back to the respondents in an aggregate form and an

opportunity is provided to discuss the data and their implications already the seeds get sown

for the change process. .

In analysing and presenting data it is useful to focus on every single item of the
questionnaire rather than aggregate score. Total scores often conceal a lot than reveal, Hence
item-wise analysis is more useful. Even while analysing item-wise responses, computing
percentage or respondents giving extreme rcsponses on each item reveal more about that
variable rather than mean scores.

Wherever qualitative responses are sought content analysis and categorisation of responses
is necessary. The use of diagnostic information partly depends upon the way it is'presented.
Hence attention should be paid to the analysis and presentation aspects even at the time of
des1gnmg the questionnaire. .

. Quéstionniire Methids of
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9.6 SUMMARY

Questionnaire is a very useful diagnostic tool. There are several‘questionnaire developed by
organisational scientists in our country that are useful for diagnostic purposes. These
questionnaire could be used with appropriate modifications to suit the diagnostic needs of
each organisation. It is advisable to develop organisation specific questionnaire for
diagnosing problems unique to the organisation. Comparative data may be available if
standardised questionnaire are used for general diagnosis purposes. Participative methods of
developing questionnaire enhance the quality of questionnaire through increasing the
organisational relevance of items. Survey feedback, maintaining organisational health
profiles, designing other interventions are some of the useful purposes served by
questionnaire. Care should be taken to ensure getting good quality data through proper
administration (clarifying purposes, maintaining anonymity of respondents admmlstermg in
groups etc ) of questionnaire. ’

9.7 SELF-ASSESSMENT TEST

1 What are the dimensiogs which could be diagnosed through Questionnaire?

2 How do you construct a Questionnaire? Discuss this with reference to your
Organisation?

3 How is Questionnaire an important tool for Organisational diagnosis?

9.8 FURTHER READINGS

D.A. Nadler. Feedback and Organisation Development: Using Data-Based Methods.
Addison Wesley Publishing Company, Inc. 1977, '
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Almost never
Rarely .

Sometimes o
Usually

furthertodothexrjobs?,l,,.} o Cael B R

Almost all the people ..
Most of the people - .,
Some of the people

~-Disagree :
- Strongly dlsagree

Almost never
Rarely
Sometimes

country to work m?
Strongly-agree

Agree .
Neither agree nor disagree

“ Never .
Sometimes b g
Often o
Almost always

”Yes, it is true here to
a very great extent
Yes, it is true here

__to.a great extent

. Well, it is true.to

... anegligible extent

....No, it is not quite true IR
‘.ANo, it is not true at all

. To what extent do you agree thatquiteroftén:a subordinat -
here has to attend to orderssissuéd hymore thari:one person'
" atatime.

AT

ERTISR AT

< ettt

1330 I T

/ ot

Questionnaire Methods of




Organisational Analysis

20

moowy

14,

 DUOw»

monw»

; "~~‘There[ﬂiS"‘a‘~generaf"feeling”?ré“f€ that grievances of the

Strongly disagree

Disagree R
Neither agree nor disagree S
Agree '

Strongly agree

- To what extent do yéu think that when decisions are being
made about certain work that you are to do, you are asked o

for your ideas?
Almost never
Rarely
Sometimes
Usually
Almost always

Somebody says, “There is so much work to do here every ..
day that I have to do it somehow, and I don’t have the time

to think about how the quality of the work can be improved.”

How much would you agree with the statement?
Strongly disagree

Disagree

Neither agree nor disagree

Agree

Strongly agree

. To what extent do you receive correct information about

your work, duties etc?
Not at all .

To a very little extent

To some extent -

To a considerable extent -
To a very great extent
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esusvier
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reeser
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crvensy
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employees are handled properly.” To what extent do you:
agree with this statement?

Strongly agree

Agree

Neither agree nor disagree

Disagree

Strongly disagree

. Do you agree that almost everyone here knows who is

working under whom in this organisation?
Strongly disagree

Disagree

Neither agree nor disagree

Agree

Strongly agree

- To what extent do people in your department encourage one.

another in work?

Not at all

To a little extent

To some extent

To a considerable extent
‘To a very great extent .

- How frequently do you think it is true that in this

organisation it is easier to deal with those things that have
a precedence?
No, it is not frue in any case

.......

.......

.......

.......

.......

.......

peenns

.......

.......

.......
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B. Yes, in some cases Organ!sa_ﬁonnl ‘Diagnosis
C. Yes, in many cases
D. Yes, inmost of the cases

E. Yes, in almost all the cases » L _— »

e LTI wesssasy

R TTYT T asnkens

- 20. Is the organisation receptive to new ideas?
A. Itis never receptive -

B. Itis sometimes receptive won o eaperes
C: Itis often receptive ‘ wveere, e
D.. Almost always receptive =~ e
E. Always receptive : e e

21, “The general feehng here is that people do not get fair
" hearing from those who are hxgher up" How much do you
agree with it? , . o
A. Stronglyagree .

B. Agree o
C. Neither agree nor disagree - S o R
D. Disagree i } C T e e e
E. Strongly disagree o D e

22. How adequate is the-amount of information you get about
what is going on in other departments and units of thxs

organisation? , v ,
A. Very inadequate ' ‘ R
B. Inadequate . -
C. Neither inadequate noradequate , et R
D. Adequate cT i e T e

E. Veryadequate - B e i e .

23. To what extent do you feel that the employees here are
- allowed to make decisions to solve thefr problems without .
checking them with their superiors at each stage of the work? -

i AT Q-2 VETY-greatextent ; R
B. To agreat extent L ,
C:. To some extent : - D e S e
D. To alittle extent ,

E. Notatall e T e .

24. Istherea genefal feeling amongst the employees of your
level that anybody can be removed from his job at any time?

A. .Almost all the employees feel so S
B. Most of the employees feel so o . e . e
C. Some of the employees feel so L ST e e
D. A few employees feel so ’ o s
E. . None of the employees feel so oL e
25. How often are the rewards (such as raise in salary and )
promotions) given strictly on the basis of valid reasons?

A. Almostalways .
B. Usually e
C. Sometimes ' ‘ ’ s
D. Rarely ' ‘ T e v

E. "Almost never T e e

26. “In order to stay here, one just can't perform work somehow:
work has to be well done.” To what extent do you agree with it?

A. Strongly agree G e
B.  Agree ’ : : R
C. Neither agree nor disagree S i e
D. Disagree ' s T e

E. Strongly disagree : L S oo ‘ 24 |
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To what extent are there facilities and opportunities for A SN0 *Y H
individual creative work in this organisation? # M. v ‘1 i :
Notatall

To a little extent -

To some extent

To a considerable extent Cente
Toa very great extent

In your observations, how often do the employees in this S "
organisation seem to be bored with their work? WG e ]
On all occasions: - ALY
On most occasions : _

On some occasions ” ‘ AL
On a very. few occasions
Not at all

this organisation are so varied that it is logically difficult to” " =
putthem together.” How much do you agree with this
statement?

Strongly agree

Agree

Neither agree nor disagree

Disagree

Strongly disagrec

To what extent are people in the higher levels aware of'the " ' ! s

.

puzi

oo

fee]

mUNwW> Y

u .

problems of lower levels in this organisation? o R
A. Notatall - R shatplin f
N B. To a very little extent S e
C. To some extent : ‘ . 3 ob 3ot witw o
D. Toa considerable extent o "".:(iiff
E. Toavcry greatextcm A o AL LA Lt s
- WYL RUTOTGY AR
31. How often do you have advance information of any changes frogns nians i ot
which are planned? ) ) MLy 2ty :;‘!
A. Almost always ) &
B. Usually
C. Sometimes
D. Rarely
E.

Almost never LA
o v s ey ol o i)

. To what extent js the information passed from one persbh W} prgvalyies ol e '_’}
another in this organisation distorted or deliberately méde s nhe

. inaccurate? - D bl Gl s
To a large extent- ol s
To a considerable extent . ) o
TO some extcnt ITEEANEI NN § PRI oA B HINS :‘.:i:.,:T g
To a little extent erssd e D e b aienn st e e

Not at all oo

......

. Are discussions at meetings in this organisation free and open?

No, they are very guarded and defensive
Quite guarded and defensive

Slightly defensive _ .

v O coabs il i S et SiG
Quite frec and open ¥ SR L i b
Very free and open At fqi-‘«‘, IR IR P LR S L R S A M A TOT o

One cannot simply go ahead and do a thing here unless one
has discussed it with one’s superiors before: How often does 5/ "t -

it happen here? - Co
Yes, it is almost always the case here AR
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‘B, Yes.itis usually.the case here wendyswWie eosnlh - Organisationa! Diagnosls
C. Yes, it is sometimes the case here ’ ’ '
D. No, itis rarely the case herei 1o soiili..,

E. No. it is almost never the case herc

Tensrees [T

teres

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

35. If. someone of.your colleaguesdoes his jobina more improved

waly.than it is usnally done, does h&@t propgr recogmtxoﬁfox\n?m
A. Almost never......,
- B, Rarely - ...
’ .C. Sometimes - . _
D. Usually -
E. Almost always

Whlch of the followmg best descnbes the manner in which
problems between departments are generally resolved? : . ,

A. Theproblemsare workedout o

‘ at.the level, where they appeared, v
. through mutual effortand” -

_ understanding. ' K

Very few of them.feel happy to
leave this organisation .
. Some of them feel happy to leave '

this. orgamsatxon

Mast of them fegl. happy to leave

this organisation

All of them feel.happy to leave
- this organisation ; . ,
\‘: S ' " alqosg) WSROIV o

37. How much do you think'the.topmanagementiof; this;.
" organisation is aware of the workmg condition of its employeco
A, Not at all aware | FTEIANRE
‘B. - Very.little aware.. ’

e —Somewhat-aware-
D. Much aware
E. Very-much aware

w
[oa
b

o '.oy. ‘o

i

- 38.- How-often are the employees in this orgamsauon hel;ﬁ"ﬁ}
~ - to each other?

A. Almost never—
- B. Rarely
C. Somiétimes
D. Usually
E. Almost always -
' ViLIng 9916 Yoy n G
- 39. How much do you think your orgamsatlon has interest in ¢
weifare of the employees?
A, They are not at all really
", interested
B. Theyare not very. much mterested
C. Only in certain ways they
~ areinterested o
D. They are somewhat interested
E. ’I’hcy are very.much interested
40. In some places,anybody can go to anybody else to discuss f\“
any.problem he faces. In your opinion, how often does it , Ae
happen here? .......
+  A. Almost never
B. Rarely - QR oV
C. Sometinies

D. Usually ... . ; 23.
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E. Almost always ' ' : '

41. Do you agree that in this organisation the capabilities of its

- employees are fully utilised T

A. Strongly agree e
B. Agree O o
C. Neither agree nor disagree ‘ . e T e
D. Disagee .
E. Strongly disagee " .

. How often do you think the professional jealousies obstruct
the performance of duties in this organisation?
Almostalways
Usually C e e
Sometimes . Dk e
Rafety
Almost never eserens

F -3
(3%

moaw»>

- Do the employees here work with a team spirit?

Team spirit does not exists at all -,

Team spirit exists in a few members

Team spirit exists in quite ’ _ ;

a few members ' rvovane R
Team spirit exists in many members

Team spirit exists in almost o
all the members ' ‘ e - woive

MY awp s

Are there things around your working environment (people,
policies, conditions) that discourage you from working hard?
A. Yes, practically everything ' ’
around here discourages me from
workinghard - wersere
B. Yes, a great many things around
here discourage me-from-working-hard:
only a few do not discourageme .
- C. About as many things discourage '
me as encourage me to work hard , \ " eneagen S
D. No, most things around here ‘ '
encourage me to work hard ' ' REPRRR
E. No, practically everything around
here encourages me to work hard. .

B

45. Considering the busy schedules and workload here, the

employees seldom find time to share their concerns with

each other. How much do you agree with it?

Strongly agree ' e v
"Agree S e o e
Neither agree nor disagree :
Disagree ™
Strongly disagree

monwy

Es
2,

. How often do superiors invite their subordinates for an
informal discussion?

A. Almost never ; eernens’ " bveens
B. Rarely ' e
C. Sometimes were  seeeens
D. Usually cvarens
E. Almost always el e

47. How much influence do you think your colleagues have in
deciding what should be done in this organisation?
24 A. Very much ‘ R
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B. Much
¢ Some
D
E

Little
Not at all

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

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

48. To what extent do you have conﬁdence in the people?you
work with?

A. Notatall -

B. To a very little extent T e aaes

C. Toasomeextent

D. To a considerable extent o de v

E

Toagreatextent

49. How often do the-employees here trust one another?

A. Almostalways
B. Usually ‘ e e
C
D
E

Sometimes
Rarely
Almostnever T

50. Are suggestions often solicited from employees here?
A. Yes, from senior officers only e e
B. Yes, from some officers only L e e
C. Yes, from all the officers only e e
D. Yes, from all the employees except

ClassIV.
E. Yes, from all the employees .

S1. How often does a person in this organisation receive credit

and appreciation if he finds out a difierent way of doing things

which nobody has ever done before?

Almost always L " e
Usually A

Sometimes ; T e e
Rarcly e
Almost never e e

mon0w>

. How much is your job important in this organisation?
Very much T e S
Much e,
Somewhat
Litle
Notatal

moOw>

. This organisation facilitates the self-improvement of its
employees. Do you agree with this statement? »
Strongly disagree
Disagree
Neither agree nor disagree L e e
Agree e,
Strongly agree

w
w

moNw >

w
.

. How often is a conscientious atterapt made to consider the
views of people.concemed?
Almost never . L e
Rarely Y e e
Sometimes e
Usually e e
Almost always e

moows>

Developed by Somnath Chattopadhyay. Reproduced with permission from Udai Pareek.,
T.V. Rao and D.M. Pestonjee; Behaviour Processes in Orgamsatxons New Delhi: Oxford &
IBH, 1981. ' 25




Organitiénul AxighsieD.
devaystd lsnolsrinegi)

.............. . ot . d

.............. ) ‘ _ s D
Organisation........uuseses " ' - Datetid..0
Designation.....o.ivumeens ~ : I ST Gl Rt

Any organisation that would likg fo Q&QX}WHF?{PQ@;&%S%W}HJO,SL‘?RF‘?HJJ%}9&9.;ﬁ,"&?ﬂﬁ%’}"‘%a

the development of its hum'&}n resources. People. must be continuously helped tqagquirs,,
capabilities for effective performance of new roles/functions/tasks that may arispjinthe,s .

various organisations. A minimal positive developmental climate is esseptial, for.the suggess:

. of these programnies. This survey is to find out the extent to which such developmental

climate exists in your organisation. <¢isinns sno e sver asoyolqmo-ari ob aafte woH 0b

. . . eyl feaml A, A
We propose to combine the responses received from several employees of )your drfglﬁr.x:x;gg}nonﬂ
Nemny

and prepare profiles of developmental climate for your organisation. As these grg?{x,‘g)s._g@ “y
 form the basis of your organisation taking further step with regard to its HRD ‘facg'&éﬁ,;s&)ve’d
* would appreciate your frank responses. e 1:( m!’ -
....... - NPT G108 S

A number of statements are given below describing the HRD climate of an organisation.

Please give your assessment of the IR éifiratéiinyoup bigdiiisaticiv By ramg your: =14 07
organisation on each-statement using the 5 point scale. A ratifig dFS'mdi&"a-iééx“tHﬁi‘lfxe*"7’ Yo
statement is almost-always true with your organisation; a raﬁ’ﬁg‘bf‘&’?lﬁﬁi’cﬂi'é’s??tﬁﬁt’lﬁd'i’ 7o
statement is mostly true; a rating of 3 indicates that the statétiéntis¥bméties tra8! atafing

“of 2 indicates that the statement is rarely true about yolt*8igatilsiibHIGivE 96111"83&5‘@%%61

by encircling the appropriate number, K ":“D' ;

C e N ¢ aoayolgeno oy M mott eoY A
5 = Almost always true 4 = Mostly true 3 = Sometimes true
2= Rarely true tibui gvisdhriNatatalbtrueds ai noasg & 2s0b nsito wol{ 12

~eynitt ynioh Yo yaw snoaltib s nio ebail of 1 noilsiosgas bis
1. The top management of this organisation goes otit-ofiits way:tmakeisuredon toiilw

28

. that employees enjoy their work : Avswin 16432 14
2. . The top management believes that human resources are an.extremely ylinual] 8
important resource and that they have to be treated more humanly, 28432 1)
3. Development of the subordinates is seen as an important part of their job = “iws$ (1
by.the managers/officers here. v 5432 1

4. The personnel policies in this organisation facilitate employee development. 5432 1
5. The top management is willing to Inveitaconsidetable'parefdheip fimel dovurwoll 50

. and-other resources to ensure the development of employees. 1ok 14

6. Senior officers/executives in this organisation take active interest in their UECLNR
juniors and help them lear their job. Wlwgigyp 1)

7. People lacking competence in doing their jobs are helped to acquire - stnid
competence rather than being left unattended. s 5487 13

8. Managers in this organisation believe that employee behaviour can be

changed and people can be"déVéi’éb’e’d"é‘t“éiiy%’t‘é'g'yE}f il@%i’f"vli'féi.l'”‘s'} ! "Ji“5?-”“'75""5{4‘5‘2 e
9. People in this organisation are helpful to'§a8HBitier. i fiw suims uoy okl wwrgiygin |

. pl . R U T TS P R
_10. Employees in this organisation are very informal and do not hesitaté 5+t < iytone /.

to-discuss their personal problems with their supervisors. 4 rrsudp
11. The psychological climate in this organisation is very condiitive'ts Hpy e valtoe )
employee interested in developing himself by acquiring new knowledge s Al

andskills. ... =~ .
12. Seniors guide their juniors and prepare them for future - ' L
responsibilities/roles they dté!IREIY (3 take gD 17116 2u0iRIDA0S 1 ol isilig gy 7
13. The top management of this organisation makes efforts to [éhififyand a0y 1o swiiv
utilise the potential of the employees 19¥ Ui Egigilo 1A
14. Promotion decisions are based on the suitability of the promotee rather vhowd L H
than on favouritism. AU g4igE 1)
15. There are mechanisms in this organisation to reward any good work done ~ */inzt) {1
or-any contribution made by employees. Feiedls Tgigigig 1.4
16. When an employee does good work his supervising officers take special
Cae W APRISSIARL: noiznitmsg driw basnboiqs i irgitbeuisd™ disnaiod vd S43i2A
17 Rerformangs@ppraisakasporsdg:our organisation: are,based, on; objectives ¢t Lius onst V. T
assessment and adequate information and not on favouritism. 543 24

R P B R




18. People in this organisation do not have any fixed mental impressions about
each other ' '

19. Employees are encouraged to experiment with new methods and try out
creative ideas,

20. When any employee makes a mistake his supervisors treat it with
understanding and help him to learn from such mistakes rather than
punishing him or discouraging him, i

21. Weaknesses of employees are communicated to them in 4 non-threatening
way. '

22. When behaviour feedback is given to employees they take it seriously-and

~use it for development ' .

23, Employees in this organisation take pains to find out their strengths and
weaknesses from their supervising officers or colleagues.

24, When employees are sponsored for training, they take it seriously and try
to learn from the programmes they attend

25. Employees returning from training programmes are given opportunities to
try out what they have learnt. , :

26. Employees arc sponsored for training programmes on the basis of genuine
training needs, .

+27. People trust each other in this organisation.

28. Employees are not afraid to express or discuss their feelings with their
superiors. _

29. Employees are not afraid to express or discuss their feelings with their
subordinates.

30. Employees are encouraged to take initiative and do things on their own

" without having to wait for instructions from supervisors.

31. Delegation of authority to encourage juniors to develop handling higher
responsibilities is quite common in this organisation, ‘

32. When seniors delegate authority to juniors, the juniors use it as an
opportunity for development.

33. Team spirit is of high order in this organisation.

34. When problems arise people discuss these problems openly and try to
solve them rather than keep accusing each other behind the back.

54321

54321

54321

54321

54321

54321

54321

54321

54321
54321

54321
54321

54321

54321

54321
54321

54321

Questionnaire Mé‘;l'\ods of
Organisational Diagnosis

- 35 Career-opportunities-are-pointed-out to-juniors by senior officers i the

| organisation. : ' ‘ :

36. The organisation’s future plans are made known to the managerial staff to
help them develop their juniors and prepare them for future.

37. This organisation ensures employee welfare to such an extent that the
employees can save a lot of their mental energy for work purposes.

38. Job-rotation in this organisation facilitates employee development.

54321

54321

54321
54321

Seurce: Rao, T.V. and Pereira, D.F. (&ds). Recent Experiences in Human Resource

Development. New Dethi; Oxford & IBH, 1985
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UNIT 10 INTERVIEW AS A DIAGNOSTIC
| TOOL

Objectives b
After going through this unit, you must be able to understand:

¢ the process of interview
¢ importance of Interview as a diagnostic tool.

Structure

10.1 . Introduction

10.2  Purposes of Interview

103 Forms of Interviews

10.4 How to conduct Interviews

10.5 How to Analyse and Use Interview data
10.6  Group Interviews

10.7  Variables Studied

10.8  An Illustrative Example of a Diagnostic Report From Interview Data
10.9  List of questions for Interviews

10.10 . Summary

10.11 Self-assessment Test

10.12 Further Readings
Appendix

10.1 INTRODUCTION

‘Interview-methods-of data-collection-fororganisational-diagnosis-purposes-is-used mostly
when an organisation engages outside consultants for diagnostic and development purposes.
Sometimes interview methodology is also used by internal teams and/or ¢hange agents.
Interviews have the major advantage of providing an opportunity for face-to-face interaction
with the participants of the organisation, Infact in medical diagnosis ioterview is the first
step and forms the basis for subsequent testing. In organisational diagnosis studies,
interviews may form the first step as well as the last stage of diagnosis. They could be
exploratory interviews, hypotheses testing interviews, change inducing/idea testing
interviews. There could be individual interviews or group interviews. Some details of
interview methods of organisational diagnosis are presented in this section.

10.2 PURPOSES OF INTERVIEWS

Interviews can be used for the following purposes:

* Sensing the organisation and identifying general areas of strengths and weaknesses for
further diagnosis.

* Probing for details and getting deeper insights into a given problem or issue bothermg an
organisation (e.g. Why team spirit is low? What are the-bottlenecks in fast decision
making? Why are people unhappy with a parxigu!ar policy or issue? Why absenteeism is
going up? etc), .

¢ Testing out the success potential of new 1deas/actxons/dccxsxons and assessing
arganisational preparedness (e.g, what are the attitudes of people to an open appraisal -.
system? How do they react to computerisation of personnel informatxon system? What :
are their reactions to a newly proposed reward system? etc). '

* Generation of ideas for strengthening the existing systems and processes. (e.g. How to '

improve the suggestion scheme? How to improve work environment etc.) -
* Assessing the general level of health and climate of the organisation using structured or
semi-structured interviews/questionnaire. '




e

¢

Organisational Analysis

Thus the interview data may form the beginning of organisational diagnosis or the last step
in orpBnfsitiangldiagnqsisit y oo o | 5

oot e e

103 FORMS OF INTERVIEWS

The interviews may range from highly structured forms to totally unstructured formi* 33

Normally unstructured interview.methgdology,is used. fox explogatory, diagnosis purposes In

31, A > St
exploratory diagnosis the interviewer may simply open the intervigy session, by.saying that,

t

he is trying to identify the strengths and weakpgsses of hg:oTERnisAion AR She dnicrieYee

may talk about anything he sces as the strength or weakness. In such cases the interviewee
may reveal a lot of significant information about strengths and weaknesses. The, jsgues.bg; 2
chooses to speak themselves may reveal the concerns of employees. Unstructured ih:te-fv'iéws
also could be used for probing in relation to specific issues. In such pl'o\)‘.fﬁfov[“é:'\i;é’r")}’a'ue,stio‘l\i':
asked by the interviewer depends on the responses given by thesinterviewee earlier,” 7

Unstruciured interviews reguire sicticd intervicwers.

Semi-structured interviews may consist of a list of pre—dc’t&fﬁiﬁéé’Se’t""d’f' quésiions the
. . . . - ety e tand gt U byisy o D oob oy
interviewer has with him and seeking answer¥ 19 ﬂ\és'e:'(?nwisnons{f"’l“mzseS interviews'are
useful for hypothesis testing and probing. R A
. . . o . . , Duthyid ety 08
Highly structured ﬂter\/)ew§ %re almost hkﬁ questionnaires, T‘hey may infact lakp the fogrp
L BB N SIS 1) raene ¥ sianngeidl soo ol L aselgi fiah

of verbal adminisiration of questiShnAfres or AUEREH YR BY 6&3¢n-ieriﬁéa quéétldﬁs which

3

are pre-determined. These forms of interviews are uséfﬁ?iifitﬁé’iré"s‘pdﬁdé'm’éanno‘t'imswe’r‘ff'
questionnaire or if the respondent is likely to give better quality responses indnterview ' +ii
settings than in writing, idea generating, influencing, probing formoredusights efc.. .t

R EH

(0.4 HOW TO CONDUCT INTERVIEWS FOR |
ORGANIZATIONAL DIAGNOSIS

. . . . : TR NI I BN (A R 1Y
In the case of medical diagnosis the patient gocs 10 the 36&3[‘ ;2;&13 A%)%bl‘icﬁg _5116 ‘tﬁenécvini

his own interest he gives all information whereas in organisational diagnosis although the

.30

&

top! Hrdrdgerent Who goes o <tms;!cr%ﬁiémféﬁr&ﬁay‘igiv@*aﬂ"riﬁf@"&ém‘aﬂ‘mi%th@bthéniinteminwms

ity othive thiekaime noed ‘agctiie top rranagement and herice maynotbe: willingtos rshe

vqlurjﬁi‘e“ri.fi'fﬁférfﬁﬁ?ffidﬁi\iimltevn‘a“cdly‘ itheyemay distort-data depénding.on their attitudes to:top-
!’fﬁiﬁ'ﬁige\*h‘cim’lh"e‘c&iﬁﬁnlf-ﬁn{lém'éﬁ‘mmwdyIgﬂiém‘f@‘réfit:isi«%tyﬁmpdrtant}fomhe!imewiewe‘r
to dstablish viedibilieyand build rappbres i ioied ernng st A0

Lasibioz czonysib noteingno (l e o I it 5
Before Jnigryie s Are Sandaisd i iostel apd. gven sesessary,for 4he 1R MANABEMENLAR:1
legitimis the dingnasticsdy Ry dnforming Alkihose-who. 850 10 PArtSIRAte LIt RHER A
legitimisationsonldbe dong ither pueh apAvRaRNGEMSILEIVIA details,ofi (e, X Ity
purposes, the conguliants Qi ntesyisWing tgammembsrs.and thehelp thevansed from heim
employees etc. A

_ After-such a legitimisation, in the-interview process itself the interviewers should clarify-

once again the purposes and assure EY S DL GEITG of fesparsds AgEresiive poStufesit §
trying to impress the interviewee by talking about the closeness of the interviewer to top
management, lecturing, demanding, cx'itici\sjlngéqtgk\v,’egg,; expressign of intgrvigwers opiniong,
even before the interviewee starts etc, are behaviours that hinder rapport building. Starting
willif gerieratiine dor it Th i isbues. taking ABHULHE bACKgFoUAd BF the Tnfterviewer
himself, getting 10 know cach other, pleasantries ctc. hclP in g:stablishiqgifé‘ﬁib’éﬂ? LEREEE
fi8 guremiod agenr 10 sldong 19 b ven pangads iditoy bon sl g e
Using-openended questionsi informatia seeking.questions and;su_gge‘stiyg:que.sxi'ons/-bs:lps
in probing and.discovening many unkngwns.. Sometimesiduzing the INETVICW Progess:
paraphrasing the responses given by the interviewee may help improving the listening:

RO F IS 1 »

process andsunderstanding Process, i iy et e
laisuggh asgqo oe o slegouy foabinstig sdi o duthee s B Lt e G
1 505 Pl SONSASS SURBRO S ANISE v 0, SSINER AYED . 1o from nafse g apher

disturbances. A peacefu: atmosphere ALYAYS.ERBANSES LS Ay of daa gollested, ngpse
of prohine ervieys. s DI YIAYSL SUaud sonsiantly, suard himself against 1he danges of
putting ideas in(o, {06, BRI of e inenasaes, Narmallyallerineryeying AJe i

intenagpvsrsianis developing ypathesisEreacnungness tem&@%mswafg&mgx;39&5\& °

subsequent interviewers may endanger the diag%‘?ﬁﬂﬁﬂfﬁe%‘?ﬁ‘?ﬁwsivwmi hsuierde-irsa
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Inter view dz.\tu are relatively more égff.u:_u_lt:.tzo‘ icp,;gi;c; and 51;35}}x§,c,.§1§ @%‘Pﬂ{ﬁg,‘9;99,‘22,‘;’«9PF}3}‘F°
data. Since interview data are qualitative data after a few interviews are completed it may be
ueful to'develop a coding/analysis scheme: It isuseful-to categorise: all responsesinto!those

 ¢oding categories: Number of persoii‘ giving a-particular réspontse, pointirig'out a/particalar

weakness, or suggesting a particular hypotnesis etc. can be indicated. AI0D
wf e vl e G el WAL WG pqoed vieo yhaa neooasib alT  x

The greatest advantag,  isythe amount of insight it anprovide nte .

organisational processes, Many hypathesis can be generated and fesied.spontancously duripg
interviews. Interview data obtained from a small sample of individuals, using semi-structured
intervieys is presented at the end as an illpstration, The reader may. have a feel of a,

ity A
Lty RIR |
diagnostic report given in the appendix. .

sl

10.6 GROUP INTERVIEWS

Wheli there are‘adlargd nliribéi{ of émployess'to BeldoVerdrTbridighoshit stidy, it is it}
common practice to use group intervivg:wt,sg&' I_:‘gg '%‘%B?‘}f?ﬁ?ﬁﬂ?%ﬁ@?g‘ﬁ{ !xmltes a
group of people and interviews them. The group.interviews may be conducted department-
wise or grade-wise across the departments. Respondents may fee] inhibited to give tlhgir N
views in front of others and Speet IS Eilisrd of PhéiHbaperisiiig Sriekrd Hente iP group'!
interviews. are:planned care should be saken to compose the;groyps in-such.a way thatithe ;
interviewees feel free to give their opiniorns, reactionsigtc,ﬁqma”y-ggsp@@g@m;g,f‘mg same
grgjdc;/b@g!khgrfggnd from different flgpartments are a§semb§ed for group interviews.

INGEOR WOHO TN a3 BN Vi 250 1o gl ed! W smmoz g isdW ¢

For group interviews some extra effort needs to be madé bystheririterviewertoeredtean
Ope%é;li.x,lza;fa:&9&9%!_am@,ipﬁ?ﬁv,éﬁ»x?sa;sws;Qia&!?a?si.,cM%mﬁr.%%fa?%b/»?mﬁ§46?;9w;° £
group should not be too large for group intérviews. About 6-8'is a good size for Interviews,
Normally some participants tend to speak more in such interviews. In such cases the

interviewer should occasionally ask those who arénét thlking/td 6kpress teiopdbintsof &
view. Group;interviews.could alsabe used to selecta few.employees for in-depth .o »

interviews:
Normally in any orginisation, once it gets knowri that employees _gxgé&bgi‘_r;g’i
groups, much of the inhibitions get removed and employees start grv’infg{d(g - of dnforrh:

: PRSI Uk WP IS SS T YN O i . g
[RENC AR MEATE I AN LI B S22 E 20 J'U\( LA IR RN S 123 AR SR S EAwis SR B0 Fioke £ i

oo s o . Lo & PENT {
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1 0.7"VARIABI:}ES.STUDIED/:DIA 3 QSEDA‘L‘)Q foz & At bovatitoss
T T [T IR ERT T T I N P ITINNO T R e b

R B T I S R R R YRR e T PO
Interviews can'be‘used to study diiy variable§/difensions for diaghosis “AIl the vaHablssy
migtitioned inthe earliorinits ciin e studied USTHE Mterviews? MorE sbiter the dintensions!!
more useful are the interviews. Organisational norms, values, management styles,
communication, decision-making, job—ip_\(,ol_\;(;ment, team work etc. are the variables that are

. L . g ERGN YT s 1 i
normally studied using interview methodoiog L IVididanas s e LIRIT1

(SR

The illustrative example of ‘Air Conditioners Intemnational” illustrates the variety of |
. R S A S R B AR L T S TR B A IR I RPN ST, FVH) i
v,anablgs that may come up during the d;agnost;c_ study. From among Ehe variables that
come upidurinig interviews; any sighificant varable (el au Woeismyinisdenrityplotig finge"
planning, lack of co-ordination etc.) could<he.token; foran incdepthoanalysisifnecessary. ¢
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10.8 COMMENTS ON THE ILLUSTRATIVE EXAMPLE
OF A DIAGNOSTIC REPORT ON THE BASIS OF
_INTERVIEW METHODOLOGY!H# HHUTHIT 21.6)

- Fhe'Appendi¥ predénts illustritiveekatnpleof wdidgrosie tepiort prephrdd By a dbnsileanl
on the basis of 24 interviews conducted by him. THE iftaiviews tiers Alcondilcred in'd fow
days time. They are unstructared interviews. The consultant took notes for each interview,

. By the time the consultant completed interviewing he has gathered a good deal of diagnostic
data. The interviews were open ended to assess generally the strengths and weaknesses of
the organisation. After completing the interviews the consultant decided to include only
those observations that are mentioned at least in 3 different interviews. The consultant also
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decided not to mention the number of people making a particular comment as the interviews

are unstructured and therefore the numbers may be misleading. The report given in the
appendix is intended to give a flavour of a diagnostic report that emerges out of interviews,
The followmg points may be noted from this report.

e This is a quick diagnostic study but a lot of information got generated in a short visit of
four days and 24 interviews. Which means every day about 6 interviews may have been
conducted. ;

e The diagnostic study only brings out major issues but does not go into details of the
sources of these issues. This study is therefore a first level diagnosis.

o No individual’s name or identity is mentioned in the report. Only general diagnostic
statements-are made,

e The analysis from interviews is presented in the form of weaknesses, strengths and
recommendations. '

o The interviews are liniited to executive levels and the diagnosis does not go to lower
levels.

10.9 LIST OF COMMONLY ASKED QUESTIONS FOR
DIAGNOSTIC INTERVIEWS

The following is the list of questions that are commonly used in interviews;
1 What is your job? How satisfied are you? What contributes to your satisfaction? What '

contributes to your dissatisfaction?

2 What are some of the strengths of this organisation? What is going on well and what
gocd things exist in this place?

3 What are some of the weaknesses in this organisation? What improvements can be
made? -

What factors provide you satisfaction?
S What things frustrate you? What are some of the irritants or dissatisfying things?

32

10.106 SUMMARY

Next to questionnaire, interview is a potential tool for organisational diagnosis. A lot can be
achieved in a short period of time using this method. Interview skills are very crucial for an
effective use of this method. Unstructured interviews are useful for general diagnosis as

given in the illustrative example. Structured interviews are useful for in-depth explorations.
Interviews are used in combination with other methods as explained in subsequent sections,

10.11 SELF ASSESSMENT TEST

I How interview is an useful method for Organisational Analysis?

2 What are the different forms of interview and how the intefview has to be conducted? -
3 How do you analyse and use interview data?
4

How do you conduct interviews for analysing your Organisation or any other
Organisation which you are familiar with?

16.12 FURTHER READINGS

D.A. Nadler, 1977, Feed back and Organisation Development : Using Data Based Methods,
Addison Wesley Publishing Company.




APPENDIX: AIR CONDITIONERS INTERNATIONAL: A~ "mersspwsicis

DIAGNOSI 1C STUDY REPORT

Introduction

At the request of the Chief Executive and Managing Dxrectif)r (MD) of the Air Condltloners
International (ACI) to make a quick diagnostic study and prepare proposals for assisting the.-

. company, the consultant visited ACI from May 4-7, 1988. Interviews were held with 24

executives including two of the General Managers. The following is a diagnostic report
emerging out of the discussions and interviews with these executives. This is followed by a
set of recommendations in the form of preliminary proposals for consideration. - »

Background -

ACI was started in the year 1958. Ir. the early years when it started with foreign
collaboration it took pride in the products it manufactured. Till‘around the year 1975 the
company did well and maintained a considerabi¢ degree of market stabxhty its sales  ~7
turnover ranged between Rs. 15 to 20 crores consistently with a capital investment of about
Rs. 6 crores. During 1975-76 the company suffered a set back due to economic recessnon
and fall in demands for Air Conditioners. During 1980-81 there was a major industrial
unrest for several months, A number of employees had to be retrenched. From 1983
onwards the - company started making profits again.

i

However, what was considered monopoly items (mixers and grinders and air-coolers)

started getting made by compétitors and a number of others setting up small scale units. -

1985 onwards the company again started making losses. An analysis indicated that the Air- -
Coolers and mixers division of the company is contributing greatly to the losses along. witha .
high a demand for managerial time and resources. As a result it was decided to close down ‘
this division in 1987. By mid 1937 this was ciosed down and about nearly 600 employees - * . ¢
had to be removed in an operation to retain only those who are competent and needed. Thls
pruning included parting with a sizeable number of manugerial staff who were considered
redundant. According to one of the Senior Managers the company was domg around 1974

Abotit the same amount of work withhalf the stan ll’l 1986-87."So mc prunmg ()pcrd[l()ﬂ was
badly needed.

!

Diagnostic Observations from Interviews

- From the interviews and discussions with the 24 executives the following observations' could

be made.

¢ The general morale of the executives appeared to be low. This is mostly traceable to the . :
events in the last few months where a number of employees were asked to leaye and the .
Air-coolers division was closed. While several of them appear to appreciate and support -
the decisions to close the Air-coolers division and removing employees some of the
executives have a lurking fear that their turn may also come sometime. Job-insecurity -
seem to haunt several of them. ;

» It appears that when decisions are taken, they are not given enough time to 1mplement o
and they get changed swon. Several executives mentioned that in the eagerness to .
improve things the top management may be changing decisions too fast without ngmg
themselves enough time. There also seem to be quite a bit ad hocism perceived by the.
executives in the way the decisions are taken. “To-day something appears important so a
decision is taken on the basis of ‘appearance’ rather than on the basis of an in-depth study
and a professional approach. A few days later the decision appears to be of doubtful - .-~ -
impact and something else'appears to be better, and immediately it is changed”. This adds .
to the feeling of insecurity and uncertainty in the minds of employees. This also brings
down their motivation. ‘ »

¢ The changes in decisions is aggravated by lack of communication and a high degree of
grapevine adding to the insecurity and confusion according to some employees.. '
Employees do not get any information about why decisions are changed and they. are left
to guessing. Executives would like to fec! that they are a part of the company and the
company is theirs. As a result of lack of wommunication their commitment and “we
feeling are very low.

o There is no professional way of appruising the employees — pamcularly executives.
These are considered very subjective.




Organisational: Analysis-

The top-management seem to think more of the short-term goals and the longest term,
they can think of is 6 months. Such short-term goal orientation hampers organisation
burldmg and promotes ad hocism. For examnle acceptanee of defective raw material for

- fear of loss of production.

On the marketing side packaging is consrdered poor while the product is. good There is
no formal way in which the production department gets feedback from branches,

- Most executives resent too frequent changes at top level-particularly at the General
Managers level. By the time-a General Manager settles down and tries to find his way he -

is out: The next man comes out with his own policies and people down the line have to -
change their thinking all of a sudden, not knowing for how long. As aresult thereisa - .
high sense-of instability resulting in low. motivation. o
The top-management and senior executives seem to spend time on small routine issues
rather than concentrating on strategic plans. For example even the ﬁnance,department s -
time is spent more on employee finance than company finances.

Tasks are assigned informally rather than after careful thinking and planning. -
Accountability is not fixed.

The company has not been adding any new products. R&D’s contributions are side
tracked by askmg them to concentrate on small things.

Peaple are not at the same wavelength Due to insecurity and personahsed deahngs
everyone tries to impress the top management rather than showing concern for work, In

this process openness and frankness gets eroded. Team spirit comes down and complaints

against one another increase. There is a need to bring everyone at the same wavelength
through frequent communications and get togethers One of the executives remarked *
need to generate a ‘May 1 help you feehng in staff. We need energy tablets and a
common goal",

- Employees are afraid to take risks for fear of failure,

* Tooe frequent change in systems (e.g. procurement system changes with change of hands)
o .

Mo perlodu. meetmg,s (monthly or weekly) to discuss various issues.

Strengths

Agamst all these problems and issues ACI has strengths. The executives aré more or less

unanimous in ldenttfymg these strengths and reel that they should be cashed on, These

include:
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A dynamic and professional-minded chief executive who means business, and i i§
committed to make ACI more dynamic.

Staff with extremely good potential and competencnes These however need to be used
rathier than stagnated,

High quality of the, products they make and the sense of pride the executives have in ,thetr
product. ~

. Good product image.

* The carc-company takes of its people. Liberal welfare poltmes and mcenttvcs givento

execntives and other staff.
Small size of the company-giving opportunity to promote family onentatton and
cohesiveness. This needs to be cashed on. -~

* Capacity to take tough decisions when required.

Technical support of foreign collaborators.

Large scale operations of the company, small size of competitors, past image and
collaborators and capability to. delivery large quantities m short penods

Variety of products being manufactured.

o Past gxperience and well chalked out market which can be further expanded with some

rmaginattveness and hard work.

Recommendatlons and Proposals
e The above report makes it clear that there is a need to do a number of things to lift up

ACI to its potential heights. On the organisational front it may be usefu} to prepare along .
term'plan and follow it up. Such a plan should visualise ACY in a 5 to 10 year perspective
and attempt to take it from 20 crores turnover to 30-5C crores or even more. It may be
useful to take the help of a corporate planning expeit who could work wnth the lntemal
team of General Managers and other Senior Executives.

Regarding the internal functioning of the organisation there is a need to improve
communications and trust. This cannot be done through a training programme as
envisaged earlier but through establishment of a number of systems and processes around
organisational tasks. Some of these systems are suggested below.




Weekiy Review Meetings of Production and Marketing: Every week on a specified Interview as .
day all the senior managers (about 10-15) should get together and review the progress in
the week and discuss plans for the next week. Each head of the department or one of his
managers should present a review of the previous week's activities, accomplishments;
difficulties as well as plans and suggestions for the next week, The Chief Executive can
share any information he has about the external environment and also use this meeting as
a mechanism of understanding problems, solving them, fixing accountability and
reviewing progress. In subsequent years the frequency of such meetings could be
reduced.

Every manager/officer should have his key accountability areas identified and should be

given full responsibility. Every manager should have a specific task not overlapping with

his boss or subordinate as far as possible and he should be assessed for it once a year. A

formal system of performance appraisal should be introduced in the company. Each

manager may be encouraged to write down his own performance and accountability areas
and these could be discussed generally in a seminar form.

The present efforts to consolidate human resources has reached a meaningful stage.

Before any one clse is recruited it is necessary to do prepare a manpower needs and

utilisation plan. This exercise may become meaningful'if done along with

recommendation. '

A number of management systems need to be introduced that can reduce costs and

“increase efficiency. On the basis of the interviews it is difficult to pin-point what is
lacking but it may be worthwhile examining the scope for improvements in’'the following

areas. .

i) Management Accounting and Control Systems (The finance Department with its
computer cell may be capable of doing it. Their time utilisation for productive
matters need an examination. Their potential is probably not being well utilised
now).

ii) Materials Management (although managers claim substantial-improvements, there
-are reasons to believe that this needs scme attention, specifically the inventory
management for raw materials).

iit) Improvements in packaging and company image.

iv) Strengthening the competencies of marketing staff. It may be useful to get them-

CLagnut

together once in a while and then promote their initiative-taking and aggressive
selling qualities. . '

v) Exploring new product lines. Specially the R&D éfforts have to be streamlined.
Their accountability should be fixed. They should be given freedom and some
working arrangements to test out the products evolved by them need to be made.

It is useful to stop all further retrenchment, specially at higher levels. Identify clearly the

areas where very manager has to contribute, fix up their accountability, given them

freedom and time to demonstrate their competence and have trust in them till then,

The company has given enough financial and other welfare incentives, whose value is

probably not seen due to job insecurity. itis time that they are provided with job-

securities. .

The Chief Executive and the Generai Managers should spend their time on larger issues

relating to the company and its future and leave the day-to-day operations management

largely to its managers. ‘
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UNW‘ 11 WORKSHOPS TASK-F ORCES AND
OTHER METHODS

Objectives ' H

After going through this unit, you should be able to understand the process of:

¢ “workshops in analysing the problems involved in the organisation

» task-forces, i.c., a group of employees constltuted by the top management help in
-analysing an organisation

¢ observation method helps in diagnosing the problems of an organisation, -

Structure

I k Introduction

' 12 Diugno;\‘tic Workshops

11.3  When to Use Workshops
11.4 Task-forces and Internal Teams
11.5 Other Methods
11.6  Summary
117 Self-assessment Test . S
11.8  Further Reading R
Appendix 1—Workshop Method: An Illustrative example of 2 Fast Food Cham
Appendix 2—Force Field Analysis

. "11 1 INTRODUCTION

While questionnaire and Interviews are very popular and most commonly used methods, in
the recent past workshops and internal-task forces are also becoming very popuiar. There i is
greater involvement and team-work involved in workshopq and task forces as compared to

questionnaire, External help is minimised in task-forces and workshops and sense ofpurgose )

is high as teams of employees are involved in diagnosis. Hence these two methods are,
expldmed in some detail with illustrative examples. Observations and other unobtruswe &
measures are additional diagnostic tools, They are also described briefly here.

Lo

11.2 DIAGNOSTIC WORKSHOP METHODOLOGY‘

AN

L3

In the Woxkshop Methodology participants (employees) of an orgdmsaq;on are assembled in
groups (usually ranging between 20 to 30) for purposes of dmgnosxwil’hey are divided
further into small groups (usually with a size of 6 to 8) and are requcsted to discuss a
particular issue and diagnose the situation. SWOT Analysis (SncngthsWeaknesses, )
Opportunities, Threats) or Force Field Analysis or Symptoms - Sources - Solutions - Acuon
Plans analysis are conducted by the small groups with respect to a given issue/prob!
dimension needing the study. The following procedure is normally followed in the workshop
methodology. :

Defining the Problem/Issue for Diagnosis: First it is important to clearly state the problem
or issue at hand before the decision to use workshop methodology is taken. The problem
may be general or specific. “

Examples of General Diagnosis A L
a) The organisation is wanting to improve its general performance through i 1mprovmg the
productivity and motivation of its employees. The present level of motivationand
efficiency of employees at all levels is considered to be good but there is a feeling

expressed by several categories of people that it can be still ‘better. What is conmbutmg

. to the present level of efficiency and what would help improving it.

b) The organisation is wanting to diversiry. New units are expected to be added in the
same locations. Some of the-existing staff may have to look after the new units also
with appropriate rationalisation of work loads. What are the factors that should b taken
into consideration for implementing the diversification decisions?

.

n
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Organisational Analysis ¢) There is general feeling that the employee motivation is low and organisational health is.
- poor. What are the reasons? What are the critical variables that could be dealth with?
d) The organisation is simply interested in improving itself. What are the ways in whlch
the organisational functioning could be 1mproved’7 .

Examples of Specific Issues
a) The organisation isjnterested in changing the performance appraisal system and
strengthen the openfculture. What are the problems and possibilities? What do peoplc
. feel about the existing appraisal system? What changes do they want?
b) The absenteeism is on increase in some departments. What are the reasons? What could
be done?
¢) The organisation would like to improve the team spirit and interdepartmental,
collaboration. What is contributing to team spirit to-day? How to enhance it?
d) The organisation would like to introduce computers in several sections. What is the
existing situation and what steps/variables should be considered for an effective
implementation?
The process of defining the problem itself is important. To define the problem itself the
top management team may need to have a meeting or a series of meetings. Some times
even outside consultants could be used who may conduct a few preliminary interviews
and make an assessment of the problem. While it is important to define the problem/
3 issue before the workshop is convened, the facilitator of the workshop should be-open
enough to go beyond the stated problem if the workshop participants indicate the need
for the same

A

o - Preparatory Work In addition to developing clarity about the problem it is necessary to
plan for the workshop in terms of the composition of the groups, introducing the problem,
presentations, class-room facilities etc. The participants called for the workshop should
be those concerned with the problem/issue, those affected by it and those who are llkely
to contribute to the diagnosis and subsequent improvements. The workshop participants
should be selected in such a way that there are not too many levels of hierarchy present in -
the same workshop. This is because juniors may feel inhibited to talk about the problems
in'the presence of seniors. If the group is small and if people of different hierarchial
levels get included the sub-groups in the workshop may be so composed to take care of -
any inhibitions.

* Workshep Itself The workshop may begin with anintroduction by the Chief Executive/
- Unit Head/Sponsor of the diagnostic study. However, after the introduction it should be

left for the facilitator to conduct the session. It is advisable if the sponsor of the study is
not present during discussions in order to facilitate free expression of views. However, he
could join the workshop at the end to listen to presentations. Some times the culture of an
organisation may not be open enough even for that. In such cases, the sponsor of the
study could be given a presentation by the facilitator himself.
Thus the workshop itself would consist of four groups of activities:

i) Legitimisation by the top management in terms of introducing the study, the
fdcilitators, plans for use of diagnostic data etc.

i) Rapport Building by the facilitators in the form of explammg the meaning of
diagnosis, sharing experiences of other organisations, explaining importance of the
data they generate, assuring confidentiality, explaining the rationale for group
formation, announcing the groups or forming the groups there itself on the basis of
suggestions by the members, and introducing the methodology.

iii) Group work where the groups will use Force Field Analysis, SWOT Analysis or
Source- -symptoms- Action Plan Analysis.

iv) Presentation by groups consolidation of data and prioratisation of variables for action
etc. and closing.

The atmosphere in the workshop should be free, open and informal.
The facilitator has to play a major role'in creating this atmosphere.

Some examples are presented in the Appendix explaining SWOT Analysis and Force-Field
Analysis, Plans Analysis. All the three are good diagnostic tools and throw up a lot of useful
diagnostic information, %

\
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11.3 WHEN TO USE WORKSHOP METHODOLOGY etitenh, T v o

Workshop methodology could be used under the following conditions: _ ,

* If the problem/issue to be discussed is believed to be amenable for improvements,
solution, - EE :

* Thedecision-makers or the tap management of thé organisation are committed to bring about
change/improvements in the situation and are willing to invest some resources forit, _

* The organisation values participative processes and there is some amount of openness or . . .
willingness to participate and share organisational concerns. . o

* Involvement of employees becomes important for solving the problem.

11.4 TASK FORCES AND INTERNAL TEAMS pel

In India many organisations use internal task forces for organisational change. A number of
Organisational Designers and OD Consultants make it compulsory for the organisation to ;
appoint an internal task force to assist the facilitator in the change process. A task force isa .
group of employees of an organisation constituted by the top management and charged with -
the responsibility of working ona specific task/assignment in addition their formally

assigned job specific roles. The task force when constituted should have terms of reference,
Normally, each task force has a convenor. a secretary and a set of resources to complete the
task. The terms of reference should contain the details of the purpose why the task forceis , -
constituted, the methodology they can use, the flexibility they have in reformulatingor
redefining the job given to them, the resources they have, the assistance they need/expect

from other employees, the time frame and office bearers. When such task forces are
constituted, it is customary to make an announcement of the task force and its termsof - . -
reference (at least a summary of it) to all employees (at least to all those concerned with the .
issues) of the organisation; - - SR

The task forces may work indépendently or under the general clirection/guidance,of the.
Chief Executive a Top level Manager (like a Director) or a Consultant or Facilitator.

The work of the task force is time-bound. Thus an organisation can use any number of task
forces depending on the problems/issues are willing to take up. ’

Normally, the task forces are constituted for diagnosis of specific problems and working on
specific issues. General organisaional diagnosis is not entrusted to task forces as such -
diagnosis can be done better through the earlier outlined methods. However, OD
Consultants are known to use task forces as sounding bodies when they use questionnaires,
interviews and'the workshop method. The task force can be used as an Overseeing
mechanism, guidance mechanism for analysis of data and presentation of the data gathered
from other sources and preparing action plans. The following steps used by a Performance
Appraisal task force are illustrative of the way the task forces function.

Appointment The top 20 Executives including the Chief of an Engineering company
constitute an “Organisation Develapment” or OD Group. They meet every quarter to review
the progress of the organisation specially with reference to its human processes. Every time
they meet, they meet for about 2 full days to discuss all issues. In one of the meetings they
identified a large number of areas needing changes, improvements for better functioning of
the company. Of the 20 and odd issues/areas/problems identified size issues were listed as
priority items (e.g. Performance Appraisal, Rewards, MIS etc.). They constituted six
different task forces, one each to deal with the six areas. While the Convenor and Secretary
of each of the task forces are drawn from these 20 the membership of the task force went
beyond the top 20. In some of the task force Junior level executives were also included. Each
task force was given a terms of reference and target date for completion of their diagnosis
and preparation of recommendations. The task forces were required to keep presenting their
interim reports to the OD Group. .

Performance Appraisal Task Force This task force consisted of three senior executives.

They were given the freedom to engage a consultant to help them. The task force is to

evolve a open system of performance appraisal. They were also required to design a format

and a manual keeping in mind the concerns expressed by the OD Group. They are also

required to assist in implementing the system the operational aspects of which will be taken

up by the personnel department, ‘ A 39




Organisational Analysis

Initial Meetings The task force had a few initial meetings to clarify their own role and list
various activities they need to undertake. They decided to comnission a quick study of the
attitudes of cmployees (officers and executives) to the'existing gppraisal system and their -
preferenices for what should be included in the new system. They decided fo put a couple of

young MBAs to design the questionnaire administer it, analyse it and prepare a status report,:" -

They simultaneously decided to take the help of a consultant to help them design and’ -
implement the system. ? - ’ o o S
Evolving a Format and Objectives After the survey was conducted the task force had a .
series of meetings and identified the main and sub-objectives of the appraisal system. They
have also identified the components and prepared a format incorporating these objectives.

Testing out the Format The task-force then identified a representative sample of executives
and contacted them individual for testing out the format. Each member interviewed-a few. .
executives. The interview consisted of explaining the objectives and format toeach = *
executive and taking their views and reactions toit. . <+ i T o o

Prépairing a Manual On the basis of this preliminary try out the task»force‘prgpérgd an o
accompanying manual and also finalised the performance appraisal system. = - St

Preliminary try-out The task force then conducted a series of ..oxie.n_tation-cum-tﬁal
workshops to introduce the new system. ‘After such workshop again views and opinions of: .-
executives were obtained, Six members after the workshop another series of interviews.were:.:
conducted to diagnose the difficulties experienced by executives in;implementing the: =+ .o«
Reporting to OD Group Periodically the task force went on reporting to the OD Group. =~
After the first round of trials a decision was taken to implement the new system and the task
force was dissolved and other monitoring mechanisms were worked. .=~ C

o« Although all details of the- working of the task-force are presented here, the'above -~ -7
description may.make it clear the way task-forces function, Since they are drawn from the
practicing world and their time is valuable, the task forces mean business. Their diagnosis -
may be continuous and forms a part of the action plan. The task-force mentioned above went .
on diagnosing the mood of the people and the process support required to implement the ) "
néw appraisal system. They used interviews, workshops, surveys, informal discussions and

their own observations as diagnostic tools. They have also.combined diagnosis with
continuous action. :

11.5 OTHER METHODS

Other methods like observation and analysis of 'fa_ctual infbmlation records etc. could also be . ;
used for organisational analysis. However, they have serious limitations and are not very
popular in India. ~ : :

Observational Methods

This method is most useful when an outside consultant is used for diagnosis. Insiders are
most often blind to the events and data that are a part of the organisation, An outsider could
obseérve a number of things. For example, the behaviour of people when the work hours -
begin in the morning, at the time of the close of working hours, the notices displayed, the
work organisation, the behaviour of people in meetings, the kind of memos written to each
other, tea and lunch breaks, canteen and the way it is organised, behaviour of employees in .
the organisation etc. could be observed and inferences made.

The main limitations of this method are: :

i) - Not all processes are amenable to observation and the observer's own biases get
reflected in observations. Observation methods could be used as preliminary diagnostic
tools. Unless they are supplemented with interviews or other methods a good quality
diagnosis may be different, Nadler (1977). o

ii) The basic strength or weakness of observation as a tool is that the observer is the data-
collection instrument (as opposed to the questionnaire as the observation instrument), A
sensitive observer making use of an effective structure for observation can be an
effective data-collection tool. An observer who has little sensitivity and no guiding
structure may spend hours observing, see nothing, and report no usable data.




Secondary Data and Unobtrusive Meastres " Workshops, Task
Records maintained by organisations can be very useful sources. Now-a-days with easy oti
accessibility of computers most organisations collect and store a lot of data. Absenteeism

rates and patterns, grievances, costs, delays, work performance records, attendance at

meetings, circulars and other office communications provide ample opportunities for

diagnosis. ,

Minutes of meetings, points of view expressed in meetings etc. a‘\lso offer enough insights.
These methods unfortunately are less frequently used. For example, analysis of performance
appraisal reports can give a lot of significant data about the problems and difficulties of
employees, their competency gaps and so on. Similarly an analysis of the delays in
_submitting reports (MIS, budgets, appraisals, reward recommendations), leave apphcattom
complaints etc. may also provide sxgmfxcam insights.

11.6 SUMMARY

Every method has some advantages and some limitations. Interviews have the advantage of
studying the problems in depth and offering scope for generating and testing many
hypothesis. Task-foraes are very useful in continuous diagnosis and implementation.
Questionnaire provide systematic information and comparability with other organisations’
and of the same organisation at different points of time is enhanced. Observations and
secondary data provxde direct insights into the existing situation and are factual, The quality
of diagnosis is likely to improve if a number of methods are used simultaneously than
relying on a single method.

. 11.7 SELF-ASSESSMENT TEST

1 When do you use Work-shop method for Organisational diagnosis? Explain in detail the
process of Work-shop method?

What are Task forces and Internal teams?
3 Explain the method of oliservation and its limitations.

11.8 FURTHER READING

D.A. Nadler. Feedback and Oiganisation Development: Using Data Based Methods.
Addison Wesley Publishing Company, 1977.

APPENDIX 1: WORKSHOP METHOD FOR
ORGANISATIONAL DIAGNOSIS: AN
ILLUSTRATIVE EXAMPLE OF A FAST
FOOD CHAIN

The Fast Foods Chain (FFC) is located in a metropolitan city. It has over a 100 outlets in the
city and is planning to open at least another 200 in the next 2-3 years. The FFC has become
$o popular in the city that there are demands from other cities to open their branches. There
is a master kitchen in the city where some of their popular items are made and distributed
every day to the restaurants. Their Pizzas, Juices and Ice Creams are very popular. Their
head office consists of about 20 officers and 30 support staff. Their employee strength is
about 100 in the master plant and about 2,000 in the restaurants, Each restaurant has an
officer in-charge and reports to the area manager, There are 8 area managers in the head

- office looking after the various restaurants. The FFC is a partnership firm. The organisation
is in the process of expansion but problems are already in the rise in some of its restaurants
and in the master kitchen. In order to plan better for expansion the headquarters team
.decided to take stock of the existing situation. An OD Consultant was appointed to study the
existing strengths and weaknesses of the organisation, its ability to cope with increasing
business in the coming years and the preparation required for the same. For this diagnosis




Organisational Anslysls the consultant interviewed all the headquarters staff individua&!y and a sample of restavrani,
’ ‘ managers, Since he could not get 1o interview ali restaurant managers and at the same time |
interested in getting as many views as possible he requested for.a workshop of the. restauram
managers. 3 managers were called from each region for the first workshop '

After explaining the purpose of the workshop they were divided into "3‘ groups distributing
the managers from gach region into different groups. Some of the managers worked earlier
in the head-quarters pffice as their jobs are ransterable. The following is a sample. of iterus
mentioned by the 3 groups as a pari of their SWOT. analysm The lxst is xuustrattye; and not .
exhaustwe. N - ¥ o . '

Strengths :
1 Informality aud accessibility of iop management. Any one can approach | xhcm at any .
time.

Fast decision-making at the top.

Moderate pricing of all foad items.

Good quality,of food items suppiied by them

Committed managers of wstaurams '

Good advertisements and publxcxty

%xcellent co-ordination between mas[cr kitchen and restaurams

Honest and sincere top management ‘
; Concem of management about the Welfare of Staff,

L=l RS - Y R A

Weaknesses
Top management is conservative in financial investments,

Outdated kitchen machinery.

Lack of cleanliness in master kitchen, partly due to outdated machmery

Top management is too flexible. Today's decisions may get changed tomorrow,
Too low salaries for staff.

Unionism setting in the employees. ) » ,
No autonomy. ;Qc‘Re‘st,aumnLvM,anags;rshEon_eygry,smaﬂ.dcciﬁon;they.haye...to,,gomug top
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management.

8  Too much of paper work as too many daily returns are to be submmed to headquarters
office. ;

-9 Understaffing of some restaurants.
10 No one looks after personnel devclopn\lent and training needs of staff.
11 Poor facilities in restaurants for staff,
12 No reward system for better performing restaurants.

13 Some of the staff are not motivated. At the same time it is difficult to getnew staff,

14 People have to work too hard. No time for relaxation for restaurant managers and no
compensation, Head~quarters people are less burdened.

Opportunities
1 Demand from other cities to open their chain.

2 Diversification into frozen foods vegetables, bakery, cool drinks and other a‘rgas.k“‘ '

Threats
1 Break-up in the partners in the event of conﬂxct The FFC cannot afford 1t.

2 Competitors | may enter the market and may be able to offer bctter env:ronment to N '
customers.

3 Deterioration in quality of foods with expansion.
4 Unionization of staff.
5 Increasing Fast Food restaurants in number and quality.

b
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Workshops, Taskforees and -
"Other Methads

APPENDIX 2: FORCE FIELD ANALYSIS AS A
DIAGNOSTIC TOOL*

Force field analysis is a systematic way of analysing any given problem situation with the
objective of identifying the possible solutions to improve the existing situation. Force field
analysis is based on the assumption that any given situatior at a given point of time can be
understood as a resultant of two types of forces acting on it. The first type of forces are:
called the driving forces (or facilitating forces); and the second type ‘are called’ the
restraining forces (or inhibiting forces). Every situation or a given problem has an objecuve
or an end state which is desirable. In order to reach the end-state a number of things may
have to be done. At a given point of time the movement towards the goal or the end-state
can be assumed as stationary. This equilibrium can be understood as a resultant of the two -
types of forces mentioned above. Driving forces are those that push the existing situation
towards the ultimate goal that is desired. These forces facilitate the movement towards -
_achieving the goals. The restrammg forces are those which hinder the movements towards
the goal or act against it.

A force field analysis of the marketing of handloom products is presented in Exhibit 1. The
goal the group had in mind was to increase the marketing of handloom prodycts from 40 to
80 per cent in a single year. The analysis was done in a workshop of Managers and other
Executives in charge of Handlooms.

EXHIBIT 1

Driving and Restraining Forces Operating on the Marketing of the Handloom Products
Analysed Using Force Field Analysis.

Rating

¥

1]
-8 W AW

B Very Strong
Strong - -
Somewhat Strong
Weak -
Very Weak -

Pr’oblekm v Handloom Marketing

Goal Desired : To achieve 80% marketing of the products from the present -
level of 40% within a year and to continue it, Figures within.
the brackets indicate the strength of the force; 5 represem a .

strong force and 1, a weak force.

Driving Forces Restraining Forces
1 Good foreign market Lack of improved desigts
available for handlooms (4) and colour schemes (5)
2 Liking for Indian handloom (3) High cost of yam (3)
3 Delicacy in handioom texture High price of products (4)
and still in production (3) ;
4 Handlooms can cater to the High cost of inputs (3)

needs of small requirements (4)

5  Handlooms can cater to the
need for special decigns as
per individual requirements (4)

Exploitation by master
weavers (4)

* Reproduced with permission from Udai Pareck, TV Rao and DM Pestonjee. Behavioural Process in
Organizations, New Delhi, Oxford & IBH, 1981, Pages 262-269.
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Organisational Analysis -

Driving Forces Restraining Forces
6 Providiﬁg greater employment ‘Lack of publicity (4) .
with less investment (4)
7 * Local market readily ‘Lack of appreciation of
“-available @) ‘handloc)m products (4)
8 " Availability of txadxtional Lack of purchasing capacity (4) -
craftsmenshlp &) ’ o o -
9....Use of new fabrics in hand- Competition from powerloom
-loom (3) ‘mill sectors (5)
10 Flexibility and wide range ‘Lack of good finishmg
of production (3) " facilities (4)
11 ’Avanlablhty of sales ' Government requxrement being
) subsndy @ met from powerloom and mill
‘ sector 3) :
12 Availability of export . Non-availability of yam (2)
~ incentives (3) o
13 Good demand in handloom Fluctuation of yam price (3)
garments and make-ups (3)
14 Government encouragement ih Outdated looms in utilisation (4)
tvarious forms (3)
15 Preferential government purchases (3) Lack of market research (5)
16  Lack of standardisation(5)
17  Lack of quality control (5)
18 . Lack of quality consciousness(5)
19 Inadequate salesmanship (4)
20  Lack of window displays (4)
21 Lack of holding capacity (3)
22 Lack of incentives to salesmen (4)
23 Lack of commission agents @)
24 Lack of sales drives and exhibitions (4)

Exhibit 2 deals with the objective of bringing as many weavers as possible into the hold of
weavers' cooperatives. At present weavers are reluctant to join cooperatives. It is axmed at
getting at least 60 per cent of the weavers into cooperatlves R

EXHIBII 2

An Analysis of the Factors Influencing Weavers in Joining the Cooperative

Driving Forces Rating of the

strength of .
- of the force

1 More average incomg 4)

2 Sense of ownership 2)

3 Participation in democratic management 2)

4 Government assistance in the form of loans and subsidies 4

S Package of incentives for modernisation “)

6  Continuous employment (5)

7  Provision of housing facilities 4)

8  Training and education facilities A )]

9  Sharing of surplus in the form of dividend 3)
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Elimination of middlemen “4)

Collective bargaining powers in the purchase of raw matenal 3
Supply of quality mputs which facilitates weaving ‘ )
Open and voluntary me_mbershlp 1 .
Availability of processing facilities - . 3)
Assured marketing facilities ] ) 3)
Financial assistance for marketing in the form of rebate @
Institutional finance at concessional rate “

Inhibiting Forces

Ignorance about the benefits of the

cooperative form of organisation : ‘ ' 5)
Sentimental and traditional attachment to

master weavers . ) S (3
Financial loyalty to master wew . . s )
Mismanagement of cooperative sociciies o “4)
Dormancy of cooperative societies C))
Obligation to contribute share capital : €))
Non-availability of consumption finance (5)
Weavers lured by higher wages by master weavers during

peak season -0
Strict insistence of quality control in cooperative societies '
and likely discontinuance of work for substandard work 3)
Compulsory deduction from wages for contribution to e
thrift fund )
Politicisation of mana gements of cooperative societies Y ¢))
Economic non-viability of cooperative societies , @
Availability of finance under DPI scheme ‘ )
Lack of interest shown by the g govcrnmpnt in managing ,
cooperatives 4)
Lack of managerial capabilities in those managing cooperatives 4)
Lack of personal touch ‘ ‘ : 5)

New Forces (Brainstorming)

Enrolment of project weavers wherever feasible.

Provision of consumption finance from government through cooperative societies,

Obtaining contribution by government to the thrift fund contribution by weavers.

Director of handlooms to be vested with all powers of Registrar of Cooperative
Societies in relation to Weavers Cooperative Societies

Fixation of minimum wages for weavers,

Extension of Bonus Act to handloom weavers.
Extension of gratuity and old-age benefits to weavers.
Extension of ESI benefits to weavers

Strict enforcement of reservation orders.

Director of Handlooms to be delegated with enforcement powers in relation to
reservation orders.

Compulsory purchase by government and semi-government organisatiOns from

_cooperative societies.

Liberalisation of managérial subsidy and caderisation.
Matching contribution for rebate by centre for the duration the states give.

Workshops, Task-forces and

-~ cher Methods .

as
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The above analysis was done by a group of managers employed in the handlooms sector.
After the analysis the managers decided that they can not do anything about the following
forces as they are not within their control:

Driving forces: 7, 8,9, 10, 13, 16 and 17.
Inhibiting forces: 2,3, 6,7, 10 and 11.

From among driving forceg they chose the following forces for strengthening further: 3, 11,
14 and 15.

They also chose the following inhibiting forces for weakening them:

1,4, 8, 13, 14; 15 and 16. In addition they decided to explore the possibility of adding some
of the new forces suggested. On the basis of these further action plan were worked out for
implementation.

The forces identified in force-field analysis may have different strength. Some forces may

" contribute highly towards the movement in the forward or backward direction in achieving

the goal. Some forces may be very weak. Some forces may be irreversible or unchangeable.
Some other forces may be easy to change.

In using force field analysis as a technique of organisational diagnosis and problem solving
the following steps are followed:

'Define the ultimate goal or objective or the desired end-situation.

2 Locate the existing situation diagramatically on a straight line where one end of the
straight line represents the desired goal state and the other end represents starting point
(for example see Exhibit 3 which presents data from Exhibit 1).

3 List the various forces that are blocking the movement towards its goal and those that
are acting against the movement. Brainstorming in group settings has been found to be,
very useful in making an exhaustive list of restraining forces. As many forccs as ’
possible should be listed without debate. There could be differences of opnmon on some
but it is useful to list even controversial forces.

4  Make an exhaustive list of driving forces as above using brainstorming techniques.
Some of the driving forces may be just opposites of the restraining forces.

5 Using brainstorming techniques add as many new forces as posslible to the existing list. -
of driving forces. At this stage do not think of the possibilities. It is useful to suspend
rationalistic thinking in brainstorming and merely list them.

6 Quantify the strength of each forces (both restraining and driving forces) a 5-point scale
(where 5 indicates that the force is very strong and point 1 indicates a weak force in'the
direction indicated).

7  Remove all‘the forces one by one through discussion about which the problem solving
group has no control or can do nothing about it.

g

8  Sclect those driving forces which are very weak. Identify the mechanism of
strengthening these forces through discussion.

9. Select new forces which could be added and identify the mechanism of introducing
these forces through discussion.

10 Seclect the strong forces among the restraining forces. Identify the mechanisms of
weakening these forces.

11 Identify the mechanisms of removing some of the restraining forces.
12 Work out an action plan to introduce change to bring out the desired end-state.

Force field analysis does not require any special skills for using it. It is a systematised

appreach towards problem solving. The use of force field analysis in groups has been found

to be an effective way of bringing about change. There-have been several experiments -

conducted in the past which indicate that through a systematlc analysns of this kind, change
can be brought in easily. .

Managers and administrators when faced thh problems or when they find that they have not
been able to achieve targets they desired, it is useful to have a group meeting of their staff or-
team members and do a force field analysis of the situation. They should be prepared to
spend at least half a day to one day on this. Familiarisation with brainstorming techniques




would help greatly in conducting such sessions effectively. Force field analysis helps in - Workshojis, Task-forees and
systematically analysing the problems and the involveinqm,‘,qf}hoge‘who are expected to - .~ OtherMethods :
implement change in identifying the change strategies increases commitment. It has other ' N e
advantages of increasing morale, getting people to know to solve their problems at their -
levels, enjoyment of work and so on. A great degree of resistance tochange can be
countered with this techniques. ‘

The driving and restraining forces-are diagnostic dimensions of the problem or situation.
This technique could be used for a specific situation or for general diagnosis of an
organisation.
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