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Q. 1. Describe and evaluate classical and neo-
classical approaches to understand organizations.

Ans. Ref.: See Chapter-2, Page No. 20, Q. No. 2.
Q. 2. Identify the characteristics of decentralized 

autonomous organizations. Discuss with examples to 
justify your answer.

Ans. Ref.: See Chapter-7, Page No. 83, 
‘Decentralized Autonomous Organizations’.

Q. 3. Compare and describe different contemporary 
approaches to job design.

Ans. Ref.: See Chapter-8, Page No. 93, ‘The 
Contemporary Approaches’.

Q. 4. Evaluate the reasons for the emerging trends 
that occur in work organization. Cite suitable examples.

Ans. Ref.: See Chapter-9, Page No. 105, ‘Emerging 
Trends in Work Organizations’.

Q. 5. Describe and discuss the role of HR and 
identify the strategies to improve organizational 
effectiveness. Cite examples.

Ans. Ref.: See Chapter-3, Page No. 36, Q. No. 1.

Q. 6. Describe, compare and discuss any two 

theoretical frameworks to understand organizations. 

Justify your answer.

Ans. Ref.: See Chapter-2, Page No. 17, ‘The 

Scientific Management Approach’ and ‘Weber’s 

Bureaucratic Approach’.

Q. 7. Discuss any two perspectives to design an 

organization and their merits and demerits.

Ans. Ref.: See Chapter-4, Page No. 39, ‘Universal 

Perspectives of Organization Design’.

Q. 8. Describe formal and informal organizations. 

Discuss centralization and decentralization of 

organizational structures with their merits and 

demerits citing examples.

Ans. Ref.: See Chapter-6, Page No. 66, ‘Formal and 

Informal Organization’ and Page No. 67, ‘Centralization 

and Decentralization’.
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Q. 1. Define organizational effectiveness. Discuss 
the process to evaluate organizational effectiveness 
with examples.

Ans. Ref.: See Chapter-3, Page No. 27, 
‘Organizational Effectiveness’ and ‘Evaluating the 
Effectiveness’.

Q. 2. Describe and discuss Henry Mintzberg’s 
typology to understand the linkage between an 
organization’s business strategy and organization 
design.

Ans. Ref.: See Chapter-4, Page No. 42, ‘Mintzberg’s 
Typology’ and Page No. 48, Q. No. 2.

Q. 3. Discuss the factors influencing changing 
organization designs and explain the guiding principles 
for choosing an effective design for the organization.

Ans. Ref.: See Chapter-7, Page No. 80, ‘Factors 
Influencing Changing Organization Designs’ and 
‘Choosing the Appropriate Organizational Design’.

Q. 4. Identify the characteristics of a boundaryless 
organization. Discuss and describe different boundary-
less organizations with their merits and demerits with 
suitable examples.

Ans. Ref.: See Chapter-6, Page No. 69, ‘Boundaryless 
Organizations’ and Chapter-7, Page No. 82, ‘Types of 
Boundaryless Organization’.

Q. 5. (a) Discuss how to fit technological 
advancements into job designs effectively.

Ans. Ref.: See Chapter-8, Page No. 96, ‘Impact of 
High Technology on Job Design’.

(b) What are the impediments to job design? 
Discuss and cite suitable examples to justify your 
answer.

Ans. Ref.: See Chapter-8, Page No. 96, ‘Impediments 
in Job Design’.

Q. 6. Discuss and describe the trends which will 
emerge in the work place in future and justify your 
answer with examples.

Ans. Ref.: See Chapter-9, Page No. 107, 
‘Prophesying the Future’ and Page No. 111, Q. No. 2.

Q. 7. Identify different sources of organizational 
conflict and discuss how it affects both individual and 
organization productivity.

Ans. Ref.: See Chapter-11, Page No. 130, ‘Sources 
of Organizational Conflict’ and Page No. 131, ‘Conflict 
Resolution Techniques’.

Q. 8. Describe and discuss classical organizational 
theory and its relevance in the present-day context.

Ans. Ref.: See Chapter-2, Page No. 16, ‘Classical 
Organization Theory’ and Page No. 21, Q. No. 1.
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INTRODUCTION
Organization is a sequential form in which a body 

of knowledge, data, people, things or other elements 
are arranged. An organization could be a company, 
business firm, or association. Organization is not simply 
for the business world. It can make our overall life 
better in general. Organizing our life will make things 
easier to find. It helps us to save our time and money. 
Time and money are two main valuable commodities 
that can yield to better results. Organization affects all 
areas of life. There are many things that we can do to 
make our life easier. One of the most important traits 
is organization. The main characteristic of our modern 
society is that people work together in organizations 
of all shapes and sizes in order to earn their livings by 
producing goods and services.

CHAPTER AT A GLANCE
MEANING AND CHARACTERISTICS OF 
ORGANIZATION 

Organization is a system having an established 
structure and planning where people work and deal with 
each other in a co-ordinated and co-operative manner 
for achieving goals. Max Weber has defined following 
features and dimensions for all organizations:

zz The organization has transparent and 
different boundaries: An organization is a 
social element having boundaries which restricts 
the admission of outsiders.

zz The organization has a central  co-ordination 
system: The organization has a central authority 
system. All the decisions are made by the execu-
tives centrally.

zz The organization is differentiated internally: 
All the internal organizational roles are regulated 
by formal rules. Rules are implemented in 
disciplined manner.

zz The organization is legitimate: The organization 
is justifiable by order, distribution of authority, 
power and responsibilities. Employees hold 
certain positions in the organization and have 
the authority to force orders and rules to obey.

zz The organizations’ characteristics establish 
what is achieved: Organization goals, structures, 
processes, behaviour and outcomes have a 
high level of reliability. The achievement 
of organizational goals is dependent upon 
organizational structure and processes.

zz The organization is flexible: The organizations’ 
structure and tools can be altered in order to 
improve the problems and solving capacity.

zz The organization is a part of societal 
transformation: Organization is a part of 
society. Its growth reflects a changing or from 
traditional to a modern society.

ORGANIZATION AS SYSTEM
Meaning of System: System is a set of independent 

entities that forms an integrated whole. Systems have 
structure, behaviour and a group of functions. It may 
also refer to as a set of rules that controls structure. The 
main characteristics of a system:

zz A system should be planned according to the 
objectives.

zz A system is a collection of parts called subsystems 
that must have an established arrangement.

zz The objectives of an organization are more 
important than the objectives of its subsystems.

Approaches to Understanding Organizations 1

ORGANIZATIONAL THEORY AND DESIGN

www.neerajbooks.com

www.neerajbooks.com



NEERAJ 
PUBLICATIONS

2 / NEERAJ : ORGANIZATIONAL THEORY AND DESIGN

zz A system contains certain individual elements 
which need to be interrelated to each other.

zz The basic components of a system are: flow of 
information, energy and materials.

Organization as Systems
Components of Organization System: Organi-

zation consists of four major internal components 
such as: task, people, technology and structure. The 
main task of the organization is to achieve its goal 
or purpose for existence. The people are the main 
resource of the organization. The technology consists 
of tools, knowledge and techniques which are used to 
convert inputs into outputs. The structure states that 
how the overall work of an organization is designed. 
In addition to these internal components there are few 
external components such as: suppliers, customers 
and regulators. These external components help in 
achieving the organizations’ goal. 

Differentiation and Integration: Organization 
system consists of two distinct forces: Differentiation 
and Integration. Organization has different departments, 
division or units to perform distinct activities. The work 
is distributed among different departments. In order to 
maintain the unity among departments, every system 
has a mutual process i.e. integration. Integration can be 
achieved by implementing different methods such as 
co-ordination in hierarchy levels; direct supervision; 
rules, procedures and policies.
The Organization As An Open System

The two basic types of systems are: Open system 
and closed system. The open system theory was 
initially developed by Ludwig von Bertalanffy (1956). 
But Katz and Kahn were the first to implement the 
open system theory to organization. An open system 
means that the system depends on open interaction 
with its external environment. All living systems are 
open systems. For example, a consumer purchasing an 
organization’s product; it is an open interaction of the 
organization with its external environment. Thus, all 
organizations have open systems. A closed system is 
isolated from its environment. It exists only in theory. 

The main characteristics of an open system are:
zz Subsystems: A system is a collection of parts 

known as subsystems. The subsystem must be 
interdependent.

zz Synergy: When two or more people of an 
organization work together and the results are 
greater than the sum of their individual effects 
or capabilities is known as synergy. The system 
should be viewed as a whole and its performance 
should be viewed as an integrated system.

zz The Input-Output Model: All the open systems 
exchange inputs into outputs. Thus, a system is 
viewed as a transformation process.

zz Goal Seeking-open System: Open system 
interacts between elements and exchange 
information with their environment that result 
in final stage.

zz Entropy: Energy and resources are required 
to keep a system operating. Entropy is a 
measure of the disorders that exists in a system 
and it measures the errors occurring in the 
transformation process.

zz Steady State: Any state of a system where the 
rate of input of energy and matter is equal to 
the rate of dispersal of energy and output of 
materials known as a steady state. Open systems 
always tend to exhibit a steady state.

zz Feedback: Feedback refers to the system’s 
knowledge of how well it is accomplishing its 
purpose. It also measures whether the purpose 
itself is appropriate in the current environment. 
It tends to provide useful information for future 
decisions and development.

The organization as an open system is a collection 
of following subsystems:

zz Goals and values, technical, psychosocial, 
structural and managerial which are reliant on 
each other. 

zz Organizations are open to their environment and 
compete to achieve an appropriate relation with 
that environment.

zz Organization as an open system is influence 
by the external environment that results in a 
dynamic equilibrium. 

zz The organization is expressed in terms of 
input-output mechanisms. There are three basic 
elements in the input/output model:

 (i) Inputs: The inputs received into the system 
are subject to a transformation process that 
converts the inputs into an output through a 
variety of processes.

 (ii) Process: The transformation process yields 
outputs of materials and energy that are 
exported to the environment. 

 (iii) Outputs: The outputs are the system’s 
attempt to fulfil its purpose.

The open system interacts with its environment and 
receives information, feedback from its environment. 
The figure ahead shows the open system model that 
interacts with its environment:
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APPROACHES TO ORGANIZATION
A metaphor is a figure of speech in which an 

implied comparison is made between two dissimilar 
things that actually have something in common. 
According to Gareth Morgan “the one of the most basic 
problem of modern management is that the mechanical 
way of thinking which is often difficult to organize.” 
For which Morgan provides his ideas: to explore a 
number of alternative metaphors to create new ways of 
thinking about organization; to show how metaphors 
can be used to analyze; He illustrates his ideas by 
exploring eight standard metaphors of organization: 
Machines, Organisms, Brains, Cultures, Political 
Systems, Psychic Prisons, Flux and Transformation, 
Instruments of Domination.

Organizations as Machines: The machine 
metaphor is defined as an organization that operates 
in a mechanistic like manner. These organizations are 
very structured and centralized. The tasks performed 
are conventional and repetitive due to which the 
workers become isolated from their work. The machine 
metaphor creates few strengths and weaknesses within 
an organization. According to Max Weber, Mechanistic 
approach work well only:

zz When there is a straight forward tasks to 
perform; 

zz The environment is stable and predictable; 
zz When one produces the same product time and 

again with efficiency; 
zz The human parts are conforming and behave as 

they have designed. 

The weaknesses of the machine metaphor are:
zz The inability in adapting the changing 

circumstances; 
zz Designed to achieve predetermined goals; 
zz Takes time to get an efficient division of lab 

through detailed analysis. 
Moreover, the mechanistic approaches result 

in unquestioning bureaucracy. The problems can 
be ignored; communication can be ineffective; top 
management can become remote and initiative is 
discouraged. 

Organizations as Organisms: This metaphor has 
its roots in terms of organic functioning i.e. natural 
selection or biology. This concept focuses on: 

zz Open systems;
zz Organizational life cycles;
zz Process of adaptation to environment;
zz Different species of organizations and relations 

between species and their ecology. 
These ideas have a massive impact on the way 

of thinking about an organization. Under machine 
metaphor, organization theory is in the form of 
relations between goals, structures and efficiency. 
Organism has changed this idea. This approach is 
guiding attention towards general issues of survival, 
organization-environment relations and effectiveness. 
The goals, structures and efficiency now become more 
biological concerns.

Organizations as Brains: Morgan’s concept 
of the organization as a brain is based on the way 
organizations store information. The brain metaphor 
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provides a way to approach organizational learning. 
In this metaphor Morgan discusses three major 
components of literature: on information processing, on 
interdisciplinary study and self-correcting systems and 
on organizational learning. The brain is an incredibly 
powerful information processing system. Information 
is needed to coordinate the firm’s resources for faster 
innovation of new products, reduced duplication of 
efforts, savings costs in research and development, 
enhanced employee’s satisfaction. Strengths of the 
brain metaphor are:

zz Clear guidelines for creating a learning 
organization;

zz How information technology can support 
organizations?

zz Gain a new theory of management based on 
knowledge;

zz Decentralized decision-making is powerful.
zz Limitations of the brain metaphor are:
zz There may be conflict between the requirements 

of learning and the realities of power and control;
zz Information is not knowledge.

Organizations as Cultures: Culture is the 
way we do things around. It is the environment that 
surrounds us at work all of the time. Culture is made up 
of values, believes, underlying assumptions, attitudes 
and behaviour of people. It is influenced by the 
organization’s founder, executives and other managerial 
staff because of their role in decision-making and 
strategic direction’s. As we live in an organizational 
society. Large or small both organizations have an 
organizational culture. People working in factories 
and offices all belong to the same industrial culture. 
They are all members of organizational societies. 
Anthropologists and sociologists have long observed 
organization as a culture observable fact and provided 
valuable sociological analysis; French sociologist 
are Emile Durkheim (1934), Weber (1947), Parsons 
(1973), etc. The main force of this metaphor is that it 
exhibits how organization lays in share system values, 
principles, ideas, social practices that eventually 
provide guidance to organized actions.

Organizations as Political Systems: A political 
system is composed of the members of a social 
organization who are in power. This metaphor of 
organization as political system is based on the 
relationships between an individual and organization. 
There are three frames of references to understand 
organization as political system: Unitary, Pluralist and 
Radical. Each frame is different in its understanding 
of the relative interest of society and individual. The 
unitary frame of reference perceived as an integrated 

system. It assumes that management and staff, and all 
members of the organization share the same objectives, 
interest and purposes. It is based on a community of 
interest. In contrast, the pluralist frame of reference 
focuses on interest, conflicts and sources of power 
that shape organizational life. It assumes that there are 
diverse goals and objectives that reflect plural interest 
present in all organizations. Like, different managers 
at different levels would be responsible for different 
functions and they will have competing goals. Likewise, 
different group of employees will have different needs 
and requirements. Thus, pluralist approach assumes 
that conflict is a normal part of an organization and 
can never be eliminated. Due to which, pluralist will 
seek to manage conflicts and limit the negative effects. 
The radical frame of reference recognizes the basic 
inequalities and power differentials characterizing the 
industrial capitalist society. It relates to work conflicts 
back to the structural patterns.

Organizations as Psychic Prisons: This metaphor 
describes the embarrassing situations of human beings 
as prisoners of their thoughts and actions. It deals with 
unconscious matters, rationality and powerlessness. 
Organizations are ultimately created and sustained by 
conscious and unconscious processes with the belief 
that people can actually become imprisoned by ideas, 
thoughts and actions through which these processes 
give rise. Alternatively the psychic prison metaphor 
provides us ways of thinking and encourages inquiring 
about the fundamental grounds which individuals’ 
perform every day. According to this metaphor, 
organizations are seen as socially constructed realities 
which are based on unconscious obsessions of people 
in the organization. These constructed realities may be 
experienced as problematic. In this context, Morgan 
has included several explanations of human behaviour 
based on psychological mechanisms in order to handle 
anxiety, desire, fear and hate.

Organizations as Flux and Transformation: 
The management and organization theory is based 
on the idea of organize, predict and control. In this 
context, Morgan explored four processes:

zz The first theory is of Autopoiesis: puts the 
relationship between systems and their 
environments in a new light. 

zz The second theory is of chaos and complexity: 
with a view of explaining how ordered pattern 
can emerge from impulsive organization. 

zz The third theory suggests ideas enclosed in the 
stress and tensions found in relations.

zz The fourth theory suggests that change is the 
product of tensions between opposites.
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