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s Course Description:

The course Sociology of Organizations focuses on examining social phenomena within
industrial, administrative, and service-oriented organizations, drawing upon general
sociological theories and organizational theories, while also integrating insights from related
disciplines such as anthropology, psychology, and management sciences.

% General Objectives:

1. Introduce the concept of the sociology of organizations.
2. Explore the origins and historical development of the sociology of organizations as a
specialized field.
3. Highlight the significance of the sociology of organizations and its interrelations with
allied disciplines.
4. Examine the distinctive features of the major theoretical schools that have studied
human action within organizations.
5. Investigate sociological analysis both strategic and cultural within organizational
contexts.

s Core Academic Competencies:
= Enable students to grasp the nature, historical emergence, and relevance of the
sociology of organizations.
= Familiarize students with key theories addressing human action in organizational
settings.
= Develop the ability to differentiate between formal and informal organizational
structures.

% Analytical and Cognitive Skills:
» Enhance students’ capacity to comprehend the social dimensions of work within
organizations.
= Foster the ability to connect theoretical frameworks covered in the course with real-
world organizational practices.
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= Equip students with the skills to analyze contemporary organizational phenomena using

the studied theories.

= Cultivate proficiency in analyzing human action within organizations through strategic,
cultural, or integrated analytical approaches.

EDUCATIONAL MATERIAL GUIDE - SYLLABUS

Course Title: Introduction to the Sociology of Organizations

The field Economics, Branch Common trunk
Management, and
Business Sciences
Specialization Common Core Basic level First year of
Education bachelor's degree
hexagram the first University year

Getting to know the educational material

Material name

the Sociology of Education unit

Organizations

Exploratory

Number of balances

01 Factories 01

Weekly hourly
volume

An hour and a half Lecture number of | An hour and a half

hours per week

Work hours per
week

/ Work hours per /
week

Educational material officer

Name and surname | Abid farid zakaria Academic degree Professor/Lecturer,
Class A
Determine the office | Meeting room e-mail z.abid@cu-
location aflou.edu.dz
phone number 0661314914 Lesson time and 08:00-09:25
location Hall A
Monday

Description of the educational material

Tribal gains Concepts acquired through the general philosophy course during
secondary school

The overall = Introduce students to sociology through its emergence, historical

objective of the development, and key thinkers.

educational = Trace the evolution of organizational thought, starting from

material industrial sociology toward contemporary theoretical perspectives.

= Examine major approaches in the sociology of organizations
through the works and contributions of prominent organizational
sociologists.

= Familiarize students with sociological models for analyzing
organizations as social units, emphasizing their structural, cultural,
and interactive dimensions.

Learning objectives

To equip the student with knowledge from a holistic perspective and
develop their thinking skills to enable them to understand and analyze
organizational phenomena.

To prepare the student to be ready to understand the new knowledge
they will later acquire in their field of specialization.
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INTRODUCTION:

The sociology of organizations is among the most recent subfields of general sociology.
Sociologists began paying focused attention to it as part of their broader interest in studying
organizations, recognizing that understanding the nature and forms of organizations
particularly within industrial societies constitutes a fundamental domain of sociological
analysis. Although organizations are not a modern invention (ancient civilizations such as the
Egyptian, Chinese, and Sumerian had well-developed organizational forms), modern
organizations have undergone profound transformations, making them a central subject of
inquiry across multiple academic disciplines and fields of knowledge.

This course aims to clarify the key concepts, analytical procedures, theoretical approaches,
and conceptual frameworks essential for conducting sociological studies of organizations. It
does so by conveying the richness and diversity both theoretical and empirical embedded in
organizational analysis. A review of the literature on the development of organizational
sociology reveals its remarkably broad scope. Numerous scholars and researchers have
contributed significantly to its enrichment by developing models, theories, and principles to
explain administrative phenomena within organizations from a sociological perspective. This
course presents the most prominent of these theories.

Extensive studies and research by prominent thinkers and scholars have greatly enriched
administrative knowledge, leading to the formulation of various models, theories, and
principles interpreting management as a social phenomenon. Consequently, several
intellectual currents emerged, each crystallizing into distinct schools of administrative thought
each offering influential theories that continue to inform researchers, students, and
practitioners today through their structured concepts, principles, rules, and methodologies for
purposeful organizational activities.

This publication presents the course Sociology of Organizations through eight thematic
units, structured as follows: This course outline presents Sociology of Organizations across
eight comprehensive units: it begins with foundational knowledge of sociology its definition,
scope, significance, and major theories (Unit 1), followed by an exploration of its intellectual
origins through the works of Ibn Khaldun and Auguste Comte (Unit 2); it then examines the
nature of social phenomena and sociology’s interdisciplinary connections (Unit 3), before
introducing the sociology of organizations its definition, emergence, importance, and relation
to other sociological fields (Unit 4); subsequent units delve into core thematic and theoretical
dimensions, including the sociological analysis of organizational culture and power (Unit 5),
classical organizational theories (Taylor’s Scientific Management, Fayol’s Administrative
Theory, and Weber’s Bureaucracy) (Unit 6), behavioral theories highlighted by the
Hawthorne Studies and human-centered approaches (Unit 7), and modern perspectives such
as systems theory, contingency theory, and Japanese management models (Unit 8) together
offering a holistic, historically grounded, and critically engaged understanding of
organizations as sociocultural and strategic entities.
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LECTURE 1: THE NATURE AND ESSENCE OF SOCIOLOGY

» Obijective of Lecture 1:

To provide undergraduate students of Economics, Business, and Management Sciences
with a foundational understanding of sociology as an analytical discipline for studying
social realities, and to enable them to recognize its relevance in interpreting economic
behavior, organizational dynamics, and market-institutional interactions emphasizing that
economic activity never occurs in a social vacuum, but is embedded in specific cultural,
institutional, and structural contexts.

By the end of this unit, students will be able to: (1) define sociology and distinguish it
from other social sciences and everyday commonsense understandings of society; (2) trace
the historical emergence of sociology in response to industrialization, urbanization, and
political revolutions in 18th—19th century Europe; (3) identify the core subject matter of
sociology including social structure, culture, institutions, socialization, and social change;
(4) explain the scope and limits of sociological inquiry; and (5) recognize the practical
relevance of sociological thinking in economic analysis, organizational behavior, policy-
making, and critical citizenship.

» Prerequisite Knowledge:
Concepts acquired through the General Philosophy course during secondary education.

s INTRODUCTION:

Sociology, as a scientific discipline, occupies a central place in the social sciences due
to its focus on understanding the complex fabric of human society. Unlike disciplines that
examine isolated aspects of human life such as economics (production and exchange) or
political science (power and governance) sociology seeks to uncover the broader patterns,
structures, and processes that shape collective life. For students of economics and
management, an introduction to sociology is not merely supplementary; it is essential.
Economic behavior whether consumption, labor, entrepreneurship, or organizational
decision-making never occurs in a social vacuum. Rather, it is embedded in cultural norms,
institutional frameworks, power relations, and historical contexts. This introductory unit
lays the conceptual foundation for the entire course by clarifying what sociology is, how it
emerged, what it studies, and why it matters particularly in analyzing modern organizations
and economic systems.
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1. Definition of sociology: Sociology is the scientific study of human society, social
relationships, social institutions, and patterns of social interaction. It seeks to understand
how societies are structured, how they function and change over time and how individuals
and groups shape and are shaped by their social environments.

Table 01: Definitions of Sociology by Classical Founders

Definition

Comte is credited with coining the term “sociology” (from Latin
socius = companion, and Greek logos = study) in the 1830s. He
envisioned sociology as the “queen science” of a new positivist order the
Auguste final stage in the evolution of human thought (after theological and
Comte metaphysical stages). For Comte, sociology should apply the methods of
(1798-1857) | the natural sciences (observation, experimentation, comparison) to study
society objectively, with the ultimate aim of “knowing in order to predict,
and predicting in order to control.” He divided sociology into two
branches: social statics (study of social order and stability) and social
dynamics (study of social change and progress).

Durkheim established sociology as a rigorous academic discipline
grounded in empirical research and methodological rigor. He defined
sociology as the science of social facts ways of acting, thinking, and
Emile feeling that are external to the individual, endowed with coercive power,
Durkheim and capable of exercising control over individual behavior (e.g., laws,
(1858-1917) | norms, religious beliefs). In his seminal work The Rules of Sociological
Method (1895), he insisted that social facts must be studied as things (“as
choses”), independent of individual psychology. His study of suicide
(1897) demonstrated how a seemingly personal act is deeply influenced
by social integration and regulation.

Though Marx never used the term “sociology,” his critical analysis of
capitalist society laid crucial groundwork for conflict theory and historical
materialism. For Marx, the central task of social analysis is to uncover the
material conditions and class relations that shape human consciousness,
Karl Marx institutions, and history. He argued that the economic base (mode of
(1818-1883) | production) determines the social, political, and ideological superstructure
and that social change arises from class struggle. In this sense, sociology
or what he called the critique of political economy must be not only
explanatory but also emancipatory: “The philosophers have only
interpreted the world... the point is to change it.”

Weber emphasized the importance of understanding subjective
meanings in social action. He defined sociology as “a science concerning
itself with the interpretive understanding of social action and thereby with
a causal explanation of its course and effects.” Unlike Durkheim’s
Max Weber | structural focus or Marx’s economic determinism, Weber highlighted the
(1864-1920) | role of ideas, beliefs, and values (e.g., the Protestant ethic) in shaping
social institutions. He introduced key concepts such as rationalization,
authority types (traditional, charismatic, legal-rational), and bureaucracy
all highly relevant for analyzing modern organizations and economic
systems.

Source: (Flourish , 2014)
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There is a continuing controversy about the nature of sociology. According to some
sociologists it is a science, while others strongly refute this claim.
s What is a scientific study?
For a scientific study it is essential that the whole study should be systematic and without
any subjectivity. A scientist is supposed to have a clear vision and a pointed approach. He
should have capacity to record unbiased decisions and properly classify data’s. He should
also have vision to collect only such data as is useful for his study. He should conclude his
findings after verification of data’s and not on morality or certain pre-suppose
philosophies, nations and ideas. The most important element of a scientific study is that a
scientist should deal with bear facts and not with ideal situations. Thus this study should be
both factual and systematic. Then another element is that its results should have universal
application. Then in a scientific study there should be cause effect relationship and it
should also be capable of making certain safe predictions. (Archna, 2020)
e Is Sociology A Science? Now a question arises as to whether sociology is science
or not. Those who support the cause of sociology as science plead that a present day
sociologists must be methodological. He must base his conclusions on impartially
collected, analyzed and interpreted data. He should also be willing to get his data tested
anywhere to established its validity. They also argue that like natural scientists,
Sociologists are concerned with hard facts and not with ideal situations. They try to
analyses facts of social life as these are. They also believe that there are many social
facts and theories which the sociologists have developed after hard labor and these are
universally applicable, under similar circumstances. They also point out that like natural
scientists, the sociologists are very much concerned with cause effect relationship e.g.
social stratification and social disorganizations are the outcome of certain causes, which
have their effects as well. As with the natural scientists, so with the sociologists, it is
equal true that like the former the latter can make some safe predictions. They thus
argue that “sociology is a science which attempts the interpretative under-standing of
social action in order to arrive at a casual explanation of its causes and effects.”
e Sociology- Not a Science: there is other side of the picture as well. Many believe
that society is not a perfect science. Like the results of natural sciences, the results
obtained by social scientists cannot be generalized and these also cannot be same under
all circumstances and at all places. The conditions always differ from society to society
and social changes are unavoidable. These are also very complex. Then it is said that
each human beings has his own limitations and he provides information keeping those
limitations into consideration. He is not prepared to disclose secrets and thus the
information provided is not factual. It is also said that the many situations are not within
the control of sociologists and repeat experimentation is almost impossible. Each
sociologist has subjective approach to the problem under investigation. There is no
stage of investigation in which there is no subjectivity. Each one has some secrets which
he is not prepared to disclose to the investigators. Unlike natural scientist, a sociologist
has no laboratory facilities and also has no control over material to be experimented i.e.
human beings. Not only this, but it is not possible to repeat experiments. It is more or
less not possible to make the safe predictions because nature of social problems with
which the sociologists are not the same all over the world.

10
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2. Nature, Scope and Subject Matter of Sociology:

On a broader level, sociology is the scientific study of human social interactions their
conditions, patterns, and consequences. As a social science, it employs objective, systematic,
and empirical research methods to investigate social life. Its goal is to uncover social truths:
evidence-based understandings derived from observation, data analysis, and interpretive
reasoning. However, unlike the natural sciences, sociology cannot rely solely on experimental
or deterministic models, because human behavior is inherently meaningful, context-
dependent, and shaped by culture, history, and agency making it a uniquely complex
phenomenon.

2.1. Nature of Sociology: Sociology is a social science systematic, empirical, and
analytical in approach. It is not philosophy, common sense, journalism, or moral
preaching. Its nature can be summarized as follows: (IAATIMAD, 2005)
= Scientific: It relies on observable evidence, logical reasoning, and testable
hypotheses not intuition or anecdote;
= Empirical: Data are gathered through research methods (e.g., surveys, interviews,
participant observation, statistical analysis) to describe, explain, and sometimes predict
social phenomena;
= Objective (ideally): While complete neutrality is challenging, sociology strives for
methodological rigor and reflexivity to minimize bias;
= Analytical, not merely descriptive: It asks why and how e.g., not just
“unemployment is rising,” but “how do social networks, discrimination, or
institutional policies shape job access?
= Holistic and dynamic: It views society as an interconnected system of structures,
cultures, and agencies constantly evolving through human action and historical forces;
= Relevance for Economics & Management Students: Understanding the nature of
sociology helps you move beyond mechanical models of markets or organizations.
Economic decisions (investment, hiring, and consumption) are embedded in social
contexts trust, power, identity, and culture which sociology helps unpack.
Fig 01: Nature of Sociology
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Source: (Gagandeep , 2025)
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2.2. Scope of Sociology: The scope of sociology is remarkably broad stretching from the
fleeting, face-to-face interactions of strangers on a city street to the large-scale analysis of
global social transformations, such as migration, digital connectivity, or climate-induced
displacement. At times, sociological inquiry may appear tightly focused; at others,
expansively ambitious. A sociologist might confine their study to a single institution say, a
hospital, prison, or school examining its internal norms, power dynamics, and organizational
culture. Alternatively, they might explore micro-level relationships such as patterns of
communication between spouses, friends, or colleagues. Conversely, they may address
macro-level questions: the origins of national identity, the social roots of populism, or the
structural drivers behind demographic shifts like fertility decline or urbanization.

Indeed, it is often said only half-jokingly that “there is nothing human that lies beyond
the scope of sociology.” Yet while the discipline embraces immense diversity in topics and
scales, it is not without boundaries. These boundaries, however, are neither rigid nor
permanent. Rather, they are continually negotiated, challenged, and redefined a sign not of
confusion, but of intellectual vitality. Sociology is inherently reflexive: it not only studies
society but also critically examines its own assumptions, methods, and ethical
responsibilities. This self-awareness stems partly from the fact that sociologists, as members
of the very societies they investigate, are both observers and participants a position that
heightens their sensitivity to the potential and perils of social knowledge.

Table 02: Scope of Sociology

Sociology spans from face-to-face interactions
Broad and integrative (e.g., a manager employee conversation) to
global structures (e.g., transnational
corporations, climate governance).

= Micro-level: Individual interactions, small-
group dynamics (e.g., teamwork, office culture).
= Meso-level: Organizations, communities,

Multi-level analysis institutions (e.g., firms, universities, local
markets).
= Macro-level: Social systems, class structures,
Scope of cultural norms, historical transformations (e.g.,
Sociology capitalism, digital revolution).

= With economics: Focuses on the social
embeddedness of economic action (e.g., how
trust enables contracts; how inequality shapes
demand).

Interdisciplinary, yet distinct | = With psychology: Studies collective
behavior, not just individual cognition.

= With political science: Analyzes power in

everyday institutions (e.q., corporate
hierarchies, professional authority), not only in
the state.

Source: (Romina, 2023)
2.3. Subject Matter of Sociology: This refers to the core themes and phenomena
sociologists investigate. For students of economics and management, the following topics
are especially vital: (Mateusz , 2024)

12
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2.3.1.Social structure refers to the relatively stable, often invisible patterns of
relationships and institutions (class, gender, occupation) that shape, constrain, and enable
individual behavior distinct from agency, which denotes individuals’ capacity to act and
make choices. While everyday interactions (a researcher interviewing a student working
part-time in a café) involve agency and may temporarily influence perceptions or roles,
they rarely alter deeper structural positions (such as class status or institutional roles). Such
encounters typically reinforce existing structures like language norms or occupational
hierarchies rather than transform them, illustrating how micro-level interactions are
embedded within, and largely shaped by, macro-level social structures. ( McFarland & et
al, 2023)
Fig 02: Social structure
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feminist) stress agency and
inclusion

2.3.2.Socialization is the lifelong process through which individuals learn and internalize
the norms, values, beliefs, and behaviors of their society, enabling them to function as
social beings without it, human society could not sustain itself. Beginning at birth,
socialization occurs through key agencies primarily the family (the earliest and most
influential), followed by education, peer groups, mass media, and the workplace. From a
structuralist perspective, these institutions transmit cultural expectations and shape
identity, thereby integrating individuals into the social order and reproducing societal
stability. While the core process is universal, its expression varies significantly across
class, gender, ethnicity, and other social positions highlighting that socialization is not
uniform, but deeply shaped by structural inequalities. Through this dynamic interplay of
learning, adaptation, and internalization, individuals develop a sense of self and understand
their roles within society. (Disca , 2015)

13
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Fig 03: The Main Stages of the Socialization Process
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2.3.3.Social institutions are established, organized systems of norms, roles, and practices
that fulfill essential societal needs such as reproduction (family), belief and meaning
(religion), knowledge transmission (education), governance (political/legal systems),
production and distribution (economy), and care (healthcare/welfare). Found in all
societies, these institutions though diverse in form are deeply interconnected and
collectively shape social structure by socializing individuals and promoting stability,
predictability, and shared understandings. As foundational building blocks of society, they
reproduce social order over time; consequently, they tend to change slowly, evolving
primarily in response to shifting social needs, crises, or historical transformations

illustrating their dual role as both stabilizers and (eventually) agents of social change.
Fig 04: Social Institutions
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2.3.4.Social change refers to the transformation of social structures, institutions,
relationships, and patterns of behavior over time a complex, multi-level process that can be
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driven by macro forces (e.g., industrialization, globalization), meso-level collective action
(e.g., social movements), or micro-level individual agency (e.g., innovation, resistance).
While inevitable and increasingly accelerated by technologies like the internet, social
change often meets resistance, as societies are simultaneously characterized by stability
(through enduring institutions, cultural norms, and routine practices) and change.
Resistance arises because alterations threaten established roles, power relations, and social
cohesion, potentially causing disruption and perceived loss. However, change is more
readily accepted when it emerges gradually, aligns with evolving values, and integrates
new ideas without severely destabilizing existing social arrangements highlighting the
dynamic tension between continuity and transformation in all societies.

Table 03: Subject Matter of Sociology

Subject AREA Key Concepts Examples
Social Structure | Class, status, roles, social | Income  stratification;  professional
networks, inequality networks in business; glass ceiling
effects
Culture Values, norms, symbols, | Corporate culture; national business
beliefs, rituals cultures  dimensions);  ethics  in
management
Organizations & | Bureaucracy, formal/informal | Organizational design; power dynamics;
Institutions structures, legitimacy institutional isomorphism (e.g., why
firms copy each other)
Social Communication, cooperation, | Team dynamics; negotiation; workplace
Interaction conflict, leadership conflict resolution
Socialization Internalization of norms, | Onboarding processes; how employees
identity ~ formation, role | learn  “organizational  citizenship”;
learning professional identity development
Power & | Authority, domination, | Gender/racial bias in hiring; wage gaps;
Inequality discrimination, social | control mechanisms in firms
exclusion (surveillance, performance metrics)

Social Change

Modernization, globalization,
innovation, crises

Digital transformation of work; impact of
pandemics on labor markets;
sustainability transitions

Source: (sociology, 2024)

Ever since the beginning of sociology, sociologists have shown a great concern in man and
in the dynamics of society. It is quite natural that sociologists have developed different
approaches from time to time in their attempts to enrich its study. The main concern of
sociology is sociological analysis. It means the sociology seeks to provide an analysis of
human society and culture with a sociological perspective. He evinces his interest in the
evolution of society and tries to reconstruct the major stages in the evolutionary process. An
attempt is also made to analyze the factors and forces underlying historical transformation of
society. Sociology has given sufficient attention to the study of primary units of social life. In
this area it is concerned with social acts and social relationships, individual personality,
groups of all varieties, communities, associations, organization and population.

15
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Sociology has been concerned with the development, structure and function of a wide
variety of basic social institutions such as the family and kinship, religion and property,
economic, political, legal, educational and scientific, recreational and welfare, aesthetic and
expressive institutions.

3. The Significance and Contributions of Sociology: Today, sociology is widely
recognized as an essential discipline in understanding the complexities of modern society.
There is a growing global awareness of the need for a scientific approach to studying social
phenomena not only to generate knowledge, but also to foster what the American sociologist
and economist Franklin H. Giddings termed “human adequacy”: the capacity of individuals
and communities to adapt, cooperate, and thrive in evolving social conditions. In an
increasingly interconnected and complex world, sociological insight is not merely academic it
is vital for informed citizenship, effective policy, and sustainable development. The value of
sociology can be highlighted through the following key contributions: (Valerie & Ficrence ,
2022)
Fig 05: Benefits of Sociology
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A Scientific Study of Society: Sociology provides a systematic, empirical, and
evidence-based framework for analyzing social life. It moves beyond intuition or
tradition, applying rigorous methods such as surveys, ethnography, and statistical
modeling to uncover patterns in human behavior. Such scientific understanding of
society is indispensable for progress in education, health, governance, and
economic development.

e Illuminating the Social Nature of Human Beings: Sociology affirms that humans
are fundamentally social beings, it explores why individuals form groups, how
identities are shaped through interaction, and how personal agency is both enabled
and constrained by social structures. In doing so, it deepens our understanding of
the dialectical relationship between the individual and society.

e Enhancing Social Understanding and Agency: By revealing how norms,
institutions, and power operate, sociology empowers individuals to reflect critically
on their social environment. It fosters self-awareness clarifying one’s capacities,
biases, and social position and supports more informed, adaptive, and responsible
participation in collective life.

e Enriching and Rationalizing Cultural Perspectives: Sociology encourages a

reasoned, objective approach to culturally sensitive issues such as tradition,

religion, and customs. It promotes critical thinking over dogma, helping individuals
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transcend ego-driven prejudices and embrace more balanced, evidence-informed
worldviews.

e Analyzing the Role of Social Institutions: Institutions such as the family,
education, religion, and the state are central to social order and individual
development. Sociology examines how these institutions socialize individuals,
transmit values, allocate resources, and reproduce (or challenge) inequality making
them key sites for both stability and reform.

e Informing Social Planning and Reform: Sociological knowledge is crucial for
evidence-based policy and social engineering. From urban planning to public health
initiatives, sociology serves as a tool for diagnosing societal problems and
designing equitable, effective interventions. It has historically played a pivotal role
in movements for social justice, democratization, and institutional renewal.

e Supporting Development in Underdeveloped Contexts: In developing and post-
colonial societies, sociology has highlighted how social factors such as caste,
gender norms, land tenure systems, and cultural resistance to innovation profoundly
influence economic outcomes. This insight has led economists and policymakers to
adopt more holistic, interdisciplinary approaches to development.

e Advancing the Welfare of Marginalized Communities: Sociological research has
significantly contributed to the recognition and protection of tribal and indigenous
populations. By documenting their social structures, livelihoods, and
vulnerabilities, sociologists have informed inclusive policies such as land rights,
culturally appropriate education, and participatory development ensuring that
progress does not come at the cost of erasing diversity.

4. Sociology and Other Social Sciences

Sociology can be understood as a method of objective, evidence-based inquiry a
discipline that rigorously tests assumptions, beliefs, and “common sense” against empirical
data and systematic analysis. While sociology and other social sciences all examine
dimensions of human behavior, they do so through structured theoretical frameworks and
scientific methodologies, rather than intuition or personal experience. Indeed, all individuals
rely on common sense to navigate daily life even using it to solve problems or overcome
obstacles. Common sense is widely shared, rarely questioned, and does not require formal
education. Yet sociologists caution that common sense, though practical, is often unexamined,
inconsistent, and culturally bound; it reflects prevailing assumptions rather than verified
knowledge. In contrast, sociology is the systematic, disciplined study of society its structures,
institutions, interactions, and the patterns of human behavior within them. It seeks not just to
describe social life, but to understand its underlying causes, consequences, and contradictions
through critical reflection and empirical investigation. (Beteille, 2002)

e Psychology focuses on the individual from within examining mental processes,
emotions, personality, motivation, and cognitive behavior. In contrast, sociology
studies how external social forces such as groups, institutions, norms, and culture
shape individual attitudes and actions. While psychology asks “Why does this person
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behave this way?” sociology asks “Why do people in this position, group, or society
tend to behave this way?”
Economics analyzes decision-making related to the production, distribution, and
consumption of resources, often assuming rational, self-interested actors (Homo
economicus) operating in relatively stable institutional environments. Sociology,
however, emphasizes that economic behavior is socially embedded: trust, social
networks, cultural values, power relations, and historical context profoundly
influence markets, organizations, and individual choices meaning that financial
decisions are rarely purely “rational” in the narrow economic sense.
Political Science centers on formal power structures especially the state,
government, law, elections, and international relations. Sociology broadens the
concept of power beyond the political arena, investigating how authority,
domination, and resistance operate in everyday institutions such as families, schools,
hospitals, and corporations. For instance, while political science may study policy-
making, sociology examines how policies are interpreted, resisted, or reshaped on
the ground by professionals and citizens.
Anthropology traditionally studies culture, symbols, and social life often in small-
scale, non-industrial, or indigenous communities through immersive ethnographic
fieldwork. Although sociology also investigates culture, it typically focuses on
complex, modern societies and large-scale institutions (e.g., bureaucracies,
corporations, digital networks), employing both qualitative and quantitative methods.
Increasingly, the two disciplines converge, especially in organizational ethnography
and the study of workplace rituals and identities.

Table 04: Difference between Sociology and Anthropology

Sociology Anthropology

= Sociology studies the modern, | = Anthropology concerns itself with the simple,
civilized and complex societies. uncivilized or primitive and non-literate

= Sociologists more often study | societies.

parts of a society and generally | = Anthropologists tend to study societies in all
specialize in institutions such as | their aspects as wholes. They concentrate their
family, marriage, or processes such | studies in a given “culture area” such as

as social change, social mobility. Melanesia or Nagaland.
= Sociologists study ‘small as well | = Anthropologists usually concentrate on small
as large societies. societies such as those of Naga, Rengma Naga,

= Sociologists make use of | Khasis, Gond, etc.

observation, interview, social survey, | = Anthropologists directly go and live in the
questionnaires and other methods | communities they study, They make use of
and techniques in its investigations. direct observations and interviews.

History reconstructs and interprets past events in their unique temporal and
contextual specificity, emphasizing narrative, causality over time, and archival
evidence. Sociology, while valuing historical context, seeks to identify generalizable
social patterns such as trends in inequality, institutional change, or cultural shifts
through systematic comparison across time and societies. In short, history asks
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“What happened, and why then?”, while sociology asks “What patterns recur, and
under what conditions?”
Table 05: Difference Between Sociology and history

Sociology History
= Sociology is interested in the study of | = History deals with the past events of a
the present social phenomena with all their | man. It is silent regarding the present.
complexity. = History is an age-old social science. It
= Sociology is relatively a young social | has a long story of 2000years or even more.
science. It has a very short history of its | = History is a descriptive science.
own. It is not even two centuries old. = History is concrete,. The historian is
= Sociology is an analytical science. Interested in the unique, the particular and
= Sociology is abstract in nature. It | the individual. For example, the historian
studies mostly regular, the recurrent and the | studies all the wars waged by mankind in
universal. For example, the sociologist does | the past- the Wars, the World Wars, the
not study all the wars or battles waged by | Indo-Pak War, etc. For him, each war is
the mankind. But he is interested in war | unique and significant.
itself as a social phenomenon, as one kind | = History is an individualizing science.
of conflict between two groups. History rarely makes generalizations; it
= Sociology is a generalizing science. seeks to establish the sequence in which
Sociology seeks to establishing | events occurred.
generalizations after a careful study of
the social phenomena.

5. Major Theories in Sociology:

Functionalism is a macro-level, consensus-oriented sociological theory that views society as a
complex system of interdependent parts such as institutions, norms, and roles working
together to maintain stability, order, and social cohesion. Originating with Auguste Comte,
who pioneered the scientific study of society, and further developed by Herbert Spencer who
likened society to a biological organism, with institutions functioning like organs essential for
survival the theory was later systematized by Talcott Parsons in the mid-20th century through
his structural functionalism. Parsons emphasized societal equilibrium, arguing that social
institutions (e.g., family, education, religion) fulfill essential functions (e.g., socialization,
goal attainment, integration) to preserve order and that society naturally tends to restore
balance after disruptions. He also introduced the concept of the “normal” personality a
socially integrated, value-consistent identity shaped by successful socialization. While
influential, functionalism has faced criticism for overstating harmony, downplaying conflict
and power inequalities, and reifying a culturally specific notion of “normality” that risks
marginalizing deviance and diversity.
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Fig 06: Theoretical Perspectives in Sociology
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5.1. Functionalism

Functionalism also known as structural-functionalism is a macro-level sociological theory
that conceptualizes society as an integrated, self-regulating system composed of
interdependent parts (e.g., institutions, norms, traditions), each performing specific
functions that collectively ensure social stability, cohesion, and continuity. Adopting a
holistic and scientific perspective, functionalism treats society as more than the sum of its
individuals: it is a structured entity whose components operate in coordinated harmony to
maintain equilibrium and fulfill essential societal needs a process often termed social order
maintenance. Unlike theories emphasizing conflict or individual agency, functionalism is
distinctive in its consistent focus on how social phenomena (even those seemingly
dysfunctional or marginal) contribute, directly or indirectly, to the overall integration and
persistence of the social system. Thus, functionalist analysis centers on identifying the
functions of social structures asking not merely what exists, but why it persists and how it
sustains the larger social whole. (Charlotte , 2024)

Table 06: Functionalism

Theorist | Period | Key Contribution Core IDEA / Concept
to Functionalism
Auguste 1798- Laid the Coined sociology; proposed society as an
Comte 1857 philosophical ordered, evolving system; advocated
foundation Positivism and scientific study of social
order.
Herbert 1820— Developed the Compared society to a biological organism:
Spencer 1903 organic analogy institutions (e.g., family, economy) function
like organs to maintain societal survival and
equilibrium.
Emile 1858- Established Introduced social facts and
Durkheim | 1917 functionalism asa | Collective conscience; analyzed how
scientific institutions (e.g., religion, education)
sociological promote social solidarity (mechanical vs.
theory organic); emphasized function over intent.
Talcott 1902 Systematized Proposed the AGIL paradigm (Adaptation,
Parsons 1979 Structural Goal attainment, Integration, Latency);
Functionalism in viewed society as a self-regulating system
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the 20th century striving for equilibrium; emphasized
socialization and value consensus.

5.2. Conflict Theory

Conflict theory is a sociological framework that views society not as a harmonious,
integrated system as functionalism does but as a dynamic arena of inequality, power
struggles, and competing interests, where dominant groups maintain privilege at the
expense of the marginalized, thereby generating social tension and driving change.
Originating primarily in the work of Karl Marx, the theory posits that an individual’s life
chances such as access to employment, income, education, and especially healthcare are
fundamentally shaped by their position within social hierarchies (e.g., class, race, gender).
For instance, in contexts like the UK and globally, wealthier individuals enjoy superior
healthcare access, longer life expectancy, and greater influence over policy-making, while
lower-income groups face systemic barriers, poorer health outcomes, and diminished state
support evident in the chronic underfunding of public health systems alongside the
expansion of elite private care. This disparity reflects how power enables dominant classes
to shape institutions and policies in their favor, reinforcing inequality and often forcing the
public to privatize essential services to secure adequate care a dynamic that underscores
conflict theory’s central claim: social order is maintained not by consensus, but by
coercion and the strategic reproduction of advantage. (Arditya , 2023)

Conflict Proletariat

Bourgeoisie ﬁ“

Conflict theory is a social theory that discusses the ensuing conflict between the rich and
the poor in society to control scarce resources. German philosopher Karl Marx propounded
it. As per the theory, conflict exposes the inequalities prevalent in society and thus,
becomes the agent of change.

Karl Marx (1818-1883)

He conflict between the oppressor and the oppressed exists in
every aspect of society. Thus, it explains the power and class
struggles seen among different sexes, human races, political
supporters, religious followers, and professionals. Karl Marx
developed conflict theory in response to the exploitation of the
poor working class by the rich capitalists. He advocated for the
poor to rise against the rich for equality in society.
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5.3. Symbolic Interactionism

Symbolic interactionism is a micro-level sociological theory that emphasizes how
individuals construct social reality through ongoing interpretation and interaction; it holds
that human behavior is not determined by fixed norms or structures, but emerges from the
meanings people assign to objects, events, and others meanings that are developed,
negotiated, and modified through social interaction. Herbert Blumer, who coined the term
and systematized the approach, articulated its three core principles: (1) people act toward
things based on the meanings those things hold for them; (2) such meanings arise from
social interaction with others; and (3) meanings are continually interpreted and adjusted
through an active, reflexive process. Though sometimes critiqued for lacking a grand
theoretical structure, symbolic interactionism has proven highly productive in qualitative
research exemplified by Glaser and Strauss’s awareness context theory, which emerged
from their study of dying in hospitals. As death shifted from the private sphere of the home
to the institutional setting of the hospital, they explored how patients, families, and medical
staff co-construct the experience of dying through communication, concealment, and
shared (or contested) understandings demonstrating the theory’s central tenet: that social
behavior is fundamentally a response to the interpretation of situations, not the situations
themselves. (Michael & Celene , 2015)

Fig 07: Symbolic Interactionism
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Blumer’s key insight: Society is not a static structure that determines behavior, but an
ongoing, dynamic process of meaning-making through symbolic interaction where
language, gesture, and shared symbols enable humans to construct their social worlds. For
Blumer, “society consists of ongoing lines of action”, constantly shaped and reshaped by
actors’ interpretations.
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Lecture 2: Founders of Sociology: 1bn Khaldun, Auguste Comte
Below is a clear, academically rigorous comparison of Ibn Khaldun and Auguste Comte
two foundational figures often regarded as proto-founder and formal founder of sociology,
respectively. The text is structured separately for each thinker, highlighting their biographical
context, core ideas, and specific contributions to sociological thought, with relevance
emphasized for students of economics and management.
> Objective of Lecture 2: By the end of this lecture, students will be able to:

e Identify the core sociological contributions of Ibn Khaldun and Auguste Comte,
and situate them within their historical and intellectual contexts;

e Explain how both thinkers anticipated key concepts in institutional economics,
political economy, and organizational theory such as the role of social cohesion
(‘asabiyya), state legitimacy, taxation dynamics, and the embeddedness of
economic action in social structures;

e Critically evaluate classical economic assumptions (e.g., Homo economicus,
market autonomy) through a sociological lens, recognizing that markets, firms, and
policies operate within and are shaped by cultural norms, power relations, and
historical trajectories;

e Apply insights from Ibn Khaldun (e.g., cyclical state decline, labor as value source)
and Comte (e.g., positivist planning, critique of abstract economics) to
contemporary issues such as institutional decay, taxation policy, corporate social
responsibility, and sustainable development.

» Prerequisite Knowledge:
Students are expected to have acquired foundational concepts from the General
Philosophy course in secondary education, particularly:

e Basic understanding of major philosophical currents (e.g., rationalism, empiricism,

positivism);

e Familiarity with key questions about human nature, society, knowledge, and ethics;

e Elementary critical thinking skills (e.g., distinguishing opinion from reasoned

argument, identifying cause-effect relationships).
s INTRODUCTION.

This lecture introduces two pioneering figures whose insights laid the intellectual
groundwork for sociology and, by extension, for a deeper understanding of economic and
organizational life: lbn Khaldun (1332-1406), the North African scholar whose
Mugaddimah articulated a science of social organization centered on ‘asabiyya (group
solidarity), cyclical state dynamics, and the social roots of prosperity; and Auguste Comte
(1798-1857), the French philosopher who coined the term sociology, advocated a
positivist, scientific approach to society, and insisted that economics cannot be detached
from its moral, institutional, and historical context. Though separated by four centuries
and distinct cultural milieus, both challenged reductionist views of human behavior
emphasizing instead that markets, states, and organizations are embedded in webs of
meaning, power, and social cohesion. For students of economics and management,
revisiting their ideas is not an exercise in history, but a vital step toward developing a
more holistic, critical, and socially informed professional perspective.
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1. Founder of Sociology Ibn Khaldun (1332—-1406): a pioneering North African scholar and
statesman, is widely regarded as a foundational figure in the history of social thought for his
remarkably systematic analysis of society in Al-Mugaddimah (1377), the introduction to his
universal history. Responding to the political fragmentation and decline of empires in the late
medieval Islamic world, he proposed Urbanism “ilmalumran” (the science of social
organization) a proto-sociological framework grounded in empirical observation and causal
reasoning. Central to his theory was the concept of ‘asabiyya (group solidarity), which he
identified as the driving force behind the rise of states and, as it weakens under sedentary
luxury and centralized power, the cause of their inevitable decline thus formulating a cyclical
model of civilizational change. By prioritizing social, economic, and environmental factors
over mere chronology or divine narrative, Ibn Khaldun anticipated core sociological concerns
such as social cohesion, institutional legitimacy, and historical materialism, establishing
intellectual foundations that would only be rediscovered centuries later in modern sociology.

1.1. Key Contributions & ldeas:

e Science of Society (‘Ilm al-‘Umran). 1bn Khaldun proposed a new science the
science of human social organization dedicated to studying the rise and fall of
civilizations through empirical, rational analysis, not just chronology or theology. He
insisted on distinguishing historical facts from myth and emphasized causality in
social change. (Nazim , 2021)

e Asabiyyah (Social Solidarity/Group Cohesion): His central concept refers to the
social bond based on kinship, shared identity, or ideology that unites groups
(especially nomadic tribes) and enables them to conquer and establish states. Over
time, as rulers settle in cities and adopt luxury, ‘asabiyyah weakens, leading to
decline and replacement by a new, cohesive group. This cyclical model anticipates
theories of social dynamics and state formation.

e Distinction Between Nomadic and Sedentary Life: He analyzed how environment
and mode of subsistence shape social structure, economic activity, and political
authority highlighting the link between material conditions and culture.

e Role of State and Economy: He theorized that the state’s legitimacy depends on its
ability to ensure security and justice; excessive taxation weakens production and
accelerates collapse a remarkably early insight into the relationship between
governance, economic policy, and social stability.

1.2. Ibn Khaldun’s Major Economic ldeas: Though primarily a historian and social
theorist, lbn Khaldun developed remarkably sophisticated economic insights in Al-
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Mugaddimah (1377) centuries before classical economics emerged in Europe. His analysis
was deeply embedded in his broader theory of civilization cycles and state formation. Key
ideas include:

Labor as the Source of Value and Wealth: Ibn Khaldun asserted that “labor is the
true source of profit and capital accumulation.” He argued that all earnings and
profits originate from human effort whether in agriculture, crafts, or trade
anticipating later labor theories of value (e.g., Adam Smith, Karl Marx).

The Role of the State in Economic Life: He emphasized that a stable, just state is
essential for economic prosperity. The ruler’s primary economic duties are to ensure
security, uphold justice, protect property rights, and maintain infrastructure
conditions without which production and trade cannot flourish.

Taxation and the “Laffer Curve” Principle (before Laffer): Ibn Khaldun
proposed a dynamic relationship between tax rates and state revenue: At the
beginning of a dynasty, taxation yields large revenues... but as rulers increase taxes
to meet rising expenditures, production declines, people flee or hide wealth, and total
revenue eventually falls. This insight often called the “Khaldun-Laffer Curve”
highlights how excessive taxation stifles economic activity and undermines the
state’s own fiscal base.

Supply, Demand, and Market Prices: He recognized that prices are determined by
the interplay of supply and scarcity: When goods are abundant and easily available,
their prices fall; when they are rare and difficult to obtain, their prices rise. He also
noted how competition among sellers lowers prices, while monopolistic control
raises them.

Stages of Economic Development: Ibn Khaldun described a progression from
necessity-based subsistence (e.g., pastoralism) to surplus production (agriculture),
then to specialization, urbanization, crafts, and eventually trade and luxury linking
economic complexity to civilizational maturity and state strength.

Interdependence of Agriculture, Crafts, and Commerce: He viewed the economy
as an integrated system: agriculture provides raw materials; crafts transform them;
and commerce circulates goods. The prosperity of cities, he argued, depends
fundamentally on the productivity of the rural hinterland.

Critique of Hoarding and Speculation: While recognizing trade as legitimate, he
condemned excessive hoarding (ihtikar) and price manipulation, seeing them as
socially harmful and signs of declining ‘asabiyya and moral decay.

2. Founder of Sociology AUGUSTE Comte (1798-1857)

A French philosopher writing in the aftermath of the French Revolution and Industrial
Revolution, Comte witnessed massive social upheaval collapse of traditional order, rise of
capitalism, and crises of legitimacy. He sought a new intellectual foundation for rebuilding
society. (Juliette , 2001)
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2.1. Key Contributions & ldeas:

e Coining “Sociology”: In 1838, Comte introduced the term sociologie (from Latin
socius = companion, Greek logos = study) to name the “final science” in his hierarchy of
sciences one that would apply scientific methods to understand and improve society.

e Positivism: He argued that human thought evolves through three stages: Theological
(explanation by divine will), Metaphysical (explanation by abstract forces), and
Positive/Scientific (explanation by observable laws). Sociology, for Comte, must be
positivist objective, empirical, and predictive modeled on the natural sciences.

e Social Statics & Social Dynamics: Statics, Studies the structures that maintain social
order (e.g., family, religion, division of labor). Dynamics: Examines the laws of social
progress and change (e.g., evolution toward industrial society).

e Law of Three Stages + Vision of Social Reform: Comte believed sociology’s ultimate
aim was not just knowledge, but “knowing in order to foresee, and foreseeing in order to
control” a science for social engineering and moral regeneration, guided by a new
“religion of humanity.”

2.2. Auguste Comte’s Contributions and Ideas Related to Economics: Although
Auguste Comte (1798-1857) is primarily known as the founder of sociology and positivism
not as an economist his intellectual framework significantly influenced the evolution of
economic thought, particularly in how economics relates to society and governance.

e Critique of “Political Economy” as Isolated Science: Comte strongly criticized
classical economists (such as Adam Smith and Jean-Baptiste Say) for treating
economics as a self-contained, abstract science divorced from social, moral, and
historical realities. He argued that “there is no such thing as purely economic
phenomena” all economic activity is embedded in social relations, institutions, and
shared beliefs.

e Economics as a Subfield of Sociology (Social Physics): In Comte’s hierarchy of
sciences, sociology (which he initially called “social physics”) stands at the top,
integrating and guiding all other social disciplines including economics. He proposed
that economic laws must be studied not in isolation, but as part of broader social
dynamics and institutional contexts (e.g., family, religion, governance).

e Advocacy for a “Positive Economy”: Comte envisioned a “positive political
economy” an economics grounded in empirical observation, historical comparison,
and moral responsibility, rather than deductive models based on the fictional Homo
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economicus. For him, economic policy must serve social solidarity and collective
well-being, not just individual utility or market efficiency.

e Emphasis on the Role of Moral and Intellectual Order: He believed that economic
stability depends on prior moral and intellectual consensus. Without shared values
(e.g., cooperation, duty, social responsibility), markets and labor relations would
descend into conflict and disorder a view that prefigures modern institutional and
behavioral economics.

¢ Influence on Social Reform and Planning: Comte championed “social engineering”
guided by scientific knowledge. He saw economists not as neutral technicians, but as
“social priests” responsible for designing policies that harmonize production,
distribution, and social cohesion anticipating later currents like welfare economics and
development planning.

e The Law of Three Stages Applied to Economic Systems: Comte argued that
economic organization, like all human knowledge, evolves through three stages:

» Theological: Economy governed by tradition and divine sanction (e.g.,
feudal obligations).

» Metaphysical: Justified by abstract rights (e.g., “natural liberty” of laissez-
faire capitalism).

= Positive: Guided by scientific understanding of social interdependence
where production is planned for the common good, not individual profit

alone.
Table 07: Comparative Insight

Aspect IBN-KHALDUN AUGUSTE COMTE
Method Historical-comparative, empirical Positivist, scientific modeling

reasoning
Core Focus Cyclical rise/fall of civilizations Linear progress and social order
Key Concept Asabiyyah (group solidarity) Social Statics & Dynamics
Legacy Proto-sociologist; emphasized Formal founder; established

historical realism & causality sociology as a discipline

Ibn Khaldun and Auguste Comte represent two foundational yet divergent origins of
sociological thought: Ibn Khaldun, a 14th-century North African scholar, employed a
historical-comparative and empirically grounded method to analyze the cyclical rise and
decline of civilizations, centering his theory on ‘asabiyyah (social solidarity or group
cohesion) as the driving force behind state formation and decay emphasizing historical
realism, causality, and the interplay of environment, economy, and power; in contrast,
Auguste Comte, the 19th-century French thinker credited as the formal founder of sociology,
advocated a positivist, scientific approach, modeling society on the natural sciences and
proposing a linear vision of progress through three stages (theological, metaphysical,
positive), with Social Statics (study of order and structure) and Social Dynamics (study of
change and evolution) as his core conceptual framework thereby institutionalizing sociology
as a systematic, value-neutral discipline aimed at guiding societal reform through rational
order. While Ibn Khaldun laid early groundwork through historical insight and critical
realism, Comte established sociology’s disciplinary identity, though at the cost of
downplaying conflict and historical contingency in favor of harmony and progress.
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LECTURE 3: THE SOCTIAL PHENOMENON AND SOCIOLOGY’S RELATIONSHIP
WITH OTHER DISCIPLINES

» Objective of Lecture 3:
By the end of this session, students will be able to:
= Define the social phenomenon and identify its key characteristics (externality,
constraint, generality);
= Distinguish social phenomena from psychological, biological, or purely
individual behaviors;
= Analyze real-world economic and organizational issues (e.g., consumer trends,
workplace culture, inequality) through a sociological lens;
= Compare and contrast sociology with related disciplines particularly
economics, psychology, political science, and anthropology highlighting points
of overlap, divergence, and complementarity;
= Recognize why interdisciplinary awareness is essential for effective decision-
making in management, policy, and strategic planning.
» Prerequisite Knowledge:
Students are expected to have foundational knowledge from secondary-level General
Philosophy, including:
= Basic familiarity with concepts of causality, empiricism, and rationalism;
= Understanding of the distinction between opinion, belief, and evidence-based
reasoning;
= Elementary awareness of major historical transformations (e.g., Industrial
Revolution, rise of nation-states).

X/

% INTRODUCTION:

This lecture addresses a fundamental question: What makes a phenomenon “social” and
why does that matter for economists and managers? While markets, firms, and policies are
often analyzed through technical or individualistic lenses, sociology reminds us that all
economic action is embedded in social relations, institutions, and histories. A “social
phenomenon” such as trust in financial systems, resistance to digital transformation, or
gendered career paths cannot be reduced to individual choices or market mechanisms alone; it
emerges from shared meanings, structural constraints, and historical legacies. Understanding
this not only enriches analysis but also prevents costly misdiagnoses (e.g., attributing low
productivity to “poor motivation” rather than toxic culture or role ambiguity). Moreover,
since no discipline holds a monopoly on truth, we will explore how sociology collaborates
with and challenges economics, psychology, and political science, equipping future
professionals with a more holistic, critical, and effective toolkit for navigating complex
organizational realities.
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1. Definitions of the Social Phenomenon: A social phenomenon refers to any observable
pattern of human behavior, interaction, or organization that arises from collective life such as
inequality, bureaucracy, consumer trends, workplace culture, or social movements. What
distinguish a social phenomenon from a mere individual act is its repeatability, shared
meaning, and structural embeddedness: it persists across time and contexts, is shaped by
norms and institutions, and exerts influence (often coercively) on individuals what Emile
Durkheim called a “social fact.” For instance, unemployment is not just a personal hardship; it
is a social phenomenon when its causes (e.g., technological displacement, discriminatory
hiring) and consequences (e.g., stigma, political unrest) reflect broader structural forces.
(Mayada , 2021)
Table 08: Definitions of the Social Phenomenon

Definitions

A social phenomenon is any way of acting, thinking,

Emile or feeling that is external to the individual, endowed with
Durkheim | a power of coercion, and capable of exerting control over
(1895) him. These phenomena such as laws, moral rules,

religious beliefs, or monetary systems exist independently
of individual manifestations and must be studied as
‘things’ (choses).

Max A social phenomenon consists of human behavior to
Weber which actors attach subjective meaning, and which
(1922) thereby becomes oriented toward the behavior of others.

It is ‘social’ only when it involves intersubjective
understanding and mutual orientation in action.

Talcott Social phenomena are patterned interactions among
Parsons actors within a normatively regulated system, where
(1951) behavior is guided by shared values and institutionalized

roles. They reflect the functional contributions of action
to the stability and reproduction of the social system.

2. Types of Social Phenomena:
2.1. Structural phenomena refer to the deep, relatively stable frameworks of social
organization such as class systems, gender hierarchies, institutional norms, and power
distributions that persist over time and significantly shape individuals’ life chances,
behaviors, and identities, often regardless of personal choice or awareness. These
structures operate as invisible "rules of the game" that enable certain actions while
constraining others: for example, one’s access to education, employment, credit, or
leadership roles is not solely determined by merit or effort, but profoundly influenced by
their position within structures of class, gender, ethnicity, or organizational hierarchy.
Unlike fleeting interactions or personal attitudes, structural phenomena are reproduced
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through institutions (e.g., schools, labor markets, legal systems) and manifest in systemic
patterns such as wage gaps, glass ceilings, or spatial segregation revealing how inequality
is not accidental, but embedded in the very architecture of society. For students of
economics and management, recognizing structural phenomena is essential to moving
beyond individualistic explanations (e.g., “poor performance’) and toward institutional and
systemic analyses (e.g., “biased promotion criteria” or “exclusionary network dynamics”).
e Durkheim and His Concept of Structural Phenomena: Emile Durkheim (1858
1917), widely regarded as the founding figure of sociology as a scientific
discipline, placed structural phenomena which he termed social facts (faits sociaux)
at the very core of sociological analysis. For Durkheim, a social fact is any way of
acting, thinking, or feeling that: Exists externally to the individual (exteriority),
Exerts coercive power over the individual (constraint), and is general across a
given society (generality).
2.2. Cultural phenomena refer to the shared systems of meaning through which members
of a society or group interpret the world, coordinate action, and construct identity including
norms (rules of conduct), values (ideas of what is desirable), symbols (objects or gestures
with shared significance), language, rituals (repeated, meaningful practices), and beliefs
(accepted truths). These elements are not innate or individual, but socially learned and
transmitted across generations, shaping perceptions, behaviors, and institutions in often
invisible yet powerful ways. For example, corporate culture governs how employees
communicate, make decisions, and define success; consumerism reflects deeper values
around identity, status, and well-being; religious practices structure time, community, and
morality; and national identity fosters solidarity through shared narratives, symbols (e.g.,
flags), and rituals (e.g., national holidays). Crucially, cultural phenomena are dynamic they
evolve through interaction, conflict, and globalization and for students of economics and
management, understanding them is essential, as markets, organizations, and policies
succeed or fail not only on technical efficiency, but on their alignment (or misalignment)
with prevailing cultural logic. (William & McGivern, 2014)
Fig 07: Elements of Culture
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Clifford Geertz (1926-2006) is widely regarded as the key figure who centered
culture as a “web of meaning” in modern social science, most notably through his
concept of “thick description” (1973), which defines culture as “a historically
transmitted system of meanings embodied in symbols, through which people
communicate, perpetuate, and develop their knowledge about and attitudes toward
life.” Geertz shifted anthropology and later sociology from observing surface
behaviors to interpreting the symbols, contexts, and shared understandings that give
social actions their significance (e.g., a corporate ritual, a brand logo, or a
managerial decision). His approach profoundly influenced symbolic interactionism,
interpretive sociology, and organizational studies particularly Edgar Schein’s work
on organizational culture and provided a robust methodological framework for
analyzing cultural phenomena in contemporary settings such as corporations,
media, and consumer identities.

In the context of Sociology of Organizations, Edgar Schein (1928-2023)
operationalized the concept of cultural phenomena by defining organizational
culture as “a pattern of shared basic assumptions that a group has invented,
discovered, or developed in learning to cope with its problems of external
adaptation and internal integration” assumptions so deeply embedded they are
taken for granted and shape perception, thought, and action within the organization.
Building on Geertz’s interpretive anthropology, Schein shifted the focus from
culture as abstract “values” to unconscious, taken-for-granted beliefs that manifest
in observable artifacts (e.g., dress code, office layout), espoused values (e.g.,
mission statements), and ultimately, core assumptions (e.g., views on human
nature, truth, time, or authority). While Geertz emphasized interpreting meaning
through thick description in ethnographic fieldwork, Schein developed a practical,
diagnostic model for managers and researchers to uncover and influence culture in
real-world organizational settings making cultural analysis actionable for
leadership, change management, and organizational development. Thus, Geertz
provided the theoretical and methodological foundation; Schein translated it into an
applied framework for understanding how culture functions and endures within
institutions.
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e Edgar Schein’s Organizational Culture Triangle is a foundational model that
conceptualizes organizational culture as operating on three interconnected levels,
arranged hierarchically from the most visible to the deepest and most resistant to
change:

» Artifacts (the surface level): observable structures and processes such as
dress code, office layout, rituals, symbols, technology, and visible behaviors
which are easy to see but difficult to interpret without deeper understanding;

» Espoused Values: the stated strategies, goals, philosophies, and
justifications leadership offers (e.g., mission statements, “customer-first”
slogans, diversity commitments) which may or may not align with actual
practice;

» Basic Underlying Assumptions: unconscious, taken-for-granted beliefs,
perceptions, thoughts, and feelings about reality, truth, time, human nature,
and relationships formed over time through shared learning and validated by
success; these core assumptions drive behavior automatically and are
extremely difficult to change, as they are rarely questioned.

Schein emphasized that true cultural change requires moving beyond superficial
artifacts or proclaimed values to uncover and transform these deep-seated
assumptions making the model not only diagnostic but also a roadmap for effective
organizational development and leadership intervention.

Fig 09: Edgar Schein's organisational Culture Triangle
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2.3. Interactional phenomena refer to the dynamic, often routine patterns of social engagement
that occur between individuals whether in direct face-to-face settings (e.g., meetings, negotiations)
or through mediated channels (e.g., emails, social media, video calls) and through which meaning,
identity, and social order are actively constructed and negotiated. These include processes such as
impression management (how individuals strategically present themselves to influence others’
perceptions), conflict resolution (the norms and tactics used to manage disagreements), networking
(building and mobilizing relational resources), and evolving digital communication styles (e.g.,
tone in messaging, use of emojis, response latency as social signals). Rooted in micro-sociological
traditions like symbolic interactionism and ethnomethodology, interactional phenomena highlight
that even seemingly minor exchanges are rule-governed and consequential: they reproduce or
occasionally challenge power dynamics, organizational culture, and institutional norms. For
economics and management students, understanding these micro-processes is vital, as they shape
teamwork, leadership effectiveness, customer relations, and organizational trust far more than
formal structures alone. (Joakim & Miray , 2009)
Fig 09: Founding Theorist
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The study of interactional phenomena is rooted in Symbolic Interactionism, a theoretical tradition
pioneered by George Herbert Mead, who established its philosophical foundations by showing how
the self, mind, and meaning emerge through social interaction especially via language and the
internalization of the generalized other; Herbert Blumer, Mead’s student, later coined the term
Symbolic Interactionism and systematized it around three core premises: that people act based on
meanings, that meanings arise from social interaction, and that they are continually interpreted and
modified; finally, Erving Goffman advanced the framework empirically by analyzing everyday micro-
interactions through concepts like dramaturgy, impression management, and interaction rituals,
demonstrating how social order is actively constructed in face-to-face settings making interactional
phenomena central to understanding organizational behavior, identity, and power in real-time practice.
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Table 09: Interactional phenomena

Theorist Role Key Contribution Core Concept and Works
Founding Developed the | The Self (I/Me dialectic)
George Herbert Theorist philosophical and | ;  Generalized Other;
Mead(1863— psychological foundations of | Significant
1931) symbolic interaction; argued | Symbols(especially
that Selfand mindemerge | language); Mind, Self,
through social interaction. and Society
Systematizer Coined the term | Three Premises of SI:
& Naming | “Symbolic  Interactionism” | 1. Humans act based on
Herbert Schola (1937) and  formalized | meanings.
Blumer(1900- Mead’s ideas into a coherent | 2. Meanings arise from
1987) sociological perspective with | social interaction.
three core premises. 3. Meanings are
interpreted & modified.
Empirical Applied Sl to everyday
Innovator | micro interactions; | Dramaturgy(Front Stage /
Erving transformed interactional | Back Stage); Impression
Goffman(1922—- analysis into a rigorous | Management; Interaction
1982) method for studying face-to- | Rituals; The Presentation
face behavior in institutions | of Self in Everyday
and public life. Life(1956); Frame
Analysis(1974)

Source : (Hongxia & Jinyu , 2023)

2.4. Institutional Phenomena: Institutional phenomena refer to stable, organized systems
of norms, roles, and practices that persist over time to meet fundamental societal needs
such as reproduction (family), socialization and skill formation (education), production and
distribution (economy), meaning and moral guidance (religion), conflict regulation and
order (law), and health maintenance (healthcare systems). These institutions are not merely
formal organizations; they are deeply embedded structures that shape individual behavior,
channel expectations, and reproduce social order through routines, rituals, and sanctioned
authority. While they provide predictability and continuity, institutions also evolve often
slowly in response to social pressures, technological change, or ideological shifts (e.g., the
rise of digital education, secularization, or privatization of healthcare). For students of
economics and management, recognizing institutional phenomena is crucial: markets
function within legal and cultural frameworks; firms operate in contexts shaped by
education systems and labor laws; and organizational change must account for institutional
logics, legitimacy, and path dependency highlighting that effective analysis requires
looking beyond individual actors to the enduring systems that enable and constrain action.
(United Way NCA, 2024)
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Fig 10:The Five Basic Social Institutions
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Source: (Arunima, The Five Basic Social Institutions Shaping Human Societies, 2024)
Established systems that fulfill societal needs and regulate behavior (e.g., the family,
education, the economy, religion, law, healthcare systems).

2.5. Deviant and Conformist Phenomena: Deviant and conformist phenomena
encompass socially patterned behaviors that either challenge or reinforce established norms
and expectations within a group or society: deviant acts such as corruption, informal (often
unregulated) labor, or even whistleblowing (which may violate organizational loyalty but
uphold ethical or legal standards) disrupt normative order and often provoke sanctions, yet
can also drive social change or expose systemic failures; conversely, conformist behaviors
like organizational citizenship (going beyond formal job requirements), adherence to
professional ethics, or ritualized compliance reinforce stability, trust, and institutional
legitimacy. Crucially, deviance and conformity are not inherent qualities of actions, but are
socially defined: what is deemed deviant in one context (e.g., gig work in a formal
economy) may be normative in another, and whistleblowing, though organizationally
disruptive, may be socially valorized. For economics and management students, this
duality underscores that organizational effectiveness and ethical integrity depend not only
on formal rules, but on understanding the social construction of norms and the strategic,
moral, and structural tensions between compliance and resistance. (Steven & et al, 2007)
Fig 11: Workplace Deviance Behaviors
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Behaviors that either violate (e.g., corruption, whistleblowing, informal labor) or uphold
(e.g., organizational citizenship, professional ethics) dominant norms.
2.6. Collective and Mass Phenomena: Collective and mass phenomena refer to large-
scale social behaviors that emerge when individuals, often connected through shared
grievances, identities, or information flows, act in concert either through organized
coordination (e.g., labor strikes, social movements) or through spontaneous, decentralized
convergence (e.g., panic buying during crises, viral social media challenges, or sudden
shifts in consumer trends like the rise of ethical consumption). Unlike individual actions,
these phenomena gain momentum through social contagion, network effects, and collective
identity formation, often transcending formal organizations or leadership. They reflect how
macro-level change economic, political, or cultural is frequently driven not by elites or
institutions alone, but by the aggregated agency of ordinary people responding to structural
conditions, mediated communication, and symbolic mobilization. For students of
economics and management, understanding such phenomena is critical: consumer trends
reshape markets, strikes disrupt supply chains, and digital mobilization can rapidly alter
corporate reputations or regulatory landscapes highlighting that organizations must
anticipate and engage with collective behavior as a key dimension of social risk and
opportunity. (Annie & et al, 2014)
Here's a concise, academic table summarizing the key theorists of Collective and Mass
Phenomena, with their contributions, core ideas, and critical perspectives

Table 10: Collective and Mass Phenomena

Theorist Key Work Core Contribution Main Concept
Gustave Le | The Crowd: A | First systematic | * "Collective mind"
Bon(1841- | Study of the | sociological analysis of | « Mental contagion
1931) Popular crowd behavior as distinct | « Suggestibility

Mind(1895) social phenomenon. * Deindividuation in crowds
Gabriel The Laws of | Emphasized imitationand | « Imitation as social glue
Tarde(1843 | Imitation(1890) innovationas micro | ¢ Interpsychic dynamics
—1904) processes driving | * Public vs. crowd
collective behavior (e.g.,
fashion, rumors).
Robert E. | Introduction  to | Shifted focus to * Social unrest cycle
Park & | the Science of | organizedcollective * Collective behavior as
Ernest Sociology(1921) | behavior in urban contexts | response to social
Burgess(Ch (e.g., social movements, | disorganization
icago riots, migration). * Role of communication &
School) leadership
Neil Theory of | Developed the first | Value-Added Theory: 6
Smelser(19 | Collective comprehensive determinants (structural
30-2023) Behavior(1962) structuraltheory of | conduciveness
collective action. precipitating factors
mobilization — etc.)
* Distinguished types:
crowds,  panics,  social
movements

Manuel Networks of Analyzed 21st-century * "Spaces of autonomy"

Castells(b. Outrage and networked social * "Project identity" vs.
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1942) Hope(2012) movements(e.g., Arab "resistance identity"
Spring, Occupy) enabled * Role of ICTs in rapid
by digital communication. mobilization

Source: (Nicola , 2023)

Collective phenomena evolved from Le Bon’s irrational crowds to Castells’ networked
agency reflecting sociology’s shift from top-down control models to participatory, structurally
embedded understandings of social change; Large-scale, coordinated or emergent group
behaviors (e.g., social movements, strikes, consumer trends, panic buying, viral social media
campaigns).

3. Characteristics of a Social Phenomenon: A social phenomenon (or social fact, in
Durkheim’s terms) is not merely an aggregate of individual actions, but a distinct reality with
the following defining features: (Karen , 2022)

Exteriority (Externality): Social phenomena exist outside the individual. They are
not invented personally but encountered as pre-existing realities such as language,
laws, professional roles, or organizational hierarchies. A person is born into these
structures, which shape their thoughts and actions before they can reflect on them.
Constraint (Coercive Power): These phenomena exert pressure or force on
individuals to conform. Non-compliance often triggers sanctions formal (e.g., fines,
dismissal) or informal (e.g., ridicule, exclusion). For example, violating workplace
norms (e.g., dress code, punctuality) may not be illegal, yet it can hinder career
advancement.

Generality (Collective Prevalence): A social phenomenon is widely shared across
a group or society not idiosyncratic. It manifests as a patterned regularity (e.g.,
consumer trends, managerial styles, trust in institutions), not an isolated incident.
Independence from Individual Manifestations: The phenomenon persists even if
specific individuals change or disappear. For instance, bureaucracy continues
regardless of who occupies a managerial position; market confidence can rise or
fall independently of any single trader’s belief.

Objective Existence (Treated as “Things”): Durkheim insisted social phenomena
must be studied objectively as “things” (choses) using empirical methods
(observation, statistics, comparison), not introspection or philosophical speculation.
Their reality is confirmed by their measurable effects (e.g., suicide rates, turnover
rates, unionization trends).

Functional and/or Conflictual Role: Social phenomena either contribute to social
stability (e.g., shared organizational values fostering cohesion functionalist view) or
reflect and reproduce power imbalances (e.g., gendered division of labor conflict
view).
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LECTURE 4: SOCIOLOGY OF ORGANIZATIONS

> Objective of Lecture 4: By the end of this lecture, students will be able to:

= Define organizational sociology and distinguish it from managerial or
economic approaches to organizations;

= Trace its historical emergence from Industrial Sociology and the Hawthorne
Studies to contemporary institutional and cultural perspectives;

= |dentify core theoretical traditions (e.g., bureaucratic, institutional, interpretive,
power-based) and their key insights;

= Apply sociological concepts (e.g., organizational culture, institutional
isomorphism, informal structure) to real-world organizational challenges (e.g.,
resistance to change, digital transformation, public-sector reform);

= Recognize why sociological literacy is essential for effective, ethical, and
adaptive leadership in complex organizational environments.

> Prerequisite Knowledge: Students are expected to have:
= A foundational grasp of core sociological concepts from Lecture 1-3 (e.g.,
social phenomenon, structure vs. agency, culture, institution);
= Basic familiarity with major classical theorists (e.g., Weber on bureaucracy,
Durkheim on solidarity);
= Awareness of contemporary organizational realities (e.g., hierarchy, teamwork,
digital tools) from personal or educational experience.

0,

»  INTRODUCTION:

Organizations are everywhere: universities, banks, ministries, hospitals, NGOs, even
football clubs. Yet despite their ubiquity, they are often misunderstood as neutral tools
machines designed solely for efficiency and goal achievement. Organizational sociology
challenges this view. It reveals organizations as dynamic social worlds, where formal charts
coexist with informal networks, where mission statements compete with daily practices, and
where power, culture, and history silently shape outcomes. Why do well-designed reforms
fail? Why do employees comply outwardly but resist inwardly? Why do similar organizations
behave so differently across countries? These are not management failures alone they are
social phenomena. This lecture introduces the core questions, theories, and insights of
organizational sociology equipping future economists and managers to look beyond
spreadsheets and flowcharts, and see the human, cultural, and structural realities that
determine organizational success or crisis.

X/
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1. Definition of the sociology of organizations:

The sociology of organizations is a subfield of sociology that studies organizations not as
technical or rational systems alone but as dynamic social structures shaped by culture, power,
identity, interaction, and historical context. It examines how organizations emerge, function,
change, and dissolve; how formal structures (e.g., hierarchies, rules) and informal processes
(e.g., networks, rituals, resistance) coexist and interact; and how individuals and groups
within organizations interpret, adapt to, and reshape institutional demands. Rather than
assuming organizations are neutral instruments of efficiency, this perspective reveals them as
sites of meaning-making, conflict, cooperation, and social reproduction where economic goals
are continually negotiated alongside human needs, cultural norms, and power relations.
(Sandro & Carlos , 2019)

Below is a clear, academically rigorous comparative table of key definitions in the
Sociology of Organizations, featuring major theorists and perspectives. Each definition
highlights a distinct conceptual emphasis:

Table 11: sociology of organizations

Theorist Definition of Organization

"A purposive, continuous association of persons governed by formal
Max Weber (1922) | rules and hierarchical authority most efficiently realized in the ideal
type of bureaucracy."

"An organization is not just a tool, but a social institution that develops
Philip Selznick its own values, identity, and moral commitments over time through
(1949) ‘institutionalization’."

"An organization is a network of cooperative decision-making, where
Herbert Simon bounded rationality and satisficing replace optimal rationality."
(1947)

"An organization is a dynamic process of sense making a way people
Karl E. Weick jointly interpret equivocal events to create order and act
(1979) retrospectively."

"Organizations are shaped less by efficiency than by the need for

Paul J. DiMaggio & | legitimacy; they adopt similar structures (isomorphism) to gain social
Walter W. Powell | approval, not technical advantage.”

(1983)

"An organization is a ‘regulated game’ where formal rules mask
Michel Crozier ongoing power struggles, and actors use uncertainty as a strategic

(1964) resource."
"An organization’s culture is the pattern of shared basic assumptions
Edgar Schein learned in solving problems of external adaptation and internal
(1985) integration."
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2. Sociology of Organizations or Organizations Sociology: Both "Sociology of
Organizations™ and "Organizational Sociology" are correct and widely used in academic
literature but they carry subtle differences in usage, emphasis, and disciplinary tradition.
Here's a precise breakdown for clarity (especially important for titles, syllabi, or research):
(Mary , 2022)

Table 12: Sociology of Organizations or Organizations Sociology

Term Preferred usage nuance
More common in Emphasizes organizations as the central object
American and of studywithin sociology. Suggests a

Sociology  of | contemporary academic | subfieldfocused specifically on formal
Organizations | writing(e.g., journals like | organizations (firms, hospitals, schools,

Organization Studies, NGOs). Slightly more applied/practical in tone
textbooks by Perrow, ideal for programs in business, economics, and
Scott, DiMaggio). management.
Common in European Emphasizes the sociological perspective
scholarship and classical | applied to organizational life. Slightly broader:
Organizational | theory (e.g., works may include informal organizing, networks,
Sociology influenced by Weber, and emergent forms (e.g., social movements as
Crozier, or institutional organizations). Favors theoretical and critical
theory). engagement

3. The emergence of the sociology of organizations: The sociology of organizations
emerged as a distinct subfield in the mid-20th century, shaped by three interrelated
intellectual and historical currents: (Kenneth , 2006)

Critique of Classical Management Theory (1930s-1950s): Early management

thought (e.g., Taylor’s scientific management, Fayol’s administrative principles)

portrayed organizations as rational, mechanistic systems aimed solely at efficiency. The

Hawthorne Studies (Mayo, Roethlisberger & Dickson, 1930s) challenged this by

revealing the decisive role of social relations, group norms, and informal structures in

workplace productivity paving the way for the Human Relations Movement and, later,
sociological analysis.

Theoretical Institutionalization  (1940s-1960s): Key works systematized

organizations as social institutions:

» Talcott Parsons (1956) analyzed organizations as goal-attaining subsystems within
the broader social system.

» Philip Selznick (1949, TVA and the Grass Roots) introduced the concept of
institutionalization showing how organizations develop unique values, missions,
and moral commitments beyond their formal goals.

» Michel Crozier (1964, The Bureaucratic Phenomenon) exposed how power,
uncertainty, and informal games underlie formal rules especially in state
bureaucracies.

Rise of Institutional Theory (1970s-1980s): A paradigm shift occurred with

DiMaggio & Powell’s (1983) landmark article, “The Iron Cage Revisited”, which

argued that organizations adopt similar structures not for efficiency but for legitimacy in
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their institutional environment. This launched neo-institutional theory, emphasizing

isomorphism, decoupling, and the cultural embeddedness of organizations.
The sociology of organizations emerged from Industrial Sociology in the early-to-mid 20th
century, rooted in the socio-economic transformations triggered by the Industrial Revolution
such as urbanization, the rise of factories, the shift from extended to nuclear families, and
women’s entry into the workforce. Early debates, exemplified by Adam Smith’s optimism
and David Ricardo’s concern over class inequality and technological unemployment,
highlighted the need for a systematic study of industrial life. Pioneering works by Miller &
Form (Industrial Sociology), Friedmann (Sociology of Work), and Warner (The Social
System of the Modern Factory) laid the foundation. A decisive turning point came with Elton
Mayo’s Hawthorne Studies (1927 onward), which revealed the profound impact of social
relations, group norms, and informal structures on worker productivity shifting focus from
purely technical efficiency to human and organizational dynamics. As insights were applied
beyond factories to hospitals, schools, government agencies, and service sectors the field
broadened into Organizational Sociology, recognizing that modern life unfolds within a dense
web of formal organizations. As Breithaupt noted, contemporary individuals are “born into,
educated by, employed in, and often die within organizations” leading sociologists to
characterize ours as an “organizational society.”
4. The importance of the field of organizational sociology: Organizational sociology is
critically important because it moves beyond technical or economic models of organizations
to reveal how culture, power, identity, history, and social structure shape real-world
functioning often in ways that defy formal blueprints. In an era where organizations dominate
nearly every aspect of life from employment and healthcare to education and digital platforms
understanding their social logic is essential for effective, ethical, and sustainable practice.
This field equips future economists and managers with the ability to: ( Leopold , 2024)

e Diagnose implementation gaps (e.g., why “best practices” fail when transplanted
across cultural or institutional contexts);

e Anticipate resistance to change by recognizing informal networks, symbolic meanings,
and hidden power dynamics;

e Design more humane and resilient organizations by balancing efficiency with social
integration, legitimacy, and employee well-being;

e Navigate institutional pressures (e.g., regulatory, normative, mimetic) that drive
isomorphism and decoupling;

e Critically assess trends such as digital transformation, gig work, or corporate social
responsibility not just as market phenomena, but as social processes embedded in
inequalities, ideologies, and historical legacies.

Ultimately, organizational sociology cultivates the sociological imagination in managerial
practice: the capacity to see the interplay between individual experience and broader
structural forces turning managers from technicians into thoughtful, socially aware leaders.

4. The relationship of organizational sociology to some fields of sociology: Organizational
sociology does not exist in isolation; it is deeply interconnected with and draws theoretical
and methodological resources from several core subfields of sociology. These relationships
enrich its analytical power and broaden its relevance:
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Economic Sociology: Provides foundational insights into how organizations are
embedded in social networks, trust, and cultural norms challenging the notion of
markets as purely rational systems. Concepts like embeddedness (Granovetter),
institutional logics, and valuation practices help explain why organizational
strategies succeed or fail in specific socio-economic contexts.

Sociology of Work and Labor: Closely linked historically (via Industrial
Sociology), this field informs organizational sociology on issues such as labor
relations, job design, professionalization, precarious work, and the transformation
of employment (e.g., gig economy). It highlights how power, identity, and
resistance unfold within organizational settings.

Institutional Sociology: Offers the dominant theoretical framework in
contemporary organizational analysis especially through neo-institutional theory. It
explains why organizations adopt similar structures (isomorphism), how they seek
legitimacy, and why formal policies often decouple from actual practice.

Cultural Sociology: Enriches the study of organizational culture, symbolism,
rituals, and narratives (e.g., Schein’s model, organizational storytelling). It shows
how shared meanings shape strategy, leadership, and change and how cultural tools
(e.g., mission statements, branding) are mobilized for internal cohesion and
external legitimacy.

Political Sociology: Illuminates power, authority, and conflict within and between
organizations such as bureaucratic politics, resistance, leadership struggles, and the
influence of the state (e.g., regulation, privatization). Crozier’s work on strategic
action and zones of uncertainty exemplifies this crossover.

Social Psychology (Micro-Sociology): Supplies tools for analyzing face-to-face
interaction, sense making (Weick), impression management (Goffman), and group
dynamics crucial for understanding meetings, teamwork, leadership, and
organizational change at the micro level.
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LECTURE 5: SOCIOLOGICAL APPROACH TO ORGANIZATIONAL CULTURE AND
POWER

> Objective of Lecture 5: By the end of this lecture, students will be able to:
= Distinguish sociological from managerial perspectives on culture and power in
organizations;
» Analyze organizational dynamics using key frameworks: Schein’s culture model,
Weber’s/Crozier’s/Foucault’s theories of power, and the culture—power dialectic;
= |dentify how culture legitimizes authority and how power shapes cultural assumptions
(e.g., definitions of “professionalism,” “competence,” or “efficiency”);
= Recognize forms of everyday resistance (e.g., irony, foot-dragging, reinterpretation) as
culturally embedded agency;
= Apply sociological insights to real-world cases (e.g., failed change initiatives, digital
transformation, diversity policies) to diagnose underlying cultural and power tensions.
> Prerequisite Knowledge: Students are expected to have:
= A foundational understanding of core sociological concepts from Lectures 1-4,
especially: social phenomenon, institution, structure vs. agency, and major theoretical
traditions (functionalism, conflict, symbolic interactionism);
= Familiarity with classical theorists (e.g., Weber on bureaucracy, Durkheim on
solidarity);
= Basic exposure to organizational realities (e.g., hierarchy, teamwork, formal/informal
rules) through prior coursework or personal experience.

“+ INTRODUCTION:

Why do well-designed reforms often fail? Why do employees comply outwardly but resist
in subtle, invisible ways? Why do “diversity” initiatives remain symbolic while power
remains concentrated? The answer lies not in poor planning or individual shortcomings but in
the hidden interplay of culture and power. While managerial approaches often treat culture as
a tool (“let’s build a strong culture!”) and power as a position (“the manager decides”),
sociology reveals a deeper reality: culture and power are co-constitutive social forces
embedded in language, rituals, space, and everyday practice. This lecture moves beyond
slogans and org charts to explore how meaning and control operate in organizations not as
static traits, but as dynamic, contested, and historically shaped processes. Drawing on Schein,
Crozier, Foucault, and others, we will equip you with the analytical tools to see beneath the
surface turning you from passive observers into critical, socially aware future leaders.
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1. Theoretical Foundations — Defining Culture and Power Sociologically: Culture and

power are not peripheral features of organizational life they are its very fabric. Far from being

neutral or technical entities, organizations are deeply cultural and political arenas where

meanings are constructed, identities negotiated, and resources distributed through relations of

influence and authority. To analyze them sociologically is to move beyond managerialist or

functionalist views (e.g., “culture as a tool for cohesion,” “power as leadership influence”)

and instead examine how culture and power operate as constitutive forces: shaping what is

considered legitimate, normal, or possible within an organization. This section lays the

theoretical groundwork by drawing on classical and contemporary sociology from Weber’s

analysis of legitimacy and domination, to Foucault’s insights on disciplinary power, to

symbolic interactionism and institutional perspectives on meaning-making to offer robust,

critical definitions of organizational culture and power. In doing so, it prepares the ground for

a deeper exploration of how culture and power intertwine to enable, constrain, and transform

organizational action

1.1.  Core sociological definitions:

= Sociologically, organizational culture is not synonymous with mission statements,
employee handbooks, or HR initiatives. Drawing on Edgar Schein (1985), it is defined as
“a pattern of shared basic assumptions that a group has invented, discovered, or
developed in learning to cope with problems of external adaptation and internal
integration.” These assumptions often unconscious and taken for granted shape how
members perceive, think, and feel. Linda Smircich (1983) further enriched this view by
framing culture not as a “possession” of an organization, but as an interpretive system
through which organizational reality is constructed. In contrast, managerial or HR
discourse often treats culture instrumentally as a tool for alignment, motivation, or
branding risking reductionism by ignoring its depth, ambiguity, and resistance to top-
down engineering.

= Similarly, power in sociological analysis extends far beyond formal authority or
hierarchical position. While Max Weber (1922) distinguished legal-rational authority
(based on rules and office) from traditional or charismatic forms, later theorists deepened
this understanding. Michel Crozier (1964) conceptualized power as strategic action
emerging from uncertainty and unequal resource control in day-to-day interactions e.g., a
middle manager withholding information to preserve autonomy. Michel Foucault (1970s—
80s) revolutionized the field by arguing that power is not merely repressive (“power
over”), but productive: it generates knowledge, subjects, norms, and even desires (e.g.,
performance metrics that shape how employees understand “success” or
“professionalism”).

= A central sociological insight is that culture is not monolithic or harmonious, but inherently
contested. While functionalist perspectives (e.g., early Peters & Waterman) view culture
as fostering cohesion and efficiency, critical and interpretive approaches see it as a terrain
of struggle where dominant groups impose meanings, and subordinates resist, reinterpret,
or create counter-cultures. For instance, a “customer-first” value may mask
intensification of labor, sparking silent resistance through slowdowns or irony.

= Likewise, power is not static domination, but a relational, dynamic, and often diffuse force.
It operates not only in overt commands, but in subtle practices: who speaks first in
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meetings, whose expertise is recognized, which problems are defined as “urgent,” and

how time, space, and language are organized. Power, in this view, is exercised through

culture via rituals, stories, and symbols that make inequality appear natural or inevitable.
1.2. Critique of Instrumental and Functionalist Views: Sociology critically challenges
instrumental approaches such as the popular notion of “culture as competitive advantage”
(e.g., In Search of Excellence, 1982) for three key reasons:

= Oversimplification: They reduce complex, ambiguous cultural processes to levers of

control.

= Ideological function: They often serve managerial interests by framing culture change

as a technical problem, deflecting attention from structural issues (e.g., wage inequality,
job insecurity).

= Neglect of power: They assume culture is shared and consensual; ignoring how it is

imposed, negotiated, or resisted.

A sociological lens, by contrast, refuses to treat culture and power as tools to be optimized.
Instead, it asks: Whose assumptions dominate? Whose interests are served? How do actors
especially the less powerful make sense of, navigate, and reshape their organizational worlds?
This critical stance is indispensable for students aiming not just to manage organizations, but
to understand and ethically engage with their deeper social realities.

2. Levels of Organizational Culture Analysis: A foundational framework for analyzing
organizational culture is Edgar Schein’s (1985) Three-Level Model, which moves beyond
surface appearances to uncover the deep, often invisible forces that shape behavior. At the
most visible level are Artifacts the tangible, observable elements of an organization: dress
codes, office layout (e.g., open-plan vs. closed offices), logos, rituals (e.g., weekly team
meetings, annual retreats), and even communication styles (formal emails vs. instant
messaging). While easy to see, artifacts are difficult to interpret without deeper context: for
instance, casual dress may signal innovation or conceal exhaustion from overwork.

Beneath artifacts lie Espoused Values: the explicitly stated beliefs, goals, and principles
that members say guide the organization such as “customer-centricity,” “transparency,”
“excellence,” or “social responsibility.” These appear in mission statements, strategic plans,
leadership speeches, and policy documents. However, Schein warns that espoused values
often reflect ideals or aspirations rather than actual practice. A disconnect between what is
proclaimed and what is enacted is common and highly revealing.

The deepest and most influential layer consists of Basic Underlying Assumptions:
unconscious, taken-for-granted beliefs about reality, truth, time, human nature, and
relationships formed over time through shared learning and validated by success. These
assumptions are so internalized that members rarely question them; they operate like “cultural
DNA.” For example, an organization may espouse teamwork but assume, at a deeper level,
that “real contribution comes from individual heroism” leading to collaboration in name only.
Because these assumptions are invisible yet powerful, they are the hardest to change and the
key to sustainable cultural transformation. (Vidya , 2020)

Organizational culture operates on three interrelated levels, as conceptualized by Edgar
Schein, moving from the most visible to the deepest and most influential:

2.1. Artifacts constitute the surface layer of culture everything that is overt, tangible, and
directly observable. These include physical and behavioral elements such as office layout
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(e.g., open-plan spaces vs. private offices), dress code (formal suits vs. casual attire), logos
and branding, technology tools in use, rituals (e.g., morning huddles, annual celebrations), and
even the tone and format of internal communications. While artifacts are easy to see, they are
often difficult to interpret accurately without understanding the deeper cultural layers beneath
them. For instance, a brightly colored, playful workspace may signal innovation or mask high
stress and job insecurity.
2.2. At the second level are Espoused Values the stated beliefs, principles, and aspirations
that members of the organization claim to uphold. These appear in mission statements (“Our
purpose is to empower communities”), strategic goals (“Achieve carbon neutrality by 2030”),
core values posters (“Integrity, Excellence, Teamwork™), and leadership rhetoric. Espoused
values reflect how the organization wishes to be perceived both internally and externally.
However, they often represent ideals rather than daily reality; a gap between espoused values
and actual behavior is common and highly informative for cultural analysis.
2.3. The deepest and most powerful level consists of Underlying Assumptions unconscious,
taken-for-granted beliefs that shape perception, thought, and action so thoroughly that
members rarely question them. These include fundamental convictions about human nature
(e.g., “People need supervision to perform”), time (“Speed trumps quality”), relationships
(“Hierarchy ensures order”), and the organization’s real purpose (e.g., “Profit is the only
measure of success,” or “Survival depends on avoiding blame”). Unlike artifacts or espoused
values, underlying assumptions are rarely articulated; they are revealed indirectly through
consistent patterns of behavior, emotional reactions to change, or what is considered
“unthinkable.” Because they operate below the surface, they are highly resistant to change but
they ultimately determine whether new strategies, policies, or technologies succeed or fail.

Fig 12: Edgar Schein’s Culture Model

The visible organizational
structures and processes.

The strategies, goals, and
philosophies declared and endorsed
by the organization.

The unconscious beliefs
people within the organization
hold to be true

While Schein’s model provides structure, other sociological concepts deepen its application:
= Subcultures and countercultures acknowledge that organizations are rarely
culturally homogeneous. Departments (e.g., engineering Vvs. marketing),
occupational groups (e.g., managers vs. frontline staff), or generational cohorts
often develop distinct subcultures sometimes aligned, sometimes in tension.
Countercultures may emerge in response to perceived injustice or alienation,

serving as sites of resistance and alternative meaning-making.
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= Institutional isomorphism and decoupling (DiMaggio & Powell, 1983) explain
why organizations in the same field adopt similar structures and values not for
efficiency, but for legitimacy. As a result, formal policies (e.g., diversity charters,
sustainability reports) may become decoupled from daily practice: publicly
affirmed, privately ignored a survival strategy in regulated or reputation-sensitive
environments.

= Cultural narratives and sense making (Karl Weick, 1995) highlight that culture is
not static, but enacted through ongoing storytelling and interpretation. When
ambiguity arises (e.g., a crisis, merger, or new technology), members
collaboratively construct narratives to “make sense” of events retrospectively
shaping identity, responsibility, and future action. Culture, in this view, is less a
“thing” and more a process of continuous meaning-creation.

3. Forms and Mechanisms of Power in Organizations: Power in organizations is far more
complex than formal hierarchy or job titles. Sociological analysis reveals multiple forms and
subtle mechanisms through which influence is exercised, resisted, and legitimized. A
foundational framework is Max Weber’s (1922) typology of authority, which distinguishes
three ideal types of legitimate domination:
= Traditional authority rests on long-standing customs and inherited status (e.g.,
family-run firms where leadership passes through lineage);
= Charismatic authority derives from an individual’s exceptional qualities, inspiring
devotion (e.g., visionary founders like Steve Jobs);
= Legal-rational authority dominant in modern bureaucracies is based on formally
enacted rules, roles, and procedures (e.g., civil service hierarchies, corporate
governance). While Weber emphasized legitimacy, later theorists showed how power
operates even when authority is contested or informal.
Fig 13: WEBER’S Tripartite Classification of Authority

Legal-
rational
authority

Charismatic
authority

Traditional
authority

Source: (McGrath & Bob , 2024)
3.1. Michel Crozier (1964), in The Bureaucratic Phenomenon, shifted focus from legitimacy
to power as strategic action. He argued that formal rules inevitably create zones of uncertainty
areas where procedures are ambiguous or incomplete (e.g., interpreting client needs, handling
exceptions). Actors who control these zones by managing information, timing, or
interpretation gain leverage, even without formal rank. For instance, a mid-level IT specialist
who alone understands a legacy system may wield significant influence over project
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timelines, illustrating how power arises from asymmetries in knowledge and control, not just
position.
3.2. Going further, Michel Foucault and Pierre Bourdieu revealed how power operates
micro-physically and symbolically: (Mona & Vinthagen, 2014)
= Disciplinary power (Foucault) works through subtle, normalized practices: constant
surveillance (e.g., digital monitoring, KPI dashboards), performance metrics, and
examinations (e.g., appraisals, audits) that shape behavior from within producing
“docile bodies” that self-regulate. Power here is not repressive but productive: it
generates subjects who willingly conform to norms of efficiency, punctuality, or
professionalism.
= Symbolic power (Bourdieu) operates through cultural categories that make social
hierarchies appear natural and deserved a process he termed symbolic violence. For
example, labeling certain accents, educational backgrounds, or communication styles
as “unprofessional” legitimizes exclusion while masking structural inequality. Power,
in this view, is most effective when it is unrecognized as power when dominance feels
like common sense.
4. The Dialectical Relationship between Culture and Power: Culture and power are not
separate forces but deeply intertwined dimensions of organizational life each continually
shaping and being shaped by the other in a dynamic, dialectical relationship. Far from being
neutral or purely symbolic, culture often serves as a vehicle of legitimacy for power
structures. Dominant groups embed their interests in shared meanings, making hierarchy,
control, or inequality appear natural, rational, or even moral. For example, the value of
“professionalism” often defined by formal speech, punctuality, specific dress, or educational
pedigree can function ideologically: it legitimizes managerial authority while marginalizing
alternative ways of being competent (e.g., experiential knowledge, informal leadership, or
non-Western communication styles). When employees internalize such norms, compliance
becomes voluntary, reducing the need for overt coercion.

Conversely, power actively constructs culture. Those in positions of influence whether
executives, senior professionals, or long-tenured groups shape what counts as “common
sense” within the organization. They define key concepts such as “efficiency” (e.g., speed
over quality), “merit” (e.g., visibility over collaboration), or “innovation” (e.g., technological
novelty over process improvement), often in ways that reinforce their own status and interests.
Over time, these definitions become institutionalized embedded in hiring criteria, promotion
systems, and performance evaluations so that culture appears objective rather than contested.
A classic example is how engineering-dominated firms may equate “rigor” with technical
expertise alone, devaluing customer empathy or ethical reflection, thereby reproducing a
particular power configuration under the guise of neutrality.

Yet this relationship is never one-sided. Resistance emerges precisely through cultural
means, as subordinate actors reinterpret, subvert, or creatively negotiate dominant meanings.
This resistance is rarely overt rebellion; instead, it takes subtle, everyday forms:

= lrony and humor (e.g., mocking jargon in private chats),

» Foot-dragging or “work-to-rule” (strict adherence to procedures to disrupt

efficiency),
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» Building informal networks (e.g., cross-departmental alliances that bypass formal

channels),

= Reinterpreting rules (e.g., framing ‘“customer focus” as protecting clients from
unrealistic deadlines, not just increasing sales).
These practices constitute what scholars call “everyday resistance” not aimed at overthrowing
the system, but at carving out autonomy, dignity, and collective solidarity within it. In this
way, culture becomes not just a tool of control, but also a site of struggle and agency where
meaning is continuously negotiated, and power, however entrenched, remains open to
challenge. Here's a clear, academically rigorous comparative table that illustrates the dynamic,
dialectical relationship between power and culture in organizations:
Table 73: How Power Shapes Culture and How Culture Legitimizes Power

Dimension How Power Shapes Culture How Culture Legitimizes Power
Dominant groups (e.g., leaders, | Shared beliefs make power
senior professionals) define structures appear natural, rational,

Definition & what counts as “normal,” or inevitable (e.g., “hierarchy
Formation “competent,” or “professional” | ensures efficiency,” “leaders

(e.g., valuing formal education
over experience, prioritizing
assertiveness over
collaboration).

know best”).

Institutionalization

Power embeds itself in formal
systems: hiring criteria,
promotion pathways,
performance metrics, and
training programs that
reproduce existing hierarchies.

Cultural narratives (e.g., founding
myths, success stories) frame
leadership and control as essential
to the organization’s identity and
survival.

Symbols & Language

Control over naming and
classification (e.g., labeling
dissent as “negativity,”
flexibility as “adaptability”)
shapes perception and
behavior.

Key symbols (logos, dress codes,
office layouts) visually reinforce
status differences and authority
(e.g., corner offices, executive
titles).

Daily Practices

Power operates through
routines: who convenes
meetings, sets agendas,
interprets rules, or controls
information flow

Cultural norms (e.g., “respect for
hierarchy,” “team loyalty”)
discourage questioning and
encourage self-discipline.

Resistance & Change

Attempts to impose cultural
change (e.g., “agile
transformation”) often fail
when they ignore underlying
power imbalances.

Subordinates resist not by
rejecting culture, but by
Reinterpreting it (e.g., using
“customer focus” to justify
pushing back on unrealistic
targets).

Key Theorists

Crozier (strategic action),
Foucault (disciplinary power),
Bourdieu (symbolic power

Schein (cultural assumptions),
Smircich (culture as ideology),
DiMaggio & Powell (institutional
legitimation)

Source: (Sustainability , 2025)
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5. Types of Organizational Culture: Organizational culture can be typologies along two key
dimensions internal vs. external focus and flexibility vs. stability resulting in four ideal types
(Cameron & Quinn, 1999; Competing Values Framework). Each reflects distinct values,
structures, and behavioral norms: (Rhonda & Neelie , 2024)

Fig 14: Types of Organizational Culture

Flexibility

Clan Adhocracy
Culture Culture

Internal External

Hierarchy Market
Culture Culture

Stability

Clan Culture emphasizes internal cohesion, collaboration, and human development. The

organization functions like an extended family, with a strong emphasis on mentoring,
shared values, and participative decision-making. Leadership is facilitative and nurturing,
and success is measured by employee commitment, morale, and loyalty. While this
culture fosters high engagement and trust especially in small or mission-driven
organizations it becomes increasingly difficult to sustain as the organization grows, due
to the challenges of maintaining intimacy and consensus at scale.

Adhocracy Culture is oriented toward external flexibility and innovation. It values

entrepreneurship, risk-taking, and experimentation, encouraging individuals to challenge
the status quo and pursue novel solutions. Leadership is visionary and empowering, and
success is defined by growth, new product development, and market leadership. Though
highly adaptive and dynamic ideal for startups and creative industries this culture can
foster internal competition, role ambiguity, and instability, particularly when rapid
change outpaces organizational learning or resource capacity.

Market Culture prioritizes external control and competitiveness. The organization is

results-driven, with a strong focus on achieving targets, market share, and financial
performance. Leadership is demanding and goal-oriented, and success is measured in
quantifiable outcomes revenue, profitability, and customer acquisition. While this model
can yield high performance in competitive markets, it often comes at the cost of
employee well-being, as the relentless pressure for results may lead to stress, burnout,
and a transactional (rather than relational) workplace ethos.

Hierarchy Culture emphasizes internal stability, formalization, and control. Structure is

rigid, with clear chains of command, standardized procedures, and well-defined roles.
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Leadership is coordinated and monitoring, and success is evaluated through efficiency,
reliability, and smooth operations. This culture excels in predictable, regulated
environments (e.g., public administration, utilities), where consistency and compliance
are paramount. However, its emphasis on rules and process can stifle innovation, slow
responsiveness, and hinder adaptation in volatile or rapidly evolving sectors.
6. The Characteristics of Organizational Culture: Each organization like the people in it
has its own personality. Organizational culture consists of seven distinct characteristics.
Different businesses value each of them in varying degrees, and therein lies the uniqueness of
each workplace culture.

Fig 15: The Characteristics of Organizational Culture
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Source: (Emma , 2025)

Emphasis on
Outcome

Organizational culture can be analyzed through several interrelated dimensions that
shape how work is conceived, coordinated, and valued. One central dimension is
innovation and risk tolerance: organizations high on this spectrum encourage
experimentation, creativity, and proactive problem-solving even at the cost of failure
viewing uncertainty as a catalyst for growth. In contrast, those low on innovation
prioritize reliability and adherence to established routines, favoring proven methods
over novelty a safer approach, but one that may limit adaptability and long-term
evolution.

Closely related is attention to detail, which reflects the degree to which precision,
accuracy, and thoroughness are emphasized in task execution. High-detail cultures
foster consistency and quality control (e.g., in engineering, healthcare, or auditing),
whereas low-detail orientations allow for broader discretion, prioritizing speed and
flexibility over meticulousness.

Another critical axis is the emphasis on outcomes versus processes. Outcome-
oriented organizations focus relentlessly on what are achieved results, targets, and
deliverables granting employees autonomy in how they accomplish goals. This fosters
initiative and accountability but may risk ethical shortcuts or burnout. Conversely,
process-oriented cultures stress compliance with procedures, roles, and timelines,
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valuing fairness, transparency, and institutional integrity even when outcomes are less
spectacular.

e The people orientation dimension reveals how much an organization considers the
human impact of its decisions. High people orientation reflects a commitment to
employee well-being, dignity, and inclusion believing that organizational and
individual interests are aligned. Low people orientation, by contrast, treats labor
instrumentally, prioritizing efficiency or cost control over social sustainability.

e Teamwork signals whether collaboration is structurally and culturally embedded. In
team-oriented cultures, work is designed around interdependence, shared goals, and
collective accountability based on the belief that synergy yields superior performance.
In individualistic cultures, autonomy, personal achievement, and competition are
valorized, often rewarding star performers over group cohesion.

e Aggressiveness captures the degree to which competitiveness, assertiveness, and
dominance are encouraged particularly in external relations (e.g., market expansion,
client acquisition). Highly aggressive cultures may excel in cutthroat industries but
risk fostering internal conflict, unethical behavior, or reputational damage. Low-
aggressiveness cultures emphasize cooperation, long-term relationships, and mutual
gain.

s Examples of A Good and Bad Organizational Culture: It is easy to read and discuss
organizational culture, but can you spot it in an actual workplace? If not, here are the signs of
a healthy workplace culture and an unhealthy one:

Fig 716: Indicator of A Good and Bad Organizational Culture

GOOD AVASS BAD

Your company’s cultural
values are clear, and
everyone knows them.

The shared values of your
company are not clear,
especially to the employees.
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There is toxic
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employees, or between
employees and management

There is a high level of
trust between employees,
including leadership roles
and staff.
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Your company has a
healthy employee turnover
rate.

The turnover rate in your
company is high (>15%)

U

You draw the attention of
highly qualified
applicants.

Employees are late or often
absent from work.
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Workers are frustrated,
disengaged or lax regarding
their work.

You invest a lot of
resources in training and
developing talent.

~

Source: (Emma, 2025)
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LECTURE 6: ORGANIZATIONAL THEORIES - CLASSICAL THEORIES

> Objective of Lecture 6: By the end of this lecture, students will be able to:

= Identify the historical, social, and economic conditions that gave rise to classical
organizational theories;

= Explain the core principles of Scientific Management (Taylor), Administrative
Theory (Fayol), and Bureaucratic Theory (Weber);

= Compare and contrast their assumptions about human nature, authority,
efficiency, and organizational structure;

= Critically assess the strengths and limitations of classical theories from
sociological, behavioral, and institutional perspectives;

= Recognize the enduring influence and hidden logics of classical thinking in
contemporary organizations (e.g., public administration, digital platforms, and
ISO-certified firms).

> Prerequisite Knowledge: Students are expected to have:

= A foundational grasp of key sociological concepts from Lectures 1-5, especially:
social phenomenon, power, culture, structure vs. agency, and major theoretical
traditions (functionalism, conflict, symbolic interactionism);

= Basic familiarity with organizational realities (e.g., hierarchy, rules, division of
labor) from personal or educational experience;

= Awareness of classical thinkers (e.g., Weber on authority, Durkheim on
solidarity) introduced earlier in the course.

s INTRODUCTION:

Why do organizations rely on job descriptions, reporting lines, standardized procedures,
and performance metrics? Why does “efficiency” remain the ultimate organizational virtue
even in the age of agility and innovation?

The answer lies in the classical theories of organization pioneered between 1890 and 1920
by thinkers responding to the chaos of industrialization with a bold vision: organizations
could be engineered like machines, governed by science, not tradition.

Frederick Taylor optimized the worker’s hand; Henri Fayol designed the manager’s mind;
Max Weber diagnosed the soul of modern authority. Together, they built the intellectual
infrastructure of the modern administrative world from ministries and hospitals to
multinational corporations and digital platforms.

This lecture does not treat classical theories as outdated relics, but as living frameworks
still shaping how we design, evaluate, and experience organizations today. By critically
engaging with Taylor, Fayol, and Weber, we equip ourselves not just to describe
organizations, but to question whose interests they serve and how they might be transformed.
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1. Historical and Intellectual Context: Classical organizational theories emerged in the late
19th and early 20th centuries against the backdrop of rapid industrialization, urbanization, and
the rise of large-scale enterprises in Europe and North America. As factories expanded and
labor forces grew, organizations faced unprecedented challenges: inefficiency,
unpredictability, worker unrest, and managerial inexperience often labeled the “efficiency
crisis.” Traditional, ad hoc management styles proved inadequate for coordinating complex
production processes and maintaining control over increasingly heterogeneous workforces. In
this context, thinkers like Frederick Taylor, Henri Fayol, and Max Weber sought to apply
principles of rationality, science, and order to organizational life echoing broader
Enlightenment and positivist ideals of progress through reason and systematization. Their
work was not merely technical; it responded to urgent socio-economic demands for
productivity, stability, and legitimacy in an era of profound structural transformation. Thus,
classical theories reflect both the opportunities (mass production, economic growth) and
tensions (class conflict, dehumanization, bureaucratic rigidity) of early industrial capitalism,
laying the foundation for modern organizational thought.
Figure 17: Frederick Taylor, Henri Fayol, and Max Weber

TAYLOR FAYOL WEBER

Source:
2. Scientific Management (Frederick W. Taylor, 1856-1915): Frederick Winslow Taylor
was an American mechanical engineer and management consultant widely regarded as the
father of Scientific Management. Born on March 20, 1856, in Philadelphia, Pennsylvania,
Taylor began his career as a machine shop laborer at Midvale Steel Company an unusual path
for someone of his social background which gave him firsthand insight into worker behavior,
inefficiencies, and management challenges.

Rising through the ranks to become chief engineer at Midvale, and later at Bethlehem
Steel, Taylor dedicated his career to improving industrial efficiency through systematic
observation, time-motion studies, and standardized work methods. Frustrated by what he
called “soldiering” (workers deliberately working below capacity), he sought to replace rule-
of-thumb practices with scientifically determined “best ways” to perform tasks.

His ideas culminated in the seminal work The Principles of Scientific Management (1911),
which sparked global interest and controversy by proposing that management should be based
on empirical analysis rather than tradition or intuition. Taylor advocated for the separation of
planning from execution, rigorous worker selection and training, and performance-based pay,
aiming to align worker and employer interests through mutual prosperity. (Schachter, 2010)
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Though criticized for dehumanizing labor and oversimplifying human motivation, Taylor’s
legacy is undeniable: he transformed management from an artisanal craft into a formal
discipline and laid the groundwork for modern operations management, industrial
engineering, and performance measurement systems. He died on March 21, 1915, in
Philadelphia but his influence endures in every factory, call center, and logistics network built
on the logic of efficiency.

2.1. Principles and Foundations of Scientific Management (Frederick W. Taylor,
1911): scientific Management, as formulated by Frederick W. Taylor, rests on the conviction
that workplace efficiency can be maximized not through tradition, intuition, or individual
initiative, but through the systematic application of scientific methods to work design and
management. Below are its core principles, each explained in detail:

e Time and Motion Study: This principle involves the meticulous decomposition of
any job into its smallest physical and mental components, followed by precise
measurement of the time required to perform each motion under optimal conditions.
Using stopwatches and observation, Taylor sought to eliminate unnecessary
movements (e.g., redundant steps, awkward postures) and identify the single most
efficient sequence the “one best way.” For example, at Bethlehem Steel, he
redesigned the shoveling task by matching shovel size to material density, reducing
worker fatigue and increasing daily output from 16 to 59 tons per worker. The goal
was not speed for its own sake, but the rationalization of effort maximizing output
while minimizing waste and physical strain.

Fig 18: Comparison of Various Time And Motion Studies
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Source: (sugoya, 2024)

e Scientific Selection of Workers: Taylor rejected the common practice of hiring
based on patronage, availability, or seniority. Instead, he advocated for the scientific
selection of personnel: matching individual aptitudes (e.g., strength, dexterity,
temperament) to task requirements through standardized tests and observation. Once
selected, workers were no longer treated as interchangeable units but as specialized
resources whose potential could be fully harnessed. This principle acknowledged
human differences but framed them instrumentally, as variables to be optimized, not
as sources of dignity or autonomy.
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Standardized Training and Work Methods: After determining the “one best way”
and selecting suitable individuals, Taylor insisted that workers be trained rigorously
to perform their tasks exactly as designed no improvisation, no personal shortcuts.
Training was not left to foremen or peer learning but was systematized, documented,
and supervised. This ensured consistency, quality control, and predictability across
the workforce. Crucially, it also shifted knowledge from the shop floor to
management: the how of work became the property of engineers, not craftsmen
fundamentally altering the balance of expertise and control within the organization.
Separation of Planning from Execution: Perhaps Taylor’s most revolutionary (and
contested) principle was the strict division between mental and manual labor:
= Managers and engineers were responsible for planning analyzing jobs, setting
standards, designing tools, and scheduling work.
= Workers were responsible only for execution carrying out assigned tasks exactly
as instructed.
= This separation aimed to eliminate inefficiency caused by worker discretion but
also institutionalized a hierarchical knowledge regime: thinking became a
managerial monopoly, while doing was relegated to labor. It laid the
groundwork for modern functional specialization but at the cost of deskilling and
alienation.
Differential Piece-Rate System: To motivate adherence to the new standards,
Taylor proposed a performance-based wage system: workers who met or exceeded
productivity targets received a significantly higher rate per unit, while those who fell
short earned a lower rate. This was not simply a bonus; it was a behavioral tool
designed to align individual self-interest with organizational goals. Taylor believed
that fair pay for fair work would eliminate “soldiering” (deliberate
underperformance) and foster a cooperative, win-win relationship between labor and
capital though critics argue it intensified pressure, eroded solidarity, and reduced
work to a transactional exchange.
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2.2. Advantages and Disadvantages of Taylor’s Scientific Management: Here's a clear,
academically appropriate comparison table of the Advantages and Disadvantages of Taylor’s

Scientific Management: (Chitra , 2025)

Table 14: Advantages and Disadvantages

Advantages

Disadvantages

= Dramatic increase in productivity and
efficiency Standardized methods and time-
motion optimization led to measurable output
gains.

= Reduction of waste and inconsistency
Elimination of unnecessary motions and ad
hoc practices improved quality, predictability,
and cost control.

= Professionalization of management Shifted
authority ~ from tradition/ownership  to
technical expertise and systematic analysis,
laying foundations for modern management
science.

= Fair (er) performance-based compensation
Differential piece-rate system linked pay to
output, aiming to reward merit and reduce
favoritism.

= Scalability and replicability Standardized
procedures enabled large-scale coordination,
training, and transfer of best practices across
sites and industries.

= Foundation for modern operations Inspired
industrial engineering, quality control (e.g.,
Six Sigma), lean manufacturing, and
performance metrics (KPIs) still used today.

» Dehumanization of labor Workers reduced
to “cogs in a machine”’; mental and emotional
needs (autonomy, recognition, meaning)
ignored.

» Deskilling and alienation Separation of
planning from execution stripped workers of
craft knowledge and decision-making,
leading to disengagement and “soulless”
work (Marxist critique).

= Overemphasis on individual performance
Neglected teamwork, informal cooperation,
and social dynamics later revealed by the
Hawthorne Studies.

= Short-term focus & exploitation risk High-
pressure targets could encourage burnout,
unsafe shortcuts, or manipulation of metrics
(e.g., “gaming the system”).

= Contextual rigidity Assumed universal “one
best way,” ignoring differences in task

complexity (e.g., creative, care, or
knowledge work), culture, and worker
motivation.

= Power imbalance institutionalized

concentrated knowledge and control in
management, reinforcing top-down authority
and marginalizing worker voice a source of
enduring labor conflict.

3. Administrative Theory (Henri Fayol, 1841-1925): Henri Fayol (1841-1925) was a
French mining engineer and executive who spent nearly his entire career at the Commentry-
Fourchambault mining company, rising from engineer to managing director. Unlike Taylor
who began on the shop floor Fayol operated at the strategic, top-management level, observing
how organizations function (or fail) as integrated systems. His 1916 book, Administration
Industrially and General (General and Industrial Management), published when he was 75,
synthesized decades of practical leadership experience into the first comprehensive theory of
administrative management. While Taylor focused on worker-level efficiency, Fayol
addressed organizational structure and managerial functions making him the founding figure

of the classical administrative school.

3.1. Core Principles of Administrative Theory: Fayol proposed 14 Principles of
Management as universal guidelines for effective organizing. Though context-dependent,

they remain influential: (Raymond , 2018)
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Fig 19: Henri Fayol’s 14 Principles of Management

ivision Unity of Remuneral tion of Scalar
of Work Discipline Direction Personnel Chain Equity Initiative

g @** RC

Authority and Unity of Subordination of The Degree of Order Stability of Tenure Esprit
Responsibility Command Individual Interest Centralization of Personnel de corps
to General Interest

Source:
e Division of Work: Specialization increases efficiency (applies to technical and
managerial tasks).
e Authority and Responsibility: Authority (right to give orders) must be balanced with
responsibility (accountability for outcomes).
e Discipline: Obedience, respect, and adherence to rules are essential for organizational
cohesion.
¢ Unity of Command: Each employee should receive orders from only one supervisor to
avoid confusion and conflict.
e Unity of Direction: One plan and one leader for a group of activities with the same
objective.
e Subordination of Individual Interest to General Interest: Organizational goals must
prevail over personal agendas.
e Remuneration: Fair, motivating compensation (monetary and non-monetary) sustains
effort and loyalty.
¢ Centralization: Degree of decision-making concentration should match organizational
size and context (not absolute).
e Scalar Chain: Clear, formal line of authority from top to bottom but with “gangplank”
(Fayol’s “voice hierarchies”) allowing lateral communication in urgent cases.
e Order: “A place for everything, and everything in its place” material and social order
(right person in right role).
Equity: Fairness and kindness in treating employees to foster loyalty and devotion.
Stability of Tenure: High turnover disrupts efficiency; personnel planning and
development are vital.
Initiative: Encouraging employees to conceive and execute plans boosts engagement
and innovation.
Esprit de Corps: Promoting team spirit and unity through communication and
minimizing rivalry.
3.2. Advantages and Disadvantages of Administrative Theory: Henri Fayol’s
Administrative Theory offers significant strengths, most notably its holistic, top-down
perspective the first to conceptualize the organization as an integrated system rather than
focusing solely on shop-floor efficiency and its provision of a systematic, actionable
framework (e.g., the 14 principles and POCCC functions) that continues to shape modern
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management practices, from organizational charts to performance oversight. Fayol also
emphasized coordination, unity, and morale (e.g., esprit de corps, initiative), anticipating
later humanistic concerns, and demonstrated pragmatic flexibility notably through the
gangplank acknowledging that rigid hierarchy must yield to efficiency in practice.
However, these strengths are counterbalanced by notable limitations: the theory is often
overly prescriptive, assuming universal applicability in contexts marked by ambiguity,
conflict, and rapid change; it entrenches a top-down, hierarchical bias that marginalizes
informal networks and employee agency; it overlooks the emotional and irrational
dimensions of organizational life (e.g., power struggles, resistance); gives limited attention
to deeper human motivations beyond fairness and duty; and remains, ultimately, a product
of early 20th-century industrial capitalism making it less suited to contemporary
knowledge-based, agile, or collaborative work environments. Thus, while Fayol laid
indispensable groundwork for organizational design, his model requires critical adaptation
to remain relevant in complex, dynamic settings. (Shiela , 2020)
Table 15: Fayol’s Administrative Theory — Advantages and Disadvantages

Advantages (Strengths) Disadvantages (Criticisms)
Explanation Explanation
First theory to address the The 14 principles imply
Holistic entire organization, not just Overly universality, yet real
organizational the shop floor bridging prescriptive | organizations face ambiguity,
view technical and managerial and rigid conflict, and rapid change
levels. where strict adherence may
hinder adaptability.
Provided clear, actionable Reinforces command-and-
Systematic guidelines still reflected in Top-down, control; underestimates
framework for | modern practices (e.g., org | hierarchical bottom-up innovation,
management charts, job descriptions, bias informal networks, and
chain of command). employee agency.
Principles like unity of Assumes Neglects emotion, power
Emphasis on | direction and esprit de corps rational struggles, resistance, and
coordination | highlight the importance of actors and irrationality issues later
and unity alignment and culture stable highlighted by behavioral
foreshadowing later environments and critical theories.
humanistic approaches.
Fayol acknowledged context Limited While equity and initiative
Flexibility and (e.g., centralization is a attentionto | are included, psychological
pragmatism matter of degree); the human and social needs (e.g.,
gangplank shows awareness | motivation | belonging, self-actualization)
of bureaucracy’s limits. remain underspecified.
His POCCC functions Reflects early 20th-century
Enduring evolved into today’s POLC industrial capitalism less
influence (Planning, Organizing, Product of its applicable to knowledge
Leading, and Controlling); era work, startups, or
his principles underpin collaborative, flat
public administration and organizations of today.
corporate governance
worldwide.
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4. Bureaucratic Theory (Max Weber, 1864 —-1920): Among the foundational pillars of
classical organizational theory, Max Weber’s bureaucratic theory stands out not as a
prescriptive management model, but as a sociological ideal type a conceptual tool for
analyzing the rationalization of modern society. Writing in the early 20th century amid the
rise of nation-states, industrial capitalism, and large-scale administration, Weber sought to
understand why bureaucratic forms of organization had become dominant and what their
implications were for authority, efficiency, and human freedom. Unlike Taylor or Fayol,
Weber was not an engineer or manager but a sociologist-philosopher deeply concerned with
the “iron cage” of rationality. His theory, therefore, offers not a blueprint for better
management, but a diagnosis of modernity itself, making it uniquely valuable for students of
economics, business, and public administration.

Weber developed his theory against the backdrop of European modernization: the decline
of traditional and charismatic authority (e.g., feudal lords, religious leaders), the expansion of
capitalist markets, and the growth of centralized states requiring impersonal, predictable
administration. In works such as Economy and Society (posthumously published, 1922), he
argued that bureaucracy represented the most technically efficient and rational form of
organization for complex, large-scale societies superior to patrimonial or charismatic systems
in stability, calculability, and fairness. Yet he viewed this development with profound
ambivalence: while bureaucracy enabled progress, it also threatened individual autonomy and
substantive rationality.

4.1. The Bureaucracy as an “Ideal Type”: Crucially, Weber’s bureaucracy is not a
description of real organizations, but an ideal type a logically coherent, exaggerated model
used to highlight essential features of a social phenomenon. Real bureaucracies
approximate this ideal to varying degrees; the value lies in its analytical power, not its
realism. Six Defining Characteristics of Weberian Bureaucracy: (Pedro & Paul , 2021)

Fig 20: Max Weber: Bureaucracy

Jobs broken down
I & into simple, routine, p
Managers are career and well-defined tasks Positions organized
& in a hierarchy with

professionals, not —
owners of units they /‘ a clear chain
manage of command

» = Division N
N of labor
S

Career
Orientation

Authority
hierarchy

A bureaucracy

should have

Impersonality Formal

Selection "
/ Formal Rules \\

( = e and Regulations N
Uniform application ‘ Y People selected for |
of rules and controls, \ jobs based on
not according to | technical qualifications
personalities ~— J

|

System of written
rules and standard
operating procedures |

ke 4

e Formal Hierarchical Structure: Weber identified a clear, vertical chain of command as
the backbone of bureaucratic organization. Authority flows downward in a structured
pyramid: each office is supervised by a higher one, and each official is accountable to
their superior. This hierarchy ensures coordination across departments, minimizes role
ambiguity, and enables centralized decision-making and control. While often criticized
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for being rigid, this structure provides stability especially in large, complex
organizations where decentralized action could lead to fragmentation or inconsistency.

e Division of Labor and Specialization: Bureaucracy relies on the precise allocation of
tasks according to expertise and functional domains. Each position has a clearly defined
scope of responsibility and authority, allowing individuals to develop deep competence
in their area. This specialization increases efficiency and quality (e.g., a finance officer
handles budgets, a HR officer manages recruitment), but it may also create silos and
reduce holistic understanding of the organization’s mission.

¢ Rules and Standardized Procedures: To ensure consistency and fairness, bureaucratic
operations are governed by codified rules, regulations, and documented procedures.
Decisions are made by applying general rules to specific cases, and all actions are
recorded in official files. This formalization minimizes arbitrariness, supports continuity
across personnel changes, and enables predictability for both employees and external
stakeholders (e.g., citizens interacting with a public agency). However, excessive rule
adherence can lead to “red tape” and goal displacement, where procedure overrides
purpose.

e Impersonality: A cornerstone of Weber’s model is the principle of impersonality:
officials must act in their official capacity, not as private individuals. Interactions
whether with colleagues, subordinates, or clients are guided by objective criteria and
formal roles, not personal relationships, emotions, or bias. As Weber stated, “the office
is divorced from the person.” This fosters equal treatment and legal-rational legitimacy
(e.g., a permit application is assessed on documents, not connections). Yet it can also
feel dehumanizing, especially in service contexts where empathy and discretion are
essential.

e Employment Based on Technical Qualifications: Unlike traditional or patrimonial
systems (where positions are inherited or granted as favors), bureaucracy demands that
appointments and promotions be based on demonstrable competence typically verified
through exams, certifications, or prior experience. This meritocratic principle aims to
ensure high performance, reduce corruption, and enhance public trust. It also
professionalizes public service, but may disadvantage those without access to formal
education or credentialing systems.

e Career Orientation and Separation of Office from Ownership: Bureaucratic positions
are conceived as long-term careers, not temporary assignments. Officials receive fixed
salaries, pension rights, and job security not commissions, profits, or discretionary
rewards decoupling their livelihood from organizational outcomes. Crucially, they do
not own the resources or authority they wield (unlike feudal lords or family-business
owners); power resides in the office, not the person. This separation prevents
privatization of public functions and supports institutional continuity, but may also
weaken motivation and accountability if performance is not meaningfully linked to
reward.
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4.2. Functions and Advantages: From a functional perspective, bureaucratic organization
delivers:
= Efficiency and Predictability: Standardized procedures minimize errors and delays.
» Fairness and Impartiality: Impersonal rules reduce bias and favoritism, enhancing
legitimacy.
= Accountability and Control: Hierarchical oversight and documentation enable
monitoring and correction.
= Scalability: Bureaucracy allows large organizations (states, corporations,
universities) to operate coherently across space and time.
= Expertise Development: Career paths foster professionalization and institutional
memory.
4.3. Criticisms and Limitations: Despite its strengths, Weber himself warned of
bureaucracy’s “innermost” dangers, later amplified by critics:
= The “Iron Cage” of Rationality (Weber, 1920): Bureaucracy prioritizes formal
rationality (means-ends efficiency) over substantive rationality (ethical, human, or
ultimate values), trapping individuals in rule-bound systems that stifle creativity and
meaning.
*» Rigidity and Resistance to Change: Rule adherence can become ritualistic
(“bureaucratic ritualism”), hindering adaptation to novel problems or crises.
= Goal Displacement (Merton, 1940): Officials may prioritize rule compliance over
organizational mission (e.g., processing files on time vs. serving citizens).
» Dehumanization and Alienation: Impersonality, while fair, can feel cold and
disempowering reducing individuals to “cases” or “files.”
= Power Concentration and Democratic Deficit: Expert bureaucrats wield
significant unseen power, potentially undermining democratic accountability (the
“administrative state” problem).

5. Critical Assessment of Classical Theories: Classical organizational theories Taylor’s
Scientific Management, Fayol’s Administrative Theory, and Weber’s Bureaucratic Theory
collectively laid the foundation for modern management by introducing rationality, structure,
and systematic analysis to organizational life. While historically groundbreaking and
operationally influential, they have faced sustained critique from sociological, behavioral, and
critical perspectives for their underlying assumptions, omissions, and socio-political
implications: (Muhammad , 2021)
5.1. Key Strengths:

= Emphasis on Efficiency and Order: Classical theories responded to the chaos of
early industrialization by introducing standardization, planning, and clear roles
dramatically improving productivity, coordination, and scalability.

» Professionalization of Management: They shifted authority from tradition or
ownership to expertise, rules, and merit paving the way for evidence-based decision-
making and institutional legitimacy.

» Enduring Structural Insights: Concepts like hierarchy, division of labor, formal
rules, and managerial functions (POCCC/POLC) remain embedded in organizational
design worldwide from public administration to multinational corporations.
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5.2. Major Criticisms:
= Mechanistic View of Human Nature: Classical theories treat individuals as
rational, passive, and economically motivated units ignoring psychological needs
(autonomy, belonging, purpose), emotions, identity, and social relationships. This
“economic man” (Homo economicus) assumption was directly challenged by the
Human Relations Movement (e.g., Hawthorne Studies), which showed that social
dynamics and recognition significantly impact performance.

Overemphasis on Formal Structure: By focusing on charts, rules, and top-down
control, classical models neglect informal organization networks, norms,
subcultures, and power games that often drive real behavior, What’s on paper rarely
matches what happens on the ground.

Universalism and Contextual Blindness: Classical theorists presented their models
as universal truths, applicable across industries, cultures, and eras. Yet
organizations vary widely: a startup, a hospital, and a public ministry face distinct
demands. The “one best way” ignores contingency later addressed by Contingency
Theory (e.g., Woodward, Burns & Stalker).

Power and ldeology Masked as Neutrality: Sociology reveals that classical
theories are not value-free: they reflect early 20th-century capitalist priorities
control, predictability, and managerial dominance. Bureaucracy’s “impersonality,”
for instance, may mask class bias; Taylor’s “scientific” methods served employer
interests by deskilling labor and intensifying work, bureaucracy often functions as a
strategy of power not just a tool of efficiency.

Resistance to Change and Innovation: Rigid hierarchies, standardized procedures,
and rule-bound cultures can stifle creativity, slow adaptation, and generate passive
resistance (e.g., foot-dragging, ritual compliance) as seen in reform failures across
public sectors globally.

Fig 21: Criticisms Of Classical Rent Theory - FasterCapital
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6. core ideas of Henri Fayol, Frederick W. Taylor, and Max Weber: Here's a clear,

academically rigorous comparative table summarizing the core
Frederick W. Taylor, and Max Weber highlighting their focus,

organization, and underlying assumptions:

ideas of Henri Fayol,
key concepts, view of

Aspect

Frederick W. Taylor
(Scientific
Management)

Henri Fayol
(Administrative
Theory)

Max Weber
(Bureaucratic Theory)

Primary Focus

Worker-level efficiency
(shop floor)

Managerial functions
& organizational
structure (top-down)

Authority & rationality
in  modern  society
(sociological analysis)

Core Objective

Maximize productivity

Ensure

Understand the rise of

through task | organizational rational-legal
optimization coherence, domination in modern
coordination, and | institutions
control
View of | A machine to be|A structured system | A social phenomenon
Organization engineered for | requiring reflecting broader
maximum output coordination and | trends of rationalization
unity
View of Human | Economic man: | Rational and loyal if | Rule-following official:

Nature motivated primarily by | treated fairly; | predictable, disciplined,

money; needs direction | capable of initiative | but potentially
(within limits) alienated

Authority Base Technical expertise | Formal position + | Legal-rational
(engineers); economic | responsibility; legitimacy: office, not
incentives legitimate command | person

Strengths Huge productivity | « Holistic org. viewe | « Explains dominance
gainse Reduced waste | Practical, actionable | of formal orgse
& inconsistency ¢ | principlese Emphasis | Highlights fairness,
Foundation for | on coordination & | accountability,
operations management | morale scalabilitye Deep

sociological insight

Criticisms . Dehumanizing, | Overly prescriptive ¢ | “Iron cage” of
deskillinge Ignores | Underestimates rationalitye  Rigidity,
social/psychological informal power & | goal displacemente
needse® Top-down | changee Hierarchical | Democratic deficit
control bias

Legacy in | Lean  manufacturing, | Org  charts, job | Civil service,

Practice KPIs, process | descriptions, POLC | universities, hospitals,
engineering, gig | model, public | ISO systems,
platforms (e.g., delivery | administration algorithmic
apps) frameworks management
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LECTURE 7: ORGANIZATIONAL THEORIES: BEHAVIORAL THEORY

> Objective of Lecture 7: By the end of this lecture, students will be able to:

= Explain the historical and intellectual shift from classical to behavioral theories of
organization;

= Analyze the key findings and limitations of the Hawthorne Studies (illumination,
relay assembly, interviewing, bank wiring);

= Critically evaluate core behavioral frameworks:

= Mayo & Roethlisberger’s Human Relations perspective,

= Maslow’s Hierarchy of Needs,

» McGregor’s Theory X vs. Theory Y,

» Herzberg’s Two-Factor Theory;

= Recognize how assumptions about human nature shape managerial practices and
organizational design;

= Assess the strengths and blind spots of behavioral theory particularly its tendency to
depoliticize power and overemphasize individual psychology using a sociological
lens.

» Prerequisite Knowledge: Students are expected to have:

= A solid grasp of Classical Theories (Lecture 6): Taylor’s Scientific Management,
Fayol’s Administrative Principles, Weber’s Bureaucracy including their core
assumptions and critiques;

= Foundational understanding of key sociological concepts from Lectures 1-5:
social phenomenon, power, informal organization, structure vs. agency;

= Familiarity with the distinction between macro (structural) and micro
(interactional) levels of analysis.

“+ INTRODUCTION:

Why do employees sometimes resist even “rational” reforms? Why does a pay raise not
always boost motivation? Why do tightly controlled teams underperform autonomous ones?
The answers lie beyond blueprints and org charts in the human, social, and emotional fabric of
work. Emerging in the 1930s-1960s as a corrective to the mechanistic worldview of classical
theory, Behavioral Theory revolutionized organizational thinking by asserting: People are not
cogs they are meaning-making, social beings whose motivations, relationships, and
perceptions fundamentally shape performance. From the accidental discoveries of the
Hawthorne Works to Maslow’s pyramid and McGregor’s X/Y duality, this lecture explores
how behavioral ideas reshaped management from command-and-control to participation and
empowerment. Yet sociology urges caution: humanizing rhetoric can mask control, and
focusing on “attitudes” may divert attention from structural injustice. This lecture equips you
not just to apply behavioral tools but to ask: Whose humanity is centered? Whose is
overlooked? And how can organizations be both efficient and equitable?
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1. Historical Emergence from Classical Rigidity to Human Concerns: The emergence of
behavioral theory in the early-to-mid 20th century marked a decisive intellectual and practical
shift in organizational thought a reaction against the perceived limitations of classical theories
(Taylorism, Fayolism, Weberian bureaucracy). While classical approaches prioritized
efficiency, structure, and control, they were increasingly criticized for their “missing human
element”: workers were treated as passive, interchangeable units whose sole motivation was
economic reward. This mechanistic view led to widespread dehumanization, deskilling
(reducing complex crafts to fragmented, repetitive tasks), and a profound neglect of
psychological, social, and emotional dimensions of work such as belonging, recognition,
autonomy, and meaning. As labor productivity rose, so too did dissatisfaction, absenteeism,
turnover, and resistance signaling that technical optimization alone could not sustain effective
organizations.

This critique unfolded against a turbulent socio-economic backdrop. The 1920s-1950s
witnessed the rapid expansion of industrial labor, the rise of powerful trade unions, and waves
of labor unrest (e.g., the General Strike in the UK, sit-down strikes in the US). Workers
demanded not only better wages and hours, but also dignity, voice, and participation
challenging top-down, authoritarian management. Employers and policymakers began to
recognize that coercion and financial incentives were insufficient; maintaining stability and
productivity required addressing human needs and group dynamics. The Great Depression
and World War 11 further underscored the importance of morale, cooperation, and adaptability
qualities poorly explained by classical models.

Intellectually, this shift was fueled by cross-disciplinary currents. Psychology moved
beyond behaviorism: Freud’s insights into unconscious motivation, Kurt Lewin’s field theory
and group dynamics research, and later humanistic psychology (e.g., Maslow) emphasized the
complexity of human drives. Pragmatist philosophy, particularly John Dewey’s ideas on
experience, learning, and democratic participation, challenged rigid hierarchies and advocated
for collaborative problem-solving. Meanwhile, early sociology especially the Chicago
School’s ethnographic studies of urban life and work highlighted the role of informal
networks, culture, and identity in shaping behavior. Together, these influences fostered a new
paradigm: organizations were not machines, but social systems in which human relations,
communication, and motivation were central to performance and sustainability.

2. The Hawthorne Studies (1924-1932) A Turning Point in Organizational Thought:
Conducted at the Western Electric Hawthorne Works in Chicago, the Hawthorne Studies
represent a landmark series of industrial experiments that fundamentally challenged classical
assumptions about work and motivation. Initially sponsored by the National Research Council
and later led by Elton Mayo and Fritz Roethlisberger of Harvard, the research unfolded in
four major phases:

2.1. The Hlumination Experiments (1924-1927) aimed to test how lighting levels affected
worker productivity. Surprisingly, productivity increased regardless of whether lighting was
raised or lowered even when conditions returned to baseline. This puzzling result suggested
that physical variables alone could not explain performance changes.
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Fig 22: Hawthorne experiment
1.lllumination Experiments (1924-27)
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2.1.1. Criticisms of Illumination Experiments: While the illumination experiments
conducted during the Hawthorne studies provided valuable insights into the concept of the
Hawthorne Effect, they were not without their criticisms. Some argue that the results of the
experiments were biased due to the fact that they were conducted in a controlled laboratory
setting, which does not necessarily reflect real-world conditions. Additionally, the
researchers themselves may have inadvertently influenced the results through their
interactions with the participants. Others have criticized the fact that the experiments were
conducted on a relatively small sample size of workers, which limits the generalizability of
the findings. Despite these criticisms, there are several key points to consider when
evaluating the illumination experiments and their impact on the Hawthorne Effect: (Steven

& John , 2009)

» The laboratory setting of the experiments allowed for a level of control that would not
have been possible in a real-world setting. While this can be seen as a limitation in
terms of the generalizability of the findings, it also allowed the researchers to isolate
and manipulate specific variables in order to better understand their impact on worker
productivity.

= The Hawthorne Effect itself can be seen as a criticism of the illumination experiments,
as it suggests that the mere act of being observed or studied can impact the behavior of
the participants. This means that the results of the experiments may not accurately
reflect how workers would behave under normal conditions.

= The small sample size of the workers involved in the experiments is often cited as a
limitation. However, it is worth noting that the researchers were able to gather a
significant amount of data on each participant, which allowed for a more detailed
analysis of the results.

» The fact that the experiments were conducted over a period of several years, with
multiple phases and variations, adds to the overall validity of the findings. By
repeatedly testing the same variables and comparing the results, the researchers were
able to establish a pattern of behavior that was consistent over time.

Decrease in lllumination

- S

Moon Light lllumination
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Overall, while the illumination experiments are not without their criticisms, they remain an

important part of the history of management theory and organizational psychology. By

shedding light on the concept of the Hawthorne Effect, they have helped to shape our
understanding of how workers behave and how their behavior can be influenced by various
factors.

2.1.2.The Impact of the Illlumination Experiments on Management Theory: The

[llumination Experiments (1924-1927), conducted at the Western Electric Hawthorne

Works, are widely regarded as a watershed moment in the evolution of organizational

thought not for confirming their initial hypothesis, but for undermining it and revealing

deeper social dynamics at work. Designed to examine the causal link between lighting
levels and worker productivity, the experiments yielded a paradoxical result: productivity
rose regardless of whether illumination was increased, decreased, or returned to baseline.

This unexpected pattern catalyzed a fundamental shift in management theory from the

mechanistic assumptions of Scientific Management (Taylorism) toward a human-

centered understanding of work. (Masumi & et al, 2011)

» The Birth of the “Hawthorne Effect”. The most enduring conceptual legacy of these
experiments is the Hawthorne Effect the phenomenon whereby individuals modify their
behavior simply because they are aware of being observed. Researchers concluded that
the attention, interest, and perceived value conveyed by the study team not lighting were
the true drivers of improved performance. This insight challenged the positivist ideal of
objective observation, highlighting the reflexive nature of social research and
underscoring that human behavior in organizations cannot be isolated from context,
meaning, and relational dynamics.

= Elevating the Social Dimension of Work: Beyond methodological implications, the
Illumination Experiments signaled a paradigm shift: social and psychological factors such
as supervisory style, group belonging, morale, and perceived fairness were revealed to be
at least as influential as physical or technical conditions in shaping productivity. This
realization laid the intellectual groundwork for the Human Relations Movement,
redirecting managerial focus toward communication, participation, and employee well-
being. Later theories (e.g., Maslow’s hierarchy of needs, Herzberg’s motivators) built
directly on this foundation, positioning job design, autonomy, and recognition as core
levers of engagement and performance.

= Critical Reappraisal: While transformative, the Illumination Experiments have faced
legitimate critique:

» Methodological limitations: Small, non-representative samples; lack of control
groups; inconsistent data recording.

> Interpretive bias: Early reports overemphasized “positive” social factors while
downplaying conflict, resistance, or managerial manipulation.

» Historical and cultural specificity: Conducted in a U.S. industrial context dominated
by male, unionized labor, the findings may not generalize across gender, culture,
or sector (e.g., care work, knowledge industries).

Notably, historian Gillespie (1991) and sociologist Gillespie & Johnson (1990) have

argued that the “Hawthorne legend” was retroactively constructed to serve managerial

68



A pedagogical scientific handout for the course Sociology of Organizations

interests framing worker responsiveness as evidence of gratitude rather than strategic

adaptation or resistance.

2.2. The Relay Assembly Test Room (1927-1932) involved a small group of female workers
assembling telephone relays under varying conditions (rest breaks, work hours, pay
incentives). Again, productivity rose steadily even when improvements were withdrawn.
Researchers concluded that the social context including the attention and interest shown by
supervisors, the sense of being valued, and the development of cohesive group relations was
more influential than material changes. (Ayesh , 2024)

Fig 23: The Relay Assembly Test Room Experiments
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2.2.1.The Relay Assembly Test Room Experiment (1927-1932): Conducted by: Elton
Mayo, Fritz J. Roethlisberger, and William J. Dickson (Harvard University), in collaboration
with Western Electric’s personnel department.

Table 76: Behavioral theorists

Elton Mayo

Fritz Roethlisberger
(1898-1974)

William John Dickson
(1829-1916)

Elton Mayo (1880-1949), an
Australian-born psychologist
and sociologist at Harvard
Business School, was the
intellectual driving force
behind the reinterpretation of
the Hawthorne Studies
particularly after joining the
project in 1928. While the
experiments began as an
engineering inquiry, Mayo
reframed them as a
sociological and
psychological investigation
into the human foundations
of industrial cooperation.

Fritz J. Roethlisberger (1898—
1974), a Harvard sociologist
and lead co-author (with
William Dickson) of the
landmark 1939 book
Management and the Worker,
played a pivotal role in
interpreting the Hawthorne
findings not as isolated
anomalies, but as evidence of
a deeper social logic of work.
His insights marked a
decisive break from classical
theory and laid foundational
concepts for organizational
sociology:

An American industrial
psychologist and researcher
at Western Electric and later
Harvard Business School.
He worked closely with
Elton Mayo and Fritz
Roethlisberger, and co-
authored the seminal 1939
book: Management and the
Worker: An Account of a
Research Program
Conducted by the Western
Electric Company,
Hawthorne Works, Chicago
(Harvard University Press).
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¢ Fritz Roethlisberger’s Key Ideas on the Hawthorne Experiments: (Edwin , 2004)

» The Primacy of Informal Organization: Roethlisberger demonstrated that formal
structures and official policies do not determine behavior alone. In the Bank Wiring
Observation Room, he observed how workers self-organized into an informal group
with its own norms (e.g., “a fair day’s work™), sanctions, and status hierarchies often
in opposition to management’s goals. He concluded that informal relations are not
distractions, but central to how work actually gets done.
» Worker Behavior is Goal-Oriented but Not Just Economically: Contrary to
Taylor’s Homo economicus, Roethlisberger showed that workers pursue multiple,
often conflicting goals: economic security, social belonging, status among peers, and
protection from excessive demands. For instance, limiting output was not “laziness,”
but a rational strategy to preserve group solidarity and job stability.
» Supervision as a Social Process: In the Relay Assembly Test Room, he
highlighted how a shift from directive to participative supervision characterized by
listening, empathy, and consultation reduced anxiety, built trust, and unlocked latent
cooperation. He reframed supervision not as control, but as facilitation of adjustment
between individual needs and organizational demands.
» The “Sentiment” vs. “Logic” of Work: Roethlisberger distinguished between the
“logic of the situation” (management’s formal rationale) and the “sentiments of the
workers” (their subjective experiences, fears, and interpretations). Misalignment
between the two e.g., managers focusing on quotas while workers fear rate cuts
creates tension, resistance, and inefficiency. Effective management, he argued,
requires understanding the worker’s viewpoint.
» Organizations as Social Systems: Perhaps his most enduring contribution:
Roethlisberger conceptualized the organization not as a machine, but as a dynamic
social system composed of interdependent formal and informal elements. Change in
one part (e.g., incentives) reverberates through others (e.g., group norms, trust),
requiring holistic, not piecemeal, and intervention.
Elton Mayo’s Interpretation of the Hawthorne Experiments :His analysis,
articulated in works like The Human Problems of an Industrial Civilization (1933),
emphasized three revolutionary ideas:
» The Limits of “Logical” Management: Mayo argued that classical management
(Taylorism, bureaucracy) failed because it assumed workers were primarily economic
beings driven by rational self-interest. Hawthorne, he claimed, proved that non-logical,
emotional, and social factors such as feelings of security, belonging, and recognition
were more decisive in shaping behavior than wages, lighting, or rest breaks. As he
famously stated: “The output of an individual is not a function of his physiological
capacity alone, but of his social situation.”
» The Therapeutic Power of Communication and Attention: Mayo interpreted the
productivity gains in the Relay Assembly Test Room as evidence that supervisory
listening and empathetic dialogue had a therapeutic effect reducing workers’ “nervous
tensions” caused by industrial alienation. The interview program, in his view,
functioned as a form of “industrial counseling,” allowing employees to express
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grievances and feel heard. This established the idea that management’s role includes
emotional support and social integration.
» The Crisis of Modern Civilization and the Role of the Corporation: Mayo situated
Hawthorne within a broader diagnosis of 20th-century society: rapid industrialization
had eroded traditional communities (family, church, craft guilds), leaving workers
isolated and anxious. He saw the workplace as a potential new “community” a space
where solidarity, cooperation, and psychological well-being could be restored. In this
vision, enlightened managers would serve as social healers, using human relations
techniques to rebuild morale and prevent social disintegration (and, implicitly, labor
unrest or radicalism).
2.2.2.Experimental Design & Procedure: The study followed a small group of six female
workers (five assemblers and one inspector) in a controlled room at the Hawthorne Works,
tasked with assembling telephone relays. Over five years, researchers systematically
introduced and then withdrew various changes:

= |ntroduction and later removal of rest pauses (e.g., two 5-minute breaks);

= Shortened workday (e.g., finishing at 4:30 PM instead of 5:00 PM);

= Provision and subsequent elimination of free meals;

= Shift to piece-rate pay (individual incentives), then back to group bonus;

= Informal, supportive supervision (interviews, participatory discussions).

Critically, productivity increased steadily throughout even after “favorable” conditions (e.g.,
breaks, shorter hours) were removed. Output peaked during the most demanding phase: a
full workday without rest periods.

2.2.3.Key Findings & Interpretations: Researchers concluded that social and
psychological factors not physical or economic ones were the primary drivers of
performance:

= Supervisory style: The shift from authoritarian to consultative, empathetic supervision
fostered trust and reduced anxiety.

= Group cohesion: The small, stable team developed strong interpersonal bonds, mutual
support, and a shared sense of purpose.

» Participatory involvement: Workers were consulted about changes, giving them a sense
of agency and respect transforming them from passive subjects into engaged
participants.

= Symbolic meaning: Being selected for the study conferred status and importance
(“We’re special”), enhancing self-worth and motivation.

This led Mayo and colleagues to argue that human relations, not just work design, were
central to organizational effectiveness founding the Human Relations Movement.
2.2.4.Major Criticisms: Despite its influence, the study has faced significant scholarly
critique:
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Table 17: Criticisms- Methodological Weaknesses and Ideological & Power Blind Spots

Methodological Weaknesses

Ideological & Power Blind Spots

e Tiny, non-random sample (6 women);
no control group; confounding variables
(e.g., group composition changed over
time).

e Selection bias:
highly cooperative,

Participants were
skilled workers

unrepresentative  of  the  broader
workforce.

e Data manipulation concerns:
Roethlisberger later admitted

productivity data were smoothed and
interpreted selectively to fit emerging
theories.

¢ DE politicization of labor: Framed
productivity gains as outcomes of “goodwill”
and harmony, ignoring underlying power
imbalances, union pressures, or fear of job
loss during the Great Depression.

e Managerial co-optation: Critics (e.g., Rose,
1978; Gillespie, 1991) argue the findings
were used to promote softer forms of control
replacing coercion with psychological
manipulation (“happy workers are compliant
workers”).

e Gendered assumptions: The focus on
“maternal” supervision and “harmonious”

female workers reinforced stereotypes and
obscured conflict, ambition, or resistance.
Source: (Ronald & Warner, 2017)

The Hawthorne Studies, while foundational to behavioral theory, suffer from significant
methodological and ideological limitations: methodologically, they relied on a tiny, non-
random sample of only six highly cooperative female workers, lacked a control group,
experienced confounding variables (e.g., changing group composition), and involved
questionable data practices including selective smoothing and interpretation of productivity
figures to support preconceived conclusions; ideologically, the studies depoliticized labor
relations by attributing productivity gains to “human relations” and managerial goodwill,
while obscuring structural power imbalances, economic precocity during the Great
Depression, union dynamics, and workers’ fear of job loss; critics (e.g., Rose, 1978; Gillespie,
1991) further contend that the research was co-opted by management to advance a subtler,
psychological mode of control replacing overt coercion with emotional manipulation under
the guise of care and participation and reinforced gendered stereotypes by idealizing female
workers as naturally harmonious and responsive to ‘“maternal” supervision, thereby
marginalizing expressions of conflict, agency, or resistance.

Criticisms of the Hawthorne Studies

Lack of control group
— )

; 2\ Small sample size
.7 y

Hawthorne effect vs
j—
Methodological issues
|——

Limited scope
m——
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2.3. The Interviewing Program (1928-1930): involved over 20,000 employee interviews.
Researchers discovered that workers’ grievances were often less about objective conditions
and more about how they interpreted their experiences highlighting the importance of
subjective perception, communication, and emotional expression in shaping workplace

attitudes.

Fig 24: The Interviewing Program

2.3.1.Design and Procedure: Spanning two years, the program conducted over 21,000
interviews with employees across departments at the Hawthorne Works. Initially structured
as directive interviews (focused on specific complaints), the method evolved into non-
directive, open-ended conversations after researchers noticed that workers used interviews to
express broader concerns about supervision, fairness, family stress, and fears of job loss
regardless of the original topic. (Edwin , 2004)

2.3.2.Key Findings and Theoretical ldeas: The Interviewing Program yielded three
pivotal insights that reshaped organizational theory:

Subjectivity Over Objectivity: Researchers found that workers’ grievances were
rarely about objective conditions alone (e.g., wages, hours), but about their
subjective interpretations e.g., “My supervisor doesn’t trust me,” or “Promotions go
to favorites, not hard workers.” This revealed that meaning-making, not material
reality drives workplace attitudes.

The Therapeutic Function of Listening: Workers consistently reported feeling
relieved, valued, and less anxious after interviews even when no tangible change
occurred. Mayo interpreted this as evidence that emotional expression and
empathetic listening fulfilled a psychological need, reducing “industrial fatigue”
rooted in social isolation. This led to the idea of management as emotional labor
and the birth of industrial counseling.

Communication as a Two-Way Process: Roethlisberger and Dickson emphasized
that effective supervision required not just issuing orders, but active listening and
feedback loops. They introduced the concept of “upward communication” a radical
notion at the time and argued that organizational health depended on managers
understanding the “sentiments” behind employee behavior.

2.3.3.Major Criticisms: Despite its influence, the Interviewing Program has faced
sustained critique:
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Table 18: Criticisms

Methodological Weaknesses

DE politicization of Labor
Conflict

Gendered and Cultural
Limitations

= No standardized protocol
or coding system; interviews
were unrecorded and
summarized subjectively.

» Interviewers were not
neutral many were trained to
guide responses toward
“constructive” (i.e., non-
confrontational) themes.

= Selection bias: Volunteers
were likely more cooperative
or articulate than the average
worker

Critics (e.g., Rose, 1978;
Gillespie, 1991) argue the
program reframed structural
issues (low pay, unsafe
conditions, union
suppression) as individual
psychological problems
shifting blame from
management to workers’
“maladjustment.” In this
view, interviews functioned
as a technique of surveillance
and pacification, channeling
dissent into harmless talk

The approach assumed
universal emotional needs
and favored verbal,
introspective expression
potentially marginalizing
workers from cultures or
backgrounds where direct
complaint is discouraged, or
where resistance takes non-
verbal forms (e.g.,
slowdowns, humor).

2.4. The Bank Wiring Observation Room (1931-1932) observed a group of male workers
without experimental manipulation. Here, researchers uncovered the powerful influence of
informal groups: workers developed their own norms, notably an unwritten standard of “a fair
day’s work” neither too fast (to avoid rate cuts or peer disapproval) nor too slow (to avoid
management sanction). This revealed how peer pressure and group solidarity could override
formal incentives and managerial directives. (Sujatha & et al, 2019)

Fig 25: Bank Wiring Observation Room Experiment

= 14 WORKERS
9 WIREMEN
3 SOLDERMEN
2 INSPECTOR

2.4.1.Key Findings & Core ldeas: This experiment marked a critical turning point: it
exposed the autonomous power of the informal organization, challenging the classical
assumption that formal rules and incentives alone govern behavior.

e Emergence of Group-Defined Norms: Workers collectively established an
unwritten standard of “a fair day’s work™ roughly 6,000—7,000 relay connections per
day significantly below their technical capacity (~8,000+). This norm served two
functions: Protection from rate cuts: High output risked management lowering piece
rates. Peer solidarity: Overachievers (“rate busters”) faced social sanctions ridicule,
ostracism, or even physical intimidation (e.g., “binging”: hitting with a belt).
Underperformers (chislers) were also disciplined ensuring collective survival.
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e Informal Leadership and Status Hierarchy: Formal supervisors held little real
influence. Instead, informal leaders (e.g., the “solderer” who controlled workflow
pacing) and status rankings (based on skill, loyalty, and humor) governed daily life
proving that authority flows from social legitimacy, not just position.

e Decoupling of Formal and Informal Systems: The group developed rituals, jargon,
and humor to reinforce cohesion and resist managerial control. Output reports were
often falsified to hide deviations from the group norm revealing how informal
practices actively subvert formal systems.

e The Social Logic of Restriction: Roethlisberger concluded that restriction of output
was not laziness, but a rational collective strategy to: Maintain job security, Preserve
group autonomy, Resist managerial encroachment on work control. As he wrote:

“The worker is not against work he is against management’s definition of work.”
2.4.2 Major Criticisms: Despite its groundbreaking insights, the study has been critically

reassessed:

Table 19: Criticisms

Methodological
Limitations

Underestimation of
Structural Power

Neglect of Conflict
Within Groups

Managerial Co-
optation

= Observers were
visible at times,
potentially altering
behavior
(Hawthorne
Effect).

= Notes were
reconstructed from
memory (no
audio/video),
risking bias and
omission.

= Small,
homogenous
sample (white,
unionized, male
industrial workers)
limits
generalizability.

Critics (e.g., Gouldner,
1954; Edwards, 1979)
argue the study
romanticized worker
solidarity while
downplaying:

How management
tolerated restriction to
avoid conflict,

How unions
sometimes
collaborated with firms
to stabilize labor,

How broader capitalist
imperatives (e.g.,
profit, competition)
ultimately constrain
worker agency.

The narrative of
harmonious
solidarity obscured
internal tensions e.g.,
racial/ethnic
divisions,
generational friction,
or individual
ambition later
highlighted by
critical and feminist
scholars.

The findings were
selectively used to
promote human
relations as a softer
control technique
e.g., training
supervisors to
“manage group
norms” rather than
empower genuine
worker voice.
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3. Core Theoretical Frameworks:

3.1. Elton Mayo & Fritz Roethlisberger: Human Relations Theory of Management:

Mayo & Roethlisberger: Human Relations and the Social Organization of Work, Building

on the Hawthorne Studies (1924-1932), Elton Mayo and Fritz Roethlisberger shifted focus
from tasks to relationships, arguing that productivity is shaped less by physical conditions
and more by supervisory style, communication quality, and group cohesion. They
demonstrated that workers are motivated by recognition, belonging, and a sense of security
and those informal group norms (e.g., “a fair day’s work™) often override formal incentives.
Their work laid the foundation for the Human Relations Movement, emphasizing listening,

participation, and emotional support as managerial competencies. (Vikash , 2023)

Fig 26: Human Relations Theory of Management
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Source: (Samuel , 2023)

The Organization as a Social System: Contrary to classical models that depict
organizations as mechanical hierarchies, behavioral theory re conceptualizes them as
dynamic social systems complex networks of interdependent individuals, groups, and
relationships. Within this system, formal structures (org charts, job descriptions) coexist
with and are constantly reshaped by informal patterns of interaction, shared meanings,
and emergent roles. Crucially, the social system generates its own norms, expectations,
and sanctions, which may diverge significantly from official policies. Understanding
organizational life thus requires analyzing not only design, but process: how meaning is
negotiated, power is exercised, and identity is formed in everyday interaction.

The Reciprocal Influence of the Social Environment: Work behavior cannot be
explained by managerial directives or economic incentives alone. The social environment
comprising peer relationships, group climate, supervisory style, and organizational
culture profoundly shapes employee attitudes, motivation, and performance. Importantly,
this environment is not unidirectional: workers actively co-construct it through their
responses, resistance, and collective practices. Effective management, therefore, demands
a human-centered approach one that recognizes employees as social agents whose
psychological and relational needs (e.g., respect, belonging, and voice) is as vital as
material conditions.

The Informal Organization: Parallel Structure, Real Power: Every formal organization
hosts an informal organization: an unofficial, self-organized network of relationships,
norms, and communication channels that develops organically among members. Far from
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being marginal, the informal organization often determines how work actually gets done
setting pace, distributing information, and enforcing social control. It both responds to
and reshapes the formal structure; for instance, a rigid hierarchy may be circumvented
through trusted peer liaisons. Ignoring this hidden layer leads to misdiagnosis of
problems and failed change initiatives.

Group Dynamics: The Primacy of Collective Identity: Employees rarely act as isolated
individuals; they function primarily as members of work groups. These groups establish
powerful behavioral norms such as effort levels, loyalty expectations, and acceptable
forms of dissent that override formal rules and incentives. For example, the Hawthorne
“Bank Wiring” group enforced a “fair day’s work™ to protect collective interests. Thus,
managerial interventions (e.g., performance targets, incentives) must account for group-
level dynamics; addressing individuals in isolation often proves ineffective or
counterproductive.

The Role of the Informal Leader: In many settings, informal leader’s individuals who
gain influence through expertise, charisma, or trust, rather than position wield greater
sway than appointed supervisors. They interpret management’s messages, model group
norms, and mediate conflicts. Formal leaders who disregard or clash with informal
leadership often face passive resistance or reduced legitimacy. Conversely, managers
who collaborate with or co-opt informal leaders can enhance buy-in and smoother
implementation.

Two-Way Communication as a Relational Practice: Effective organizations rely on
open, bidirectional communication: Downward flow ensures clarity of goals, policies,
and expectations; upward flow allows expression of concerns, ideas, and sentiments
fostering psychological safety and inclusion. When workers are given genuine
opportunities to voice opinions and grievances, they experience psychological
satisfaction and increased commitment. Critically, communication is not just information
transfer; it is a relational practice that builds trust, surfaces hidden tensions, and enables
joint problem-solving.

Beyond Pay: The Power of Non-Economic Rewards: While compensation is necessary,
it is insufficient for sustained motivation. Non-economic rewards such as recognition,
autonomy, meaningful work, status, collegiality, and growth opportunities often exert
stronger influence on engagement and retention. These fulfill higher-order psychological
needs (e.g., esteem, self-actualization) and signal that employees are valued as persons,
not just performers. Integrating symbolic and social rewards with financial ones creates a
more holistic, sustainable motivational ecosystem.

Conflict: Inevitable, but Manageable: Tensions between organizational goals (e.g.,
efficiency, profit) and group/individual goals (e.g., security, fairness, autonomy) are
inevitable. When suppressed or mishandled, conflict breeds resentment, turnover, and
sabotage. However, when addressed through constructive human relations practices
active listening, mediation, participative problem-solving it can become a catalyst for
innovation, adaptation, and strengthened cohesion. The behavioral perspective thus
reframes conflict not as dysfunction, but as a signal of misalignment requiring relational
repair.
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e Criticisms: Later scholars (e.g., Rose, 1978; Legge, 1995) argued this approach
depoliticized labor conflict reducing structural issues (low pay, exploitation) to
psychological “maladjustment” and served as a subtler form of control (“happy workers
are compliant workers”).

Fig 27: Criticism of Human Relations Approach
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The Human Relations approach, while groundbreaking in centering the human dimension
of work, has faced sustained critique for several interrelated limitations. First, its
foundational claims largely extrapolated from the Hawthorne Studies lack robust scientific
validity: conclusions were often based on clinical interpretation and selective observation
rather than controlled, replicable experimentation, raising concerns about methodological
rigor and generalizability. Second, the approach tends toward over-emphasis on the group,
privileging consensus and cohesion while underestimating individual agency, dissent, and
intra-group conflict. Third, it suffers from the over-stretching of human relations, assuming
often uncritically that all organizational problems (e.g., structural inefficiency, strategic
misalignment, and market failure) can be resolved through better communication, empathy,
or participation, thereby neglecting technical, economic, and political dimensions. This is
compounded by a limited focus on work itself the nature of tasks, technology, and processes
shifting attention disproportionately to interpersonal dynamics at the expense of operational
design. Moreover, the approach over-stresses socio-psychological factors (e.g., belonging,
recognition), downplaying the enduring significance of economic incentives (wages, job
security) in motivating workers particularly in contexts of material scarcity or precarious
employment. Finally, by framing conflict between organizational and individual goals as
inherently destructive rather than potentially creative or structurally rooted the approach
promotes harmony as an end in itself, risking the DE politicization of legitimate dissent and
the masking of power imbalances under a veneer of mutual adjustment.
eBusiness Relevance Today: Their insights underpin modern practices like employee
engagement surveys, open-door policies, team-building, and psychological safety initiatives
especially in knowledge work, where trust and collaboration are critical. Yet managers must
avoid instrumental zing empathy: listening without action breeds cynicism.
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o Difference Between Human Relations and Behavioral Sciences Approach: The
following are the points of difference between human relations and behavioral sciences

approach:

Table 20: Difference between HR and BSA

Human Relations Approach

Behavioural Sciences Approach

It laid emphasis on the individual, his
needs and behavior.

It stressed groups and group behavior.

It focused on interpersonal relationships.

It focused on group relationships.

It was based on the Hawthorne
Experiments and so its scope is limited.

It refined the Human Relations approach and has
a wide scope. It is a much more systematic study
of human behavior in the organization.

It was pioneered by Elton Mayo and its
associates.

It was pioneered by Feith Davis, Rensis Likert
and others.

It laid emphasis on informal groups’
motivation, job satisfaction and morale.

The behaviorists studied group dynamics,
informal organization leadership, motivation and
participative management.

Source: (Salisu & Zakari , 2014)

The Human Relations Approach, pioneered by Elton Mayo and his associates through the
Hawthorne Studies, emphasized the individual focusing on personal needs, interpersonal
relationships, motivation, job satisfaction, and morale particularly within informal groups,
though its scope remained limited due to its empirical and theoretical constraints; in contrast,
the Behavioral Sciences Approach, developed later by scholars such as Rensis Likert, Chris
Argyris, and Douglas McGregor (note: “Feith Davis” appears to be a misattribution likely
intended as Chris Argyris or Frederick Herzberg), built upon and significantly expanded the
Human Relations perspective into a more systematic, theory-driven, and empirically grounded
field shifting focus from isolated individuals to group dynamics, collective behavior,
leadership styles, participative decision-making, and the broader informal organization,
thereby offering a more comprehensive and rigorous framework for understanding human

behavior in organizational settings.

°® TYPES OF BEHAVIORAL APPROACH

BEHAVIORAL
APPRAOCH

HUMAN
RELATION

BEHAVIORAL
SCIENCE

79




A pedagogical scientific handout for the course Sociology of Organizations

3.2.Abraham Maslow (1943): Hierarchy of Needs motivation as layered
(physiological — safety — belonging — esteem — self-actualization).
3.2.1.Abraham Harold Maslow (1908-1970): Were an American psychologist and a key
figure in the development of humanistic psychology, often hailed as the “Third Force” in
psychology after psychoanalysis and behaviorism. Born in Brooklyn, New York, to Jewish
immigrant parents, Maslow initially studied law but soon turned to psychology, earning his
PhD from the University of Wisconsin in 1934, where he was influenced by behaviorism
and primate research. Disillusioned by the limitations of both behaviorist and Freudian
models which he felt reduced humans to reactive or pathological beings Maslow shifted
focus to human potential, creativity, and peak experiences. As a professor at Brooklyn
College and later Brandeis University, he developed his renowned Hierarchy of Needs
(1943) and championed the study of self-actualization, laying the groundwork for positive
psychology. Deeply influenced by mentors such as Alfred Adler and anthropologists like
Ruth Benedict, Maslow emphasized the importance of meaning, growth, and dignity in
human life ideas that profoundly shaped organizational behavior, education, and
management theory in the latter half of the 20th century. (Mercado, 2022)
Fig 28: Abraham Harold Maslow

3.2.2. Abraham Maslow’s Hierarchy of Needs (1943): In his seminal paper “A Theory of
Human Motivation” (1943), Abraham Maslow proposed a hierarchical model of human
motivation, arguing that individuals are driven by a progression of needs arranged from
basic survival to psychological fulfillment. He conceptualized these needs as a five-level
pyramid: (Saul , 2025)

Fig 29:Maslow’s hierarchy of needs

Esteem

respect, self-esteem, status, recognition, strength, freedom

personal security, empl

Physiological needs

air, water, food, shelter, sleep, clothing, reproduction

= Physiological Needs (e.g., food, water, shelter, rest) essential for survival.
= Safety Needs (e.g., job security, health, stability, protection from harm).
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= Belongingness and Love Needs (e.qg., friendship, family, team inclusion, social
acceptance).

= Esteem Needs (e.g., respect, recognition, status, confidence, achievement).

= Self-Actualization (e.g., realizing one’s potential, creativity, autonomy, purpose,
personal growth).

3.2.3. Core Principles: Prepotency: Lower-level needs must be sufficiently satisfied
before higher-level needs become motivators. A starving person is not driven by esteem or
self-actualization but by food.
= Progression, Not Perfection: Needs do not disappear once met; they become
less urgent. Motivation shifts upward as deficiency needs are fulfilled.
= Individual and Contextual Variation: While the hierarchy is presented
universally, Maslow acknowledged that order may vary by personality,
culture, or circumstance (e.g., artists may prioritize self-expression over
safety).
= Workplace Implication: For employees to be engaged, innovative, or loyal,
organizations must first ensure fair pay and safe conditions (levels 1-2),
then foster inclusion and recognition (levels 3—-4), and finally enable growth
and meaning (level 5).
3.2.4. Major Criticisms: Despite its enduring popularity, Maslow’s theory has faced
significant critique:

= Lack of Empirical Support: The hierarchy is based largely on biographical analysis
of “self-actualized” individuals (e.g., Einstein, Lincoln), not systematic,
cross-cultural data. Studies (e.g., Wahba & Bridwell, 1976) find weak
evidence for strict sequential progression.

= Cultural Bias: The model reflects Western, individualistic values emphasizing
autonomy and self-fulfillment. In collectivist cultures, belonging or duty may
precede or override self-actualization.

= OQversimplification: Human motivation is rarely linear or static; people often pursue
multiple needs simultaneously (e.g., seeking respect while struggling
financially).

» Static View of “Self-Actualization”: Critics argue the concept is vague, elitist, and
ignores how structural inequalities (class, race, gender) constrain access to
growth opportunities making self-actualization a privilege, not a universal
drive.

= Neglect of Negative Motivations: The model focuses on growth but downplays
fear, power, aggression, or altruism as motivators.
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3.3. Douglas McGregor (1960): Theory X vs. Theory Y managerial assumptions about
human nature shape leadership style and outcomes.

3.3.1. Douglas McGregor’s Theory X and Theory Y (1960): In his influential book The
Human Side of Enterprise (1960), Douglas McGregor, a professor at MIT’s Sloan School
of Management, challenged the prevailing managerial orthodoxy by arguing that
leadership practices stem not from objective reality, but from managers’ underlying
assumptions about human nature. He identified two contrasting sets of beliefs Theory X
and Theory Y which function as self-fulfilling prophecies shaping organizational structure,
supervision style, and employee behavior. (Leanna & et al, 2016)

Fig 30: McGregor’s Motivation Model

Theory X Theory Y
Staff

Management T T T

Highly authoritarian, with Participative and democratic,
strict control, detailed where managers trust
supervision, and a top-down employees to take initiative
hierarchy and make decisions
Staff Management

3.3.2. theory X: The “Traditional” Assumptions: Theory X reflects a pessimistic,
control-oriented view rooted in classical management (e.g., Taylorism): (Anastasia &
Michael , 2022)

= The average person dislikes work and will avoid it if possible;

Most people lack ambition, prefer to be directed, and avoid responsibility;

People are self-centered, indifferent to organizational goals;

They are motivated primarily by extrinsic rewards (money, punishment).

Managerial Implication: Strict supervision, centralized control, tight rules, and
carrot-and-stick incentives are necessary. Leadership is directive, hierarchical, and top-
down.

3.3.3.Theory Y: The “Humanistic” Alternative: Theory Y offers an optimistic,

participative vision aligned with behavioral insights (e.g., Hawthorne, Maslow):
= Work is as natural as play or rest people can learn to accept or seek responsibility;
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= Creativity and ingenuity are widely distributed, not limited to a few;

= Under proper conditions, people will align personal and organizational goals;

= Commitment is fostered by rewards such as recognition; growth, and purpose not just
pay.

» Managerial Implication: Decentralization, empowerment, job enrichment,
participative decision-making and trust-based leadership unlock potential and drive
innovation.

Key Insight: Assumptions Shape Reality McGregor’s breakthrough was not in declaring
Theory Y “true” and Theory X “false,” but in showing that managerial assumptions create the
very behavior they expect. A Theory X manager’s strict control breeds dependency and
resistance confirming their belief in human laziness. A Theory Y manager’s trust and
involvement foster engagement and initiative validating their belief in human potential.

Fig 31: McGregor's XY Theory Of Management
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limited, depressed culture. improvement achieved by enabling,
I I empowering and giving responsibility.
staff
management

3.3.4.Criticisms:
= Oversimplification: Real managers operate on a spectrum not a binary. Context (e.g.,
crisis, routine work) may warrant elements of both.
= Cultural Bias: Theory Y privileges individualism and autonomy; it may not resonate
in collectivist or high-power-distance cultures.
= Power Blindness: Even “empowering” Theory Y managers retain ultimate authority
raising questions about how voluntary participation truly is.
= [dealism: Assumes aligned interests; underestimates structural conflict (e.g., profit vs.
fair wages).
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3.4. Herzberg’s Two-Factor Theory (1959): Hygiene factors (prevent dissatisfaction)
vs. motivators (drive satisfaction, e.g., achievement, recognition): Frederick Herzberg
was a Behavioural scientist, who developed a theory in the year 1959 called ‘The two-factor
theory on Motivation or Motivation-Hygiene Theory’. Herzberg and his associates carried
out interviews of 200 persons including engineers and accountants. In that survey, they were
asked about the components of a job that make them happy or unhappy, and their answers
made it clear that it was the working environment that causes unhappiness or dissatisfaction.

2

Frederick Herzberg

(18 April 1923 - 19 January 2000)

“Father of job enrichment principle”

WWII Nazi Dachau Concentration Camp witness, Germany
1946 Graduate, City College

1950 Ph.D, University of Pittsburgh

1951 Research Director, Psychological Services of Pittsburgh

1957 Professor of Psychology, Case Western Reserve
University, Cleveland

1972 Professor of Management, University of Utah

| 1968 publication on motivation:
“One More Time,

How Do You Motivate Employees?”

1.2 million reprints in 1987
| Most requested article from Harvard Business Review

Developed by Frederick Herzberg, along with Bernard Mausner and Barbara Snyderman,
in their seminal study The Motivation to Work (1959), the Two-Factor Theory (also known as
Motivation-Hygiene Theory) revolutionized understanding of workplace motivation by
challenging the assumption that job satisfaction and dissatisfaction exist on a single
continuum. Instead, Herzberg argued they are two distinct dimensions, driven by separate sets
of factors.

Fig 32: Herzberg’s Two-Factor Theory (Motivation-Hygiene Theory, 1959)
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3.4.1. Core Concepts Herzberg’s Two-Factor Theory (Motivation-Hygiene Theory,
1959): Based on in-depth interviews with 200 accountants and engineers in Pittsburgh,
Herzberg asked participants to describe: Times when they felt exceptionally good about
their jobs (causing satisfaction), Times when they felt exceptionally bad (causing
dissatisfaction). From this, he identified two independent categories of factors:

Hygiene Factors (Dissatisfies) Motivators (Satisfiers)

Their absence causes dissatisfaction. Their Their presence leads to satisfaction,
presence only prevents dissatisfaction but | motivation, and high performance. Their
does not create satisfaction or motivation. absence does not cause active dissatisfaction
only a lack of motivation.

Company policy &  administration® Achievements Recognition® The work
Supervision (quality of boss)e Relationship | itself (meaning, challenge)* Responsibilitye
with supervisor/peerse Work conditionse | Advancements  Growth  (personal &
Salarye Statuse Job security. professional).

Source: (Emrah , 2019)

Herzberg’s Two-Factor Theory distinguishes between hygiene factors (or dissatisfies) and
motivators (or satisfiers): hygiene factors such as company policy, supervision quality,
interpersonal relationships, work conditions, salary, status, and job security do not inherently
motivate employees; rather, their absence leads to dissatisfaction, while their presence merely
prevents dissatisfaction (i.e., they are necessary but insufficient for motivation); in contrast,
motivators including achievement, recognition, the intrinsic nature of the work
(meaningfulness and challenge), responsibility, advancement, and personal/professional
growth directly foster satisfaction, drive motivation, and enhance performance when present,
whereas their absence does not provoke active dissatisfaction but results in a neutral state of
low motivation or engagement. Thus, Herzberg argues that improving working conditions
(hygiene) can eliminate discontent, but only enriching the job itself through motivators can
truly inspire high performance and psychological fulfillment.

3.4.2.Criticisms:

= Methodological Bias: Sample limited to white-collar professionals; self-
reported data prone to attribution bias (e.g., crediting success to self, blaming
failures on others).

= Qver-Simplification: Later research (e.g., Locke, 1976) shows overlap e.g., pay
can be a motivator for some (e.g., salespeople on commission).

= Cultural Lim:itations: Assumes individualistic, achievement-oriented values;
may not hold in contexts where security or group harmony is prioritized.

= Jgnores Contextual Motivators: Doesn’t account for purpose, social impact, or
work-life balance increasingly vital today.

3.4.3.Difference Between Maslow and Herzberg’s Theories of Motivation: The basic

points of difference between Maslow and Herzberg’s theory of motivation can be summed

up as follows: (key, 2024)

* Maslow’s Theory is a general theory of motivation which expresses that the urge to
satisfy needs is the principle variable in motivation. In contrast, Herzberg’s Theory
on motivation reveals that there are some variables existing at the workplace that
results in job satisfaction or dissatisfaction.
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Maslow’s theory is descriptive, whereas the theory propounded by Herzberg is simple
and prescriptive.

The basis of Maslow’s theory is human needs and their satisfaction. On the other hand,
the Herzberg’s theory relies on reward and recognition.

In Maslow’s theory, there is a proper sequence of needs from lower to higher.
Conversely, no such sequence exists in the case of Herzberg’s theory.

Maslow’s theory states that unsatisfied needs of an individual act as the stimulator. As
against, Herberg’s theory reveals that gratified needs govern the behaviour and
performance of an individual.

The needs of an individual are divided into two categories i.e. survival/deficiency
needs and growth needs as per Maslow. On the contrary, in Herzberg’s model, the
needs of an individual are classified into Hygiene and motivator factors.

In Maslow’s theory, any unsatisfied need of an individual serves as the motivator.
Unlike in the case of Herzberg, only higher level needs are counted as the motivator.

BASIS FOR MASLOW’S NEED HERZBERG’S TWO-FACTOR
COMPARISON HIERARCHY THEORY THEORY
Meaning Maslow's Theory is a general Herzberg's Theory on motivation
theory on motivation which states | says that there are various factors
that the urge to satisfy needs is the | existing at the workplace that causes
most important factor in job satisfaction or dissatisfaction.
motivation.
Nature Descriptive Prescriptive
Relies on Needs and their satisfaction Reward and Recognition
Order of needs | Hierarchical No sequence
Core concept | Unsatisfied needs stimulate Gratified needs regulate behavior
individuals. and performance.
Division Growth and deficiency needs. Hygiene and motivator factors.
Motivator Unsatisfied needs Only higher order needs

While both Maslow’s Need Hierarchy Theory and Herzberg’s Two-Factor Theory address
human motivation, they differ fundamentally in scope and orientation: Maslow’s theory is a
descriptive, general psychological framework proposing that motivation arises from a
hierarchical progression of needs from physiological and safety needs (deficiency needs) to
belonging, esteem, and self-actualization (growth needs) with unsatisfied needs acting as the
primary drivers of behavior; in contrast, Herzberg’s theory is more prescriptive and work-
specific, rejecting a fixed hierarchy and instead distinguishing between hygiene factors (e.g.,
salary, supervision, job security), whose absence causes dissatisfaction but whose presence
only prevents it, and motivators (e.g., achievement, recognition, responsibility, growth),
which when present actively produce satisfaction and high performance; crucially, Maslow
emphasizes need fulfillment as the engine of motivation, whereas Herzberg argues that only
higher-order, intrinsic motivators (akin to Maslow’s esteem and self-actualization needs)
genuinely enhance motivation, while lower-level needs function merely as dissatisfies if
unmet thus reframing motivation not as a continuum of need satisfaction, but as a dualistic
interplay of prevention and inspiration in the workplace.
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LECTURE 8: ORGANIZATIONAL THEORIES MODERN

> Objective of Lecture 8: By the end of this lecture, students will be able to:

e Distinguish modern organizational theories (1970s—present) from classical and
behavioral paradigms;

e Explain key contemporary frameworks:

+ Contingency Theory (structural & leadership variants),
+ Institutional Theory,

+ Systems & Complexity Theory (including CAS),

+ Critical & Postmodern Perspectives,

+Practice-Based & Sensemaking Approaches (Weick);

e Analyze real-world organizational phenomena (e.g., digital transformation, CSR, gig
work) using modern theoretical lenses;

e Critically evaluate how assumptions about power, agency, rationality, and change
have evolved and what this means for ethical, adaptive leadership in volatile
environments.

» Prerequisite Knowledge: Students are expected to have:

= Solid understanding of Classical Theories (Lecture 6: Taylor, Fayol, Weber) and
Behavioral Theory (Lecture 7: Hawthorne, Maslow, McGregor, Herzberg);
= Familiarity with core sociological concepts: power, culture, institution, structure
vs. agency, social construction (Lectures 1-5);
= Basic awareness of post-WWII socio-economic shifts (e.g., globalization,
digitalization, rise of knowledge work).
s INTRODUCTION:

Why do “best practices” often fail when transferred across firms or borders? Why do
rational plans collapse in the face of everyday complexity? Why do employees comply
outwardly yet resist in subtle, invisible ways? The answer lies beyond efficiency, motivation,
or structure deep in the dynamic, contested, and meaning-laden realities of modern
organizing. Emerging since the 1970s, modern organizational theories reject universal “laws”
in favor of context, critique, and complexity. They ask not just how organizations work, but
whose interests they serve, how they construct reality, and how they adapt or resist in
turbulent times. From DiMaggio & Powell’s insight that organizations mimic each other for
legitimacy (not efficiency), to Weick’s view of organizing as sense making in chaos, to
Foucault’s revelation of power in performance metrics these perspectives equip us to see
organizations not as machines, organisms, or social systems alone but as political, cultural,
and discursive arenas. This lecture invites you to move from managing organizations to
understanding them deeply, critically, and humanely.
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1. Systems Theory in Organizational Sociology: Systems Theory conceptualizes the
organization not as a collection of isolated parts, but as an integrated, dynamic system a
network of interdependent elements (people, departments, resources, technology) that interact
to achieve collective goals. Central to this view is the principle that the whole is greater than
the sum of its parts: emergent properties arise from interactions that cannot be understood by
analyzing components in isolation. A system is formally defined as: “A set of dynamically
interacting elements that exchange inputs with their environment, transform them through
internal processes (throughputs), and produce outputs while using feedback mechanisms to
monitor performance, adapt, and maintain viability.” (SHARMA, 1990)
Fig 33: Systems Theory
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Crucially, organizations are open systems: they cannot survive in isolation but must
continuously interact with their external environment (markets, regulations, culture, and
technology).
1.1. Core ldeas
= Interdependence: A change in one subsystem (e.g., reward system) reverberates across
others (e.g., morale, productivity, and turnover).

Openness: Organizations import resources (capital, labor, information) and export
products/services/ideas, making them vulnerable and responsive to environmental
shifts.

Dynamic Equilibrium: Stability is not static but adaptive organizations must
continuously adjust to maintain functionality without losing identity (e.g., a bank
adopting digital services while preserving trust).

Feedback Loops: Information about outputs (e.g., customer satisfaction, financial
performance) is fed back to regulate inputs and processes enabling learning and self-
correction.

= Semi-Permeable Boundaries: Organizational boundaries are not rigid walls but

selective filters allowing certain influences in (e.g., new talent, market trends) while
blocking others (e.g., toxic culture, regulatory overreach).
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1.2.Key Theorists:

Theorist Contribution
Ludwig von | Biologist and founder of General Systems Theory (1968); proposed that
Bertalanffy (1901- | all open systems (biological, social, mechanical) share common
1972) principles laying the interdisciplinary foundation for organizational

systems thinking.

Daniel Katz (1966)

Applied systems theory to organizations in The Social Psychology of
Organizations; developed the canonical input-throughput-output-
feedback model and emphasized organizational homeostasis and
environmental adaptation.

Talcott Parsons

Integrated systems thinking with structural functionalism via the AGIL
paradigm: all social systems must fulfill four functional imperatives
Adaptation, Goal attainment, Integration, and Latency (pattern
maintenance).

Ralph Stacey &
Craig Lichtenstein

Pioneered Complex Adaptive Systems (CAS) theory, highlighting
nonlinearity, self-organization, and emergence in modern, knowledge-
based organizations.

1.2.1. Ludwig von Bertalanffy (1901-1972): Founder of General Systems Theory:
Ludwig von Bertalanffy was an Austrian biologist whose interdisciplinary vision
revolutionized scientific thought in the mid-20th century. Dissatisfied with the
fragmentation of knowledge and the reductionist paradigms dominating biology, physics,
and the social sciences, he proposed a unifying framework: the General Systems Theory
(GST) formally articulated in his seminal work General System Theory: Foundations,
Development, Applications (1968).

Fig 34: Ludwig von Bertalanffy (1901-1972)

/

e Bertalanffy argued that complex phenomena whether cells, organisms, ecosystems, or
organizations cannot be fully understood by dissecting them into isolated parts.
Instead, they must be studied as integrated wholes, where the interactions among
components generate emergent properties not predictable from the parts alone. As he
famously stated: “The whole is more than the sum of its parts.”

e Key Principles of General Systems Theory:
= Open vs. Closed Systems: Closed systems (e.g., a mechanical clock) exchange no

matter or energy with their environment and inevitably decay (entropy). Open
systems (e.g., living organisms, organizations) import energy/matter and export
entropy to maintain dynamic equilibrium (steady state through continuous change).
Implication for organizations: Survival depends on continuous exchange with the
environment (markets, labor, and ideas). ( Juan, 1998)
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= Equifinality: In open systems, the same final state can be reached from different
initial conditions and by different paths. Organizational insight: There is no single
“best way” (contra Taylor); multiple strategies can lead to success depending on
context.

= Hierarchical Ordering: Systems are nested within larger systems (e.g., team —
department — organization — industry — society), each level having its own rules
and emergent properties. Managerial implication: Decisions at one level (e.g., cost-
cutting in a department) may destabilize higher levels (e.g., organizational
reputation).

» Feedback and Self-Regulation: Systems use feedback loops to monitor
performance and adjust behavior a precursor to cybernetics and modern control
theory.

Fig 35: Exploring the Characteristics of General Systems Theory
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1.2.2.Daniel Katz (1966) and Systems Theory: In their seminal work The Social
Psychology of Organizations (1966), Daniel Katz (social psychologist) and Robert L. Kahn
(organizational theorist) revolutionized organizational theory by systematically applying
general systems theory to formal organizations moving decisively beyond mechanistic and
closed-system models toward a dynamic, contextual, and human-centered framework.

Fig 36: Daniel Katz (1966)
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e Core Contribution: The Open Systems Model: Katz and Kahn rejected the idea of
organizations as self-contained machines. Instead, they defined organizations as open
social systems goal-oriented, human-centered entities that must continuously exchange
energy, information, and resources with their environment to survive. Their model
introduced a now-classic schema: (Berim & Gentrit , 2014)

Component Description Examples in Organizations
Inputs Resources drawn from the Capital, raw materials, labor,
environment technology, information, societal
legitimacy
Transformations |  Internal processes that convert Production, decision-making,
(Throughputs) inputs into outputs combining communication, leadership, team
technical, social, and dynamics, culture
psychological subsystems
Outputs Products, services, and effects Goods, profits, employment,
returned to the environment innovation, social impact, waste
Feedback Loops | Information about outputs used to Customer surveys, financial
regulate and adjust future inputs reports, employee turnover rates,
and processes performance reviews

Fig 37: Open Systems Model (Katz and Kahn)

Envirenment
All the elements outside the svstem
that have the potentizl to affact all or
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used to make the necessary changss in order 1o
survive and to grow

Source: (Berim & Gentrit, Systems Theory and Systems Approach to Leadership,
2014)
e Five Key Propositions of the Open Systems Approach:
= Organizations Require Negative Entropy: To avoid decay (entropy), they must
import “negentropy” energy, order, and new information from the environment
(e.q., talent, innovation, investment).
= Dynamic Homeostasis: Stability is not rigidity but adaptive equilibrium
organizations constantly adjust to environmental shifts (e.g., market competition,
regulation, tech disruption).
= Differentiation and Integration: As organizations grow, they differentiate into
specialized subsystems (e.g., marketing, HR, R&D) but must also strengthen
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integration mechanisms (e.g., shared goals, communication, culture) to prevent
fragmentation.

= Goal Orientation and Feedback: Goals provide direction, but must be continually
revised based on feedback making planning an iterative, learning process.

= Limits to Growth: Expansion can strain integration capacity leading to pathological
growth (e.g., bureaucracy, communication breakdowns, loss of morale).

1.2.3. Talcott Parsons and Systems Theory: Talcott Parsons (1902-1979) was a central
figure in 20th-century sociology who synthesized structural functionalism with systems
thinking to propose a grand theoretical framework for understanding society and by
extension, organizations as integrated, self-regulating systems. For Parsons, social order is
not accidental but maintained through the coordinated functioning of interdependent parts,
much like an organism. His systems approach shifts analysis from individuals or isolated
institutions to the dynamic interplay of structures and functions that sustain systemic
equilibrium. (Bryan , 2005)
Fig 38: Talcott Parsons 1902-1979

e The AGIL Paradigm: Core of Parsons’ Systems Model: Parsons argued that for
any social system (including organizations) to survive and persist over time, it must
fulfill four functional imperatives, summarized in the AGIL scheme:

Function

Definition

Organizational Manifestation

A Adaptation

The system’s capacity to
acquire resources from and

Procurement, R&D, marketing,
digital transformation,

subsystems.

adjust to its  external | environmental scanning.
environment.

G Goal | The ability to  define | Strategic planning, performance
Attainment objectives and  mobilize | management, budgeting, leadership
resources to achieve them. decision-making.
| Integration The maintenance of | Organizational culture,
coordination, solidarity, and | communication  systems, HR
conflict management among | policies, team-building, conflict

resolution mechanisms.

L Latency
(Pattern
Maintenance)

The reproduction of shared
values, motivations, and
cultural  patterns  through
socialization.

Training & onboarding, leadership
symbolism, rituals (e.g., awards
ceremonies), corporate storytelling,
ethical codes.
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e Key Features of Parsons’ Systems View:

= Systemic Interdependence: Dysfunction in one area (e.g., erosion of shared values
L) eventually destabilizes others (e.g., reduced cooperation I, missed targets G).

= Equilibrium and Self-Regulation: Systems tend toward dynamic equilibrium not
stasis, but a state of adaptive balance maintained through feedback and
institutional adjustments.

» Functional Differentiation: As societies (and organizations) evolve, they become
more complex through specialization of functions e.g., the emergence of dedicated
HR, compliance, or sustainability departments.

= Value Consensus as Glue: Shared norms and beliefs (the Latency function) are
essential for legitimacy and voluntary cooperation without them, coercion
becomes necessary, increasing system strain.

Fig 39: Parsons AGIL Model
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Parsons’ AGIL paradigm outlines four functional imperatives essential for the survival and
stability of any social system: Adaptation (A) refers to the system’s capacity to secure and
distribute resources from its environment exemplified by the economy, which transforms
external inputs (e.g., labor, raw materials) into usable goods and services; Goal Attainment
(G) involves defining collective objectives and mobilizing resources to achieve them
primarily fulfilled by the polity (e.g., government), which sets priorities and directs action
toward shared ends; Integration (1) ensures internal cohesion by coordinating subsystems,
resolving conflicts, and maintaining normative harmony functions largely performed by
institutions like the legal system and shared cultural norms; and Latency (L), or Pattern
Maintenance and Tension Management, addresses the need to sustain core cultural values,
socialize members, and manage internal strains (e.g., through family, education, and religion),
thereby preserving societal continuity and psychological equilibrium. Together, these
interdependent functions form a systemic framework through which societies maintain
equilibrium, respond to change, and reproduce themselves over time. (James M. M., 2024)
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1.2.4.Ralph Stacey & Craig Lichtenstein- Complex adaptive systems: Ralph D. Stacey
(1948-2021) was a British organizational theorist and professor at the University of
Hertfordshire, best known for challenging linear, planning-based models of management
through the lens of complexity science. Craig Lichtenstein is an American scholar and
practitioner who collaborated with Stacey and applied CAS principles to leadership,
strategy, and organizational change, emphasizing emergence, uncertainty, and human
interaction.
e Organizations as Complex Adaptive Systems: Stacey and Lichtenstein reject the
metaphor of the organization as a machine (classical) or even a living organism
(open systems theory). Instead, they propose: Organizations are Complex Adaptive
Systems (CAS) dynamic networks of agents (people, teams, departments) who
interact locally, adapt in real time, and collectively generate global patterns without
central control. (John , 2002)
e Key characteristics of CAS in organizations:
Fig 40: Complex adaptive systems

Unpredictable

Non-linearity: Small inputs can trigger large, unpredictable outcomes (the “butterfly
effect”). A minor policy tweak may spark innovation or revolt. Cause and effect are
rarely proportional or reversible.

Self-Organization & Emergence: Order arises not from top-down design, but from
local interactions among agents following simple rules (e.g., “share knowledge,”
“support peers”). New structures, cultures, or strategies emerge unpredictably (e.g.,
grassroots innovation labs, informal communities of practice).

Interdependence & Feedback Loops: Agents are deeply interconnected; actions
ripple through the system via reinforcing (amplifying) and balancing (stabilizing)
feedback making prediction impossible, but learning essential.

Far-from-Equilibrium Dynamics: CAS thrives in states of controlled instability at
the “edge of chaos,” where tension between order and disorder fuels creativity and
adaptation. Stability, in this view, is stagnation.

Agents as Meaning-Makers: Unlike biological CAS (e.g., ant colonies), human
agents interpret, narrate, and assign meaning to interactions. Thus, organizing is as
much about conversation, identity, and power as it is about information processing.
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= Strategic Conversations, Not Strategic Plans: Stacey’s Responsive Processes of
Relating model emphasizes that strategy emerges from ongoing, conflict-laden
dialogues not static five-year plans. Leadership is about facilitating generative
conflict, not imposing alignment.
e Contrast with Traditional Systems Theory:

Feature Classical/Open Systems Theory | Stacey & Lichtenstein (CAS)
Predictability | Assumed (via planning, models) | Rejected future is inherently uncertain
Control Centralized, top-down Distributed, emergent

Change Planned, episodic Continuous, unfolding

Leadership Directive, visionary Facilitative, conversational

Order Designed, imposed Emergent, self-organized

Human Role | Rational actor or role-player Relational, meaning-making agent

Major Criticisms - Complex adaptive systems: Despite its influence, the CAS

perspective has faced significant critique:

= Lack of Practical Guidance: Critics argue it’s too abstract and descriptive, offering

limited tools for managers facing urgent decisions (e.g., “How do I reduce costs
now?”). Its emphasis on emergence can feel like surrendering agency.

Romanticization of Chaos: The “edge of chaos” ideal may overlook the real human
costs of instability e.g., anxiety, burnout, or inequality especially in precarious labor
contexts.

Under-Theorized Power: While Stacey acknowledges conflict, critics (e.g., Clegg,
2005) argue CAS downplays how structural power (class, race, gender) shapes who
gets to participate in “strategic conversations” and whose meanings dominate.

Methodological Challenges: CAS resists traditional measurement and evaluation;
how do you assess “emergence” or “self-organization” empirically? This limits its
adoption in evidence-based management.

Cultural Bias: The emphasis on autonomy, dialogue, and innovation reflects
Western, individualistic, post-industrial contexts less applicable in hierarchical,
collectivist, or survival-oriented settings.

1.3. Major Criticisms - Systems Theory : Despite its influence, Systems Theory has

faced significant critique:

= Conceptual Vagueness: Terms like system, equilibrium, and feedback are broad and
difficult to operationalize empirically limiting predictive power.

» Functional Bias: Overemphasis on adaptation, stability, and goal-attainment
obscures conflict, power, and resistance (e.g., strikes, sabotage, and passive
noncompliance).

= Technocratic Tendency: Risks framing organizations as neutral “machines,”
depoliticizing managerial decisions (e.g., layoffs as “system optimization” rather
than power exercises).

= Neglect of Culture and Meaning: Treats organizations as technical entities,
underplaying how identity, symbols, and discourse shape behavior (addressed later
by interpretive and postmodern theories).
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= Assumption of Rationality: Presumes organizations strive for efficiency yet routine,
inertia, and symbolic action often override instrumental logic (as shown by
institutional theory).
2. Contingency Theory (Situational Theory): Contingency Theory is a major paradigm in
organizational theory that rejects the idea of a single, universal “best way” to organize or
manage. Instead, it argues that organizational effectiveness depends on the fit (or
contingency) between internal structures/processes and external environmental demands. In
simple terms: There is no optimal organization only the most appropriate one for a given
situation.
2.1. Concept of Contingency Theory: (also known as Situational Theory) is an
organizational paradigm asserting that there is no single, universally optimal way to design
or manage organizations. Instead, organizational effectiveness depends on the degree of “fit”
or alignment between internal structures (e.g., hierarchy, control systems, leadership style)
and external contextual factors (e.g., environment, technology, size, and strategy). Its core
tenet is captured in the phrase: “It depends.” Effectiveness is contingent upon the specific
situation not on adherence to ideal models. (Balazs & Sara , 2024)

Contingency Approach?

The contingency approach is a
management concept that suggests
the best strategy or action varies
depending on the situation, rather
than following a fixed method.

2.2. Historical Origins and Reasons for Emergence: Contingency Theory emerged in the
1950s-1970s as a direct critique and evolution beyond classical and behavioral theories,
driven by several key factors:

e Failure of Universalist Models: Classical theories (Taylor, Fayol, Weber) and early
behavioral approaches (Mayo) implied universal “best practices,” yet real-world
organizations varied widely in structure and success suggesting context mattered.

e Empirical Evidence: Field studies (e.g., Woodward, Burns & Stalker) revealed
systematic differences between firms in stable vs. dynamic industries, disproving the
idea of one-size-fits-all design.

e Rise of Systems Thinking: The open-systems perspective (Katz & Kahn)
emphasized organizational dependence on the environment, making “fit” a logical
extension.

e Practical Managerial Needs: Post-WW!II economic diversification (e.g., growth of
R&D, marketing, multinational operations) demanded flexible, evidence-based
approaches to organizational design. In essence, contingency theory arose from a
growing recognition that organizations are not machines to be standardized, but
adaptive systems to be matched to their context.

96



A pedagogical scientific handout for the course Sociology of Organizations

2.3. Foundational Principles:

No Best Way: Organizational structures and processes must be tailored not imposed.
Environmental Determinism (Moderate): External conditions (e.g., market
volatility, regulation) strongly influence optimal internal design.

Multivariate Interaction: Effectiveness results from the interaction of multiple
variables not one single factor.

Functional Equivalence: Different structures can achieve similar outcomes in
different contexts (e.g., centralization may work in a crisis; decentralization in
innovation).

Managerial Diagnosis over Prescription: The manager’s role is to analyze
contingencies and choose the most appropriate configuration not apply a textbook
model.

2.4. Characteristics of situational theory: The contingency approach to leadership is
characterized by several fundamental principles, including:

Characteristic Description

Context- Structure, leadership, and control must align with technology,
Dependence environment, size, and strategy.

Empirical Grounded in comparative case studies and field research not pure
Orientation deduction.

Pragmatism Focuses on practical effectiveness (e.g., efficiency, adaptability, survival)

rather than ideological ideals.

Differentiation
& Integration
(Lawrence &
Lorsch)

As environments become more complex, subunits differentiate but require
stronger integration mechanisms (e.g., cross-functional teams, shared
goals).

Dynamic  Fit
(Later

Development)

While early versions treated fit as static, modern interpretations emphasize
ongoing adaptation as contexts change.

Rejection of
Value
Neutrality

Acknowledges that “effectiveness” is defined by organizational goals (e.g.,
profit, service, innovation) which are they value-laden.

Source: (Marchito, 2025)

The contingency approach is defined by the principle that organizational effectiveness arises
from alignment between internal practices and external context, rather than adherence to
universal prescriptions. Its core characteristics include:

Situational Awareness: The approach rejects the notion of a single, optimal
leadership or management style. Instead, it emphasizes that appropriate interventions
depend on the specific demands of the situation requiring leaders to diagnose before
acting.

Contextual Sensitivity: Organizational outcomes are shaped by a range of
contingency variables, including the organization’s size, technology, industry
dynamics, cultural norms, strategic objectives, and the stability or volatility of the
external environment. Effective management requires systematic analysis of these
factors to inform structural and behavioral choices.
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e Adaptive Flexibility: Rigidity is counterproductive in complex environments.
Leaders must demonstrate agility readily modifying strategies, structures, and
communication styles in response to evolving internal and external conditions.
Flexibility is not inconsistency, but contextual responsiveness.

e Individualized Leadership: Recognizing that employees vary in experience,
motivation, competence, and values, the contingency approach advocates for tailored
leadership behaviors. Practices such as delegation, coaching, or directive supervision
should be matched to individual and team readiness enhancing engagement,
development, and performance.

Fig 41: The Contingency Approach Characteristics

Situational
perspective

No management style
fits all scenarios

Contextual Decisions depend on company
factors ﬁ size, industry, culture, etc.

Leadership adjusts strategies
as situations change

.. . . g Tailored leadership approaches
Individualization |- for diverse employee needs

Contingency theory is fundamentally characterized by its context-dependence, asserting
that there is no universal “best” organizational structure, leadership style, or control system
rather, effectiveness depends on alignment with key contingencies such as technology,
environment, size, and strategy; grounded in an empirical orientation, it emerged from
comparative case studies and field research (e.g., Woodward, Lawrence & Lorsch), rejecting
abstract theorizing in favor of evidence-based insights; its pragmatic focus prioritizes
functional outcomes such as efficiency, adaptability, and organizational survival over
ideological or normative prescriptions; central to this is the principle of differentiation and
integration (Lawrence & Lorsch), which posits that as environmental complexity increases,
organizational subunits become more specialized (differentiated) yet require stronger
coordination mechanisms (e.g., liaison roles, cross-functional teams) to maintain coherence;
though early formulations implied a static “fit,” later developments emphasize dynamic fit the
need for continuous adjustment as internal and external conditions evolve; finally,
contingency theory explicitly rejects value neutrality, recognizing that definitions of
“effectiveness” are inherently value-laden and shaped by an organization’s goals (e.g., profit
maximization, public service, innovation), thereby embedding managerial choices within
broader social and institutional contexts.

Flexibility

98



A pedagogical scientific handout for the course Sociology of Organizations

2.5. Contingency approaches: The contingency approach encompasses various theories,
offering a distinct perspective on managing organizations. These theories are:
Fig 42: Contingency Leadership

is a situational
approach in which leaders assess conditions
and adjust their style to maximize effectiveness.

Hersey-Blanchard
Situational Model

Path-Goal
Theory

Vroom-Yetton
Decision Model

Source:
2.5.1.Fiedler’s Contingency Theory: Fiedler’s Contingency Theory posits that a leader’s
effectiveness is determined by the match between their leadership style (task-oriented or
relationship-oriented) and the specific situation. The situation is assessed based on three
factors: leader-member relations, task structure, and the leader’s positional power.
Fiedler’s Contingency Theory example: A task-oriented manager excels in a structured
production environment but struggles when transferred to a less structured, relationship-
driven customer service role. Their effectiveness depends on the fit between their style and
the environment.
» Fiedler’s Contingency Model (1967) is a foundational situational leadership theory
that posits a leader’s effectiveness depends not on possessing a “universal” leadership
style, but on the match between their inherent leadership orientation and the degree of
situational control (determined by leader member relations, task structure, and position
power). To identify a leader’s natural style, Fiedler developed the Least Preferred
Coworker (LPC) scale a projective measure in which leaders describe the coworker they
find most difficult to work with using 16 bipolar adjectives (e.g., unfriendly friendly,
uncooperative cooperative), rated on an 8-point scale. The LPC score is calculated by
summing all responses: (Jason, 2022)
» Low LPC (<57): Indicates a task-oriented leadership style the leader focuses on
goals, structure, and efficiency, especially under stress.
» Middle LPC (58-63): Suggests flexibility or situational adaptability (though
Fiedler considered this rare and unstable).
» High LPC (= 64): Reflects a relationship oriented style the leader prioritizes
trust, rapport, and group harmony.
The Fiedler Contingency Model, developed by psychologist Fred Fiedler, is a framework
for understanding leadership effectiveness based on the idea that leadership styles are fixed
and can be measured. Leaders are categorized as either relationship-oriented or task-
oriented, with their preferred style assessed using the Least-Preferred Co-worker (LPC)
scale. This scale prompts leaders to evaluate their least favorite co-worker across various
traits, allowing them to identify their leadership preference. Fiedler posited that neither
style is superior; rather, the effectiveness of a leader depends on the context, which
includes factors like leader-member relations, task structure, and the leader’s authority.
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Critics have challenged Fiedler’s assertion of fixed styles, arguing that leaders can adapt
their approaches based on situational demands. Additionally, some question the accuracy
of the LPC scale in truly reflecting a leader's capabilities. Ultimately, the model
emphasizes the importance of matching leadership style to specific situational variables for
optimal team performance. (Biscontini, 2023)

Fig 43: Fiedler’s Contingency Model
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2.5.2.Hersey & Blanchard’s Situational Leadership Theory (SLT): Hersey &
Blanchard’s Situational Leadership Theory (SLT) (1969-1977) proposes that effective
leadership is not defined by a single style, but by the leader’s ability to adapt their behavior
to the development level (or readiness) of followers for a specific task defined as a
combination of competence (skills, knowledge, experience) and commitment (confidence,
motivation, willingness). The model identifies four leadership styles, ranging from high
directive/low supportive (Telling: S1) to low directive/high supportive (Participating: S3),
to low directive/low supportive (Delegating: S4) with Selling (S2: high directive/high
supportive) bridging the middle. Crucially, SLT is task-specific and dynamic: a team
member may require Telling for a new software system but Delegating for routine
reporting. Unlike Fiedler’s model (which views leadership style as fixed), SLT assumes
leaders can and must flexibly adjust their approach. Though widely used in leadership
training for its practicality, SLT has been critiqued for oversimplifying follower
complexity, lacking robust empirical validation, and underemphasizing contextual factors
like organizational culture or power dynamics. Nevertheless, it remains influential for
emphasizing that leadership is a relational, adaptive process not a static trait. (Gunter,
2019)
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Fig 44: Blanchard’s Situational Leadership Theory
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Situational Leadership is a dynamic and adaptive leadership approach that emphasizes
the need for leaders to continuously adjust their style in response to the evolving demands
of the organization, tasks, and most critically the development level of their employees.
Rather than adhering to a single leadership model, an effective Situational Leader
demonstrates five core competencies: insight to accurately assess employee needs and
readiness; flexibility to shift seamlessly between directive, coaching, supportive, and
delegating behaviors; trust, built through consistency and responsiveness; strong problem-
solving skills, applying the most contextually appropriate style to each challenge; and a
coaching mindset, enabling them to foster growth by aligning leadership strategies with
individuals’ competence and commitment. In today’s volatile business environment, this
responsiveness ensures leadership remains relevant, empowering, and goal-oriented.
2.5.3.Path-Goal Theory: Developed by Robert House (1971, revised 1996), Path-Goal
Theory is a contingency-based leadership model rooted in expectancy theory of
motivation. It posits that a leader’s primary role is to enhance subordinate motivation and
performance by: clarifying the path to valued goals, and removing obstacles along the way
hence the name path-goal. (Robert , 1996)

Fig 45: Path-Goal Theory of Leadership
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= Core Premise: Effective leadership is contingent on the leader’s ability to match
their behavior to follower characteristics and task demands thereby increasing
employees’ belief that effort will lead to performance (expectancy), performance to
rewards (instrumentality), and rewards to personal needs (valence). Four Leadership
Behaviors, House identified four flexible leadership styles; the most effective one
depends on the situation:
Table 21: Leadership Styles
Style When It’s Most Effective Key Actions
Directive Tasks are ambiguous, complex, | Provide clear instructions, set goals,
or unstructured; subordinates clarify expectations, establish rules.
lack experience.
Supportive Tasks are structured but Show concern for well-being, be
stressful, boring, or frustrating. | approachable, foster friendly climate.
Participative Subordinates are experienced, | Consult employees, integrate

autonomous, and value suggestions, encourage shared
involvement. decision-making.
Achievement- | Subordinates are competent Set challenging goals, express
Oriented and motivated; tasks allow for | confidence, emphasize high
excellence. performance standards.

Path-Goal Theory identifies four adaptive leadership behaviors, each suited to specific
follower and task contexts: Directive leadership involves clearly instructing subordinates on
what to do, how to do it, and when to complete it establishing unambiguous rules and
expectations, much like the “telling” style in Situational Leadership; Supportive leadership
focuses on fostering a warm, friendly, and approachable environment, demonstrating genuine
concern for subordinates’ well-being and making work more pleasant and less stressful;
Participative leadership adopts a collaborative approach by actively involving subordinates in
decision-making soliciting their ideas, valuing their input, and integrating feedback before
finalizing choices; and Achievement-oriented leadership inspires excellence by setting
challenging performance standards, expressing confidence in subordinates’ capabilities, and
encouraging continuous improvement toward ambitious goals. Together, these styles
underscore the theory’s core principle: effective leadership is not fixed, but contingent on
diagnosing and responding to the motivational and situational needs of followers.

Fig 46: House's Path-goal Theory of Leadership
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2.5.4. Vroom-Yetton decision model: (1973, revised as Vroom-Yetton-Jago, 1988)
Developed by Victor Vroom and Philip Yetton, and later refined with Arthur Jago, this
normative model helps leaders determine the most appropriate decision-making style based on
situational demands balancing decision quality, commitment, and time efficiency. Unlike
trait- or behavior-based theories, it focuses on how decisions are made not who makes them
or their personal style. (Victor & Vroom, 1973)

Consultative #
(c2) %
Autocratic
(A1) ] '

Collaborative
(G2)

= Advantages of the Vroom Yetton Decision Making Model:

= Structured Framework: The model provides a clear and structured framework for
decision-making, helping leaders choose the most appropriate decision-making style
based on the situation.

= Flexibility: It allows leaders to adapt their decision-making style according to the
complexity and urgency of the problem, the need for team involvement, and the
significance of team commitment.

» Increased Efficiency: By guiding leaders on when to involve team members and
when to make decisions independently, the model can enhance decision-making
efficiency, reducing the time and resources spent on unnecessary consultations.

= Enhanced Team Commitment: Involving team members in decision-making can
increase their commitment to the decision and its implementation, as they feel their
opinions and expertise are valued.

= Improved Decision Quality: By leveraging the knowledge and expertise of team
members, especially in more complex or specialized situations, the model can lead to
higher quality decisions.

» Reduced Risk of Conflict: The model helps in managing the participation level of
team members, which can reduce the risk of conflicts arising from either excessive
involvement or lack of involvement.

= Scalability: The model can be applied to decisions of varying scales, from small
operational decisions to large strategic ones, making it versatile for different
organizational levels.

= Clarity in Roles: It clarifies the roles and expectations of both leaders and team
members in the decision-making process, fostering a more transparent and cohesive
environment.

= Core Idea: The model assumes that no single decision-making approach (autocratic,
consultative, and group-based) is universally optimal. Instead, leaders should diagnose
the situation using seven contingency variables, then follow a decision tree to select one
of five leadership styles:

Autocratic
(A2)

%

Consultative
(c1)
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Style Description When to Use
Al — Autocratic | Leader makes decision alone, | Urgent  decisions; high
using available information. expertise; low stakeholder
impact.
All — Autocratic 11 Leader obtains information | Subordinates hold key data;

from subordinates (without | leader retains full control.
revealing the problem), then
decides alone.
CIl — Consultative 1 Leader consults subordinates | Need diverse input; but
individually, and then decides | consensus or speed is not
possibly incorporating input. critical.
Cll — Consultative Il | Leader consults subordinates | Problem is complex; group
as a group, and then decides. expertise is valuable;
commitment matters.
GIl - Group 11 Leader  facilitates group | High need for buy-in; shared
discussion; decision is made by | accountability; complex,
CONsensus or majority. unstructured problems.
Source: (creately, 2024)
The Vroom-Yetton Decision-Making Model (1973, later expanded as VVroom-Yetton-Jago,
1988) proposes a contingency-based framework for selecting the most appropriate
leadership decision style, emphasizing that effectiveness depends on situational factors not a
one-size-fits-all approach. The model outlines five distinct decision-making styles, each
calibrated to balance decision quality, subordinate commitment, and time efficiency:

» Autocratic 1 (Al): The leader makes the decision independently, using only the
information already available. This style is optimal when the leader has sufficient
expertise, time is limited, and team buy-in is unnecessary for implementation.

» Autocratic 1l (A2): The leader still decides alone, but first collects specific
information from subordinates without revealing the problem or involving them in
analysis. This is appropriate when the leader lacks critical data but retains full
authority and responsibility.

» Consultative 1 (C1): The leader consults subordinates individually, seeking their
perspectives and suggestions before rendering a final decision. This approach
supports informed, leader-owned decisions while respecting individual input ideal
when diverse viewpoints are valuable but consensus is neither feasible nor required.

» Consultative 11 (C2): Similar to C1, but consultation occurs with the group as a
whole. The leader convenes team discussions to gather collective insights, then
integrates this input into a unilateral decision. This enhances decision quality and
fosters inclusion, particularly when group expertise or early buy-in matters.

» Group Il (G2): Decision-making is shared; the leader facilitates a collaborative
process aimed at reaching consensus or majority agreement. This style is best suited
when both decision quality and high levels of commitment are essential such as in
complex, unstructured problems or when implementation depends on collective
ownership.

Together, these five styles form a flexible continuum from highly centralized to fully
participative enabling leaders to strategically align their decision process with contextual
demands. Rather than prescribing a “best” style, the model equips leaders with a diagnostic
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tool to ask: “Given this problem, these people, and this environment how should I decide?”,
while modern applications often simplify the original decision tree for usability, the core
insight endures: effective leadership requires intentional adaptability in how decisions are
made.
= Questions to Determine the Decision-making Style: Making decisions in a business
context requires a careful assessment of the outcome and the information at hand. Two
critical questions in the Vroom-Yetton decision making model are:
Fig 47: Questions the Vroom Yetton Decision Making Model Framework Asks

L

Source: (creately, 2024)

= |s the outcome critical? This involves evaluating the necessity of technical or rational
grounds for selecting among different options. If the decision impacts key business
operations or strategic goals, a thorough and rational assessment becomes paramount.

= Do | have sufficient information? Here, leaders need to scrutinize the accuracy and
sufficiency of available information. A well-informed decision is pivotal for achieving
desirable outcomes, and inadequate data can lead to suboptimal decisions.

= |s the problem structured? Determining if alternative courses and evaluation methods
are clearly defined helps in simplifying the decision-making process. A structured
problem allows for more straightforward analysis and solution generation.

= |s acceptance by subordinates critical? For effective implementation, understanding
the importance of subordinate buy-in is crucial. If the team’s acceptance is critical for
successful execution, the decision-making approach should involve more
collaboration.

= Would my decision be accepted if made alone? Assessing the likelihood of
subordinate acceptance when deciding autocratically can prevent resistance and ensure
smoother implementation.

= Do subordinates share organizational goals? Ensuring that team members are
aligned with the organizational objectives fosters unity and supports decision
legitimacy.
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= s conflict among subordinates likely? Considering potential conflicts helps in
devising strategies to mitigate disputes and promote cohesive decision-making.

Addressing these seven key questions aids leaders in choosing the most appropriate decision-
making style and refining their approach. Tools like Creately can assist in visualizing these
factors, facilitating more informed and collaborative decisions.

3. Japanese Management Theory: Japanese Management Theory” is not a single formal
theory, but a set of philosophies, practices, and cultural norms that emerged in post-WW!1I
Japan particularly in large keiretsu corporations (e.g., Toyota, Sony) and gained global
attention in the 1970s—1980s for driving Japan’s economic “miracle.” It emphasizes long-term
orientation, collective harmony, continuous improvement, and human-centered production in
contrast to the more individualistic, short-term, and efficiency-driven American model.

3.1. Key Characteristics (The Japanese Model): (Trey, 1994)

e Lifetime Employment (Shiishin Koyd): Core employees (typically male, in large
firms) enjoy near-guaranteed job security until retirement fostering loyalty,
organizational identification, and long-term skill development.

e Seniority-Based Promotion & Pay (Nenkdo Joretsu): Advancement and
compensation correlate strongly with age and tenure not just performance reinforcing
stability and group cohesion over individual competition.

e Enterprise Unions (Kigyobetsu Kumiai): Unions are organized by company, not by
trade or industry aligning worker and firm interests and minimizing adversarial labor
relations.

e Consensus Decision-Making (Ringi Seido): Proposals move upward through
hierarchical levels via formal circulation (ringi), incorporating input at each stage
ensuring buy-in and reducing top-down imposition.

e Continuous Improvement (Kaizen): Small, incremental, employee-driven
improvements in processes, quality, and efficiency embedded in daily work, not
reserved for specialists.

e Total Quality Management (TQM) & Just-in-Time (JIT): Quality is everyone’s
responsibility (TQM); inventory is minimized via JIT production both requiring high
trust, coordination, and worker involvement.

e Team-Based Work & Cross-Training: Emphasis on group problem-solving (e.g.,
Quality Circles), flexibility, and multi-skilling enhancing adaptability and mutual
support.

3.2. Japanese Concepts for Business Process: Japan has provided the world with a
treasure trove of management concepts. These concepts have travelled all over the world and
reserved solid places in some of the most successful organizations in history. This blog
highlights six such enormously popular Japanese concepts that have helped and continue to
help organizations improve their business processes and operations.
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Fig 48: 6 Japanese Concepts for Business Process
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3.2.1.Kaizen (Continuous Improvement): Kaizen emphasizes making small, incremental
improvements over time to achieve long-term goals. It encourages routine, step-by-step
enhancements in processes, reducing waste (e.g., defects, delays, and overproduction) and
improving efficiency. While powerful for sustained growth, it’s not always suitable for

urgent or one-time fixes.

Fig 49: Kaizen (Continuous Improvement)
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At the heart of Japanese workplace culture lays the concept of Kaizen. Kaizen when
loosely translated means to "change for the better” or as commonly said, "Continuous
improvement.” It is a simple philosophy that encourages employees and workers at all levels
of a business ladder to constantly seek ways to enhance their work processes, no matter how
small the improvement may be. Kaizen delivers multifaceted benefits by boosting employee
morale and engagement through inclusive, continuous improvement efforts; reducing waste
and operational costs by systematically eliminating inefficiencies; enhancing product and
process quality and consistency; fostering a collaborative culture where teams work together
toward shared goals; encouraging bottom-up innovation as frontline employees contribute
practical ideas; accelerating Lean transformation by embedding improvement into daily
routines; and ultimately increasing organizational agility and responsiveness to evolving

market and customer needs.
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3.2.2.5S (Workplace Organization): 5S consists of five steps: Sort (remove unnecessary
items), Straighten (organize essentials for easy access), Shine (clean and maintain
hygiene), Standardize (establish consistent procedures), and Sustain (maintain discipline
over time). It enhances productivity and process clarity but may risk stifling innovation if
applied too rigidly.

Fig 50: 5S Strategy for Workplace Effectiveness
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The 5S methodology significantly enhances workplace efficiency and productivity by
systematically reducing waste: Sort eliminates clutter and unused items, freeing up space;
Set in Order organizes essential tools and materials ergonomically and accessibly, saving
time and reducing fatigue; Shine ensures cleanliness and equipment maintenance, enabling
early problem detection; Standardize establishes consistent practices and layouts to improve
quality and eliminate process variation; and Sustain embeds these habits through discipline
and routine reinforcement resulting in a safer, more efficient, and higher-performing work
environment. The 5S system is highly adaptable across industries, delivering value far
beyond its manufacturing origins: in manufacturing, it streamlines production, reduces
downtime, and enhances quality through physical organization (e.g., shadow boards, audits,
and digital inventory tracking); in non-manufacturing settings such as offices, hospitals, and
schools it improves efficiency by organizing information (e.g., standardized digital filing),
optimizing workspaces, and clarifying administrative workflows; in project management, 5S
supports better document control, meeting discipline, and resource allocation; and in
inventory management, it minimizes search time and prevents stock imbalances through
standardized labeling and regular audits demonstrating that its success hinges on tailoring
the five principles (Sort, Set in Order, Shine, Standardize, Sustain) to each sector’s unique
challenges and operational context.

e Breakdown of Each 'S Component:

» Sort (Seiri): The first “S,” Sort, involves reviewing all items in a workspace and
removing anything unnecessary based on criteria such as frequency of use, purpose,
condition, and quantity. Its goal is to eliminate clutter, free up space, and reduce safety
hazards. Successful sorting requires teamwork, visual aids (e.g., red tags for unused
items), and overcoming resistance by emphasizing the value of simplicity and
efficiency.
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Set in Order (Seiton): Set in Order focuses on organizing essential items for optimal
accessibility and workflow efficiency. This includes designating zones, applying
ergonomic principles (e.g., placing frequently used tools within easy reach), using
labeling and shadow boards, and maximizing space with modular storage. The result is
reduced search time, minimized motion waste, and a safer, more intuitive
environment.

Shine (Seiso): Shine goes beyond basic cleaning it’s about maintaining a consistently
clean, safe, and well-inspected workplace. Daily tasks (e.g., wiping surfaces, tool
cleanup) and weekly deep-cleaning (e.g., floor mopping, equipment checks) are
scheduled and shared among staff. Regular cleaning prevents equipment breakdowns,
supports quality control, and fosters pride and ownership in the workspace.
Standardize (Seiketsu): Standardize ensures consistency by turning the first three S’s
into repeatable routines. This is achieved through documented procedures, visual
standards (photos, checklists), color coding, labeling, and regular training.
Standardization embeds 5S into daily operations and reinforces accountability, making
adherence intuitive and measurable across teams and locations.

Sustain (Shitsuke): The final “S,” Sustain, is about long-term discipline and cultural
integration. It relies on leadership commitment, ongoing training, recognition
programs, visual reminders, and regular 5S audits. Feedback loops and continuous
improvement sessions help refine practices over time. Ultimately, Shitsuke transforms
5S from a project into a mindset ensuring lasting gains in efficiency, safety, and
workplace morale.

3.2.3. Gemba (Go to the Real Place): Gemba means observing and engaging directly
where value is created e.g., factory floors or service sites. Through “Gemba walks,” leaders
gain firsthand insights into operations, identify hidden problems, and strengthen team
engagement. Yet, it requires skilled leadership and time, and may slow operations if not
well-managed.

Fig 51: Key Steps to a Successful Gemba Walk
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e Key Steps to a Successful Gemba Walk: To make Gemba walks meaningful,
businesses should follow a structured approach. Here are the main steps: A meaningful
Gemba Walk a practice rooted in the Toyota Production System requires a structured,
respectful, and purpose-driven approach. First, clarify the objective: whether it’s
improving safety, reducing waste, understanding process flow, or supporting frontline
staff, a defined purpose ensures focus and relevance. Next, familiarize yourself with the
Gemba the actual place where value is created (e.g., production floor, service desk,
warehouse) including standard workflows and performance norms, so deviations
become visible. During the walk, observe thoughtfully: watch tasks unfold without
interruption, paying attention to work sequences, tool accessibility, ergonomics, and the
physical/emotional state of workers. Look for inconsistencies, delays, redundancies, or
signs of strain. Following observation, engage employees respectfully: ask open-ended
questions (e.g., “How do you approach this task?”, “What obstacles do you face?”) to
uncover hidden challenges and tap into their frontline expertise their insights are often
the richest source of improvement ideas. Finally, reflect, act, and follow up: analyze
patterns in your observations, co-create solutions with the team, implement targeted
changes, and revisit the area in future walks to assess impact. True Gemba is not a
performance audit, but a collaborative learning ritual one that affirms that real
knowledge resides where the work happens. (Tarlengco, 2025)

e Benefits of Gemba Walks: When conducted effectively, Gemba walks deliver
significant organizational benefits: they enable waste reduction by revealing
inefficiencies such as unnecessary motion, waiting, or overproduction; enhance
workplace safety through direct observation of unreported hazards, allowing proactive
mitigation; strengthen team relationships and morale by fostering trust and
demonstrating genuine respect for frontline employees’ expertise and experience;
support more informed, grounded decision-making by supplementing data with
firsthand, contextual insights; and ultimately reinforce a customer-centric mindset, as
process improvements at the operational level directly translate into higher quality,
faster delivery, and greater value for the end user all aligning daily work with the
organization’s core purpose.

eKey Principles of a Gemba Walk: A Gemba Walk is grounded in three core
principles: direct observation of work as it happens emphasizing firsthand experience
over secondhand reports; focus on value-adding locations, such as the production floor,
service counter, or any site where real work generates customer value; and active team
engagement, where leaders respectfully interact with frontline employees to understand
their challenges, gather insights, and co-create improvements embodying the spirit of
Kaizen (continuous, collaborative betterment). Together, these principles ensure that
Gemba Walks are not audits, but opportunities for learning, empathy, and meaningful
process enhancement.
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3.2.4. Poka-Yoke (Mistake-Proofing): Poka-Yoke involves designing processes to prevent
or immediately detect errors e.g., checklists, alerts, or physical safeguards. It improves
quality and reliability but depends on correctly identifying what could go wrong; misjudging
potential errors limits its effectiveness.

Fig 52: Poka-Yoke in Manufacturing

Poka Yoke

principle

_______ e Competitive advantage

e Understanding Poka-Yoke: Error-Proofing in Practice: Poka-Yoke, a Japanese
term meaning “mistake-proofing” or “inadvertent error prevention,” is a foundational
concept in lean manufacturing and quality management, pioneered by industrial
engineer Shigeo Shingo in the 1960s as part of the Toyota Production System (TPS). At
its core, Poka-Yoke is a proactive design philosophy that seeks to eliminate defects at
the source by making it impossible or at least highly difficult for human or system
errors to occur during production or service delivery. Rather than relying on post-hoc
inspection (which only finds defects), Poka-Yoke prevents them, aligning with the lean
principle of building quality in rather than inspecting quality in. (Mathew , 2023)

e Core Principles: Poka-Yoke rests on three interrelated principles. First, prevention
over detection: it shifts quality assurance from reactive control (e.g., final QA checks)
to upstream process design addressing root causes such as ambiguous instructions, poor
ergonomics, or unclear standards. Second, simplicity and reliability: effective Poka-
Yoke devices are low-cost, intuitive, and require minimal maintenance often leveraging
physical constraints or visual feedback rather than complex technology. Third,
immediate error recognition: when a deviation occurs, the system provides instant,
unambiguous feedback (e.g., a buzzer, a stoppage, a color change), enabling real-time
correction before the defect propagates, thus preserving flow and reducing waste.

e Types of Poka-Yoke Mechanisms: Practically, Poka-Yoke solutions fall into three
categories. Visual cues such as color-coded parts, shadow boards, labeled bins, or
directional arrows reduce cognitive load and guide correct action through intuitive
design. Physical and mechanical devices like jigs, fixtures, asymmetrical connectors, or
keyed slots ensure parts can only be assembled one way, making errors physically
impossible (e.g., USB-C’s reversible design is a consumer-grade Poka-Yoke). Sensor-
based systems employ automation photoelectric sensors, torque limiters, or vision
systems to detect misalignments, missing components, or out-of-spec conditions,
triggering automatic halts or alerts. Critically, all types aim to support the worker, not
replace judgment turning routine tasks into error-resistant processes.
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e Organizational Benefits of Poka-Yoke: The implementation of Poka-Yoke yields
significant operational and cultural advantages. Most visibly, it enhances product
quality and reliability, directly increasing customer satisfaction and brand reputation
while reducing returns, recalls, and warranty liabilities. Economically, it drives cost
savings by minimizing scrap, rework, inspection labor, and downtime transforming
quality from a cost center into a value driver. Operationally, it improves efficiency and
throughput, as workers spend less time troubleshooting and more time on value-adding
activities. Equally important, Poka-Yoke fosters a culture of continuous improvement
(Kaizen) and psychological safety: by depersonalizing errors (framing them as system
failures, not individual failures), it encourages frontline workers to identify and solve
problems without fear of blame making quality a shared, empowered responsibility.
3.2.5 Kanban (Visual Workflow Management): Kanban uses visual tools (e.g., boards,
cards, digital dashboards) to map and track workflow, improving transparency,
prioritization, and responsiveness. It thrives when paired with well-designed SOPs and
stable, mature processes but struggles in chaotic or poorly defined environments.
Fig 53: Kanban Project Management
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e Kanban Project Management: A Lean & Agile Approach to Workflow
Optimization: Originating in the Toyota Production System and later adapted for
knowledge work, Kanban is a visual, pull-based methodology that emphasizes
continuous flow, transparency, and incremental improvement. Rather than imposing
rigid roles or fixed iterations (as in Scrum), Kanban builds on existing processes making
it highly adaptable across industries, from manufacturing and healthcare to software
development and public administration. At its core, Kanban operates through two
pillars: visualization and flow management. Work is represented on a Kanban board
with columns (e.g., To Do, In Progress, Done), and individual tasks are tracked via
cards that move across stages. This simple yet powerful visualization enhances team
alignment, exposes bottlenecks in real time, and fosters shared situational awareness.
Critically, Kanban enforces Work-in-Progress (WIP) limits capping the number of
active tasks per stage to prevent overload, reduce multitasking, and accelerate task
completion. (Nadja & Talib , 2021)

e Guided by four foundational principles start with what you do now, pursue
incremental change, respect current roles, and encourage leadership at all levels and six
core practices (e.g., make policies explicit, implement feedback loops, improve
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collaboratively), Kanban cultivates a culture of psychological safety and collective
problem-solving. Teams become empowered to experiment, reflect, and refine their
workflows using data-driven metrics such as lead time, cycle time, and throughput,
often visualized via cumulative flow diagrams or cycle time scatter plots.

e Benefits of Kanban Project Management: Key benefits include enhanced project
visibility, increased efficiency (by reducing waste and context-switching), and greater
adaptability to changing priorities all while minimizing disruption. In software
development, Kanban supports agile values without prescriptive ceremonies; in lean
manufacturing, it reinforces just-in-time production and demand-driven flow.
Ultimately, Kanban is more than a tool it’s a mindset: one that trusts teams, values
sustainability over speed, and sees process improvement not as a project, but as an
ongoing practice. For organizations seeking agility without chaos, Kanban offers a
humane, pragmatic, and highly effective path forward.

4. Management by Objectives (MBO): Management by Objectives (MBO) is a
strategic management approach in which organizational goals are collaboratively
defined by managers and employees, and progress is systematically monitored and
evaluated against these pre-established objectives. Developed and popularized by
Peter Drucker in the 1950s, MBO emphasizes participative goal-setting, clear
performance metrics, and alignment of individual objectives with organizational
mission and strategy.

Fig 54: Peter F. Drucker (1909-2005)
Management By Objectives

4.1. Definitions of Management by Objectives (MBO): Here are several clear and
academically appropriate definitions of Management by Objectives (MBO), reflecting
different perspectives and sources: (Develi, 2023)
* Drucker’s Original Definition (1954): "Management by Objectives is a
comprehensive managerial system that integrates many key managerial activities in a
systematic manner, aimed at the effective and efficient achievement of organizational
objectives through the motivational and participative involvement of organizational
members in goal-setting and performance evaluation."
= General Academic Definition: "MBO is a goal-oriented management process in
which superiors and subordinates jointly identify common organizational goals, define
each individual’s major areas of responsibility in terms of expected results, and use these
measures as guides for operating the unit and assessing individual contribution."
= QOperational Definition (Performance Focus): "A participative, results-driven
approach where organizational objectives are translated into specific, measurable targets
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at all levels, and employee performance is periodically reviewed against these pre-agreed

objectives."”

= Human Resources Perspective: "A performance management system that emphasizes

employee involvement in setting personal work goals aligned with organizational

strategy, thereby enhancing motivation, accountability, and development.”

= Systems-Oriented Definition: "MBO is an integrative management methodology that

links planning, organizing, motivating, and controlling functions through a cyclical

process of collaborative goal formulation, implementation, and evaluation.”

= Concise Textbook Definition: "Management by Objectives (MBO) is a systematic,

participatory process of establishing hierarchical objectives that are agreed upon by

managers and employees, monitored over time, and used as a basis for performance

appraisal.”

= Critical/Contemporary View: "While traditionally defined as a rational, consensus-

based goal-setting system, MBO can also be understood as a discursive management

practice that codifies expectations, legitimizes control, and shapes organizational identity

through the language of shared objectives."

4.2. Managing by Objectives: How the MBO approach works: The MBO method
works in five steps: (Islam & Victor , 2022)

= Establish Organizational Objectives: The process begins with senior management
defining the organization’s overarching goals typically articulated through a clear
vision, mission statement, and short- to medium-term strategic objectives. These
provide direction and serve as the foundation for aligning efforts across all levels of the
organization.
= Cascade and Co-Create Individual Objectives: Organizational goals are then
translated into specific, individual objectives through collaborative discussions between
managers and employees. Crucially, these objectives should adhere to the SMART
criteria (Specific, Measurable, Achievable, Relevant, Time-bound) to ensure clarity and
feasibility. In one-on-one meetings, responsibilities, expected outcomes, timelines, and
required resources are jointly agreed upon ensuring each employee understands how
their role contributes to broader organizational success.
= Monitor Progress Continuously: While employees are empowered to work
autonomously toward their goals, regular progress reviews are essential. Managers use
performance dashboards, project management tools, or periodic check-ins to track key
performance indicators (KPIs) and identify potential deviations early. This fosters
accountability without micromanagement.
= Deliver Constructive Feedback: Ongoing and formal performance appraisals are
integral to MBO. Feedback sessions allow managers to recognize achievements, address
challenges, and support professional development. When delivered effectively,
feedback strengthens manager employee relationships, enhances engagement, and
guides continuous improvement.
= Recognize and Reward Achievement: The cycle concludes with the evaluation of
results and the recognition of performance. Rewards both intrinsic (e.g., public
acknowledgment, increased autonomy) and extrinsic (e.g., bonuses, promotions,
additional leave) reinforce desired behaviors and motivate employees for the next
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planning cycle. This recognition not only validates effort but also sustains long-term

commitment to organizational goals.

Fig 55: MBO Process
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4.3. Advantages and disadvantages of management by objectives: As revolutionary as
Management by Objectives was in the management world in the 1950s, the model has
since faded. More and more companies are trying new management styles. If you take a
look at the pros and cons of MBO, it very quickly becomes clear why this is the case.

Pros of MBO Cons of MBO
Management by Objectives is in itself a| On the other hand, Management by
sound management method because it... Objectives also has some significant

= Increases the personal responsibility of
employees everyone can decide for
themselves how they will achieve specific
goals.

= Focuses on goals and the contribution that
each individual makes to the overall success
of a company.

= promotes productivity by making all team
members aware of the importance of their
work through personal goals

=Creates promotion  opportunities
dedicated employees.

» Manages expectations. Everyone knows
their role and responsibilities within the team
= makes the monitoring of performance and
success easier; after all, all goals are
specifically stated in measurable terms or
objective standards

for

shortcomings. When working according to
MBO...

= the pressure to perform increases because
the objectives set must be met at 100 percent
= The focus is only on achieving objectives
and the associated monetary reward. It is
easy to lose sight of the "big picture”

= goals are "imposed” on employees in a
top-down manner - participation and co-
determination in the goal-setting process are
sought in vain

= goals are set conservatively, i.e. only high
enough to be attainable - after all, it's all
about salary increases and bonuses, the desire
for more is easily lost

= There is no transparency - only managers
and the employees responsible know what
targets they agreed on with each other.

= Target setting is usually done for one year
because of the large amount of coordination
required (many individual meetings),
spontaneous course corrections are therefore
hardly possible.

Source: (mooncamp, 2025)
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LECTURE 9: ADMINISTRATIVE LEADERSHIP IN WORK ORGANIZATIONS

> Objective of Lecture 9: By the end of this lecture, students will be able to:
= Define administrative leadership and distinguish it from general leadership
and management.
= Analyze the evolution of leadership theories from the Great Man and Trait
approaches to behavioral, situational, and contemporary models with
attention to their sociological and organizational implications.
= Examine the interplay between leadership, organizational culture, power,
and authority, particularly in bureaucratic and post-bureaucratic settings.
= Evaluate how leadership practices reflect and shape power relations,
legitimacy, and resistance within formal organizations.
= Critically assess the relevance of classical and modern leadership
frameworks in diverse organizational contexts (public, private, non-profit,
global).
> Prerequisite Knowledge: Students are expected to have:
= A foundational understanding of core sociological concepts (e.g., power,
authority, bureaucracy, social structure).
= Familiarity with Max Weber’s theory of bureaucracy and types of legitimate
authority.
= Basic knowledge of organizational theories (e.g., classical, human relations,
systems perspectives).
= Prior exposure to key themes in the sociology of organizations, such as
formal vs. informal structures, organizational culture, and control
mechanisms.
< INTRODUCTION:

Administrative leadership occupies a critical nexus between structure and agency in
modern organizations. Unlike generic leadership models that emphasize charisma or vision,
administrative leadership is rooted in the realities of formal organizations where decision-
making must navigate rules, accountability, public interest (especially in the public sector),
and institutional constraints. This lecture explores leadership not as the exercise of individual
heroism, but as a situated, relational, and often contested practice embedded in organizational
routines, power hierarchies, and cultural norms. Drawing on classical (Weber, Selznick) and
contemporary perspectives, we will interrogate how administrative leaders balance efficiency
with equity, stability with innovation, and control with empowerment while remaining
responsive to stakeholders, ethical imperatives, and the ever-shifting demands of complex
institutional environments.
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1. Conceptual Foundations of Administrative Leadership
This unit establishes the theoretical and intellectual groundwork for understanding
leadership within formal work organizations. It moves beyond common-sense notions to
situate leadership within historical, functional, and sociological frameworks.
1.1. Definitions and Distinctions: Leadership vs. Management: While often used
interchangeably, leadership and management represent distinct though complementary
functions in organizations:

e Management is primarily concerned with stability, control, and efficiency. It involves
planning, organizing, coordinating resources, monitoring performance, and
maintaining systems (e.g., budgets, procedures, hierarchies). As Peter Drucker noted,
"Management is doing things right."”

e Leadership, by contrast, centers on vision, influence, and change. It entails setting
direction, inspiring commitment, mobilizing people toward shared goals, and fostering
innovation or adaptation. As John Kotter emphasized, "Leadership is doing the right

things."

Dimension Management Leadership

Focus Processes, structure, control People, vision, change

Orientation Short- to medium-term Long-term & strategic

Authority Source | Formal position (legitimate | Personal influence, credibility
power)

Core Activity Problem-solving, execution Sense-making, meaning-creation

Source: (David , 2017)
1.2. Historical Evolution of Leadership Thought: Leadership theory has evolved through
distinct phases, reflecting changing societal, economic, and organizational contexts:
1.2.1. Great Man Theory (19th c.): Leadership is innate reserved for heroic, charismatic
individuals (e.g., military or political figures). Biologically and culturally deterministic.
Fig 56: Key features of the Great Man Theory of Leadership
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e The Great Man Theory emerged in the 19th century, largely influenced by historian
and philosopher Thomas Carlyle (1795-1881). In his lectures On Heroes, Hero-
Worship, and the Heroic in History (1841), Carlyle asserted: "The history of the world
is but the biography of great men." According to this theory, leadership is innate, not
learned great leaders are born, not made. These “great men” (as the theory exclusively
focused on men) possess extraordinary, often heroic or charismatic qualities that
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enable them to rise during critical moments in history and shape the course of nations,
armies, or societies. Leadership, in this view, is a rare gift bestowed upon a select few
by nature or divine will. (Miller, 2022)
e The core principles of the Great Man Theory assert that leadership is inherently
inborn rooted in innate traits such as courage, intelligence, decisiveness, and charisma,
rather than acquired through learning or experience; that great leaders emerge
predominantly during moments of societal crisis (e.g., war or revolution), where their
unique qualities enable them to seize control and steer history; that such leaders are
exceptional and irreplaceable, with their absence presumed to drastically alter or even
halt historical progress; that the theory embraces a deterministic worldview,
prioritizing the impact of elite individuals over broader social, economic, or collective
forces, and reflecting both biological determinism (superior genetic endowment) and
cultural determinism (societal glorification of heroism and authority); and finally, that
it rests on deeply gendered and elitist assumptions, largely excluding women and
marginalized groups by equating leadership with masculinity, aristocracy, or military
prowess. (Bert, 2015)
e Despite its historical prominence, the Great Man Theory has been widely
discredited in contemporary scholarship due to multiple fundamental flaws: it lacks
empirical support, as research including twin and longitudinal studies demonstrates
that leadership skills can be learned and developed rather than being purely innate; it
ignores the critical role of context historical, economic, political, and organizational in
enabling or constraining leadership, exemplified by how Hitler’s rise was shaped more
by post-WWI German conditions than by individual “greatness”; it neglects followers’
agency, portraying them as passive rather than active participants who legitimize,
resist, or co-construct leadership; it is androcentric and culturally biased,
marginalizing women and non-Western leadership paradigms (e.g., communal,
servant, or consensus-based models) while reinforcing patriarchal and ethnocentric
norms; it risks romanticizing authoritarian power and charismatic dominance often at
the expense of ethical scrutiny or democratic accountability; and it proves largely
irrelevant to modern organizations, which increasingly require collaborative, adaptive,
inclusive, and distributed forms of leadership rather than top-down, heroic
individualism.

1.2.2. Trait Theory (Early 20th c.): Attempted to identify universal personality traits of

leaders (e.g., intelligence, confidence). Largely discredited due to lack of consistency

across contexts.
e Trait Theory emerged in the early 20th century (1920s-1940s) as the first
systematic, research-based attempt to understand leadership scientifically. Building on
yet seeking to move beyond the romantic assumptions of the Great Man Theory, Trait
Theory proposed that effective leaders possess a distinct set of innate personality traits
or characteristics that differentiate them from non-leaders. Early researchers (e.g., in
the U.S. Army and industrial psychology) aimed to identify a universal "leadership
profile™ through empirical observation and psychometric testing hoping to predict
leadership potential and improve selection processes in military, educational, and
organizational settings. While initially promising, the theory was later challenged and
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largely discredited by the 1950s—60s, especially after Ralph Stogdill’s (1948, 1974)
influential reviews showed weak and inconsistent correlations between traits and
leadership effectiveness across contexts.

e Trait Theory posits that leadership is fundamentally linked to a set of stable,
measurable personal characteristics such as intelligence, self-confidence,
determination, sociability, integrity, and emotional stability that predispose individuals
to assume and succeed in leadership roles; while less rigidly deterministic than the
Great Man Theory, it still largely treats these traits as innate or formed early in life,
rather than as competencies developed through experience and learning; it assumes the
existence of a universal leadership profile, suggesting that effective leaders
consistently exhibit the same core traits across diverse contexts (e.g., being more
intelligent, extroverted, or decisive than non-leaders); and based on this assumption, it
promotes trait-based selection and development practices such as personality
assessments and targeted leadership training programs as tools for identifying and
nurturing potential leaders within organizations.

Fig 57: Examples of fine leadership traits
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+ Effective leadership is underpinned by a constellation of interrelated traits and
competencies: critical thinking enables leaders to analyze information objectively,
consider diverse perspectives, and make rational, collective decisions; deep knowledge
particularly in domains like business, finance, and strategy provides the foundation for
sound judgment and credibility; flexibility and adaptability allow leaders to navigate
uncertainty, embrace change, and model resilience for their teams; charisma fosters
inspiration, motivation, and strong strategic communication; confident flamboyance
manifested in bold risk-taking, assured interpersonal engagement, and self-belief
enhances influence and decisiveness; the ability to initiate distinguishes leaders as
proactive innovators who drive change rather than follow trends; and emotional
intelligence encompassing self-regulation, empathy, and the capacity to channel emotions
constructively ensures not only personal composure but also the ability to connect with,
understand, and uplift others. Together, these qualities form a holistic leadership profile

that balances rationality, relational sensitivity, and dynamic agency.
1.2.3.Behavioral Theories (1940s-50s): Shifted focus to what leaders do e.g., Ohio State &

Michigan studies distinguishing task-oriented vs. people-oriented behaviors.

e Emerging in the 1940s-1950s, Behavioral Theories marked a pivotal shift in
leadership research from asking “Who is a leader?” (trait-based focus) to “What do
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effective leaders actually do?” Rather than attributing leadership to innate qualities,
behavioral theorists argued that leadership is a set of observable, learnable behaviors
that can be studied, categorized, and taught. This perspective was significantly
advanced by two landmark research programs: The Ohio State University Studies
(1945-1950s), led by Ralph Stogdill and colleagues, The University of Michigan
Studies (late 1940s-1950s), led by Rensis Likert and colleagues. Both used surveys
and observational methods to identify recurring patterns in leader behavior across
military, industrial, and educational settings laying the groundwork for training
programs and leadership development.

e Behavioral theories of leadership, developed primarily in the 1940s-1950s, assert
that leadership is not innate but learned emphasizing that effective behaviors can be
acquired through training, experience, and feedback thus challenging earlier trait-
based determinism; research, notably from Ohio State and Michigan studies,
converged on two core, independent behavioral dimensions: task-oriented (or initiating
structure / production-centered) leadership, which focuses on goal-setting, role
clarification, and operational efficiency, and people - oriented (or consideration /
employee - centered) leadership, which prioritizes trust-building, empathy,
participation, and relational support; subsequent models, such as Blake and Mouton’s
Managerial Grid (1964), advocated for behavioral flexibility and balance arguing that
the most effective leaders demonstrate high concern for both people and production; a
key strength of this approach is its focus on observable, measurable actions (e.g.,
active listening, recognition, clear delegation), making leadership development more
systematic and evidence-based; although slightly predating the main wave, Lewin’s
experimental work (1939) is often integrated, identifying three leadership styles
autocratic (directive, centralized), democratic (participative, collaborative), and
laissez-faire (passive, uninvolved) with democratic leadership generally associated
with higher group satisfaction, cohesion, and sustained performance. (Chatterton,
2016)

Fig 58: Behavioral Theories
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e Behavioral theories of leadership face several key criticisms: foremost, they largely
ignore situational context, assuming a universally optimal style (e.g., high task + high
people orientation), while neglecting how effectiveness varies with factors such as task
complexity, team maturity, organizational culture, or crisis conditions ultimately
catalyzing the rise of contingency theories (e.g., Fiedler’s model, Hersey—Blanchard’s
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situational leadership); they also oversimplify leadership by reducing it to just two
behavioral dimensions, thereby overlooking vital aspects like vision articulation,
ethical judgment, strategic foresight, and conflict management; their predictive
validity is limited, as observed behaviors may correlate with short-term satisfaction or
productivity but fail to ensure long-term organizational resilience or innovation;
further, they exhibit cultural and structural blind spots, as foundational studies were
conducted predominantly in Western, industrial, hierarchical settings raising concerns
about applicability in collectivist cultures or agile, flat, knowledge-driven
organizations; finally, they present a static view of behavior, treating leadership styles
as fixed rather than dynamic, adaptive practices, thus underestimating the roles of
learning, reflection, and context-sensitive responsiveness in effective leadership.

1.2.4. Contingency/Situational Theories (1960s—70s): Argued effectiveness depends on

context (e.g., Fiedler’s model, Hersey—Blanchard’s Situational Leadership). Leadership is

not "one-size-fits-all."
e Emerging in the 1960s-1970s, contingency and situational theories represent a
paradigm shift in leadership thought: there is no single “best” way to lead
effectiveness depends on the interaction between the leader, followers, and the
situational context. These theories reject Universalist assumptions (from Trait and
Behavioral theories) and instead argue that successful leadership requires fit or
alignment between leadership style and environmental demands. Two foundational
models dominate this era: Fiedler’s Contingency Model (1967), which posits that
leadership effectiveness is determined by the match between a leader’s fixed style and
situational control, Hersey and Blanchard’s Situational Leadership Theory (SLT)
(1969, revised 1977), which emphasizes that leaders should adapt their style based on
the maturity or readiness of their followers. Both reflect a growing recognition in post-
war organizational research that leadership is a relational and contextual process, not a
set of static traits or behaviors. (Ary & Rizky, 2020)
e Contingency and situational leadership theories assert that leadership effectiveness
is contingent no single style is universally optimal; instead, success depends on
contextual variables such as task structure, leader—-member relations, and positional
power (in Fiedler’s model) or follower competence and commitment (in Hersey—
Blanchard’s framework); Fiedler identified three key dimensions of situational
favorableness leader—-member relations (trust and rapport), task structure (clarity and
routineness), and position power (formal authority) and classified leaders, via the
Least Preferred Coworker (LPC) scale, as either task-motivated or relationship-
motivated, arguing that performance peaks when a leader’s fixed style aligns with the
situation; in contrast, Hersey and Blanchard’s Situational Leadership Theory (SLT)
proposes four adaptive styles S1: Telling/Directing (high task, low relationship) for
low-readiness followers; S2: Selling/Coaching (high task, high relationship) for those
with willingness but limited ability; S3: Participating/Supporting (low task, high
relationship) for capable but insecure followers; and S4: Delegating (low task, low
relationship) for highly ready individuals emphasizing that leaders can and should flex
their approach; both approaches prioritize diagnosis before action, requiring leaders to
assess contextual and follower-specific factors rather than rely on habitual behaviors,
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and adopt a pragmatic, prescriptive orientation, offering practical, teachable
frameworks such as “evaluate readiness, then select the appropriate style” to guide
leadership development and decision-making.

Fig 59: Contingency/Situational Theories
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2. Leadership and Organizational Culture: Organizational culture the shared values,
beliefs, norms, symbols, and practices that shape “how things are done around here” is neither
spontaneous nor neutral. Leadership plays a central, dynamic role in creating, sustaining, and
transforming culture, while, conversely, existing culture profoundly shapes what forms of
leadership are possible, legitimate, or effective.
2.1. Organizational Culture Concept, Dimensions, Importance, and Models:
Organizational culture refers to the shared system of meanings, values, beliefs, assumptions,
norms, symbols, and practices those members of an organization use to understand their
environment, guide behavior, and shape “the way things are done around here” (Deal &
Kennedy, 1982; Schein, 2010). It operates at multiple levels: Visible artifacts (e.g., dress
code, office layout, rituals), Espoused values (stated goals, strategies, philosophies), Basic
underlying assumptions (unconscious, taken-for-granted beliefs about human nature, truth,
time, and authority) the deepest and most resistant to change (Schein, 2010). Culture is not
static; it is continuously reproduced and occasionally transformed through daily interactions,
leadership actions, recruitment, socialization, and critical events.
2.1.1.Key Dimensions of Organizational Culture: Several scholars have identified core
dimensions that differentiate organizational cultures:
Fig 60: Dimensions of Organizational Culture
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Organizational culture can be characterized by several key dimensions that shape behavior
and performance: Innovation and Risk-Taking reflects the degree to which employees are
encouraged to experiment, think creatively, and embrace uncertainty; Attention to Detail
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denotes the emphasis placed on precision, thorough analysis, and meticulous execution in
tasks; Outcome Orientation refers to management’s focus on results and goal achievement
rather than on the processes or methods used to attain them; People Orientation captures the
extent to which decisions consider their human impact, promoting participation, respect, and
care for employee well-being; Team Orientation highlights the value placed on collaboration,
collective problem-solving, and group effectiveness over individual contributions;
Aggressiveness indicates the level of competitiveness, assertiveness, and drive in pursuing
goals as opposed to a relaxed or passive work approach; and Stability measures an
organization’s preference for maintaining the status quo, predictability, and control, often at
the expense of adaptability and change. Together, these dimensions provide a
multidimensional lens for diagnosing and comparing organizational cultures. (Peter &
Olushola, 2022)

Table 23: Dimensions of Organizational Culture

Dimension Description

Power Distance (Hofstede) The extent to which less powerful members accept unequal
power distribution (high vs. low hierarchy).

Individualism vs. Collectivism | Whether identity and rewards are based on individual
achievement or group loyalty.

Uncertainty Avoidance Tolerance for ambiguity, risk, and unstructured situations
(high: rules, planning; low: flexibility, improvisation).

Masculinity vs. Femininity Emphasis on competition, assertiveness, and material
success vs. cooperation, care, and quality of life.

Long-term vs. Short-term Focus on future rewards, perseverance, and adaptability vs.

Orientation tradition, stability, and quick results.

Flexibility vs. Stability Adaptability, external focus, and change vs. internal

cohesion, control, and consistency.

2.2.2. Importance of Organizational Culture: Organizational culture plays a pivotal role
in shaping organizational life by guiding behavior reducing ambiguity through shared, often
implicit, norms and expectations that inform decision-making and interpersonal interactions;
enhancing identity and commitment by fostering a sense of belonging, pride, and
psychological attachment, which is empirically linked to lower turnover in organizations
with strong cultures; enabling coordination and control by acting as a “social glue” that can
substitute for formal bureaucratic mechanisms particularly in knowledge-based or
decentralized settings where flexibility and trust are essential; driving performance when
aligned with strategic goals (e.g., an innovation-oriented culture in technology firms boosts
competitiveness, as demonstrated by Kotter & Heskett, 1992); shaping change capability
where adaptive, learning-oriented cultures facilitate transformation and resilience, while
rigid, entrenched cultures often resist necessary change; and attracting and socializing talent,
as culture functions as a selection filter during recruitment and onboarding, helping to
ensure value and behavioral fit, thereby reinforcing cultural continuity over time. (Kenenisa
& Addisalem , 2024)

2.2.3. Major Models and Typologies:
e Schein’s Three-Level Model (2010): Edgar Schein’s model provides a depth-based
diagnostic framework for understanding organizational culture, structured into three
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interrelated layers: (1) Artifacts the visible, surface-level elements such as dress
code, office design, rituals, and language; (2) Espoused Values the formally stated
beliefs, strategies, and goals (e.g., “innovation” or “customer focus™) that leaders
promote; and (3) Basic Underlying Assumptions the unconscious, taken-for-granted
beliefs about reality, human nature, time, and authority that truly drive behavior.
Unlike typological models, Schein’s approach emphasizes that sustainable cultural
change requires uncovering and challenging these deep-seated assumptions not just
altering slogans or symbols making it especially valuable for leaders guiding deep
organizational transformation. (Vidya , Edgar Schein's three levels of Organizational
Culture, 2020)
Fig 61: 3 Levels of Organizational Culture
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Deal & Kennedy’s Model (1982): Deal and Kennedy link organizational culture
directly to environmental uncertainty, defining cultures by two key variables: the
level of risk in decision-making and the speed of feedback on outcomes. This yields
four distinct culture types: (1) Tough-Guy/Macho (high risk, rapid feedback as in
sales or trading, where bold decisions yield quick wins or losses), (2) Work
Hard/Play Hard (low risk, rapid feedback common in retail or customer service,
emphasizing fun, teamwork, and volume), (3) Bet-Your-Company (high risk, slow
feedback e.g., aerospace or pharmaceuticals, where decisions take years to bear
fruit), and (4) Process (low risk, slow feedback as in government or banking,
prioritizing procedure, consistency, and error avoidance). The model underscores
how external pressures shape internal cultural norms and warns that cultural misfit
with the environment breeds dysfunction.
Fig 62: Culture Types (Deal Kennedy)
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Cameron & Quinn’s Competing Values Framework (CVF) (1999): The CVF is a
highly influential two-dimensional typology that maps organizational culture along
axes of Flexibility vs. Stability and Internal Focus vs. External Focus, generating
four ideal types: (1) Clan Culture family-like, collaborative, and mentorship-oriented
(high internal focus, flexibility); (2) Adhocracy Culture dynamic, entrepreneurial,
and innovation-driven (high external focus, flexibility); (3) Market Culture results-
oriented, competitive, and customer-focused (high external focus, control); and (4)
Hierarchy Culture structured, formalized, and process-efficient (high internal focus,
stability). The framework recognizes that most organizations exhibit blends of these
types and provides the Organizational Culture Assessment Instrument (OCAI) for
empirical measurement making it widely used in change management and leadership
development. (James , 2019)

Fig 63: Cameron & Quinn’s Culture Model
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Hofstede’s Cultural Dimensions (applied to organizations): Originally developed
to compare national cultures, Geert Hofstede’s dimensions have been adapted to
analyze organizational culture especially through studies of multinational firms like
IBM. The model assesses cultures across six key dimensions: Power Distance,
Individualism vs. Collectivism, Masculinity vs. Femininity, Uncertainty Avoidance,
Long-term vs. Short-term Orientation, and Indulgence vs. Restraint. Organizations
can be profiled by scoring high or low on each dimension (e.g., a tech startup might
score low on Power Distance and high on Individualism and Uncertainty Avoidance
tolerance), enabling cross-cultural comparisons and helping global leaders anticipate
differences in communication, motivation, and decision-making across units or
subsidiaries. (Diana , 2022)
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Fig 64: Hofstede's Cultural Dimensions Theory & Examples
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Denison’s Model (1990): Denison links culture directly to organizational
effectiveness and performance, identifying four key cultural traits each with three
sub-dimensions that predict success: (1) Involvement (empowerment, teamwork,
capability development), reflecting internal cohesion and employee engagement; (2)
Consistency (core values, coordination, integration), indicating stability and shared
identity; (3) Adaptability (creating change, customer focus, organizational learning),
capturing responsiveness to external demands; and (4) Mission (strategic direction,
goals, vision), representing clarity of purpose and long-term alignment. The Denison
Organizational Culture Survey (DOCS) measures these traits quantitatively, making
the model highly actionable for diagnostics and culture-change initiatives

particularly in performance-driven contexts. (Nanette & Denison, 1991)
Fig 65: Denison model of organizational culture (1990)
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2.2. Key Dimensions of the Leadership Culture Relationship:

Leaders as Cultural Architects (Edgar Schein): According to Schein (2010),
founders and senior leaders embed culture through three levels: Artifacts (visible
structures, rituals, dress codes), Espoused Values (stated strategies, goals,
philosophies), Basic Underlying Assumptions (unconscious, taken-for-granted
beliefs about reality, time, human nature, and authority), Leaders shape culture not
only through formal policies, but more powerfully through modeling behavior,
rewarding/confronting actions, and interpreting critical incidents (e.g., how a crisis is
handled sends strong cultural signals).
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Leadership Styles Reflect and Reinforce Cultural Types: In hierarchical /
bureaucratic cultures, directive, control-oriented leadership tends to dominate. In
clan or adhocracy cultures (Cameron & Quinn’s Competing Values Framework),
participative or visionary leadership is more congruent. Mismatches (e.g., a
transformational leader in a rigid bureaucracy) often lead to resistance or burnout.
Culture as a Leadership Resource and Constraint: A strong, aligned culture
reduces the need for formal control (e.g., enabling decentralized decision-making).
But deeply entrenched cultures can block change even when led by committed
change agents (“culture eats strategy for breakfast” Drucker, apocryphally).
Symbolic Leadership and Meaning-Making: Leaders act as sense-givers: Through
narratives (e.g., origin stories, success/failure accounts), Rituals (e.g., town halls,
onboarding ceremonies), Symbols (e.g., office layout, awards, language). These
practices construct shared identity, purpose, and legitimacy especially during
uncertainty or transformation.

Cultural Change and Leadership: Leading cultural change requires: Diagnosing
existing cultural assumptions (not just surface values), Aligning systems (HR,
strategy, structure) with desired culture, Consistent modeling by leaders over time
(Schein emphasizes that “walk” must match “talk”), Involving middle managers as
cultural “translators” and change champions.

3. Power, Authority, and Influence in Leadership: Leadership cannot be understood apart
from the dynamics of power (the capacity to influence others), authority (power perceived as
legitimate), and influence (the process through which power is exercised). These concepts lie
at the heart of organizational life shaping decision-making, resource allocation, resistance,
and change.
3.1. Power- Foundations and Bases: Power is relational and contextual not a personal
trait, but a capacity that emerges from structural position, resources, and social networks.
French and Raven’s (1959) seminal taxonomy identifies five (later six) bases of social

power:

= Legitimate Power: Derived from formal position or role (e.g., a manager’s
authority to assign tasks).

= Reward Power: Ability to provide valued resources (e.g., bonuses, promotions,
recognition).

= Coercive Power: Capacity to impose sanctions (e.g., reprimands, demotions,
termination).

= Expert Power: Influence based on specialized knowledge, skills, or experience.

= Referent Power: Attraction, charisma, or identification (e.g., followers emulate a
leader they admire).

= (Later added) Informational Power: Control over access to critical data or
communication channels.

Effective leaders typically rely on soft power (expert, referent, informational) which fosters
voluntary compliance rather than hard power (coercive, reward), which may secure short-term
obedience but risks resentment and disengagement.

127



A pedagogical scientific handout for the course Sociology of Organizations

Fig 66: Social Power and Influence
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3.2. Authority: Weber’s Ideal Types: Max Weber (1922) distinguished three ideal types of
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= Traditional Authority: Legitimacy stems from long-standing customs, lineage, or
precedent (e.g., family-run firms, monarchies). Leadership is inherited, not
earned.

» Charismatic Authority: Based on devotion to an extraordinary individual’s vision,
heroism, or exemplary character (e.g., visionary founders like Steve Jobs). Highly
unstable requires reutilization (institutionalization) to endure beyond the leader’s
presence.

» Legal-Rational Authority: Legitimacy derives from formally enacted rules,
procedures, and impersonal offices (e.g., bureaucratic organizations). Leadership
is tied to the role, not the person ensuring predictability and continuity. Weber
warned that modern organizations increasingly rely on legal-rational authority but
charismatic leadership often re-emerges during crises or transformation.

3.3. Influence, Politics, and the Dual Sources of Power in Leadership: Leaders employ a
range of influence tactics including rational persuasion, consultation, and inspirational
appeals to engage peers or superiors; exchange, personal appeals, and ingratiation to build
goodwill and reciprocity; and pressure, coalition-building, or legitimizing tactics (e.g., citing
policies or precedents) to assert direction recognizing that organizational politics, though
often viewed negatively, is an inevitable feature of complex settings where competing goals,
scarce resources, and divergent values require negotiation and alignment; skilled leaders
navigate this terrain ethically by fostering transparency, building inclusive coalitions, and
managing conflict constructively rather than resorting to manipulation while also leveraging
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both formal authority (derived from position, hierarchy, and official mandates) and informal
power (rooted in expertise, trust, social networks, and symbolic capital), acknowledging that
some of the most impactful change agents such as trusted mentors, technical experts, or
cultural influencers exercise profound leadership without holding formal titles, underscoring
that influence flows not just from the top down, but from credibility, relationships, and
legitimacy earned across the organizational fabric. (Kehinde , 2016)

» The relationship between leadership, power, and authority is dynamic and
interdependent best visualized as interlocking gears: each enables and sustains the
others. Effective leadership requires not only the capacity to make decisions but
also the authority to legitimize them and the power to motivate others to act. While
leadership can be ethical or coercive, its core mechanisms remain consistent across
contexts. Exemplars like Nelson Mandela illustrate this synergy: his moral
authority, derived from integrity and sacrifice, combined with referent and expert
power (charisma, vision, empathy), enabled transformative leadership uniting a
divided nation through trust, inspirational motivation, and inclusive decision-
making.

» Scholarly consensus affirms that leadership cannot function without power. V.
Kessler underscores that power is the engine of leadership execution. Ophelia
Eglene et al. highlight how formal authority in public institutions structures
legitimate leadership, while Gabriel Robin emphasizes charismatic authority as a
source of enduring power. Kanter (1977) argues that truly powerful leaders rely on
personal power expertise, trust, and empowerment rather than positional title. She
notes that effective leaders share power, delegating authority to trusted followers,
thereby fostering accountability and collective ownership. Block (1987) extends
this, asserting that leaders amplify their influence by enhancing subordinates’
power, creating collaborative capacity rather than dependency.

» Harold E. Fuqua et al. stress that leadership effectiveness correlates with the
strategic use of reward, expert, and referent power to build trust, alongside active
listening and responsiveness to followers’ needs. Stewart (1997) advises
accessibility, networking, and public communication as key to wielding power
ethically.

» Crucially, the triad of leadership, power, and authority generates influence the
tangible outcome of their interaction. Influence can be constructive (e.g.,
mobilizing for social justice) or destructive (e.g., authoritarian control). As Faeth
and Wiswell observe, most leadership research presumes hierarchical power
structures, yet influence persists even in flatter organizations through credibility
and relational capital.

> In sum, leadership is not an isolated trait but a relational process grounded in the
strategic, ethical integration of power (capacity to act), authority (right to act), and
influence (ability to shape others’ actions) with the most enduring leaders those
who empower others while remaining anchored in purpose, legitimacy, and moral
clarity.
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LECTURE 10: PROFESSIONAL IDENTITY AND WORK GROUP DYNAMICS

> Objective of Lecture 10: By the end of this lecture, students will be able to:

= Define professional identity and work group dynamics, and explain their
interdependence in organizational life.

= Analyze how professional identity is formed, sustained, and challenged through
socialization, organizational context, and everyday practice.

= |dentify key stages of group development (e.g., Tuchman’s model), common formal
and informal roles (e.g., Belbin’s typology), and core social processes (e.g., trust,
conflict, cohesion).

= Examine tensions that arise when professional values, group norms, and
organizational demands conflict and evaluate strategies for ethical navigation.

= Critically assess how power, gender, and institutional logics shape both identity
construction and group interaction in contemporary workplaces.

> Prerequisite Knowledge: Students are expected to have:

= A foundational understanding of core sociological concepts: socialization, power,
norms, and institutions.

= Familiarity with organizational theories (e.g., bureaucracy, institutional theory,
human relations school).

= Basic knowledge of leadership and organizational culture (e.g., from Lecture 9).

= Awareness of the distinction between occupation, profession, and job, and the
concept of professionalization.

% INTRODUCTION:

Work is not merely a set of tasks it is a site of meaning-making, belonging, and social
negotiation. In modern organizations, individuals do not simply “perform jobs”; they enact
identities as teachers, engineers, nurses, or managers while simultaneously navigating the
complex social world of the work group. Professional identity answers the existential question
“Who am I at work?”, drawing on expertise, values, and community belonging. Work group
dynamics, in turn, shape “How do we work together?” through evolving roles, communication
patterns, trust, and conflict. This lecture explores the dynamic interplay between these two
forces: how group membership validates or threatens professional selfhood; how identity
commitments influence team behavior; and how leaders can foster environments where both
individual integrity and collective efficacy flourish. In an era of hybrid work, interdisciplinary
collaboration, and rapid institutional change, understanding this nexus is essential for building
resilient, ethical, and high-performing organizations.
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1. Foundational Concepts: Defining Professional Identity and Group Dynamics: This
unit establishes the theoretical bedrock for understanding how individuals experience
themselves as professionals and how they function within collaborative work settings. It
moves beyond commonsense notions to situate both concepts within sociological and
organizational frameworks. This domain explores two interrelated pillars of organizational
life:
= Professional Identity refers to the subjective sense of self that individuals construct
and enact through their occupational role integrating expertise, values, belonging,
and recognition. It answers the question: “Who am I as a professional and how do |
belong?”’
= Work Group Dynamics refers to the emergent social processes within small,
interdependent teams encompassing communication, role distribution, cohesion,
conflict, trust, and collective performance. It addresses: “How do we work together
and what holds us together (or pulls us apart)?”
Critically, these are not isolated phenomena: professional identity is shaped in and through
group interactions, while group functioning is deeply influenced by members’ identities,
loyalties, and status. Their interplay defines much of organizational culture, collaboration, and
change capacity.
1.1. The Importance of Professional Identity in Organizations: Professional identity is
far more than a personal sense of self it is a strategic organizational asset with profound
implications for performance, cohesion, ethics, and adaptability. Its significance manifests
across multiple dimensions: (Leila & et al, 2019)

= Enhances Motivation and Commitment: When employees strongly identify with
their profession, they are more intrinsically motivated, exhibit higher levels of
engagement, and demonstrate greater resilience in challenging conditions. This
professional commitment often surpasses mere organizational loyalty especially in
knowledge-intensive fields (e.g., healthcare, education, engineering) leading to lower
turnover and higher retention of expertise.

» Guides Ethical Decision-Making and Accountability: Professional identity is
anchored in shared norms, codes of ethics, and standards of practice (e.g., medical
oaths, engineering safety principles). This provides an internal compass that helps
individuals resist unethical pressures even from management thereby acting as a
safeguard for organizational integrity and public trust.

» Facilitates High-Quality Coordination and Collaboration: Shared professional
understanding (e.g., among teachers, nurses, or software developers) enables
smoother communication, faster problem-solving, and effective interdisciplinary
teamwork. Recognizing each other’s expertise and roles reduces ambiguity and
supports  boundary-spanning collaboration critical in complex, matrixes
organizations.

= Supports Knowledge Transfer and Mentorship: Strong professional identity
encourages veterans to mentor newcomers, preserve tacit knowledge, and uphold
standards of practice. This sustains organizational memory and ensures continuity of
quality especially vital during staff turnover or succession planning.
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»= Enables Adaptation and Innovation: Professionals with a secure identity are more
confident in experimenting, giving/receiving feedback, and engaging in reflective
practice all essential for learning and innovation. Conversely, identity threat (e.g.,
deskilling, role ambiguity) triggers defensiveness and resistance to change.

* Impacts Recruitment and Employer Branding: Organizations known for
respecting and nurturing professional identity (e.g., granting autonomy, supporting
certification, valuing expertise) attract higher-caliber talent particularly in
competitive labor markets for skilled professionals.

1.2. The Importance of Work Group Dynamics in Organizations: Work group dynamics

the patterns of interaction, communication, cohesion, role differentiation, and conflict

management within teams are fundamental to organizational effectiveness, well-being, and
adaptability. Far from being informal “soft” factors, these dynamics directly shape operational

outcomes and institutional culture. Their significance includes: (Randall , 1998)

= Drives Performance and Productivity: High-functioning groups exhibit psychological
safety, clear norms, and effective coordination leading to superior problem-solving,
innovation, and execution. Research consistently shows that how teams work together
is a stronger predictor of success than individual talent alone (e.g., Google’s Project
Aristotle).

Enhances Employee Well-being and Reduces Burnout: Supportive group climates
marked by trust, mutual respect, and fair workload distribution buffer stress and foster
belonging. Conversely, toxic dynamics (e.g., incivility, scapegoating, and role
ambiguity) are major contributors to disengagement, absenteeism, and turnover.

Facilitates Knowledge Sharing and Learning: Groups serve as primary sites for tacit
knowledge transfer, peer feedback, and collective sense-making. Strong dynamics
encourage open dialogue, reflection, and experimentation essential for organizational
learning and continuous improvement.

Enables Effective Implementation of Change: Change is rarely adopted at the
individual level; it spreads through social networks. Cohesive, adaptive groups act as
“change incubators” interpreting, refining, and championing new practices. Resistance
often emerges not from individuals, but from disrupted group norms or threatened
interdependencies.

Shapes Organizational Culture from the Ground Up: While leadership sets strategic
tone, culture is lived and reproduced daily in work groups. Norms around
accountability, voice, collaboration, or risk-taking emerge locally and can either
reinforce or subvert formal values.

= Supports Inclusion and Equity: Group dynamics determine who is heard, whose
contributions are valued, and how power is exercised informally. Intentional attention
to dynamics (e.g., rotating leadership, inclusive meeting practices) can mitigate bias
and empower underrepresented members.

= Reduces Reliance on Top-Down Control: Self-regulating teams with strong internal
norms require less bureaucratic supervision freeing managerial capacity for strategic
work and fostering agility in complex, fast-paced environments.

2. Formation and Development of Professional Identity: Professional identity is not innate

or static it is a lifelong, socially embedded process of becoming, belonging, and being
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recognized as a competent, legitimate member of a profession. This unit explores how
individuals internalize occupational values, master specialized practices, and negotiate their
professional selves across time and contexts.

2.1.Key Stages and Mechanisms:

Anticipatory Socialization (Pre-Entry): Begins long before formal entry
through education, family influence, media portrayals, and early experiences
(e.g., shadowing a doctor, coding as a teen). Shapes initial expectations,
motivations, and idealized images of the profession (e.g., “saving lives,”
“building the future”).

Formal Professional Education and Training: Structured programs (e.g.,
medical school, engineering degrees, and teaching certifications) transmit:
Technical knowledge (theories, methods, and tools), normative frameworks
(ethics, codes of conduct), and Cultural capital (language, rituals, dress, and
demeanor). Often involves rites of passage (e.g., white coat ceremonies,
licensure exams) that mark transition into the professional community.
Organizational Socialization (Onboarding & Early Career): Newcomers
learn the local reality of practice beyond textbooks through: Structured
onboarding: Orientation, mentoring, probation. Informal learning: Observation,
trial-and-error, feedback from peers and supervisors. Boundary encounters:
Navigating tensions between professional ideals and organizational constraints
(e.g., “In theory we prioritize care but in practice, we face time pressures”).
Schein’s (1978) model highlights three phases: anticipatory, encounter, and
metamorphosis where identity is tested, adjusted, and stabilized.

Identity Work in Practice: Professionals continuously perform and negotiate
identity through: Narrative crafting: “I became a teacher because...” stories
that reaffirm purpose. Boundary work: Distinguishing “real” professionals
from others (e.g., “We’re clinician’s not just administrators™). Resistance and
adaptation: Pushing back against deskilling, role drift, or value violations (e.g.,
engineers refusing unsafe designs). Identity is especially contested during
transitions: promotion, interdisciplinary work, career change, or retirement.
Sustaining and Evolving Identity over Time: Mid- and late-career
professionals engage in ongoing identity maintenance through: Continuing
professional development (CPD), Mentorship (giving and receiving),
Professional association membership, Reflection on legacy and impact. Threats
(e.g., automation, deregulation, and burnout) may trigger identity recalibration
or disengagement.
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Table 23: Core Influencing Factors

Factor Impact on ldentity Formation
Mentorship & Role Models | Provide exemplars of “how to be” a professional beyond
technical skills, modeling ethics, judgment, and resilience.
Offer validation, feedback, and belonging; shape norms

Peer Communities through informal sanctioning (“That’s not how we do it
here”).
Hierarchical vs. flat structures, resource constraints, and
Organizational Context leadership style either enable or erode professional

autonomy and pride.
Public trust, media representation, and policy support

Societal Recognition influence the perceived status and coherence of a
profession.
Gender, race, class, and age shape access, experience, and
Intersectional Identities legitimacy e.g., women in male-dominated fields may face

“proving” cycles or identity suppression.

3. Professional Identity across Organizational Contexts: Professional identity does not
exist in a vacuum it is continuously shaped, challenged, and reconfigured by the
organizational environment in which professionals operate. While professions share core
values and knowledge bases (e.g., medicine’s commitment to patient welfare), how these are
enacted and whether identity feels coherent or conflicted depends heavily on organizational
structure, mission, culture, and external pressures. This unit examines how context mediates
the experience and expression of professional identity: (Rolf , 2023)
3.1. Variations by Organizational Type: Professional identity manifests differently
across organizational contexts, shaped by institutional logics, mission, and structural
constraints: in public sector institutions (e.g., hospitals, schools), identity is anchored in a
public service ethos and societal mission, yet professionals often grapple with tensions
between bureaucratic procedures and professional autonomy, political pressures and
evidence-based practice, or limited resources and ethical obligations; in private for-profit
firms (e.g., tech, consulting), identity tends to integrate technical expertise with business
acumen recognizing professionals as value-generators though this invites conflicts between
profit-driven imperatives and ethical standards (e.g., data ethics), short-term performance
metrics and long-term quality, or the instrumentalization of expertise; in nonprofit and
NGO settings, identity is deeply “mission-driven,” fueled by strong value alignment and
intrinsic motivation, but challenged by the need to compromise ideals for sustainability
(e.g., accepting ethically ambiguous funding), emotional exhaustion from high-stakes
advocacy, and the erosion of work—life boundaries; finally, in academic and research
institutions, identity revolves around intellectual autonomy, peer validation, and scholarly
contribution with tenure and publications as key legitimacy markers yet academics
increasingly struggle with mounting administrative duties crowding out core work,
quantitative performance metrics undermining qualitative scholarship, and institutional
pushes for interdisciplinary clashing with entrenched disciplinary identities. Across all
contexts, professional identity is not static but continuously negotiated at the intersection
of vocation, organization, and societal expectation
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Context

Identity Dynamics

Key Tensions

Public Sector Institutions (e.g.,
hospitals, schools, ministries)

Emphasis on  public
service ethos,
accountability, and
procedural legitimacy.
Identity often tied to

societal mission (e.g., “I
serve the community™).

Bureaucratic  rules  vs.
professional discretion;
political interference vs.
evidence-based  practice;
resource scarcity vs. ethical
obligations.

Private For-Profit Firms (e.g.,

consulting,
pharmaceuticals)

tech,

Identity may  blend
professional expertise
with  business acumen
(“engineer-entrepreneur”).
Recognition  tied to
performance, innovation,
and market impact.

Profit motives VS.
professional ethics (e.g.,
data privacy,
sustainability); short-term
KPIs vs. long-term quality;
commodification of
expertise.

Nonprofit & NGO Settings

Strong alignment between
personal  values and
mission (“mission-driven
identity”). High intrinsic
motivation, but often
precarious conditions.

Ideological  purity vs.
pragmatic compromise
(e.g., accepting corporate
funding); burnout from
emotional labor; blurred
boundaries between work
and self.

Academic &
Institutions

Research

Identity  centered on
intellectual autonomy,
peer  recognition, and
contribution to
knowledge. Tenure and
publication  serve  as
legitimacy markers.

Administrative  workload
VS. research/teaching;
metrics-driven  evaluation
(e.g., impact factors) vs.
scholarly depth;
interdisciplinary
collaboration

disciplinary silos.

VS.

3.2. Hybrid and Boundary-Spanning Roles: increasingly, professionals inhabit liminal
positions that straddle multiple logics, creating identity complexity:
= Clinician-Manager (e.g., head nurse, medical director): Torn between care logic

(patient-centered,

relational) and managerial

logic (efficiency,

control). May

experience role strain feeling “neither fully a clinician nor a real manager.”
= Engineer-Entrepreneur
Navigates engineering logic (precision, safety, standards) and entrepreneurial logic
(speed, risk-taking, market validation).

= Teacher-Leader/Administrator:

(e.9.,

startup founder with

Balances pedagogical

technical background):

values (student growth,

creativity) with institutional demands (standardized testing, budget compliance).
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3.3. Impact of Organizational Change on Identity: Major transformations can
destabilize professional identity, triggering resistance, adaptation, or exit:

Change Driver Identity Impact Example

New Public | Introduces market mechanisms | Teachers facing school
Management (e.g., performance contracts, | “accountability” rankings that
(NPM) Reforms | outsourcing), weakening | prioritize test scores over

traditional public-service identity | holistic development.
Digitalization & | Challenges expertise monopolies | Lawyers  using Al  for
Al Integration (e.g., diagnostic algorithms in | discovery redefining what
radiology); shifts identity from | “legal judgment” means.

doer to supervisor or interpreter.
Privatization & | Erodes occupational community | Public-sector engineers moved

Outsourcing and job security; professionals | to private contractors loss of
may feel “DE professionalized.” | civil service ethos.

Mergers & | Clash  of professional and | Academic staff in merged

Acquisitions organizational cultures; status | universities contesting whose
hierarchies disrupted. curriculum, promotion criteria,

or research priorities prevails.
Source: (Shubha , 2012)

Organizational change profoundly reshapes professional identity: New Public
Management (NPM) reforms introduce market-driven logics such as performance metrics and
outsourcing that erode traditional public-service values, as seen when teachers prioritize test
scores over holistic education; digitalization and Al integration challenge long-held expertise
monopolies, redefining professionals’ roles from autonomous practitioners to supervisors or
interpreters of algorithmic outputs e.g., lawyers reevaluating “judgment” in Al-assisted
discovery; privatization and outsourcing disrupt occupational communities and job security,
leading to feelings of DE professionalization, such as public-sector engineers losing their civil
service ethos after transitioning to private contractors; and mergers and acquisitions trigger
identity turbulence through clashing professional and organizational cultures, exemplified by
academic staff in merged universities contesting whose curricula, promotion standards, or
research agendas dominate. Collectively, these drivers reveal how macro-level institutional
shifts destabilize the symbolic and practical foundations of “who I am as a professional”
necessitating ongoing identity work to adapt, resist, or reconfigure one’s professional self.

4. Work Group Dynamics: Stages, Roles, and Social Processes: Work does not occur in
isolation most organizational tasks are accomplished through groups, where individuals
interact, negotiate meaning, distribute responsibilities, and co-construct outcomes. Far from
being mere aggregations of individuals, work groups are dynamic social systems governed by
evolving stages of development, differentiated roles (both formal and emergent), and complex
social processes such as cohesion, conflict, trust, and influence. Understanding these
dynamics is essential: they determine not only team effectiveness and innovation but also
employee well-being, organizational culture, and the very feasibility of change. This section
examines how groups form, stabilize, and perform over time; how roles structured and
spontaneous shape interaction and power; and how underlying social processes enable (or
hinder) collective action in modern organizational life.

4.1. Stages of group formation - Stages of Group Dynamics Development: Tuckman

proposed a model of group development consisting of five stages,
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Fig 67: Stages of Group Dynamics Development
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= Stage 1 Forming: Individuals during the initial stage are not clear of the purpose for
which they would like to form into groups, other members, structure of the group, group
tasks, leadership and group process. This stage is characterized by uncertainty and
confusion. Members observe others, various events and issues and decide what type of
behavior is acceptable. Thus, members ‘test the-waters’ during this stage and decide within
themselves as part of a group.
= Stage 2: Storming: Storming stage is characterized by conflict and confrontation
among the group members. During this stage, members accept the group, but there would
be conflict over the leadership. Members know the hierarchy and chain of command when
the leader within the group is determined. This stage is complete when the members are
clear about the leader and the hierarchy.
= Stage 3: Norming: Members settle, start cooperating and collaborating with each other,
develop close relationship among them, exhibit cohesiveness and prefer to identify
themselves with the group during the Norming stage. Members formulate common goals
and expectations of the group.
= Stage 4: Performing: In this stage, people can work independently, in subgroups, or as
a total unit with equal facility. Their roles and authorities dynamically adjust to the
changing needs of the group and individuals. Stage four is marked by interdependence in
personal relations and problem solving in the realm of task functions. By now, the group
should be most productive. Individual members have become self-assuring, and the need
for group approval is past. Members are both highly task oriented and highly people
oriented. There is unity: group identity is complete, group morale is high, and group
loyalty is intense
= Stage 5: Adjourning: Adjourning, involves the termination of task behaviors and
disengagement from relationships. A planned conclusion usually includes recognition for
participation and achievement and an opportunity for members to say personal goodbyes.
4.2. Roles in Work Group Dynamics: In any work group, roles refer to the patterned
behaviors, responsibilities, and expectations associated with a position both formally
assigned and informally emergent. Roles provide structure, reduce ambiguity, and enable
coordination; however, they are not static scripts but dynamic, negotiated positions shaped
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by individual traits, group needs, and contextual demands. Roles can be categorized into
two complementary types: (Maxim , 2024)
Fig 68: Belbin Team Roles Model
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e Action-Oriented Roles: Belbin’s Team Role Theory identifies nine distinct roles,
grouped into three categories, that contribute to effective team functioning: Action-
Oriented Roles Shaper (dynamic, challenge-driven, but potentially confrontational),
Implementer (disciplined, practical, yet resistant to change), and Completer-Finisher
(detail-oriented, quality-focused, but prone to anxiety and difficulty delegating); People-
Oriented Roles Coordinator (strategic leader, skilled delegator, though may over-
delegate), Team worker (diplomatic, supportive, but hesitant under pressure), and
Resource Investigator (outgoing networker and opportunity-seeker, though enthusiasm
may fade quickly); and Thought-Oriented Roles Plant (highly creative idea generator, yet
impractical and poor at communication), Monitor Evaluator (analytical, objective
decision-maker, but overly critical and uninspiring), and Specialist (deep technical expert,
invaluable for niche knowledge, yet narrowly focused and disengaged from broader team
processes). Together, these roles highlight that high-performing teams require a balanced
mix of behaviors not just technical competence and that individual “weaknesses” are
often the flip side of valuable strengths, emphasizing the need for complementary
collaboration rather than uniformity.
eFormal (Designated) Roles: Assigned by the organization or group structure,
typically aligned with job titles and official responsibilities:
= Leader/Coordinator: Sets direction, facilitates meetings, ensures task progress.
» Facilitator: Manages process (e.g., timekeeping, agenda, and participation
balance).
= Recorder/Secretary: Documents decisions, action items, and key discussions.
= Subject-Matter Expert (SME): Provides specialized knowledge (e.g., legal,
technical, financial).
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= Liaison/Spokesperson: Represents the group externally (e.g., to management,

clients).

e Informal (Emergent) Roles: Arise organically from group interaction and
interpersonal dynamics often more influential than formal titles:

Role Function Positive Impact Potential Risk

The Boosts morale, encourages | Enhances cohesion | May mask underlying

Energizer/ | participation,  celebrates | and resilience problems with

Motivator | wins excessive optimism

The Mediates conflict, reduces | Preserves group | May suppress healthy

Harmonize | tension, builds bridges unity and | debate to  avoid

r/Peacema psychological safety | discomfort

ker

The Devil’s | Questions  assumptions, | Improves  decision | Can be perceived as

Advocate/C | identifies risks, challenges | quality and | obstructive if  not

ritic groupthink innovation constructive

The Links members, shares | Strengthens internal | May inadvertently

Connector/ | information, fosters | communication and | create  cliques  or

Networker | inclusion trust information
asymmetry

The Upholds quality, ethics, | Ensures integrity and | May resist change or

Standard- | and professional norms accountability appear inflexible

Setter

4.3. Social Processes in Work Group Dynamics: Social processes are the ongoing,
interactive mechanisms through which group members relate, coordinate, influence one
another, and collectively construct meaning, identity, and performance. Unlike static
structures (e.g., roles or hierarchy), these processes are fluid, emergent, and central to a
group’s health and effectiveness. Key social processes include: (Nale , 2024)

Communication: The foundation of all group functioning encompassing content
(what is said) and process (how, when, and by whom). Effective groups exhibit:
Open, transparent dialogue, Active listening and constructive feedback, Balanced
participation (avoiding domination or silence), Use of both task-focused and socio-
emotional communication. Dysfunctional patterns: Filtering, ambiguity, nonverbal
disengagement, or “groupthink” self-censorship.

Cohesion: The degree of attraction, solidarity, and mutual commitment among
members. High cohesion fosters: Trust and psychological safety, Willingness to
cooperate and support one Resilience during conflict or stress. Caveat: Excessive
cohesion without task focus can lead to conformity, resistance to innovation, and
insularity.

Trust: A shared expectation of reliability, integrity, and benevolence. In teams,
trust operates on two levels: Cognitive trust: Confidence in competence and
predictability, Affective trust: Emotional bond, care, and vulnerability. Built
through consistency, transparency, accountability, and fair treatment eroded rapidly
by breaches.

Conflict: Inevitable and potentially productive when managed constructively: Task
conflict (disagreement about what to do or how) often enhances decision quality
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and innovation, Process conflict (disputes over roles, resources, procedures)
moderate levels can improve efficiency, but high levels hinder coordination,
Relationship conflict (interpersonal friction, hostility) almost always destructive to
morale and performance. Skilled groups normalize task conflict while minimizing
relationship conflict through ground rules and emotional intelligence.

Influence and Power Negotiation: Power in groups is rarely solely positional it
emerges through: Expertise, credibility, and referent appeal, Control of information
or resources, Coalition-building and persuasion tactics; Healthy groups distribute
influence flexibly (e.g., situational leadership), whereas dysfunctional ones feature
dominance, silencing, or passive-aggressive resistance.

Norm Development and Enforcement: Groups spontaneously generate norms
shared expectations about acceptable behavior (e.g., punctuality, meeting etiquette,
work ethic). These are: Established through modeling, reinforcement, and sanctions
(e.g., humor, exclusion), Critical for predictability and identity (“This is how we do
things”), Potent forces for conformity sometimes suppressing dissent or diversity.
Collective Efficacy: The group’s shared belief in its joint capability to organize
and execute courses of action distinct from individual self-efficacy; strongly
predicts: Persistence in the face of obstacles, Goal-setting ambition, Overall
performance (Bandura, 1997); Built through mastery experiences, vicarious
learning, social persuasion, and positive emotional states.
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