
FACTORS INFLUENCING ORGANIZATIONAL STRUCTURE 

by 

LEE STANLEY COFFEE, B.A. 

A THESIS 

IN 

MANAGEMENT 

Submitted to the Graduate Faculty 
of Texas Technological College 
in Partial Fulfillment of 
the Requirements for 

the Degree of 

MASTER OF BUSINESS ADMINISTRATION 

Approved 

August, 1968 



73 
{^Q IQI TABLE OF CONTENTS 

CHAPTER Page 

I. INTRODUCTION 1 

II. . THE PHYSICAL SETTING 5 

III. THE INDIVIDUAL 9 

IV. THE Sl.LALL GROUP 20 

V. THE MAJOR ORGANIZATIONAL SUBSTRUCTURES . . 2? 

VI. THE PHILOSOPHY AND DIRECTION OF THE 

ORGANIZATION 42 

VII. CONCLUSION 62 

BIBLIOGRAFHY 65 

1 1 



CHAPTER I 

INTRODUCTION 

Organizational theory has become a subject of a 

large amount of research and inquiry in more recent years. 

As organizations have become larger and more complex, many 

have come to realize the importance of insight and under

standing in the achievement of an organization which allows 

men to function more effectively and efficiently. 

There are many factors which influence the struc

ture of an organization. Yet the approaches to organiza

tion theory in the past have been fragmented for the most 

part. These theories have undergone the process of macro-

micro-macro analysis, yet too often emphasis has been placed 

only upon one aspect of the total environment of factors in

fluencing structure. The purpose of this paper was to es

tablish a taxonomy of considerations that generate structure. 

No attempt was made to establish an ideal organizational 

structure. It was primarily proposed to first classify the 

consideration, second to present some facts that v;ould pro

vide insight and understanding of the considerations, and 

third to set forth the inter- and intra-relationships 

within the taxonomy. 

Due to the importance of the role played by the or

ganization in the life of the average person, it is extremely 
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important that he understand the functioning of the organi

zation. Most people will spend the major portion of their 

adult life in work organizations and those organizations 

will clearly influence their way of life. Understanding 

of the organization will allow the v̂ orker to better cope 

with the stress placed upon him as a member and make him 

more valuable to that organization. 

It would now seem appropriate to define some of 

the terms essential to this analysis. An organization like 

roles, structure and considerations has been defined by 

Argyris and Bakke as: 

an aggregate of parts in a hierarchial order co
existing and interrelated in such a unique manner 
that the parts can be maintained as agents only 
through this unique interrelatedness, and simul
taneously these parts work together in order to 
achieve resultants of the characteristic dynamic 
tendencies of the organization and to achieve 
maintenance and resultants by adapting, within 
limits, to any external influences, thereby main
taining the characteristic interrelated state of 
these parts (i.e.) maintaining organization.-'-

Roles are specific forms of behavior associated 

with given tasks; they develop originally from task re

quirements . 

Structure is the arrangement of parts or particles 

in a substance. It is the interrelation of parts as de

termined by the general character of the whole system. 

-'-E. W. Bakke and Chris Argyris, Or;f̂ Jiizajtional 
Structure and Dyngmics (Nev/ Haven: L^bor and VJir'.vzcuc^i'it 
Center, 'Yale University, 195^), p. h. 
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Considerations are those phenomena which should be 

considered as grounds of opinion or action. They are the 

reflection of thought upon the organization. 

The limitations within which this paper was writ

ten were of three primary types. The first limitation was 

that only the internal considerations generating structure 

were considered. Any consideration which derives its great

est source of power external to the system was eliminated 

from the analysis. The second limitation was that of time. 

Many of the concepts basic to this analysis have only re

cently become areas of study and are as yet still lacking 

in depth and finality. The third and final limitation is 

space. In an attempt to keep the analysis from becoming 

too great in length, only the concepts basid to understand

ing have been presented. 

It is proposed to show that the considerations V7hich 

generate structure are closely related and should be pre

sented from a systems point of view, and that the basic 

internal considerations are inter- and intra- related in 

an interdependent-dependent relationship. 

Due to the vastness of considerations v;hich gener

ate structure, some taxonomy v/as necessary for a better 

understanding of an organization's structure. This classi

fication was accomplished through the use of taxonom.ic 

chapters. In chapter tv70, the physical setting is analyzed 

in terms of its effects upon the individual, the group and 
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the structure of the organization. In chapter three, the 

individual is considered in terms of formal, informal, re

quired, and voluntary behavior. Identification, role, 

status and need congruency are weighed as to their effects 

upon individual behavior. In chapter four, the small group 

has been analyzed in terms of group dynamics, group attrac

tion, group goals, and the group as a medium of change. In 

chapter five, management's tools v/ere analyzed in terms of 

their effect upon organization structure and management's 

philosophy. In chapter six, the organizational substruc

tures of production, maintenance, boundary, adaptation, 

and management have been presented. In chapter seven, the 

philosophy and direction of organization has been presented 

and explained in terms of policy, leadership style, and 

types of management. 



CHAPTER II 

THE PHYSICAL SETTING 

The segment of the analysis herein presented is 

that of the physical setting. Technology will play an im

portant role in this analysis as it can and often does de

termine to a large extent the physical setting. Technology 

2 

can disrupt the social atmosphere in the plant. The physi

cal arrangement of the work location can be best discussed 

in terms of time and space and hovj these dimensions affect 

employee activity and thus create certain structural needs. 

Zaleznick and Moment have found that the physical arrange

ments of the vjork lead to different aspects of behavior. 

They found that, first, feelings of identity gend to be 

strongly rooted in spatial arrangements. The distance or 

space bet\\reen workers can lead to feelings of belonging or 

not belonging to certain peer groups. Spatial arrangements 

can lead to a feeling of being or not being an important 

segment of the vjork process. Second, they found that time 

and space are important as either constraints or initiators 

of interaction. Third, they have found that the degree to 

V7hich people are visible to each other- determine feelings 

of inclusion or exclusion, privacy or publicity.-' The 

V̂Jilliam F. Vlhyte, Men at Work (Homev:ood, Illinois: 
The Dorsey Press, Inc., I96I), p. 317. 

3Abraham Zaleznick and David Moment. Tne Dynam.ics 



degree of technology built into the assembly line is also 

important for its influences upon the work place and work

ing conditions. "The traditional assembly line is simply 

a piece of poor engineering judged by the standards of hu

man relations as V7ell as those of productive efficiency 

and output." The degree of specialization is another vari

able that reflects upon the physical setting and its relative 

position to the individual and groups of workers. Drucker 

has stated and substantiated his claim that over-

specialization is not an inevitable consequence of mass 

production. Robert Blauner lists integrated v7ork groups, 

physical movement and place of work, and control over the 

technical environment as important factors of satisfac

tion.-̂  Another important factor is that of technological 

innovation as it relates to the v;ork place. "Innovation 

takes various fonns. It may be an improvement in the 

product itself. . . . It may be improvement in shape and 

design, in materials or versatility. . . . " If in the 

process the work environment is greatly altered, it can 

of Interpersonal Behavior (New York: John Wiley and Son, 
Inc., "19^), p. 27^. 

h 
Peter F. Drucker, "The VJay to Industrial Peace, 

Harpers Magazine (November, 1946), p. 513-

^Robert Blauner, "Extent of Satisfaction: A Re
view of General Research" in Costello and Zalkind (ed.). 
Psychology in Administration, pp. 80-99-

Alfred.Kuhn, The Study of Society: A Unified 
Approach (Homevrood, Illinois: Richard D. Irvfin, Inc., 
196J77^. 754. 
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affect the workers' attitudes and thus have repercussions 

throughout the system. If a work place is changed from 

the social center of the plant into an isolated, rarely 

visited section, the workers may rebel against such inno

vation. If in terms of Maslow's need-hierarchy, the work 

place blocks the path of achievement of the higher need, 

it will be found unacceptable. The work or physical set

ting V7ithin the organization is most important because of 

i1? consequences. If the work place is of such a nature 

that it causes divergence from the required and normal 

behavior pattern, this divergent activity villi have re

percussion throughout the system. Although the repercus

sion throughout may be only small in some areas of the 

organization, they may have more drastic consequences 

closer to the source of the divergence. The importance of 

the physical setting thus can be boiled down to how and 

in what manner it will affect organizational behavior and 

what and V7hen must the organization plan for and accom

plish control over these divergent activities. The proper 

study is not how to maximize the innovations available, 

but rather how can the best possible balance betv/een the 

economic needs of the organization and the behavioral needs 

of the workers be obtained. Too much attention paid to 

technical innovation can lead to a completely unacceptable 

vjork place as viev/ed by the worker. If the worker is not 

fully convinced that a more technical work place V7ill benefit 



him more than it costs him, the work process may be bottle-

necked either by conscious or unconscious action. 

The physical aspect of job design is also important 

to this analysis. If the task is deprivating or causing 

a loss of status, the employee's attitude v/ill be influ

enced negatively. This area is covered in other terms 

under the individual's perception of role, status and pres

tige. 



CHAPTER III 

THE INDIVIDUAL 

The individual within the organization is the next 

factor to undergo analysis. The substance of any organi

zation is dynamic behavior. 

Since the structure of the organization is the 
activity of all its participants in its stable 
state, the activity of all the participants de
termines the structure of the organization.7 

The next statement would be that both the formal 

and informal behavior determine that structure of the or

ganization. The individual, upon his entrance into an or

ganization, brings a set of attitudes, beliefs and concepts 

unique only to him. It is because of this wide divergence 

of attitudes that the individual has such a tremendous im

pact on the organization. It is through attitude projec

tion that employees will see others as similar to them

selves. This may lead to their entry into some group with

in the organization. Conversely, the process of identifi

cation v;ill allow the employee to envision himself as 
o 

similar to others with much the same consequences. His 

'E. W. Bakke and Chris Argyris, Organizational 
Structure and Dynamics (New Haven: Labor and Management 
Center, Yale University, 1945)^ p. 7. 

^Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966), p. 2b7. 
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attitudes villi select V7hich group he V7ill join and thus it 

is important for management to understand the implications 

of employee attitudes. As Katz, Daniel and Kahn pointed 

out, "One can argue that role shapes the attitudes and per

ceptions of the individual, or that the individual is se

lected for his psychological goodness-of-fit to the role 
9 

requirements." Arthur Brayfield and V7alter Crockett have 

suggested that there is a relationship betv/een employee 

attitudes and their performance. They have presented ten

tative relationships as related to absenteeism and turnover, 

They evaluated the employee attitudes and employee perform

ance on the basis of performance on the job and withdrawal 
10 

from the job. But it has been suggested that role will 

shape employee attitudes. The concept of the role as it 

is perceived and received by the individual is basic to the 

present analysis. 

Associated with each office is a set of activities 
which are defined as potential behaviors. These ac
tivities constitute the role to be performed, at 
least approximately, by any person who occupies that 
office . . . A Role set - each office in an organiza
tion is directly related to certain others, less 
directly to still others and perhaps only remotely 
connected to the remaining offices included in the 

Q 

Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 19bbj, p. 2b7. 

•̂ Ârthur H. Brayfield and Walter H. Crockett, "Em
ployee Attitudes and Employee Performance," Psychological 
Bulletin, LII, No. 5 (1955). PP. 396-423. 
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organization. Those directly related to the of
fice are the role set. . . . Role expectations -
the prescriptions and proscriptions held by mem
bers of the role set are designated as role 
expectations. . . . Sent role - the critical 
point for our theoretical view is that the ac
tivities (potential behavior) which define a 
role consist of the expectations of members of 
the role set, and that these expectations are 
communicated or sent to the focal person. . . . 
Role pressures - they are influence attempts 
directed toward the focal person and intended to 
bring about conformity with the expectations of 
the sender. . . . Role forces - it is the sent 
role by means of which the organization communi
cates to the person the do's and don'ts asso
ciated with his office. It is the received role, 
however, which is the immediate influence on his 
behavior and the immediate source of his motiva
tion to role performance. Each sent pressure 
can be regarded as arousing in the focal person 
a psychological force of some magnitude and di
rection. Such forces will be called role forces. 
. . . Sent role conflicts are defined as the 
simultaneous occurrence of tv/o (or more) sets of 
pressures such that compliance with one would make 
more difficult compliance with the other. . . .-^ 

From this description of perception of sent and received 

roles, there should come a deeper and more meaningful 

understanding of the interrelatedness of all the variables 

mentioned in this paper. Even in the analysis of roles, 

it would have been more difficult and less meaningful to 

try to eliminate any variable and still leave the complete 

understanding that an organization is built of all such 

basic considerations. But before any im̂ proper conclusions 

are draivn, perhaps it would be better to take a look at 

11 R. L. Kahn, Organizational Stress (New York: 
John Wiley and Sons, Inc., 1964"), pp. 11-19 
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three concepts that are often confused; status, role and 

prestige. Generally speaking, "status implies a position 

within a group; role, the appropriate behavior that goes 

with that position, and prestige is something more personal 

12 
which the individual brings to his status and role." The 

employee's perception is also important for the part it 

plays in industrial conflict. Ross Stagner feels that 

there are three types of perception; of persons, of situa

tions, and of issues: 

1. Perception of persons - each participant per
ceives the others as stereotypes. 

A. Polarized differentiation - all or none, 
good or bad. 

B. Differentiation of individuals - some 
are good, some are bad. 

C. Individual differentiation - each in
dividual has some good qualities, some 
bad qualities. 

2. Perception of situations - perception of a 
situation as threatening or not from cues 
given and evaluated from previous experi
ences. Cues which are not compatible vjill 
be rejected or altered. 

3. Perception of issues - objective perception 
is limited due to the persons involved and the 
situation the issue is presented in.-*--̂  

-̂ Ĵ. A. C. Brov7n, The Social Psychology of Indus
try (Baltimore, Md.: Penguin Books, 195^0^ P- 1^1-

•̂ R̂oss Stagner, "Perception: Applied Aspects" in 
Robert A. Sutermeister (ed.), People and Productivity (New 
York: McGraw Hill Book Company", 19037^ PP- 115-1̂ 8̂". 
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But perception is only, one aspect of the many and varied 

behavior patterns exhibited by the individual. It is im

portant to management that they understand and predict many 

of the individual's behavior patterns. Bakke has a relatively 

good frame of reference in which to analyze individual be

havior. 

1. The individual has parts: 

a. biological equipment 
b. impulses and adtivations 
c. abilities 

2. The individual as a whole where there is inter
dependence between the parts and the whole. 

3. The basic trend is the self-actualization pro
cess. 

4. The trends in the self-actualization process are 
goal-directed. 

These are summarized as security of, progress 
toward, and justice with respect to: 

a. possession of means 
b. optimum performance 
c. health 
d. understanding 
e. autonomy - freedom of movement and de

cision 
f. integration - significant and effective re-

latedness. 
g. respect.1^ 

Argyris goes one step further in his analysis of individual 

behavior within an organization. Argyris' framework in

cludes: 

l^E. ¥. Bakke and Chris Argyris, Organizational 
Structure and Dynamics (New Haven: Labor and Management 
Center--Yale University, 1954), p. 13-
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A. Two basic concepts: 

1. The organization and particularly 
the social organization. 

2. The individual. 

B. Tv70 models of dynamic behavior: 

1. The fusion process, or the process of 
integration of the social organization 
and the individual, 

2. The problem solving process or the process 
of organizational and individual adapta
tion to internal and external stimuli.l^ 

However, when working within the framework of behavioral 

theories, it is important to remember that modern organiza

tions 

require two general patterns of behavior from their 
members, the first being characterized by such terms 
as stability, reliability, dependability, predict
ability and responsibility. . . . An organization 
manned by such stable and dependable members runs 
itself V7ith little need for close supervision and 
tight control. 

But given our current rate of technological and 
social change, organizations also require another 
and, in some respects, quite different behavior 
pattern, a pattern typified by such terms as flexi
bility, adaptability. . . . Stagnation and decay, 
rather than continued grov/th and development, are 
apt to befall the organization whose mem̂ bers lack 
adaptability. 1* 

Chris Argyris sums up the problem of individuals, (or 

-̂ Ibid., p. 1. 

•̂  R. L. Kahn, Organizational Stress (New York: 
John Wiley and Sons, Inc., 1964), p. 27«.' 
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employees), their attitudes, roles, perspective and be

havior patterns quite well in his book. Integrating the 

Individual and the Organization. Although he does not of

fer this summation as a theory or model by V7hich management 

can check itself in its dealings with the individual within 

the organizational framev7ork; it is nevertheless very im

portant and it does give a clear picture of individual be

havior patterns and allov7s management a point of departure 

from which to analyze individual behavior. 

Employees are living organisms capable^of adapting 
to their environment. . . . Adaptive activities 
arise that are unintended by the original designer, 
but are necessary if the employees are to m.ake the 
original design work.17 

Their modes of adaptation may take the form of absenteeism 

and turnover, aggression against those v7hom the employees 

feel are causing the frustration, conflict, and so on, ask

ing for increasing compensation for the degree of dissatis

faction, tension and stress experienced, and alienation or 

a sense of powerlessness and helplessness that leads to 
"I R 

alienation of the individual from him.self and others. 

Argyris feels that there is a basic incongruency between 

1 y 
'Chris Argyris, Integrating the Individual and 

the Organization (Nev; York: John Wiley and Sons. Inc., 
1964), p. 59. 

l^Ibid., pp. 60-63. 
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the needs of a mature personality and of a fonnal organiza

tion. He feels that 

if the principles of formal organization are used as 
ideally defined then the employees will tend to 
work in any environment where (l) they are provided 
minimal control over their work-a-day world, (2) 
they are expected to be passive, dependent, subor
dinate, (3) they are expected to have a short-time 
perspective, (4) they are induced to perfect and 
value the frequent use of a fev7 superficial abili
ties, and (5) they are expected to produce under 
conditions leading to psychological failure.1° 

Argyris is concerned with these characteristics as being 

more congruent with.the needs of an infant, not an adult. 

He feels they are incongruent with the needs of a healthy 

person and lead to psychological malfunctioning.- Drucker 

has found that the population is ever increasing in per-

20 
centage of highly educated people, and Argyris has found 

that the tasks they are given or asked to perform are more 
21 

suited to morons or other mentally defective types. 

Argyris, however, does not suggest that all organizations 

suppress self-expression, nor that all individuals desire 

psychological success. His basic suggestion is that the 

l^Chris Argyris, "The Individual and Organization--
Some Problems of Mutual Adjustment," Administrative Science 
Quarterly, XI (June, 1957), PP. 1-24. 

Peter E. Drucker, "Managing the Educated" in 
Robert A. Sutermeister (ed.), People and Productivity (New 
York: McGraw Hill, Inc., 1963). PP- 167-174. 

•̂̂ Chris Argyris, "The Individual and Organization--
Some Problems of Mutual Adjustm.ent, " Adm.inistrative Science 
Quarterly, XI (June, 1957), PP- 1-24. 
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organization will tend to develop unintentional consequences 

when there is a lack of congruency betv7een an individual 

need and organization demands. Then to add even more com

plexity to an already complex problem, Argyris predicts 

that the same unintentional consequences will tend to oc

cur if the individual does not desire to experience psycho

logical success and the organization requires him (the in-

22 
dividual) to do so. 

Lastly, the effect of technology on the individual 

must be viewed. The effect of technology on the individual 

may range from a devaluation of the individual's task to 

increased valuation of the task. However, no detailed ac

count of job evaluation will be attem.pted in this analysis. 

If, as a result of technology, the job evaluation (a sys

tematic method of appraising the worth of each job in re-
2*3 

lationship to other jobs in the organization) -^ results 

in a less important rating, with consequential drops in 

compensation and status, the employee may change his atti

tudes about his role, status and relative importance to the 

organization. To be concise "the term technology refers 

to the specific way in which ^̂ ôrk operations perform a task. 

no 
Chris Argyris, Integrating the Individual and 

the Organization (New York: John Wiley and Sons, Inc., 
1964), p. 67. 

^^Paul Pigors and Charles Myers. Personnel Admin
istration (New York: McGraw Hill, 1965), p. 460. 
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including how tools, work methods, time, and space con-

24 

strain, enable and direct social interaction." Tech

nological effects are most strongly related to how the in

dividual worker perceives himself to be affected by the 

consequences of greater technological innovation. If tech

nology is perceived as a greater cost to himself than the 

benefits derived from its innovation, the worker may resist 

through efforts to block, frustrate or impede its installa

tion. The major concern in technological innovation is 

•influencing the v7orkers' perception of the consequences. 

"The perceived, consequences of evoked alternatives and the 

individual goals is in the terms of which alternatives are 

25 
evaluated." March and Simon conceive that: 

the influence model asserts that an individual may 
be influenced by (a) changing the values associated 
v;ith given states of affairs, (b) changing the 
perceived consequences of an alternative of action, 
and (c) changing the set of states of affairs that 
are evoked (either by changing cues or bv changing 
connection between cues and evoked sets. '̂ ^ 

In the foregoing analysis, one fact has time after 

time presented itself. This fact is that V7hen discussing 

nh 
Abraham Zaleznick and .David Moment, The Dy-

namics of Interpersonal Behavior (New York: JohnTWiTey 
and Son, Inc7rT964), p. 27«. 

^^James G. March and Herbert A. Simon, Organiza
tions (New York: John Wiley and Sons, Inc., 195^), P- 53-

26 
Ibid., p. 52. 
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the organization in terms of the individual, it is impos

sible to eliminate behavior from the analysis. As was 

seen above, the individual does influence the structure of 

the organization through his formal and informal behavior; 

his attitudes and performance; his perception of his role 

as compared to the roles of others; and his response to 

technical innovations. 



CHAPTER IV 

THE SMALL GROUP 

No analysis of the basic factors would be complete 

without a thorough review of small groups and small group 

dynamics. 

An organization, like other social groups, is some
thing of a community of fate. That is, either 
through psychological mechanisms like identifica
tion or through reward systems, an aggregate be
comes a group to the degree that damage to the col
lectivity (or its members) is bad for the individual 
and success of the collectivity is 'good' . . . 

A community of fate is most binding to the degree 
to which its members are dependent on the group for 
all their satisfactions.^7 

There are many forms that group behavior may assume. It is 

therefore important that the organization be able to predict 

and plan for the behavior type that will best fulfill the 

needs of the organization. Groups are aggregates of in

dividuals who have banded together for the achievement of 

some goal. Thus it becomes even more important that the 

organization know how to handle them. The major problem 

in dealing with groups is that of integrating the group into 

the organization. Every effort should be made to ensure 

27 
Authur L. Stinchcombe, "Social Structure and 

Organization" in James G. March (ed.), Handbook of Organi
zation (Chicago: Rand McNally and Company. 19^5), p. 161. 

20 
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that the goals, values, norms and behavior of the group is 

in as close accord as is possible. But before the analysis 

runs too far astray, let some plan of action be set and 

follov7ed. 

The organization, when dealing with small groups, 

is faced with two types. These are: (l) the formal 

group and (2) the informal group. The formal group is 
k. 

that group established and recognized by the organization, 

while the informal group is that group which has formed due 

to a commonness of goals, values or ideals. Of the two 

types of groups, it is the informal group v/hich the organi

zation has the least control over and is thus nore of a 

problem. It is the purpose of this analysis to give a bet

ter understanding of small groups and thus shoii' how they 

are a basic factor which ultimately generates structure. 

The attraction of the individual into a group is 
28 

based upon cohesiveness. In a group, "Cohesiveness is 

a value variable; it refers to the degree of reinforcement 

, 2Q 

people find in the activities of the group.'' "" Cohesive

ness is closely associated with identification. Identifica

tion subsumes at least two processes: identification of and 

identification V7ith. Role taking within the group is but 

George C. Homans, "Social_Behavior az Z:-xhange," 
American Journal of Sociology, LXIIl (May, 195^), p. 599-

29 
Ibid, 
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one variant of the latter process. Identification is also 

an important factor as a guarantee against non-sense in 

the social transaction. It is considered to be heuristi-

cally better conceptualized as identification, not role 

taking or taking another attitude that offers the group con

trol within themselves.^^ But these value variables work 

both ways. If a member has little or nothing that the group 

considers to be valuable to offer, or if his actions fail 

to reinforce the group values, then he may not be accepted 

into the group.-^ This gives the group some degree of con

trol over its members. "Closely integrated groups" are 

most likely to be found among skilled or semi-skilled v7ork-

ers (who take an interest in their jobs and tend to remain 

at them), married men (who require stability in their jobs), 

and elderly women (to whom the social contacts mean a great 

32 
deal). There are many aspects of small group behavior 

that influence the structure of the organization. If, for 

example, the group sees its goals and the goals of the 

organization as incompatible it may create bottlenecks and 

Gregory P. Stone> "Appearance and the Self" in 
Arnold M. Rose (ed.), Human Behavior and Social Process 
(Boston: Houghton Mifflin Company, 196'2), pp. bo-117. 

-^ Solomon E. Aech, "Opinions and Social Pressure" 
in Robert A. Sutermeister (ed.), People and Productivity 
(New York: McGraw Hill, 1963),'pp. 357-364. 

^2 
J .A .C . Brown, The S o c i a l Psychology of I n d u s t r y 

( B a l t i m o r e , Md.: Penguin Books, 1954) , p . 133-
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slow down production. If the group feels that it is being 

used improperly and is not receiving credit, this too can 

have repercussions upon the organization as a whole. Group 

behavior thus is very important when structure is being 

planned and generated. Not only should management plan for 

and realize the influence of groups, management should also 

realize that groups as such are inevitable, and that both 
33 

informal or unplanned groups will come into existence. 

Management should also take into consideration the added 

control that groups bring into an organization. Groups can 

be viewed in three ways. First, groups can be viewed as a 

medium of change. Second, groups can be viewed as a tar

get of change, and finally, groups can be viewed as an 
34 

agent of change. 

The most important aspect of group behavior is pre

dictability. The better able one is to predict group ac

tions, the better able he is to plan for and channel these 

activities toward the attainment of organizational goals. 

Another important aspect of predictability is that of or

ganizational efficiency. Group behavior portends many 

^^Darwin Cartwright and Ronald Lippitt, "Group 
Dynamics and the Individual," International Journal Group 
Psychotherapy, VII (January, 1957), PP- 66-102. 

^Darwin Cartwright, "Achieving Change in People: 
Somxe Apnli cations of Group Dynamics Theory," Human Rela
tions Journal, IV (1951), PP- 381-392. 
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conflicts and thus needs to be controlled. The better an 

organization is able to eliminate conflict and gain control 

over group behavior, the more efficient the organization. 

Lawrence Seller proposes that the organization should at

tempt to understand that: 

1. an analysis of the values which members bring 
with them is useful in predicting group rela
tionships; 

2. emergent interaction is more likely between 
members who are required to act; 

3. emergent behavior is likely to be related to or 
compensate for technology dem^ands; 

4. interaction and interpersonal sentiment are 
closely related; 

5. increasing interaction sometimes gives less 
favorable sentiments; 

6. unfavorable sentiments will be directed at mem
bers v7ho do not share or who violate group 
norms; 

7. the quality and quantity of interaction between 
tv70 members is related not only to sentiment, 
but also to the extent that one perceives the 
others (member) activities as violating the 
norms of the group; 

8. recipients of favorable sentiments are likely 
to be frequent interactors; 

9. the informal leader will tend to be a frequent 
initiator.-̂ -̂  

The importance of Seller's v7ork, however, is in the impli

cations of his proposition. He feels that management needs 

•̂ •̂ Lawrence Seller, "Concepts and Research Findings," 
1961 President and Fellovjs of Harvard College, pp. 154-164. 



25 

to understand the background factors of small groups and 

learn what they can directly influence. 

The small group is important for the pressure and 

control it has over the individual, its ability to act as 

a medium of change and the effect it can have on the pro

duction system by its establishment of the minimum amount 

of work acceptable as also the maximum. The small group 

through its norms, rate setting, pressure tactics, pov7er 

structure and in the case of the informal group, management 

lack of formalized control of it can make its pressures 

felt throughout the entire organization. When faced by 

these prospective po\'7ers, management has one tool whereby 

it can hope to gain control over the group's behavior. 

The involvement of an individual (collectively) in 
a system so that he regards its goals as his own 
personal objectives has seen little study. Such 
involvement would result in a variety of behaviors 
supportive of the organizational mission (higher 
productivity, lower absenteeism and turnover), and 
many spontaneous actions on behalf of the organi
zation. 36 

It is the task of the management substructure to organize 

and plan for the full utilization of small groups. The 

small group V7ill definitely influence the structure of the 

organization. It is up to management to decide how and 

^^Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966), p. 360. 
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what its impact vjill be. 

Consideration of the small group is important due 

to the control or lack of control exerted over them by 

management. As previously stated small groups are in

evitable and manageraent nust plan and allow for their de

velopment if it is to successfully mold their behavior into 

a desirable pattern. It is of primary importance that 

management gain control over both the formal and informal 

group in order to better establish the major substructures 

of the organization which will be discussed in the next 

chapter. 



CHAPTER V 

THE MAJOR ORGANIZATIONAL SUBSTRUCTURES 

Almost all of the present analysis to be offered 

in this chapter is taken from Katz and Kahn's The Social 

Psychology of Organization. They have presented the most 

adequate analysis of this important aspect of organizational 

structure and thus will be used chiefly in this analysis. 

(Dnce a formal organization has been created, it 

will generate pressure for its survival. This pressure 

will result in the development of sub-systems designed to 

ensure the grov7th, enhancement, and perpetuation of the 

formal organization. Yet it is very important to understand 

that the very structures created to meet these pressures 

will have an effect on the organization. Once the formal 

organization is established, the task requirements are met 
r 

by the development of the production or technical structure. 

This is the first substructure to be organized. The major 

responsibility of each role in the production substructure 

is directly related to some aspect of the major task of the 

organization. This substructure attempts to accomplish its 

function through the division of labor, the establishment 

of job specifications and the establishment of standards. 

It is readily apparent from its method of accom.plishing its 

functions that the production substructure could easily 

27 
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affect the structure of the formal organization. ̂'̂  

The next substructure to be analyzed is the main

tenance system or structure. As Etzioni has so aptly stated, 

"all organizations may be said to strive to achieve their 

objectives, maintain themselves internally and adapt to 

their external environment." The aspect of maximization 

tends to conflict V7hen the problem of maintenance is dis

cussed. But Parkinson has stated that the principle of 

maximization is applicable only to static situations. In 

a dynamic situation, the maximization principle has no place 

and the system's view of organization has as one of its many 

assumptions a state of dynamic homeostasis.^ Thus Katz and 

Kahn maintain that if some resources are not allocated to 

maintenance of the organization, it will disintegrate due 

to the built-in property of classification. Thus the main

tenance substructure is dedicated to the acquirement of 

system stability. "By system stability we mean the stability 

39 
of the entire organization. . . . " In the attempt to main
tain organizational structural stability, the maintenance 

Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966}, pp. 64-67. 

Amitai Etzioni, "Organization Control Structure" 
in James G. March (ed.). Handbook of Organization (Chicago: 
Rand McNally and Company, 1965), PP- 91-92. 

on 
Robert Dubin, "Stability of Human Organization, 

in Mason Haire (ed.). Modern Organization Theory (Nev7 
York: John Wiley and Sons, Inc., 1965), p. 219. 
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structure attempts socialization of individuals, formaliza

tion of activities and the selection of procedures of re

ward and pi.inishment. 

The system rewards are provided for membership and 
seniority in the system. Regulatory mechanisms 
are developed to give some automatic corrections 
to departures from the norm of organizational 
functioning.40 

The third substructure to undergo analysis is that 

of procurement and disposal. Although the functions of 

•procurement and disposal are supportive of production struc

tures, they are more directly related to transactional ex

changes V7ith the environment. Katz and Kahn hâ e broken 

their functions into tv7o types: production-supportive and 

institutional. The production-supportive substructure has 

as its function transactional exchanges at the boundaries 

of the system. The mechanisms it uses can and do affect 

the image of the organization. This structure will greatly 

determine the growth and maintenance of the present organi

zation through its failure or success in its completion of 

its functions. The institutional structure of the boundary 

system is primarily concerned with obtaining social support 

and legitimation. But it can readily be viewed as important 

as a structural influence as through it the organization 

40 
Daniel Katz and Robert L. Kahn, The Social Psy

chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966), pp. 67="8BT~ 
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will gain social support and legitimation. Granted that 

the boundary structures are more directly related to the 

external environment, it is nevertheless a strong influ-

encer of organizational structure as it is the buffer be

tween the external environment and the internal organization 

The fourth structure to be analyzed is the adaptive 

structure. 

Sometimes these adaptive structures will be bested 
in the traditional departments concerned with 
maintenance functions; sometimes they will be ad
juncts to existing task units either in production 
or sales; sometimes they will be located in new 
departments.serving directly as one arm of top 
management.41 

The adaptive structure is continually striving to meet new 

pressure (adapt to them) and yet maintain some semblance 

of stability. "To maintain stability under heavy demands 

from the task environment is possible in at least one V7ay. 

The organization must solve the problem of the relation of 

42 

the task environment to the total organization." Main

tenance systems as already pointed out face inwardly upon 

the organization and even inwardly upon themselves. It is 

thus left to the adaptive system to relate the aspects and 

^•^Daniel Katz and Robert L. Kahn, Tne Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966), p. 90. 

42 
Albert H. Rubenstein (ed.), Some Theories of 

Organization (Homewood, Illinois: The Dorsey Press, Inc., 
T5§S^, p. 153. 
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behavior and provide for some means of adaptation to exter

nal influences. This system will determine the quality of 

the organization as: 

a good organization is one that can adapt to V7ide 
variations in the demands of the task environment 
and still retain a high degree of stability. Thus, 
good organization is not only defined in terms of 
the capacity to obtain an adequate 'output' for 
differing sets of 'inputs' but also in terms of the 
ability, to accomplish this without becoming un
stable. ̂ 3̂ 

The adaptive function is accomplished by several methods. 

The adaptation may be m.ade by internal or external change; 

by the gaining of more control; or by the use of innovation, 

The innovative processes that are essential in in
itiating new programs in organizations are 
closely related to the various intellectual pro
cesses referred to by psychologists as problem 
solving, productive thinking, creative thinking, 
inventory, and the like. 

It must be remembered that the adaptive fimction, like the 

maintenance function, is directed toward the survival of 

the organization. The effect of the adaptive function is 

that it tends to provide for the expansion of the original 

organization. 

^^Ibid., p. 152. 

^^James G. March and Herbert A. Simon, Organiza
tions (New York: John Wiley and Sons, Inc., 195^7, p. 
177 
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Managerial structure, the fifth and final sub

structure analyzed, is one of control. Although the other 

substructures were all related to one another, the m.ana-

gerial structure is unique as it cuts across all of the 

operating structures previously mentioned. The managerial 

structure is primarily concerned V7ith control. "The problem 

of control is that of preventing dysfunctional variation in 

some aspect of the organization's behavior." -̂  Managem.ent 

has set up certain standards and values, and nov7 it must 

be concerned V7ith controlling these elements which were es

tablished by other organization substructures. It is m.an-

agement's function to ensure the feasibility of all "organi

zations endeavor to enforce standards of performance and 

norm.s of behavior, but organizations differ markedly in 

the pervasiveness of the standards and norms they attempt 

to set and enforce." The degree of pervasiveness of the 

organization's goals V7ill greatly determ.ine the effect the 

managerial substructure will have on the formal organiza-

tion. The managerial substructure is primarily concerned 

with instigating innovation; resolving conflicts between 

hierarchical levels; coordinating and directing functional 

^5chadv7ick Haberstroh, "Organizational Design and 
Systems Analysis," in James G. March (ed.). Handbook^ of 
Organizations (Chicago: Rand McNally and Company, 19o5T^ 
p. 1171. 

^^Amitai Etzioni, "Organization Control Structure, 
in James G. March (ed.). Handbook of Organization (Chi
cago: Rand McNally and Company, 19^5), P- ̂ ^9-

'•O" 
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structures; and coordinating external requirements and or

ganizational resources and needs. The manner in V7hich 

these challenges are met and the mechanism.s which are used 

in meeting them largely will determine organizational struc

ture. An example of the importance of this substructure 

can be seen in the decision to buy or absorb a competitor 

who is pressuring the present organization. This decision 

from V7ithin the managerial structure V7ill have repercussions 

throughout the entire present organization. 

Innovation is one of the most important management 

functions. As Dale has phrased it, "it is the mainspring 

of profitability, of flexibility, and of over-all industrial 

47 progress." It is management's innovative system that 

pushes the organization forv/ard and allov7s it to meet pres

sures from without and within. The management structure is 

also closely related to the adaptive structure as it is 

management's function to instigate innovation to meet the 

adaptive needs of the organization. 

Yet the management structure is also a source of 

conflict, stress and ambiguity. Because of the nature of 

its task, the management structure cuts across all boun

daries V7ithin the system. 

''̂ Ernest Dale, Planning and Developing the Com
pany Structure (New York: American Management Association, 

1952), p. 97. 
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The major organizational determinants of conflict 
and ambiguity include three kinds of role require
ments: the requirement for crossing organization 
boundaries, the requirement for producing innovative 
solutions to non-routine problems and the require-^p 
ment for being responsible for the work of others. 

We have found that liaison position, rank, super
visory responsibility, innovative roles and func
tional interdependence are significant sources of 
stress in organizations. Shall we then eliminate 
them and construct an organization V7hich is un
connected and therefore unresponsive to the out
side world, which is without siipervisory respon
sibility and therefore v7ithout supervision, 
without functional interdependence and therefore 
no organization at all.^9 

The organization is a set of related substructures. Be

cause of this fact and the interrelatedness of the sub

systems, it is important that there be some understanding 

of the influence one process has upon the others as the 

organizational 

processes must exist in a specific relationship 
to each other which we have called 'interdependence.' 
Interdependence is defined as the 'simultaneous 
independence-dependence' of each activity in re
lation to all the other activities.-^ 

R. L. Kahn, Organizational Stress (New York: 
John Wiley and Sons, Inc., 1964), p. 361. 

^^Ibid., p. 395. 

^^E. W. Bakke and Chris Argyris, Organizational 
Structure and Dynamics (New Haven: Labor and Management 
Center, Yale University, 1954), pp. 10-11. 



35 

Tae next segment of the analysis has been inserted 

into this particular location of the study primarily due 

to the preference of the author and the manner in which he 

has attempted to relate the motivation substructure as a 

control device of the management system over all aspects 

of organization behavior. 
« 

The motivation process or system is primarily built 

upon two assumptions: one that people tend to seek re

wards and two, that people try to avoid punishments. The 

framev7ork suggested by Katz and Kahn for analysis of or

ganizational effectiveness using different motivational 

patterns and creating conditions conducive to the behavior 

required by the organization is presented as three ques

tions . 

1. What are the basic types of behavior required 
for organizational functioning? 

2. VThat different motivational patterns are used 
and can be used in the organizational setting? 

3. What are the conditions for eliciting'a given 
motivational pattern in an organizational set
ting ?5l 

The problem in the first analysis is the determination of 

what pattern of behavior is needed at what level of the 

organization and to determine how role requirements 

^iDaniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc.. 1966), p. 337. 
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determine behavior. The first behavior encountered is that 

of motivating the individual to join and then remain in the 

organization. ) It is the management system's function to 

use the motivation system of punishment and rev7ards to ac

complish their task. The second task is that of reducing 

a large range of variable hum.an behavior into a limited 

number of predictable patterns. The third type of pattern 

is that of innovative behavior. As the Merton model aptly 

presents, there is a need for innovative people, those who 

are able to solve problems that are not covered by policy 

on the boundaries of the organization.^ Merton's model 

is primarily concerned with the problem of reducing the 

variability of human behavior to predictable behavior pat

terns necessary for organizational functioning. The model 

does point out, hov7ever, that this increased reliance upon 

following rules increases difficulty in dealing with others 

(clients) on the boundary of the organization. Boundary 

personnel must be motivated to cooperate with fellovj m.em-

bers, take actions to protect the organization or any sub

system, offer suggestions to improve the organization, 

train themselves for additional organizational responsibility 

and to create a favorable clim.ate for the organization in 

^^James G. March and Herbert A. Simon, Organiza-
tions (New York: John VJiley and Sons, Inc., 1956), p. 
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the external environment.^3 

There have been offered many patterns of motivation 

One such pattern or theory of m.otivation is presented as 

five basic sets of human needs. 

1. The physiological needs - the needs that are 
usually taken as the starting point for moti
vation theory. . . . Undoubtedly these physio
logical needs are the most prepotent of all 
needs. 

2. The safety needs - if the physiological needs 
are relatively viell gratified, there then 
emerges a new set of needs. We can approach an 
understanding of these safety needs perhaps 
more efficiently by observation of infants. . . 
Avoidance of danger, infamiliarity, . . . 

3. The love needs - if both the physiological 
and the safety needs are fairly well grati
fied, then there will emerge the love and 
affection and belongingness needs. 

4. The esteem needs - all people in our society 
(with a few pathological exceptions) have 
a desire or needs for a stable firmly based, 
(usually) high evaluation of themselves, 
for self-respect, or self-esteem and for the 
esteemi of others. 

5. The need for self-actualization - even if ail 
these needs are satisfied, vie may still often 
(if not alv7ays) expect that a new discontent 
and restlessness will soon develop, unless 
the individual is doing what he is suited for. 
A musician must make music, an artist must 
paint, a poet must write, if he is to be ul
timately happy. What a man can be he must be. 
This need we may call self-actualization.54 

^•^Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966), p. 337. 

S4 
^ A. H. Maslow. Motivation and Personality (New 

York: Harper and Brothers, 1954), pp. 147-150. 
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Maslow, in a latter publication. Motivation and Personality, 

explains the process and the importance of his higher 

needs. He attempts to tie the higher needs that a person 

is involved with to a theory of gratification, development 

of personality, and its consequence. Some of his findings 

are the following: 

1. The higher need is a later phyletic or evolu
tionary development. 

2. Higher needs are later entogenetic develop
ments . 

3. The higher the need, the less essential it is 
for survival, the longer it can be postponed 
and the easier it is for the need to disappear 
entirely. 

6. Higher need gratifications produce more de
sirable subjective results. 

7. Pursuit and gratifications of higher needs rep
resent a general healthward trend.. 

8. The higher needs has more preconditions. 

9. The higher needs require better outside condi
tions to make them possible. 

10. A greater value is usually placed upon the 
higher need than upon the lower need by those 
who have been gratified in both. . . . 

13. Satisfaction of higher needs is closer to 
self-actualization than is lower-need 
satisfaction.55 

It is felt by this author that Maslow's findings have m̂ any 

55^^ H. Maslow, Motivation and Personality (Nev: 
York: Harper and Brothers, 1954), pp. 147-150. 
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implications for the management substructure. By the use 

and correlation of these findings the management system 

should be better able to develop better control methods of 

the desired behavior patterns. Gellerman also offers a 

theory of motivation useful to management. He presents 

the idea that the ultimate motivation is to make the self-

concept real, to allow the worker to be himself.^^ Geller

man is primarily concerned with the relationship of motiva

tion to productivity and attempts to correlate the tv7o. 

James V. Clark also offers a group of studies in which he 

tries to relate motivation, job satisfaction and produc

tivity through Maslow's need hierarch concept.^'^ 

Frederick Herzberg has presented a concept of moti

vation which has been derived from organizational study and 

has had some influence upon the structural aspects of the 

organization. His concept is presented in terms of motiva

tors and hygienes. He has related the balance of motiva

tors and hygienes to employee attitudes toward their jobs. 

The internal factors such as personal growth, fair treat

ment and other important aspects of -a job are listed as 

motivators. External factors such as environmental pres

sures, supervision, interpersonal relations, salaries. 

56 
Saul W. Gellerman, Motivation and Productivity 

(United States: Vail-Ballor Press, Inc., 1903), p. 290. 
57 
-̂ 'James V. Clark, "Motivation in ',:ork Groups: A 

Tentative View," Uvici ?n 0 r ga n 7 7. a t i on , XIX. No. -̂  (Winte-̂ . 
1961), pp. 199-206. ~"" 
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company policies, benefits and job security are classed 

as hygienes. The important factors in Herzberg's concept 

is the required balance of the two factors which ivill maxi

mize organizational effectiveness. 

The next important consideration in the motivation 

or rewards and punishments structure is the conditions con

ducive to motivation. F. Scott Myers has offered three 

factors as a basis of manager motivation. The first factor 

is interpersonal competence. This relates to a style of 

supervision which meets the requirements for higher motiva-

vation, self-realization and positively expressed creativity 

The second factor is the opportunity to work toward meaning

ful goals. This factor gives direction to the positive 

motivators by providing company goals and keeps the goals 

in clear view at all times. It clears away red tape, 

protocol, etc. The third factor in Scott's concept is the 

management system. This provides the vehicle for speeding 

positively motivated people on to the achievement of their 

organizationfs goals and thereby re-enforces the perpetua-

59 tion of motivation. The conditions and consequences of 

different motivational patterns depends upon the appro

priate use of symbols of authority, clarity of legal nonns 

Frederick Herzberg, "Motivation Versus Hygienes," 
in Robert A. Sutermeister (ed.). People and Productivity 
(New York: McGraw Hill, Inc., 19^3), PP. 492^^98^ 

59 If 

Scott Myers, "Conditions for Manager Motivation, 
Harvard Business Review (January-February, I966), p. 5̂ .̂ 
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and requirements, use of specific penalties and the expul

sion of nonconformers.^0 However, the selection of the 

motivational pattern will depend not only on the conditions, 

but also upon the desired outcome whether it be to reduce 

absenteeism, raise the quality and/or quantity of work, or 

increase the innovative or adaptive capacity of the organi

zation. Motivation is capable of being a highly useful 

tool of the management system and the manner in which it 

is used will have resultant influences upon not only the 

management substructure but also the structure of the en

tire system. 

In the above analysis, an effort has been made to 

briefly describe the major organizational substructures and 

show their interrelatedness to one another and their func

tion within the organization. This has been accomplished 

primarily by defining the substructures of production, 

maintenance, boundary, and adaption. Then by superimpos

ing the management substructure upon the other systems, 

the independent-dependent relationships have been made 

clear. It can be clearly seen that one system is dependent 

upon the other as the failure of any one substructure with

in the organization threatens the existence of the organiza

tion and thus the existence of the other substructure. 

Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organization (Nev/ York: John VJiley and Sons, 
Inc., 1966), p". 346. 



CHAPTER VI 

THE PHILOSOPHY AND DIRECTION OF THE ORGANIZATION 

The style of management instigated by the organi

zation will, to a large degree, determine organizational 

goals, policies, procedures, processes and, to some extent, 

even structure. In the past, there have been many approaches 

to management theory. Management types have been described 

as mechanistic, individualistic and as systems approaches. 

Yet from all of the divergent approaches to management, 

three categories can be derived. The first approach to man

agement theory was the classical approach concerned with 

span of control and unity of command, V7hich took a very 

mechanistic view of the organization. This approach is 

typified by Frederick Taylor who sought to fit the men to 

the job or machine and gave little consideration to the 

people within the organization. The next classification of 

management theory xvas the neoclassical approach. This ap

proach was a direct result of the Humanistic Movement which 

followed the Hawthorne Studies. This approach was primarily 

a peoples approach and neglected the nonhum-an variable. 

Following the neoclassical approach was the modern theory 

of management of organization and design. This school at

tempted an open system approach to management and organiza

tion design. It is with this view that this paper is at

tempting to present the basic factors that generate 

42 
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organizational structure. Out of the style of management 

chosen by the organization v.-ill come the policies and di

rection of the organization. Yet there is no room for such 

a clear cut statement, for the policies and direction of 

the organization will likewise influence, modify and choose 

the style of management for the organization. The major 

concern with the management style is its influence upon the 

goals, policies and direction of movement of the organization. 

Before other statements can be made it must be under

stood that "organizational policies are abstractions about 

organizational behavior at a level which involves the struc-
/r-i 

ture of the organization." The policy statements are 

broad, general statements usually about v/hat behavior shall 

be for the organization. Policy making can generally be 

viev7ed with respect for five classes of activity: the mak

ing of policy; policy administration; policy execution; 

policy innovation; and the degree of authority with which 

it is leveled. Another aspect of policy statements is 

their ability to confirm or disconfirm organizational be

havior. In this respect, policies can be either prospective 

or retrospective. In the retrospective vievj, the behavior 

Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organization (New York: John Wiley and Sons, 
Inc., 1966),"p. 346. 

Ernest Dale, Planning and Developing the^Company 
Structure (Nev7 York: American Management Association, 
1952), p. 95. 
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was already present and the policy statement concerning 

this behavior area can either confirm or disconfirm the 
/To 

behavior. ^ In the prospective form, policy statements 

are an aspect of organizational change. Policy m.aking thus 

becomes an aspect of the decision making process and can 

determine the leadership style of the company. It is in 

the prospective form that companies develop characters and 

philosophies. These are forged out of the company's cumu-

lated experience and its social and economic environment." 

It is from its policies statements that a com.pany begins to 

take its most general and abstract form as "policy making 

is also the decision aspect of that level of leadership 

which involves the alteration, origination, or elimination 
tt65 

of organizational structure. 

Having now developed an understanding of vzhat policy 

and policy statements are, it is nov7 necessary to see what 

they do. As seen previously, policies do influence the 

goals of the organization and thus limit or bound the or

ganization's goals. In the formulation of organizational 

goals, the decision-making dimensions should be utilized 

positively. These dimensions are abstraction, time and 

^^Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John V;iley and Sons, 
Inc., 19^^)/p- 259. 

Manley Howe Jones, Executive Decision Making 
(Homewood, Illinois: Richard D. Irwin, Inc., 19o6), p". 259. 

^^Katz and Kahn, p. 259. 
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space and the goal-formulating decisions m.ust utilize 
., 66 -
these. Organizational goals in themselves are affected 

by many influences and thus can be forced to change. The 

system's view as used in this analysis states that as the 

goals change, so V7ill the structure of the organization, 

although not necessarily to the same degree. In essence, 

organizational structure is generated in broad, abstract 

terms by the goals and policies of the organization. 

The next basic factor felt to generate structure 

is that of leadership. It must be clearly understood 

that "the leadership of any organization is forever engaged 

in efforts to promote some kinds of change and prevent 
,,67 

others. In general leadership has been found to be of 

two types: employee centered which is supportive of group 

maintenance, and task centered V7hich is oriented toward 
68 

getting the job done. Leadership, v/hen viewed in large 

perspective, takes on many different aspects. Leadership 

can encompass teaching, decision making, controlling, giv

ing and receiving information, and instigating change. The 

leader is a teacher V7hen he is shov/ing or explaining V7ork 

design, organizational structure or by the process of 

^^Ibid., p. 260. 

'̂'̂ R. L. Kahn, Organizational Stress (New York: 
John Wiley and Sons, Inc., 1964), pp. 396-396. 

^^Daniel Katz and Robert L. Kahn, The Social Psy
chology of Organizations (New York: John Wiley and Sons, 
Inc., 1966), p. 3T 
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showing the way to some new goal. VThen the leader is 

viewed as a decision maker, the focus of analysis is on 

the context of the decision. Ihe context of a decision is 

limited by the plasticity to change of established behavior 

systems, and a decision will become operative only when 

supported by stable systems.^^ But when we view leader

ship style as a form of decision making, we must, of neces

sity, take a broader view of leadership. In order for the 

leader to establish criteria for decision, "we have first 

had to examine the grounds on V7hich systems of units and 

individual units are stabilized."' 

The leader is more than just a decision maker. He 

is also a control agent and the style of leadership he 

chooses and the method with which he employs pov7er will re

sult in certain types of behavior patterns appearing. 

Organizations usually use more than one kind of 
power. The powers used are structurally differ-
,entiated, i.e., different means of control are ap
plied according to the rank of the participants 
controlled. Most organizations use less alienat
ing means to control their higher than their lov7er 
ranks.71 

In the past there have been several approaches to leadership 

styles. The pattern of leadership is greatly dependent upon 

^^Robert Durbin, "Stability of Human Organization" 
in Mason Haire (ed.), Modern Organization Tneory (New York: 
John Wiley and Sons, Inc., 1965), p. 219. 

^^Ibid., p. 251. 

'̂ lAmitai Etzioni, "Organization Control Structure" 
in James G. March (ed.), Handbook of Organizations^ (Chi
cago: Rand McNally and Company, I965), p. 651." 
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hierarchical position. Organizational leadership also calls 

for different cognitive styles, different affective char

acteristics and different degrees and types of knowledge. 

Thus the style of leadership exercised at one level may be 
72 

dysfunctional at another level. But before progressing 

further perhaps it would be advisable to offer a definition 

of leadership. Leadership will be defined as: 

interpersonal influence exercised in situation 
and directed through the communication process 
toward the attainment of a specified goal or 
goals. Leadership alv/ays involves attempts on 
the part of a leader (influencer) to affect (in
fluence) the behavior of a follower (influencee) 
or followers in a situation.73 

With this definition alone, we see that leadership contains 

the component parts of interpersonal influence situation, 

communication, and goals or goal. Leadership is also im

portant in that its task is -to integrate many of the com

ponent behavioral aspects of the organization that relates 

to goals. It is thetask of the leader through his style 

of leadership to integrate the goals of the organization, 

the goals of the group, the goals of the individual, and 

74 
his own personal goals. All leadership is goal oriented 

72 
Daniel Katz and Robert L. Kahn, The Social Psy

chology of Organizations (New York: John V/iley and Sons, 
Inc., I96F), p. 311. 

'-̂ James D. Tannenbaum, Approaches to Organizational 
Design (New York: McGraw Hill Inc., 1961), p. 24. 

'^^Ibid., pp. 28-29. 
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and -the leader is constantly using his influence to achieve 

some desired (conscious or unconscious) goal or goals. 

As Amitai Etzioni has stated, "In order that the allocation 

of organizational means fulfill its control function, allo

cation has to be differential so that'performances desired 

by organizational norms are rewarded. ""̂ ^ The leader is 

able to lead and be obeyed by virtue of his authority and 

the follower's perception of the leader's legitimate au

thority. Legitimacy derives either from social acceptance 

•of institutional structure (it is recognized on the basis 

of the leader's position) or it is accorded directly to 

the leader personally through charisma.'^ . Another impor

tant aspect of authority is that of its delegation. The 

delegation of authority can be strongly influenced by the 

style of leadership. Another aspect of delegation is its 

influence upon the communication process. Delegation of 

authority and responsibility stimulates upward communica-

77 
tion and personal initiative. Delegation of authority 

will also end the need for the leader to maintain close 

-̂ Amitai Etzioni. "Organization Control Structure" 
in James G. March (ed.),' Handbook Organizations (Chicago: 
Rand McNally and Company, 1965),- p. 650. 

76 
' Chadwick Haberstroh_, "Organizational Design and 

Systems Analysis" in James G. March (ed.), Handbook of 
Organizations (Chicago: Rand McNally and Company, 1965), 
pp. 1176-'ll89. 

77 
'William F. VJhyte, Men at Work (Homewood Illinois: 

The Dorsey Press, Inc., I96I), p. 430. 
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supervision and will also encourage employee initiative.''̂ ^ 

The amount or degree of delegation of authority V7ill greatly 

influence the structure of the organization. The more au

thority is delegated, the flatter it is possible for the 

organizational structure to become. Delegation V7ill allow 

a lessenD.ng of the number of hierarchical positions. 

Integration is another important factor of the 

leadership function. If as Whyte states, "a large complex 

organization depends upon the integration of the operating 

79 groups with specialist groups," then it is the function 

of the leaders to provide this integration. Integration 

is an important aspect of leadership as it should give us 

the answers to such important questions as: 

Who should initiate the activity? 

Who' interacts with v7ho in carryying it out? 

What symbols are established for the evalua
tion of performance? 

Through what channels of interaction are these 
symbols established? 

What rewards or penalties are provided for su
perior or inferior performance?oO 

In the search to find answers to such questions as these, 

we will establish the activities and interactions that are 

7 8 l b i d . , p . 450. 

' ^ ^ I b i d . , p . 558 . 

^^Wil l iam F. VJhyte, Men a t Wojrk (Homewood, I l l i n o i s : 
The- Dorsey P r e s s , I n c . , I 9 6 I ) , p . 5*6̂ ^ 
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required and the incentives that bring them forth. But 

integration is not easy because of tv7o trends toward size 

and complex organizational structure. 

Flatter, less complex structures with a maxi
mum of administrative decentralization, tend to 
create a potential for im.proved attitudes, more 
effective supervision, and greater individual re
sponsibility and initiative among employees.^1 

James C. Worthy in his essay "Organizational Structure and 

Employee Morale" has closely correlated 'employee morale 

and operating efficiency to the degree that the organiza

tion is integrated."^^ 

If one thinks in broad, general terms of management 

styles as a type of leadership style, then we arrive at 

another important aspect of leadership. Tnis new aspect 

is very similar to Likert's new patterns of management and 

McGregor's Theory Y. It is Chris Argyris's interpersonal 

competence. 

If one examines the model that we have presented 
one V7ill find that it contains certain assumptions 
about the behavior that it purports to understand. 
They are: (l) Some hioman behavior in organiza
tions can be understood as caused by individuals 
adhering or dedicating themselves to organizational 
values "̂  The greater the conmiitm-ent to the values, 
the less one needs to include personality factors 
to explain the behavior. (2) The second assmiption 

^^James C. Worthy, "Organizational Structure and 
Employee Morale" in Robert A.̂  Sutermeister (ed)Peo^^^^ 
and Productivity (New York: McGraw Hill Book Com-pc.ny, Inc. 
i9H3T7pr^2i. 

- ^ ^ J b i d . , p . 2 2 0 . 
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is that the system with its inputs, outputs and 
feedback processes will tend to remain relatively 
stable. The stability occurs as the individuals 
act within the values of the system, thereby keep
ing out disturbing influences. . . . (3) Any 
change attempted in the outputs designed to be 
superimposed upon the individual will tend to be 
resisted. ^ 

The decision as to what management and leadership style is 

very important. The leader is essentially concerned V7ith 

the obtainment of efficient organizational behavior. 

If interpersonal competence is low, then we should 
find: an increase in frequency where the executivefe 
(a) expectations of his im.pact are not consonant 
with the reported impact; (b) avrareness of where 
the consequences are not the intended ones is lov7; 
(c) the solution to the problem will tend to ac
tivate similar or other undesired problems."4 

But interpersonal competence alone is not enough. We must 

remember that it is only one aspect of the leader's job. 

Also it is im.portant to remember that the leader is in

fluenced by other factors such as policy and management 

philosophy and V7ill thus reflect them. 

Although increasing interpersonal competence is a 
necessary first step, it is not enough. We m.ay 
recall that the structure of the organization, its 
technology, job design, controls, incentive system 

^^chris Argyris5 Interpersonal Competence and 
_izational Effectiveness (HoiTLewood, Illinois: The 

Dorsey~Press, Inc.^ 19^2), pp. 52-53-

84. 

Organi 

Ibid., p. 95. 
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and sg on are all based on the same set of values. 
• • • 

Communication is closely allied with leadership 

and V7ill influence both the style and amount. Comjnunica-• 

tion has many aspects that relate directly or indirectly 

upon organizational structure. Communication is necessary 

in two dimensions, vertical and horizontal. In vertical 

communication, the flow of information should be both up

ward (from subordinate to superior) as well as downward 

(from superior to subordinate). A deficiency of informa

tion exchange will limit the scope of activity the leader 

is required to act within. Communication on the horizon

tal dimension is primarily concerned with exchange of in

formation between different substructures of the organiza

tion. Communication is also closely related to feedback, 

control, and several other aspects of leadership and man

agement. The quality and quantity of feed-back will de

termine the functioning of the organization and thus af

fect organization structure. Communication is also im

portant for the influence it exerts upon the stabilizing 

ability of the system. In this analysis, "by system sta

bility, V7e mean the stability of the entire organization. 

85 
Chris Argyris3 Interpersonal Competence and 

Organizational Effectiveness (Home'/70od, Illinois: The 
Dorsey Press, Inc., 1 9 ^ ) , pp. 53-54. 
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• . . Not only can weak communication cause organiza

tional instability, but it can result in substructure in

stability as well. 

Probably the most characteristic finding of system 
analysis is the tendency of com.plex feedback sys
tems to develop various kinds of instability. The 
basic reason for instability is the use of weak 
information flow to control the behavior of strong 
power elements. o 

The theoretical requirements for stability have 
been thoroughly explored. . . . Among the more gen
eral gequirements is that feedback should be nege-

Robert Dubin in his approach to stabilizing the human or

ganization places primary emphasis on the linkage among 

the units composing a system of interdependence. In an 

organization such units are the sections, departments, and 

divisions among which the specialized tasks of the organi

zation are divided. He offers different types of linkage 

to provide for special needs. 

1. Serial linkage - for work flow. 

2. Radial linkage - for coordination or direc
tion and service; control and reporting. 

3. Circular linkage - for a representative govern
ing board. 

Robert Dubin, "Stability of Human Organization" 
in Mason Haire (ed.), Modern Organization Theory (New 
York: John Wiley and Sons, Inc., 19'6577 P- 219. 

'̂̂ Chadvjick Haberstreh, "Organizational Design and 
Systems Analysis" in James G. March (ed.). Handbook of 
Organizatior^ (Chicago: Rand McNally arri Cr-p?ny. l^'^:), 
p. "'llf?. "• 



4. 

5. 

6. 

Radial and serial linkage - coordination or 
direction of related units, servicing con
trol and reporting among related units. 

Radial and Circular - representative advisory 
board. 

Serial-radial-serial - as a typical line or
ganization. °" 
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But Dubin does not put his entire framev7ork upon the type 

of linkages, for his final and concluding argument is that 

by minimizing the niomber of links among the units, the 

stability of the organization will be increased. 

The selection of the medium of communication will 

also influence the success of the communication system. 

Both written and oral communications are needed in some 

in-stances while either one or the other V7ill suffice in 

some situations. William Whyte offers these thoughts about 

written cormnunication: 

Written communication alone is not an effective 
means of introducing significant changes in 
interactions and/or activities. 

Written communication can be used effectively--
and without hazard--to set off interactions and 
activities that are V7ithin the customary pat
tern for the people receiving the communica
tions . 

Written communication can be used to confirm 
or make official what has already been v7orked 

^^Robert Dubin, "Stability of Human Organization" 
in James G. March (ed.), Uod^im_OT£,ar^ (Nov; 
York: John Wiley and Sons, Inc.', 1965), PP- 216-253-
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through in other ways. 89 

But the effect of initiation of some activities requires 

the use of verbal symbols that are both appropriate and 

clear in specifying who does V7hat. 

Written communication cannot be used without ad
verse effects to initiate unaccustomed interactions 
and activities. On the other hand, written communi
cation may be of vital importance in symbolically 
stabilizing a new pattern of interactions and ac
tivities which have grown out of previous interac
tions and activities.90 

After having planned for and selected the media 

for communication, it is important to create an atmosphere 

conducive to successful information transfer. 

It seems clear that to insure good reception (of 
information) you must create the right atmosphere. 
If there are mannerisms which tend to put the re
cipients of information in a subordinate position, 
by" conveying an attitude of superiority, are there 
other V7ays in which an atmosphere of trust and con
fidence can be built up v7ithout loss of status by 
either party.91 

It isn't always possible to improve communication by giving 

^^William F. Whyte, Men at Work (Homewood, Illin
ois: The Dorsey Press, Inc., I96I), p. 4o4. 

90lbid., p. 407. 

91T. M. Higham, "Basic Psychological Factors in 
Communication" in Robert A. Sutermeister (ed.), J ^ l 3 . 
and Productivity (New York: McGraw Hill, Inc., 1903;. 
pp. 291-'^92. 
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more- and better information. There is yet the atmosphere 

of trust and mutual confidence lacking that is required if 

the communication process is to reach its full potential. 

Not only does communication affect the leadership 

style, but it will also affect the individual within the 

organization. It will affect the leader in that his inno

vative ability relies upon the thoroughness of the communi

cation system. 

When decisions are satisficing rather than optimizing 
decisions, resource allocation to new programs will 
depend substantially on the communication structure 
through which proposals are processed from entre
preneur to investor and on the order of presentation 
of alternatives.93 

The average worker is also very related to the communication 

process as it V7ill often influence his perception of role. 

Certain information is required for adequate role 
performance, that is, in order for a person to con
form to the role expectations held by other members 
of his role set. First of all, he must know vjhat 
these expectations are: the rights, duties and re
sponsibilities of his office. Second, he must know 
something about what activities on his part V70uld 
fulfill the responsibilities of office and how these 
activities can best be performed. In other words,^^^ 
he requires various sorts of means-ends knowledge.^ 

^^Ibid., p. 293. 

^^James G. March and Herbert A. Simon, Organiza
tions (New York: John Wiley and Sons, Inc., 1956), p. I88. 

^^R. L. Kahn, Organizational Stress (New York: 
John Wiley and Sons, Inc., 1964)" p. 22. 
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Higham feels that communication can be made much more ef

fective by the careful placing of key men, that is, those 

who command trust and respect and who are sympathetic and 

intelligent at key locations throughout the organization.^^ 

The next factor that is largely responsible for gen

erating structure is that of change. The process of change 

will be reflected by management's philosophy toward two-

objectives: organizational behavior and organizational 

structure: 

The right organization structure for a given enter
prise is uniquely determined by- four different in
puts which include: (1) the requirements for com
petitive success in the business; (2) the objec
tives and plans of the enterprise; (3) the 'givens' 
of the present situation; and (4) tested organiza
tion theory.9o 

Although these may be the requirements it is not 

felt that they offer suitable grounds for analysis. Thus 

the problem of change V7ill be viewed in tv7o parts: chang

ing organization behavior and changing organization struc

ture. 

In approaching the problem of changing organization 

behavior, one is faced by many component problems. Thus 

^ T, M. Higham, "Basic Psychological Factors in 
Communication" in Robert A. Sutermeister (ed.). People 
and Productivity (New York: McGraw Hill, Inc., l^^^JT" 
p. 296. 

^ Ronald D. Daniel, "Reorganizing for Results," 
Harvard Business Reviev; (November-December, I966), p. 99. 
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analysis will begin with the assumption that change has al

ready been decided upon. The area of analysis that then be

comes im.portant is that of planning and instigating the 

proposed change. The method by which change is instigated 

and the degree of planning before the change is made will 

determ.ine greatly the total acceptability of the proposed 

change to the organization component parts. There is usually 

a great deal of resistance to imposed change. Coch and 

French have proposed that "management can reduce resistance 

to change by the use of group meetings in which management 

effectively communicates the need for change and stimulates 

group participation in planning the changes."-^ The purpose 

of behavior change in organizations is to alter the V7ay the 

organization^ components operate in relation to one another. 

But to change their relationship to one another, management 

must provide some vehicle to accomplish this change by 

giving 

special attention to the possibilities of introduc
ing concrete changes into the working environment. 
He must recognize that changes in technology v7ork 
flow and organizational structure will necessarily 
bring about changes in interaction, activities 

,. . and sentiments.90 

^^D. Cartwright, "Achieving Change in People: 
•Some Applications of Group Dynamic Theory," Human Relations 
Journal, IV (1951). p. 657. 

98>fiiiiam F. Whyte, Men at Work (Homewood, Ill
inois: The Dorsey Press, IncT, 19^1). P- 577. 
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But the manager shouldn't rely totally on the structural 

component when instigating change. He must recognize that 

this is only a vehicle for change and will not necessarily 

accomplish change in itself: 

From experience in many types of industrial organiza
tions, this researcher has been struck by the fre
quency with, which managers attempt to improve the 
performance of an organization simply by alterino-
its structural or legal form.99 

Management must realize the fact that there are many pit

falls in organization planning. If planning for change is 

approached by any method which precludes important consider

ation about organization change, management may .limit its 

range of operating or even eliminate the optimum solution 

to the change problem. One pitfall is the tendency to rely 

too exclusively on theory and principle: V7ith skill and 

discretion they can be useful in defining and refining or

ganization structure, but if they are applied insistently 

and inflexibly, they often result in rigid, bureaucratic 

structure. A second pitfall in organization planning is 

the tendency to try to replicate a particular organization 

structure because it has proved successful for another com

pany. Third, attempts at reorganization often miscarry 

because of a simple failure to allovz for the dynamics of 

•̂̂ Robert H. Guest, Organization Change (Homev70od, 
Illinois: The Dorsey Press, Inc., 1962), pp. II6-II7. 
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organizational change. Fourth and still another pitfall 

is a lack of attention to coordinating the organization 

structure and the company's philosophy of m.anagement. Fifth 

is the fact that many reorganizations are not effective be

cause of a lack of respect for the difficulties of imple

menting change. The final problem for management is the 

securing of effective behavior change which will complem.ent 

the proposed system change. The manager should recognize 

that the effective use of groups as a medium of change, a" 

change agent, or a target of change can and will expedite 

the goal of securing behavioral change. Darwin Cartwright 

presents eight principles connected with the group as a 

medium of change. 

1. If the group is to be used effectively as a 
medium of change, those people v7ho are to be 
changed and those who are to exert influence 
for change must have a strong sense of belong
ing to the same group. 

2 The more attractive the group is to its members, 
the greater is the influence that the group can 
exert on its memibers. 

3. In attempts to change attitudes, values, or 
behavior, the m.ore relevant they are to the 
basic attraction to the group, the greater 
will be the influence that the group can exert 
upon them. 

4 The greater the prestige of a group member in 
the eyes of the other members, the greater the 
influence he can exert. 

lOORonald D. Daniel, "Reorganizing ^^^.^^^^1^^^^ 
Ĥ -rvajj__Business Review (November-December, 1966), pp. J( 

99T" 
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5. Efforts to change individuals or subparts of 
a group which, if successful, would have the 
result of making them deviate from the norms 
of the group will encounter strong resistance. 

6. Strong pressures for changes in the group can 
be established by creating a shared perceT)tion 
by members of the need for change, thus making 
the source of pressure lie within the group. 

7. Information relating to the need for change, 
plans for change, and consequences of change 
must be shared by all relevant people in the 
group. 

8. Changes in one part of a group produce strain 
in other related parts V7hich can be reduced by 
eliminating the change or by bringing about re
adjustments in the related parts.101 

However, one of the major problems in organizational change 

is that too often the individual or the group approach is 

utilized and the problem is one of system change. It is 

one thing to propose changing groups or individuals, but 

it is a different matter to apply the same "principles" 

or methods to an entire system or organization. 

•̂ ^̂ D. Cartwright, "Achieving Change in People: 
Some Applications of Groun Dynaiviics Theory,' Hur.an :̂ ela-
tions Journal, IV (1951),np. 388-392. 



CHAPTER VII 

CONCLUSION 

' This paper has attempted to discover what the basic 

internal factors are that generate structure. We have es

tablished a taxonomy that allows a better understanding and 

view of influence upon the organizational structure. 

In chapter two, the physical setting was analyzed 

in terms of physical arrangement, job design, autom.ation 

and innovation. These facets of the physical setting were 

viev7ed with respect to their affect upon the individual 

in chapter three. It V7as shown how the physical setting of 

an organization can determine individual behavior patterns 

thus influencing group variables of behavior. 

In chapter four, the group was viev7ed with respect 

to the behavior patterns of two primary small groups, the 

formal and informal group. The group V7as presented in 

terms of how individuals affected the group's behavior, 

attitudes and cohesiveness. Yet it V7as also shô -m, that 

the individuals are affected by group mores, goals and atti

tudes. The group was shoim to be extremely important to 

the organization as both the goal of change and as a vehicle 

of change through which management, and the organization 

can progress. 

Chapter five, which dealt with the major organiza

tional substructures, was approached from the viev;point 

62 
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that they are designed and implemented for the purpose of 

supporting and extending the life of the organization. The 

substructures were shov/n to be dependent upon one another 

and upon the groups and individuals they both govern and 

consist of. 

Finally, in chapter six the philosophy and direction 

of management was analyzed. In this portion of the analy

sis, the independent-dependent relationship came more clearly 

into view. It was shown that both the goals and the methods 

vzhich the organization use in obtaining them have a direct 

affect upon the individual, the small group and the major 

substructures of the internal organization. 

From this analysis has come the fact that the parts, 

behavior patterns, processes and people are inseparable v:hen 

an analysis of influences on the organizational structure 

is attempted. 

Since all parts of a social organization are inter
dependent, and the people; consequences: processes: 
bonds; roles; natural; material; ideational resources; 
and facilities names above can be considered as parts, 
it can be inferred as well as observed that: a 
change in one such part will generate a chain reac
tion of change in all other parts, and hence in the 
structure of the organization.10^ 

The hypothesis presented at the beginning of this analysis 

l^^E. W. Bakke and Chris Argyris, Orgfmjj^etl^ns^ 
Structure and D^manics (New Haven: Labor and Lanagement 
'cint¥F7~r95^ry7~p. 9:"' 
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has been V7ell substantiated by the material gathered in the 

research. From these facts has come the proposition that 

when analyzing the influences upon the structure of an or

ganization, it is necessary to keep in mind the interre

latedness of the various considerations. 
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