PERSPECTIVES OF THE ORGANISATION
Organisations in one form or another have always been an integral feature of human civilisation.  Although the origins of modern organisations can be traced back thousands of years, they evolve continually and the organisations of today are clearly very different. The beginning of the 20th century with the emergence of large corporate entities, and the work of writers such as Frederick Taylor on scientific management and Max Weber on bureaucracy, drew attention to the importance of the work organisation.1

All organisations have some function to perform. They exist in order to achieve objectives and to provide satisfaction for their members. Organisations enable objectives to be achieved that could not be achieved by the efforts of individuals on their own. It must be remembered that organisations are structures of people. Through co operative action, members of an organisation can provide a synergistic effect. Organisations are an integral part of society involving both public and private sectors and including charities and the voluntary sector. There are, then, many different types of organisations that are set up to serve a number of purposes and to meet a variety of needs. Organisations come in all forms, shapes and sizes. Not only are there many different types of organisations, there is some suggestion that cultural differences in countries can reflect different conceptions of what actually is an organisation.

Common factors in organisations
All organisations have their own individual character, culture and sense of identity and differ in their attributes, processes and methods of working. However, despite the differences, there are at least three common factors in any organisation:
■ people
■ objectives
■ structure.

It is the interaction of people in order to achieve objectives that forms the basis of an organisation. Some form of structure is needed by which people’s interactions and efforts are channelled and co-ordinated. We can add to these a fourth factor:
■ management.
Some process of management is required by which the activities of the organisation, and the efforts of its members, are directed and controlled towards the pursuit of objectives. The actual effectiveness of the organisation will be dependent upon the quality of its people, its objectives and structure, and the resources available to it. The interrelationship of people, objectives and structure, together with the efficient use of available non-human
and human resources, will determine the success or failure of the organisation and the extent of its effectiveness (see Figure 3.1).
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Differences in applications
Despite these common factors, the structure, management and functioning of these organisations will all vary because of differences in the nature and type of the organisation, their respective goals and objectives, and the behaviour of the people who work in them. 

THE FORMAL ORGANISATION
The formal organisation can be distinguished from the informal organisation – the difference between them is a feature of the degree to which they are structured.  A formal organisation has been defined by Schein as:
the planned co-ordination of the activities of a number of people for the achievement of some common, explicit purpose or goal, through division of labor and function, and through a hierarchy of authority and responsibility.4

An organisation is a pattern of roles and a blueprint for their co-ordination. The object of co-ordination is activities, not people. The formal organisation can exist independently of the membership of particular individuals.
The formal organisation is:
■ deliberately planned and created;
■ concerned with the co-ordination of activities;
■ hierarchically structured with stated objectives; and
■ based on certain principles such as the specification of tasks, and defined relationships of authority and responsibility.

An organisation chart may give a representation of the formal structure. Other examples of the formal organisation are rules and regulations, policy manuals, standing orders and job descriptions (see Figure 3.9).

BASIC COMPONENTS OF AN ORGANISATION
Any organisation can be described, broadly, in terms of an operating component and an administrative component.6Figure 
■ The operating component comprises the people who actually undertake the work of producing the products or providing the services.
■ The administrative component comprises managers and analysts and is concerned with supervision and co-ordination.
Developing this description, we can analyse the work organisation in terms of five basic components: the operational core, operational support, organisational support, top management and middle management (see Figure 3.3).
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■ The operational core is concerned with direct performance of the technical or productive operations and the carrying out of actual task activities of the organisation – for example, people putting together parts on an assembly line, teaching in a classroom, treating a patient, cooking meals in a hotel, serving in a bank or repairing a hole in the road.
■ Operational support is concerned indirectly with the technical or productive process but closely related to the actual flow of operational work – for example, people working in quality control, work study, progress planning, storekeeping, works maintenance or technical services.
■ Organisational support is concerned with provision of services for the whole organisation, including the operational core, but which are usually outside the actual flow of operational work – for example, people working in human resources, medical services, canteens, management accounting or office services.
■ Top management is concerned with broad objectives and policy, strategic decisions, the work of the organisation as a whole and interactions with the external environment – for example, managing directors, governors, management teams, chief executives, boards of directors or council members.
■ Middle management is concerned with co-ordination and integration of activities and providing links with operational support staff and organisational support staff, and between the operational core and top management.

PRIVATE AND PUBLIC SECTOR ORGANISATIONS
Organisations can, traditionally, be distinguished in terms of two generic groups:
■ private enterprise organisations; and
■ public sector organisations.
The distinction can be made on the basis of ownership and finance, and the profit motive.

Private enterprise organisations are owned and financed by individuals, partners, or shareholders in a joint stock company, and are accountable to their owners or members. They vary widely in nature and size, and the type and scope of goods and services provided. The main aim is of a commercial nature such as profit, return on capital employed, market standing or sales level.

Public sector organisations are created by government and include, for example, municipal undertakings and central government departments, which do not have profit as their goal. Municipal undertakings such as local authorities are ‘owned’ by the council tax payers and ratepayers and financed by council taxes, rates, government grants, loans and charges for certain services. Central government departments are ‘state owned’ and financed by funds granted by parliament. Public sector organisations have political purposes and do not distribute profits. Any surplus of revenue over expenditure may be reallocated through improved services or reduced charges. The main aim is a service to and the well-being of the community.
How well our public services are operating, how effectively they are meeting the needs of those they serve, and how they are delivering those services are all questions that we need to ask. We all need to be confident that public money, our money, is being well spent and is achieving the results that we, the public, require.7

Not-for-profit organisations
The increasing scale of privatisation and the blurring of commercial interests and social interests have led to an alternative classification of organisations:
■ those run for profit; and those clearly
■ not-for-profit.

Not-for-profit organisations include on the one hand charities, private societies and most religious organisations, and on the other hand National Health Service hospitals, universities, prisons, and most government and local authority departments. However, even in not-for profit, public sector organisations there has been increased government pressure to ensure cost-effectiveness, investment by private sector involvement, and efficiency and economy in their operations.  The same blurring of distinctions can also be seen in the case of charities. For example, Arnott points out that there is very little about 21st-century charities which is straightforward and they exist in a highly complex context.

The old distinctions between private, public and not-for-profit sectors have been blurred as charities have taken on an ever-increasing role in the delivery of public services. Tough competition for funds and growing public scrutiny have led many charities to adopt practices once more commonly associated with the commercial sector.8

SOCIAL ENTERPRISE ORGANISATIONS
In recent years increasing attention has been given to a particular form of organisation that brings together aspects of both the private and public sectors – the social enterprise organisation. Such organisations are set up in response to social or environmental concerns and have been highlighted by current economic difficulties. Although they function as companies, their main concern is with the community in general rather than with shareholder value or specific public interest. Social enterprise organisations promote the well-being of society but are not charities and they suggest elements of both capitalism and socialism.

Unlike not-for-profit organisations, social enterprise organisations may be said to have a triple bottom line trading in goods and/or services with social, environmental and financial objectives. However, as the name suggests they have a primary concern with a social purpose and the creation of social value. This is their central and overriding concern and the generation of any financial surplus is for reinvestment, and to further their social and environmental goals. Social enterprises are very diverse and may take a number of different forms including community enterprises, farmers’ markets, leisure trusts, provision of local services, and job creation and training. In the public sector there are many examples of social enterprises in primary and community health and care services.
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PRODUCTION AND SERVICE ORGANISATIONS
Another major distinction is arguably between production and service organisations. Compared with ‘production’ industries, services tend to display a number of characteristic features, including the following:

■ The consumer is a participant in the service process. This requires particular attention to the surroundings and characteristics of the service operations.
■ Services cannot be stored, they are time-perishable and if they are not used they are likely to be wasted. For example, the income lost from a hotel room unsold on one day is lost for ever.
■ Unlike physical products, services are less tangible and more difficult to explain or communicate. Benefits derived from services tend to be associated with feelings and emotions.
■ In service operations, work activities are people-oriented and the characteristics of the workforce are particularly important in determining organisational effectiveness.
■ Measurement of output is difficult and there is unlikely to be a single, important criterion by which to measure effective performance.14

To what extent, then, are service industries any different from other industries? According to Levitt, it is only in a matter of degree:

Purveyors of service, for their part, think that they and their problems are fundamentally different from other businesses and their problems. They feel that service is people-intensive, while the rest of the economy is capital-intensive. But these distinctions are largely spurious. There are no such things as service industries. There are only industries whose service components are greater or less than those of other industries. Everybody is in service.15

However, other writers, such as Macdonald, maintain that service organisations are different (see Table 3.1).16 ‘Product quality and service quality are the same inasmuch as they apply to the results of different activities. There are, however, some fundamental differences in the organisation of an operation to provide products and services. There are also intrinsic differences between products and services.’17
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INTERACTIONS WITH THE ENVIRONMENT
The structure, management and functioning of an organisation are not only determined by internal considerations and choices but are also influenced strongly by a range of volatile external environmental factors. In order to be effective and maintain survival and growth, the organisation must respond to the opportunities and challenges, and the risks and limitations, presented by the external environment of which it is part. Changes in the environment will affect inputs, and changes in inputs will affect the transformation or conversion process and hence the outputs. The open systems approach views the organisation within its total environment and emphasises the importance of multiple channels of interaction.

The increasing rate of change in major environmental factors (technical, economic, social and governmental) has highlighted the need to study the total organisation and to adopt a systems approach. In addition to these major environmental factors, there is a multiplicity of constantly changing environmental influences that affect the operation of an organisation (see Figure 3.6). In order to understand the operations of organisations, and to improve organisational performance, it is necessary to consider how they achieve an internal and external balance and how they are able to adapt to changes in their environment and the demands placed upon them.22

Consider, for example, how the management and operation of a large comprehensive school might be affected by such external influences as government proposals for reform of education, changing demographic trends, the general economic climate, advances in information technology, changing views of the role of education in society, greater diversity of people in the catchment area, reports from Her Majesty’s Inspectors, increased health and safety concerns, representations from employers’ associations and trade unions, parent groups and equality campaigners.

PESTEL analysis
Organisational performance and effectiveness will be dependent upon the successful management of the opportunities, challenges and risks presented by changes in the external environment. One popular technique for analysing the general environment is a PESTEL analysis – that is, Political, Economic, Socio-cultural, Technological, Environmental and Legal influences. As an example, Lynch presents the main issues that might be considered when undertaking a PESTEL analysis (see Figure 3.7).23
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Critical reflection
ORGANISATIONAL CONFLICT
Most of us will understand what is commonly meant by organisational conflict and will be aware of its existence and effects. Conflict can be related to power and politics. Yet conflict is a term that can be defined and interpreted in a number of ways. For our purpose we can see conflict as behaviour intended to obstruct the achievement of some other person’s goals.  Conflict is based on the incompatibility of goals and arises from opposing behaviours. It can be viewed at the individual, group or organisation level. Ackroyd and Thompson use the term ‘organizational misbehaviour’ to refer to ‘anything you do at work which you are not supposed to’. Management establish boundaries that distinguish acceptable and non-acceptable behaviour from employees. The actions of employees are then judged as falling one side or the other of these boundaries.27

Common definitions of conflict tend to be associated with negative features and situations which give rise to inefficiency, ineffectiveness or dysfunctional consequences. The traditional view of conflict is that it is bad for organisations. Conflict is perceived as disruptive and unnatural and represents a form of deviant behaviour that should be controlled and changed. Clearly, extreme cases of conflict in organisations can have very upsetting, or even tragic, consequences for some people and have adverse effects on organisational performance. Conflict situations can give rise to excessive emotional or physical stress.

POSITIVE AND NEGATIVE OUTCOMES
Conflict is not necessarily a bad thing, however. It can be seen as a ‘constructive’ force and in certain circumstances it can be welcomed or even encouraged. For example, it can be seen as an aid to incremental improvement in organisation design and functioning, and to the decision-making process. Conflict can be an agent for evolution, and for internal and external change. Properly identified and handled, it can help to minimise the destructive influences of the win–lose situation.  From a survey of practising managers, who reported that they spend approximately 20 per cent of their time dealing with conflict situations, Schmidt records a number of both positive and negative outcomes of conflict.34 

Positive outcomes include:
■ better ideas produced;
■ people forced to search for new approaches;
■ long-standing problems brought to the surface and resolved;
■ clarification of individual views;
■ stimulation of interest and creativity;
■ a chance for people to test their capacities.
Critical reflection
Negative outcomes include:
■ some people feeling defeated and demeaned;
■ an increase in the distance between people;
■ development of a climate of mistrust and suspicion;
■ individuals and groups concentrating on their own narrow interests;
■ development of resistance rather than teamwork;
■ an increase in employee turnover.

THE SOURCES OF CONFLICT
Much has been written about the implications of conflict as a social process. Whilst recognising the importance of this debate, it is not the intention here to enter into a detailed discussion of the ideologies of conflict. The important point is not so much the extent to which it is possible to create a totally harmonious working environment, or whether competing sub-groups and conflict are seen as inevitable consequences of organisation structure, but
how conflict when found to exist is handled and managed.

There are many potential sources of organisational conflict. The main ones can be summarised as follows:
■ Differences in perception. We all see things in different ways and have our own set of values, beliefs and opinions. We all have our own, unique picture or image of how we see the ‘real’ world. Differences in perception result in different people attaching different meanings to the same stimuli. The underlying issue may have nothing specifically to do with work but as perceptions become a person’s reality, value judgements can be a potential major source of conflict. 
■ Limited resources. Most organisational resources are limited and individuals and groups have to fight for their share; for example, at the time of the allocation of the next year’s budget or when cutbacks have to be made. The greater the limitation of resources, then usually the greater the potential for conflict. In an organisation with reducing profits or revenues, the potential for conflict is likely to be intensified.
■ Departmentalisation and specialisation. Most work organisations are divided into departments with specialised functions. Because of familiarity with the manner in which they undertake their activities, managers tend to turn inwards and to concentrate on the achievement of their own particular goals. When departments need to co-operate, this is a frequent source of conflict. Differing goals and internal environments of departments are also a potential source of conflict. In Woodward’s study of management organisation of firms in this country she comments on the bad relationships between accountants and other managers. One reason for this hostility was the bringing together of two quite separate financial functions. People concerned with works accounting tended to assume responsibility for end-results that was not properly theirs; they saw their role as a controlling
and sanctioning one rather than as a servicing and supportive one. Line managers resented this attitude and retaliated by becoming aggressive and obstructive.37
■ The nature of work activities. Where the task of one person is dependent upon the work of others there is potential for conflict: an example would be if a worker is expected to complete the assembly of a given number of components in a week but the person forwarding the part-assembled components does not supply a sufficient number on time. If reward and punishment systems are perceived to be based on keeping up with performance levels, then the potential for conflict is even greater. If the work of a department is dependent upon the output of another department, a similar situation could arise, especially if this situation is coupled with limited resources: for example, where the activities of a department in which the budget has been reduced below what is believed necessary to run the department efficiently are interdependent with those of another department which appears to have received a more generous budget allocation.
■ Role conflict. A role is the expected pattern of behaviours associated with members occupying a particular position within the structure of the organisation. In practice, the manner in which people actually behave may not be consistent with their expected pattern of behaviour. Problems of role incompatibility and role ambiguity arise from inadequate or inappropriate role definition and can be a significant source of conflict.
■ Inequitable treatment. A person’s perception of unjust treatment, for example in the operation of personnel policies and practices or in reward and punishment systems, can lead to tension and conflict. For example, according to the equity theory of motivation the perception of inequity will motivate a person to take action to restore equity, including changes to inputs or outputs, or through acting on others.
■ Violation of territory. People tend to become attached to their own ‘territory’ within work organisations: for example, to their own area of work, or kinds of clients to be dealt with, or to their own room, chair or parking space. Jealousy may arise over other people’s territory – for example, size of room, company car, allocation of an assistant or other perks – through access to information or through membership of groups.38 A stranger walking into a place of work can create an immediate feeling of suspicion or even resentment because people do not usually like ‘their’ territory entered by someone they do not know and whose motives are probably unclear to them.
Ownership of territory may be conferred formally, for example by organisation charts, job descriptions or management decisions; it may be established through procedures, for example circulation lists or membership of committees; or it may arise informally, for
example through group norms, tradition or perceived status symbols. The place where people choose to meet can have a significant symbolic value. For example, if a subordinate is summoned to a meeting in a manager’s office this might be taken to mean that the manager is signalling higher status. If the manager chooses to meet at the subordinate’s place of work, or on neutral territory, this may be a signal that the manager wishes to meet
the subordinate as an equal. If a person’s territory is violated this can lead to the possibility of retaliation and conflict.
■ Environmental change. Changes in an organisation’s external environment, such as shifts in demand, increased competition, government intervention, new technology or changing social values, can cause major areas of conflict. For example, a fall in demand for, or government financial restrictions on, enrolments for a certain discipline in higher education can result in conflict over the allocation of resources. If the department concerned is
a large and important one and led by a powerful head, there could be even greater potential for conflict.
There are many other potential sources of organisational conflict, including:
■ individual – such as attitudes, personality characteristics or particular personal needs, illness or stress;
■ group – such as group skills, the informal organisation and group norms;
■ organisation – such as communications, authority structure, leadership style, managerial behaviour;
■ the age gap – Hart discusses how relationships between older employees and younger managers, where experience is on one side and power on the other, can lead to conflict:

The problem for the inexperienced manager in conflict with an older employee is that it is all too easy to label someone ‘difficult’ rather than intelligently trying to explore the reasons behind their behaviour. If steps are not taken to improve the relationship both manager and employee can end up feeling threatened and undermined.39

ORGANISATIONAL STRESS
In addition to organisational conflict, a major and related influence on the work/life balance, discussed later in this chapter, is the extent to which employees suffer from organisational stress. Stress is a complex and dynamic concept. It is a possible source of tension and frustration, and can arise through a number of interrelated influences on behaviour, including the individual, group, organisational and environmental factors. The Health and Safety Executive (HSE) defines stress as: ‘The adverse reaction people have to excess pressure or other types of demands placed on them. There is clear distinction between pressure which can create a “buzz” and be a motivating factor and stress, which can occur when this pressure becomes excessive.’40

However, York contends that despite all the business-speak, people get seriously vague when it comes to definitions and raises the question: what is stress? Is it a new name for an old-fashioned condition such as unhappiness or overwork, or is it peculiar to our uniquely pressured times? York suggests there is something in the idea that stress isn’t just about hard work or unhappiness, but about conflict, confusion and frustration. It’s about the anxiety
generated by multi-tasking and balancing priorities, meeting contradictory demands, about knowing where to start and papering over the cracks when you want to do too much.41

The effects of stress
An increasing number of surveys report perceived or actual increases in levels of stress and contend that stress at work is one of the biggest problems in European companies and one of the major adverse influences on the quality of working life and work performance. There have also been a number of highly publicised reports of successful legal claims based on the effects of stress.

Research by organisations such as the Health and Safety Executive have identified stress, anxiety and depression as among the most commonly reported illnesses, and wider research has also indicated that stress, brought about through work intensification and conflicts between home and work, is related to the risks of disease and ill-health.42
A study by van Zyl and Lazenby found that South African managers in affirmative action positions are functioning in a stressful environment that can give rise to unethical acts. Results indicated that high stress correlates substantially with claiming credit for a subordinate’s work, failing to report a co-worker’s violation of company policy, offering
potential clients fully paid holidays and purchasing shares upon hearing privileged company information.43

The results of unrelieved stress on the individual and on business are worrying. The result may be higher accident rates, sickness absence, inefficiency, damaged relationships with clients and colleagues, high staff turnover, early retirement on medical grounds, and even premature death . . . The cost of stress is huge. It is devastating to the individual and damaging to the business
at a time when the need to control business costs and ensure an effective and healthy workforce is greater than ever. It is in everyone’s interest to tackle the taboo on talking about emotional problems because it is this which inhibits individuals from seeking help.
Simon Armson, Chief Executive, The Samaritans44


IS STRESS NECESSARILY TO BE AVOIDED?
A certain amount of stress may not necessarily be seen as a bad thing and may arguably even help promote a higher level of intensity and motivation to get work done. It is important to bear in mind, however, that stress can potentially be very harmful. But what is the distinction between pressure and stress? ‘Pressure’ can be seen as a positive factor that may be harnessed to help people respond to a challenge and function more effectively. ‘Stress’ may be regarded as a continuous negative response arising from extreme pressure or other demands and the individual’s inability to cope.

Personal performance may improve with pressure, up to a certain point. Beyond that point, continuous pressure leads to a fall in performance as the person is no longer able to cope. Signs of this are fatigue, poor judgement and bad decision making. In turn, this can lead to serious business problems.47

So, to what extent is stress a negative or positive influence on employee behaviour? Stress is a very personal experience, as is the response of each individual to it and their beliefs about how best to cope with the causes and effects. Orpen questions the prevalent view among managers in Britain that seems to be that stress at work is something to be avoided at all costs. Just as there are circumstances when individuals may have too much stress, there are also circumstances when individuals may have too little stress for effective performance. 48 This view also appears to be supported by Gwyther, who points out that although stress appears to have become public health enemy number one and is viewed as the culprit of myriad complaints, the term is bandied about far too readily and there is a need to stand back and attempt to get things into some sort of perspective. A measure of stress is natural.
A degree of stress at work is no unhealthy thing and without it nothing would ever get done.49

However, it is important to bear in mind that although management may believe that a moderate level of stress can be a spur to increased work performance, employees are unlikely to perceive this in the same way and dispute what is regarded as an acceptable level of stress or excessive pressure. As ACAS point out, whilst some amount of stress can be useful as a spur to motivation the key phrase in the HSE definition is ‘adverse reaction’. This can include physical symptoms such as headaches, stomach problems and muscle tension, and mental symptoms such as anxiety and depression. These reactions can be extremely debilitating and result in reduced productivity, absenteeism and poor morale in the workplace.50

CAUSES OF STRESS
Whatever the effects, it is generally acknowledged that stress is potentially part of everyday working life. It occurs for a variety of reasons, including individual differences and types of personality; occupation and actual nature of the job, whether working in the private or public sector; and organisational conflict.
Other sources of stress at work include the following:
■ Restructuring of organisations and reductions in staffing levels resulting from demands for improved business competitiveness and lower operating costs. This has placed greater pressures on remaining staff and resulted in a growing number of work-related health problems, work stress and a less efficient workforce.
■ The long-hours culture, increased workloads and work intensification, together with unreasonable deadlines.
■ Excessive rules and regulations, and greater bureaucratic burdens especially among professional groups.
■ Developments in information and communications technology (ICT) that mean staff are far more constantly and easily contactable and expected to deliver everything faster. This can lead to greater pressure on individuals, a reluctance to switch off and a blurring between work and home life.
■ Organisational changes such as redundancies and the loss of key members of staff that place extra demands on managers.
■ Interpersonal relationships at work, especially with immediate superiors; poor communications; office politics.
■ Lack of delegation and autonomy over control of work. Research into managers in various types of organisation in 
Western Australia showed that delegation of responsibility to middle managers required great skill, which was too seldom present. Replies from 532 managers in 36 organisations indicated a clear correlation between lack of autonomy and stress at work. Stress was often caused by the hierarchical structure of the organisation not permitting sufficient autonomy. As a result, projects were frequently delayed and also managers’ authority within their departments was undermined.51
■ Organisation structure and role relationships. Lack of clarity about expected patterns of behaviour, or role conflict, is a potential source of stress. In the case of customer service, Jamison suggests that if there is a conflict between the requirements of a customer and the requirements of the organisation, this will induce unhelpful behaviour as a result of stress.52

COPING WITH STRESS
There are a number of measures by which individuals and organisations can attempt to reduce the causes and harmful effects of stress. There are also many suggested techniques to help individuals bring stress under control – for example, changing one’s viewpoint, identifying causes of distress, effective time management, expanding
one’s social network, laughing and telling jokes, relaxation training, working on stress reduction and appreciating that some stress can be useful. However, there are not always easy remedies for stress and much depends upon the personality of the individual. Techniques such as relaxation therapy may help some people, although not others, but still tend to address the symptoms rather than the cause.

As Vine and Williamson point out, stress-inducing hazards are hard to pin down, much less eliminate. It is important to know how people feel about the things that cause them stress as well as which ‘stressors’ are most common in a particular industry and occupation. Human resource policy should include several stress management building blocks within the organisation structure including management education, employee education, counselling and support, critical incident briefing, and good sound management.55  
Organisations also need to give greater attention to training, support and counselling and to the work organisation and job design.
1
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