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ABSTRACT

The Level of Organizational Effectiveness of The (ICI) Construction Firm:
A Multivariate Model-Based Prediction Methodology

The assessment of organizational effectiveness represents a crucial step in the
improvement process of the firm. Given the lack of consensus in its definitions and the
various theoretical models and approaches that can be used to study and model
organizational effectiveness, it is important for the validity of assessment that the
methodology used to be linked to a suitable theoretical approach. The linkage must provide a
theoretical basis for identifying the important organizational characteristics in the domain of
effectiveness of the type of firm undergoing the assessment. This would ensure that the
developed assessment methodology can be generalized to other similar firms of the same
type, rather than being organization or firm-specific.

Most existing methods of assessing organizational effectiveness in the context of the
construction firm tend to be organization-specific. Most utilize a project-dependent approach
where assessment is typically performed after the completion of projects and effectiveness is
assessed by the ability of the construction firm to achieve specific goal or goals that relate to
time of execution, costs of completion, quality of finished work and/or a certain level of
productivity. Project indicators, when used in the assessment of organizational effectiveness
are crude at best. In certain instances, using these as indicators of effectiveness could be
misguiding due to overlooking or not considering the particulars of each project performed

by the construction firm.
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Using the level of productivity by the construction firm as a common criteria of
effectiveness suffers from many theoretical and methodological deficiencies. Both project
indicators and productivity-based methods use indirect assessment. This yields very little
information about the levels of important organizational characteristics that actually influence
organizational effectiveness in the construction firm. An approach that incorporates the
assessment of the important organizational attributes in the domain of effectiveness, based on
and linked to an appropriate theoretical model, would give the construction firm a valuable
and practical tool for monitoring its level of effectiveness.

A configurational perspective of organizational analysis and the competing values
approach toward studying and modeling effectiveness criteria are identified in this research as
most appropriate to be used to deyelop a valid assessment methodology for the construction
firm, as it pursues suitable organizational configurations in its quest for effectiveness. The
study of effectiveness’ domains and dimensions, in the four ideal configurations of the
competing values approach, helped in identifying criteria that are most relevant in examining
the organizational effectiveness of the construction firm. These criteria are grouped into four
general categories of organizational characteristics: structural context of the firm;
organizational flexibility, rules and regulations; person-oriented processes in the firm; and
organizational strategy means and ends used by the firm. Based on these categories, fourteen
organizational variables are identified to form a basis on which a project-independent method
of assessing effectiveness is developed. It is the hypothesis of this research that measurement
of the level of these variables in the construction firm can yield a valid prediction of its level

of organizational effectiveness.



To develop a yard stick against which the levels of the hypothesized variables can be
measured, their ideal levels in an effective organizational configuration must be determined
empirically. A field survey based on self-administered questionnaires was carried out to
collect data from firms operating in the institutional, commercial, and industrial (ICI)
construction sectors of the industry in Saudi Arabia. Data collection was based on
measurement scales for the identified variables which were constructed and tested for
reliability of use. Using the level of past project performance of the construction firm as a
referent measure of organizational effectiveness and data pertaining to the fourteen variables,
led to the development of a predictive multivariate linear model with five significant
variables: organizational attitude toward change, level of multiple project handling ability,
strength of organizational culture, level of workers’ participation in decision making, and
level of planning by the construction firm. The model is validated with a level of accuracy
that makes it suitable for use by management of the construction firm to achieve a reliable
prediction. Based on the findings of the study, a number of recommendations are made
regarding assessment of organizational effectiveness and the natural shift in levels and types
of effectiveness criteria that are possibly pursued by the firm during its life cycle as it changes

from one configuration to another.
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Chap. (1)-Introduction

CHAPTER (1)- INTRODUCTION

1.0. INTRODUCTION

There are many environmental and project factors that affect the performance of the
construction firm and which, one could argue, fall outside the immediate control of the firm’s
management. However, organizational characteristics that fall under the control of
management and which represent how the construction firm organizes itself in response to its
environmental challenges, is most crucial in determining consistency of performance from
project to project and ultimately survival.

The environment of the 1970s in Saudi Arabia and the early 1980s was characterised by
high stable growth rates in construction output. This rapid growth stemmed from the level of
public investment in infrastructure projects and house building. Construction firms used whatever
experience they had to identify markets to which they were most suited. Market specialization
occurred, not as any pre-meditated strategy, but rather through the firm’s experience to identify

projects which were successful for the firm. Organizational effectiveness was dictated by internal
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efficiency rather than the external environment because of the certainty that markets would not
change dramatically. Little need for reference to the external environment. Most firms focused on
cost as a prime indicator of effectiveness. Starting in the mid 1980s demands plummeted to a low
level that was not anticipated- as the price of oil barre! sold for almost $ 40 US was selling for $ 9.
In these conditions, construction firms struggled to cope with the new uncertainties and low
demands. Many did not survive the acute drop in demand, while some changed and developed
market strategies that were detrimental to their continued survival. Firms could not focus on costs
alone any more. They had to compete within the context of a broad market base. So flexibility was
in and focus was out. Decisions to vertically integrate in the 1970s were reversed and firms
divested themselves from parts considered outside their core activity. The strategy of steady
internal expansion was no longer an option. Many firms developed a wait- and- see- attitude.

. In the first half of this decade, the Saudi construction industry witnessed a volatile market
demand (acute drop in demand during 1990 and 1991, a recovery and a steady increase until 1994
then an abrupt decline in the last two years), ever increasing clients' demands for top quality of
constructed product, increasing complexity of building projects, the move away from traditional
forms of building contracts, lack of skilled labor, increasing international competition on the home
front by overseas fimms, and the advances in new technologies. Only those firms that pursue and
maintain higher levels of organizational effectiveness will be able to address these challenges in the
future and will be able to grow, and maintain effective performance to ensure continued survival
well into the future.

The level of organizational effectiveness of the construction firm is mainly determined
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The level of organizational effectiveness of the construction firm is mainly determined
by organizational structure, strategy, and cultural factors. These factors influence the adaptation to
the environment of the construction industry. In terms of organizational structure, a large
percentage of construction firms are of the owner-manager type, highly hierarchical and
functional in nature, and follow command and control type of structures. Coordination and
control is based on a hierarchical sequence that supervises performance throughout the
structure. However, some firms, in an effort to increase their organizational effectiveness,
employ a matrix form of structure to accommodate the handling of multiple construction
projects simultaneously. Communication in construction firms is frequent and informal and
depends on the culture that exists in the firm, bureaucracy is not well established due to the
small size of the average firm. To render their service successfully in project organizations,
construction firms adopt structures that can be adjusted to suit the nature of their contractual
relationship in construction projects with other construction firms. Contractual relationships
influence the organizational effectiveness of construction firms when forming a project organization
(i.e. general contracting, sub-contracting, joint-venturing, partnering, alliances, and consortiums).
These relationships are dynamic and could last the whole project or part of it. These relationships
result as a consequence of how the different types of firms in the industry organize to procure
services and deliver the constructed product.

Construction firms structure, establish cultures, and strategize themselves to play a part in a
complex process that involves a variety of steps and participants. This process has an enormous

influence on how the construction firm organizes to deliver performance especially in today’s



Chap. (1)-Introduction - ) 4

environment where complex systems are being incorporated more and more into the
construction process and construction risks are escalating to a higher level every day. Poor
organizational effectiveness lead construction firms, unknowingly, to build inefficiency into
their construction projects. These factors make construction firms face increasing uncertainty
and ambiguity in their environment. To overcome these situations, the construction firm must
control its risks by improving its organizational effectiveness. A fundamental task of control
and improvement is measurement. This is advocated by most recently emerging management
strategies such as Total Quality Management (TQM) , Rengineering, Partnering, and ISO
9000 principles.

Therefore, it is clearly becoming essential for construction firms to develop valid methods
of assessing and predicting their level of organizational effectiveness. Utilizing a valid assessment
method will enable construction firms to maintain their effectiveness and, hence, achieve projects’

performance consistency.

1.1. THE RESEARCH PROBLEM

Organizational characteristics drive the internal and external interactions of the
construction firm and are primary determinants of its performance. One of the prime reasons
that a firm is able to maintain and improve its performance is its ability to measure, and adjust
its organizational effectiveness, to suit its environment. However, in their quest for simplicity
of use, management of most construction firms use only projects’ outcome indicators as a

measure for their organizational effectiveness. Projects’ outcome indicators such as the level

.



Chap. (1)-Introduction

of achievement of specific goals that relate to projects' costs and duration and/or the

achievement of certain levels of profit.

These indicators by themselves do not capture all the salient attributes of
organizational effectiveness and only serve as crude predictors of the level of organizational
effectiveness. Furthermore, in certain instances these indications are inaccurate and
misleading. Just being within budget does not mean that the construction firm was effectively
organized or determine whether it succeeds or fails.

The main purpose of this research is to develop a valid quantitative assessment
methodology, that is based on appropriate theoretical and organizational analysis basis and
that can be used to predict the level of organizational effectiveness in the construction firm in

a simple and valid acceptable manner.

1.2. RESEARCH OBJECTIVES
Improvement of organizational effectiveness is not a cure-all sold to an organization or
a firm to solve its many ills by supplying a magic pill. Improvement in effectiveness must be
seen as an effort designed to assist the firm in planning to change for the better. Knox (1992)
discussed major goals for objectives and motives for any pursuits of organizational
effectiveness assessment activities. These fall in line with the objectives of this research in
providing a valid assessment methodology and they are:
1. To ultimately aid in improving performance and productivity of construction

firms and maintaining their consistency from project to project.
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2. To initiate more participative management techniques by increasing

management sensitivity to factors underlying the organizational attributes that
influence effectiveness of workers and various groups to do the best work that
they can for the firm.

To improve quality of feedback information concerning the important
organizational attributes that would help management in troubleshooting and
adjusting the important organizational attributes to achieve higher levels of

effectiveness.

The achievement of these main objectives will lead to improved level of organizational

effectiveness. To help in the achievement of these objectives, two strategies are considered

while_developing the proposed assessment;

1.

That the assessment must be based on a simple quantitative model or models
for prediction of organizational effectiveness. The model must be based on
valid theoretical and organizational analysis basis in the context of the
construction firm.

That the assessment must provide a prediction that is organizational process
(organizational attributes) focused rather than construction product oriented

(project-dependent approach).
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Given the negative management attitudes towards using complex assessment schemes,
developing a simple model will encourage its use and the regular assessment of effectiveness.
Developing a model that focuses on the organizational attributes of the firm would make
inroads into areas of improving the firm where, traditionally, suggestions to improve or
increase effectiveness have been limited to general statements such as reduce costs, improve
productivity, etc. By exposing potential sources of ineffectiveness with respect to the
organizational attributes considered in the study, the proposed methodology will help the
management of the construction firm to evaluate their organization in a better fashion and

make appropriate plans and strategy.

1.3. RESEARCH METHODOLOGY

- The mefhodo[ogy starts with a comprehensive research review of the current literature
that includes the various theoretical perspective of organizational effectiveness; definitions,
criteria of measurement, approaches, and models used to understand and study organizational
effectiveness; issues relating to developing assessment of effectiveness in light of the available
approaches; and review of existing methodologies. The extensive review leads to the
identification of a suitable theoretical basis for the development of the methodology. The
competing values approach and configurational perspective in organizational analysis are
synthesized to formulate a basis on which to develop the desired prediction model. The
competing values approach defines four ideal configurations, each with different effectiveness

criteria that can be used to rate the effectiveness of the firm depending how close the firm’s
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characteristics resemble those of the configuration that it attempts to pursue in its quest for
effectiveness.

Effectiveness criteria is grouped in four general categories: structural context;
flexibility, rules and regulations; person-oriented processes; and strategy means and ends.
These categories are used to delineate fourteen variables that are hypothesized to predict
organizational effectiveness of the construction firm. These include six variables in the
category of structural context: level of subcontracting used by the firm, level of multiple
projects handling ability, level of integration in services offered by the firm, level of
coordination, level of information flow, and level of using contractual approaches such as
joint-venturing, partnering, and alliances in project delivery. Four variables in the category of
flexibility, rules and regulations that include: organizational attitude toward change; level of
using_rules and regulations; level of adherence to rules and regulations by management and
workers, and level of organizational processes’ control. Two variables are included in the
third category of persons-oriented processes of the firm: strength of organizational culture,
and level of workers’ participation in decision making. Finally, in the fourth category of
organizational strategy means and ends, two variables are included: level of planning by the
firm and level of goal setting importance.

In order to develop the assessment method, the relationship (model) that relates
specific levels of the identified effectiveness criteria and organizational effectiveness must be
empirically determined. Therefore, a number of steps are performed. First, all of the

hypothesized variables are to be operationalized and scales for their measurement constructed
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and tested for reliability of use. Second, a referent measure for organizational effectiveness
must be constructed to be used in the analysis and model building. Third, cross-sectional
survey of a homogenous group of construction firms will be carried out to collect necessary
data. Due to the fact that construction firms pursue different levels of effectiveness criteria
(variables) during the different stages in their life cycle, a study of effectiveness based on a
snap shot (cross-sectional study) survey of construction firms can only considers a
homogenous group of firms operating at approximately the same stage of life cycle in order to
generalize its findings. In order to collect the cross-sectional data needed for model building
and testing, data collection instruments in the form of self-administered questionnaires will be
designed using th,e various constructed measurement scales that will be constructed. Fourth, a
field survey of targeted construction firms must be planned and undertaken. In the survey, the
constructed questionnaires will be used to collect relevant data from both management and
workers’ levels in the construction firm. Fifth, the collected data will be used in the analysis,
development, testing, and validation of a multivariate prediction model. The model is based on
linear modeling techniques of multiple regression using the various regression procedures to
calculate a model which includes the most significant variables that are relatively easy to
measure. Statistical data analysis and development of the multivariate regression model is
handled through the use of a commercially available statistical analysis computer package
called Statistical Analysis Systems (SAS). The package offers various regression procedures
that will be used to fit and check the utility of developed model. Finally, the research will offer

conclusions and recommendations relating to the developed model, its validity, and suitability
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for use as a practical tool by the construction firm to assess its level of organizational

effectiveness.

1.4. SCOPE OF RESEARCH

The research considers three levels in the structural hierarchy of the construction firm:
the strategic level, the organizational level, and the production level. In this research, the
effectiveness of the construction firm at the organizational level is targeted for analysis. There
are many factors that affect the overall effectiveness of the construction firm. These include
project specific factors and organizational factors. This research will concern itself only with
the organizational factors that influence the performance of the construction firm. In addition,
the research will target only those firms that are operating mainly in the Institutional,
Commercial, and Industrial (ICI) sectors of the construction industry. No particular type of
firm is selected. The term “firm” in this research is applicable to all types of construction
companies. Hence, a firm could be a general contractor (GC), or any type of subcontractors.
It could be a very large firm that performs all A/E and construction work or it could be a firm
that performs only the mechanical and electrical subcontracts. No limitation is put on size of
work contract that are typically done by the firm or the size of the firm in this study or its
volume of business. Finally and because of accessibility issues that relate to the nature of the
group of firms that will be targeted by this study, data is collected from firms operating in the

ICI sectors of the Saudi Arabian construction industry.
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1.5. OUTLINE

The thesis is divided into an introduction, four major parts, and the appendices. The
four major parts are arranged as follows:
Part1: Identification and Development of A Theoretical basis
Part2: Determination, Operationalization, and Measurement of Variables
Part3: Experimentation, Development, and Testing of Quantitative Models

Part4: Conclusions and Recommendations

The sequence in which the chapters are recommended to be read is given by Figure
1.1. The first part of the thesis that deals with identification and development of a theoretical
basis for the proposed assessment is covered in Chapter (2) and the first section of Chapter
(3). In Chapter (2), the following items are discussed and outlined in detail: the various
theoretical perspectives on organizational effectiveness and their advantages and
disadvantages; various criteria of effectiveness and issues of using multiple and conflicting
criteria in the analysis and measurement of organizational effectiveness; the various
organizational analysis methods and approaches and models used in the study of
organizational effectiveness; issues in developing assessment methodologies; a detailed review
of an existing methodology; and finally the chapter culminates with identification of an
approach. Based on the review presented in Chapter (2), the theoretical basis and the various

steps for the proposed methodology is discussed in the first section of Chapter (3).
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<+———» Main flow paths

< ——-oCther Flow paths
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- |chqmr(8)|

Figure 1.1: Flowchart of the Recommended Sequence for Reading Thesis

The second part of the thesis that deals with determination, operationalization, and
measurement of variables, is covered in the reminder of Chapter (3) and all of Chapter (4) and
the first section of Chapter (5). The remainder of Chapter (3) is devoted to the presentation of
the first step of the proposed methodology. This step mainly deals with identifying the various
effectiveness variables that are hypothesized to predict organizational effectiveness of the
construction firm according to the selected approach. Chapter (4) covers operationalization

and measurements for the independent variables and the dependent variable of the study. First,



Chap. (1)-Introduction - | 3

a referent measure for organizational effectiveness (dependent variable) to be used in the
analysis, is constructed. Second, the independent variables are operationalized The first
section of Chapter (5) covers the design and construction of the questionnaires and a
discussion of the various steps of a field survey that is carmied out to collect necessary data
from a number of construction firms.

The third part of the thesis that deals with experimentation, data analysis,
development, and testing of the prediction model, is covered in the remainder of Chapter (5),
Chapter (6) and Chapter (7). In the second part of Chapter (5), the planning and selection of
field survey is discussed along with procedures for the administration of questionnaires.
Chapter (6) covers the discussion of methodology used in testing the reliability of
measurement scales and data analysis. In Chapter (7) model selection, fitting, and validation,
using multiple regression techniques, is detailed.

Finally, Chapter (8) gives the conclusions made from the findings of the study and
discusses implications and recommendations for further research, to generalize the use of the

developed methodology to include other types of construction firms.



CHAPTER (2)-LITERATURE REVIEW

2.0 INTRODUCTION

The first part of this chapter discusses the various perspectives of organizational
effectiveness provided by the major theories of organization. The second part gives a
comprehensive review of organizational effectiveness, criteria used for its measurement,
approaches and models used by researchers to understand and examine effectiveness. The
third part examines currently used and recently developed methodologies to assess

organizational effectiveness of the construction firm.

2.1. THEORY AND EFFECTIVENESS

The study of organizational effectiveness represents an important part of organization
theory. There are various views of organizations advanced by different theorists that compete
for the attention of researchers, each has its strength and weakness. In general, the theoretical

evolution of organizational effectiveness parallels that of the evolution of thought about

organizations.

14
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Several reviews of the history of general organizational theories serve as a backdrop
for a discussion of the evolution of theory regarding organizational effectiveness. Perrow
(1986), Scott (1992), Hall (1987), and Whetten and Cameron (1994) each discussed the
“progression of thought in the field of organizational effectiveness. Perrow grounded his
analysis in Weber’s bureaucratic model-arguing that subsequent views of organizations were
largely attempts to eliminate perceived weaknesses, or to accentuate the strengths, of this
perspective. Scott organized his review around three perspectives of the organization: rational
systems, natural systems, and open systems. He argued that the field has basically evolved
through a series of stages, in which each of these systems’ view dominated contemporary
organizational theory. Hall organized his overview using a different set of organizational
categories: structures, processes, and outcomes. Whetten’s and Cameron’s review of the
history of theoretical thought on organizational effectiveness was organized along a time
continuum of the different periods when the various organizational theories were emerging.
This review of the history of theoretical thought, regarding organizational effectiveness, draws

on these.

2.1.1 Classical Perspective
The earliest models of organizational effectiveness emphasized models of organization
that focus attention on salient or distinctive attributes. Some theorists, also known as the
classical school, developed universal principles, or models, that would apply in all situations

and treated organizations as closed systems. Weber’s (1947) characterization of bureaucracies
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is the most well known example. Weber’s “rational-legal” form of organization was
characterized by bureaucratic authority in the organization that control the organization
through hierarchically structured positions in order to achieve effectiveness. Organizational
effectiveness was related to decisions based on rules and regulations, equal treatment of all
workers, separation of the position from its occupant, staffing and promotions based on skills
and expertise, specific work standards, and documented work procedures, including
formaliztion of procedures, specialization of work, and centralization of decision making
(Hall, 1963; Price, 1968). Early applications of the bureaucratic model to the topic of
effectiveness argued that efficiency was the appropriate measure of organizational
performance. Given this performance criteria, the closer an organization was modeled after
the typical bureaucratic characteristics (e.g., specialization, formalization, centralization), the
more effective (i.e., efficient) it was.

One of the principal drawbacks of classical theorists is that they tend to treat all
organizations as machine-like closed systems. Therefore organizational control and, hence,
organizational effectiveness can be achieved by division of work and establishing lines of
authority and discipline. Influence of the external environment is not recognized. As a result,

subsequent models of organizations began to challenge these assumptions.

2.1.2. Human School Perspective

The classical view of organization was later challenged by some theorists who

advanced the social nature of organizations that were, consequently, referred to as the
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‘human-relation’ school. These theorists view organizations as made up of both tasks and
people and represent a human counterpoint to the classical machine view of the organization.
An example of this is the work by Barnard (1938) which challenged the classical theories’
view that authority flowed from top down. Barnard proposed that management’s role in
achieving effectiveness was to facilitate communication and to stimulate subordinates to a
high level of effort. An example of the human-relation school is participative decision making
principles, which emerged from McGregor’s (1960) Theory X- Theory Y and which promotes
the creation of responsible jobs for workers and developing good group or team relations.

An effective organization from this perspective, therefore, needs to satisfy the needs of
its workers by providing adequate inducements to sustain their required work contribution. It

must also insure that the workers’ actions are controlled by goals and decision making

processes

2.1.3. Open-Systems Perspective
The problems associated with the closed system perspective of the organization led
Ashby (1956) to view organizations as open systems that continuously exchange resources
with their environments, importing various inputs that are then transformed with the aid of the
organization subsystems and processes, into goods or services that are exported to the
environment. Ashby formulated what he called the “law of requisite variety”. It proposes that,

in order for the system i.e., the organization or any of its subsystems to be effective, variety
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generated by the system or ‘regulatory variety’ as described by Beer (1974), has to equal or
correspond to the variety generated in the internal and external environment of the system.
Katz and Kahn (1966) described the advantages of an open-system perspective in
examining the relations of an organization with its environment, in order to be effective and
survive. The open system perspective provides a general model of the organization that can
guide the study of organizational effectiveness (Daft, 1983; Katz and Kahn, 1978; Nadler and
Tushman, 1988). The main elements in the model are inputs, throughputs, and outputs. Inputs
include all resources obtained from the external environments and used in the creation of
outputs. Throughputs or transformations are activities that are performed on the inputs by
social and technological components or subparts that include people and methods of
production. Outputs include what the organization transfers back to the external environment.
The environments includes all the external organizations and conditions that are directly
related to an organization’s main operation and its technologies. The systems perspective of
effectiveness implies that if any one of the organization’s subparts performs poorly, it will
negatively affect the performance of the whole system. A systems view of organizations looks
at factors such as relations with the environment. This is to ensure continued receipt of inputs
and favorable acceptance of outputs, and the flexibility to respond to environmental changes.
Nadler er al (1992) advocated an emerging management tool which they called
Organizational Architecture. They proposed an organizational model that underlines the
importance of achieving two types of fits in order for the organization to achieve

organizational effectiveness; an internal and an external fit. An adapted model for the
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construction firm is shown in Figure 2.1. According to the model, effectiveness is driven by
three fits in the organization internal and external environment; the internal fit or congruence
among the four components of work, people, informal structure and process, and formal
organizational arrangements; the strategic or internal-external fit between strategy and work
where organizations have to find the right combination of people, formal organization, and
informal organization that meets the needs of the strategy; and a strategy-organization or
external fit in order for the organization’s business strategy to meet the demands of the
external environment and achieve its purpose.

They concluded that there are very few universally good approaches to organizational
architecture. Different ways of organizing will be more or less effective for different contexts,

for different technologies and for different people.
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2.1.4. Contingency Theory Perspective

This perspective argues that effectiveness is not a function of the extent to which an
organization reflected the qualities of a specific ideal profile, such as Weber’s bureaucracy,
but, instead, it depends on the match between an organization’s profile and environmental
conditions. The challenge for contingency theorists was to identify the relevant environmental
and organizational dimensions and to build theories of “fit’ between them.

Contingency theory started with Simon (1958) who argued that classical theories
were just proverbs that contradictzd themselves and that in order for organizations to achieve
effectiveness, they should study the conditions, or the environment, under which the
administrative principles proposed by the theories were applicable. Contingency perspective is
embedded in open systems theory because it proposes that the effective design of
organizational structural parameters (such as job specialization, unit size, centralization, etc.)
are contingent upon, or influenced by, the various characteristics of its environment. These
include complexity and stability; the age and size of the organization; the technical system
(technology) used for production; and its power system, for example, who controls the
organization.

Many contingency theorists have investigated environment-structure relationships and
have identified many types of environments and effective organizational structures that best
suit these types. Burns and Stalker (1961) defined organic and mechanistic types of
organization and argued that mechanistic organizations (those that resemble Weber’s

bureaucracy) were best suited for highly stable and relatively simple environments. In contrast,
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organic organizations (those high on Bernard’s characterization of the organization) were
better suited for rapidly changing, highly complex environments. Woodward (1965) discussed
the importance of technology in determining effective organizational structures. Lawrence and
Lorsch (1969) and Pugh et al (1969) studied congruence between organizational and
environmental dimensions.

The critical difference between bureaucracy and contingency theory thinking is that the
former assumed that “one size fits all”. That is, effective organizations were distinguished by
their fit with a universal set of characteristics or one ideal type. In contrast, contingency
theorists argued that effective organizations matched their profiles with prevailing

environmental conditions

2.1.5. Institutional -Political Perspective

During the late 1970s, and early 1980s, thinking on organizational effectiveness
entered another perspective. This perspective draws attention to the various stakeholders, or
constituencies, in the internal and external environment around the organization (Pfeffer and
Salanick, 1978; and Connally et a/, 1980). Stakeholders are groups, or individuals, affected by
the organization performance, who seek to influence the organization to satisfy their goals.
This perspective proposes that an effective organization is the one that best satisfies the
demands of those constituencies in its environment from whom it requires support for its
continued existence. As a result of their divergent interests and goals, constituents advocate

different ways of judging effectiveness.
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This perspective is very similar to the systems view of the organization because both
consider interdependence, but this perspective is not concerned with all of the organization’s
environment. [t has a different emphasis. It seeks to consider only those in the environment
who can threaten the organization’s immediate survival.

There are a number of theoretical and methodological difficulties related to this
perspective of effectiveness. The major difficulty is concerned with whose preferences should
be weighted first or most heavily in reaching a judgment of organizational effectiveness. Other
issues related to this topic are discussed in more detail in the coming section that deals with

approaches modeled after this perspective.

2.1.6. Configurational Perspective

Another perspective that considers organization-environment relationships is the
organizational configurational theory. This theory seeks to understand effective organizational
forms over the life cycle of organizations (Hannan, 1991). This is similar to the population
ecology theory of organizations. Unlike other theories where the unit of analysis ranged from
the individual to the organization, this theory considers populations of organizations (Evan,
1993). Population ecology theory views the principal source of organizational change to
achieve effectiveness is not adaptation or strategic choice by decision makers but rather by
environmental selection. New organizational forms evolve and, if they fit a niche, are selected

by the environment.
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Traditional contingency theory, according to Miller and Freisen (1984), found that
organizations must change their internal attributes, structures, strategies, and processes, to
cope with changes in the environment. They argued the case for studying configurations, or
forms, of organizations to determine effective ones, rather than linking individual attributes to
effectiveness, by asking the question “ what form does the internal change in these attributes
take in response to particular changes in the environment?” They discussed two choices that
the organization has: either the organization can try to keep up with changes in its
environment by changing itself in piecemeal and perhaps incremental fashion and, by doing so,
maintains an environmental fit at the expense of internal consistency or configuration; or it can
delay transition until absolutely necessary, thereby, maintaining internal consistency and
configuration, but at the price of worsening environmental fit.

Furthermore, they argued that organizations opt for internal consistency, or stable
configurations, as long as possible for reasons that include: environmental change can
sometimes prove to be temporary and, therefore, it is sensible to delay reaction to it; internal
changes are costly and, therefore, it will be resisted, especially when a successful integration
of structural and process attributes have been achieved; and, finally, that successful
organizations are never sure of the attributes that lie at the roots of their success and, thus,
would avoid tampering with their tried and successful configuration. Usually, adaptation is
avoided until a major threat is perceived because change must eventually come. They

concluded their argument by proposing that in the face of worsening environmental fit,
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organizations opt for totally new configurations, changing all their attributes drastically rather
than piecemeal attributes’ changes.

According to Miller and Freisen, a configuration refers to a multidimensional
constellation of conceptually distinct characteristics that commonly occur together.
Organizations have numerous dimensions of environments, processes, practices, beliefs, and
outcomes, ideologies, groups, members, and gestalts. Configurations may be represented in
typologies developed conceptually or captured in taxonomies that are derived empirically from
these numerous dimensions.

Organizational approaches that are based on configurations, typically identify multiple
ideal types of organization that can be pursued during the various life cycle stages of the
organization to maximize organizational effectiveness. These approaches may be interpreted
either as restricted to the initial ideal types posited by theory, or as allowing hybridization
among these ideal types. A constraint on the set of effective organizational forms is the
presence of contingency factors that determine the ideal types of organization that a real
organization must resemble, to be maximally effective. When contingency factors are not
identified, the organization may adopt any one of the ideal types defined by the particular
theory and still remain effective. When the important contingency factors are identified,
however, the form that an organization can adopt to be maximally effective may be restricted
to a single ideal type. Thus, certain configurations of contextual factors may restrict the

selection of structures, strategies, or both.
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Miller and Freisen cited studies that uncovered effective configurations, or forms of
organizations, such as: Burns and Stalker’s (1961) that found “mechanistic” structures in
firms dealing with stable environments and “organic” structures in firms found in dynamic
environments; Lawrence’s and Lorsch’s (1969) that found similar structures in firms facing
simple and stable environments, and firms facing complex and dynamic environments; Miles
and Snow’s (1978) which classified organizations into four types, the prospector, the
analyzer, the defender, and the reactor, based on their strategies, structures, and managerial
styles; and, finally, Mintzberg’'s (1979) which discussed the effective structuring of
organizations into five configurations. These include: the simple structure where the force of
direction that the various activities of an organization take to achieve a common goal and
results in the entrepreneurial form when this force dominates an organization; the machine
bureaucracy, where the force for efficiency becomes dominant and attempts to ensure a viable
ratio of benefits gained to costs incurred; the professional bureaucracy, where the force of
proficiency is dominant and makes organizations carry out tasks with high knowledge and
skill; the divisionalized form, where the force for concentration helps concentrate efforts on
serving particular markets; and the adhocracy form, that develops in response to an overriding
need to innovate a new product.

The study of organizational effectiveness according to configurations, or forms, is
justified in attempting to understand commonalties in organizational characteristics across
organizations that make them effective. Dotty ef al (1993) suggested that based on how close

the characteristics of the organization are to that of an identified effective configuration or
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hybrids of identified configurations determines how effective it is. According to Meyer et a/
(1993), organizations are driven toward configurations in order to achieve consistency in their
characteristics and, rather than trying to do well on everything, effective organizations
concentrate on effective configurations and try to bring their elements into line with these
configurations. They added that configurational inquiry represents a holistic stance, an
assertion that the parts of a social entity take their meaning from the whole and can not be
understood in isolation. Rather than trying to explain how order is designed into the parts of
an organization, configurational inquiry tries to explain how effectiveness emerges from the
interactions of those parts as a whole.

A configurational approach, that models organizational effectiveness criteria that could
be pursued by organizations, has been proposed by Quinn and Rohrbaugh (1983). The
approach is called the competing values approach. It identifies ideal configurations, or types,
based on dominant values of structural context, focus, and strategic means and ends. An
organization can pursue the values of these ideal configurations and, depending on how close
it is to these values, determine its effectiveness. This approach represents the backbone of the
methodology developed in this research and will be discussed in more detail later in this

chapter.

2.1.7. Paradoxical Perspective
The view that organizations are simultaneously pulled in opposite directions by the

preferences of multiple constituency led Quinn and Rohrbaugh (1981) and Quinn and
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Cameron (1983) to introduce the Competing Values Model of Organizational Effectiveness.
This model recognized the inherently paradoxical and, sometimes, conflicting nature of
organizational life. Management must not only make tradeoffs between day-to-day competing
demands on the organization resources, but, more importantly, it must balance competing
characteristics regarding the core identity of the organization and how it functions.

From this perspective, effective organizations are both short-term and long-term
focused, flexible and rigid, centralized and decentralized, goal and resource control oriented,
concerned about the need of members and the demands of the customers. This view
represents the natural, logical extension of earlier perspectives on organization. It borrows
from contingency theory the emphasis on matching external and internal attributes. Like the
muitiple constituency perspective, it allows various conflicting or paradoxical criteria for
measuring effectiveness. In a sense, the paradoxical perspective can be viewed as a more
complex form of its predecessors. It allows for the likelihood of organizations operating
simultaneously in different environmental domains, with each domain conveying different
expectations. Whereas contingency theory assumed a single domain, for the sake of matching
organizational and environmental characteristics, the extension provided by this perspective
allows for multiple domains requiring multiple, simultaneous, and inherently contradictory

matches.
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The evidence supporting the paradoxical perspective of effectiveness is summarized by

Cameron (1986a)* :
“ It is not just the presence of mutually exclusive opposites that makes for effectiveness,
but it is the creative leaps, the flexibility, and the unity made possible by them that
leads to excellence. The presence of creative tension arising from paradoxical

attributes helps foster organizational effectiveness”

Proponents of the paradoxical perspective use these conclusions to argue that effective
organizations are not those that simply match a universalistic model, nor are they
characterized by hyper-responsiveness in juggling competing constituency preferences and
demands. Instead, effective organizations are characterized as hybrid forms or configurations,
consisting of conflicting and uncomplimentary elements. They are both large and small, both

growing and downsizing, and both tightly controlled and flexible.

2.2. DEFINITIONS AND CRITERIA OF EFFECTIVENESS

Hitt (1988) discussed the measurement of effectiveness and its importance in the
creation and design of effective organizations. Steers (1975), described the measurement of
effectiveness as one of the most problematic issues in the field of organization theory.

Zummato (1982), also pointed out that assessment of effectiveness has proven to be one of

*p. 549
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the more intractable problems in study of organizations. Many researchers have offered a
variety of models for examining effectiveness based on the various perspectives discussed, yet
there is little consensus as to what constitutes a valid set of effectiveness criteria (Cameron,
1986b; Lewin and Minton, 1986). According to Das (1990), the definitions and, consequently
the criteria and approaches employed in evaluating effectiveness, are various and, in some

instances, paradoxical, as shown by the variability in the following definitions:

1. Georgopoulos (1957), referred to it " as the extent to which an organization as a
social system, fulfills it's objectives without incapacitating it's means and resources
and without placing a strain upon it's members"

2. Etzioni (1964), defined it as the degree to which an organization realizes its goals

3. Yuchtman and Seashore (1967), defined it as the ability of the organization, in
absolute or relative terms, to exploit its environment in the acquisition of scarce and
valued resources.

4. Goodman and Pennings (1977), suggested that organizations perform effectively if
relevant constraints imposed by the constituency of the organization can be satisfied.

5. Hannan and Freeman (1977), defined it as the degree of congruence between
organizational goals and observable outcomes

6. Price (1982), defined it as "the degree of achievement of goals and observable

outcomes"
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7. Miner (1988), defined effective organizations as those that receive inputs, transform
them into outputs, export them to the environments, monitor the changes in the
environments, and take corrective actions to ensure their survival.

8. Robbins (1990), defined organizational effectiveness as the degree to which an
organization attains its short-term and long-term goals, the selection of which reflects
strategic constituencies, the self interest of the evaluator, and the life stage of the

organization.

Organizational effectiveness, as a construct, is conceptually very complex, and so must
be its definitions. Closely related to the term effectiveness is the term efficiency. Efficiency is
the amount of resources used to produce a unit of output. It refers to, and can be measured
as, the ratio between an organization’s resource inputs and its outputs. An organization that
uses less resources to produce a unit output is deemed more efficient than one that uses a
greater volume of resources for producing the same output. Some researchers use efficiency
to measure effectiveness. Can an organization be effective without being efficient and vice
versa? There are organizations that have inefficient systems, yet these organizations manage to
achieve their goals. In the same way, it is possible for an organization to produce the wrong
output efficiently. A good example is an organization which produces efficiently, but given
market conditions and customer preferences, the wrong products are produced. It is possible
to judge an organization as efficient when it is ineffective and vice versa. Therefore,

effectiveness is distinguished from efficiency.
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It is apparent that a variety of thoughts exist as to what constitutes organizational
effectiveness. This is reflected by the number of variables that are being used as indicators of
effectiveness. Campbell ez al (1977) and Steers (1975), found many variables that can be
categorized into four types. As shown in Table 2.1, these include: economic indicators such as
profit, growth in sales or business volume; technical indicators such as productivity, quality of
products and services; organizational indicators such as organizational flexibility and
adaptation to changing environment, organizational control quality, stability; and finally, social
indicators such as turnover rate, absenteeism rate, satisfaction levels, degree of conflicts
between units in the organization, and workers' involvement, morale, and participation. No
doubt, these various criteria are due to the diversity of organizations. All of these criteria
cannot be relevant to every organization, and certainly some must be more important than
others.

It is clear that all effectiveness criteria or domains are derived from different images of
preferred organizational states and reflect divergent assumptions about the conditions that
promotes these states. Harrison (1994) grouped and classified these domains or criteria used
to measure effectiveness into three types. These are: output-goals, internal systems state, and

adaptation and resource position (Table 2.2).
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Table 2.1: Categories Of Indicators Of Effectiveness

Category Examples of indicators
Economic cost, profit, growth, efficiency, productivity
Technical quality of product (number of defects), quality of

service, number of accidents

Organizational flexibility, adaptability, readiness, quality of
control, stability, managerial task skills,
managerial interpersonal skills, goal consensus
communication

Social satisfaction, conflict, cohesion, morale,
motivation, involvement, participation, turnover,
absenteeism, evaluation by external entities, value
of human resources

The output-goal criteria as will be explained in the next section, correspond to many of
the specific targets toward which the organization strives. They are sometimes expressed in
terms of the success or failure to achieve a particular end, such as: the completion of a huge
project contract within costs and on schedule; winning a certain percent of all bids entered,
achieving 12 percent markup in all projects completed. Effectiveness criteria, dealing with
output goals, are most useful when goals are defined in terms of clear, measurable objectives
and members of the organization agree on the meaning and importance of these goals. Many
of the criteria in the second type in Table 2.2 refer to organizational states and processes that
can contribute to the achievement of output goals. Adaptiveness and resource-position criteria

are especially relevant for organizations facing rapidly changing environments.
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Table 2.2: Effectiveness Criteria

Group Type Criteria
Output Goals  Goal-attainment success/failure

Quantity of outputs productivity (units produced); Profits

Quality of outputs # of rejects, complaints, customer satisfactions
Internal Production/ Services Costs Efficiency (ratio of outputs to costs), waste

Systems State

Adaptation &
Resource
Position

Human outcomes
Consensus/Conflict

Work and information flow
Interperson relations/Culture
Participation

Fit

worker satisfaction, motivation, work effort, safety
agreement on goals, cohesion, cooperation within
and among units, disputes

smooth flow of work processes & information
level of trust, openness of communication
workers” participation in decisions affecting them
compatibility of requirements with systems parts

Resource-quantity

Resource-quality
Legitimacy
Competitive/ Strategic
Position

Impact on environment

Adaptiveness
innovativeness

Fit

size of organization ( workers, cash, assets),
resource flows (investments)

human capital (workers experience and training)
compliance with standards of regulatory agencies
market share, size and volume of business rank
among competitors, reputation in industry

ability to shape behavior of customers, suppliers
and competitors

flexibility

quality of new products, services, procedures,
incorporating new technologies & mgmt practices
compatibility of internal system elements with
reqmts and constraints of external environments

2.2.1. Conflicts Among Effectiveness Criteria

A close inspection of Table 2.1. and Table 2.2 reveals many contradictions, paradoxes,

and tensions among the criteria listed. For example, growth is usually taken as an indicator of

an organization’s success in obtaining needed resources. However, growth can also lead to

less participation in decision-making, reduced efficiency, and less ability to adjust to

environmental changes (Hall, 1987). Management can hold conflicting priorities and
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evaluative criteria without being aware of the conflicts, because they do not evoke the criteria
simultaneously or spell out their operational implications.

An additional problem is that few effectiveness criteria equally suit the interests and
priorities of all organizational members, units, and the various levels inside the organization.
For example: the owners of an organization probably assess effectiveness in terms of short-
term profits; management looks for compliance and conformity to regulations, innovation and
growth in the long run; workers press for better wages and working conditions. Hence, the
effectiveness criteria that reflect the dominant group in the organization will probably conflict
with that of workers.

Given that the various effectiveness criteria are not mutually compatible and
applicable, how should one choose appropriate criteria in order to incorporate them into an
assessment methodology? Many theorists discuss ways to utilize multiple conflicting criteria,
Campbell et al (1977), Connolly et al (1980), Goodman and Pennings (1980), and Quinn and
Rohorbaugh (1983), and Cameron (1984, 1986a). According to the competing values
approach proposed by Quinn and Rohorbaugh, organizations can flourish while pursuing
conflicting or paradoxical criteria of effectiveness. Instead of defining consensual criteria ,
organizations can adapt multiple criteria that define effectiveness in terms of the
organization's ability to satisfy its diverse elements and constituents. According to this
perspective, organizations must accept a certain a mount of trade-offs in treating the paradox
in criteria. They also must attempt to balance these criteria against each other without going

to one extreme or another which, in the long run tends to create imbalance.
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2.3. APPROACHES AND MODELS OF EFFECTIVENESS

A review of general approaches, used by researchers in understanding organizational
effectiveness would help in understanding the advantages and disadvantages associated with
their use. Hannan and Freeman (1977), Zummato (1982), Cameron and Whetten (1983), and
Miner (1988), outlined, in a comprehensive manner, the models and approaches that are used
to understand organizational effectiveness. As seen in Table 2.3, these general approaches can

be classified along four types of approaches, used to understand the concept of organizational

effectiveness.
Table 2.3: Types of General Approaches to Effectiveness
Type Example
Goal-attainment approaches Goal model
Satisfaction of constituents Muiltiple Constituency Approach
Systems approaches Resource Model, Internal Process Model,
Strategic Adaptation Model, Open-system
Qualities of Organization Competing Values Approach
Approaches

2.3.1. Goal-Attainment Approaches
An organization is, by definition, created deliberately to achieve one or more specified
goals (Perrow, 1961). This is the main reason why goal is the most widely used criterion of

effectiveness. Common goal-attainment criteria include profit maximization, beating out the
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competition, etc. Common among these goals is that they consider ends to which the
organization was created to achieve. Does the organization achieve its various goals in terms
of quality and quantity of outcomes? The degree, or level of attainment, of a certain output
goal or goals is an indicator of organizational effectiveness. The approaches assume that
organizations are rational, goal-seeking entities and successful goal accomplishment becomes
an appropriate measure of effectiveness. However, the use of goals implies that other
assumptions must also be valid if goal accomplishment is to be a viable measure. These
include: the assumptions that the organization must have a few manageable goals that are
identified and defined well; that there is an agreement on these goals and that progress toward
these goals must be measurable. Only if these conditions hold, will goal accomplishment be
deemed an appropriate criterion. While this is true of several goals (sales, production volume),
the assumptions do not hold for other goals that may not be objectively measurable.

A long tradition in organization research defines effectiveness in terms of outputs and
goal accomplishment (e.g., Simon, 1964; Price, 1968; and Campbell, 1977). But an almost
equally long tradition criticizes the use of the goal model. Most recently, and perhaps most
importantly, on the grounds that because organizations are complex entities, the specification
of their goals are problematic. Yuchtman and Seashore (1977) listed methodological and
theoretical reasons why the goal model should not be used in developing assessment of
effectiveness. First, they argued, the assessment of organizationa! effectiveness, in terms of
goal-attainment should be rejected because goals are ideal states that do not offer the

possibility of realistic assessment. Second, they pointed out the difficulty in identifying the real
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goals of the organization. Organizations may have many goals; these goals can be inconsistent,
contradictory, or incoherent. It is often unclear at what level, or with respect to what units,
the attainment of goals should be measured The multiplicity of goals is fairly well recognized
by the researchers in the field, who define effectiveness as the “balanced attainment of many
goals” (Kirchoff, 1977). Some researchers, such as Goodman and Pennings (1977), and
Campbelil ef al (1977), argued for measurement of effectiveness by getting the organization to
specify (a) complete catalog of concrete and observable organizational objectives; (b) the
conditions under which the organization should be able to achieve them; (c) the degree to
which each objective should be satisfied. None, though, described or explained how goals are
to be identified, nor they treat the complex issues that arise when there is more than a single
ultimate criterion or goal.

It is clear that there are a number of problems when this approach is operationalized
for use in developing an assessment of effectiveness. First is the question of what type of
goals? Official or operative goals? Dependence on official goals does not always reflect the
organization’s actual goals. Official goals are formally defined outcomes that the organization
states it is trying to achieve, and describe the organization’s mission, what it should be doing,
the reason it exists, and the values that underlie its existence. Official goals sound good but
are vague and general in nature and not very specific or measurable, such as “to produce
quality products at competitive prices”. These goals can not be used as a criteria, given the
likelthood that official and actual goals are different. Operative goals are intended to be the

means through which official goals are accomplished. They describe desired operational
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activities and are often concerned with the short-term. Operational goals typically pertain to
the primary tasks an organization must perform . Thus, different operational goals may exist at
a variety of levels in the organization and may be differentially pursued by various parts of the
organization.

Another issue in applying the approach is, because goals can be short and long term
and are some times incompatible with each other and change over time, which ones should be
used? Organizations have multiple goals that also create difficulties in operationalization of
measurement because, multiple goals sometimes compete with each other. The achievement of
“high product quality” and “low costs” are directly incompatible. Multiple goals must be
prioritized: but how to allocate a relative importance to goals that may be incompatible and
represent different interests? When short-term effectiveness measures set the standards or
goals for an organization, the tendency can arise to favor the short-term over the long-term
goals (Kanter and Brinkerhoff, 1981). According to Weick (1977), short-term efficiency and
production-oriented measures tend to produce ritualistic behavior by the organization that is
geared toward quantity rather than quality, and that behaviors, such as an organization’s
ability to adapt and be flexible in the long-term, may be lost.

Another problem with this approach is that it also assumes a consensus of goals inside
the organization. Given that there are multiple goals and diverse interests within the
organization, consensus may not be possible, unless goals are stated in such vague terms as to

allow the various groups to interpret them favorably. This, according to Robbins (1990), may
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explain why most official goals in large organizations are traditionally broad and act to placate
the different groups within the organization.

Another major problem with the goal attainment approach is one of substance, rather
than measurement. Some researchers have argued that outcome measures of effectiveness are
never pure indicators of performance quality because of a number of other factors enter in,
most notably: the characteristics of the materials or objects on which the organization
performs, the available technology (Mahoney and Frost, 1974); and a variety of environmental
factors beyond the organization’s control. These factors, affecting goal achievement, led
Campbell ef al (1977) to recommend that measurements of goal attainment should be
confined to incidents of accomplishment directly under the organization’s control.

Another limitation of the goal attainment approaches is the problem of interpreting the
uses of goals in organizations. In some cases, goals are treated as window dressing, designed
not to orient the behavior of organizational members, but rather, to provide only symbolic
recognition to some constituency and in other cases, goals are seen not as actual targets to be
aimed for, but rather, internal messages within the organization of what behavior is desired
(Galbraith, 1973; and Hannan and Freeman, 1977). Weick (1979), noted that goals in
organizations frequently are inventions to suit activity already performed. They are, or
become, the organization’s means of forming a rationale for past activity.

Finally, and most importantly, whatever the goal arrived at, an understanding of
effectiveness must include not only the achievement of goals, but also an understanding of the

factors that are associated with how these goals are achieved. According to Gaertner and
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Ramnarayan (1983), in the absence of such an understanding, any goal achievement measure
of effectiveness is simple but barren; clear in its measurement, but inadequate in utility. Unless
the measurement reaches back into the processes, structures, and intentions that are
associated with the goal achievement, little can be done to improve effectiveness.

As a result of these limitations, the theoretical focus has shifted to approaches that
focus on organizational processes and structures which, either in the general case or in specific

cases, are associated with how the organizational goals are achieved.

2.3.2. Systems Approaches
Systems Approaches represent the second type of approaches. Models that fall into
this category are based on the systems view of the organization. They emphasize the
organization as a system and attempt to assess the functioning of the system in terms of its
inputs, transformation, and outputs. Examples here include the resource model, the internal

process model, strategic adaptation model, and the open systems model.

2.3.2.1 Resource Model
The resource model views effectiveness as the ability of the organization, as a system,
to exploit its environments. In other words an organization is most effective when it
maximizes its position by optimizing its resource procurement. This approach has its
limitations. It is known, that in certain instances, resource starved organizations outperform

more resource-affluent ones.
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2.3.2.2 Internal Process Model
In the internal process model, effectiveness is reflected in the efficiency of the
processes inside the organizational svstems. Theoretically, looking at the internal processes of
the system seems to be more revealing of the effectiveness of the system than any other
approach especially when the organization has little control over its environments. However,
the approach has a narrow perspective of the functioning of the organization. It has no focus

on the external interactions of the organization.

2.3.2.3 Strategic Adaptation Model
Strategic adaptation model suggests that effective organizations monitor their external
environment constantly, receive feed back regularly, and take corrective actions to achieve
their goals in the short term and ensure survival in the long term. This model recognizes the
open-system nature of organizations, and their susceptibility to external forces. A limitation of

this approach is that it pays little attention to what goes on inside the organization.

2.3.2.4 Open System Model
The open system approach stresses the view that the organization is a structured set
of interconnected parts that communicate and interact together, and with the external
environment, to accomplish its goals (Nadler er a/, 1992). It considers the organization
effective if it is successfully functioning as an open system, coping with problems that emanate

from within the organization itself and from the external environment: that part of the world



Chap. (2)-Literature Review 42

outside that has some relevance for the organization. Effectiveness is indicated by the
organization's ability to meet internal and external challenges.

Robbins (1990), discussed two shortcomings of using systems approaches in the study
of effectiveness. First, he alluded to the fact that measuring systems variables such as,
adaptability to environmental changes or efficiency, may not be possible because one has to be
able to develop valid and reliable measures that tap the quantity and intensity of these
variables. Whatever measures that are in use, therefore, may be constantly open to question.
In discussion of the second shortcoming, he used the argument that it’s whether you win or
you lose that counts, not how you play the game. If ends are achieved, are means important?
The objective is to win, not to get out there and look good losing. The problems with systems
approach, he added, emanate from its focus on the means necessary to achieve effectiveness.
The problems in assessment of effectiveness arise because there are various interrelated means
that are difficult to quantify in some cases, and which could be organized in more than one
way in order to achieve effectiveness. This makes systems based assessment organization-
specific, rather than generalized, an approach that could be applied to more than one
organization.

Miner (1988), argued that systems approach may be distinguished from the goals
approach, in that its emphasis on system maintenance and survival remain unchanged from one
organization to another and from time to time within an organization. Goals, in contrast he

argued, may differ and change. He added that the systems approach may be applied at any
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time, while it is unrealistic to evaluate goals achievement until the organization has had time to

achieve them.

2.3.3. Multiple Constituency Approaches

The multiple constituency approaches have recently been proposed as a viable
alternative to the goal and systems approaches for studying and measuring organizational
effectiveness (Whetten, 1978; Connolly ef al/, 1980; Zammuto, 1982, 1984; Tusi, 1990). The
multiple constituency approaches are based on the political view of the organization. They
integrate the criterion of effectiveness for each group or constituency inside or outside the
organization that has a stake in the organization's performance. A stakeholder is any group or
individual who can affect, or is affected by, the organization’s objectives. Stakeholders could
include any number of the groups shown in Figure 2.2. These are the owners of the
organization, government and regulating agencies, local community organizations, customers,

competitors, workers, special interest groups, environmentalists, suppliers, and the media.
Connolly ef al (1980)° argued that using this type of an approach in effectiveness

assessment requires that organizations be viewed as

“ intersections of particular influence loops, each embracing a constituency biased
toward assessment of the organization’s activities in terms of its own exchange

within the loop”

*pp. 215
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Figure 2.2: An Organization and Its Stakeholders

The multiple constituency approaches have been the underlying theme of many recent
effectiveness studies (e.g. Cameron, 1978, 1984a; Jobson and Schneck, 1982; Zammuto,
1984; Wagner and Schneider, 1987; Tsui, 1990). Each of these studies points out that
multiple constituency approaches, unlike the goal and system approaches, derive their criteria
for assessing effectiveness from the preferences of multiple constituencies for the outcomes of
organizational performance.

On this basis, the assessment of effectiveness, according to Daft (1983), provides a
more accurate view of effectiveness than any single measure. To a degree, the multiple
constituency approach represents an integration of the goal-based approaches. A major
limitation is the assignment of proper weights to constituents to indicate the relative

importance of satisfying their goals. Zammuto (1984), compared four multiple constituency
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models and their differences to address this issue of distribution of weights. Each of the
models labeled the relativistic, power, social justice, and evolutionary perspectives provides
different answers to the issue. Zammuto, discussed two specific areas of disagreements among
the models that emanate from the central question: Whose preferences should be satisfied
through the distribution of the outcomes of organizational performance? First, how are
judgments of overall organizational effectiveness reached, given the divergent constituent
preferences for performance. For each of the four models this becomes a question of whose
preferences should be weighted most heavily in reaching a judgment about organizational
effectiveness. Second, whose preference an organization should attempt to satisfy through the
distribution of performance outcomes.

Whetten and Cameron (1994), listed four difficult theoretical and methodological
challenges using these approaches in the assessment of organizational effectiveness: (a)
individual stake holders when asked, have difficulty explicating their personal preferences and
expectations for an organization; (b) a stake holder’s preferences and expectations change,
sometimes dramatically, over time; (c) a variety of contradictory preferences are almost
always pursued simultaneously in an organization; (d) the expressed or known preferences of
the strategic constituencies frequently are unrelated, or negatively related, to one another and
to summary judgments made by stake holders about an organization’s effectiveness.

According to Miner (1988), several answers have been proposed. One is that all
constituents have an equal weight and the goals of every constituency deserve attention.

Although this view offers a solution, the notion of equal consideration presents problems. The
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fact remains that the goals of certain constituencies may matter very little. For example, an
organization can easily ignore the goals of its suppliers, if equal competing suppliers are
available as is often the case in the construction industry.

An alternative solution is to consider only the strategic constituencies that immediately
influence the organization. However, the problem, of satisfying their sometimes conflicting
goals, still remains. In addition, if the assumption is made that the organization pursues and
selects goals in response to these strategic constituencies, the favoring of some goals over
others means that the other goals are ignored. For example, when the organization gives
profits the highest priority, they meet the interests of the owners; however, that might conflict
with customer satisfaction, and a supportive work climate, which favors the interests of the

clients and workers respectively.

2.3.3. Qualities of Organization Approaches

The qualities of organization approaches relate effectiveness to organizational
characteristics, such as degree of formalisation, communication, level of control, and/or other
qualities related to structure, culture, and strategy. The competing values approach is an
example here. The approach assumes that there is no "best" criterion for evaluating
organizational effectiveness and that the concept of effectiveness is subjective. The approach
assumes that these diverse criterion can be consolidated; that there are common elements
underlying any comprehensive list of effectiveness criteria; and that these elements can be

combined in such a way to create three basic sets of competing values. By classifying a wide



Chap. (2)-Literature Review 47
variety of criteria of organizational effectiveness along these three sets, the approach creates
four diverse models or basic configurations of effectiveness that represents the possible

criteria used by organizations to model effectiveness.

2.3.3.1 Competing Values Approach

The competing values approach was first proposed by Quinn and Rohrbaugh (1983).
The approach is also discussed by Lewin and Minton (1986), Cameron (1984a), Quinn
(1988), Robbins (1990), and Maloney and Federle (1991). The approach is based on the
premise that there is no one criterion for evaluating effectiveness. It organizes, consolidates,
and integrates multiple criteria in the domains of effectiveness into three sets of incompatible
dimensions. These are flexibility versus control, internal versus external focus, and means
versus ends. The first set contrasts two dimensions of an organization’s structure: flexibility
values innovations, adaptation, and change while control favors stability, order, and
predictability. The second set deals with whether focus and emphasis should be placed
internally, on the well-being and development of the people in the organization or externally,
on the well-being of the organization itself. The third set relates to organizational means
versus ends; the former stressing internal processes and the long term, the latter emphasizing
final outcomes and the short term.

These three sets are depicted in the four organizational models or configurations
shown in Figure 2.3. The models are the open system model, the human-relations model, the

rational goal model, and the internal process model. In the figure there are axes of contrasting
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values that define the four models. Each model represents a particular set of values and has a
polar opposite with contrasting emphasis. The vertical axis pertains to organization structural
context and it contrasts stability and control with flexibility. The horizontal axis pertains to
focus: whether dominant values are internal or external to the organization. The two inner
axes pertain to the organizational means and ends for each model and they contrast the
processes or means (e.g. goal setting) to organizational outcomes and the outcomes or ends
(e.g. productivity) themselves. In brief, each model has characteristics that differ from the
other, and which influence the level of effectiveness in the organization differently. The
rational goal model emphasizes control and organizational focus as dominant effectiveness
values; planning and goal setting are means, and productivity and efficiency are ends.

The open system model emphasizes flexibility and an organizational focus as dominant
effectiveness values; readiness and flexibility are means, growth and external support are ends.
Dominant effectiveness values for the internal process model are control and internal focus,
stressing communication processes as means and control as ends. The human-relations model
emphasizes flexibility and internal focus, with cohesion and morale as means and skilled

workers as ends.
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Figure 2.3: The Competing Values Approach’s Four Ideal Models

2.5 SUMMARY OF CURRENT APPROACHES TO EFFECTIVENESS

49

The review of the current literature revealed that there are different definition and

approaches to organizational effectiveness. Each has its advantages, but at the same time,
each has distinctive disadvantages, partly inherent, and partly owing to limitation in the state
of relevant theory and empirical resuits. These approaches can be characterized by two
dimensions : (1) focus of the definition: some definitions focus on measures of terminal

outcomes, such as profitability, survival, or goal attainment. Others tend to be more
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concerned with organizational processes and structures. (2) intended use of the concept of
effectiveness: there are approaches that tend to be organization-specific while others are
intended for a generality of organizations. The latter aim for general propositions about either
outputs or organizational processes and structures. The former utilize the details available to
explain events in a given organization, or class of organizations, in a less generalizable way.
These two dimensions, when cross-classified, result in four distinct sets of approaches. The
first set of approaches uses the traditional accounting measures, such as productivity, profit,
or return on investment as criteria for effectiveness. This set of approaches also includes those
that focus on organizational health and survival as the ultimate organizational outcome. These
approaches are rooted in the theoretical perspective of population ecology. Problems with
these approaches, stem form the fact that they rely solely on general quantitative measures of
output, while organizations produce different things that, sometimes, are not easily
quantifiable.

Approaches in the second set include all goal-centered approaches to organizational
effectiveness. These were discussed extensively in the preceding sections. These approaches
yield valuable insights about an organization’s character and behavior, because serious goal
setting represents an attempt at optimization of potentially conflicting organizational factors,
in light of particular past and present circumstances, and desired future. Goal-centered
approaches provide a useful degree of detail and context that are lacking in general
output/outcome measures. However, in the preceding section, it was seen that goal-centered

approaches have limitations. The major limitation is that goals are dynamic and likely to
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change over time, partly as reflections of changing external circumstances, and partly due to
changes in the management of the organization.

In the third set, the approaches focus on generally effective or contingently effective
system’s components and processes of organizations. Systems approaches look at the basic
processes in an open systems view of organizations (resource acquisition, transformation,
output, and feedback) as interconnected, so that overall effectiveness may be assessed at any
point in the system loop. Given the problems of defining and applying generally effective
structures, system components, and processes, some of the approaches have attempted to
develop models of process and structure that are organization-specific, mainly operating as
guides to diagnosis and change in particular systems, their components and/or processes.

In the fourth set, the approaches focus mainly on qualitative processes. These
approaches provide management with information about qualitative organizational attributes
such as flexibility, openness of communication, adaptability, and management style,
leadership, decision making, and culture. Although these approaches concern themselves with
processes that lead to effectiveness, they also suffer from being too diffuse, not result-

oriented, and have a narrow focus on contingently effective aspects of organizations.

2.6. ASSESSMENT OF ORGANIZATIONAL EFFECTIVENESS
In the literature, there are many techniques that were used in developing assessment.
The first is traditional and is done by applying one of the common approaches, such as the

goal model as the case in Kilmann and Herden (1976) model, Pennings and Goodman (1977)
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framework. Other techniques such as Keeley’s (1978), and Hitt’s (1988), also utilized a single
approach; however, they relied on the more elaborate models, such as the resource model or
strategic adaptation model.

Some methods synthesized a number of these approaches together such as Parsons’
(1959), and Pickle’s and Friedlandler’s (1967). The Parsons’ model synthesized parts of three
models of effectiveness. It focuses measurement on four main tasks: adaptation (strategic
adaptation model) and it includes such criteria as resource acquisition; development, growth,
survival, flexibility, and control of environment; goal attainment (goal model) is measured by
productivity and profitability; integration and it includes efficiency and openness of
communication as criteria; employee satisfaction (constituency model) measured by employee
retention.

The Pickle’s and Friedander’s model was developed specifically to study a group of
small businesses. It synthesized the goal model with the multiple constituencies model. The
model concerns itself with goals of seven parties that seek satisfaction from the organization
and how to evaluate them. These parties are the owner; the employees; the customers; the
suppliers; the creditors; the community in general; and the government. The empirical
application for the approach is in the area of determining the distribution of satisfaction i.e.
who gets satisfied first and how much? What may be viewed as an ineffective strategy
regarding one constituency in the short term, may be viewed as highly effective for other

constituencies over longer periods of time.
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Some methods utilized the paradoxical perspective based models such as the
competing values approach, as in the case of Ostroff and Schmitt (1993) and Maloney and
Federle (1993). Maloney’s study focused on organizations in the architectural, engineering,
and construction industry. Their methodology identified the paradoxical culture types in these
organizations and based their assessment on the consensus of four culture perceptions by
management and workers. Their methodology is discussed in greater detail in later sections of

this chapter.

2.6.1. Existing Methodologies

Most traditional assessment methodologies are based on the goal approach. They
measure the level of achievement of a specific goal or goals. Three commonly used indicators
ask if work was completed on time and/or within budget, and/or if it met certain quality
standards. On-time completion means that the work finished within the scheduled duration of
time. Within budget means no cost overruns. Meeting quality standards means that work
output reached specific quality goals without significant level of rework. Typically, only under
perfect project conditions do all three criteria are met by a construction firm. As a result,
effectiveness of a construction firm is usually judged by meeting any one of these criteria.

Other indicators measure levels of achieved profits and/or levels of workers'
productivity and compare these levels to specific levels that were established as goals. Profits
indicate the difference between price and costs. Profit indicators by themselves are crude and

shortsighted. Clearly, an organization can make a profit without being effective. Ineffective
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organizations make profits by cutting corners and improper practices; such organizations do
not stay in business long.

Another goal-based indicator is productivity. It is the ratio that relates measurements
of outputs to measurement of inputs. In construction, as in other industries, increased
productivity is one of the traditionally sought after goals. If the organization is judged to have
high productivity, it is considered effective. However, the concept of productivity seems to
suffer as much debate regarding operationalization and measurement, as the construct of
organizational effectiveness itself. Therefore, the questions are: what is productivity, how is it
operationalized and measured, and what are the problems associated with measuring
productivity, and using it as a measure to reflect organizational effectiveness? Productivity in
construction can be defined in a variety of ways depending upon the work being performed,
but is generally defined as output/input with output expressed in terms of physical units and
input as man-hours required to produce the output. This is very close to the general definition
of efficiency. The accurate determination of productivity rates is a problem in the construction
industry according to Herbsman and Ellis (1990). They attributed this difficulty to the fact that
productivity is influenced by many factors including: technological, such as design; material
properties; equipment factors; location (site) factors; construction methods; and
organizational factors such as labor factors and social factors. They added that the
quantification of these factors in simple terms is too complex to allow a meaningful

comparison between organizations or between projects, for a single organization.
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The level of achievement of certain goals, in terms, of process time, production costs,
profits, and desired levels of productivity, are considered as outcome measures. Outcome
indicators, by themselves, simply do not give enough information about the organization.
Organizations need evaluation that addresses not only the status of their internal processes,
but also how they interact with the external environment.

Gameson (1992), found that one in five commercial construction clients were
dissatisfied with the service they received. One of the factors, discussed by him, that leads to
such low performance is the use of inappropriate measures to assess effectiveness. Improper
assessment by organizations lead to inaccurate conclusions which, in turn, result in sub-
standards performance. Although most managers use some indicators (mostly financial), these
do not capture all of the salient elements of effectiveness and can not be relied upon as
predictors of effectiveness. Measures used by management of construction firms are rarely
justified or based on the theoretical approaches of understanding effectiveness. Development
of better assessment methods is critical in order to achieve and maintain improved
organizational performance. A recently developed assessment methodology (Maloney and

Federle, 1993) is discussed in the next section.

2.6.1.1. Maloney’s and Federle’s Methodology
Maloney’s and Federle's assessment methodology is focused on an organizational unit
rather than the whole organization. It is based on the perceptions of the unit’s manager, his

superior, peers, and subordinates. Perceptions are formed of profiles relating to unit’s culture,
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perceived organizational effectiveness criteria, leadership, and management skills. These
profiles are based on typologies or configurations identified by the four models of the
competing values approach. The perceptions of each profile are checked for congruence
among them. The most important being the culture profile. The lack of agreements in
perceptions of the culture of an organization especially that between the manager’s and that of
his subordinates, according to Maloney and Federle, creates the potential for significant
organizational problems. Conversely, agreements in the perception. indicates a common
understanding of the organization and the manager.

Profiles are then compared with each other to check for consistency of perceptions.
Profiles of organizational effectiveness is compared to the culture profile to determine whether
there is consistency between the perceived effectiveness criteria and the culture. Also
leadership and management skills profiles are examined to determine consistency with the
perceptions of the culture.

It is clear that the assessing organizational effectiveness according to this methodology
is based primarily on evaluation of culture and the effectiveness criteria typologies identified
from the four models in the competing values approach. These typologies or configurations
are shown in Figure 2 4.(a) and (b) respectively. In (a), the four cultures configurations
emphasize the values in the four ideal models. Under the rational goal model or firm-type
organization, the term ‘market culture’ is used to describe the culture that has emphasis on
order, maximization of output, rational production, values goal clarification, providing

direction, and decisiveness about what is done. A firm that pursues this type of culture, prides
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itself on goal accomplishment, making profit, and its external interactions with suppliers,
customers, and competitors. The open-systems model has an ‘adhocracy culture’ that is based
upon expansion and transformation. This culture, according to Maloney (1991), prizes
resource acquisition and growth. The emphasis of a firm that pursues this type of culture is on
innovation, flexibility of structure in conjunction with a focus on external constituencies, and
resource providers. This type of culture is at its best when the tasks are undefined.
Organizations that pursue the human-relations model have cultures that are referred to as
team or ‘clan culture’. This culture is a direct opposite to the market culture and it values the
human resource in the organization and promotes openness, participation, and involvement.
This culture is characterized by team work, consensus decision making and information
sharing.

In organizations that pursue the internal process model, the culture is referred to as the
hierarchy or ‘bureaucratic culture’. It is the opposite of the adhocracy culture and emphasizes
stability, control through centralized decision making, and the maintenance and continuity of
the organization, through rules and regulations that are used to control the internal systems.

In (b), effectiveness criteria used by organizations pursuing the various culture types
are outlined. Organizations with an adhocracy culture use adaptability, readiness, growth,
resource acquisition, and external support, Organizations with a clan culture use cohesion,
morale, value of human resources, and level of training. Organizations with a market culture
use productivity, efficiency, planning, and goal setting as criteria. Organizations with a

hierarchy culture use stability, control, information flow, and communication
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* Source: Maloney and Federle (1993)
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Assessment of organizational effectiveness is achieved in three steps. First, by
classification of the unit’s culture according to perceptions of the manager, superior, peers and
subordinates, along the properties of four types of cultures identified in the competing values
approach. Questionnaires are used to solicit perceptions on six main areas of organizational
culture and ask the respondents to divide 100 points among four statements (each describes an
aspect of the four culture typologies) in each of the six areas. These include dominant
characteristics, organizational leader, organizational glue, organizational climate, and criteria
of success. Second, by rating the respondents perceptions to an organizational effectiveness
questionnaire on the existing and desired level of effectiveness criteria and the importance of
the criteria. The questions included relate to the following criteria:

(1) participation, openness, commitment, morale for the clan culture.

(2) innovation, adaptation, external support, growth for the adhocracy culture.

(3) stability, control, documentation, and information management for the hierarchy

culture.

(4) Productivity, accomplishment, direction, and goal clarity for the market culture

The questionnaires present the respondents with a series of statements (a total of
sixteen) to which the respondents could rate his/her unit using a 5 or 7 point Likert scale.
Third, unit’s overall ratings or profiles of culture and organizational effectiveness are
calculated by averaging the respective respondents' ratings. Fourth, the ratings of the

respondents on unit's organizational effectiveness are analyzed and compared with
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respondents’ overall culture ratings. Data is first presented in tabular format (Table 2.4) where
the respondents' overall ratings are compared in tabular form with each other to check for
consistency. As mentioned before, particular attention is paid to the comparison of the ratings
of the manager and that of his subordinates. If there are significant differences between the
perceptions of the manager and his subordinates, the potential exists for major problems. For
organizational effectiveness, according to Maloney and Federle, a difference with a value of
one between raters must be considered significant and is an indicator of potential problems for
the organization.

The data is also presented in a graphical format by drawing pictograms to develop a
better understanding of the results. Pictorial representation of all four perception profiles are
drawn along the axes of the competing values approach. Maloney and Federle (1990) defined
three zones that they used to examine the resulting plots of the data (Figure 2.5). An
extremely negative zone in the center of the figure, an outermost negative zone, and an
intermediate positive zone. Organizational units with culture plots falling in the extremely
negative zone, they stated, have no well defined culture and organizations with a profile in this
zone would be ineffective due to strong conflict between cultural values. In the outermost
zone, cultures are carried to an extreme and organizations with profiles in this zone may suffer
by being either too focused on one type and risk being oppressive if ‘market culture’, anarchy
if ‘adhocracy’, irresponsible if ‘team’ and frozen if “hierarchy’, or focusing on all directions at

the same time and becoming in Maloney’s and Federle’s words “a jack of the trades and a
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master of none”. In the positive zone, trade-offs and balance among the values of the four

cultures result in a strong effective culture.

By plotting the overall culture, and organizational effectiveness perceptions for each of
the four types of raters, conclusions can be drawn regarding the culture and the unit’s

effectiveness in a manner consistent with the three identified zones in Figure 2.5.
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Figure 2.5: Positive and Negative Zones °

5 Source: Maloney and Federle (1993)



Chap. (2)-Literature Review 62

An example of using the assessment methodology of a construction organization's unit
that was surveyed and assessed by Maloney and Federle, is presented here for clarity.

The unit considered in the example is a field supervision unit of a general contractor
organization (Maloney and Federle, 1990). Respondents included a manager, a supervisor,
three peers, and nine subordinates. Table 2.4 tabulates data of four culture profiles according
to respondents’ perceptions of the culture existing in the unit. The unit is perceived to have a
strong Market culture by the manager in five of the six areas as evidenced by the high total
score of 72 out of 100. The superior’s profile is similar to the manager’s with the unit
perceived as strong in Market culture with a total score of 45, except that the manager is
perceived as strongly hierarchical as a leader. The peer’s rating is similar for the Hierarchy
culture with a score of 31 and a score of 29 for the Clan culture. The subordinates’ profile
gives an overall rating that is strongest in the Market culture with a score of 33 and in the
Clan culture with a score of 28. As a result, it can be concluded that there is congruence
among the manager's, superior's and subordinates' perceptions of the unit's culture. The
manager, in particular, believes the unit to have a2 Market culture and gave it a score of 72.
However, the other two raters, although agreeing that the unit has a Market culture, gave it
lower scores than the manager does. The superior scored it 45 for the Market culture and
assessed the unit in the Clan, Adhocracy, and Hierarchy cultures by scoring them 15, 8, 32
respectively. The subordinates scored it 33 for the Market culture and assessed the unit in the

Clan, Adhocracy, and Hierarchy cultures by scoring them 28, 25, 14 respectively.
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Table 2.4: Culture Profiles Ratings °

Raters
Culture Element Manager Superior Peer Subordinates
(1)Dominant Characteristics
Personal Place 0 30 8 32
Dynamic/ Entrepreneurial 5 10 18 18
Formalized and Structured 5 0 28 9
Production Oriented 90 60 35 41
(2) Organizational Leader
Mentor/ Father figure 0 0 10 5
Entrepreneur/ Risk taker 10 0 17 16
Coordinator, Organizer 10 70 47 43
Producer/ Competitor 80 30 27 36
(3) Organizational Glue
Loyalty & Tradition 15 10 42 37
Innovation & Development 10 10 20 9
Rules & Polictes 5 10 15 11
Production & Goal 70 70 23 43
(4)Organizational Climate
Participative 0 20 45 44
Dynamism & Readiness 10 10 10 18
Stability 0 10 25 15
Competitive 90 60 20 23
(5) Criteria of Success
Sensitivity to Customers 0 10 32 11
Product Leader & Innov. 0 10 3 3
Dependable delivery 90 80 53 67
Market Penetration 10 0 12 19
(6) Management of Worker
Teamwork 0 20 27 37
Freedom & Uniqueness 10 10 42 20
Security/ Predictability 0 20 15 7
Production & Achievement 90 50 17 37
OVERALL CULTURE
Team Culture 2.50 15.00 28.89 27.69
Market Culture 71.67 45.00 22.22 33.15
Hierarchy Culture 18.33 31.67 30.56 25.19
Adhocracy Culture 7.50 8.33 18.33 13.98

® Source: Maloney and Federle (1990)
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Table 2.5 tabulates the organizational effectiveness profiles as a result of the
perceptions of the respondents regarding the actual level of perceived criteria of effectiveness,
the desired level, and its level of importance. The score range for the actual and desired level
is measured on a 7 anchor points Likert scale. The score range for the level of importance is

measured on a 5 anchor points likert scale.

Table 2.5: Organizational Effectiveness Profiles’

Raters
Effectiveness Manager Superior Peer Subordinates
Criteria actual [desired [imp. Jactual |desired [imp. Jactual|desired [imp. Jactual |desired [imp.
Clan Culture
participationopennes 500 600 300 500 500 300 467 483 333 445 535 405
commitment. morale 600 650 450 450 500 300 500 583 383 515 605 465

Hierarchy culture

stability, control 550 600 400 500 500 300 500 567 467 485 620 425
document infomgt. 650 6.50 4.50 500 500 300 483 550 383 435 515 3.80

Alarret culture

productivity.accomp 700 6.50 500 500 500 300 450 500 433 570 595 430
direction. goal clarity 6,50 6.50 500 500 500 300 533 550 417 480 600 445

Adhocracy culture

innovation, adapt 500 600 350 500 500 300 400 483 350 415 540 405
ext. support. growth 6,50 7.00 4,00 500 500 300 4.17 467 3.17 475 6.15 440

As seen from Table 2.5, all four raters perceive this unit to be most effective in the
market culture criteria. There is congruence with the perceptions of the raters of the unit’s

culture as a market culture from the data in Table 2.4. The manager perceived the unit to be

” In Maloney and Federle (1990) pp. 230
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very effective in the effectiveness criteria of a market culture (a score of 7 out of 7) The
superior, peer, and subordinates perceived the unit as most effectiveness in the same criteria
but perceived it less effective as evident from their ratings of 5, 4.5 , and 5.7. Based on the
difference of 1.3 (7 minus 5.7) between manager’s and subordinates’ rating of 7, potential
problems can be anticipated. Graphical plots or pictograms of manager’s and subordinates’
ratings of overall culture and organizational effectiveness (Figure 2.6 (a), (b), (c), and (d)) can
also be used to infer the same conclusions.

As described, this assessment methodology, considers the view that performance and
effectiveness are primarily determined by the culture that exists inside the organization.
However, Kotter and Heskett (1992), recommended that other organizational variables should
be considered along with culture in the study of organizational effectiveness. Their study has
shown that (according to their definition of culture) there is a positive relationship between
strong cultures and organizational effectiveness (good performance). However, in some
instances, organizations that were rated to have weak cultures performed just as good, or
even better, than organizations with strong culture. Kotter and Heskett attributed these
irregularities to the effects of other organizational characteristics, such as structural context,
and strategy.

By delineating variables from the competing values’ four models, Ostroff and Schmitt
(1993), studied configurations of organizational effectiveness and efficiency by
operationalization of effectiveness and the variabies. Their findings indicated that effective and

efficient organizations are influenced not only by strength of culture inside, but also by other
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variables such as participation in decision making, goal emphasis, attitude toward change, and
the level of structural contextual emphasis. Although both of the Kotter’s and Heskett's, and
Ostroff and Schmitt studies did not target construction organizations, their findings suggested
the inclusion of other organizational characteristics or variables along with culture in the study
of effectiveness seems to be appropriate.

In conclusion, Maloney's and Federle's methodology represents a crucial advance.
Their assessment methodology identified and validated, for use by construction organizations,
the four sets of culture and effectiveness criteria typologies found in the competing values

approach.

2.7. SUMMARY

The review has provided a concise introduction into the relationships between the
concept of organizational effectiveness and a number of theoretical perspectives of
organization such as: the traditional theories of scientific management principles and Weber’s
bureaucracy; human-relations school; systems theory; contingency approach; political theory;
and configurational approaches. The review also discussed the various criteria used in the
assessment of organizational effectiveness and the conflicts that exist among them and
recommendation to resolve these conflicts. The review also discussed the various definitions
used to define effectiveness, and the approaches used for understanding and modeling
organizational effectiveness: the goal model and the multiple constituencies model; systems

models such as the internal process model, the strategic adaptation model, and the open
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systems model. The discussion also included the shortcomings of using such approaches in the
operationalization and the measurement of effectiveness. In particular, the review has focused
on the competing values model as a configurational approach and gave a detailed description
of it. A review of existing methodologies was given, along with a detailed discussion of a
recently developed methodology that uses the competing values approach’s criteria to assess
the effectiveness of organizational units in construction firms.

In summary, the review has shown that the competing values approach can be used as
a conceptual model to categorize the characteristics of construction firms along its four ideal
configurations. Its use, in studying organizational effectiveness in construction has been
validated by the methodology developed by Maloney and Federle (1993). In the next chapter,
the criteria of the competing values approach’s four ideal configurations are used to
conceptualize and identify four major categories of variables relevant in examining the

organizational effectiveness of the construction firm.



CHAPTER (3)- METHODOLOGY

3.0. INTRODUCTION

First, in this chapter, issues in developing an assessment methodology are discussed
and the logic of the proposed research methodology is presented. The methodology is broken
down into three main stages. The first stage, which is covered in the second part of this
chapter deals with identification of variables that are used to develop the prediction
methodology. The second and third stages of the proposed methodology, that deals with
development of measurement scales, construction of questionnaires, carrying out the field

survey, and analyses and model fitting, will be covered in the following three chapters.

3.1. ISSUES RELATING TO DEVELOPMENT OF AN ASSESSMENT METHODOLOGY

The evolution of the methodologies used to study organizational effectiveness has
progressed along roughly parallel lines with the development of the various theoretical
models. Because no single methodology is suitable for the plethora of theoretical perspectives,
the key to developing a valid assessment methodology rests with addressing the following

seven questions:

69
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l.

What time frame is being employed? Short-term effects may differ from long-
term effects, and different states in an organization's life cycle may produce
different levels of performance.

What level of analysis is being used? Effectiveness at different levels of analysis
in an organization (e.g. Subunit performance versus organizational adaptation)
may be incompatible.

From whose perspective is effectiveness being judged? The criteria used by
different constituencies to define effectiveness often differ markedly and often
represent unique constituency interests.

On what domain of activity is the judgment focused? Achieving high levels of
effectiveness in one domain of activity in an organization may mitigate against
effectiveness in another domain.

What is the purpose for judging effectiveness? Changing the purposes of an
evaluation may change the consequence and the criteria being evaluated.

What type of data are being used for judgment of effectiveness? Official
documents, perceptions of members, participant observations, and symbolic or
cultural artifacts all may produce different conclusion about the effectiveness of
an organization.

What is the referent against which effectiveness is judged? No universal standard
exists against which to evaluate performance, and different standards will

produce different conclusions about effectiveness.
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In developing this methodology, these seven questions are answered in a very detailed
and sufficient manner in the following sections of this chapter and the chapters that deal with
developing and testing the methodology. However, in brief, in developing the proposed
assessment, this research focuses on a homogenous group of construction firms that operate
in the same market and undergo the same forces in the environment.

The methodology is geared to assess organizational effectiveness at the firm level. The
perspective of the assessment is from the management point-of-view, for the purposes of
predicting the level of organizational effectiveness and uncovering the significant sources of
ineffectiveness in the critical organizational attributes, in order to develop strategies to correct
and adjust the organizational configuration. Workers’ and management perceptions are the
primary instrument upon which the assessment methodology is based.

Organizational effectiveness is judged in the analysis and development of the model,
against a measure that consists of the three measures most commonly used to rate
performance of a construction firm, namely, duration of execution of work, cost of completing

the work, and finishing the work while conforming to quality specifications.

3.2. RATIONALE OF METHODOLOGY

Miller and Friesen (1984), in their analysis suggested that researchers should attempt
to use an approach based on recurring patterns or configurations of attributes that relate to
effectiveness empirically. According to Meyer et al. (1993) using configurational approaches

in organizational assessment can be justified on grounds of attempting to understand
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commonalties across a homogenous group of organizations. This research is focused on
developing an organizational effectiveness prediction methodology for construction firms that
can be considered to form a homogeneous group. The construction firms targeted by this
research have been selected from a group of construction firms serving the same construction
market where they operate under the same conditions, and due to the relative young age of
the Saudi ICI market, most of these firms operate within similar stage of life cycle.

After careftl review of all the models and approaches, the competing values was
chosen as the most valid configurational approach through which the proposed method of
predicting effectiveness is developed. The reasons being: first it has been validated by
Maloney and Federle (1993) in the assessment of construction organizations and their
cultures; second, its four models or configurations, emphasize characteristics that represent
the integration of most effectiveness criteria already used by researchers and managers.; and
third, use of the multiple criteria represented by the four ideal models in the approach allow a
more realistic depiction of the values and criteria of effectiveness that are typically pursued by
a firm from one stage in its life cycle to another while changing its configuration.

The use of multiple criteria or characteristics is represented by the hybridization of
values between the four models of the competing values approach. This hybridization results
in certain tradeoffs between the different levels of conflicting or paradoxical values, based on
the specific environmental situation faced by the organization. For example, stressing a
moderate level of competitiveness and external focus by an organization does not exclude it

from placing some emphasis on the development of its workers, and adopting strategies to
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enhance morale and cohesion among them. Cameron (1986a), supported the inclusion of
paradoxical or conflicting criteria in assessments of organizational effectiveness in order to
achieve a better assessment. Cameron (1983), suggested that in order to develop accurate
measurement at the organizational level, variables and measures must be combined with some
overall model that indicates performance in the muitiple domains of effectiveness. He added
that, although organizations could operate in muitiple domains of effectiveness, they may also
perform well only in a limited number of them. In other words, organizations can not satisfy
all possible criteria of effectiveness. Tsui (1990), argued that, using a multidimensional view
of effectiveness implies that different patterns of relationships between organizational
effectiveness and its determinants will emerge, depending on the environment in which a
particular organization functions.

Figure 3.1 (a), (b), (c), and (d) show pictograms of competing values criteria used in
the assessment of effectiveness over the life cycle of the organization, as suggested by Quinn
and Cameron (1983). It is clearly seen that organizations tend to pursue the values that belong
to more than one model at the same time, regardless of the stage they are in. The only factor
of difference from one stage to another is the differing levels of these values or critena
pursued by organizations, as seen in states (a), (b), (c), and (d). In state (b) the organization
values flexibility but somewhat less than in (d), where more emphasis is put on flexibility.
During stage (a), the organization places emphasis on flexibility just as much in (d) however, it
places very little emphasis on control of its processes. In (c), the organization places less

flexibility than in (a) and (d), but places more than in (b). This view represents a more realistic
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model of the nature of the firm, and how it organizes itself to achieve effectiveness. This is the

view considered by this research.

Flﬁi:bility Flexibility

i Internal

Control Control

(a) Entrepencurial Stage (b) Formalization Stage |
i
i

Fl:!i!)ilily Flexibility

[ntemnal

Cantrol Control
(c) Collectivity Stage Elaboration of Structure Stage

Figure 3.1: Organizational Life Cycle and Criteria of Effectiveness !

From this perspective, a homogenous group of firms that are within the same stage of

their life cycle tend to pursue similar levels of criteria of effectiveness. These levels are

! Source: Quinn and Cameron (1983)



Chap. (3)}-Methodolo 75
determined as the result of hybridization of certain levels of values of the four models of the
competing values approach to represent another configuration. Therefore, the levels of the
hybridized criteria in this configuration/model can be used to predict the organizational
effectiveness of firms. This is achieved by: gauging the levels of hybridized critena in existing
effective firms through empirical experimentation; and using the determined levels of these
criteria as a gauge against which, levels of criteria in firms under question, can be compared.
Three main steps can be considered in order to develop valid quantitative models
based on configurational inquiry (Dotty ef al, 1993). First organizational configurations in an
identified approach must be conceptualized and modeled as ideal types where effectiveness is
highest because the fit, among the contextual, structural, and strategic factors is at a maximum
in these configurations. In this research, the competing values approach was selected as a
valid configurational approach that conceptualizes and identifies four ideal models of
effectiveness criteria that can be pursued by construction firms to achieve effectiveness.
Second, organizational characteristics of the particular group of organizations or firms
which represents the different effectiveness domains, in the ideal types, must be first integrated
into an overall multivariate profile or model. The model must be fitted and tested empirically,
using a valid referent measure of organizational effectiveness. This is done in order to identify
those characteristics that are significant in the prediction of organizational effectiveness and
their levels. Third, based on an assessment of the levels of these significant organizational
characteristics, the overall model can then be used to predict the level of organizational

effectiveness of the firm.
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3.3. METHODOLOGY

A number of researchers have noted that when developing effectiveness measurement
it is important to specify whether it is the variables that predict effectiveness, or the variables
that indicate effectiveness, that are of interest (e.g. Cameron, 1986). This research focuses on
developing a methodology to predict the organizational effectiveness of the construction firm.
A multivariate model is developed and validated to achieve the best prediction. The model
relates levels of identified organizational characteristics in a homogenous group of
censtruction firms to an operational measure of their organizational effectiveness.

As seen in Fig 3.2, this was done in three main steps. First, organizational
characteristics’ categories and variables relevant for examining effectiveness of the
construction firm were identified. Second, a field study was designed and carried out. In the
study, a number of tasks as indicated, were accomplished:

o The identified variables were operationalized.

e A referent measure against which organizational effectiveness is judged, was
constructed using the three common domains of effectiveness in construction:
execution of work within scheduled duration, or completion of work within
budgeted cost, and/or performance of work according to contractual standards and
specifications.

e Scales of measurements were constructed for the variables and their reliability

tested.
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e Self-administered questionnaires were constructed to collect data from management
and workers in the construction firm.
e A field survey was carried out using the constructed questionnaires to collect cross-

sectional data from a homogenous group of construction firms.

In the third step, the data collected from the field survey is used to test the hypothesis
that organizational effectiveness, as operationalized, can be predicted using the developed
measures of the identified variables. A multivariate linear regression model is developed and
validated as a predictive model of the proposed assessment methodology. The rest of this
chapter includes a discussion of the first step concerning the identification of variables, the

following four chapters will discuss steps II and III of the methodology.

3.3.1. Identification of Variables

In order to have a comprehensive understanding of organizational effectiveness, the
key variables in the domain of effectiveness of the construction firm, must be identified. The
types of variables or criteria that can be used vary by domain and level of analysis. The target
of this research is the construction firm and the level of analysis is at the organizational level.
An analysis of the construction firm’s characteristics that pertains to structural context:
organizational flexibility, rules and regulations; organizational focus; and strategy (means vs.
ends) along the dimensions of effectiveness as represented by values of the four models,

helped to identify the important variables used to develop the methodology.
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For analytical purposes, the construction firm can be viewed as having some form of
vertical structure, or hierarchy, and operating within an environment (Figure 3.3). The
external environment of a construction firm impact on it through different types of forces. The
firm has a boundary. The firm’s boundary is moveable because people from within it are in
constant interaction with others from organizations outside the boundary. A construction
firm’s environment would comprise regulating agencies, competitors, suppliers, sub-
contractors, consultants, etc. Inputs from the environment cross the firm’s boundary and are
transformed through the production process into outputs.

In the traditional sense, the primary role of the construction firm is the assembly of
resources and transforming them into a product (a facility or part of it) using its skill in the
techniques of construction and in the management of construction operations. It is becoming
common for the construction firm to be involved in more than the construction phase of the
building process. To accomplish its role, the construction firm usually: provides and direct its
own workforce to do a portion of the actual work; supervises the work of subcontractors;
plans, coordinates, and supervises parts or all of the construction process; and is responsible
for completing the work on-time, on budget, and in accordance with specifications.

In considering the hierarchical structure of the typical construction firm, Langford and
Male (1991), identified three different levels of management (Figure 3.3). The institutional or
strategic level is concerned with adapting the firm to the external environment through
planning and goal-setting, the organizational level, where the primary focus is on the lateral

and vertical relationships within the firm’s structure, and the technical or production level,
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concerned with transforming inputs from the environment into outputs to the environment.
Each level has to accomplish their different tasks if the firm is to achieve organizational
effectiveness in the face of uncertainty.

The production level is concerned very much with the present and getting the job
done. The concern at the organizational level is one of mediation between the strategic level
and the technical level as well as maintaining structural relationships between the various parts
of the firm or with other external entities. There is less emphasis at this level on the technical
skills and more on organizational skills such as the ability to handle people, organizational
structure, systems, procedures and controls. Uncertainty of the construction environment
requires that the firm operates in two time frames, the short term when dealing with the
production level, and the longer term, when dealing with the strategic level. The question here
is one of survival and adaptation to the forces of the construction industry. This research
focuses on the organizational level of the construction firm.

Management Levels

Strategic

Environment

Organizational

\/ Technical/prodcution

Figure 3.3 A Model of A Firm®

? Source: Langford and Male (1991)
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As stated before, a firm could pursue any of the criteria of four models in the
competing values approach. Analysis along the values of the four configurations of the
competing values approach helps in identifying the key variables to be included in the model.
The analysis identifies fourteen variables that are deemed related to the construction firm’s
organizational effectiveness in four general categories (Table 3.1): structural; flexibility, rules,

and regulation; person-oriented processes, and strategic means and goals.

Table 3.1 Dimensions, Categories, and Variables of Effectiveness

Competing Values Categories of variables Vanables
Dimensions
Structural context 1. Level of integration in services
offercd

2. Level of joint venturing.
partnering. and alliances
3. Level of subcontracting
Structural 4. Level of multiple project
handling ability
5. Level of coordination
6. Level of information flow

Flexibility, rules. and 1. Extent of rules and regulations
regulations 2. Level of adherence to rules
and regulatiens
3. Level of control
4. Attitude toward change

Focus internal/external Person-oriented processes I. Strength of culture
2. Level of workers” participation

in decision making

, 1. Level of planning
Means/ends Strategic means and goals 2. Level of goal setting
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3.3.1.1 Category (1): Structural

According to Daft (1983), firms can be defined as multi-dimensional social entities that
are goal-directed, with a deliberately structured set of interconnected and mutually dependent
parts that communicate and exist together to strive for a common purpose in a changing
environment. The environment of a firm is the set of environmental elements with which the
firm seek to interact, or has to interact, to accomplish its goals. Firms emphasize the need for
fighting disorder in their environment and attempt to achieve order (i.e. effectiveness) by
forming effective structures, promoting strong culture, controlling efficient internal processes,
and devising new strategies to increase their competence.

What type of structure does a firm need in order to be effective? According to Ansoff
(1988), the distinct types of responsiveness in which a firm seeks to engage can be used to
identify the structure it needs. The types of responsiveness are: operating, competitive,
innovative, entrepreneurial, and administrative. Ansoff classifies these responsiveness types
into four basic forms or structures: the functional operating form which, minimizes the
operating costs of the organization; the divisional-competitive form which, optimizes the
organizations profits; the project matrix-innovative form that develops the organizations near-
term profit potential; and the multistructure-responsiveness form which, addresses the
different needs in different strategic business areas to develop the organization’s long-term
profit potential.

Mintzberg (1979), advanced that organizational structure of a firm is determined by

interplay of seven forces; direction, efficiency, proficiency, concentration, innovation,



Chap. (3)-Methodology 83

cooperation, and competition. Based on the degree of interplay among these forces, he
identified five types of structures or forms that include the simple or entrepreneurial structure,
machine bureaucracy, professional bureaucracy, diversified structure, and adhocracy. The
simple structure has direct supervision as its prime coordinating mechanism. The key part of
the firm is at the strategic level and, as its name implies the structure is simple, uncluttered by
rules and regulations, and has more participative decision-making. This type of organizational
structure characterizes small construction firms such as a sub-contractor, employing a few
workers.

Standardization of work processes 1s the prime coordinating mechanism in the machine
bureaucracy structure. This type of structure typifies large sized general contractor firms
which, use many rules and regulations, functional departments, and centralized decision -
making that follows the chain of command. The professional bureaucracy structure has as its
prime coordinating mechanism the standardization of skills. The production level is the key
part of the firm. The majority of workers in this firm are highly skilled-professionals-with
considerable work autonomy and decentralized decision-making. A typical example would be
a turn-key construction firm with construction management services as its main core and
which subcontracts the bulk of the construction work in its contracts to outside sub-
contractors.

The divisional structure has as its prime coordinating mechanism the standardization of
outputs. This type creates a series of relatively autonomous smaller divisions with functional

structures. Grouping of divisions tends to be by markets. This structure is common in the very
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large general contractors firms with divisions serving in the various markets of the
construction industry. The adhocracy structure is team based. The teams are highly flexible to
achieve adaptation and decision-making within the team is decentralized with minimal
supervision. The adhocracy structure is typified by the project structured construction firm.

Mintzberg argued that there is no one best structural form for effectiveness and in
order for a firm to be effective, it has to model itself along one of forms he identified and
manage its consistency of form. Tatum's (1990), conclusion, that there is no best
organizational form that a construction firm can follow to achieve effective performance, is
similar to Mintzberg's. Tatum asserted that what's really important is that the construction firm
must attempt to maintain its effectiveness regardless of the form it takes. According to Pilcher
(1990) a large percentage of construction firms are small, owner-style run business. The
empbhasis of firms in the construction industry is on producing a product while minimizing the
risks associated with the effects of a very unstable and variable construction demand and still
achieve an acceptable level of profits.

The organizational structure can be described by a number of dimensions that pertain
to internal characteristics of the organization. These dimensions are: formalization,
specialization, standardization, hierarchy of authority, complexity, and centralization.
Formalization pertains to the degree of documentation of organizational procedures,
regulations, and policy. Large organizations tend to be more formalized than small ones.
Secondly, is specialization, which refers to the degree to which organizational tasks are

subdivided into separate jobs. If specialization is extensive, each worker performs only a
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narrow range of tasks. If it is low, a worker performs a wide range of tasks in his job.
Specialization is sometimes referred to as the division of labor.

The third structural dimension is standardization, which is the extent to which similar
work activities are performed in a uniform manner. The fourth dimension is the hierarchy of
authority and it describes who reports to whom, and the span of control in the firm. The fifth
dimension is complexity, which refers to the number of activities or subsystems within the
organization. Complexity reflects the number of vertical levels in the hierarchy, the number of
departments existing horizontally across the organization, and the number of geographical
locations where it exists. Centralization in an organization refers to the hierarchical level that
has authority to make decisions. When decisions are delegated to lower levels, the
organization is decentralized and vice-versa. The arrangement of tasks, roles, authority, and
responsibility gives every organization its unique structure, through which it does its work.
Throughout the history of organizations, structure evolved in response to the dual challenges
of external diversity of the organizations strategic position, and their internal complexity.

According to the four models of the competing values approach, the structural criteria
used to describe the four models are: flexibility, to describe the open system model; stability in
the internal process model; planning and coordination in the rational goal model; and cohesion
and culture in the human-relations model. In Table 3.1, two categories of variables that relate
to the structural dimension of the construction firm are considered along the values of the four

models in the competing values approach. These are: structural context; and flexibility, rules

and regulations.
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In the category of structural context, the study hypothesizes six variables as important
attributes that can be used to indicate how effective the structural component of the
construction firm is in dealing with its external and internal environment. This category of
variables includes: level of integration in services offered by the construction firm; level of
subcontracting used in majority of work projects; level of multiple project handling ability;
level of using joint-venturing, partnering, and strategic alliances in project delivery; level of
inter and intra-organization coordination; and level of information flow inside the firm. These

are discussed in details as follows:

L. Level of Integration in Services Offered

[ntegration in services is defined as the degree to which a firm does things with in-
house workers (Hansen, 1987). Porter (1980), defined integration as “the combination of
technologically distinct production and/or other economic processes within the confines of a
single firm”. Porter discussed two types of integration, forward and backward integration. A
firm integrates forward when it integrates toward the market it ultimately intends to serve .i.e.
a construction firm building, owning, and leasing retail space to its clients. Backward
integration occurs when the firm gains control over the supporting businesses in the overall
process. An example is when a construction firm acquires the ownership of its suppliers, such
as a concrete ready-mix company in order to supply its own concrete.

Hasegawa (1988), stressed the need for construction firms to formulate structures

based on local market analysis and outlines three approaches; product differentiation, business
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diversification, and market segmentation. Hillebrandt and Cannon (1990), advocated four
means of product differentiation for the construction firm. These are: offering a range of
project management methods; extending into A/E design; extending into financial packaging;
and extending into facilities management. They recommended the adoption of Total Build
Service where the construction firm guarantees the final cost and completion date of a
construction project and also gives a warranty on the quality and performance. The 7otal
Build Service also offers facilities management and building management. According to
Krippaehne er al (1992), a construction firm may integrate forward by performing land-
development services, providing A/E design capability, owning and leasing facilities, and
offering construction financing. It may also integrate backward by offering construction
materials supply and other services.

When a firm integrates, it means that the firm is expanding a product or service
position. As such, integration represents more administrative transactions within the firm'’s
structure. Measuring the level of integration of services in the construction firm would gauge
the effectiveness of the firms’ structure in addressing the added structural complexity of
organization as a result of the integration strategies by the construction firm in its attempt to
control the quality and range of its construction product.

Therefore, it is important to evaluate the level of integration of services offered by the
construction firm, for two reasons. First, because the level of integration influences the
effectiveness and the strategic flexibility of the firm’s structure, especially where firms, with

integrated services, tend to develop defensive strategies and rigidity in their structures to
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compensate for increases in risks and potential increases in fixed costs. Second, because it
underlies the effectiveness of the firm’s structure to increase market share and exercise a

greater degree of control over the quality of the construction product.

2. Level of Subcontracting

Construction work, in its conventional form, employs an intensive technology
(Thompson, 1967) and requires the contribution of a variety of trades. Most construction
firms obtain business by submitting competitive bids for projects with owner-determined
specifications. Because of the custom-building nature of the construction process, it is difficult
to predict the nature of future work and input requirements. The site-based nature of
production also makes it highly prone to uncertainties in climate and site-conditions, and
availability of resources in the local environment in which the work is carried out.

The use of subcontracting emerged in construction as a means of coping with these
uncertainties. Subcontracting is a strategy that has long been used successfully in the
construction industry. The nature of the industry, construction process, and the construction
product, allow and encourage construction work to be at least partially performed by specialty
subcontractors who specialize in a certain part or kind of construction process and work. As
noted by Brensen et al (1984), by passing on some of the risks associated with the
construction project to subcontractors, the general contractor retains flexibility.
Subcontracting is used widely by General Contractors construction firms, to save money and

time, and to gain strategic flexibility during times of change.
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Construction subcontractors are usually more specialized and can do the work quicker
and for less money than general contractor firms. Eccles (1981a), has shown the influence of
subcontracting in increasing the complexity of structure in the general contractor construction
firm. As the level of subcontracting used by the firm increases, the amount of coordination,
information flow, and sub-contract management tasks increases. If the firm’s structure is not
able to address the increased complexity that results from utilizing subcontracting, the
construction firm’s ability to control its work will be lessened. Clarke (1980), argued that
increased subcontracting has reduced the general contractor’s control over the construction
process, leading to cost and time overruns. Usdiken er al, (1988), argued that the extent of
control over subcontractors emerge as a critical consideration in subcontracting strategy of
the construction firm. The discussions in the literature suggest that certain organizational
structural properties are linked to the level of subcontracting used by the particular
construction firm. Eccles (1981a), for instance showed that construction firms carrying more
complex projects, subcontract more. But Clarke (1980), observed that the construction firm
faces a dilemma in regard to selecting a suitable level of subcontracting. On the one hand, the
construction firms develop their competence in one or two trades, and limit their activities to,
the winning of projects, and resort to extensive subcontracting. On the other hand, a strong
commitment to in-house production and as, Harrigan (1985) noted, the need to safe guard
production control, can be a strategy requirements making subcontracting less desirable.

The measurement of the level of subcontracting used by the construction firm

underscores the firm’s attitude towards structural flexibility, by risk sharing and enhancing its
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costs effectiveness. A construction firm that pursues strategic flexibility must have a structure
that is better suited for contractual arrangements that provide the flexibility of subcontracting.
Although subcontracting may provide costs effectiveness, it limits the degree of control the
organization has over its processes. The result of this limitation will be more pronounced and
negative when the firm’s structure is not able to cope with the added complexity of
subcontracting. However, when the firm’s structure is suited for the proper use of
subcontracting strategies, it can significantly enhance the construction firm’s flexibility. If a
general contractor manages a portfolio of subcontractors who have a broad cross section of
abilities, the contractor should be able to successfully adapt to changes that may occur in the

construction marketplace.

3. Level of Multiple Project Handling Ability

The typical construction firm is very project oriented and the majority of
management’s functions are thus directly related to individual projects (Rossow and
Moavenzadeh, 1976). When the construction firm assumes the responsibility for handling
more than one project at the same time, it increases the complexity of its structure. Thomas
and Bluedorn (1986), discussed the factors that influence the choice of an authority structure
by construction firms handling industrial construction projects and productivity. One of the
influencing factors discussed is the number of projects, or the work load from other projects.
The level of planning, organizing, control, and coordination, resulting from handling other

simultaneous construction projects, affect the organizational structure effectiveness in
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delivering desired performance in these projects. The relationship between organizational
structure of the construction firm and project characteristics and its influence on productivity
and organizational effectiveness was also discussed by Thomas et a/ (1982, 1983).

This variable reflects the ability of the construction firm’s structure to handle
simultaneous work at different locations in order to increase its volume of business and its
profits (Eccles, 1981b). The ability to handle multiple simultaneous projects is influenced by
the organization’s ability to deploy necessary resources in a manner that requires accurate
planning and resource management. Deployment of resources, in different locations at the
same time requires a suitable organizational structure to handle issues related to control,
coordination, information flow, and communication. Multiple work projects affect the
structure of the construction firm and tend to make it flatter, where project managers assume
more control for their projects than the home-office manager. The measurement of the
multiple project handling ability of a construction firm reflects the degree of success of the
organizational structure in meeting the demands put on it, for more coordination among the
various sites and home office, for more control of the resources, and for more information

flow when multiple projects are handled.

4. Level of Joint-Venturing, Partnering and Alliances
This variable reflects the effectiveness of the firm’s organizational structure in
integrating with other construction companies’ structures when the firm enters in such

relationships. These relationships are usually entered into by the construction firm to access
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new technology, share risks, secure financing, enter new markets, improve competitive
position, and meet project requirements. According to Badger and Mulligan (1995),
construction firms tend to cooperate across local boundaries of their structures by forming
joint ventures, consortia, and by pooling technical expertise, to reduce the level of exposure to
risk. This is done mainly by establishing collaborative relationships with manufacturers,
financiers, and other suppliers. The relationships could be called upon when needed.

Partnering is an emerging tool that influences how the firm links its structure with that
of other organizations to enhance performance. Partnering represents a long-term
commitment between two or more firms for the purpose of achieving specific business
objectives by maximizing the effectiveness of each participant's resources. A partnering
relationship has a long-term perspective, builds trust and openness between the partners,
encourages innovation, and increases awareness of needs, and objectives of all partners.
Partnering forms when a set of independent firms work together to manage the flow of goods
and services along the entire value-added chain in order to improve competitiveness and
performance. Firms that partner have the coordination and scale associated with large firms
and the flexibility, and low overhead usually found in smaller firms.

Partnering is being advocated for construction firms as means of enhancing their
effectiveness. In construction, the partnering chain could start from collection of raw material
to the ready-to-manufacture matertal phase, to components' production stage, to assembly,
installation, and site construction, to the final delivered product. Construction is cited as a

good example where value added partnerships (VAPs) can work very well since, it has been
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using subcontracting for a long time (Cook and Hancher, 1990). Subcontracting, however in
its present form, can not be qualified as a partnering relationship because, as Gardiner and
Simmons (1992) outlined, general contractors usually hold the subcontractors at arm's length
and attempt to keep any economic gains to themselves. Cook and Hancher concluded that
construction firms can use effective partnering as a contracting strategy to replace the

potentially adversarial atmosphere of the traditional bidding methodology.

5. Level of Organizational Coordination

Coordination is defined by Petit (1975), as the fitting together of the subtasks needed
to accomplish an overall objective, i.e, the proper functioning of the orgamzation. The
purpose of coordination is to once again integrate the parts of a task that are separated, due to
division of work. Coordination occurs in an action and time dimension. The division of work
breaks up the actions required to perform the total tasks into a series of linked actions. It does
so in a time dimension, so certain types of actions precede others. Coordination reunites the
separate activities, with emphasis on synchronization of effort, which is required for effective
production.

Without coordination, the firm’s tasks would not be realized in an effective manner.
This is so because workers do not understand how their activities are related to others in the
firm. They do not see the “big picture” of how things are done clearly enough to know how
best to integrate their work with other members work and attain the best overall results.

Coordination is directed by the firm’s management. This directed coordination leads to the
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hierarchical structure of the firm. Activities are linked by putting the workers, who perform
these activities, under the authority of a supervisor who coordinates the various tasks. When
the number of workers exceeds the upper limit of the number of subordinates that a supervisor
can coordinate, the task of coordinating is subdivided among two supervisors. This leads to a
new need for coordination, called second order coordination of the two supervisors from stiil
a higher level in the firm. As the size of the firm grows, additional layers of coordination must
be added, and the hierarchical structure of the firm is developed. Thus, coordination has a
vertical as well as a horizontal dimensions in firms (Figure 3.4). In the structural hierarchy,
coordination becomes complex and more difficult. It is impossible for management at the top
to cope with all the coordination problems that come up through the hierarchy. Therefore,

various formal procedures are used to enhance routine coordinative work (Litterer, 1965).

Second-order coordination

Vertical

\ 2 \ . .
Dimension fo First-order coordination

Horizontal Dimension

Figure 3.4: Horizontal and Vertical Dimensions of Coordination’

3 Source: Petit (1975)
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In brief, coordination is a necessary process that must be performed by the various
management levels in the firm to ensure that basic functions such as decision making,
planning, organizing, and control are carried out in a manner that ensures organizational
effectiveness.

The measurement of this variable reflects how effective the organizational structure is
in coordinating its internal and external relationships. It is crucial for the construction firm,
especially the one which emphasizes planning in its structure to coordinate its activities and its
relationships in the context of the construction process, especially since construction project
organizations usually include multiple organizations. Coordination, as a criteria for effectiveness
would underscore the organization’s attempt to utilize necessary means to ensure cooperation and
proper information flow, both internally and externally, respond to internal conflicts and possible

problems arising in contractual relationships.

6. Level of Information Flow

Nearly every management textbook stresses the need for effective communication
inside the firm in order to achieve organizational effectiveness. Managers and researchers
agree that information flow processes underlie most aspects of organization functioning and
are critical to organizational effectiveness. Snyder and Morris (1984), studied organizational-
level performance measures and the relationship between four aspects of information flow
(adequacy of information about organization policies and procedures, information exchange

within the work group, management-subordinates information exchange, and feedback



Chap. (3)-Methodology 96

information). Their study provided empirical evidence that supported the existence of a
relationship between a high level of information flow and overall organizational performance.

According to Furnham and Gunter (1993), communication of information is a vital
process in every organization. They added that when the communication of information is
accurate and effective, an organization can function smoothly, but when there is a failure or
breakdown in communication, or when information is distorted, there can be serious
repercussions for the performance of any firm. Information flows in and around the firm and in
different directions. Information also flows into and out of the firm. Within the firm,
information flows up from lower to higher levels or down from higher to lower levels, and
across levels in the organization. As well as formalized channels of communication, most firms
contain informal channels where information flows between individuals with no restrictions.
Information flows through informal channels, are sometimes more important and quicker than
formal information flow (Baskin and Aronoff, 1989)

Dawson (1989), identified five important characteristics of an ideal information flow:

1. Accuracy: Message clearly reflects intention and truth as seen by sender and is
received as such.

2. Reliability: diverse observers would receive message in the same way.
3. Validity: messages are consistent, allows prediction and incorporates knowledge.
4. Adequacy: Message is of sufficient quantity (detail) and appropriate timing.

5. Effectiveness: message achieves the intended result from sender’s point of view.
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The measurement of this variable will indicate the degree of openness and quality of
information being communicated formally and informally within the organizational structure of

the construction firm.

3.3.1.2 Category (2): Flexibility, Control, and Rules and Regulations
In the second category, of flexibility, control, and rules and regulations, the study
hypothesizes four variables that influence how effective the organizational structure is in
mediating between the flexibility-control points in the flexibility-control dimension of the

competing values approach. These include:

1. Extent of Using Rules and Regulations

Rules and regulation are a set of guidelines established by the management of the firm
in an effort to regulate its internal processes and interactions, and its relationships with the
external environment. Fink, et al (1983) pointed out that all firms establish rules, procedures,
and policies that govern members’ behavior in ways that are not covered by other methods of
control in the organization. In general, a firm aims to have rules and policies that are broad,
flexible, and subject to change, in order to provide management with the freedom to involve
workers (where appropriate) in the process of establishing rules that are functional to their
jobs and to the overall work effort. Fiexible, broad and general rules also allow management
to modify and update rules in response to changing demands both inside and outside the

organization. The extent of using rules and regulations underscores the firm’s effort to exert
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more control on its processes. Measurement of this variable underscores the extent to which

regulations are being used by the construction firm. in work procedures and evaluation

2. Level of Adherence to Rules and Regulations

An important element that affects the effectiveness of established rules and regulation
is influenced by the level of adherence by workers and management in an organization. Rules
are no more effective than the willingness of the management and workers to abide by them.
This is the prime reason why rules are established to be flexible so as to allow management to
modify, update and bend rules when necessary, to suit both the internal and external
environments. This variable measures how the construction firm (management and workers)

adheres and complies to rules and regulations established to govern tasks and work processes.

3. Level of Control

Internally focused organizations that value control emphasize stability and control as
criteria for effectiveness. Control underscores the firm’s attempts to exert its influence over its
processes to achieve stability. Control is a way of making sure that things happen the way they
are supposed to happen. Control, in an organization is gained through mechanism and
procedures. A budget is a control device and or how it is used is a control method. Flow of
activities inside organizations are managed through control systems. A control system is a
combination of control devices and procedures established and organized to make sure that

the activities of the organization achieve the intended results.
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Control systems serve a variety of purposes that include maintaining required task
roles, maintaining organizational character, and minimizing and/or correcting deviations from
established standards relative to quantity, quality, flow of work, costs, and safety.

The sources of control in firms stem from different levels that include: supervisory
control; self-control; social control (culture); and system control. In assessing the level of
control, factors that must be considered include degree of control and its affordability (effects
on the organization costs and profits); sources of control given the nature of the firm and
people employed by it; the impact of the control system on other organizational activities;
congruence between control system and organizational goals and values.

The measurement of the level of control reflects the degree of control that the
construction firm tries to exert over its processes in an attempt to ensure stability and quality

of operations and, hence, organizational effectiveness.

4. Organizational Attitude Toward Change

Some firms treat change as an accidental occurrence, while others plan change. Firms
that persist in resisting change eventually fail. Management in firms, or those who have
sufficient influence on the firm itself, take actions to institute change because they feel a need
for change. The objective of planned change is to keep the firm viable. Firms, in certain times,
seek to bring about changes that would: align its structure, improve human resource practices,
use of new construction processes, enter into new construction markets, or expanding into

other sectors of the industry. According to Cummings and Worley (1993), effectiveness
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depends, in part, on how well the firm manages these changes, especially in the face of the
resistance to change that sometimes occurs without proper management of the change.
Robbins (1989), discussed the organizational change process in the model (Figure 3.5). He
described three actions for successful change: the unfreeze of the old state; change into the
new state; and refreezing the new state. Unfreezing is necessary to overcome the pressures of
both individuals and group conformity or resistance to change from the status quo. Resistance
can be reduced by communication of the logic of change to workers; increased involvement of
workers in the process of change, to obtain commitment; and giving support during change,
through new training. After change takes place, refreezing represents the smooth
incorporation of changes into the organization’s system, making it more permanent.

There are a host of factors which stimulate change in firms. These include: strategic,
structural, cultural, new technology, and management succession. Most of the major
organizational changes originate from external events. Organizational attitude toward change,
given the characteristics of the environment, plays a major role in how successful the firm is in
changing and adapting to challenges in the environment. The change process can be
considered a success only if the future state desired is achieved; the functioning of the firm
works as planned; and the transition occurs without undue cost to the firm.

The measurement of organizational attitude toward change underscores flexibility of
management and workers in the construction firm, toward instituting change in organizational
processes, tasks, and work methods in order to bring about improvements to deal with the

challenges facing them.
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3.3.1.3 Category (3): Persons-Oriented Processes

Evans (1986), listed the focus of attention on human resource management, as one of

the most important factors that influence organizational effectiveness. Sophisticated human

relations and human resource policies, have been found to be a common denominator in

successful firms (Foulkes, 1980).

* Source: Adapted from Robbins (1990)
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The third category of variables in the methodology is based on the dimension of focus
in the competing values approach and it is represented by how much emphasis the
construction firm puts on its internal organization and persons-oriented processes. All firms
must manage their internal environments through processes that target their workers. In brief,
firms have to motivate their workers and create the appropriate environments to maintain their
motivation. This must be done by complementing the traditional authority inside the
hierarchical structure with procedures and processes to establish and pay attention to human
relations in order to improve the quality of working life. Two variables are identified from this
category that could describe the persons-oriented processes: strength of organizational culture

existing in the firm and level of workers’ participation in decision making.

1. Strength of Organizational Culture

The aims of any firm should be to create an environment in which the objectives of the
organization, can be most economically and satisfactorily achieved, while at the same time
providing satisfactory working conditions for the human resources (people) involved. Job
satisfaction is: the extent to which workers feel satisfied or dissatisfied with work, with their
place in the organization in relation to colleagues with whom they work and with the
environment in which they work.

The relationship between firms that promote cultures with strong emphasis on the
persons-oriented processes and performance is well established (Kotter and Heskett, 1992).

Gordon and DiTomaso (1992), investigated the relationships between culture strength and
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performance. Their findings supported those of Dension’s (1990); that a strong culture is
predictive of short-term future performance. Maloney (1989), stated that “managing culture is
the key to organizational effectiveness” °. Taylor and Bowers (1972), determined that
relationships exist between employee perceptions and attitudes, and firm success. Hansen and
Wemerfelt (1989), found that a strong emphasis on human resources, and having a strong
culture are significant predictors of profitability. Therefore, this variable is considered because
it reflects the internal climate of the firm and its strength or weaknesses, which are directly
tied to performance.

A review of the literature revealed many definitions of organizational culture. It is been
defined as that sum of shared values, behavior patterns, symbols, attitudes, and normative
ways of conducting work that differentiates one organization from all others. It is also defined
as the shared beliefs, ideologies, and norms that influence organizational actions Deal and
Kennedy (1982), identified key elements that influence organizational culture: business
environment; values or norms of behavior shared by members of the organization; the rites
and rituals to reinforce the values or norms of behavior, and communication and management
of the cultural network that sustains the culture.

Every firm exists within a particular type of business environment and must adapt to
that environment. The organization must develop expertise within that environment to

perform effectively. Maloney and Federle (1990), argued that the business environment has

* In Maloney. W. (1989) Organizational Culture; Implications for Management. ASCE Journal of
Management in engineering. Vol. 5. (2). pp. 137
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perhaps the largest influence on an organization's culture because it determines what is
important to the organization.

Values and norms that are shared by the members of the organization represent an
important element of culture. Allen and Kraft (1982), stated that norms are needed in an
organization to guide interpersonal relationships. Deal and Kennedy (1982), asserted that
workers who upheld good values, make success attainable, provide role models, symbolize the
organization to the external environment, preserve and set standards of performance, and
motivate other workers. Rites and rituals are needed to reinforce the values and norms.
Several types of rtuals are important; communication and social rituals; work rituals;
management rituals; and recognition rituals. Communication rituals and social rituals concern
1ssues such as how people should be addressed in the organization, how people are cultured
into the organization, and how conflict is settled. Work rituals are the procedures that are
utilized by members to perform the work. Management rituals govern the conduct of manager
and how and by whom decisions are made or coordinated. Recognition rituals are used to
itlustrate the values the organization seeks to uphold.

Communication, as an element of culture, not only involves the actual information
being communicated, but also the interpretation of that knowledge. Maloney and Federle
(1990), argued that effective communication depends upon what they termed as the cultural
network more than on the formal structure because, they reasoned, that most of the
communication takes place within the cultural network. They added that managing the cultural

network is the key to organizational effectiveness. Organizations must learn to identify
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characters in the network, the rules that govern the network, and how to manage
communication through the network. Organizations should promote strong cultures in order
to reach higher level of effectiveness.

Hendrickson and Tung (1989), argued that in construction, creating a culture that
promotes a workers' job satisfaction is a very complex issue. They added that construction
firms must adopt strategies to lessen the effects of market demand fluctuation and their
practice of firing and laying off workers as their volumes of work decline. In addition, they
listed two factors that negatively, influence the strength of cultures in construction firms: the
method of grouping workers into crews that are supervised in a hierarchical fashion (scientifc
management philosophy); and limitations put on workers’ participation in decision making due
to the low level of training offered by the average construction organization and low skill level

among construction workers entering the job market.

2. Level of Workers’ Participation in Decision Making

Decision making, from an organizational perspective, is part of a large process (Figure
3.6). Information must be gathered, and this establishes the parameters of what can be done.
Once the information is gathered, it must be interpreted. This interpretation is transmitted as
advice to the decision maker as to what should be done. The decision must be authorized and
conveyed before it is executed. Referring to the figure, it can be said that decisions are most
centralized when the decision maker controls all the steps. As others gain control over these

steps, the process becomes more decentralized.
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Figure 3.6: Organization Decision making Process

It is often difficult, in a firm, to identify who made a particular decision. At first glance
it would appear that management, who has the final responsibility for taking a particular
action makes the decision. However, according to Petit (1975), if the formal and informal
channels of communication that contribute information to the decision making process are
studied, it becomes clear that many individuals participate in the process upon which the
decision is based.

Why is participation in decision making by workers important to the organizational
effectiveness of the firm? In addition to speed, which is needed to respond rapidly to changing
conditions at the point at which the change is taking place (avoiding the need to process
information through a vertical hierarchy), sharing in the decision making process, can provide
more detailed input into the decision. If those most familiar with an issue make the decision,

more of the specific facts relevant to that issue would be available. Another important reason
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for an organization to incorporate participation in decision making is the increased motivation
to workers, by allowing them to make decisions that will affect how they do their jobs.

A long trail of motivational theories, beginning with McClelland (1953), and including
McGregor (1960), Maslow (1970), and numerous other researchers, leads one to the
conclusion that workers’ participation in decision making contributes directly, and indirectly
to desired organizational outcomes through three important factors affecting the workers.
These are shown in Figure 3.7 and include job satisfaction, personal growth and development,
and a willingness to change. For instance, high job satisfaction results in lower turnover, fewer
absences, and slightly lower accident rates. [t also leads to a better quality of output and to a
healthier workforce (Kearney and Hays, 1994). Other research has correlated high levels of
job satisfaction with reduction in lax behavior to “good citizenship” among workers (Bateman

and Organ, 1983).
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Figure 3.7: Participative Decision-Making and Workers and Organizational Benefits
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The job satisfaction that results from participative decision making has been also
associated with stronger organizational commitment which, Keamey and Hays (1994) held
consists of (2) a willingness of workers to exert high levels of effort on behalf of the firm, (b) a
strong desire to remain in the firm, and (c) an acceptance of the firm’s goals and values. Using
these and other definitions, researchers have linked organizational commitment resulting from
participative decision-making, to high performance levels, low turnover, and other measures
of organizational effectiveness (Angle and Perry, 1983).

Borcherding (1977), explored the relationship between participative approaches to
decision making and their effects on job satisfaction and productivity. On the one hand, he
concluded that participative decision making is common among construction firms, especially
those dealing with small size projects, and usually leads to higher productivity. On the other
hand, he argued that because participative decision making no longer takes place on large
industrial projects, supervisors, and especially workers in firms handling such projects, lose
their enthusiasm toward construction work, and frequently, work productivity is reduced.

Maloney (1993, 1994), discussed the fact that construction firms in the U.S. suffer
declining performance because worker involvement is minimal due to workers management
practices in most US construction firms are mainly characterized by the scientific management
philosophy. Furthermore, he argued that, it is important that worker involvement must
become a way of life and that the greater the worker involvement, the greater the benefits to

the firm.
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Schrader (1972), reported that a workers’ participation in decision-making leads to
increased effectiveness and productivity in construction firms. He based his conclusions on a
study in which the productivity of a work group that participated in changing work methods
increased 14 %, as compared to another group that did not participate in the decision-making
process. In construction firms, he concluded that a high level of participation by the workers
in the decision-making process would eventually result in improved construction production
methods, lower resistance to change, and more enthusiastic commitment.

Schrader also discussed two reasons used by management of construction firms to
explain their failure to use participative decision-making in a regular fashion: the long period
of time required for participative decision-making to become effective; and the short length of
time the average worker is employed in construction. He discussed a practical approach to
participative decision making in construction work crews such as crew performance analysis
by members of the crew, the use of workers of long standing, plus a crew elected
representative to help plan methods. This, he argued, would create a sense of involvement in
the group that would be carried to the crew. He also argued that very little time is required for
studies of daily construction operations of the crew which are characterized by a low need for
expertise and coordination beyond the crew. Furthermore, he concluded that construction
employment is reasonably stable, even though many workers can still be labeled temporary.
He argued that these workers are, nevertheless, a good source of new ideas and practical

know-how.
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Measurement of the level of participation in decision-making by workers reflects the
style of how the construction firm manages its workers and their involvement in decision -
making to promote commitment. [nternally focused construction firms that value flexibility in
the assessment of effectiveness, are more sensitive to their workers. They allow a higher of
degree of participation in decision making through a strong culture of team work. Internally
focused construction firms that value control in the assessment of effectiveness, stress
adequate communication and information management through a strong culture of hierarchy,
with clear rules and regulations for performance.

Drucker (1988), in his information-based organizations approach that enhances
organizational effectiveness, advocated that workers must be organized as teams. The
members of teams must do different tasks, participate in decision making and direct
themselves. In these teams the culture is strong because the workers are empowered to do
their work. The key to effectiveness is that everyone in these task focused teams constantly
thinks through what information he/she needs or can give to maintain and improve

organizational effectiveness.

3.3.1.4 Category (4): Strategy (Means and Ends)

The fourth category reflects what strategic means and ends is used by the construction
firm to achieve organizational effectiveness. This category of variables underlie a firm’s
attempts to adopt effective strategies in an effort to increase its competitiveness and adapt to

its environment. There are common themes in the definition of strategy. Strategy is concerned



Chap. (3)-Methodology 1l

with the means to meet ends. According to Ansoff (1988), a strategy is also a set of rules for
guiding decisions about organizational behavior. Strategy can be thought of as the firm's
intent, that is often expressed in a plan. The plan states the mission, objectives, goals, and the
actions required to fulfill them, in the context of the firm’s internal and external environments.
In business terms, strategy is fundamentally how to position a firm in its competitive
environment in a way that allows continuous superior performance to that of others. Strategy
could be explicit as a part of a formal strategic planning process or an implicit intent across
the organizational functional dimenstons and structures.

Organizational strategy is typically formulated for three levels: technical/production
level; business level; and corporate level. A technical/production strategy determines how the
firm’s internal operation deals with the transforming of inputs into outputs and is mainly
concerned with the present and getting the job done. Business strategies are formulated in
order to position the firm competitively in markets. Corporate strategy identifies the firm’s
missions and main objectives. The firm’s mission is its raison d'éfre. A mission may be
narrowly or broadly defined and probably has emanated from the founding entrepreneur's
vision of what the firm should be and it is normally expressed in qualitative terms. A firm's
objectives stem from the mission and is expressed normally in quantifiable terms.

Two views have emerged on the nature of strategy. The first perspective views
strategy as a planning mode. A strategy is worked out in advance, is explicit and firms develop
a systematic and structured plan to meet objectives. The second perspective sees strategy as

an evolutionary mode. Strategy evolves over time, it is not thought out and planned but it is a
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stream of significant decisions. This is the evolutionary mode, or logical incrementalism as
called by Ansoff (1988). Planned strategy is worked out in such detail that it becomes difficuit
to alter once implemented. An evolutionary strategy, on the other hand, requires the selection
of the best strategy under a given set of circumstances. It advocates flexibility to be able to
adapt. This requires careful environmental scanning, monitoring, and evaluation. Typically, a
firm’s overall strategic posture is determined by a mixture of both.

According to the competing values approach, externally focused firms that value
control in the assessment of effectiveness, emphasize planning and goal setting that promotes
productivity and accomplishment. Therefore, in this category, the methodology hypothesizes
two variables: the level of planning carried out by the construction firm; and its level of goal-

setting.

1. Level of Planning

Planning, as a strategy, is described by Hunger and Wheelen (1993), and shown in
Figure 3.8. The process includes four main phases. In the first phase, the firm carries out an
environmental scan where the firm analyzes its strength (S), weakness (W), opportunities (O),
and threat (T). This is commonly referred to as ‘SWOT’ analysis. In the second phase, firm's
mission, objectives and strategies to achieve them, and policies of strategies are formulated.
Programs, budgets, and procedures are carried out in the third phase to implement the

formulated strategies. The last phase includes evaluation and control of strategies.
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Figure 3.8: Planning Process Model®

Many researchers discussed the importance of strategic planning to the effectiveness of
construction organizations, large and small, regardless of the aspect of construction in which
they are involved. Furthermore, these researchers stress that strategic planning should be
recognized as an important aspect of the organization's overall activity and requires as much
attention as routine operations, Warszawski (1994). Betts and Ofori (1992), Langford and
Male (1991), advocated the use of strategic planning and management techniques for the

construction firm to gain organizational effectiveness and hence a competitive advantage.

® Source: Adapted from Hunger and Wheelen (1993)
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The measurement of the level of planning by the construction firm underscores the
firm’s attitude toward utilizing planning in routine operations and in adapting to its internal

and external demands in its environment in achieving organizational effectiveness.

2. Level of Goal Setting

Bengtsson (1984), reported that goals are indispensable to the effective management
of construction firms. Naylor and Ilgen (1984), observed that over 90% of the reviewed
studies, that deal with goal setting, reported at least some beneficial effects on performance.
They concluded that goals can strongly influence performance, and that the process of setting
goals is an important aspect with respect to work motivation.
Whatever the firm’s ultimate goals, there are a number of means of pursuing each of them. A
goal of profit can be served by an efficient production activity and a creative marketing and
bidding program. A goal of safe working conditions can be promoted through procuring
equipment with built-in safety features, good maintenance and training of workers, all of
which encourage the workers to follow safe operating practices.

There are a number of descriptive ways of categorizing goals, Dawson (1992) gave
the following categories that are typical for a business firm: financial goals, marketing goals,
production goals, quality goals, technological goals, growth goals, and social goals. Scott’

identifies three models: rational, natural, and open system as sources of any organizational

" In PS. Goodman and J. K. Pennings. eds.. New Perspectives on Organizational Effectiveness (San
Francisco: Jossey-Bass. 1977), Chap. 4
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goal. The rational model, in which goals are specified from goods, services, activities, and
productivity levels; the natural model, in which goals emerge reflecting human needs of the
organization at the different levels; and the open system model, which recognizes
organizational goals such as adaptability, flexibility in the exchange of resources between the
organization and its environment.

Goals are established as necessary consequence of the firm’s self definition, its purpose
of existence, and managing them involves dealing with goal conflicts. These conflicts stem
from inherent differences in the nature of goals, due to the competition of resources
associated with having different goals at the different levels of the firm. Firms are normally
faced with an enormous number and variety of goals to manage. General goals versus specific
goals; long- term versus short- term goals; organization level goals versus sub-organization
goals; and high priority versus low priority goals. The ideal situation for a firm is when there is
congruence among the different types of goals and the firm can cope with situations where
congruence is not possible and manage the conflict in order to minimize its negative effect on
the rational goals.

Two characteristics of such means to a final goal are noteworthy. The means
themselves constitute ends (goals). First, efficient production does not just happen, rather, it is
a goal that firms strive to obtain. It is a sub-goal that itself can be pursued through variety of
means, and these means constitute sub-sub-goals. Each major goal of a firm is the beginning
of a chain of goals and sub-goals, in which each sub-goal is a means to a larger goal. Second,

each sub-goal tends to be more concrete and more of a tangible objective than the related
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goal. The goal of efficient production activity is more concrete, in the sense that it is a more
definitive guide for decision making, than is the goal of high profit. According to Fink er a/
(1983), as one moves along the means-ends chain, the sub-goals tend to become ever more
“operational”. Thus, one can visualize firm’s goals as a tree shaped structure of goals, with a
mean-ends chain fanning out from each major goal to more operational goals. In Figure 3.9,
section of a possible means-ends chain of goals for a construction firm is shown.

Various perspectives have been given for goal setting strategy in the context of the
construction firm. Channon (1978), alluded to goal setting strategy in terms of the extent of
diversification. Newcombe (1990), also discussed the extent of market diversification, by the
type of the constructed product, and geographical expansion (i.e., spread of activities).
Newcombe considered four markets: single market, dominant market, related market and
unrelated market; local, regional, national, and international. He concluded that construction
firms start as small, local and single market and gradually grow, mainly through goals
deliberately set by the firm.

The measurement of the level of goal setting by the construction firm underscores its
strategy to motivate workers toward effective performance by the achievement of
organizational-level goals such as increasing profits levels, increasing costs effectiveness,
growth into other construction sectors, improving level of process quality, improving client
satisfaction, and increasing workers’ involvement. Most of the current literature recommends

that management strategize to find ways of incorporating these goals into their construction
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firms to increase performance. Bengtsson (1984), found that the goal of profit within the

construction firm headed the aggregate reply at all hierarchical levels in the firm.

Survival
|
\
M Profit
Diversification into other :
types of construction — .
i ——————
|
i :
Schedule & Costs Adequate construction Quality
i
i i
Adherence to standards Good Processes
i
i
i
Sound procurement practices Inspection & testing

Figure 3.9: Example of A Goal-Chain For A Construction Firm

Maloney (1994), discussed the strategic planning for human resource management and
stated that the typical construction firm pursues a strict hierarchical method of workers
management which leads to decreased workers involvement. Therefore, when a construction
firm sets a goal of increased workers involvement, this indicates the level of importance that
the firm attaches to changing its traditional hierarchical process of workers management to

practices that have the potential of worker satisfaction and higher performance.
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3.4. SUMMARY

In this chapter, the logic of the proposed methodology was first discussed. The
competing values approach is selected as valid approach. The proposed methodology uses the
effectiveness criteria in the approach’s four ideal models, to hypothesize four categories of
fourteen variables deemed relevant for examining organizational effectiveness of the
construction firm. The ideal levels of these variables, represent the levels that a homogenous
group of construction firms attempts to pursue at a certain stage in their life cycle in order
maximize their organizational effectiveness. The levels of these variables are used to predict
the organizational effectiveness of firms depending how close the levels of these variables in
the firm to the ideal levels.

Secondly, because the ideal levels of the hypothesized variables are not known, three
main steps were outlined to determine, empirically, a quantitative model. This model relates
the ideal levels of these variables to a referent measure of organizational effectiveness. The
process of model development outlined, includes (a) the identification of variables that will be
used to predict effectiveness according to the criteria of the four ideal models in the
competing values approach; (b) a field study in which the identified variables are
operationalized, measures constructed, and data collected; and (c) data analysis, model
selection and validation.

The rest of the chapter was devoted to discussing the identification of variables. This
section dealt primarily with how the fourteen variables were identified from four categories of

criteria relevant for examining effectiveness along the three dimensions of the competing
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values approach of structure, focus and strategy means and ends. These variables are
hypothesized to influence the organizational effectiveness of the construction firm, and hence,
can be used to predict it. In the first category of structural context, six variables were
identified that include the level of integration of services offered by the construction firm; level
of using joint-venturing, partnering, and alliances; level of subcontracting; level of multiple
project-handling ability; level of coordination; and level of information flow.

In the second category of flexibility, rules and regulations, four variables were
identified that include the level of rules and regulations used by the firm; level of adherence to
rules and regulations by management and workers; level of process control; and organizational
(management and workers) attitude toward change. In the third category of persons-oriented
processes in the firm, the methodology identified two variables. These include the strength of
organizational culture and the level of workers’ participation in decision making. Finally, in
the category of strategic means and ends, two variables were identified: the level of planning;

and level of strategic goal-setting by the firm.

Measurement scales for the identified variables must be constructed in order to test the
usefulness of these fourteen variables in predicting the level of organizational effectiveness of

the construction firm. In the following chapter, measurement of the variables is discussed.



CHAPTER (4)-OPERATIONALIZATION OF VARIABLES

4.0. INTRODUCTION

In order to perform analysis, to test the study’s hypothesis and develop a model of
prediction, a valid referent measure of organizational effectiveness must be constructed and
the fourteen hypothesized variables operationalized. In the first section of this chapter, a
description of how organizational effectiveness of the construction firm is operationalized into
a measure that can be used as a referent in data analysis and model building. In the second

part, measurement of the fourteen hypothesized variables is described.

4.1. ORGANIZATIONAL EFFECTIVENESS: A REFERENT MEASURE FOR ANALYSIS

This research uses the synthesis of the goal model and multiple constituencies
approach to operationalize a measure for organizational effectiveness of the construction firm
to be used in the analysis and model building. This is achieved by incorporating into the

measure, the three performance domains or goals that are most commonly used to rate the

120
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achievements of the construction firms, by management and the constituents of the
construction project. These three domains relate to the firm’s level of performance in
construction projects. These are: duration of execution, and whether or not the firm
accomplishes its work tasks without any delays according to the stipulated time schedule in
the work contract; costs of performance, and whether or not the firm accomplishes its work
tasks within budgeted costs; and, finally, quality of execution, and whether or not the firm’s
work is within specifications. Table 4.1 shows the effectiveness criteria that the four main
parties, typically involved in the construction project use in their evaluation of the

construction firm, and possible satisfaction indicators that are used to measure these criteria.

Table 4.1: Constituents' Effectiveness Criteria

Constituents  Effectiveness Criteria Satisfaction Indicator
Customer Work quality, price, and Satisfactory costs and
duration quality level, no delays
Firm’s Owner  Project’s performance Within budget, schedule,
and contractual specs
High profits
Subcontractors Contractual relationships Satisfactory transactions
Public agencies Compliance to Codes No codes violation.

The most common criteria used by constituents of construction firms to evaluate the
satisfactions of their goals can be linked to the level of performance in completed construction

work. Past performance achievement in the three domains can be shown to influence the
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concerns of the constituents as shown in Figure 4.1. The percentage of construction work
projects that were completed within scheduled time (p;), percentage of construction work
completed within budgeted costs (p;), and percentage of construction work finished within
contractual quality specifications (p;) can be used to indicate how effective the firm was for
the period considered in satisfying its goals and those of its constituents.

Completion within scheduled time, would not only satisfy the goals of the customer,
but also that of the firm itself, especially if there is an incentive for more profits with timely
completion. The suppliers and workers of the firm would also stand to gain from timely
completion because of the increased probability that payments and salaries will be made on
time. In addition, timely completion means that the firm could free its resources and make
itself available for more work which could bring in more profit and at the same time secure
longer employment for the workers and give its suppliers an opportunity for more work.

Completion of the work tasks within the scheduled duration or less, also implies that
no gross code violations occurred. Delays usually result from work failing inspections and
firms having to perform considerable rework to satisfy clients’ specifications and public codes.

Completion of the work tasks within budgeted costs or less means that there were no
cost overruns that the customer or the firm itself had to incur, through claims or work
stoppage. This implies that the firm would realize planned profits. It also, implies that
estimates used by the firm in procuring subcontractors and suppliers for part of the work
were accurate, which means that the transactions with these suppliers were completed

satisfactorily. Completion of the work with quality, in a manner as specified by the contract,
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would not only satisfy the customer, but also public agencies who monitor the work’s
compliance to governing codes and regulations. In these three domains, past projects
performance could provide a snap shot of how effective the firm has been in satisfying its
major constituents. The methodology uses the level of past project performance as a referent
measure of organizational effectiveness to be used in the analysis.

As shown in Equation 4.1, the measure is calculated as the average of three
percentages: percentage of projects that were completed within scheduled duration (p;).
percentage of projects that were completed within budgeted costs or iess (p2); and percentage
of projects that were completed without any claims by customers for defective work or
excessive rework as a result of bad work quality (ps;). Equal weights are assigned to each
component of the measure, since it is the assumption taken here that they are equally

important in determining how effective the level of performance is.

Level of performance (Y) = (2, +p32 * ) Eq (4.1)

where:
pi = percentage of projects that were completed within scheduled duration.
P> = percentage of projects that were completed within budgeted costs or less.

D3z = percentage of projects that were completed without any claims by customers for
defective work or excessive rework as a result of bad work quality.

4.2. OPERATIONALIZATION OF THE FOURTEEN VARIABLES

Since all the identified fourteen variables can not be directly observable through hard

quantitative measures, ratings are used to measure management and workers perceptions of
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variables’ characteristics, aspects, and magnitudes in the firm. According to Furnham and
Gunter (1993), although perceptions-based measurement are essentially subjective in nature,
using such measures is just as systematic as using hard measures, and can yield valuable
organizational data in a quantifiable form that can be treated as hard measures, if proper
research techniques are used. According to Babbie (1992), rating can be used to ask the
respondents to estimate the magnitude (level) of a characteristic or quality that an object
possesses. Quantitative scores, along a continuum, such as shown by Figure 4.2, have been
supplied to respondents and are used to estimate the strength of the attitude, perception, or
belief. In other words, the respondents indicate on a scale, the position where they would rate
the level or quality of the object under question. The ordinal scale arranges objects or
alternatives, according to their magnitude, in an ordered relationship. The Likert scale is such
a scale, where respondents indicate their ratings of the attribute under question by checking
the appropriate number on the scale.

In the 7 anchor-points ordinal Likert scale, shown in the figure, the anchor value 7
indicates a very high level, the anchor value 6 indicates a high level, the anchor value 5
indicates an above average level, the anchor value 4 indicates an average level, the anchor
value 3 indicates a below average level, the anchor value 2 indicates a low level, and the

anchor value 1 indicates a very low level.

Figure 4.2: 7-Anchor Points Ordinal Scale
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Typically, there are multiple items (statements) according to which the respondents
rate the attributes of the variable under question. To measure the level of the variable under
question, rating for each attribute is assigned a weight, then the ratings are added to determine
the overall rating. Usually the weights are assumed to be uniform across the various items
because the priori contribution of each item to the overall level of the variable is not known.
An example illustrates the above. Suppose there are four items used to measure the various
attributes of the variable, then the ratings for all items are added up and divided by the number
of items (equal weights are assigned) which is four in this case, to determine the overall
average rating of the variable.

All variables are measured using summated rating method (Likert method) using a 7
anchor-points scales that are constructed similar to the one described above. The reason that a
7 anchor-points scale is chosen rather than one with five or three anchor points, is that a better
and more accurate rating will result from using such a scale. The strength of culture variable is
measured using the constant sum scale discussed by Zikmund (1994) and used by Maloney
and Federle (1993) in their methodology to assess organizational culture. Constant-sum scales
are typically used to measure attitudes and they approximate an interval type measure,
however it is still considered an ordinal scale.

In order to overcome response bias, measurement of variables is based on muitiple
ratings and two different levels of workers within the construction firm. Multiple ratings are

solicited from the managerial level and from the workers’ level. Ratings obtained from the two
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different levels in the firms are first aggregated and then averaged within each firm in order to
create organization-level scores.

For each variable, the research generated a number of items that reflect the various
aspects of the variable without emphasis on any one. Multiple items are used for each variable
because they constitute a more reliable measure than individual items. Each item can be
thought of as a “measure” in its own right, of the strength of the variable in that aspect.
Theoretically, according to Devellis (1991), the universe of items is assumed to be infinitely
large, and that precludes any hope of identifying it when items are developed to measure
constructs or variables. This research attempted to identify multiple items for each variable or
construct that exhaust the possibilities for types of items that capture the essence of the

variable. Items that are used to operationalize and the measurement of the fourteen varnables

are as follows:

4.2.1. Level of Subcontracting
The level of subcontracting used by the construction firm is assessed in thirteen areas
that rate the extent to which in a typical construction project, architectural and construction
activities are entrusted out to other firms. The scale used to measure the level of
subcontracting by the firm asks the respondent to rate the extent to which, in an average size
project, the following activities are entrusted out to other firms:
1. Design and planning.

2. Site work.
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3. Substructure.

4. Superstructure (skeleton).

W

. Floor systems.

6. Interior wall system.

~

. Exterior wall system.
8. Roof systems.

9. Masonry work.
10.Metal work.
11.Electrical system.

12. Mechanical systems.

13.Finish work.

4.2.2, Attitude Toward Change
Organizational attitudes toward change is assessed using a 7 anchor-points Likert scale
that ranges from strongly agree ‘7’ to strongly disagree ‘1°. Eight areas are addressed that
deal with the following:
1. Level of accepting changes by the workers and their ease in accepting changes in
organizational processes.
2. Level of viewing changes as an effort to improve processes by the workers in the
construction firm.

3. Level of eagerness exhibited by workers to understand changes in processes.
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4. Level of eagerness exhibited by workers to adopt alternative work methods in case
of adopting new work processes.

5. Level of encouragement exhibited by management for needed organizational
change.

6. Level of changes based on regular processes reviews by management.

7. Rate of introducing changes to improve processes that keeps pace with
improvements by other organizations in related fields.

8. Level of achieving the resumption of smooth operations in a reasonable time period

once changes are introduced in the firm.

4.2.3. Extent of Rules and Regulations

The extent of rules and regulations variable is assessed using a 7 anchor-points Likert
scale that ranges from very extensive regulation ‘7’ to very little regulation *1’. Four areas
that relate to the extent of using regulation in work procedures, instruction, and evaluation by
the construction firm are addressed and they are as follows:

1. Extent of using rules and regulations in management of all work processes.

2. Extent of using rules and regulations in instructions and procedures for performing

work tasks.
3. Extent of using rules and regulations in work evaluation.

4. Extent of using rules and regulations to control management and workers’ actions.
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4.2.4. Level of Adherence to Rules and Regulations
The level of adherence to rules and regulations variable is assessed using a 7-point
Likert scale that ranges from very strict adherence ‘7’ to very little adherence °1°. Assessment
is performed in three areas that relate to the level of adherence to rules and regulation by
management and workers of the firm and they are as follows:
1. Level of adherence by management of the construction firm to established rules,
regulations, and procedures.
2. Level of adherence by workers to established rules, regulations, and procedures.
3. Level of adherence by the firm to established rules, regulations, and procedures that
govern relationships with external entities such as suppliers, subcontractors, other

partners and allies.

4.2.5. Level of Control
This variable is measured using a 7 anchor-points Likert scale, that ranges from very
high ‘7’ to very low ‘1’. Level of organizational control is assessed in the following areas:
1. Level of using documentation and formalized rules, jobs descriptions, and work
procedures in all organizational processes.
2. Level of using control systems to standardize outputs.
3. Level of controlling all organizational processes to meet quality standards.

4. Level of using control tools and methods by management in monitoring processes’

quality.



Chap. (4)-Operationalization of Variables 131

5. Level of using various methods to check, monitor, and update progress of all work
activities to ensure that production is within target schedule and budgeted costs.

6. Level of maintaining smooth operations in all organizational processes.

4.2.6. Level of Integration In Services Offered
Measurement of this variable is performed by using a 7 anchor points scale that asks

the respondent from the management level to rate the firm according to very high level ‘7" to
very low ‘1°. The level of integration in services offered by the construction firm is assessed in
five areas that measure the level of integration up-stream or downstream of the construction
phase in the construction process as described by Sanvido (1988). These five areas are
assumed to have equal weights in determining the overall level of integration in the firm and
they are as follows:

1. Extent of services offered by the organization in the A/E design field.

2. Level of self owned construction materials supply.

3. Level of construction financing services offered to clients.

4. Operating and maintenance services offered by organization to its clients.

5. Extent of providing construction management services.
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4.2.7. Level of Joint-venturing, Partnering, and Alliances
The level of joint venturing, partnering, and alliances is assessed in four areas that
measure the degree of utilizing such contractual methods by the construction firm in project
delivery and the quality of entering such relationships. These are as follows:
1. Level of developing these relationships with other organizations, i.e. suppliers,
subcontractors, general contractors, A/E consultants or any other related fields.
2. Level of improvement in quality and cost of performance when these
relationships are used.
3. Level of accepting contracts that requires joint venturing agreements.
4. Level of maintaining the quality of these relationships with other firms if any in a

positive manner.

4.2.8. Level of Muitiple Projects Handling Ability

The level of multiple project handling ability is measured in five areas that assess the
construction firm’s ability to perform satisfactorily when assuming multiple projects
responsibilities. The 7 anchor-points scale, from strongly agree ‘7’ to strongly disagree ‘1’ is
used to measure this variable by asking the respondent to rate the statements regarding the

following aspects of multiple project handling:
1. Absence of any noticeable negative changes in quality of organizational processes
when the organization assumes the handling of multiple projects. This is emphasized

because any negative changes would indicate poor handling by the organization.



Chap. (4)-Operationalization of Variables 133

2. Organizational structure suitability for handling simultaneous projects’
responsibilities.

3. Acquisition of needed resources (labor, equipment, material, capital) for handling
multiple projects in a reasonable and timely manner. This is an important
consideration in rating this variable because it shows whether the firm can acquire
the necessary resources to carry out its responsibilities in a satisfactory fashion, or
not.

4. Frequency and size of multiple projects handled simultaneously by the firm.
Regularity indicates, to some degree, that the firm has the capabilities to deal with
complex organizational issues involving multiple projects handling.

5. Level of satisfaction of the various projects’ constituents when the construction firm

is handling multiple projects simultaneously.

4.2.9. Strength of Organizational Culture
Culture has been defined as coherence (Deal and Kenndey, 1982; Weick, 1985); as
homogeneity (Ouchi and Price, 1978); as stability and intensity (Schein, 1985); as congruence
(Schall, 1983); as internalized control (DiTomaso, 1987). While there are many definitions of
culture, very few researchers tried to operationalize it. These various researchers seem to
consider cultural strength a function of some combination of the following: who and how
many accept the dominant values in the firm; how strongly, deeply or intensely the values are

held; and how long the values have been dominant. Gordon and DiTomaso (1992),
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operationalized the strength of culture by the consistency of survey responses, across work
groups within the firms, to questions that dealt with eight cultural factors. These were: clarity
of strategy/shared goals, systematic decision-making, integration and communication.
innovation/risk-taking, accountability, action orientation, faimess of rewards, and
development and promotion from within. They defined consistency as the inverse of the
variance in questionnaire responses (the degree of gap between the different perceptions).
Based on this method, the degree of agreement on cultural characteristics across respondents
is related directly to performance. As mentioned in chapter 2, Maloney and Federle (1993),
discussed the degree of gap between perceptions of cultures by managers and their
subordinates in construction and engineering organizations, as an indicator of the state of
effectiveness in the units studied. This study adopted the questionnaire developed by Maloney
and Federle to rate the strength of overall culture in the firm. The main reason for using
Maloney’s and Federle’s questionnaire is because the way it is constructed. In line with the
competing values approach, Maloney’s and Federle’s ratings method considered that different
types of cultures can be equally effective while other methods did not allude to this factor.

The strength of organizational culture variable is thus measured using the constant
method scale developed and used by Maloney and Federle. The scale contains statements
about culture’s six major aspects of dominant organizational characteristics: organizational
climate, success factors, organizational glue, leadership style, and management style. In each
area, four statements are given, with each describing one of the four types of cultures in the

ideal configurations as identified by the competing values approach. The respondent is asked
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to rate the firm according to how similar the situation is inside the firm to that description, by
dividing 100 points among the four statements. The division is accomplished by distnibuting
more points to the statements that describe very closely the situations inside the firm. If the
situation inside the firm resembles only one of the statements, then all 100 points are assigned
to that statement, if two statements describe the situation equally, then 50 points are given to
each statement. If all four statements describe the situation equally, then 25 points are given to
each, etc. Ratings are added for each of the four types across the six areas and averaged.
Scoring the strength of culture is done then by identifying the minimum deviation in
perceptions between management average total and the workers’ average total across the four
types of culture. The degree of deviation in perceptions of culture across the four types is
converted to a measure of cultural strength on an ordinal scale with 7 “very strong” to 1 “very
weak” using the expression in Equation. 4.2 below. Maximum possible deviation is 100
points. A deviation in perception of this magnitude corresponds to a very low rating of 1 on
the 7 anchor-points Likert scale, indicating a very weak culture. Therefore, it follows that
when the deviation is approximately zero, the corresponding rating on the Likert scale should
be very high or very strong “7’. Therefore each, 100/7 or approximately 14 points of deviation

in perception, equal one point reduction on the 7 anchor-points Likert scale .

_ |Total Dev| )

Rating using a 7 anchor points Likert scale = [7 Y

where
. (Eq.)4.2
|Total Dev| = absolute value of total deviation between workers'
and management's overall culture perceptions
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4.2.10. Level of Workers’ Participation In Decision Making
The level of workers' participation in decision-making in the construction firm is
assessed in seven areas that measure the degree and quality of participation in decision-making
by workers. These relate to the following:
1. the degree that decision making responsibilities is based on sharing and
participating among all workers in each organizational unit and across all units.
2. the level that management encourages workers to initiate and take decisions

concerning work processes.

(V)

the level that management encourages workers to participate in decisions making

by soliciting their input and ideas regarding all organizational processes.

4. the level that management consults with workers before making decisions
concerning work processes.

5. the level that decisions making within organizational units is actually based on
consensus of almost all workers or their teams.

6. the level that workers in the organizations are not penalized for wrong decisions
but are encouraged to take responsibilities for their actions in a constructive
manner.

7. the level that positive workers' attitude exist in the organization towards

participation in decisions making responsibilities as evident by their volunteering

of opinions in decisions making.
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4.2.11. Level of Coordination
The level of inter- and intra-organizational coordination activities is assessed using a
scale that ranges from very highly coordinated 7’ to very little coordination ‘1’. The firm’s
level of coordination is assessed in five areas that measure the following :
1. Level of coordination in activities that govern work flow in all organizational
processes.
2.Level of coordination of work relationships inside the various organizational units.
3.Level of coordination of work relationships among the various organizational units.
4. Level of coordination in activities concerning problem and conflict resolution in and
among organizational units.
5. Level of coordination in activities concerning work relationships between the

construction firm and its subcontractors, suppliers, allies, and partners.

4.2.12. Information Flow
Information flow (openness and quality of communication) is assessed in six areas that
was addressed by Guevara and Boyer (1981), to test problems in quality and openness of flow
of information within construction firms both vertically within the organizational hierarchy and
laterally across organizational units. 7 anchor-points scale of strongly agree ‘7' to strongly
disagree ‘1’ is used to rate the following:
1. Level of noticeable interruptions in flow of information, both vertically within the

organizational hierarchy and laterally across the organizational units.



Chap._(4)-Operationalization of Variables 138

2. Level of accuracy of information being communicated across all levels of the firm
and associated level of distortion in communicated information.

3. Level of regularity and sufficiency in information quality and quantity,
communicated inside the firm.

4. Level of accessibility and availability of information when needed by workers.

5. Level of regularity and timeliness of feed-back information about organizational
processes and work tasks.

6. Level of quality and quantity of information flow with external entities sharing in

work relationships. i.e., other firms, suppliers, subcontractors, and partners.

4.2.13. Level of Planning

Level of planning by the construction firm is assessed in four areas that relate to the

following:

1. Level of planning used by management to develop strategies to achieve stated
general business goals and process quality goals.

2. Level of regularity of the planning process.

3. Level and frequency of scanning the internal environment (internal organizational
audits) of the firm in development of planning strategies for improvement of
int