TESC-MPA Program    Doing PA Winter 07 Gould/Geri
Organizational Analysis and “Diagnosis” 

I.  Making Sense of Organizations………

How do we make sense of the complex collectivities we call “organizations”?  There is no set answer to this question.  Nearly any theory, idea or hypothesis (from the social or even the “hard” sciences) may be used as an analytical tool, or “lens” through which the activities, structure or other aspects of organizations may be examined.  For example, followers of Freud have examined organizations through a psychological lens (e.g., organizations and neurosis); Marxists apply the critique of capitalism (e.g., organization as exploiter); some analysts apply scientific models of chaos and complexity (e.g., Margaret Wheatley’s Leadership and the New Science).  

Typically, reports on organizations initially describe the entity and what may be happening there. But when descriptions are reflected upon and put in context, they become analysis, and may then become hypotheses about what caused a pattern or problem.  These may in turn be used as a basis for trying to “fix” it.  This is one of the reasons for being cautious about organizational analysis.  Another is that people react to the data gathering process: asking questions is an intervention in its own right.  So work in this arena should be approached with caution. 

II. Major approaches to organizational analysis 

a. Organization theory: examines the design and structure of organizations; the processes of differentiation (the division of labor and the grouping of functions) and integration (the distribution of authority); relationships between organizations and their social, political, institutional, and economic environments; and the nature and role of politics, power, and conflict that may result from inherent tensions in coordinating a range of disparate functions and interests. 

b. Organizational behavior: Focus on human behavior in a variety of settings within work organizations, the extent to which management is able to or should influence this, how this might be achieved and with what effects.

c. Strategic management: analyzes the organization in its environment, examines processes by which organizations position themselves and seek to marshal resources and capabilities to support and implement strategies. How do organizations match, or fail to match, organizational capabilities and strengths with external opportunities and constraints? 

d. Organization development: attempts to identify problematic elements of organizational life; goal is to make sense of organizational change; diagnose and rectify structures, cultures, behaviors that are dysfunctional, to improve performance and make people in the organization feel more fulfilled. 

III. Flat, descriptive Approaches

Mission and/or vision and objectives, major programs/activities and desired outcomes, history, population served, budget(s), structure, staffing. 

IV. Structural Frameworks of Organizational Analysis. 

A. Structure: Typically, the allocation of formal responsibilities in an organization; the linking mechanisms and reporting relationships

B.   Models of Structure 

	Complexity
	Formalization
	Centralization

	How differentiated is the organization, 

horizontally (how different are org. subunits?); 
vertically (how many levels are there?) 

spacially (how dispersed is the org geographically?)
	How standardized are the the jobs within the organization?  How much discretion do employees have?
	To what degree is decisionmaking 
concentrated in the organization?  Where is it     
concentrated?


Why do structures differ? 

        Size:  Of the organization and the magnitude of its tasks.  How specialized is it? 
        Technology:  How are inputs processed into output/outcomes? 
        (Question: does technology cause structure?) 
        Environment: What is “out there?” 
        Power:  Individual, institutional needs for control; decisionmaking norms 

Uncertainty about the environment may impact the complexity of an organization and its degree of formalization. Important structural variables: size, organization level, span of control, etc., etc. 

Types of structures: 

        Mechanistic:  High in complexity, formalization and centralization.  
        Examples: the bureau; functional, divisional, conglomerate designs. 

        Organic:  Low complexity, formalization and centralization.  Examples: ??? 

Why does the public sector rely so heavily on mechanistic structures? 

C.  Charles Handy (Understanding Organizations). Links—structure and culture

	Dominant Culture
	
	Likely Structure/Metaphor

	Power
	Depends on central power       
	Web.  Breaks if overloaded; needs nimble “spider”

	Roles
	Relies on rationality, procedures; vulnerable
	Temple. Not adaptable

	Task
	Temporary teams; project focus
	Net. Matrix org; can create havoc if people can’t adapt

	Person
	Self-centered; shared influence; minimal control
	Cluster.  Weak links between them. 


D.  “New” Organizational designs/structures 

* Adhocracy (Mintzberg) 
* Internal markets 
* Networks 
* Appreciative systems (Richard Hames) 

V.  More Models….

A. Harry Levinson: Organizational Diagnosis; Organizational psychoanalysis. First do an extensive, intimate case study, collect voluminous data.  His outline for an org. exam (full model includes 11 pages of variables):

· “Genetic” data: identify the org, trace its history 

· Descriptive and analytical data, on structures, size, budget, activities, 
          processes, examine other studies on the organization 

· Interpretive data: perceptions, knowledge, language,emotion, attitudes and  relationships 

· Then analyze the data; examine environmental factors,  the orgs strengths and weaknesses, opportunities and threats 

The findings from this case study are then used to develop and present recommendations for further action 

B. Gareth Morgan: Images of Organization.  What factors are likely to cause organizational problems? 

Environment; strategy; technology; types of people; culture; structure; philosophy 

C. Blake and Mouton in Grid Organization Development suggest a slightly different set of factors to examine: 

Power and authority; norms and standards; cohesion and morale; 
differentiation and structure; goals and objectives; feedback and critique 

D.  Decisionmaking styles: Allison’s Models

1. The "Rational Actor" Model: Governments are treated as the primary actor.  Leaders construct a set of goals, evaluates them according to their utility, then picks the one that has the highest "payoff."

2.  Organizational Process Model.  In a crisis, leaders cannot react “rationally” and consider all possible courses of action; they satisfice and identify a small number of options.  Pre-existing solutions developed by components of the organization are easily available—these are part of the organization’s “repertoire”—and provide quick, palatable options that can be easily implemented. 

3. Governmental Politics.  Governmental actions are best understood as the result of politicking and negotiation by its leaders.  “Players” in the game differ in terms of background, interests and extent of their power.  The goal is to advance the government’s interests while also advancing your own. 

E.. Service Quality.   In their book, Delivering Quality Service, Zeithaml, Parasuraman, and Berry present an instrument they name SERVQUAL, designed to measure expectations and perceptions of customers/clients along five quality dimensions:

· tangibles (appearance of physical facilities, equipment, personnel, communications materials) 

· reliability (ability to perform the promised service dependably and accurately) 

· responsiveness (willingness to help customers and provide prompt service) 

· assurance (knowledge and courtesy of employees and their ability to convey trust and confidence 

· empathy (caring, individualized attention provided to customers) 

This instrument may provide important data to the organization on the quality of its services and the perception of the org. by its clients--a factor which OD often tends to overlook.  It is very useful, especially when combined with focus group data.
F. Edwin C. Nevis, Organizational Consulting, a Gestalt Approach. 
A qualitative approach to data collection

· Assessment is a better word for the process than diagnosis; think of holistic interrelationships,  not cause and effect 

· Diagnosis, intervention, and change often occur simultaneously (remember the “garbage can” model?) 

· Focus on the overall pattern being created; remember the “gestalt” emphasis on the “figure/ground” distinction

· Intuition-feelings and other sensations from the outside researcher or consultant are useful data 

· Process of interacting with the system is critical

VI.  Practical considerations when doing an organizational analysis 

· time-in many senses 

· organizational size: the larger the unit, the more likely that questionnaires will be needed to obtain valid/reliable data

· who asked for the study? Where are they in the organization?  How much power do they have?  Are they liked, respected, or feared?  These emotions will be transferred to the consultant/team, at least initially

· establish an honest, open relationship 

· consider using participant observation 

· what are “valid” data in the context of an organizational analysis?

· Be cautious when moving from description to diagnosis.  Think in terms of hypotheses, that may or may not be correct
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