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ABSTRACT

This research study is motivated by the desire to develop
an understanding of the organisational climate construct,
and its antecedents and consequeﬁces in the Jordanian
national context. Within the this framework, the study
seeks to examine several major aspects. The first is to
ascertain the kind qf perceived organisational climate
that exists in Jordanian manufacturing companies and to
examine the reliability and interdependence of climate
dimensions. These dimensions are Structure,
Responsibility, Reward, Risk, Warmth, Support, Standards,
Conflict, and Identity. The next aim of the research is
.to exblore the differences in climate perceptions
accordihg to eﬁployees’ personal (age, gender, marital
status, and education) and career (tenure, position, and
pay) background patterns. The third aspect'investigated
is the relationship between climate dimensions ' and
measures of organisational effectiveness (behavioural and
financial based measures). Behavioural measures include
retention of high-level employees, job satisfaction, and
intention to quit, whereas financial performance is

measured by Growth and Profitability indices.

In order to achieve these objectives, self-administered
questionnaires were collected from 297 subjects in 16
companies from the manufacturing sector which were

III



selected on a priori basis. Discussions with employees
and consultation of companies reports were also used to
obtain research data. The results of the study showed
that the climate instrument used was reliable and its
dimensions were independent of each other. Higher levels
of Reward, Risk and Conflict, and lower levels of
Structure, Responsibility, Warmth, Support, Standards,
and Identity were found in Jordanian industrial
companies. The Dbackgrounds of employees (with the
exception of gender) were found to account for
significant differences in the perception of several
dimensions of climate. It was also found that some
dimensions of organisational <climate were related
significantly to the behavioural parameters of
organisational effectiveness. An interesting finding was
that two dimensions of climate (Responsibility and
Support) exhibited negative and significant relationships
with Sales growth. On the other hand, none of the climate
dimensions were able to correlate significantly with the
Profitability parameter of the organisations under

scrutiny.
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CHAPTER ONE
INTRODUCTION

The purpose of this chapter is to acquaint the reader
with the background to the research, throw a light on the
significance of the research ptoject, address the
objectives of the study, discuss the search for

performance, and show the overall layout of the thesis.

1.1 BACKGROUND TO THE STUDY

Among the centfal economic concerns of industrialised as
well as less industrialised countries are those of
greater efficiency, higher productivity, and improved
quality. There is an increasing demand at the
organisational level for greater output from the input
resourcés of men, money, machines, and :materials.
Moreover, increased productivity and leVels of
performance have 1long been ‘the classic concerns of
researchers. These issues remain major ‘themes inl the
contemporary literature of organisational behaviour,
organisation theory, production management,. operations
research, industrial psychology, -industrial relations,

and sociology.



Developing countries; usually with 1less intensive
"technological 1levels, are’ interested 1in factors 6ther
than technology, which might introduce improvements ih
their level;of performance. The people factor could be
one such element in improving productivity and
performance‘in organisations. It is widely accepted that
developing» countries, more than others;, have low
organisational productivity and >performance levels.
Powell (1987:18) clarified this point and related it to

the human side of organisations when he asserted that:

"Labour productivity [in developing countries]
tends to be low. This is not only a reflection
of inadequate skills and methods due to no or
poor training, but it also reflects poor
supervision, lack of planning, lack of
incentives and over-staffing. All of this
reflects inadequacies of human resource
management, which has additional negative
consequences such as high absenteeism and
turnover of personnel at all levels." (Powell,
1987:18)

In recent years, increasing attention has been.given by
organisational scientists and management consultants to
the importance of the term ’‘organisational climate’ in
understanding the behaviour and performance of employees.
Although there is a considerable amount of research on
organisational climate (see reviews by Campbell,

Dunnette, Lawler and Weick, 1970; Hellriegel and Slocum;



1974; James and Jones, 1974; and Woodman and King, 1978),
there have been few systematic empirical attempts to
explore the influences of an organisation’s climate on

its level of performance.

The relationship between organisational climate and
organisational performance (or organisational
effectiveness as it will sometimes be referred to) has
been addressed by few researchers. Those studies that
have been done were conducted in the United States. As
far as Middle East is concerned, a review of published
and unpublished literature has not revealed any previous
attempt to investigate empirically the relationship
between organisational <climate and outcome variables(
productivity, profitability, satisfaction, etc.). Neither
in Jordan, nor in any of the other Arab countries has
there been any attempt to study specifiéally the
relationship between organisational climate and
organisational performance. There was an attempt to
measure employees’ perception of organisational climate
in public sector departments in the «city of Irbid
(El-Sabbagh, 1982). However, this researchv made no
attempt to empirically investigate the Trelationship
‘between organisational climate and other dependent
variables such as level of satisfaction or performance.
On the other hand, there was a stud§ which attempted to

measure factors affecting corporate performance



(Makhamreh, 1986), but made no effort to relate that

performance to dimensions of organisational climate.

1.2 IMPORTANCE OF THE STUDY

The performance of companies in Jordan has become a
growing concern to policy makers in the private as well
as in the public sector, especially during the second
half of the 1980s. This <concern is related to the
economic conditions of low growth in the Gross Domestic
Product (GDP) and other economic indicators to be

discussed in Chapter Four.

This study derives its importance from the following

characteristics:

First, most of the previous studies on the relationship
between climate and measures of organisational
performance have been conducted in industrialised
countries. There has been only one study in South Africa
(Boer, 1985). Hence, a large parts of the world have been
excluded. The intention of this research is to
investigate, for the first time, a relationship that has
never been studied in Jordan, or in any other Arab or

Middle Eastern country.



Second, the researcher believes that more research is
needed in this field in develbping countries in ordér to
fill existing gaps in the literature of management.
Therefore, comparing the results of ﬁhis study with the
studies conducting in developed countries would enable us
to determine whether the results of‘this study confirm
the results of earlier studies or not. It will also
contribute to the area of comparative 'management and

cross—-cultural comparison of research results.

Third, this study makes the first preliminary
measurements of how employees kin Jordanian industrial
corporations view their‘work environment, and assesses
the reliability and interdependence of the Climate

instrument in the setting of a developing country.

Fourth, the study investigates for the first time, the
differences 1in climate perceptions according to the
following employees’ background. attributes: gender,
marital status, educational level; and length of tenure

in the present company.

Fifth, at the methodological 1level, controlling the
influence of extraneous variables on the relationship
between  organisational <climate and organisational
performance is a unique feature of this investigation

which should make it more rigorous than any of the



previous studies that have been undertaken. In order to
minimise the influences on organisational climate and on
organisational performance by extraneous variables, the
selected field sites were of the same type of ownership
and business, organisational size, and level of

technology.

1.3 THE SEARCH FOR ORGANISATIONAL EFFECTIVENESS

The majority of researchers view factors bearing on the
levels of performance achieved by companies as a complex
accumulation of human, organisational, and external

variables. Boswell (1973:38) noted that:

"A vast number of influences on performance
are at work. Some of these are quantifiable,
others aren’t; some are external to the firm,
others are internal and managerial; and of the

later many are subtly interwoven."

The history of management thought in the last seventy
years, starting from Taylor'’s (1911) scientific
management movement, has sought to find methods with
which to improve levels of the organisational
performance. There are at least five major schools of
thought in the management literature which have been
concerned with the study of performance in organisations.

The goal of all of these has been to gain more



understanding about managing organisations in an
effective and efficient way. These approaches are: 1)
the scientific management approach; 2) the administrative
theory; 3) the human relations approach; 4) the
contingency approach; and 5) the unconventional approach
of ’attributes of excellence’. The researcher will
explain the key elements of each approach in the

following passages.

The scientific management perspective is a production
oriented approach that aimed at improving efficiency of
person-machine system. Taylor (1911) is credited as being
the father of scientific management movement. He was
concerned with a ’‘one-best-way’ of doing a job. Taylor
applied his scientific management principles in four
areas: standarisation, time and task study, systematic
selection and training, and pay incentives. The majority
of scientific managers sought higher productivity based

on the premise that people were economically motivated to

- work.

The administrative theory focused on rational approaches
to management. It built a theory of managemeﬁt based on
the assumption that management practices could be reduced
to a set of functions and principles. Fayol (1949) was a
primary founder of this approach. He 1listed fourteen
principles for managers to use. Among these were division

of work, authority, unity of command, unity of direction,



scalar chain, and equity. Fayol (1949:20) argued that the
division of labour was necessary in order to effectively

use labour:

"The object of division of work is to
produce more and better work with the same
effort. Division of work .e s has been
recognised as the best means of making use of
individuals and of group of people."

The third approach focused on the human factors in the
organisation. Contributors to this schooi are generally
known as the Human Relationists-and their approach as the
'human relations’ movement. This humanistic approach
ultimately paved the way towards the developmeﬁt - of
‘modern field of organisational behaviour (Kreitner,
1986) . The human relations movement is 'said to have
developed out of the famous‘ Hawthorne experiments of
Elton Mayo and associates (1933). According to human:
relationists, people are the key to increase productivity
as technology, work rules, and structure do ndt guarantee

good job performance.

The workbof Likert and his research team (1961) is séen
as part of the ’"new human relations' movement. Likert and
his associates searched for the characteristics of the
effective management system. They identified four main

styles or systems of leadership in organisations. These



they labeled: S&stem 1- exploitative autocratic; System
2- benevolent authoritative; System 3- participaﬁive;
and System 4- democratic. The results of this research
showed that effective managers were those who adopted
either a System 3 or System 4 style of leadership. It was
shown that democratic management was the style found in
many successful organisations. Democratic ménagement
meant involvement, mutual respect, trust and cooperation.
In terms of influence and achievement, Likert may be
regarded as the modern inheritor of the Mayo mantle
(Pugh, 1984). There are, however, other writers who
contributed to the development of this approach such as
Maslow (1943), Herzberg (1959) and McGregor (1960). Their
contributions will be discussed in section 2.2.1 and

2.2.2 of the next chapter.

The fourth major management approach‘}to improving
organisational performance is the contingency approach.
In contrast to the universally applicable principles of
management suggested by Fayol and Taylor, the emphasis of
the contingency approach is on the environmental
contingencies which surround worker’s performance
(Kreitner, - 1986). Contributions to this approach have
come from many different researchers whose interest
ihclude diverse topics such as leadership and management
style, technology, organisational structure, job design,

and environmental influences. Lawrence and Lorsch (1967)



undertook a systematic investigation of the relationship
between the differences in eﬁvironmental conditions'and
effective organisational design. They developed their
contingency theory of differentiation and integration in
which differentiation 1is related to the state of
segmentation of the organisational system into subsystem
(departménts), while integration relates to the process
of achieving unity of effort by various subsystems in the
attainment of a given set of objectives of the
organisation. Lawrence and Lorsch aséessed the degree of
structural differentiatibn,necessary for a firm and the
degree of internal integration required to reach high
level of performance as required by the external

environmental demands placed upon it.

In addition to the previous traditional approaches to
management of the past, there is a modern and somewhatv_
unconventional perspective on organisationas and
management (Kreitner, 1986). This approach is known by
the name ’attributes of excellence’ and was proposed by
Peters and Waterman (1982). In analysing the
characteristics of American best run companies, these
authors explained the dynamics of change and development
from individual behaviour’s point of view. Their theory ,
if that is what it can be called, concentrates on
transforming leadership, corporate culture, and

organisational evolution. They specified eight
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characteristics of successful companies; a bias for
action; closeness to the customer; autonomy and
- entrepreneurship; productivity through people; hands-on,
value-driven; stick to the knittiﬁg; simple form, lean
staff; and simultaneous loose-tight properties. However,
it is to be mentioﬁed that there is a British comparable
study to that of Peters and Waterman conducted by
Goldsmith and Clutterbuck (1985). This study relied upon
a sort of crude empiricism in an attempt to find out the

common attributes of better performing companies.

What does this brief summary of the majorv management
approaches show? All these management theoreticians and
practitioners have been concerned, in one way or>another,
with methods that can help to improve the performance of
people 1in organisations, and thereby contribute to
increasing the performance of the organisation as a
whole. The main criticism which one can make of all of
these management theories (at least for the purpose of
this study) is that they consider performance as either a
function of individual motivations in some cases, or as a
function of situational variables of organisations

(technology, size, etc.) in the other.
The attention of industrial and social psychologists has
shifted towards new concepts to explain the variations of

behaviour and performance in organisations. Psychological

11



analyses of organisations have viewed the organisational
setting as a psychological environment integréting
several synthesis of organisational characteristics and
affects the behaviour of employees in organisations. This
has contributed to the rise of the concept of
organisational climate. The importance of this concept
lies in its ability to provide an interaction between the
individual and the environmental variables of his
organisation. More details on these points are provided

in section 2.2 and 2.3 of the next chapter.
1.4 OBJECTIVES OF THE STUDY

Traditional economic theoreticians héve considered
organisations as separate from their employees and
concentrated on factors other than human beings to
increase level of performance. Bakke (1952) was one of
the first who questioned this dichotomy between people
and organisations. He suggested that it was not possible
to consider organisations separately from their employees
because when one .was observing an voréaﬁisational
activity, one was ‘also necessarily observing the

behaviour of people working in that organisation.
Many of the psychological and behavioural theorists
consider the behaviour of people as a function of both

personal and environmental characteristics (i.e Lewin,
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1952). Thus, in order to understand someone’s behaviour
at a given point in time, we need to know something about
the personality of that individual and something about
his environmenf as well. The individual and his
environment can not be separated from each other. If we
put this analogy in the context of work motivation, we
shall have employees with different motivational forces
as a resulﬁ partly of wvariations  in their work
environments or climates in which they work, and partly

of and of their background characteristics.

This study was motivated, firstly, by a desire to
understand the sort of organisational climate that exists
in Jordanian manufacturing organisations, as viewed by
members of these organisations. The study intends also to
test the reliability and interdependence of the adopted

climate instrument.

A second major objective is to examine the differences in
employees’ perceptions of organisational climate
according to their background attributes. These

attributes are of a personal and career-related nature.

The third major aspect is the investigation of the
relationships between the perceptual dimensions (or
aspects as it will sometimes be referred to) of

organisational climate and performance of organisations
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under scrutiny. Indices of organisational performance are

behavioural and financial/economic criteria.

The final aim of the study is to compare and contrast the
findings of this study with those of previous studies
conducted in both industrialised and developing
countries. This comparison will provide an added insight

into the topics under consideration.
1.5 LAYOUT OF THE THESIS

The account of the present study is divided into ten
chapters. The next two chapters review literature related

to the study.

Chapter Two reviews the literature of organisational
climate and draws distinction Dbetween organisational
climate and other concepts of job satisfaction, corporate

culture, and leadership style.

Chapter Three reviews literature on organisational
effectiveness. It considers the theoretical approaches to
the study of organisational effectiveness and the
operational measurements of the concept. It also reviews
studies on organisational effectiveness as a function of

organisational climate.
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Chapter Four will provide a review of Jordan, the country
in which the examined industrial companies operate..The
aim of this chapter is to introduce the reader to the
external environment of the companies under
investigation. The following aspects are discussed;
demographic features of the population, educational
milieu, labour force, economic conditions, industrial
sector, and the socio-cultural envifonment.‘These willvbe
related to the subsequent discussion of research

findings.

Chapter Five will be devoted to a presentation of the -
research objectives, discussion of the research designs
and methods available to researchers, and a justification
of the research methodology used. Furthermore, sources of
data, data collection methods, sampling procedures, and

methods of statistical analysis will also be discussed.

Chapter Six and Seven present the findings of the study.
Chapter Six presents results on the characteristics of
sampled companies and the employees surveyed in these

companies.
Chapter Seven provides a detailed analySis of the

perceptions that surveyed personnel tend to hold

vis—-a-vis the climate in their organisations.
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Chapter Eight examines the results on the relationship
between respondents’ background attributes and their

perceptions of organisational climate.

Chapter Nine is concerned with testing the relationship
between dimensions of organisational climate along

indicators of organisational effectiveness.
Chapter Ten summarises the main findings of the study and

addresses implications of the research and avenues for

future studies.
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CHAPTER TWO

ORGANISATIONAL CLIMATE:

THEORY AND RESEARCH
2.1 INTRODUCTION

The previous chapter identified organisational climate as
an important s>, .....2: . variable capable of explaining
the behavioﬁr of people in organisations. The concern of
this chapter will be on examining that concept in greater

depth.

This chapter, therefore, focuses on the theoretical
foundations of the concept of ’organisational climate’.
It provides a historical background to the main lines of
'its development from the point of view‘of motivational
psychology. The contribution 'of individual behaviour
theories, managément theories, and organisational
theories which have influenced the evolution of the term
will be examined. The third and the fourth sections of
this chapter respectively address the various
contributions of researchers in defining the_concépt of
climate, and provide a working definition of the concept
for the specific purposes of this research. The fifth
section is concerned with portraying the methods of

measurement available to researchers in the area. Next,
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the climate factors that have been used by the
researcher, when climate is measured perceptually,'are
explained in detail. The seventh section devotes itself
to a discussion of the relationship of climate to other
associated concepts, namely; job satisfaction, corporate

culture, and leadership style.
2.2 HOW DID THE CONCEPT OF ’'CLIMATE’ EVOLVE ?

The original foundation of the climate construct can be
traced back to the work of Lewin and his associates as
described in the next subsection. However, from the 1960s
onwards there was a considerable development of
theoretical and empirical research into the concept of
climate. It Was seen as an important variable for
understanding the behaviour  of individuals ’in
organisations. This section presents a background review
of the concept’s foundations ‘and Vitsk roots in the
behavioural theories which have preceded its rise and
evolution as one of the most important constructs in

organisational behaviour.

Onceﬂwe start this review, we will have to consider the
theories which have attempted to explain group and
organisational behaviour from various points of views.
Among these are the theories that take the motivational

psychology perspective. In order to develop a better
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undefstahding of these theoretical traditions, we shall
follow the distinction made by Litwin and Stringer (1968)
| in which they argued that the concept of organisational
climate evolved out of an attempt to apply a theory of
human motivation to behaviour in organisations. According
to them, climate was assumed to provide a way of
describing‘ the effect of organisational 1life on the
motivation of individuals in organisations, which in turn
caused emérgent behaviour that resultéd in various
consequences for the Qrganisation such as.productivity or
‘performance, and the retention or‘turnovér of.employees.
The background theories were divided into three main
categories; individual behaviour theories, management
theories, and organisational theories (see Figure 2.1).
Each one of thesé will be dealt in turn in the following

subsections.

For the purpoées of the present 'study it is not necessary
to attempt a criticism of every single contfibution made
by researchers within these three groups of theories.
Instead, the researéheryhas, with some exceptions, sought
to assess the degree to which each of these three
theoretical perspectives has contributed to the

development of the climate concept.
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2.2.1 INDIVIDUAL BEHAVIOUR THEORIES

As the name indicates, the main concern of individual
behaviour theories was to study behaviour of individuals
in organisations. The individual behaviour theorists’
main interest was basically in the study of wants or
needs of human being, which were usually part of his work
situation, and the study of the expected effect of these

needs on motivation and behaviour.

Lewin (1936) | proposed ‘that the dimensional
characteristics of a situation, or the ’'life space’ as he
called it, was a function of a person and of his
environment. He clarifiéd the meaning of life space when
he argued that it was composed of quasi-physical factors
(psychological interpretation of physical features of an
environment), quasi-social ~ factors (psychological
interpretation of social features of an environment such -
as organisational structure), and quési—conceptual
factors (conceptual representation of problems to be
solved and goals to be attaine@. In his field theory,
Lewin (1938) identified certain situational wvariables
that he called ’'psychological forces’ and the ’perceived
properties of the goal’ that affected the behaviour of
human beings. However, since then, there has been

considerable difficulty in measuring these situational
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determinants. Lewin with others (1939) touched on the
concept of  ’‘social climate’ in several experimental

studies. They examined the effects of organisational

properties, democratic, authoritarian, and
’laissez-faire’ leadership practices on employees’
behaviour. Lewin (1952) was one of the first

psychologists to focus on the environmental variables in
addressing human behaviour. He viewed individual
behaviour as a function of the individual’é personal
characteristics and of the psyéhological environment of
that individual. The implications of this notion in
studying employees’ behaviour and pérformance in
organisations (in addition to examining the personal
dimensions of the individual) was that there was
something about the attributes of an organisation’s
environment which could be expected to affect the

motivation and behaviour of the employees in it.

Atkinson’s (1958,1964) study was closely related to the
‘work of Lewin (1938). The basic principle in Atkinson’s
model of motivated behaviour held that motivation was a
funétion of the strength of the basic need and two
situationally determined factors- the expectancy of
attaining the gQal'and the perceived incentive value of
the goal. Atkinson formulation indicated to wus the
special concern that was ' assigned to immediate,

environmental influences on motivation and to specific
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ways of identifying and studying such influences.
.Atkinson’s model of motivation was similar to the field
theory of motivation suggested by Lewin (1938) where both
theories postulated that perspnal behaviour depended on
the strength a person holds that his action will lead to

the attainment of a certain goal.

Maslow (1943),v the father of humanistic psychology,
developed a theory of human moti&ation based on the idea
that human wants formed a hierarchy. Maslow argued that
- we have seven innate needé. The seven hierarchical groups
of human needs, from "lower to upper level, are
physiological needs, safety needs, social needs, esteem
needs, self actualisation‘needs, freedom of inquiry and
. expression needs, and the need to know and to understand.
For the first five sets of needs, Maslow postulated that
as a need was satisfied, it ceased to be motivator. He
viewed that we have an innate desire to work our way up
the need hierarchy. These human needs have their role in
motivating employees at work. Once employees have
satisfied their lower lével needs-which were essential
for the survival of human beings, they were expected to
start looking at the satisfaction of upper level needs
which usually made employeés feel being affiliated to and
accepted by fellow workers, recognised by their mahagers,
and being given the opportunity to fulfill some of their

self esteem and self actualisation needs. The upper level
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needs of human beings seem to be more associated with the
work setting than the lower level ones, and these could
play an important role in the motivation of employees in

organisations.

Herzberg et al. (1959) took Maslow’s theory one step
further and developed his -own theory that explained
- worker motivation in terms of two factors. First there
were the ’'hygiene’ factors or ’dissatisfiers’ which did
not 1in themselves motivate a person. Instead, they
prevented him from becoming dissatisfied. Examples
included company policies, supervision, interpersonal
relations, working conditions, and Salary. The second
group of factors were the ’'motivators’ or ’'satisfiers’
which did have the ability to motivate employees in
organisations. Examples included variables of
achievement, recognition, ~ the work itself,
responsibility, and advancement. It is to be noted here
that Herzberg’s hygiene and motivators were more
specifically job related factors which'réflected some of
the concrete things that peopie‘wanted from their work
organisation. In short, dissatisfying and motivational
factors were anticipated to have an impact on the
motivation and Dbehaviour of employees 1in various

organisational settings.
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McClelland (1961) in his research into human motivation
identified three socially developed motives .that
influenced the behaviour of employees: need for
achievement, need for affiliation, and need for power.
Indeed, this appears to be another hint to variables
related to the work environment, in the sense that the
environment is expected to have the ability to motivate
its work group members and to have an influence on their

behaviour.

In contrast to  Maslow, McClelland, and othér
psycholégical theories, Vroom (1964), in his expectancy
model of behaviour, did not assume in advance what type
of needs or objectives were most important to a person.
In fact, he made no assumptions concerning individual
needs or objectives. Vroom’s ’Expectancy Theory’ assumed
that the behaviour of a person (Force) to perform an act
was a function of the strength of the perceived
probability of receiving an outcome given a particular
act (Expectancy), and the affective orientétion toward
particular outcomes (Valence). The theory emphasised the
link between individuals’ objectives or wants, which
often related tb the work place, and the causes of their
action. Nevertheless, the model neither referred
specifically to any situational variables of
organisations nor to their possible effects on behaviour.

On the other hand, we can notice that the behavioural
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theory of Vroom was very similar to the works developed
by other investigators such as Lewin (1938) and Atkinson
(1958), especially in the use of terms as 'Force’,

'Valence’, and 'Incentive’.

If we look closely at the contributions of the
aforementioned behavioural individual theorists, we will
notice that they have much in common. They all, to
varying degrees, take the perspective of focusing on
individuals’ needs, particularly those related to their
organisational setting, as being possible factors behind
the motivation and behaviour of employees. That is to
say, these theorists have established a foundation for

understanding how employees behave at their workplace.

On the other hand, while recognising the interaction
between the individual and his work setting as
determinant of his Dbehaviour, no single individual
behaviour theory has attempted to measure or map such
variables. Moreover, individual theorists have only
provided an explanation of individual behaviours and
failed to offer a precise linkage between motivational
and organisational outcome variables such as performance
or effectiveness. Schein (1965:65) has clearly pointed

out to this deficiency when he asserted that:
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"We cannot understand the psychological
dynamics if we look only to the the
individual’s motivations or only to
organisational conditions and practices. The
two interact in a complex fashion, requiring us
to develop theories and research approaches
which can deal with systems and interdependent

phenomena.

2.2.2 MANAGEMENT THEORIES

The focus of management theorists, especially for the
purpose of this research, has been on understanding the
effects of different managerial attitudes on the
motivation and behaviour patterns of organisational
members. McGregor (1960), Blake and Mouton (1964) were
among the organisational psychologists whose interest was

in the managerial practices in the workplace.

McGregor (1960) examined the assumptions managers hold.
about controlling their human resources. He added that
this control determined the whole character of the
enterprise and the quality of successive generations of
management. McGregor identified two extreme sets of views
which reflected styles of management. Theee he 1labeled
'Theory X’ or autocratic, and ’Theory Y’ or democratic.
Each of these two theories had its‘vown managerial
assumptions about  human beings. Theory X was the

traditional view of direction and control of employees
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through the exercise of authority. Theory Y emphasised
the principle of integration and self—control.
Integration was viewed as the creation of conditions such
that the members of the organisation could achieve their
goals best by directing their efforts towards the

achievement of organisational objectives.

In spite of the fact that McGregor, in his analysis of
effective supervisory styles, used the concept of
psychological climate and related it to various
managerial behavioural attitudes. He did not touch upon
any broader implications of the concept. First, he did
not provide a systematic analysis of the ‘relationship
between the individual and his environmental variables
and the anticipated effect of that interaction on his
work related behaviour. Second, his theory did not
provide any clear conceptualisation of the concept of
climate, whether, for example, it is a property of the
organisation, of the individual, or of the perception
that the individual held of his organisation. Third,
McGregor’s theory did not provide any clear explanation
of organisational practices, - other than the
superior-subordinate rélationship, that affected the
climate and performance level of employees. In other
words, he limited the use of his climate concept to
managerial and  supervisory practices in organisations,

instead of going further in broadening the construct in
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order to encompass various characteristics and dimensions

of internal work environment.

Blake and‘Moutoh (1964) in their well-known technique of
the Managerial Grid, saw the need for developing . a
general concept of the internal work environment of
organisations. They used the term ’'organisational
culture’ and the change in that culture, to refer to the
process of total 'organisational ‘development. Although
Blake and Mouton, like McGregor, were concerned with the
employees’ work environment, their concept of culture did
not show more than the orientation of the manager toward
employees and produétivity, and showed nothing explicitly
on the conceptualisation of the organisational climate
and the way it could be identified in terms of its
dimensions and measurements. Moreover, Blake and Mouton
did not provide any thorough analysis of the way in which
individual and organisational elements might be linked to

arrive at a total organisational perspective.

Thus, it is possible‘ to say here that management
theorists, in spite of their contributions, have
generally failed to provide a clear 1link between
individual Dbehaviour and dynamic on one. hand and

organisational outcome variables on the other.
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2.2.3 ORGANISATIONAL THEORIES

Writers on organisation theory have taken two approachés
to the study of organisations. The first was an ’open
system’ and the second was a ’closed system’ approach.
The first saw organisations' as being open to , and
interacting with their'éxternal environmental variables.
The latter was a <classical approach - that ‘viewed
organisations as closed to outside environmental forces.
Maximising economic efficiency was seen as the goal of
the closed systemb theorists with no concern for the
internal environment of the organisation (Taylor, 1911;

Fayol, 1949).

The work of March and Simon (1958) dealt tangentially
with what might be considered climate. The key concepts
of their theory were those relevant to decision making
and organisational choice such as ’uncertainty avoidance’
and ‘'bounded rationality’. Thé concept of wuncertainty
avoidance is a subjective concept and the idea of bounded

rationality begins to approach a perceptual definition of
the work environmept. However, Dboth concepts were
identified in economic terms and their effect on human

behaviour was not clearly demonstrated.

Burns and Stalker (1961) were interested in the

organisational practices in relation to stable and
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changing environmental conditions. They described two
types of management systéms; mechanistic and organismic.
A mechanistic management system was appropriate for
relatively stable conditions, while an organismic one
suited conditions of change. The implicétion of the
difference between the two systems for the individual was
in the degreé of his commitment to the organisation. In
the mechanistic systems, the employee was told what he
had to do and also told how to do what is expected of
him. In contrast, the organismic system has extremely
flexible authority, task allocation, and communication
where the individual is expected to consider himself as
fully involved in performing any task appearing over his
work setting. However, the work of Burns and Stalker did
not in any way provide an explanation of the impact of
motivated behaviour of the two management systems on
outcome variables such as employees’ level of
performance. Rather, the main focus was upon the impact
of the external environmental variations on changes in

internal managerial practices.

Lawrence and Lorsch (1967) looked mainly at the objective
framework of organisations such as activities of
functional units and formal structural characteristics of
organisations, and déveloped a theory of differentiation
and integratibn in organisations. They analysed the

degree of a firm’s internal differences as related to its
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ability to deal effectively with different environmental
conditions, and the corresponding integration néeded to
achieve high 1level of performance. Differentiation
according to them was the state of segmentation of the
organisational 'system into subsystems, each of which
tended to develbp particular attributes in relation-to
the requirements posed by its external envifonment.
Integration was defined as the process of achieving unity
of effort among various subsystems in the accomplishment
of organisation’s task. Lawrence and Lorsch’s main
finding was that differentiation and integration varied
according to the degree of certainty or uncertainty in
the environment. However, two points are worth making on
the work of Lawrence ahd Lorsch. First, even though
Lawrence and Lorsch described the relation between
internal and structural states ‘of organisations and
external environmental variations, they did not explain
~ the relationship between the internal states of
organisations and the variations in motivated behaviour
of employees. Second, their work did not explicitly or
implicitly touch on any subjective phenomena such as

climate and its impact on human motivation and behaviour.

To summarise the previous three subsections, one can say
that writers in the motivational psychology’s perspective
have contributed to the development of organisational

climate construct as evidenced in their individual
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behaviour theories, management theories, and
organisational theories. The individual behaniour
theorists have dealt with the general needs and
objectives of human beings, particularly Jjob related
needs, which would have an influence on the motivation
and behavionr of employees at work. The management
theorists’ main interest has been with describing the
indirect effects of management and supervisory practices
‘on the attitudes and behaviour of subordinates. The focus
of the third category, the organisational theorists, has
been on understanding the indirect effects of formal
organisation structure and procédures, task definition,
and othef structural variables on the motivation and

behaviour patterns of organisational members.

This discussion highlights the inability of previous
organisational behaviour theories; prior to the arise of
climate approach, to produce "a single rconstruct or
theory that carefully and simultaneously considers the
factors in the work place that can be expected to have an
impact on the motivation and behaviour of employees. The
concept of organisational élimate, therefore, has
developed on the basis of ité.ability to provide a useful
insight into analyses of the linkage between individuals
and their organisational settings. The concept provides a
useful bridge between theories of individual motivation

and behaviour, on one hand, and organisational theories,
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on the other. It 1is now appropriate to proceed to a
discussion of the nature of organisational climate as

evidenced in the climate literature.
2.3 WHAT DOES ORGANISATIONAL CLIMATE MEAN ?

Various researchers and writers from a wide Spectrum of
behavioural sciences have been concerned with studying
climate in organisations. Although there is general
agreement about the significance of the concept in
organisational research, there has been much less
agreement among researchers on what is meant by the term
’climate'. However, the difficulty, complexity, and the
"fuzziness’ that surround the concept should not lead to
its abandonment since the concept has valﬁe in helping to

understand human behaviour in organisations.

In this section, the various conceptualisations given to
the term climate will be presented in order to <clarify
the vérious perspectives taken in the organisational
climate’s theoretical and empirical research efforts.
Behavioural science researchers have considered the
concept of organisationalkclimate as representing either
a property of the organisation or a property of the
organisation-perceiving individuals. Howe and Gavin
(1974) for 1instance, have developed a continuum of

organisation-person variables for organisational climate.
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‘An organisation variable is referred to ‘the properties
existing in the organisation with no concern for. the
cognitive system of members of that organisation’. In
contrast, a person variable is referred to ‘the cognitive
perception of organisation individual members’. According
to this continuum, organisational climate‘was classified
under five categories: 1) totally an organisational
variable, 2) mostly  an organisational variable, 3)
equally an organisational variable and a person variable,
4) mostly a person variable, or 5) totally a person

variable.

Despite such an elaborate categorization, Howe and Gavin
(1974) were unable to show much difference between the
bases of their first and second groups of climate
definitions, and between the third and fourth groups of
definitions. There was 1little difference between the
definitions that fell under the ’‘mostly’ and ‘totally’
climate categories, be they personal or organisationai
variables. These authors argued that it was not critical
whether or not one agreed with the placement of climate
definitions along the aforementioned continuum, and also
suggested that organisational climate might be seen,
depending on one’s point of view, as an organisational
variable, a person variable, or some combination of the

two. Therefore, the following discussion will be
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concerned with placing climate definitions of different

writers on these three groups of definitions.

Under the first category, ‘climate as an organisation
variable’, one of the earliest and widely known
definitions of organisational climate came from Forehand

and Gilmer (1964:362) in which climate was defined as:

"The set of characteristics that describe an
organization and that a) distinguish the
organization from 6ther organizations, b) are
relatively enduring over time, and c) influence
the behavior of people in the organization.".

This category treated climate totally as a function of
the attributes of the focal orgahisation with no
reference to the members of organisations. Examples of
these attributes were structure, rules, levels of

authority, systems complexity, etc.

In the second category, ‘climate as a combination of an
organisation and a person variable’, researchers focused
not only on characteristics of focal organisations but on
perceptions of individuals within these organisations.
Therefore, this category may be viewed as a function of
the interaction of both the organisation and the

individual. Litwin and Stringer (1968) represented this
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stream of thought as expressed in the following statement

below:

"The term organizational climate refers to a
set of measurable properties of the work
environment, perceived directly or indirectly
by the people who 1live and work in this
environment and assumed to influence their

motivation and behaviour."

The work of Schneider and Hall (1972:447) also emphasised
the individual and the organisation in their climate

definition. They argued that:

"Organizational climate exists in the
perceptions by individuals of their
organisational environment. In forming climate
perceptions, the individual acts as an
information processor, using inputs from a)
the objective events in and characteristics of
the organization and b) characteristics (e.g.,
values, needs) of the perceiver. Global
perceptions of the organization emerge as a
result of numerous activities, interactions,
reactions, and other daily experiences the
person has with the organization."

As has been shown in this category, the définitions of
organisational climate are based on perceptions of
organisation members (with the possible effect of their
backgrounds, needs, ‘values, and expectancies) and the

attributes of their working organisations. In fact, it
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was thought that this method gave more meaning to the
variables of work environment by including the ‘pérﬁQn
variable. This way of looking at organisational climate
seemed to be more realistic compared to the first
category mentioned. Climate definitidns that were based
solely on objective organisational attributes (e.g.,
rules, authority, structure, decisioﬁ making, and - the
like) seemed to be’exclusiveiy organisation centered and
ignored the human factor as spelled outrin perceptions of
employees that determined the way they | saw and

interpreted the features of their work environment.

The third and lést set of definitions was ’‘climate as a
person variable’ classification. The emphasis in this
category was more oriented towards the person’s
interpretation 6f organisational sitﬁation than on the
actual characteristics of the organisation. This category
regards climate as an attribute of the individuals’
working in the organisation. Schneider (1973:254)

postulated that:

"The concept of climate ... may best be
described as personalistic; climate is an
individual perception. There was no attempt to
restrict the climate definition to perceptions
shared by members of a work group or
organization. As stated elsewhere (Schneider
and Bartlet, 1970) ’... what is psychologically
important to the individual must be how he
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perceives his work environment, not how others

might choose to describe it (p.510) .""

This quotation clearly shows that climate 1is treated
totally as an individual-based concept with no space left
for collective perception of that climate by group
members. Therefore, the unit of analysis in this category
was the individual per se and could not be exténded to

the total body of people in the organisation.

If the concept of climate, as in the first category, is
viewed as an organisational attribute, it wouid make it
more difficult to be identified other than a
broad-spectrum of organisational attributes or components
of situational variance. The situational variance in the
total organisation includes items such as the
organisational context, structure, system values and
norms, process, and physical environment (James and
Jones, 1974). Therefore, as has been portrayed by this
perspective, organisation climate seems to bé synonymous
with organisation situational variance. However, the
majority of résearch on organisational climate is
ultimately concerned with human behaviour, satisfaction,
and performance. Several researchers have argued that the
relationships between elements in the work environment
and human behaviour depend on the degree of importance

the individual attaches to those elements (Schneider and
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Bartlett, 1970; and Schneider, 1973). Therefore, what
would be of significance to a person is how he sees his
work environment, and not only the existence of mere
"objective’ factors‘ of organisational situational
variance. This makes the organisational attribute
approach of limited value to the assessment of climate in

organisations.

The remaining two approaches to climate both emphasise
the role of the individual in the perception of
organisational climate. When regarded as an attribute of
organisation, the suggested term ’organisational climate’
can be used. When regarded as an individual attribute, it
is recommended that a new designation such as
'psychological climate’ is given (James and Jones, 1974).
Psychological climate, therefore, seems to be similar to
‘organisational climate, although there are differences
in the respective levels of their explanation (individual
versus organisational). The perceptual approach to
measuring organisation climate has generated the

greatest amount of theoretical and empirical research.

In order to clarify the distinction between
organisational and individual or ‘psychological’ climate,
Joyce and Slocum (1979:317) stated that "whether we speak
of an organisation’s climate or the climate of a

division or subgroup of the organisation, all climates
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are ultimately perceptual and psychological in nature”.
As climate may exist at the individual ’psychological’
level, it may also exist at group and/or organisational
level (Field ‘and Abelson, 1982). This 1leads one to
accept, at least for the purposes of the present study,
that the appropriate view of organisational climate is
not as personal nor organisational variable per se, but

rather, as a combination of both.

This argument is indirectly strengthened further by the
common practice of aggregating scores of individual
responses to items in climate instruments (i.e. Gavin and
Howe, 1975; Schneider, 1975; and Jones and James, 1979).
However, this practice does seem to make sense only if

inferences, as in the present research, are to be made
about the aggregate unit of theory, such as at the level
of performance or effectiveness of the organisation,
rather than ©being concerned with performance of

individual employees in the organisation.

The argument of whether organisational Climate reflects
the attributes of an organisation or of individuals in
that organisation (Guion, 1973; and Johannesson, 1973)
would be answered by replying that it was neither
exclusively. The concept of climate is a joint function
of situational and individual variables. However, this

argument is of limited empirical benefit to researchers
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in the field of climate. It contributes to creating
unnecessary theoretical and sometimes dialectic arguments
and, thus, increases the amount of ambiguity and
controversy  surrounding the concept rather than
contributing to its more theoretical and practical
development as a basis for futuré advances of the

concept.
2.4 A WORKING DEFINITION OF ORGANISATIONAL CLIMATE

As was previously noted, there are various ways through
which the construct of climate can be defined. These
definitions are wusually dependent upon the specific
perspective or interest of the designated climate
researcher. However, it is essential in this fesearch to
attempt a working definition of climate that can avoid
further unnecessary arguments or confusion that may

arise.

In this research, a decision was made to adopt a new
conceptualisation of climate proposed by Joycé and Slocum
(1979) . The following discussion portrays the
distinguishing characteristics of climate that have been

suggested by that work.

First, all climates are held perceptual and psychological

in nature, whether we refer to the climate of

42



organisation, division, or subgroup of the organisation.
Therefore, individual, group, or organisation climate

represents perceptions held by members of social units.

Second, all climates are abstract. People normally'
utilise information about other pedple, and about the
actions of the organisation to form summary climate
perceptions. When individuals report on 'their climate,
theyksum up either their experiences or their sense of
others’ experiences, and then they form a cognitive map

of the organisation.

kThird, since climates are perceptual and abstract, they
are held to be subject to the same principles of
perception as other psychological concepts. When these
principles are wutilised in the perception of work

settings, a multidimensional description results.

Finally, <climates are considered to bev predominantly
descriptive rather than evaluative in nature. That is to
say, most climate researchers ask individuals tov tell
what they see in their work environment rather than

asking them to label what they see as good or bad.

It has to be mentioned here that the decision to adopt

that conceptualisation of climate proposed by Joyce and
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Slocum (1979) was made on the basis of the following

considerations:

Firstly, the research methodology utilised in the current
investigation (as will be explained in Chapter Five) is
primarily a survey approach in which a questionnaire will
be used to perceptually measure various aspects of
climate as reported by organisation members. Therefore,
viewing climate as perceptuél and ps?chological in
nature, as hasbbeen shown earlier in the section, does
match the adopted methodological approach of this
research. The perceptual perspective of organiéatibnal
climate has also provided a direct and unequivocal answer
to the 1long running but unnecessary argument of as to
whether climate is a property of the organisation or of
its individual members. Furthermore, the adopted
conception made it possible for climate to exist at the
individual, group, or organisational level and hence the
"correct’ wunit of analysis depends solely upon the

specific purposes of the research to be carried out.

Second, the multidimensionality feature of climate makes
" no obligation to 1limit the climate instrﬁment tov
particular aspects of the internal work environment. Also
this would give a reasonable amount of flexibility in
choosing the dimensions of climate to be studied, and in

deleting or adding some climate dimensions if necessary.
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Thirdly, portraying climate as descriptive rather than
evaluative in nature would be of great value when seéking
to distinguish the construct of climate from that of job
satisfaction. This distinction was based mainly on the
notion that climate researchers ask people to tell what
they see in their work environment. Thereby avoiding the
valuation process and not to label what they see as good
or bad. This point will be fully explained in section

2.7.4 . of this chapter.

To sum up, the conceptualisation of climate by Joyce and
Slocum (1979) seems to have been successful in terms of
its wide coverage of essential features of organisational
climate and its clarification of many of the confusions
surrounding the <climate construct. Put somewhat
differently, we could say that the incompleteness of
previous attempts to define climate, at least from the
perspective of this study, made this new
conceptualisation a worthwhile attempt that will almost

inevitably be followed in climate research.

However, fecognising the previously made points, it is
proposed to define orgahisational climate for the
purposes of the present research as  the /summary
perceptions of the attributes of the work setting’. These
perceptions are abstract, multidimensional, and

descriptive or 'nonevaluative in nature. Furthermore,
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climate can be related to other individual and
organisational outcome variables such as Jjob satisfaction

and performance.
2.5 HOW CAN ORGANISATIONAL CLIMATE BE MEASURED ?

In the two previous sections, the general nature - of
organisational climate was examined ‘and a working
definition was presented. In the first section, it was
shown that many of the climate writers and researchers
have adopted different definitions of climate with an
emphasis upon either the organisation,‘the individual, or
a combination of both. In the second section, a working
definition of climate was adopted for the purposes of
this research. Howevei, in order to understand more fully
the climate in any organisation, attention now shifts to
finding methods and techniques through which thé concept
of «climate can be operationalised within different
organisational settings. Researchers in the field have
operationalised the concept of climate alohg two lines of
measurement: objective and perceptual ~ (Johannesson,

1973) .

Objective measurement of climate does not rely upon
employees perceptions of organisational climate. Instead,
it depends on the objective (often quantifiable)

characteristics of organisations such as the number of
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levels of authority, ratio of administrative personnel to
production personnel, gquantity of formal rules, etc.
Research on the objective measurement of climate is seen
in the work of Evan (1963), Lawrence and Lorsch (1967),
Pugh et.al.(1969), and Prien and Ronan (1971). Some
attempts have also been made to determine the impact of
these organisational characteristics on the béhaviour of

organisational members.

Although objective climate measures have the virtue of
merit and accuracy, they suffer from multifarious
shortcomings. First, the variables are often too numerous
and too specific to be clearly interpreted (Campbell, et
al., 1970; and Hellriegel and Slocum, 1974). Second, the
characteristics which can be measured objectively are
often far too removed from affecting the behaviour of
employees (Woodman and King, 1978). The perceived
characteristics of the organisation, rather than the
objective characteristics, are thought to influence the
behavior of members in organisation more directly.
Employees’ perceptions are, 1in the researcher’s view,
important aspects of organisational climate and should

thus be considered when climate is measured.

The perception of organisational climate by members
within organisations has become an important way of
understanding the effect of organisational practices and

procedures on the behaviour of employees. Therefore, it
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is not surprising to find that most researchers do seem
to agree that organisational climate can be measuréd in
terms of employees’ ©perceptions of different facets
characterising their work situation. The 'pérceptual
approach to measuring climate has been adopted by the
vast majority Qf climate researchers. They advocate using
it to measure climate in various ofganisational settings
(Litwin and Stringer, 1968; Meyer, 1968; Thornton, 1969;
Friendlander and Margulies, 1969; Schneider and Bartlett
1970; Campbell et al.1970; Payne and Pheysey, 1971;
Pritchard and Karasick, 1973; Joyce and Slocum, 1974;

Field and Abelson 1982).

In the perceptual approach, organisational membefs
usually make descriptive rather than evaluative responses
to a number of statements. Schneider and Hall (1972)
argued that climate perceptions emerged as a result of
individual’s numerous activities, interactions, feelings,
and other daily practices in the organisation. They also
suggested that perceived climate could be related to a
number of output variables such as job satisfaction and
performance. The present research adopts a perceptual
approach to ;he measurement of climate. This, therefore,
makes it possible for the climate construct to be related
to organisational outcome variables within Jordanian

firms.
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2.6 WHAT TO MEASURE IN ORGANISATIONAL CLIMATE °?

Having discussed and explained the various definitions of
the concept of organisational climate, adopted a working
definition of <climate, and shown the concept to be
perceptual and psychological in nature when it 1is
measured, the next step is to éxamine the concept in
greater detail Dby presenting ‘a review of climate
dimensions or properties that have been used in the

literature.

The climate literaﬁure review revealed a number of
instruments that have been developed and used by
researchers to measure climate in organisations. In this
regard, one can note that all these climate instruments
reflect the model of climate held by their developers.
However, the instruments that were most frequently cited
or‘used in the literature were those of Halpin and Crofts
(1963), Litwin and Stringer (1968), Schneider and
Bartlett (1968, 1970), Campbell et al. 1970), Payne and
Pheysey (1971), and Lawler et al. (1974). Let us briefly

consider the characteristics of some of these.

The climate instrument of Halpin and Crofts (1963) was
designed mainly to study climate in public schools.'Its
authors wused a questionnaire which contained eight

dimensions of climate: disengagement, hindrance, espirit,
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intimacy, aloofness, production emphasis, thrust, and
consideration. Each one of these dimensions encompassed a

group of items (questions) representing that dimension.

Litwin and Stringer (1968) made a major practical and
theoretical contribution to the area of organisation
climate. At the theoretical 1level, they added to the
notion of work environment properties the idea that these‘
properties must be perceived'by the people who live and
work in that organisation. These properties were assumed
to influence the motivation and behaviour of employees.
At the practicai level, they developed a 50 item
questionnaire (Form B) to measure perceptions of
organisational climate along nine dimensions: structure,
responsibility, reward, risk, warmth, Support, standards,

conflict, and identity.

- Another systematic study of climate factors was reported
by Schneider and Bartlett (1968) . Their research sample -
was a group of managers in two life insurance agencies. A
group of 299 items describing various characteristics of
the agencies was administered to 143 management
personnel. As a result of factor analysis (a statistical
procedure used to group those items that are most alike),
six climate factors were emerged: managerial support,

managerial structure, concern for new employees,
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intra-agency conflict, agent independence, and general

satisfaction.

Payne and Pheysey (1971) reconceptualised the Stern’s
Organisational Climate Index (1956), which was developed
mainly as a measure of the college environment, and
applied it to business organisations. Their sample was
120 junior managers from more than one 100 different
companies. Two main factors were revealed; organisational

progressiveness, and normative control.

Lawler et al. (1974) distributed a questionnaire to 291
scientists in 21 subsamples of 117 research and
development organisations. As a result of factor
analysis, five climate factors déscribing organisations
were obtained: competence, potence, responsible,

practical, risk oriented, and impulsive.

However, it may be beneficial here to mention thaﬁ the
previously discussed climate instruments as well as other
ones could be used equally well in different
organisational settings. The exceptions to this universal
application included Halpin and Crofts’ (1963) instrument
(designed to be wused in schools) and Schneider and
Bartlett’s (1970) (which was designed to measure climate

of insurance agencies only).
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In their analysis of the different climate instruments,
Campbell et al. (1970) suggested that these instruménts
were characterised by four common dimensions which
consistently re-appeared across all organisations and
thus could be considered the main factors of climate.
These major factors were: 1) autonomy; 2) structure; 3)

reward; and 4) consideration, warmth, and support.

This discussion of the factors in the majdr climate
instruments demonstrates both a noticeable similarity as
well as diversity. However, one could argue that the
diversity of these factors does coincide with the
multidimensional nature of climate, as ‘proposed by
Campbell (1970) and Joyce and Slocum (1979). On another
hand , the instruments were similar in that they
stressed both the- vstructural and the nonstructural
characteristics of organisations. That of course does
not contradict the idea of climate being psychological in
nature as long as the properties of organisations are,
ultimately, subject to the perceptions of people within
the organisation. This gives a psychological meanihg to
the structural and nonstructural properties of the work

environment .
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2.7 IS CLIMATE DIFFERENT FROM OTHER ASSOCIATED CONCEPTS ?

Recent conceptual and methodological discussions of the
concept of climate have considered whether it is
distinguishable from other constructs ‘such as Jjob
satisfaction, corporate culture, and leadership style.

This section seeks to clarify these points.
2.7.1 ORGANISATIONAL CLIMATE AND JOB SATISFACTION

The relationship Dbetween the terms 'organisational
climate’ and ’job satisfaction’ is one of the issues that
has generated a considerable amount of debate among
researchers in the field. Johannesson (1973) and Guion
(1973) suggested that the «concept of climate was
redundant being, in their wview, indistinct from the
construct of Jjob satisfaction. They <claimed that
organisational climate researcheré had borrowed items
for their instruments from established measures of 3job

satisfaction and had used methods of measurement

identical to those used in job satisfaction research.

In defense of the climate research, there is evidence to
suggest that while climate and job satisfaétion concepts
do tend to be related, they are eventually different
constructs. A large number of research studies have

supported this view. Litwin and Stringer (1968), in their
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field experiments for example, created different
climates through which they discovered that these
climates contributed to different levels of employee
satisfaction. That is to say, organisational climate was
a determinant of, rather than redundant with, Jjob
satisfaction. Friendlander and Margulies (1969) reported
that individuals with different work values were more
satisfied in different types of climate, and that
individuals’ satisfaction with various aspects of their
work depended on certain combinations of climate
components. LaFollette and Sims (1975), in their survey
of 1161 employees of a medical centre, concluded that
the relationship between organisation climate and
performance was significantly different from the
relationship between satisfaction and .performance. In
their view, therefore, the constructs of climate and Jjob
satisfaction were not the same. Schneider and Snyder
(1975), in their attempt to resolve the issue raised by
Guion and. Johannesson, distributed an organisation
climate and a Jjob satisfaction instrument to 522
managerial and nonmanagerial employees from 50 1life
insurance companies. One of their main findings was that
there was a higher level of agreement among employees
about the climate of their organisation than about their

level of job satisfaction.
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The above research results show that job satisfaction and
organisation climate, although related, are not the same
construct. Furthermore, Schneider (1975); Payne, Fineman,
and Wall (1976); Joyce and Slocum (1979); as well as
other researchers have provided a  useful way of
distinguishing climate from job satisfaction based on
the idea of "level of affect’. They portray
organisational climate as a perceptual description of the
work setting and job satisfaction as an affective
evaluation of the aspects of the work setting. Therefore,
although both concepts refer to aspects of a work
setting, the process of describing and evaluating these
aspects creates two distinct constructs. For instance,
words like ' favourable’ vs. ’unfavourable’, ’‘good’ vs.
"bad’, and ’positive’ vs. ’'negative’ are usually used to
denote the evaluation or judgement process of Jjob
satisfaction. However, in reporting climate perceptions,
these words are normally avoided and words such as ’'high’

vs. "low’ could be used instead.

Thus, the previous discussion of conceptual and empirical
evidence on the relationship between the constructs of
organisational climate and job satisfaction, when added
to the present study’s definition of organisational
climate given in section 2.4, would challenge the view

that the two constructs overlapped with or were
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indistinct from each other. It is to be noted also that
in the current investigation, the construct . of
organisational climate will be studied in relation to job
satisfaction at the organisational level of analysis.
That 1is, Jjob satisfaction is viewed as a possible

consequence of organisational climate.
2.7.2 ORGANISATIONAL CLIMATE AND CORPORATE CULTURE

The debate concerning the similarity of the constructs of
organisational climate and corporate culture differs
significantly from the one between the similarity of .

organisational climate and job satisfaction.

Many writers use the terms ’'corporate culture’ and
"organisational climate’ interchangeably, such as Katz
and Kahn (1966), and Porter, Lawler, and Hackman (1975).
The latter (1975:489) clearly represent that view as they

asserted:

"organizational <climate or ‘culture’-a set
of customs and typical patterns of ways of
doing things. The force, pervasiveness,
and nature of such modal beliefs and values
vary considerably from organization to

organization"
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In the quotation above, the terms ’culture’ and ‘climate’
are used interchangeably, to refer to beliefs, vaiues,
philosophies, and traditions that exist in organisations.
Thét is to say, this group of writers use both terms to

represent the same thing.

However, if one looks closely at the theoretical and
empirical research on organisational climate and
" corporate culture, one can identify multifarious
differences between the two terms. The disciplinary base
of climate developed from a social psychology framework,
while the basis of culture stemmed from anthropological
roots (Glick, 1985). On the methodological level, climate
research tends to be ’nomothetic’, wusing quantitative
techniques to describe a certain phenomenon at a given
btime from an external (researcher)’s point of view. In
contrast, the majority of culture research (i.e. Martin,
Feldman, Hatch, and Sitkin, 1983) is ‘idiographic’ in
nature (Glick, 1985). Culture research. has wutilised
qualitative methods to explain the human functioning by
interviewing key members of the organisation, or relies
on observation done by an external person (Gregory, 1983;
and Schein, 1984). For many researchers, climate 1is
viewed as a tool for a ‘summary description’ of
organisational settings whereas culture has the potential
to offer ’'rich details’ of those settings (Rousseau,

1988) .
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While there are methodological differences between the
two concepts, there are also similarities. Some' of
the issues concerning the concept of organisational
climate are also issues of culture research. For example
the question of unit of analysis is one of these. Several
authors have recognised multiple or subunit cultures in
organisations and, therefore, multiple units of analysis
(Wilkins and Ouchi, 1983; and Louis, 1985). Nonetheless,
research on corporate culture still lacks the development
of separate labels for culture at the individual level of
organisation, as compared to climate research which, as
has been shown in section 2.7.1, has produced the concept
of '’psychological climate’ to represent that 1level.
Therefore, it seems possible to conclude that culture
researchers do not accept the fact that culture may exist
at the individual level. Instead, they argue that "there
cannot be a culture unless there is a group that ’owns’
it" (Schein, 1984:5). This is to say, not all individuals
in the organisation experience a culture, whereas all of
them experience a climate. On another hand, it 1is
possible for many organisations (new or in transition) to
lack any common beliefs and values, and therefore, to
possess no culture at all. In contrast, climate does
exist in all types of organisations whether they are new

or old (Rousseau, 1988).
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In fact, both constructs of organisational climate and
corporate culture were regarded as methods of cﬁange
available to management in organisations (Huczynski,
1987). As far as corporate culture is concerned, most of
the research focused on the dynamic process of creating
and changing culture (i.e. Peters and Waterman, 1982;
Deal and Kennedy, 1982). Culture 1is regarded as a
learning process. It is taught to new organisational
recruits. The longer people live in a given culture, and
the older the culture is, the more it will influence
their perceptions, thoughts, and feelings. In order to
analyse why people behave in a certain w¢y, we often look
to the organisation values that govern their behaviour

(Schein, 1984).

However, this was not quite the case in organisational
climate. There is no process of teaching new employees
about the climate, nor is there any great emphasis on the
values of the organisation that govern behaviour.
Instead, the main focus of climate research is upon the
chafacteristics of the organisational setting as it is
perceived by its members and on the éxpected effect of
this setting on the behaviour and performance of these

members.

To summarise, while some writers quoted at the start of

the section may consider the two concepts the same and
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hence are redundant, it has been argued they are wrong

and the two are in fact separable.
2.7.3 ORGANISATIONAL CLIMATE AND LEADERSHIP STYLE

It has been argued that since a leader sets the tone for
an organisation, leadership style should be considered
synonymous with organisational climate. There is
relatively 1little literature which questions  the
distinctiveness or the redundancy of the concept of
organisational climate vis-a-vis that of leadership
style. However, in order to successfully carry out this
task, a short briefing of the term ‘leadership’ will be

presented before proceeding any further.

A leader can be ‘defined as someone  who exercises
influence over other people. Leaders inrorganisations may
carry out functions such as: establishing basic values;
clarifying and solving problems for others; administering
‘rewards and punishments; providing information, advice
and expertise; and providing social and emotional support
(Buchanan and Huczynski, 1985). Leadership behaviour can
be measured through questionnaires such as Léadership
Behavior Description Questionnaire (LBDQ) by Stogdill
(1963) in which subordinates describe the leadership

characteristics they perceive in their superior.
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For the spedific purposes of this section, the researcher
was able to extract three ’forms’ of relatioﬁship
between leadership styie and organisational climate as
evidenced 1in the literature. These were: first,
leédership as having an effect on the creation of climate
in organisations (a cause among many other causes of
climate). Second, leadership as being one among many
other dimensional factors of climate evidenced in . many
climate instruments. Third, leadership as being a
specific form or type of <climate with its ‘own

multidimensional instrument.

Among those writers who could be considered under the
first heading were: Likert (1961, 1967, 1976); Litwin
and Stringer (1968); Mukhi (1981), and Field and Abelson
(1982) . The theoretical work of Likert (1961, 1967, 1976)
considered the behaviour of top level superiors as
setting conditions .and procedures for organisations.
Likert (1976) suggested that organisation structure and
policies influenced leadership behaviour, and both of
these factors in turn affected the group or
organisational work process. In its turn, the latter
influenced organisational climate, with the climate at
the top echelon of the company cascading down to the
middle and lower levels. Accordingly, the ability of
supervisors at each 1level to exert influence on the

organisational climate is expected to decline gradually
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as one proceeds down the hierarchical 1levels of
organisations. That is to say, the climate which‘ié set
by the leaders at the very top level of the organisation
creates a substantial constraint wupon the style of
management that superiors at middle and lower levels feel
able to adopt. Litwin and Stringer (1968) remarked that>
different vstyles’ of leadership may create different
organisational climates, and these different climates
,consequently, create different performance levels. Mukhi
(1981), following the path of Litwin and Stringer,
studied the :elationship between leadership styles,
climate, and the performance of }employees in
organisations. He found that leadership styles affected
organisational climate and that these styles accounted
for less variance in job performance than organisational
climate. Field and Abeléon (1982) developed a model that
viewed orgahisational climate as affected by external,
organisational, and personal factors. According to this
model, personal factors included variables of the
managerial behaviour, leadership pattern, and

rewards/control.

Under the second heading, the literature did reveal that
several instruments of organisational climéte did wuse
variables that sought to describe leadership
characteristics. Among these variables were: leader’s

psychological distance (Payne and Pheysey, 1971);
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managerial trust and consideration (Gavin and Howe,
1975); leader facilitation and support (Jones and James,

1979); and managerial function (Schneider et al., 1980).

Under the third heading, it was found thét some climate
researchers did design a specific ’'micro-climate’
instruments that aimed to assess a specific
characteristic of organisations. Some authorities studied
a climate for leadership (Fleishman, 1953); climate for
creativity (Taylor, 1972); and climate for safety (Zohar,

1980) .

McGregor (1960:134) wused the term of ‘psychological
climate to refer to the many behavioural manifestations
of managerial attitudes, and clarified the importance of
- climate, compared it to the construct of leadership

style, and expressed the view that:

"The climate is more significant than the type
of leadership or the personal 'stylé’ of
the superior. The boss <can be autocratic
or democratic, warm and outgoing or remote
and introverted, easy or tough, but these
personal characteristics are of less
significance than the degree of attitudes to

which his subordinates respond."

However, organisational <climate as a construct does

have specific boundaries that differentiate it from
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leadership stylé. Organisational climate is a
psychological description of employees’ work environment,
while leadership style is mainly a description of the
perceived personal traits or characteristics (i.e.
democratié or autocratic) of a certain superior in the
organisation. That is to say, the concept of climate
describes the organisation-based experience of informants
in which the whole organisation is the target, whereas a
' single individual is the target in the case of leadership

research.

The multidimensional assessment of situational
perceptions also enables organisational climate to serve
as an umbrella concept that covers several variables in
organisation. Thus, "the great advantagé of climate
assessment over more discrete topical measures (e.g.
leaderéhip,...) is their summary quality" (Rousseau,
1988:147) . The importance attached to ‘summary quality’
comes out when it is noted that it is thé géneral
‘descriptions of contexts that climate researchers often

seek to obtain.

By comparing and reviewing the literature on
organisational climate alongside that of leadership
style, the following differences Dbetween the two

constructs can be noted:
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1.

Climate refers to the molar (macro) perceptions
(Litwin and Stringer, 1968) people have of their4work
environment, while leadership behaviour refers to
molecular (micro) perceptions of. a specific
situational dimension.

Climate is a summary peréeption of internal work
environment in which perceptions of employees are
shifted upwards to form an aggregate climate in the
organisation. In the case of leadership, the construct
is perceived at the individual level and hence it is
not aggregated upwards for the wholé organisation.
Climate may exist at different descriptive 1levels in
organisafional (individual, department, and
organisation), and can be reported by various levels
in organisations, in contrast a description of
leadership style is usually reported by a certain work
group (not all individuals in organisation can
describe the behavioural characteristics of a certain
leader, but only subordinates to the leader are asked
tovdescribé the leadership style or behagiour of their
immediate superior).

In climate research, leaders or managers, together
with other employees,-have the chance to respond to
the climate instruments that describe the
characteristics of their drganisational setting. In

the case of leadership research, only the subordinates
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of a certain leader or manager are asked to describe

his leadership behaviour or style.

To summarise this discussion, it seems highly wunlikely
that a redundancy occurs between organisational climate
and the construct of leadership. Furthermore, it is to be
noted that any attempt to abandon the concept of climate
is 1likely to lead to ’unidimensional’ approaches that
focus exclusively on specific dimensions such as
leadership or communication (Glick, 1985), instead of
focusing on the whole characteristics of organisational

settings.

The concept of organisational climate, therefore, does
appear to Dbe independent, both conceptually and
methodologically, of 1leadership behaviour or style.
Nevertheless, it is to be admitted that there would seem
to be some sort of ’partial relationship’ between these
two constructions when, from the second view, leadership
is seen as one of many diménsional factors of climate.
Practically speaking, when conducting a climate
research, it is not unusual, though not necessarily, to
have a dimensional factor in climate instruments that
describes the behavioural characteristics of leaders in

organisations.

However, the present research was concerned, at the

theoretical 1level, with the view that leadership style
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was an indirect determinant of organisational climate.
Nonetheless, the study did not seek to establish a‘link
" between leadership style or behaviour- and organisational
climate at the empirical level. The effect of leadership
style or behaviour may be found implicitly in several

dimensions of organisational climate.
2.8 SUMMARY

The concept of organisational climate has created great
interest and controversy in the literature of
organisational behaviour. From the review of literatufe
discussed in the chapter, it was clear that differences
do exist among researchers, both at the conceptual and at

the methodological level.

In the second section of the chapter, the historical and
conceptual foundations of research concerning
organisational «climate were examined. In so doing,
particular attention was paid to reviewing the individual
behaviour theories, management theories, and

organisational theories.

The third section highlighted the many definitions which
were given to the concept of organisational climate. The
definitions were categorised, under three headings: ’an

organisation variable’ , ’‘a combination of organisation
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and person variable’, and ’'a person variable’. It was
shown that, in this study, climate was viewed as neither
an organisation attribute, nor an individual attribute

exclusively. Rather, it was a combination of both.

In thé fourth section, a working definition of
climate was adopted to suit the specific purposes of this
thesis and to help to avoid unnecessafy arguments that
may surround the concept. The concept of climate has been
regarded as being perceptual, abstract, multidimensional,

and descriptive in nature.

The fifth section  devoted itself to a discussion of
methods through which the climate of organisations could
be assessed. Measures of organisational climate were
shown to operationalise along two 1lines, objective and
subjectivebmeasurements. Objective measures relied upon
structural properties of organisations (size, levels of
authority, etc.). Subjective measures relied upon
employees’ perceptiohs of their work environment. The
latter have generated the greatest amount of climate
research and have been regarded as the best available
methods with which to measure climate. Various drawbacks
of both measures were thoroughly addressed in that

section.
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The main focus of the sixth section was upon various
instruments and factors that have been used. by
researchers when they measured climate perceptually. This
thesis utilises a perceptual measurement of climate which
coincides With the working definition of climate given
earlier in the chapter. A perceptual measure seems an
appropriate method.to be used when assessing climate in
organisations since it émphasises the role of employees’
perception of organisational properties. These
perceptions were hypothesised to have a considerable
influence on human Dbehaviour compared to the mere
existence of certain structural properties in

organisations.

The last section of the chapter addressed the
relationship Dbetween climate and other associated
concepts of job satisfaction, organisation culture, and
leadership style. In the case of the first concept, it
was concludéd that organisational climate and job
satisfaction while related, were not the same. While
climate involved a perceptual description of the work
setting, Jjob satisfaction‘was an affective evaluation of
-aspects of the Jjob itself. Furthermore, the workihg
definition of climate, given in section 2.4, sought to
avoid any suspicion of overlap or redundancy between the
two concepts. The second concept was organisational

culture whose relationship with organisational climate
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did seem to Dbe different than the one . between
organisational climate and job satisfaction. The réason
was that some researchers have used the terms culture and
climate as synonyms, but to represent values, beliefs,
philosophies, and customs of organisations. On another
hand, climate and culture do have some methodological
differences. All of these differences were discussed in
that subsection. The third associated concept with
climate was leadership behaviour or style. In relevant
literature sources, leadership behaviour or style was
considered as a potential influence on the creation of
climate; a component or a dimension in organisational
climate instruments; or as a specific type of climate
that had its own multidimensional instrument. However,
the term of climate and the concept of leadership, even
though they had some sort of partial relationship, did
appear to be of major theoretical and methodological
differences. More details on' these differences were

provided in the designated subsection.

The next chapter of this thesis willvbe devoted to the
understanding of the concept of ’organisational
effectiveness’ in terms of its definitions, approaches,
and methods of measurement. One section of that chapter
will be concerned with a discussion of theoretical and

empirical evidence on the relationship between dimensions
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of organisational climate and level of performance or

effectiveness in organisations.
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CHAPTER THREE

ORGANISATIONAL EFFECTIVENESS:

CONCEPTUAL AND EMPIRICAL FRAMEWORK

3.1 INTRODUCTION

This chapter presents and discusses the dominant
approaches to the study of organisatioﬁal éffectiveness;
namely, the ’‘goals’ and the ’'systems’ models. Next,
operational measures of organisational effectiveness are
introduced. Two groups of effectiveness measures;
runivariate’, and 'multivariate’ are examined. The fourth
section delineates the specific effectiveness criteria
utilised in the present study. The fifth section is
devoted to linking the present chapter with the previous
one by presenting empirical research that deals with the
construct of organisational effectiveness as a function

of organisational climate.

3.2 APPROACHES TO THE STUDY OF

ORGANISATIONAL EFFECTIVENESS

The concept of organisational effectiveness is one of the
most interesting, important, and frequently referenced
themes in organisational research and practice.

Nonetheless, researchers have been unable to agree on a
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common ground to conceptualise the concept. The fact that
the meaning of organisational effectiveness is hard to
pin down does not in any way diminish its central place

and role in organisational functioning.

At the theoretical 1level, there exist two underlying
approaches to the study of organisational effectiveness;
the goals and the systems approach model. These models or
perspectives are considered by many researchers in the
field, to be the dominant ones in the study of
organisational effectiveness (i.e. Etzioni, 1960; Katz
and Kahn, 1966; Price, 1972; Campbell et all., 1977;
Miles, 1980; and Bedeian, 1984). Researchers in the field
who, at least theoretically, advocated these approaches

are cited in Table 3.1.
3.2.1 THE GOALS MODEL

The goal-centered model was the earliest approach to the
study of organisational effectiveness. Many past and
present management theoreticians have conceived
organisational effectiveness as the meeting or surpassing
of organisational goals or objectives. Barnard (1938:19)
asserted that "when a specific desired end is attained we

shall say that the action is effective.” The
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Table 3.1 Studies on the goals and systems approaches of

organisational effectiveness

Contributor Goals model Systems model
1. Barnard (1938) X
2. Parsons (1951) X
3. Seashore (1956)} ; X
4. Georgopoulos&Tannenbaum (1957) : X
5. Gouldner (1959) ~ X
6. Etzioni (1960) X
7. Katz and Kahn(1966) X
8. Mahoney (1967) X
9. Yuchtman and Seashore (1967) ] X
10. Mahoney and Weitzel (1969) X
11. Reddin (1970) X
12, Price (1972) X
13. Baker(1973) ~ X
14. Campbell (1977) X
15. Hannan and Freeman (1977) X
16. Cummings (1978) X
17. Miller (1978) - X
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goal-attainment model tends to rely, either explicitly
or implicitly, upon the two assumptions 4that
organisations have goals that they attempt to achieve;
and that the attainment of these goals can be measured

(Miles, 1980).

According to this approach, effectiveness can be assessed
by establishing measures that evaluate how well an
organisation has achieved its goals or objectives. The
goals here are usually referred to the stated purposes of
an organisation, as given by its documents, such‘ as
by-laws, or the reports of its stakeholders (owners,
customers, employees, managers, government officials,

etc.).

However, the goals model approach is subject to some
drawbacks on theoretical and methodological grounds.
Etiioni (1960) criticised the Jjudgment of effectiveness
based on goal achievement. He contended that goals, or
targets, are ideal states. In actual situations,
organisations tended to be less perfect in their
performance than anticipated. Therefore, the existence of
a gap betwéen goals (an ideal state) and performance (an
actual state) was almost inescapable. That is to say,
judgment of effectiveness based solely on the complete
attainment of goals would lead to disappointing results

in the investigation. On another hand, an organisation
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may theoretically be judged effective when it is

attaining simple, or ill-defined goals.

Another difficulty in the goals approach concerns the
multifunctiohal nature of most organisations where they
strive to achieve several different goals simultaneously.
Therefore, effectiveness in the attainment of one goal
may inhibit effectiveness in the accomplishment of
another (Bedeian, 1984).7The cost-effectiveness goal of
an organisation may ~ be in conflict with the
responsibilities of the organisation towards its society
and external environment; For ihstance, dumping chemical
wastes in rivers may be a cost-effective method but
pollutes the environment. Therefore, it is likely that an
organisation with multiple goals will not be effective in

all areas at the same time.

A further weakness of the goals model is associated with
the fact that the assessment of effectiveness on the
basis of goals, depends on the extent to which goals are
measurable or quantifiable. For instance, Sales, number
of units of production, profitability, ané. so on, are
quantifiable and identifiable measures ef organisational
outputs..HoWever, these measures are not available in all
organisatione. ‘Service organisations may lack such

measures.
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3.2.2 THE SYSTEMS MODEL

The systems model is the second dominant approach to
studying organisational effectiveness. It is based on the
idea that organisations are ’open systems’ as suggested
by Katz and Kahn (1966). The interaction process between
the organisation and its environment is the primary focus
of this approach. As open systems, organisations depend
on the external environment for their functioning and
output. Therefore, the interdependence between the
organisation and its environment takes the form of
input-output acquisitions. According to the theory, the
overriding goal of organisations is ’survi&al’ (Hefforn,

1989) .

By relying on the notion that scarce and valued resources
are usually subject to competition between organisations,
a second view within the systems apprpach emerges. This
perspective focuses on the input acquisition side of the
relationship between organisation and itsvenvironment as
a way of studying the effectiveness of organisations.
Effectiveness 1is defined as "the ability of the
organisation, in either absolute or relative terms, to
exploit its environment in the acquisition of scarce and
valued resources. It is most effective when it maximizes
its bargaining position and optimizes its resource

procurements" (Yuchtman and Seashore, 1967:898). - The
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"definition offered here, emphasises the success of an
organisation in competing for scarce and valued resources
(the organisation bargaining position in its environment)

as an indicator of its level of effectiveness.

While the systems approach provides additional insights
into the nature and assessment of organisational
effectiveness, it suffers from several shortcomings.
Principal among these are that, instead of focusing on
specific measurable ends, the systems model focuses on a
vague, futuristic goal of organisational survival.
Studies employing the systems perspective tend to avoid
measuring survival altogether, preferring instead to
focus on concepts such as organisational flexibility or
adaptability to changes in external environmental
factors. Nonetheless, these criteria are often both

difficult to define and measure (Miles, 1980).

As far as the resource acquisition view was concerned, it
was criticised for making ’‘maximum’ as a key word in the
organisation bargaining position and the exploitation of
its environment, and for bffefing little guidance as to
what constituted this maximum exploitation (Bedeian,
1984) . The same criticism was also applicable to the use
of ’'optimum’ as a key word in achieving resource

procurement without giving a clear explanation of what it
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was composed of, or how it would be measured in empirical

research.

Another shortcoming of the systems approach lay in its
failure to offer vguidance for selecting the scarce
resources to be studied. Yuchtman and Seashore
(1967:901), themselves admitted this point when they

asserted that:

"A crucial problem in this context 1is the
determination of the relevant and critical
resources to be used as a basis for absolute or
comparative assessment of organisational

effectiveness."

A fourth drawback of the systems model approach is that
it focuses mainly on the acquisition of resources by
organisations, and neglects the importance of the term
"goal’ in this process, while actually embodying it. In

this regard, Mohr (1973:472) observed that:

"It 1is possible to find in some manner
that the goal of a specific organisation
is, purely and simply, to acquire certain
resources. If that is not the case, then
one must identify other goals in order to
establish which resources are important
for attaining them. Either way, the
concept of goal is essential, although in the
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second case the goals themselves may often be

assumed or implicit."

A final shortcoming leveled at the systems approach was
that it based organisational effectiveness solely on
resource acquisition rather than upon resource use. It
emphasised resource acquisition and ignored whether
resources were being used effectively or not (Bedeian,
1984). This critique seems to focus on the ’'process’
element which mediates the input-output relationship as

suggested in the system model.
3.2.3 A RECONCILIATION OF THE TWO MODELS

Before ending our .discussion on the goals and systems
approaches to the study of organisational
effectiveness, it is important to mention that even
though these two approaches reflect divergent definitions
and perspectives of organisational effectiveness; it
would be an error to assume that they are mutually

exclusive. Each possesses some capabilities that make a

reconciliation between them likely to take place.

A closer look at the goals and the systems approaches
reveals that both are 'concerned, either directly or
indirectly, with the objectives of organisations. While

the goals approach has a specific goal focus, the systems
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approach is ériented towards a more long-term objective
of organisational survival and the ability of an
organisation to articulate its parts and meet shifting
contingencies in its current and future environments
(Miles, 1980). Also, one can be able here to view goals
as the raison d’etre for organisations’ continued

existence or survival.

With regard to the acquisition of scarce resources, such
acquisition cannot take place unless the organisation
already possesses a predetermined goal(s) at which these
resources are aimed. Therefore, the concept of goal is
essential in both situations. In other words, resource
acquisition is undoubtedly a prerequisite for the
attainment of organisational goals. Therefore, both
courses of action are essential, if not critical, to an

organisation’s success (Bedeian, 1984).

One may be able here to conclude that there is no need
to choose one of the two models while rejecting the
other. The two approaches are not totally different but
rather represent complementary explanatory devices of
organisational effectiveness. The stand taken in this
research sees both of these approaches as Dbeing
ultimately directed towards goals. The ability to find

measurable or available indicators of effectiveness plays
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a crucial role in adopting one model of effectiveness

rather than another.
3.3 MEASUREMENT OF ORGANISATIONAL EFFECTIVENESS

The previous section discuséed the two major theoretical
formulations to the study  of organisational
effectiveness; the Goals and the Systéms approaches.
Attention will now turn to an exploration of the way in
which one might be able to operationalise and measure the

construct of organisational effectiveness.

Steers (1975) reviewed several models of organisational
effectivéness that had been used by researchers in the
field. He was able to distinguish between two measurement
models of effectiveness- the univariate and the
multivariate. These two measures will be the subject of

the following subsections.

3.3.1 UNIVARIATE MEASURES OF

ORGANISATIONAL EFFECTIVENESS

Earlier measures of organisational effectiveness were
predominantly univariate. They used only one property of
organisation such as 'productivity' or ’'net profit’ as a
"single’ or an ‘overall’ indicator of organisational

effectiveness. Campbell’s (1977:36-39) review of these
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measures of organisational effectiveness identified a
total of 30 variables which had been used as univariate
indicators of effectiveness. These are shown in Table

3.2.

Although = univariate measures of organisational
effectiveness continue to be widely used in contemporary
research of performance, their value can be questioned
on several grounds. First, given  the diversity of
variables used to measure effectiveness, it would be
difficult to defend the use of'any’single variable (for
example, absenteeism) as a comprehensive or adequate
measure of brganisational effectiveness (Steers, 1975).
Second, one may question ’the interdepehdence‘ of the
effectiveness variables listed. It is pessible for one
indicator of effectiveness, e.g. productivity to Dbe
determinant of another indicator, e.g. profit (Bedeian,

1984) .
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Table 3.2 Univariate measures of organisational effectiveness

Overall effectiveness

Productivity

Efficiency

Profit

Quality

Accidents

Growth

Absenteeism

Turnover

Job satisfaction

Motivation

Morale

Control

Cohesion ,
Flexibility/Adaptation

Planing and goal setting

Goal consensus

Internalisation of organisational goals
Role and Norm congruence |
Managcrial intcrpersonal skills
Managerial task skills

Information management and communication
Readiness ‘
Utilisation of environment
Evaluations by external entities
Stability

Value and human resources
participation and shared influence
Training and development emphasis

Achievement emphasis
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3.3.2 MULTIVARIATE MEASURES OF

ORGANISATIONAL EFFECTIVENESS

Recent research on organisational effectiveness has
shifted away from focusing on univariate (single)
property of organisations and has focused instead on
more advanced measures that ﬁtilise multivariate
(multiple) properties to assess | ofganisational
effectiveness. Steers (1975:549) reviewed 17 studies
that used multivariate measures of effectiveness. These

are displayed in Table 3.3.

If we consider the main rationale behind these recent
efforts to use multiple measures of effectiveness 1in
organisational research, we can conclude that this is due
to the fact that no single criterion alohe can be used to
represent the overall level of performance in
organisations. It is useless to ask a general question
(even though it is not wvalid) as to whether a certain

organisation 1is effective or ineffective. 1In faét,
organisations are usually judged effective or iheffective
not in general terms, but on a number of different
dimensions. The multiple criteria measures can resolve
this dilemma by considering in a more comprehensive way,
the major sets of variables involved in the effectiveness

construct.
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Table 3.3 Frequency of occurrence of evaluation criteria
in 17 models of organisational effectiveness

kEvaluation criterion No of Times Mentioned

Adaptability-Flexibility 1
Productivity
Satisfaction
Profitability

Resource acquisition
Absence of strain
Control over environment
Development

Efficiency

Employee retention
Growth '
Integration

Open communication
Survival

All other criteria

Despite its distinct advantages over the wunivariate
criteria measures, multivariate measures are, however,
subject to one major difficulty. This is, the lack of
agreement among researchers as to what constitutes a
valid set of variables that should be used to measure

effectiveness.

This 1lack of agreement may be due partly to the

differences in perspectives and objectives of the
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researchers themselves; to the unforeseen hindrances
in the availability of data on various perforﬁance
measures; and to the difficulty in measuring some
criteria of performance in the organisations wunder
scrutiny. Once combined, these factors would undoubtedly
allow a researcher to limit his focus to specific
organisational properties for the assessment of
organisational performance with the aim of satisfying the

previous setbacks.

3.4 THE ADOPTED CRITERIA OF

ORGANISATIONAL EFFECTIVENESS

As explained earlier, univariate and - multivariate
measures can be employed to assess the effectiveness of
organisations. The usual way of coping with the
methodological problems of using ‘singular’ measures of
performance 1is to apply é‘ multiple criteria. The
rationale is that as organisations are multifunctionalkin
nature and as they pursue multifarious 'éoals, their
effectiveness or performance is expected to  be

multifaceted too.

In the present study, multivariate criteria of
effectiveness are employed. The decision has been taken
to rely on a group of financial (economic) and

behavioural indicators or organisational effectiveness.
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Prior to that decision, a consideration was given to the
availability of the previous measures in the context of

Jordanian manufacturing companies.

The -financial or economic indices utilised in the present
study tap two sub-areas of effectiveness: growth and
profitability. The growth measures are sales growth and
growth in profit. The measures of profitability are
return on sales, asset turnover, and return on

investment. All of these measures' are based on a

five-year average (1984-1988). The behavioural measures
of performanée considered are the ability of

organisation to retain high-level manpower, employees’
satisfaction at work, and the intention of employees to
quit working in the present company. Further details of

these measures will be given in Chapter 5.

Financial or economic indicators of effectiveness were
adopted because profitability and growth are major goals
that all business companies, regardless of the functibns
they perform, seek to accomplish. Behavioural measures
were also utilised since organisations cannot operate and
attain their goals without their labour forces.
Organisations, therefore, are expected . to pay
considerable attention to and take <care of their

employees. This attention and care 1is assumed to
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represent a noticeable aspect in the goals of

organisations.

3.5 ORGANISATIONAL EFFECTIVENESS AS

A FUNCTION OF ORGANISATIONAL CLIMATE

In Chapter Two of this thesis, attention was focused upon
the concept of organisational climate in terms Qf its
evolution, nature, measurement, and its current issues.
So far in the présent chapter, the emphasis has been
mainly upon understanding the concept ofbeffectivéness in
terms of its conceptual models, operational measures, and
the specific indicators which are adopted in the present

investigation.

Now we shall examine the linkage between organisational
climate and the effectiveness of organisations as
evidenced in previous studies in the literature. While
the literature showed no lack of organisational climate
research, there was a lack of empiricai attempts to
examine the relationship between organisational climate
and organisational effectiveness or performance. The
researcher was able to locate only seven contributions
made by Litwin and Stringer (1968), Kaczka and Kirk
(1968), McClelland and Burnham (1976}, Gordon and
Goldberg (1977), Heller (1978), Benjamin (1983), and Boer

(1985) .
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Litwin and Stringer (1968) found that different
organisational climates had significant effecté on
motivation and, consequently, on organisational
performance and satisfaction. Sales units were found to -
perform bétter with less structure and more individual
responsibility. In that study, leadership style was
viewed.»as a cause of organisational climate which, in
turn, would‘influence different organisational outcomes,
and result in differenﬁy behaviours of organisational

members and organisational outcomes.

The results of Kaczka and Kirk (1968)-~indicated that
certain dimensions of climaté had significant effects
on the organisational performance of business
organisations as measured Dby both economic and
socio-psychological criteria. It was also found that an
employee-centered climate had higher performance (in
terms of higher profits and lower cost) but not in all
cases. Employee-oriented climate also yielded higher

satisfaction than task-centered climate.

McClelland and Burnham (1976) studied sales performance
of different sales divisions within a consumer products
compahy. They reported that sales divisions that had
higher degrees of clarity and team spirit aéhieved higher
sales volumes than other divisions which had relatively

lower degrees of these variables.

90



Gordon and Goldberg (1977) administered a questionnaire
to 29 organisations which contained eight dimensions
of climate in an attempt to investigate their
relationship to growth in net income. Their major
findings showed that high profit/growth companies were
clearly similar on some climate elements. The items that

produced a strong relationship to profit were clarity,

decision making, performance orientation, and
compensation.
Heller (1978) studied the relationship between

organisational climate and organisational effectiveness
of thirty-two estate offices. He found that the lower the
climate the more effective the real estate offices were.
The climate dimensions of <clarity, responsibility,
commitment, standards, recognition, and team work were
found to have negative relationships with rate of return

(profitability).

Benjamin (1983) administered a climate questionnaire to
subjects in five factories located in several states in
the eastern area of the United States in an attempt to
investigate the relationship between climate factors and
selected performance indices. He found that the
statistically significant results were limited to five

correlations: work flow-turnover, involvement-turnover,
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clarity-lost time accidents, ‘compensation—profit, and

compensation-return on net assets.

Boer (1985) aimed at investigating the possible
relationship between organisation climate, need for
achievement training, and organisation performance in
clothing manufacturing companies in Seuth Africa. The
perception of climate of 65 management and supervisory
staff members were measured at the beginning and again at
the end of the study. The changes in climate perceptions
were studied together with the ehanges in organisation
performance in thét period. It was found that the changes
in performance parameteré of labour productivity,
turnover and absenteeism could not be related to changes
in climate perceptions. However, a significant
relationship was found between the change in climate
perception and a change in the fault rate (faulty

manufactured products).

This review indicates that the relationship between the
perception of organisational climate andvthe parameters
of effectiveness do not form a consistent pattern. The
relationship was established in some of the cases but
not others. It has been suggested by Hellriegel and
Slocum (1974) that variance in the relationship may be
due to the wide diversity of organisations studied. That

is, the possible effects of contingency variables were
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not controlled for. The present research, as was
indicated earlier and will be discussed later in Chapter
5, will control most of the potential causes of this lack
of consistency such as type of owne:ship, type of
business,_organisation size, and type of technology. The
control of many of the contingency variables would
exclude the extraneous variables that may prevent
cross—comparability and the establishment of
relationships between organisational climate and

organisational effectiveness to take place.
3.6 SUMMARY

This chapter has sought to shed light on four principal
aspects related to the construct of organisational
effectiveness. These are: 1) theoretical approaches to
the study of organisational effectiveness; 2) operational
measures of effectiveness; 3) measures of ‘effectiveness
adopted for the study; and 4) previous researéh attempts
to study organisational effectiveness'as a function of

organisational climate.

The two -promihent approaches to the study of
organisational effectiveness; the goals and the systems
approach were analysed in the chapter. While the goals
approach relied mainly upon goal attainment (i.e

productivity, profitability, etc.) as a single standard
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of organisational effectiveness, the ASystems approach
sought to view organisational effectiveness in terms of
the interaction process between the organisation and its
external environment. Organisational survival and the
acquisition of scarce and valued resources were examples
of measures -in this approach. However, these two
approaches of effectiveness were subject to a number of
critiques. The shortcomings associated with each approaqh

were spelled out in the designated section.

Following that discussion, the concept of effectiveness
was viewed in terms of two ©operational 1lines of
measurement; univariate and multivariatev measurés.
Univariate measures of effectiveness relied on a single
organisational property through which effectiveness can
be assessed. Multivariate measures, in contrast, utilised
multiple indicators in order to assess organisational
effectivenéss. However, the univariate and multivariate
models of effectiveness suffered from a number of

difficulties which were addressed in the chapter.

The attention then turned to a presentation and
justification of the effectiveness criteria adopted for
the study. It was decided to utilise two groups of
multiple measures of effectiveness: financial (economic),
and Dbehavioural measures. The economic or financial

indicators were divided into two sub-areas: growth, and

—
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profitability indices. Indicators of growth. were sales
grdwth, and growth in profit; while the profitability
indicators were return on sales, asset turnover, and
return on investment. The behavioural 1indices of
effecti?eness adopted by the researcher were retention of
high-level manpower, employee satisfaction in work, and

the intention of employees to quit the present company.

In the fifth section, a 1link was established between
organisational <climate construct and organisational
effectiveness as evidenced in seven empirical studies of
the literature. The results of these pieces of research
showed that the relationship between organisational
climate and effectiveness was established in some cases
but not others. It was suggested that the variance in the
relationship» was due to the wide diversity of
organisations studied. Thus, in order to avoid this
heterogeneity of organisations, the present study will
seek to control for the contingency variables of type of
ownership, type of business, organisation size, and level
of technology. Details of these contingency variables
will be presented in the chapter which deals with
methodology. The next chapter will provide a background
information on the external environment that Jordanian

industrial companies operate in.
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CHAPTER FOUR
JORDAN: ITS MAJOR ENVIRONMENTAL FACTORS
4.1 INTRODUCTION

Formal organisations operate within macro-environments
that significantly vary in terms of their socio—cultural,
educational and economic variables. As organisationé do
not exist in a vacuum, external environmental factors

will impinge directly or indirectly on their functioning.

In terms of social and cultural environment, there is a

widespread acceptance of the idea that organisations are
likely to be influenced by the culture of the societies
in which they are embodied. In fact, studying the extent
and nature of the predominant value orientations of a
society clearly helps in understanding why people behave
the way they do in their working organisations.
Furthermore, organisations, especially private ones, are
expected to | be also influencéd by the wvarious
opportunities and constraints, and by the general

economic conditions prevailing in a specific country.
Hence, it is essential to describe - the wvarious
environmental parameters of the national context in which

the present study is conducted. The present chapter,'
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then, aims at examining the more salient environmental
conditions that prevail in Jordan, with which the reader

needs to be acquainted. Only those environmental aspects

that are thought to ©be necessary for a Dbetter

comprehension of the research setting and its periphery
The wvalue of presenting these

have been included.

background aspects will be realised when, at later stages

of the thesis, references will be made to these features

in the analysis and interpretation of research results.

This chapter is composed of seven sections that aim to

introduce the reader to the background of Jordan. These

information on the country’s general

sections include
milieu,

features, educational

demographic
industrial sector, and

background,

work force, economic context,

social and cultural environment.

4.2 GENERAL BACKGROUND

The people of Jordan are predominantly Arab Muslims.

However, there exist minority ethnic groups, Dboth

non-Arabs, and non-Muslims. Non-Arabs constitute nearly 1

per cent of the population. Non-Muslims are represented

who form about 5 cent of the

by Christians per

population. The country is situated off the south-east of

the Mediterranean sea. It is bordered by Syria to the
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north, Iraq to the north-east, Saudi Arabia to the south

and east and by the West Bank to the west.

The formerly known Emirate of Transjordan (or East Bank
of Jordan) was established in 1921. In 1946, the country
obtained its independence from the British mandate and
the Hashemite Kingdom of Jordan, or Jordan as commonly
_known, was founded. In 1948, the Arab-Israeli war broke
out 1in which Israel was established, and thousands of
refugees from former Palestiné crossed to the East bank
of the River Jordan. In December 1948, a Palestinian Arab
congress meéting in Jericho invited King Abdullah, the
grand father of the present king (Hussein), to unite Arab
Palestine with Transjordan (Seccombe, 1984). In 1950, the
West Bank territories were formally united with the
kingdom. During the whole period of 1950-1967, the West
Bank was treated as part of Jordén. Following the 1967
Arab-Israeli war, the West Bank fell into the 1Israeli
occupation. However, Jordan continued to have
administrative and legal ties with the West Bank until

1988 when Jordan severed all of such ties.

Jordan 1is a constitutional hereditary monarchy. The
constitution separates legislative, executive, and
judicial powers. The legislative power is vested in a
bicameral house of parliament that consists of two

houses: the House of Notables or the upper house
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(appointed by the king), and the House of Representatives
or the lower house (selected by national election). The
executive power is exercised by the king and appointed
council of ministers. The judiciary is independent of the
legislative and executive branches and exercises its

power through different courts of laws.

The country is composed of eight administrative
governorates: Amman, Zarga, Irbid, Mafraq, Balga, Karak,
Tafiela, and Ma’an. Amman is the capital as well as the

commercial and industrial centre of the country.
4.3 DEMOGRAPHIC FEATURES

The population of Jordan was estimated to be 3,001,100 in
1988 (excluding the West Bank) as compared to 586,200
(excluding the West Bank) in 1952 census. The growth in
population for the period of 1952-1988 is given in Table
4.1. The most striking finding of the table is the
rapidly‘ changing population . size  of Jordan. The
population has more than tripled in the last thirty years
or so. The population is also expected to reach 6.6
million in 2000 and 12.3 million in 2020. This growth
rate of popﬁlation places Jordan amongst the highest

demographic growth rates in the world.
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This high population growth in Jordan could be attributed
to several factors other than the influx of
Palestinian refugees. Amongst these are the high birth
rate; the drop  in crude death rates follo&ing
enhancements and expansion in the public health
services; and the improvements in economic and social
conditions in the country. The figures in Table 4.1 also
reveal another <characteristic of Jordan population
concerning its gender distribution. The malé population
outnumbers that of the females. The average male
population was 51.7 per cent of the total population

during the period 1952-1988.

Table 4.1 Population of the East Bank of Jordan for the
period 1952—1988

Year Male Female Total

1952 301,700 284,500 586,200
1961 469,400 431,400 900,800
1975 941,500 869,000 1,810,500
1979 1,115,800 1,017,200 . 2,133,000
1984 1,257,600 1,237,500 2,495,100
1988 1,569,500 1,431,500 3,001,000

Source: Department of Statistics (1988:19), Jordan
Statistical Yearbook, No. 39, Amman.

Another structural characteristic of the Jordanian

population is that most of the people are young. As can
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be seen from Table 4.2, people under the l4-age group
constitute about one-half (48.1 per cent) of the 1988
population. The table aiso shows that those who are of
working age group (15-64 years) represent 49.3 per cent
of the total population. However, people in the age band
of 65 years and above are the smallest (2.6 per cent).
Thus, the domination of young age groups will inevitably
lead to a lower propoftioh of people in the working age
group and a higher dependency ratio (viz., number of
dependents related to number of persons at the working
age) . The dependents here may be children, wife, parents,

or siblings.

Table 4.2 Percentage distribution of population
according to age groups in 1988

Age Group Male Female . Total
0-14 47.8 . 48.3 48.1
15-64 49,7 49.0 49.3
65+ 2.5 ; 2.7 2.6
Source: Department of Statistics (1988:31), Jordan

Statistical Yearbook, No.39, Amman.

The majority of the Jordanian population is concentrated
in the north-west region of the country which contains
the <capital and the major <cities. The estimated

population of 1988 indicates an uneven demographic
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distribution. Amman and Zarga governorates, with only 20
per cent of the total area of the kingdom, contain 56 per
cent of the population. People who 1lived in the
governorates of Amman, Zarqga, and Irbid formed more than

80 percent of the total population.
4.4 THE EDUCATIONAL MILIEU

Jordan considers education as one of its remarkable
achievements. The government’s frequently raised banner
' The hdman being is our most valuable asset’ implicitly
pointed out to the importance of educated members of the
'society. Education in Jordan played a significant role in

the economic and social development of the society.

Education in Jordan is provided by public and private
sectoré. Elementary education is free (in state schools)
and, where possible, compulsory in the first nine grades.
The literacy rate in Jordan is considered ambhg the best
in ﬁhe Middle East. In 1986, the rate of literaté
population aged 15 or above was as high as 79.4 per cent

-(Encyclopaedia Britanica, 1989).

The educational ladder in Jordan consists of elementary,
preparatory, and secondary schooling. The duration of the
first cycle is six years, whilst each of the preparatory

and secondary cycles lasts three years. The secondary

102



divided into three types: academic

and comprehensive school. At

school cycle is
school, wvocational school,
the end of the secondary cycle, students sit the General

Secondary Certificate Examination (GSCE). The Ministry of

Education is responsible for all educational decisions

related to curricula planning and examination.

Students who pass the (GSCE) and wish to continue their

education can join universities or community colleges.

Presently there are four state-run, but autonomous,

in Jordan:

University of Jordan, Yarmouk

universities
Univérsity, Mu’tah University, and Jordan University of

In 1990, three more universities,

Science and Technology.
were given licenses to operate

run by the private sector,
As the community ‘colleges  (two-year

in Jordan.
post—secondary duration) are concerned, there are 12
colleges controlled by The Ministry of Higher Education,
22 collegesbpf the private sector but supervised rby

the ministry, and seven other colleges controlled by some

governmental agencies.

in all educational
A

The number of Jordanian students

cycles for the year 1987/1988 is given in Table 4.3.

quick glance at the numbers compiled in the table shows
the remarkable enrollment rate in various levels of
education which almost reached one million students. When

compared with the whole population, the figures revealed

\\\\\\\\\\\\\\\\\\\\\\\\\\\
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that almost one-third (33 per cent) of the Jordanian

population were students.

Table 4.3 Distribution of Jordanian students Dby
educational level during 1987/1988

Educational level ; Male Female Total

Elementary 291,777 279,018 570,795
Preparatory 116,817 103,994 220,811
Academic Secondary 49,039 54,092 103,131
Vocational secondary - 19,484 14,049 33,533
Community college 12,412 17,440 29,852
University degree 14,711 10,792 25,503
Postgraduate degree 2,800 792 3,592
Total 507,040 480,177 | 987,217

Source: Department of statistics (1988:241,251), Jordan
Statistical Yearbook, No.39, Amman.

The table also shows the high female participation in
schools and educational institutions. During the academic
year 1987/1988, females represented almost half (48.6 per
cent) of the total number- of students enrolled in
various levels of education. The female representation
outnumbered that of their male counterparts in community
colleges (58.4 per cent), and in the academic'secondary

schools (54.4 per cent).
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The notable educational achievements of Jordan can be
attributed to the following considerations (Shaikh,

1989):

1. Most of the people in Jordan believe that education is
one of the best means through which one can improve
one’s status and prestige in the society (as will be
discussed in section 4.8).

2. The introduction of compulsory education in the first
nine grades.

3. The notable increase in the number of schools (the
public in particular), community colleges, and
universities.

4. The change in the attitudes of Jordanians towards
accepting the idea of enrolling 'their daughters in
post-secondary education.

5. The socialisation and communication with other
countries which has opened up new avenues for
Jordanian students to carry out their higher education
abroad (In the academic year 1988/1989 there were
36,019 students studying in higher education

institutions abroad).
4.5 THE WORK FORCE

As observed in section 4.3, the population of Jordan was

characterised by the domination of youth age groups.
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Hence, one would not be surprised to find the reciprocal
and imperative effect of this feature reflected in the
low ratio of economically active population (viz., number

of national people employed in the market).

Indeed, there were three factors ) other than the low
proportion of people in the working age groups, that
contributed to the low participation rate (viz.,
proportion of members obeordanian labour force). First
was the high enrollment ratio in educational institutions
as explained in the previous section. Second, the
markedly low, although significantly exbanding, female
participation rate in the work force. Third, the high
rate of emigration of Jordanian labour force particularly

to Arab o0il producing countries (Zaghal, 1984).

Based on the figures compiled in Table 4.4, the ratio of
economically active population ‘amounts to 17.4 per cent
in 1988. One can also observe from that table the mass
employment of labour in service-oriented, as opposed to
production-oriented, economic activities.. The table
indicates that in 1988, nearly half of the labour force
in Jordan was employed by the social and public
administrative services (48.1 per cent) . The
manufacturing and mining sector was the second largest
employer and accounted for 10.3 per cent of the total

labour force. The sector also employed the largest amount
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of the labour force within the productive economic
activities (the first four in the table). In fact, the
workers in the agricultural sector dropped significantly
from 33.7 per cent of the labour force in 1961, to 11.5
in 1979, and to 7.6 per ’cent 'in 1988. These figures
reflect another 'shift in the attitude of Jordanians,

their unwillingness to work in agriculture.

As for the participatioh of Jordanian women in the labour
force, the available data indicates that in 1980, females
accounted for 20 per cent of the working population in
various economic activities (Kurian, 1987). However, more
recent, but limited data, is available on establishments
employing five or more workers for the period 1983-1987.
These data is presented in Table 4.5. The table shows a
slight increase in female representation in the years
1984-1987 as compared to 1983. On the other hand,
male-specific rates showed a slight decrease in the years
of 1984-1987 in relation to '1983. In spite of the
moderate increase in female participation, the structure
of the labour force is still overwhelmingly male. The low
level of female participation in Jordanian work force has
been associated with a range of variables.‘Foremost among
these aré the cultural values, marital status, level
of education, fertility rate, husband’s education, and

the degree of urbanization (Mujahid, 1982).
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Table 4.4 Distribution of employed Jordanian manpower by
major economic activity for 1979 and 1988 ‘

1979 1988

Economic activity N % N %
Agriculture 46,728 11.5 39,658 7.6
Manuf. & Mining 34,935 .6 53,747 10.3
Electricity & Water 2,472 .6 8,349 1.6
Construction 52,645 13.0 52,182 10.0
Trade 41,541 10.3 52,182 10.0
Transport & Comm. 28,977 7.2 46,693 9.0
Financial services 8,673 2.1 17,741 3.4
Social & Public

Admin. services 189,303 46.7 250,993 48.1
Total 405,274 100.0 521,815 100.0

Sources: Ministry of Planning (1985:63), Five-Year Plan
for Economic and Social Development 1986-1990, Amman.
Department of statistics (1988:81), Jordan Statistical
Yearbook, No.39, Amman.

Table 4.5 Employment of Jofdanian ‘manpower by sex
(1983-1987) ’

Male Female Total
Year N S N %
1983 102,007 78.4 28,045 21.6 130,052
1984 105,729 75.7 33,904 24.3 139,633
1985 111,094 76.3 34,570 23.7 145,664
1986 122,370 76.0 38,715 24.0 161,085
1987 140,009 76.1 43,871 23.9 183,880

Source: Department of Statistics (1988:72-73), Jordan
Statistical Yearbook, No. 39, Amman.



The labour market in Jordan is characterised by a
considerable drain of manpower which was ‘estimatéd. by
Ministry of Labour (1987) as 330,000 workers in 1987, of
whom 84 per cent went to work in Arab countries. To
‘compenSate for this drain, the replacement migration
(immigration) took place. The number of non-Jordanian
workers (of whom the majority are Arabs) amountedb to
143,000 in 1985. In 1989, Non-Jordanian work force was

estimated to be around 300,000 workers.

"Jordan has the most highly educated and best
trained work force in the Arab world. Its
workers have been in heavy demand in the Gulf
states and Saudi Arabia. Jordan citizens play
an important role in the running of these
economies, occupying key positions in
government ministries and agencies, as well as
in many service activities such as health and
education." (Wilson, 1988:326).

The increase in domestic demand for 1labour during the
second half of 1970s, resulting from rapid economic
growth and the emigration (outflow) of Jordanién labour
to neighbouring oil,cbuntries, led to a general rise in
wages as well as to replacement immigration (inflow)»of
non-Jordanian labour. This pattern was revised during the
second half of the 1980s. As é result of sluggishness in
economic activities in the region, there Was a fall in

labour demand and a rise in supply in domestic and
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foreign markets. The resulting imbalance was reflected in

emerging unemployment and falling of wage rates.

The unemployment among Jordanian manpower started surging
rapidly in the eighties, when it climbed from 3.9 per
cent in 1981 to 8.0 in 1986 (Ministry of Labour, 1987).
In 1987, the rate of unemployment was unofficially
- estimated at 17 per cent of the work forceA (Fisher,
1990). Several factors exacerbated thié situation.
Foremost . among these were the vast increase in the
supply of university and community college graduates and
the tightening economic conditions in the country

especially from the mid-1980s onwards.

The interests of the Jordanian labour force are usually
defended by labour unions and professional organisations.
The General Federation of Jordanian Labour Unions is the
principal labour organisation. However, only 20 per cent
of Jordanian labour is unionised. This low proportion is
due primarily to the population’s lack of familiarity
with wunions, rather than to government or business

efforts to suppress union membership (Kurian, 1987).
4.6 THE ECONOMIC CONTEXT

Among the salient features of the Jordanian economy 1is

its liberal economic climate and the limited government
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intervention. This is despite the fact that the
government holds important equity positions in‘ many of
the larger enterprises. Despite its meager natural and
physical resources, the country’s free market policy
seems to have brought some economic success. Jordan
achieved buoyant economic growth in recent years that was
considered one of the highest in the world. This can be
noticed in the expansion‘of the Gross Domestic Product
(GDP), in real terms, at an average annual rate of more

than 8 per cent between 1974 and 1984 (Fisher; 1990).

ﬁowever, the real growth rate of GDP, at factor cost,
experienced a decline in 1986 when it dropped as low as
2.4 per cent, but moved up again in 1987 to reach 3.5 pér
cent (Department of Statistics, 1988). So too, the world
economy witnessed a decline in its growth rate in the
1980s. The slackening growth of the Jordanian economy, as
compared to.many other Arab countries, was still at lower
level. The growth rates of oil-producing Arab countries

is shown in Table 4.6,

At sectorial level of the Jordanian economy, the relative
importance of the industry and mining in GDP, at factor
cost, went up from 11.2 per cent in 1973 to 18.8 per cent
in 1980. This rise was ascribed to the rapid increase in.

volume and value of industrial products due to
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Table 4.6. Expected average GDP at current prices in the
Gulf countries for 1986, 1987

Country 1986 1987
Saudi Arabia -13.4 .5
Kuwait ‘ -16.4 .
United Arab Emirates ' -21.2 .
Qatar -21.1 .
Oman ‘ -8.0

Bahrain -7.6 .

Source: Amman Financial Market (1987:21), The Tenth
Annual Report, Amman.

expansion of the production base. Conversely, there was a
decrease in the relative importance of the agricultural
importance of the agricultural sector. From an average
share of 21.1 ber cent, it fell to 7.1 per cent between
1973 and 1980. The relative importance of the services
sector compared to the production sectors declined in
favour of the commodity prodﬁcing sectors. It dropped
from 70 per cent in 1973 to 61 per cent in 1980. In fact,
this trend was considered a positive one as it would lead
to a bétter balance in the sectorial composition of the
GDP, and a greater economic stability. Data on the
relative importance of the economic seétors in GDP is

given in Table 4.7.
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Table 4.7 The relative importance of the economic sectors
in GDP in percentages (1973-1980) '

Economic sector 1973 1980
Manufacturing and Mining 11.2 18.8
Agriculture 12.1 7.1
Electricity and Water 1.5 1.9
Construction 8.0 11.0

Total Commodity

Producing Sectors 32.8 38.8
Wholesale and Retail Trade 20.2 18.7
Transport and Communication 9.5 9.0
Financial and Real Estate Services 11.1 10.7
Government Services 24.7 19.0
Other Services 4.5 3.4
Total Services Sector 70.0 61.0

Source: Ministry of Planning (1985:13), Five-Year plan
for Economic and Social Development 1986-1990, Amman.

The structure of Jordanian economy in 1988 is presented
in Figure 4.1 (Central Bank of Jordan, 1988:7). It can be
observed that the importance of the agricultural sector
slightly increased, but remained 1low, at an annual
average of only 9.6 per cent. The value added in the
manufacturing and mining sector accounted for 16.8 per
cent of the GDP. Although declining, the services sector
continued to dominate the economy where it accounted for

more than two-third (68 per cent) of the GDP.
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Figure 4.1 Gross Domestic Product in 1988 (at current

factor cost)

The actual performance of the Jordanian economy from 1981
onwards fell below the projection of the Five-Year Plan
(1981-1985). The plan assumed continuation of existing
vpositive trends such as the remittances of Jordanians
working abroad and the inflow of official aid from Arab
. countries. Other factors in the area such as the
Iran-Iraqg war in the Gulf and the civil war in Lebanon,
brought economic and political instability to the whole

region.

In the early 1980s, the economies of Arab Gulf states

(the major host of Jordanian workers, and the major
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‘importer of Jordanian exports) were hampered by the
decline in the world o0il prices. This had negafive
repercussions on the economic condition of Arab
oil-producing countries which, as a result, meant less
money was available for their imports, employment, and
other forms of government expenditures. As far as the

Jordanian economy was concerned, the effect of these
developments had certain consequences. Principal among
these were : 1) a sharp fall in size of official
transfers to the Government from JD 415 million in 1981
to JD 290 in 1985; 2) a reduction in real annual growth‘
rate of commodity exports to 7.4 per cent aé opposed to
28 per cent envisaged by the pian; and 3) a fall in the
growth rate of remittances by Jordanians working abroad

(Ministry of Planning, 1985).

On the other hand; the Jordanian economy witnessed a
substantial increase in the genheral price level during
the 1980s. In 1981 until‘1987, the cost of living index
(1980=100) was 107.7, 115.7, 121.5, 126.2, 130.0, 130.0,
and 129.6 respectively (Central Bank of Jordan, 1987). As
a result of these progressive levels of inflation, the
real wage rates in various sectors of the economy were

thought to have dropped significantly.
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4.7 THE INDUSTRIAL SECTOR

The development of the manufacturing industry in Jordan
is almost entirely of recent origin. Before 1948, there
were practically no factories in Jordan and even the
production of handicrafts was on a very restricted scale.
In 1954, there were 421 industrial establishments
(employing five persons or more) with a total of JD 4.3
million capital investment and 7,218 employees. In 1955,
the government passed an Investment Act No. (28) to
encourage the inflow of foreign capital for investment in
Jordan. In 1959, the number of firms rose to 6,887 with
an annual invested capital of JD 23 million. However, the
contribution of the industrial sector to the national
economy was still at a lower level at that time,
accounting for only 8.0 and 7.6 per cent of the GDP in
1954 and 1959 respectively (Al-Sumadi et al., 1984). In
1987, the number of industrial establishments employing
20 workers or more amounted to 9,679 and employed 65,816
workers, of whom 3,487 (5.3 per cent) were females

(Department of Statistics, 1988).

As was shown in the previous section, the contribution of
the manufacturing to the GDP was the second highest
amongst sectors of the economy in the 1970s and beyond.
Income gained from the manufacturing and mining sector

rose from JD 18.5 million in 1972 to JD 167.1
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million in 1980, achieving an annual growth of 31.7 per
cent in current prices. The highest economic sectof, in
terms of its growth rate, was the construction sector
where investment rose from JD 9.2 million in 1972 to JD
97.5 million in 1980 at a growth rate of 34.3 per cent in

current prices (Ministry of Planning, 1985).

For an economy of its size, Jordan has a fairly
diversified industrial base. The industrial sector is
characterised by concentration of a‘ few large
capital-intensive industries that include phosphate (the
world’s second largest producer), potash, cément, and
refined petroleum products. On the other hénd,‘the sector
includes intermediate and 1light industries such as
chemicals, textiles, fertilizers, paper, leather,
cigarettes, féod processing and other consumer items (see

Table 4.8). Most of these are in the priVate sector.

There are four types of ownership in the private sector:
1) public share-holding companies (open for public
subscriptioh and listed in Amman Financial Market); 2)
limited share-holding companies (shares are owned by
limited number of people and the subscription is not open
for public); 3) ordinary partnership (two or more

partners); and 4) proprietary (one owner).
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Table 4.8 Industrial production of principal industries
(1985-1987)

Unit 1985 1986 1987
Phosphate 000 tons 6067.1 6249.2 6845.4
Cement 000 tons 2022.9 1794.7 2371.6
Petrol. Prod. 000 tons 2423.9 2257.1 2404.5
Iron 000 tons 198.4 209.6 217.0
Textiles 000 Yards  2249.0  2249.2  1958.0
Metallic Pipes 000 tons 14.2 12.5 18.5
Cigarettes Mill. Cig. 3538.1 3327.7 4000.4
Paper tons 21.1 15.1 20.5
Sole Leather tons 29.3 18.1 34.4
Upper leath. 000 sqg. Ft. 1937.8 2393.1 2140.6
Liquid Batt. 000 Batt. 49.6 - 55.7 54.4
Detergents tons 15.0 28.1 25.9
Potash 000 tons 908.2 1102.0 1203.2
Fertilizers 000 tons 510.5 551.1 604.0
Chemical Acids 000 tons 1007.6 1024.8 1103.2

Source: Central Bank of Jordan (1987:74-75), Monthly
Statistical Bulletin, Vol. 23, No. 12.

The majority of industrial publicly-held companies, as
well as other forms of industrial establishments
mentioned earlier, are located in the Amman and Zarqga
governorates in the north west corner of the country. In
the year 1988, 38 out of the 43 industrial share-holding
companies (88 per cent) were concentrated in that region
(Amman Financial Market, 1989). The total numberof

workers employed by the manufacturing share-holding
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companies were 1,826 in 1974, 6,199 in 1975, 13,662 in
1982, 15,129 in 1986, and 17,368 in 1988 (Al-Sumadi,
1984; Amman Financial Market, 1989). In the year 1988,
the numbef of employees in manufacturing share-holding
companies represented 26 per cent of the total labour

force in the industrial sector.

As far as the growth of income is concerned, industrial
share-holding companies achieved outstanding rates ‘as
their production rose from around JD 50 million in 1974
to around JD 58 million in 1975. In 1977, the value of
production was about JD 75 and continued to climb until
it reached JD 222.6 million in 1980. Table 4.9 showed
growth rate in the valué of production of share-holding

companies.

Table 4.9 Value of production of industrial
share-holding companies (1974-1982)

Year Value of production (JD) Growth rate (%)
1974 49,675 -

1975 57,821 , 16.4

1976 67,737 17.1

1977 74,703 10.3

1978 91,267 22.1

1979 120,766 32.3

1980 222,638 84.4

1981 305,675 37.3

1982 416,400 36.2

Source: Al-Sumadi et al., (1984:24), Royal Scientific
Society, Amman.



4.8 THE SOCIO-CULTURAL ENVIRONMENT

At the outset, it should be stated that Jordan is a
developing country and its social values and culture are
within the broad Arab tradition. Nonetheless, the
socio-cultural environment prevailing in Jordan can be
considered as being uniquely and distinctly Jordanian in
a limited sense. In terms of the value orientation and
social structure of the Jordanian society, five major
national traits were identified by Malallah (1976) based
on the following aspects: 1) general ethical orientation,
2) authority, 3) interpersonal relationships, 4) status
and prestige orientation, and 5) social structure.
Details of these characteristics are given in the

following paragraphs.

While Jordan possessed some traditional characteristics
which are common to many developing countries such as the
personalistic social relationships, it probably qualified
as modern in terms of its physical facilities.
Traditional societies tend to adhere to values that give
more importance to who a person is rather than to what
he is capable of doing or has done; more to whom one
knows rather than what one knows; and more to who are
affected by particular events rather than what the events
are. In the Arab countries, "personalities superimpose

themselves on issues to such an extent that personalities
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and issues cannot be separated." (Pezeshkpur, 1978:53).
The Jordanian individual can be described as
personalistic and particularistic in value orientation.
This attribute , to large extent, is reflected in one’s
~loyalty to his own group or family more than to one’s

class or nation.

One of the most notable Jordanian traits is a high regard
for authority. Authoritarianism in Jordan is rooted in
and demonstrated by the structure and child-rearing
practices of the Jordanian family. "It should be
remembered that Arabs spend most of their time within
their family units. Family norms, then play significant
roles in the behavior of Middle Easterners." (Pezeshkpur,
1978:52). Children are taught to show respect and
obedience to their parents, grandparents, members of the
extended family, kin relatives, and even te'the people in

the community (especially elderly ones).

Another salient Jordanian value 1is the predisposition
towards subordinating one’s personal interest and goals
to the welfare of one’s family or group. The
group-centredness is evidenced in Arab cultures where the
individual, in general, is regarded as subservient to the
group. Berger (1964:33) alluded to this trait with fierce

equalitarianism:
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"Through most of their history, despite the
recent introduction of Western political forms,
Arab communities have Dbeen collections of
groups rather than of individuals. The family
and the tribe have been the social units
through which the individual has related
himself to others and to governments."

One of the notable peculiarities of Jordanian people is
that they are generally known for their excessive concern
for status and prestige in the society. The Jordanian
concern for status consideration can be readily inferred,
for example, by the way people are addressed or
introduced - even in social informal gatherings.
Jordanians, as people from all. over the world, enjoy
having prestige in their community. In the Arab culture,
three sources of prestige are paramount; piety,
education, and land (Berger, 1964). To this 1list one
might add being in occupations such as members of
- parliament, high ranking army- bfficers, 'éenior civil
servants, independent 'professionals (i.e. physicians,

engineers, lawyers); and wealthy individuals in general.

Perhaps the most salient aspect of Jordanian society is
the extent of its segmentation. This structural
characteristic is associated with traditional societies,

which:
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"deploys people by kinship into communities
isolated from each other and from a centre; .
lacking the bonds of interdependence, people’s
horizons are limited by locale and their
decisions involve only other known people in

known societies." (Lerner, 1958:50)

The segmentation of Jordan society, a society being
rooted in the kinship system with a personalistic value
orientation, has both verticai énd horizbntal
manifestations. Jordanian people form self-contained
social enclaves which are made up of. people from all
socio-economic classes. The apex of such social
formations is typically occupied by the wealthiest and,
to a large extent, the most powerful. This stratum has
typically been represented by the chiefs of tribes,
'landlords, en&repreneurs, and professionals. An important
consequence of the kinship-based vertical ego-centred
segmentation of Jordanian so;iety is the absence of
overriding feeling of class identification. It might be
convenient to regard Jordan, in terms of sécioeconomic
stratum, as a two-class society. While this may be true
in the remote rural areas, there also seems to be an
emergent, but not yet fully developed, middle class in
the cities and towns. In spite of the fact that it may be.
meaningful to speak of the structure of the whole
Jordanian society in terms of socioeconomic classes, it

should be borne in mind that these classes do not
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constitute homogeneous layers of people that are bound

together by a strong feeling of belonging.
On the whole, the aspects of Jordanian society and its
value system can be summarised as follows (Malallah,

1976) 3

Table 4.10 Aspects of Jordan society value orientation

Aspect v Characteristic

1. General ethical -Personalistic and
orientation particularistic

2. Authority -Highly respected

3. Interpersonal -Group oriented
relationships

4. Status and prestige -Very high concern

5. Social structure -High degree of vertical

(kinship) and lateral
(class) stratification

4.9 SUMMARY

The purpose of this chapter was to provide a background
‘to several features of the Jordanian context in which the
research was undertaken. The factors discussed in the
chapter were the demographic characteristics of the

population, educational system, labour force, the
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economic context, the industrial sector, and the

socio-cultural environment.

Among the paramount demographic features of the Jordanian
society were the domination of young age groups and that
the male population outnumbered that of the females. When
it came to >the educational context, Jordanians showed
significant achievements in terms of enrollment in
educational institutions. The imperative result of all of
these aspects, in addition to the low female
participation in the labour force and the high rate of
labour emigration, was reflected in the low proportion of
members of the Jordanian work force. Nearly half of the
Jordanian labour force was emplo?ed by the social and
public administrative services. The industrial and mining

sector was the second largest employer of labour force.

The Jordanian economy-experienced rising economic growth
during the 1970’s and mid-1980’s. After that, a
substantial economic decline was evidenced. The economy
was dominated by the service sectors. The commodity
producing sectors were dominated by the industrial and
mining activities. In recent years, the economy has
witnessed a substantial rise in the general price level
which hampered the\rates of real wages and salaries in

the country.
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The following fi.ve characteristics of the Jordanian
society were addressed: 1) the personalistic and
particularistic wvalue orientations, 2) the high regard
for authority, 3) the group-centredness of interpersonal
relationships, 4) the excessive concern for status and
prestige in the society, and 5) the high degree of
vertical (kinship) and lateral (class) stratification.
The socié—cultural environment describe here can be
expected to impinge, either directly or indirectly, on
the functioning and practices of formal organisations.
The explanation of social factors prevailing in the
Jordanian society will be utilised in order to gain
insights into the pattern of results portrayed in Chapter
Seven of the study. In that chapter, nine dimensions of
organisational <climate were investigated: = Structure,
Responsibility, Reward, Risk, Warmth, Support, Standards,
Conflict, and Identity. These .climate aspects of
organisations, where possible and apprbpriate, can be
related to characteristics of the external environment
prevailing in Jordanian society. The next chapter will

examine the methodology used in the study.
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CHAPTER FIVE
METHODOLOGY OF THE STUDY
5.1 INTRODUCTION

The main purpose of this research was to investigate the
characteristics of organisational climate in Jordanian
industrial companies, study the difference in climate
perceptions according to Dbackgrounds attributes of
employees, and to relate the dimensions of organisational
climate to parameters of organisational effectiveness.
The intention of this chapter is to address various
aspects of research design and strategy utilised in the

data collection phase.

The present chapter, first, elucidates the main
objectives of the study, and then, introduces an
operational definition of research design followed by an
evaluation of the different research designs and methods
available to the researcher. The sixth section of the
chapter is devoted to justifying the research design
adopted in the study. The next two sections describe the
criteria that were applied in selecting the companies to
be studied, and delineate the techniques used for data
collection. Next, the research instrument for collecting

certain research data is explained. The tenth section
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examines the financial indicators of organisational
effectiveness adopted in the study. The second last
section describes the sample obtained in terms of
companies and employees. The 1last two parts of the
chapter discuss the statistical methods utilised in the

data analysis and the limitations of the study.
5.2 OBJECTIVES OF THE STUDY

The present study was motivated by the desire to
ascertain the nature of organisational climate in
Jordanian industrial companies and its relationship to
levels of organisational effectiveness. Diagram 5.1
displays the major variables investigated in the study.

More specifically, the study sought to:

1. Examine the internal consistency and reliability of
the organisation climate instrument in the setting of
industrial companies in Jordén.

2. Test the independence of organisational climate
dimensions from each others by the investigation of
interrelationships among these wvariables.

3. Develop an understanding of the  kind of
organisational climate that existed in Jordanian
manufacturing organisations. Organisational climate
was assessed via perceptions of employees towards nine

dimensions of climate. These were: Structure,
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Responsibility, Reward, Risk, Warmth, Support,
Standards, Conflict, and Identity. |

4. Explore . the differences in ’ perceptions of
organisational <climate according to personal and
career-related characteristics of respondents. The

~personal characteristics were age, sex, marital
status, and educational 1level. The vcareer—related
variables included length of time in the present
organisation, hierarchical position, and level of pay.

5. Assess the relationships between dimensions of
organisational climate and behavioural indicators
of orgahisational effectiveness. These behavioural
indicators were: the ability of organisation to retain
qualified labour force, the overall éétisfaction of
employee in their work, and the intention of
organisational members to quit working for the present
company.'

6. Investigate the relationship between organisational
climate dimensions and financial parameters of
organisational effectivenéss. The financial parameters
were of two sub-areas of "growth’ and ’profitability'.‘
The growth indices used were: sales growth and growth
in profit; whereas the profitability indicators were
réturn on sales, asset turnoVer, and return on
investment.

7. Compare and contrast, where possible, the findings of
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the present study with those of related studies
conducted in developed as well as developing
countries. This comparison was made to give additional

illumination to the topics under investigation.

Once the purposes of the study were clearly described,
the next step was to look at the strategies of data
collection through which the objectives of the study
could be attained. The following sections identify the
meaning of the term research design, and review the
various designs and methods available in the literature

of research methodology.
5.3 RESEARCH DESIGN: AN OPERATIONAL DEFINITION

A research design can be defined as a plan and structure
of investigation conceived to obtain answers to research
questions and to control ‘variance. All research
activities can be said to have the purpose of providing
answers to questions raised by research. Therefore, the
main technical function of the research design is to
control for variance. There are three forms of variance:
experimental, - extraneous, and error variance.
Accordingly, an effective research design is one that
attempts to :1) maximises the systematic variance of the
variables being investigated, 2) controls the variance of

extraneous or ‘unwanted’ variables that may have an
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effect on the research outcomes, and 3) minimises the
error of random variance, including the so-called errors
of measurement (Kerlinger, 1986) . These will Dbe

considered in turn.

1) Maximisation of‘experimental variance. This refers to
maximising the variance of dependent variables influenced
by the independent variables of the study. In
experimental studies, it 1is .only the variance of the
dependent  variables that is analysed since the
experimenter has the ability to manipulate and control
variance of independent variables. However, this is not
the case in correlational survey studies. When we say
'the variance of the independent variable’, we mean just
that. When correlating two variables of the survey, the
concern is with the variances of both the independent and
dependent variables as the variations in independent
variables are not necessarily reflected in the dependent

variable measures.

An example of experimental variance is the case of an
educational investigator who is interested in testing the
hypothesis that achievement in science is enhanced by a
new teaching regime called Mastery Learning Approach (Al)
more than by a traditional method (A2). Therefore, one of
the main tasks of an experimenter is to maximise the

variance due to manipulated variance caused by the
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manipulated variable. He must 'pull’ the methods of Al

and A2 apart to make them as unlike as possible.

2) Controlling extraneous variables. The aim of
controlling extraneous variables is to minimise, nullify,
or isolate the influences of independent variables that
are extraneous to the objectives of the study. In the
previous example, the extraneous variables that are
thought to influence achievement are intelligence, sex,

social class, and so on.

3) Minimisation of error variance. This refers to the
variability of measures due to random fluctuations. When
variance is caused by individual differences it is called
''systematic variance’, and when the source of variance
cannot be identified or controlled it is called ’error
variance’. One possible source of error variance is error
of measurement. Examples of errdrs of measurement are
variation of responses from trial to trial, guessing,
momentary inattention, fatigque, transient emotional

states, and so on.

In the present investigation, the researcher attempted to
consider all of the aforementioned points regarding the
control of wvariance. The maximisation of experimental
variance is given in sections 7.3, 9.2, and 9.3; the

control of extraneous variables is discussed in section
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5.7 of this chapter; whilst the minimisation of error

variance is considered in section 7.2 of the study.
5.4 TYPES OF RESEARCH DESIGN

Research design can be classified into three major types:
1) experiment, 2) case study, and 3) survey. In the
following three subsections, each one of these types are

examined in detail.
5.4.1 EXPERIMENT

This 1is a classical type of designs used mainly by
researchers in the natural sciences. Its most important
feature is the possibility of controlling and
manipulating variables. The conditions under which an
event occurs are deliberately varied to assess the effect
of one or more independent (manipulated) variables on one
or more dependent variables, while holding other
variables constant. Thus, experimental design is strong
on internal control. EXperiments also allowed for the
creation of <conditions that may be uneconomical,

difficult, or even impossible to establish in the field.
The prime criticisms of laboratory experiments centres
around their artificiality and generalisability (Bedeian,

1984) . The first criticism refers to whether or not the
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conditions of laboratory experiments do truly reflect the
realities of the case under investigation. The second
criticism is about the difficulty of generalising
experimental results to large populations or different
settings. As a result, experimental designs suffer from
low external wvalidity. Furthermore, there remain some
difficulties in applying experimental design in studies
of social sciences as some political; social, and ethical
factors may hinder the application of controlled

experiments.
5.4.2 CASE STUDY

The main characteristics of the case study approach can
be summarised as follows (Stone, 1978): a) the researcher
thoroughly examines one or more units of analysis
(person, group, or organisation); b) data is collected by
various unstructured means ‘(observation, interview,
documents and records); c) no attempt is made to exercise
experimental or statistical controls; d) phenomena are
studied in natural settings; and e) the strategy suited

more to the generation of hypotheses than their testing.

However, there are some factors which militate against
the use of case study. These factors were (Stone, 1978):
a) causal inferences from case study data are impossible

since there is no control over confounding variables; b)
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hypothesis testing is not possible using case study data;
c) generalisation from case study results is not
possible; and d) case studies are more time-consuming

than other strategies.
5.4.3 SURVEY

All too often, the design that is commonly used by
studies of social sciences is survey research. A survey

can be defined as:

"A form of planned collection of data for the
purpose of description or prediction as a guide
to action or for the purpose of analyzing the
relationships between certain variables."
(Oppenheim, 1966:1).

Surveys are of two major types, descriptive and
analytical. The focus of a dgscribtive survey is upon
describing the phenomenon rather than explaining
relationships between variables. The analytical survey
is concerned with finding and explaining relationships
between variables. For example, an analytical study
questioned a sample of individuals about their background
(i.e, age, sex, income) and their voting behaviour. It
then explored the association between these properties

and dispositions using some statistical techniques.
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The survey design has both advantages and disadvantages.
Its ehief advantages are the following (McNeill, 19895):
the results are representative of a wider population; the
personal influence of the researcher on the results is
slight; and the survey design produces a large amount of
standarised data that can be easily expressed in
statistical terms which, as a result, allows for the
testing of hypotheses (answering research questions) that
are generated by the investigator. However; with these
advantages come two disadvantages. First, the data
obtained from surveys tends to be superficial. Breadth of
information is typically obtained at ther expense of
depth. Second, the answers that people give to questions
of a sensitive personal nature concerning their views or
attitudes (particularly in interviews) may not be their

true views.
5.5 RESEARCH METHODS

Once the purposes and strategies of investigation have
been decided, the next issue to be addressed is how the
researcher will actually'collect the data. The previous
section on research ‘design had presented three broad
strategies and different research designs available to
the researcher. In this section, the various methods that
might be used in collecting data will be discussed.

Research methods can be divided into three main types: 1)
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observation; 2) questionnaire/interview; and 3) archival

records.
5.5.1 OBSERVATION

In the observational method the obéerver may or may not
participate in the research setting being observed. The
researcher has the <choice of using human versus
mechanical observation (i.e audio-visual, tape recording

or cameras).

There are both advantages and disadvantages to using
observation as a method of data collection (Stone, 1978).
Among the advahtages are: the ability of observer to
obtain data about behaviour that subjects may be either
unwilling or unable to report themselves; the ability to
make (with varying degrees of accuracy) inferences about
what causes the behaviour. However, observation was
subject to the following criticisms: observefs may
provide incomplete reports of what they observe;
observers often require considerable training; and the

observation of behaviour may be very costly.
5.5.2 QUESTIONNAIRE/INTERVIEW

The second method of research is asking questions in the

form of a questionnaire or interview. The questionnaire

138



is the most common method in research of social sciences.
It is an instrument that is used for obtaining data which
is beyond the physical reach of the observer. The
questions asked in any questionnaire are of two main
types: closed (fixed alternative) and open-ended.
Questions can be distributed by the researcher himself or

by mail.

Like any method of data collection, the questionnairé has
its advantages and disadvantages (Selltiz, 1959). Among
the advantages or benefits associated with the use of
questionnaire are the following: it is relatively

inexpensive; can be administered by a relatively
unskilled individual; can be distributed to groups of
individuals; presents uniformity of stimulus to all
subjects; and is often accompanied by anonymity that may

lead subjects to be more open and truthful.

In terms of its disadvantages, the following are worthy
of note: missing data may be a problem especially if many
subjects do not respond to many items in the
questionnaire; if the response rate is wusually low,
particularly in mailed questionnaire; the inapplicability
of questionnaire to illiterate subjects; the
inflexibility of the questionnaire as subjects must

respond in relatively structured terms; and the need for
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researcher (not subjects) to interpret ’‘make sense’ of

data produced.

The second form of asking questions is the interview.
Interviews are face-to-face situations in which an
interviewer directs questions at the interviewee and
records his responses. If the questions follow a set of
order, wording and response options, then this is a
structured interview. If there is no prespecified set of
questions and response options, then, it is a
nonstructured interview. There are several advantages and
disadvantages of the interview technique. Among the
advantages were (Selltiz, 1959): the ability to use
interviews with illiterate individuals; the higher
percentage of returned questionnaires compared to‘mailed
questionnaire; and the flexibility especially of the

unstructured interview.

Among the disadvantages associated with the interview
method are the following (Stone, 1978): the interview is
generally more <costly than other techniques; the
interview has the potential of being a 'reactive’
technique where the interpersonal nature of the interview
affects the responses; the training of interviewers is
often long and costly process; and the wvalidity and

reliability of the instrument may suffer if the
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interviewer alters the manner or sequence in which

questions are presented.
5.5.3 ARCHIVAL RECORDS

The third method of collecting research data is through
the analysis of documents and records. Documents and
records may take two broad forms: public and private
records. Examples of public records are political and
judicial records, governméntal documents, and the mass
media. Private records included organisational records of
various types (e.g., records of employees absenteeism or
turnover), autobiographies, and diaries (Nachmias and

Nachmias, 1981)..

The main advantages of using records are the low cost
incurred and the accessibility of data in most cases.
Nevertheless, the researcher neéds'to be aware that these
methodsvare not also without inherent limitations. The
possible limitations of records were in‘concérn of the
accuracy of their data and the limited number of
management /organisational research topics where
consulting records can be useful as a primary research

tool.

141



5.6 SELECTING APPROPRIATE RESEARCH DESIGN

The previous two sections examined, from a theoretical
point of view, various research designs and methods that
are available to the researcher and the advantages and
disadvantages associated with each. After having done so,
we are ready to discuss the research design and the
various tools that can be used in the data collection
process. This will be the main focus of the following two

sections.

In the literature of research methodology, it was argued
that there was no one best research design that could be
used to tackle a research problem. An eminent researcher
in behavioural sciences has stated this concept

quite eloquently:

"There is never a single, standard, correct
method of carrying out a piece bf research. Do
not wait to start your research until you find
out the proper research, because there are many
ways to tackle a problem- some good, some bad,
but probably several good ways. There is no
single perfect design. A research method for a
given problem is not like the solution to a
problem in algebra. It is more like a recipe
for beef Stroganoff; there is no one best
recipe." (Simon, 1969:4)
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In this study, the decision was made to follow the
tradition of 5urvey design due to the following

considerations:

1. This was a type of study that attempted to survey the
climate perception of employees in a number of
Jordanian industriél companies. Thus, a research
survey design which investigated a broad range of
different employees in different companies was
preferred to a case study which Jjust considered a
small number of employees in a few companies.

2. In the 1literature, the dominant mass of empirical
studies on organisational climate were based on this
type of research design. Adopting the survey approach
would allow comparison of the results of the present
study with previous ones.

3. As the current investigation aimed at testing
relationships between selected variables in the study,
there was a need to utilise statistical techniques to
accomplish this mission. This sort of ‘statistical’
testing fequires uniformity in the data. The survey
technique was the best suited to the collection of
such uniform data. |

4, The most common method of data collection in‘survey
designs is the distribution of guestionnaire
(self-administered or mailed), therefore, using it as

the major research method assures the .anonymity of
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respondents and may thus -..' encourage honesty and
frankness (but does not guarantee it).

5. The survey method is suitable for gathering data
within a limited amount of time, money, and effort
available for a lone researcher. As the present
researcher was vconfronted‘ with éll of the
aforementioned constraints, the survey approach was
considered the most suitable.

6. Anticipating the weaknesses of the survey approach in
eliciting deep information from subjects under
scrutiny, an open-ended question and informal talks
with surveyed employees were added to complement the
survey data. |

7. Anticipating the weaknesses of the survey in terms of
its internal validity, it was decided to carefully
select companies where most of the ’unwanted’ or
extfaneous variables to organisatiohal climate and
organisational effectiveness were controlled for. A
detailed discussion of the controlled variables will

be presented in the following section.
5.7 SELECTION OF COMPANIES

In order to make the present study more rigorous and
strong in its internal wvalidity, it was decided to
control for the possible effect of extraneous variables

on organisational climate and on organisational
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performance. The literature suggested that a possible
reason for the lack of a consistent relationship between
organisational climate and organisational performance may
be that researchers did not control for the effect of
contingency variables on the perception of climate
(Hellriegel and Slocum, 1974). It was also suggested in
the literature that ownership (Monsen, Chin, and Cooley,

1968), size (Pugh et al., 1963), technology (Weiner and

Mahoney, 1981) were determinants of corporate
performance.
Therefore, in selecting companies, the prime

consideration was to control for as many of the
organisational influences on climate and performance as
possible. The companies selected were, therefore, similar
on the following characteristics: 1) type of ownership,
2) type of business, 3) organisation size, and 4) type of

technology.

5.7.1 TYPE OF OWNERSHIP

There was evidence in the literature to suggest that the
type of ownership affected the perception of
organisational climate. Solomon (1988) found significant
effects for the type of ownership on perceptions of
organisational climate. The satisfaction with

organisational climate characteristics was significantly
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higher among private sector managers as compared to their
public seqtor counterparts. On the other hand, a study
conducted by Monsen, Chin, and Cooley (1968) found that
there was a relationship existing between company
ownership ahd levels of performance in terms of profit

rate and growth.

The companies selected in the present research were
identical in terms of their ownership. All of them were
publicly owned, or as sometimes called, share-holding
companies. These companies were selected from the
Jordanian Publicly-held Companies Guide published by
Amman Financial Market (1987). The total population of

companies included in the guide was given in Table 5.1.

Table 5.1 Companies listed in the Amman Financial Market
(1987) |

Type of business Number of companies
Banks and financial companies 25
Insurance companies 20
Services companies ' 32
Industrial companies 46
Grand total 123
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5.7.2 TYPE OF BUSINESS

The second variable controlled for was the type of
business. The industrial sector was selected from the
four sectors of share-holding <companies mentioned
earlier. The industrial sector was éhoéen for three

reasons:

1) The importance of the industrial sector contribution
to the national economy of Jordan. More details on
this point were presented in the previous chapter.

2) The iclimate instrument adopted by the study (Litwin
and Stringer, 1968, Form B) was designed mainly to fit
the setting of industrial companies. Some of the items
in the instrument did not suit organisations that
produced intangible products, for example banks,
financial institutions and services companies.

3) As organisational effectiveness in the present study
was assessed via financial and behavioural measures.
Some of the financial measures of effectiveness were
not applicable to companies whose end-products were
not real goods. In industrial companies, it was
possible to apply any of the financial criteria of
effectiveness. Furthermore it 1is more logical to
compare financial performance of companies from within
the same economic activity or sector, than to compare

companies from different type of business.
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5.7.3 ORGANISATION SIZE

The third variable considered in the control process was
the size of company. In the literature, it was suggested
that the size of an organisation had a strong effect on
the company’s internal environment (Payne and Mansfield,
1973) and organisational performance (Pugh et al., 1963).
The size was taken in this study to indicate the number
of employees in the company as utilised by Pugh et al.
(1969), Payne and Mansfield (1978), and Dastmalchian
(1982) . The total population of industrial companies was
broken down into two categories: large and small size

companies.

Data on the number of employees in each company and in
the industrial sector as a whole was obtained from the
Amman Financial Market Companies Guide (1987). The total
number of employees in the industrial sector was divided
by the total number of companies to get the average
~number of employees in industrial companies (the number
of employees in five companies was noﬁ available).
Companies with a number of employees above that average
were considered to be large sized, while those below that
‘number were considered to be small sized. As a result,

the number of small sized companies was 35 compared to 6
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large sized companies. In the current study, small-sized

organisations were chosen for further screening process.

5.7.4 LEVEL OF TECHNOLOGY

The fourth contingency variable controlled for was the
level of technology wutilised in the company. Data
pertaining to this variable was obtained from the Amman
Financial Market Companies Guide (1987) as well. In the
climate literature, it was found that a significant
relationship existed between type of technology and
perceptions of organisational climate (Peterson, 1975).
Additionally, Weiner and Mahoney (1981) found that
technology was associated with the profitability of

organisations.

In the present research, the type of technology used by
the company was based on the work of Weiner and Mahoney
(1981), who <classified technology on a capital-labour
ratio. Two levels of technology were recognised:
capital-intensive and labour-intensive. Companies with
ratios above average were considered capital-intensive
while those below were referred to as labour-intensive
ones.  As a result, sixteen companies were found to be
capital-intensive as opposed to twenty four 1labour
intensive companies. Then, it was decided to consider the

labour-intensive companies for the sake of this study.
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However, among the twenty four labour-intensive
industrial companies, there were four which belonged to
the large size. Dropping these five companies from
consideration, reduced the total number in the sample to

twenty companies.

Before this section comes'to an end one point has to be
mentioned in regard of the final ’imposed’ criterion in
selecting companies in the présent study. This was the
accessibility and willingness of companies to participate
in the research project. Details of this point are given

in section 5.11}

5.8 DATA COLLECTION PROCEDURES UTILISED

IN THE PRESENT INVESTIGATION

After kselecting the initial 1list . of companies to be
surveyed, the present seétion reviewed the methods used
for <collecting data. In order to fully meet the
requirements laid down in the objectives of the study, a
multiple-method approach was employed. Among the methods
of research used were asking questions( observing and

consulting published documents.
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5.8.1 ASKING QUESTIONS

The asking of questions in the form of a questionnaire
was the principal method wused to collect views of
employees on aspects of their work environment and the
behavioural effectiveness of their oréanisatidns. The
.stages that the development and administration of the

questionnaire went through were the following:

1. There was a thorough review of the previous,‘ related
literature coupled with a subétantial discussion with
the research supervisor in regard to the survey
document. The prime emphasis of the discussion was on
the careful selection of appropriate research design;
and on 'the achievement of methodological congruence
‘between‘ the research instrument utilised and the
theoretical standpoint adopted by the study.

2. After selecting a research_instrument that was thought
to be suitable for the study, a lecturer in business
administration at the University of Jordan was
approached to translate the document from English into
Arabic.

3. An official from the Ministry of Labour in Jordan,
with considerable experience in management of publicly
held companies was consulted for another revision in

the wording of the questionnaire to make .it best fit
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the setting of Jordanian industrial companies and
their employees.

Then, appointments were made with the general managers
or authorised managers of each company to explain the
purpose of the research and to seek their agreement
that they‘would allow the researcher to collect data
from their companies. A letter from the feseafch
supervisor requesting oompanies for assistance and
participation in the study was also provided to
companies whenever asked for. |
Once a company had given a positive response to the
researcher in concern of conducting.'the study, the
research instruments were 2 distributed to a |
representative proportion of personnel from all
hierarchical 1levels in that organisation. This

strategy was kept the same in all of the surveyed

- companies so that comparability of results across

organisations would be possible; This comparability is
of results is especially needed when organisational
climate 1is to be correlated with indicators of
organisational effectiveness. In .‘ most cases,
questionnaires were distributed and collected by the
researcher himself, at a mutually agreed upon later
date. However, in some cases, companies only allowed
the instruments to be distributed and collected byk

themselves.
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6. The respondents were informed about the general
purpose <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>