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(D) Introduction

This paper attempts to identify the particular
internal climates of a public welfare agency,
to observe and analyze relationships between
the normative typology of sub-climates and cha-
racteristic variables identified within each, and
to posit a “mode” for their relationships as they
are manifested between each sub-climate. Also,
the study has postulated three internal climates
which exist simultaneously in complex public
organizations. These are the mechanistic, the

humanistic, and the self-renewing sub-clima-

tes: in their totality they constitute the climate
of the organization. Specifically, this study has
undertaken the follewing:

1. The identification of structural dimensions
which create unique sub-climates within an
organization and classification of different
typologies of organizational sub-climates,

2. The identification of what typical relation-
ships prevail between such sub-climates;
characteristic organizational variables such
as assigned tasks, effectiveness criteria,
and orientation of individual workers; and
the manner in which these relationsips have
affected overall organizational effectiveness.

3. The testing of assumptions regarding the
relevancy of organization and management
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theory as it applies to a social welfare
agency and advocate a contingency view of
managing and administering public sector
organization.

(II) Theoretical Framework

1. Studies of Organizational Climates

The concept of organizational climate has been
used in various contexts. Organizational climate
and many other related terms such as organiza-
tional environment, situation, condition and cha-
racteristics have been widely used in analyzing
complex organizations and interaction among
their various components. Many researchers have
investigated organizational climate in terms of
such dimensions as structure, leadership, perc-
eption, autonomy, motivation, satisfaction and
performance.

Recently, there has been a more sophisticated
analysis of organizational climate studies.®™® A
review of the literature reveals that the concep-
tualization and measurement of this area of
inquiry may be categorized into three different
approaches. The first category of studies falls
into the structural approach to organizational
climate. Organizational structures such as size,
objectives and goals, degree of prescribed struc-
tures, systems complexity, leadership patterns,
and hierarchical forms, are the determining varia-
bles for the organizational climate and influences
on the behavior of the people in the organization.
This orientation of the studies views the struc-
tural characteristics of organization as a cause
of particular climates. (Lawler, Hall, and Old-
ham (1974), and Payne and Mansfield (1973).)

The second category of studies may be termed
the subjective or perceptive approach to organi-
zational climate studies, describing climate in
terms of the “feel” or “perceive” that the em-
ployee has for the organization, as well as
structural variables (Halpin and Crofts (1962),
and Schneider (1973)). The third category of
studies may be termed the synthesis approach
from the combination of the structural and per-
ceptive approach. According to Litwin and
Stringer (1968), they approached organizational
climate as an intervening variable between the
structure of organizational variables and end-
result variables such as performance and job
satisfaction attributed by the perception of the
organizational members. One of the sophisticated
analyses of organizational climate has been ad-
vanced by Gilmer and Forehand (1964). Accor-
ding to them, the concept involves at least three
sets of variables: (1) environmental, such as
size and structure of organizations, (2) personal,
such as attitudes, and motives, which the
individual brings with him to the job situation,
and (3) outcome variables, such as job satisfacti
on, job motivation and productivity, which
are determined jointly by environmental and
personal variables. @

Being cognizant of the diversities mentioned,
this study defines the conceptual framework of
organizational climate as: A relatively enduring
quality of the internal environment of organiza-
tion: (1) that has a set of particular characteris-
tics; (2) that distinguishes one organization from
another organization; (3) that modifies the diffe-
rent working behavior of individual work per-

formance, and (4) that assumes uniquely related

(1) For an excellent- summary of the research evidenec, see Don Hellriegel and John W. Stocum,
Jr., “Organnizational Climate: Measures, Research and Contingencies,” Academy of Management
Journal (June 1976), pp. 255-80. Also see Benjamin Schneider, “Organizational Climates: An
Essay”, Personnel Psychosopy, (Vol. 28, 1975), pp. 447-279.

(2) G.A. Forehand and B Gilmer, “Environmental Variations in Studies of Organizational Behavior,”
Psychological Bulletin, LXII (1964), pp. 361-381. Also G.A. Forehand, “On the Interaction
of Persons and Organizations,” in Tagiuri, et al., Ed., Organizational Climate, 1968, pp. 65-80.



effectiveness criteria.

To classify and construct different typologies
of organizational climate, the conceptual frame-
work can be drawn from the contingency studies
of organizational climate along the line with
commonly identifiable organization and manage-
ment literature such as structural, behavioral,

or systems theories.

2. Typology of Organizational Sub-
Climates: A contingency View

The attempt of the framework here is to for-
mulate different paradigms of organizational
climate and major characteristics associated with
each.

The research findings of the comparative
studies which applied formal characteristics of
organization to various contexts have indicated
that the organization that deals with uniform
tasks and routinized work performance requires
a more mechanistic climate for the formal ra-
tionalization of bureaucratic forms; but in other
situations that same characteristic is not appli-
cable because the required task performance is
much more complex (Burns and Stalker, 1961,
Woodward, 1965, Lawrence and Lorsch, 1967,
Morse and Lorsch, 1970).

attempt to see different types of organizations

These approaches

and unique conditions of environmental demands
that require different types of organizational
effectiveness.

The contingency approach suggests that ap-
plication of models and theories of organization
and management may be appropriate and de-
pends on different types of organization rather
than universal appliéability to all types of or-
ganization. The basic properties of contingency
view are accurately described by Kast and Ro-

senzweig in that:

The contingency view seeks to understand
the interrelationships within and among sub-
systems as well as between the organization
and its environment and to define patterns of
relationships or configurations of variables. It
emphasizes the multivariate nature of organi-
zation and attempts to understand how organi-
zations operate under varying conditions and
in specific circumstances. Contingency views
are ultimately directed toward suggesting or-
ganizational designs and managerial practices
most appropriate for special conditions. ®

This approach has advocated situational theory
of organization, in which the appropriate organi-
zational structure and preferred behavior are
contingent upon the nature of organizational
environment and given objectives. Moreover, the
contingency view suggests that functioning parts
of organizations sometime show the same diffe-
rences which distinguish one entire organization
from another. One part of an organization will
possess a given characteristic and others will
not. This implies that certain types of internal
climates are better applicable to certain types of
organizational situations which depend upon the
nature of the task to be accomplished.

Given recognition of the situational “fitness”
of various internal climates to operational situa-
tions, a more explicit description of the models
of organizations and theoretical assumptions on
which they are based will be developed in terms
of mechanistic climate, humanistic climate, and
self-renewing climate as typologies of organiza-
tional sub-climate.

1. Mechanistic Sub-climate

The term “mechanistic” or machine model is
described by Burns and Stalker (1961). Their
definition of mechanistic organization is charac-
terized by a rigid breakdown of jobs into fun-
ctions and specialities and precisely defined du-

ties. This system is also characterized by a well-

(3) Fremont E. Kast and James. E. Rosenzweig, Contingency Views of Organization and Mana-
gement, Science Research Associates, Inc., 1973, p. 3.
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developed command hierarchy along which com-
munication takes the form of orders rather than
consultations. The earlier theories of manage-
ment, such as the physiological organization
concepts of Taylor (1947), the departmentaliza-
tion developed by Fayol (1930), the coordination
principles of Gulick and Urwick (1937), and
Mooney and Reiley’s (1939) principles of orga-
nization, and the later ideal type of bureaucracy
of Max Weber (1946), provide a rational basis
for many of the so-called “principles” or “ideal
type.” Such theories fall within the framework
of the mechanistic approach to complex organi-
zations.

The characteristics of mechanistic climate are
viewed in terms of formal rationality of structure
and prescribed procedures of organizational per-
formance. The stress is not on behavior or the
worker’s motivation, but rather on the design
and the roles to be recorded and applied in
order to carry out the given tasks. The degree
of bureaucratization of structure and working
procedures are relatively higher than other sub-
climates of the organization.

2. Humanistic Sub-climate

Behavioralists have approached organizational
climate from a perspective which emphasizes the
sociopsychological aspects of human workers and
their interaction with the formal organization.
The goals, feelings, aspirations, interactions,
and psychological needs of the members of the
organization constitute the focal point of their
emphasis.

The list of contemporary scholars who advo-
cate this new approach includes Leavitt (1963),
Argyris (1957), Likert (1961), McGregor (1960)
Maslow (1970), Herzverg (1966), Blake and
Mouton, and Bennis (1964). These scholars at-
tempt to view the organization in its entirety
rather than a few of its component parts. Thus,
to them, satisfactory working conditions, ade-

quate compensation, and the necessary equipment

for the job are viewed as only a small portion
of the requirements for an adequate motivational
climate. Of greater importance are the creation
of a climate of effective supervision, the oppor-
tunity for the realization of personal goals, con-
genial relations with others at the place of work,
and a sense of accomplishment.

Under the humanistic climate of organization,
the sub-part of any given organization is consi-
dered to be characterized by such features at
less formal definition of job, less rigid and rou-
tinized procedure of working performance, as
well as internalized directions among workers
in order for them to perform their tasks effec-
tively. The humanistic climate places more em-
phasis on communication and decision making
along the hierarchy, tending more to seek the
worker’s consultations rather than utilizing the
command potential of hierarchical authority.

3. Self-renewing Climate

The self-renewing approach recognizes both
the external and internal environment of organi-
zations and their dynamic interaction. The key
words for organizational effectiveness are inno-
vation, creativity, and change and adaptability.
This is an approach utilizing organizations as
self-generating mechanisms, with pro-active be-
havior required by the organization upon the
components of human actors in the organization.

The open system approach contrasts with the
mechanistic closed system, in the sense that the
mechanistic approach tends to seek and accept
equilibrium whereas the former doesnot accept
that assumption. To study the concept of a self-
renewing organization as an open dynamic sy-
stem, one must observe not only compex struc-
ture and its rationality, but also the interaction
and its processes the importation of energy from
the environment, the through-put or transforma-
tion of the imported energy into some product
which is characteristic of the system, the ex-

ploration of that product into the environment,
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and the re-energizing of the system from sources
in the environment. In this context, open systems
have certain characteristics of negative entropy,
feedback systems, homeostasis, differentiation,
and equifinality (Katz and Kahn, 1966).

In stressing the concept of negative entropy,
feedback, homeostasis, differentiation, and equi-
finality in open systems, Walter Buckley (1968)
develops the concept of morphogenesis emulated
from second cybernetics by Maruyama (1963).
He introduced different systems models such as
mechanistic, organic, and the complex adoptive
system in terms of morphostasis and morpho-
genesis. Buckley’s morphogenic model of socio-
cultural systems recognizes the dynamic open
complex system as having certain properties of
equilibrium which amplify energy in the system
and give it new open insight to the self-renewing
organization and its dynamic new behavior re-
quired on the behalf of human actors in an
organization.

Under this climate, the task definition and
its roles are more general and continually change
in interaction, and require social and creative
skills. The task content is highly complex so
that precise definition of working procedures,
obligation, and technical methods attached to
each task role cannot be identified. The workers
who perform this typé of task require extremely
less formal organizational constraints and direc-
tion and more is required of professional per-
sonal judgment in their daily performance of
given tasks.

As mentioned previously, the theoretical ob-
jective of the study is the attempt to recognize
the three different types of sub-climates which
These
three types of sub-climates are functionally

exist simultaneously in given situations.

essential in order to carry out organizational
goals. It is critical not to assume that one par-
ticular model is a “best” model whieh will apply

to all situations. There exists no permanent “one

best approach;” rather, what is best depends
upon what is known about human behavior in
a particular organizational environment and what
is known about the priority of objectives at a
particular time.

In reference to the rejection of the one best
approach to the management of an organization
and the recognition of a multi-dimensional ap-
proach to the different types of situations, the
main theme is to instigate a typology which
facilitates variation in the structure and pattern
of working procedures in a sub-climate within
an organization, indicating how it varies accor-
ding to different situational conditions.

A conceptual framework of typology of organi-
zational climate would identify the variants in
organizational sub-climate systems that exist at
any given time. Based upon such findings, new
dimensions in organizational analysis and plan-
ning in the field of public welfare administration
may be posed so as to improve existing welfare
organizations through the modification of recrui-
tment and training, the socialization of employees
and the the reward systems to achieve more
effective support for the service delivery system.
This will be illustrated by the findings and in-
terpretations acquired by Exposition Park Dis-

trict organization.

(I1II) Resecarch Design and
Methodology

1. Variables and Hypothetical
Assumptions

The contributing characteristics and dimen-
sions under each climate have been selected from
three variables and further divided into nine
sub-characteristc variables are: 1. Typology of
Tasks (1. prescribed task, 2. prescribed plus
discretionary task, 3. multidiscretionary task);

2. Typology of Effectiveness Criteria (1. forma-
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lization, 2. humanization, 3. change and adap-
tability); 3. Types of Worker (1. social services
workers (professional), 2. eligibility workers
(semi-professional), 3. clerical workers (non-
professional)). These variables are key contribu-
tions to the different types of organizational sub-
climate and its differentiation.

In brief, the main hypothetical assumptions

are the following:

(1) Under the mechanistic sub-climate, pres-
cribed task performance is required and a
higher degree of formalization is imposed
as an effective criterion. It is more likely
that this work will be performed by non-
professional workers.

(2) Under the humanistic sub-climate, prescri-
bed and discretionary task performance is
required, and a higher degree of humaniza-
tion is imposed as an effective criterion. It
is more likely that this work will be perfor-
med by semi-professional workers.

(3) Under the self-renewing organizational
sub-climate, complex discretionary task per-
formance is required and a higher degree
of change and adaptability is imposed as
effective criteria. It is more likely that this
work will be performed by professional
workers.

2. Case Study: Exposition Park
District Office

The subject of this research design was the
Exposition Park District Office (Los Angeles).
The areas of central concern were: (1) identifi-
cation of particular conditions of the internal
climate of the Exposition Park District; (2) clas-
sification of such condition into different typolo-
gies of organizational sub-climate; observation
and analysis of the interaction among charac-
teristics of sub-organizational climate; and (4)
identification of the task, people, and unique
effectiveness criteria so that inferences could be
made regarding organizational effectiveness ove-
rall. The Exposition Park District i3 one of
twenty-three districts in the Los Angeles County

Department of Public Social Services. A District
Director heads the agency, and the six sectional
divisions are supervised by individual Deputy
Directors. These six divisions are composed of:
one approved eligibility section, two social ser-
vices sections, one intake and referral section,
one administrative section and one eligibility
section. Each section is further divided into va-
rious units directed by a unit supervisor and
employing approximately five workers. The di-
vision of labor is well defined from the top to
the bottom of the hierarchy according to different
functions and tasks. Approximately five hundred
employees were working in this agency during
the study period.

This District has operated under a constantly
changing environment wherein frequent refor-
mations of national policies, changing of federally
required rules and regulations, and local restruc-
turing of intergovernmental systems existed. In
addition, state and local (county) regulations
and policies had an ongoing impact upon local
public assistance district offices. Three divisions
of this organization were chosen as different
types of sub-climates by analyzing the task,
effectiveness criteria, and the personal skills of
employees. The three divisions encompassed
forty-eight social service workers, forty-four
eligibility workers, and forty-two clerical workers
who were randomly selected and constitute a
sample group for this study.

Data gathered through the implementation of
a questionnaire answered three essential ques-
tions. First, to what extent is the degree of
formalization, humanization, and change and
adaptability as an effectiveness criterion more
suitable and applicable to different sub-sectors
of this agency in order to effectively perform
the given task? Second, what are the different
characteristics in any of the three sub-sectors
of an organization? Lastly, do different types

of sub-climates exist in this agency: if so, then
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to what extent can the different climates be
associated with the typologies of different tasks,
effectiveness criteria, and orientation of workers?
These questions have been explicated into
fifty-two open and closed-end questions, and
divided into five sections. Because of the nature
of the objectives of this study, the research
design employed has been an ex post facto type
of empirical analysis. @

(IV) Findings and Interprctations

The research analysis was examined on the
premise that the three sample groups would
provide differing attitudes toward three catego-
rized variables. The data acquired from the
questionnaire was analyzed in detail and the
frequncy of each group’s comments were recor-
ded and tabulated. The nonparametric technique,
chi square, was employed in assessing the data
because of the nature of the data and the com-
putational simplicity of the statistics. The six
point scale in the questionnaires was converted
into three categories of responses among the
three groups. Three by three contingency tables
were employed in the analysis in order to com-
pare the respondent groups in various combina-
tions and a 0.5 significance level was employed

in rejecting the null hypotheses.

1. Typology of Task Analysis:

1. Prescribed task, 2. prescribed plus discre-
tionary task, 3. multidiscretionary task.

As defined earlier, the definition of task implies

a specific assignment of work imposed by the

organization upon individual workers where di-

fferent skills and working procedures are requi-

red according to the degree of complexity of

the task. It was hypothesized that variation of

different types of internal climates in the sub-
sectors of an organization depends, to a large
degree, upon the typology of given tasks such
as route versus complex activities.

The task variable was converted into eleven
questions in order to obtain information to vali-

date the following hypothetical assumptions.

1. In the mechanistic sub-climate of a welfare
organization, the higher the degree of pre-
scribed task performance required, the more
likely such work will be performed by non-
professional (clerical) workers.

2. In the humanistic sub-climate of an organi-
zation, the higher the degree of prescribed
plus discretionary task performance requi-
red, the more likely such work will be per-
formed by semi-professionzal (eligibility)
workers.

In the self-renewing sub-climate of an or-
ganization, the higher the degree of multi-
discretionary task performance required, the
more likely such work will be performed
by the professional (social service) workers.

@

The null hypothesis in the analysis of ty-
pology of tasks was presented as: there is no
significant relationship among the three groups
in relation to the typology of tasks. Eleven
questions were provided to the respondents for
analyzing the task variables. The Chi square
analyses of this typology of task variables
strongly rejected (mostly at.001 level) the null
hypothesis and accepted the theoretical assump-
tion that there are significant differences among

the three respondent groups.

9. Analysis of Effectiveness Criteria:

1. Formalization, 2. Humanization, 3. Change
and adaptability.

As noted earlier, this paper selected organi-

zational effectiveness in terms of the degree of

enforcing formalization, the degree of humani-

(4) See Fred N. Kerlinger, Foundations of Behavioral Research, (2nd Ed.), Holt, Rinehart and

Winston, Inc., 1973, pp. 378-394).
(5) See Appendix 1, 2, 3 and 4.



zation, and change and adaptability in an orga-
nization. In brief, the main hypothetical assump-
tions used in the analysis of the typology of
effectiveness criteria are the following: 1. Under
the mechanistic sub-climate, a relatively higher
degree of formalization is imposed as an effec-
tiveness criterion than for any other sub-climate.
9. Under the humanistic organizational subclima
te a relatively higher degree of humanization is
imposed as an effectiveness criterion than for
any other sub-climate. 3. Under the self-renewing
sub-climate, a relatively higher degree of change
and adaptability is imposed as an effectiveness
criterion than for any other sub-climate.

The null hypothesis in the analysis of typology
of effectiveness criteria was presented as: there
is no significant relationship among the three
groups in relation to effectiveness criteria.

Formalization was operationalized in terms of
requiring official rules and regulations which
imply not only a preponderance of rules defining
jobs and specifying what is to be done but also
the enforcement of those rules and regulations
for the performance of daily activities in each
of the different organizational subclimates. This
variable was itemized into ten questions for the
purpose of obtaining information from three
respondent groups.

Humanization was defined as a managerial
phenomenon emphasizing motivation and flexible
climates for individual workers, while putting
less. emphasis on the high degree of formal
rationality. Much of the research carried out on
organizations has been directed at employee-
centered types of effectiveness, particularly the
relationships between employce attitudes, morale,
satisfaction, and participation. This variable was
operationalized into twelve questions for obtain-
ing information from three sample groups. Sta-
tistical presentation of the data regarding the
analysis of humanization has suggested that

significant differences exist among the three

groups.

Change and Adaptability were operationalized
into fourteen questions in order to observe the
perceived variations with respect to: identifica-
tion of the most pressing problems faced by the
respondents and ascertaining how they solved
those problems; the general notion of how chan-
ge takes place in their section; and, future pers-
pectives in terms of change and adaptability.
The next nine questions were designed for the
purpose of observing actual changes and adpa-
tability by sub-systems as well as individual
workers which occurred within the last six mon-
ths in specific areas such as formal structure,
processes or working methods, the section’s ob-
jectives and goals, and methods of utilizing
resources in each of the sub-sections.

In the mechanistic sub-climates of the organi-
zation, the findings indicate a lower degree of
participation, and a lack of sense of identity
prevailed with regard to the internal changes
that have taken place in their sections.

In the humanistic sub-climate of the organiza-
tion, most of the respondents commented that
they had actively participated in order to solve
various problems as members of groups in their
section.

In the self-renewing sub-climates of the orga-
nization, most of the workers had actively par-
ticipated as team members in identifying organi-
zational problems and their possible solutions.

In brief, the statistical analysis on change and
adaptability has indicated that large perceptual
discrepancies exist among the three groups in
response to this particular criterion of organiza-
tional effectiveness.

The following, Figure 1, is produced in an
attempt to compare the theoretical assumptions
as related to internal sub-climates of an crgani-
zation and empirical findings acquired from the
public welfare organization personnel.

This figure represents the relationship between
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Fig. 1. Theoretical assumptions and empirical findings

Sub-Climates

Mechanistic Humanistic Self-Renewing
Characteristics Sub-Climate Sub-Climate Sub-Climate

Analysis of Tasks

1. Prescribed Tasks High X Low Low

2. Prescribed plus Discretionary Tasks Low High X Low

3. Multidiscretionary Tasks Low Low High X
Effectiveness Criteria

1. Formalization High X High (X)* High (XO*

2. Humanization Low High X Low

3. Change and Adaptability Low Low High X
Analysis of Workers

1. Clerical Workers High X Low Low

2. Eligibility Workers Low High X Low

3. Social Service Workers Low Low High X

*Note: Formalization under each climate unexpectedly high from research findings (X).

theoretical assumptions and actual results of this
research. The results of data analysis strongly
support the assumption that significant differen-
ces exist among the three sample groups in
response to the selected variables. However, the
nature of chi square analysis as a statistical tool
only suggests the measurement of “goodness of
fit” or indicates the degree of association among
the samples rather than providing exact distan-
ces of relationships. Therefore, being well aware
of the limitations of chi square analysis, the
ratio of frequencies and percentages for each
respondent’s group were presented in the follo-
wing figure in order to indicate approximate
relationships in terms of high or low degree of
emphasis on each variable,

The data in Figure 1 indicates that the me-
chanistic subclimate is significantly associated
with the performance of prescribed tasks, and
places relatively greater emphasis on formaliza-
tion as an effectiveness criterion, as well as most
of the work performed by the clerical workers.
The humanistic sub-climate is strongly associated
with performance of prescribed and discretionary

tasks, and relatively greater emphasis is placed

on humanization as a preferred criterion of effe-
ctiveness. The self-renewing sub-climate is
strongly associated with the performance of
multi-disciplinary tasks, and places relatively
greater emphasis on change and adaptability as
a preferred criterion of organizational effecti-
veness, and the work preformed by social service
workers. The findings have also indicated that
a high degree of enforced formalization prevailed
throughout the three sub-climates. It suggests
the functions of the three sub-sections of this
agency and especially worker performance, re-
gardless of what type of task performed, is
highly influenced by departmental rules and

regulations.

(V) Conclusions and Implications

The implications of this research for organiza-
tional theory are many. The findings of this
study contribute in two critical areas: one, a
theoretical contribution to organizational study;
the other, practical implications to public ma-
nagement.

Complex public of various sub-systems and
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distinctive suborganizations consist functions.
As the findings of this study have indicated,
more than one sub-climate existed and each
sub-climate has distinctive characteristics. This
implies that differing structural, procedural and
styles managerial should be expected to be
appropriate for different sub-paris of an organi
zation. Further, there is no permanently “one
best approach” to designing organizational
structure or processes to achieve stated organiz
ational objectives. As organizations have undert
aken more complex tasks in more heterogeneous
internal environments, self-renewing assumptions
of managerial practices are preferable. In the
case of simple routine tasks in a more homoge
nous sub-environment, the paractices of structu
red mechanistic organizational assumptions are
suitable from the findings of this study.

One of the critical issues in contemporary
studies of organizations is the problem of the
incongruous relationship between organizational
demands and individual needs. The dilemma in
any organization is how to reconcile organiza-
tional demands and individual expectations in
organizations. Literature in this area has explai-
ned this problem well but has not further spe-
cified what type of integration is necessary. The
typological approach to internal climates of an
organization might contribute a suggestion for
integration in terms of recognizing different ty-
pes of reconcilement processes such as mechani-
stic, humanistic, and self-renewing as integration
processes according to different contexts of
organizational sub-climates. The argument is
that if more than one sub-climate exists in an
organization then the processes of integration
between individual workers and the organization
must be reconciled according to the requisites of
that climate. There is no universally applicable
psychological contract; rather this contract varies
with different types of organization and charac-

teristic variables.

Another issue in the literature on organiza-
tional study is the problem of managerial styles
and leadership. Research has emphasized that
different types of management and leadership
styles must be considered according to the di-
fferent sub-cultures of an organizatlon which
demand particular styles of management. This
implies that the organization needs to utilize
different types of managerial leaders according
to different sub-climates rather than utilizing
either democratic or authoritative leadership as
a single management style.

Climates of comblex dynamic organization
must be viewed from a multi-dimensional ap-
proach. Complex public organizations consist of
various components such as human actors, given
tasks and objectives, and complicated technolo-
gies. These components are highly interdepen-
dent and continually modify each other in di-
flerent ways in achieving the unique objectives
of an organization. Effectiveness criteria must
be formulated and applied differently in the
different context of sub-systems of an organiza-
tion.

Knowledge of complex organizations and skills
and its application will vary among managers
of public welfare systems. The current theo-
ries of organization have suggested to the ad-
ministrators the utility of certain models of
organizational structures, climates, and functio-
nal processes which are universally applicable.
Often, however, the practicing administrator who
is supposed to utilize these theories ofv organi-
zation faces tremendous different cultures. The
complex situations of organization demand diffe-
rent utilization of the current state of organiza-
tional knowledge.

Therefore, one of the important implications
of this study is to provide a contextual as situa-
tional method of thinking for the welfare admi-
nistrator. He had to recognize the importance

of a diagnostic orientation in viewing his orga-
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nization and its immediate internal environment.
More specifically, given that welfare
have developed into large-scale public delivery

systems

systems, the organization undertakes more com-
plex tasks and tends to become more bureaucra-

tic. The manager of a welfare system can use

the typological concept to sharpen his ability
to discriminate intelligently among different ty-
pes of tasks in each section and thus provide a
proper internal climate in which the different

given tasks are carried out.

Table I: Typology of Tasks as Perceived by Social Services, Workers Eligibility
Workers, and Clerical Workers

Sample Number
Clerical workers Ccw) (42) 1 2 3 4 5 6
Eligibility Workers (EwW) (44) Strongly Disagree Mildly Mildly Agree Strongly
Social Services workers (SW) - 47 Disagree Disagree Agree Agree
(Above six-point scale converted into three responses)
Responses
Item |
P | @ @ » df pX?
1. Most of the workers in my unit spent the | CW 1 7 34{ 49. 27 4 .001} Sig.
majority of their time doing the same job | EW 9 16| 19
in the same way every day. SW 25 16 6
2. My daily work tasks are composed of uni- | CW 1 8 33| 48. 15 4/ .001| Sig.
form events which include by definition, EW 8 14 29
certain procedures, responsibilities, obliga-
tions, and technical competency SW 26 15 6
3. The majority of my working time is spent | CW 0 4 38 61.24 41 .001] Sig.
doing assignments which are normally | EW 9 24 11
routine. SW 21 15 11
4. Most of the work in my unit requires | CW 31 7 4| 55.02 4 .001} Sig.
non routine procedures of the variety of | EW 8 20 16
job demands. SW 5 12 30
5. My daily work performance often requires | CW 29 10 3| 64. 86 4] .001| Sig.
social and creative skills. EW 7 16 21
SW 3 6 38|
6. The nature of my job is highly complex | CW 27 11 4 58. 47 4/ .001} Sig.
and the precise definition of working pro- EW 5 23 16
cedures, obligations, and technical methods
can not explicitly be identified. SW 5 9 33
7. Circle the point on the scale which most | CW b 16 4] 12.28 4] .001) Sig.
nearly describes the degree of difficulty EW 15 21 8
your unit has in accomplishing its assigned
job. From extremely difficult to little. SwW 13 17 17
8. Circle the point on the scale which most | .
nearly describes how routine and predic- cw 28 1 3 4.6' 38 4 .001 Sig.
table your unit’s task is. From very un- | EW 8 19 17
predictable and very non routine to very SW 13 29
predictable and very routine.
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Responses

Item EE o ——
o @] e | e dt | e |
9. Circle the point which most nearly descri- | CW 10 18 14 7.68 4 Not
bes your unit concerning the Importance of | EW 5 23 16 Sig.
Formal Rules on daily work performance. | SW “ 14 25 8

10. Circle the point which most nearly descri- I N
bes the amount of your Personal Judge- cw 31 4 7 74.48 4 001 Sig.
ment required to carry out your daily assi- | EW 5 18 21
gnments. From my personal judgement is SW 1 9 37
not required on performance of my tasks. i |

11. Check the item below which most nearly .
describes the normal length of time it cw 3 4 1) 54.88 4 .001 Sig.
takes before information is available to | EW 20 22 2
you in order to decide the success or fai- SW 9 21 7
lure of your job performance. /

Table 2: Degree of Formalization as Perceived by Social Service Workers, Eligibility
Workers, and Clerical Workers

Sample Number
Clerical workes (CW) (42) 71 2 3 4 5 6
Eligibility Workers (EW) (44) Strongly Disagree Mildly Mildly Agree Strongly
Social Services Workers (SW) (48) Disagree Disagree Agree Agree
(Above six scale points converted into three responses)
Responses
Item ; ‘ ;
RIS

1. Almost all of my daily work performance | CW 13{ 15% 14| 16. 33 4, .01| Sig.
requires knowledge of law, regulations, | EW 2 13 29
and formal procedures. SW 13 19 16 \

2. The law, regulations, and formal working | CW 10‘ 19 13| 5.45 4 Not
procedures are well defined by my super- | EW 10 25 9 Sig.
visor or our directors. SW 181 17 13

3. The daily activities in my unit are well | CW 13 10 19) 9.48 4/ .05 Sig.
organized and programmed. EW 13 21 10

SW 20 17 11

4. Ordinarily we don’t deviate from standard | CW { 13 7 22 7.21 4 Not

policies and procedures in this unit. EW ‘ 10 19 15 Sig.
sW o 12 18 20

5. The work in this unit is constantly being | CW 13 15 14{ 10.77 4 .05{ Sig.
monitored to insure adherence to the | EW 6 20 18
rules. SW 21 17 10

6. I feel that there are too many rules and | CW “‘ 25 11 6 20.87 4{ . 001 Sig.
departmental regulations which impose on | EW | 9 17 18|
my daily work. SW } 10 18] 20




Responses
Item e T :
w @@ e ]|« e

7. The organizational rules and regulations | CW 8 20 14| 13.34 4i .01| Sig.
provide a necessary means for guiding my | EW 2 15 26
activities. SW 14 17 17

8. Things seem to be pretty well organized | WC 18 15 9 4.60 4 Not

around here. Ew 24 13 7 Sig.
SW 30 14 4

9. If you want to work more success fully | CW 7 12 23| 13.64 4 .01] Sig.
in this unit, you have to follow the rules | EW 3 14 27
and regulations of work procedures. SW 11 24, 13

10. Most people in this unit cannot make their | CW 9 9 24] 21.03 4] .001} Sig.
own rules on the job. Ew 6 5 33
SW 13 21 14

Table. 3: Degree of Humanization as Perceived by Social Services Workers, Eligibility
Workers, and Clerical Workers

Sample Number
Clerical Workers (CW) (42) 1 2 3 4 5 6
Eligibility Workers (EW) (44) Strongly Disagree Mildly Mildly Agree Strongly
Social Services Workers (SW) (48) Disagree Disagree Agree Agree
(Above six scale points coverted into three responses)
2+1=1 4+43= 6+5=3
Respbnses
Item
W | @ | @[ x| a|pxe|
1. I am satisfied with my current salary. Cw 24] 14 4] 28.92 4‘1‘ . 001 Sig.
EW 2 13 29 :
SW 13 19 16 ‘
2. T have strong feeling of accomplishment | CW 12 14 16/ 0.47 4 Not
from the work that I am doing here. EwW 13 17 14 Sig.
SW 14] 16 17 1
L R SO O N S S,
3. I have close interaction with my super- | CW ’ 13 15 14| 16.33 4} . 01| Sig.
visors in matters of my daily work. EW E 2 13 29
sw | 13 19 16 Jf
i
; T
4. Interaction with my supervisor is not es- | CW 12‘ 8 22} 23.34 4/ .001] Sig.
sential in my daily work. EW 29| 12 3
SW 181 14 15 |




Responses

Ttem
ol@l®|» | e

5.1 must participate as a team member on | CW ‘ 8| 201 14] 13.34 41 .01| Sig.
certain cases or on selected matters which EW ] |
require joint decisions and cooperative z 15 26
actions SW ' 14‘ 17 17

6. My daily woik requires inter-action with | CW 14 5 };17 357 7 47 .01} Sig.
my peer workers within my unit. EW 8‘ 28

SW 21 20 /
7. Workers in this unit cannot make their | CW 13 14 15 15.21[ 4 .01‘ Sig.
own decisions without “approval.” EW 8 15 21 ! ]
SW 24 16 7 j ’
8. Most of the internal decisions made here | CW 10’ 9 23 11. 15| 4 .05 Sig.
are not up to the person doing the work. | EW 5! 11 28
| SW 13! 17 15}

9. There can be little action taken here unless | CW ] 11' 10 21] 33. 495 4] .001] Sig.

the supervisor decides. EW | 7’ 18 19
SW i 31‘ 12 4

10. Any decision 1 make has to have the su- | CW 15’ 12 15| 30.25 4} .001| Sig.

pervisor’s approval. EW 7 13 24
SW 33( 8 6

11. Most workers in my unit are primarily | CW } 5[ 10 27| 24.96 4\ .001; Sig.

motivated by salary increases. EW 19 12 13
SwW ] 21 18 8 "

12. In my daily work here, I am continually | CW i 7) 12 23] 10.80 4‘ .05/ Sig.
fulfilling my needs as well as those of the | EW | 6, 18 10 ’
organization. ' SW l 16] 16 15 |
Table 4: Change and Adaptability as Perceived by Social Service Workers, Eligibility

Workers, and Clerical Workers
Sample Number 1 2 ‘ 3 4 5

Clerical Workers Ccw) (42)*  No, Not Yes, to a Yes, to a Yes, to a Yes,

Eligibility Workers (EW) (44) That 1 Major Medium  Minor Com-

Social Services Workers (SW) (48) know of  Extent Extent Extent  pletely

(above fiive points conveted into three responses)
=1 2=24+3  3=4+5
I Responses
Item N R -
| W@ @ e |aalomw

1.

What do you feel is the most pressing | CW |

problem (if any) now facing your unit? | EW (An| Open| Quesition) ’

Describe briefly. SW ! ]
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Responses

Item
wle e e ||

2. Have the members of your unit worked | CW 4 26 12| 25. 54 4] .001| Sig.
together as a group in order to discuss or | EW 5 12| 27
alleviate the above problem? SW 5 8 35

3. V}\iithin t{:e lait couple of nll{oréths hive Cw 1 20 21| 15.09 4] .01] Sig.
the members of your unit worked together
as a group to improve procedures and EW 2 12 30
methods? SW 2 7 39

4. To what extent do you feel that your sug- | CW 0 29 13| 22. 52 4/ .001] Sig.
gestions have been helpful in bringing EW 2 14 28
about needed changes in your unit within
the last six months? SW 5 15 28

5. To what extent do you tl(liink thag 1your cw 3 32 7| 72.26 4 .001 Sig.
unit is “temporary,” i.e., do you believe
that it might change suddenly or dissolve Ew 3 11 30
within the next couple of years? SW 4 4 40

6. **Thf wor}: objctives or goalﬁ_ that ths CW 27] 12 2l 2.72 4 Not
members of your unit are working towar .
have changed within the last six months?, EW 24 15 5 Sig.
i.e., the main mission of your unit. SW 32 11 4

7. The work objectives or goals of your unit | CW 23 14 4/ 38.36 4/ .001| Sig.
should have changed? EwW 16 24 4

SW 6 16 25

8. The above change(s) was/were initiated | CW 1 1 20 9.76 4 .005 Sig.

by superiors. E%‘ZJZ) 3 9 15
(27)

SW 3 10 14
(27)

9. The methods of using the resources of | CW 28] 10 3 3.79 4 Not
your unit have changed? i.e., materials, (41) Sig
information and ideas, works, technology, | EW 22 19 3 ’
budgets, etc., used in doing your work (44)
within the last six months, SW 28| 17 2

10. The methods of using the resources used | CW 23! 15 3| 41. 03 4t . 001 Sig.
by the members in your unit should have E(Vl\lln 1 25 6
changed. (44)

SW 5 16 26
7

11. The processes within your specific unit .
which affect the way work is done have C?Zl)f 28 8 5 13.61 4 . 001] Sig.
changed within the last six months’ ie, | g™t 19 17 g
such things as daily working procedures, (44)! )
determination of eligibility, providing ser N 29 18 0
vices, communications, progress reports, (47)i
and evaluations, etc. : ‘

12. The above processes should have changed. C(W y 18 13 10 21.94 4) .001 Sig.

41
EW 11 25 8
(44) ‘
SW 6| 16 25
“4n |
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Responses

Item ; ;
W@ | @ | e || e
13. The formal structure of your unit has | CW 18 15 7l 4.62 4‘ Not
changed within the last six months? i.e, { (40) .‘ Si
hierarchy of authority, new division of | EW 25 10 9 ‘ 18
work, new functional layout, new assigned (44) !
tasks, etc., used to practice in your unit. | SW 30 9 8 |
e | _nl (R D S R
14. The formal structure of your unit should | CW 18’ 15 8 31.92( 4} .001
have changed. ‘ E(\;\IID 5 20 9
L4 | i
| SW 5. 10 32
RCY) ) ;

certain respondents answer them.

*The fluctuation of sample numbers happened because some of the questions did not require

**]tems 6-14 converted into six points from strongly disagree to strongly agree and this in turn

converted into three responses.
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