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Heterogeneity of Organisational Climate

ABSTRACT

Avinash Kumar Srivastav

Organisational climate, which depends on the perception of
organisational members and significantly influences their
motivation and behaviour, is a conceptual synthesis of
characteristics that distinguish organisations from one
another. The nature of organisational climate was
investigated by measuring six climate motives on 453
executives in a large Indian public sector industry using
motivational analysis of organisational climate. The sample
was partitioned into groups representing lower, middle, and
higher age; junior, middle, and senior management levels;
low, middle, and high qualification levels; and R&D, quality,
production, and miscellaneous functions. Rank ordering the
means of climate motives (for the total sample and in each
partitioned group) revealed that Dependency was the
dominant climate motive for the company as a whole and
across all the groups. The backup climate was Affiliation for
the company as a whole, and for seven of the examined
groups; and it was Control for the remaining six groups.
Comparison with t-test on means were performed for each
pair of groups under each type of grouping to reveal
significant differences in the perception of climate across
the groups formed within the organisation. Demonstrating
the heterogeneous nature of organisational climate, the
study helps provide a better appreciation of differences in
employee behaviour across the company. The results can
lead to formulating a contingency model to develop and
manage employees for higher organisational effectiveness.

INTRODUCTION

Organisational climate is one of the most frequently researched topics in the field of organisational
behaviour/psychology. And indeed, the concept and framework of organisational climate has
evolved over a long time with the earliest available reference on the concept/framework of
organisational climate being traced to 1939 (Lewin, Lippitt & White 1939). The work of Lewin,



Lippitt and White related leadership with ‘social climate’, but did not provide any framework for its
measurement. One of the most recent references to the organisational climate concept/framework
is by Patterson, et al. (2005), who reported the development and validation of a multidimensional
measure of organisational climate. Recently, Kundu (2007) has presented a review of research on
the concept and framework of organisational climate.

Over three decades ago James and Jones (1974) classified three approaches for defining,
conceptualising and measuring organisational climate. These approaches are, (a) Multiple
Measurement - Organisational Attribute Approach (MMOAA), (b) Perceptual Measurement -
Organisational Attribute Approach (PMOAA), and (c) Perceptual Measurement - Individual
Attribute Approach (PMIAA). These three approaches to identifying the basic premise of
organisational climate have attracted a great deal of interest from social scientists. For instance,
under MMOAA, the definition of Forehand and Gilmer (1964) is most appropriate for they have
described organisational climate as a set of relatively enduring characteristics that distinguish one
organisation from another. The definition of organisational climate given by Campbell, Dunnette,
Lawler and Weick (1970) is under PMOAA. These authors have defined the construct as attributes
specific to the organisation, induced from how the organisation deals with its employees and
environment. According to Hellreigel and Slocum (1976), organisational climate is a set of
perceived attributes of the organisation (or its sub systems), induced from the way the organisation
and its members deal with each other and with their environment. This definition is another
example of PMOAA. Furthermore, Schneider and Hall (1972) have defined organisational climate
as a set of global perceptions held by organisational members about their organisational
environment. This can be classified under PMIAA. According to Pareek (1989), organisational
climate is created by the perception of organisational members about the outcome of interactions
among five components of the organisation. These interaction components are (a) structure, (b)
system, (c) culture, (d) leader behaviour, and (e) employees’ psychological needs. This definition is
another example of PMIAA. Having outlined the approaches to conceptualise climate change, it is
desirable to understand the underlying differences between organisational climate and
organisational culture, as the two concepts are often confused with each other (Hellriegel & Slocum
1974).

This paper investigates heterogeneity of organisational climate and has been organised in five
parts. The first part introduces the subject of organisational climate, bringing out the succinct
differences between organisational climate and organisational culture. The second part describes
the framework of organisational climate with a particular reference to MAO-C framework which
was selected for this study. The third part examines the outcome of organisational climate,
develops the rationale for the study, and defines the objectives of the study. The fourth part deals
with the methodology and the results about heterogeneity of organisational climate. The final part
of the paper comprises discussions and a conclusion about the findings and their implications for
contemporary policies and practices of human resource management.

FRAME WORK OF ORGANISATIONAL CLIMATE

Organisational Climate and Organisational Culture

Organisational culture (Schein 1992) represents a pattern of shared basic assumptions learnt by the
organisation for solving problems related to internal integration and external adaptation. Such a
pattern of shared basic assumptions are believed to be valid and prescribed to new organisational
members as the most desirable ways for solving future problems. Though appearing to be similar,
organisational climate is not the same as organisational culture. On the one hand, organisational
climate is behaviourally oriented, and it describes what is happening to organisational members
(Schneider 2000). On the other hand, organisational culture provides the reasons for what is
happening in terms of shared values and common beliefs held by organisational members
(Svyantek & Bott 2004). Comprehensively, organisational climate explains how things are done in
the organisation, but organisational culture explains why things are done in the organisation. The
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difference is succinctly given by Burke and Litwin (1992), who contend that organisational climate
is in the foreground of organisational members’ perception but organisational culture is in the
background, and it is defined by values and beliefs. In practice, organisation climate research
generally involves quantitatively based questionnaire measures, while organisational culture
research generally, involves qualitative measures (Patterson, et al. 2005). A salient distinction is
that organisational climate can be seen as a surface manifestation of organisational culture
(Schneider 1990).

Several frameworks have been developed for the measurement of organisational climate
(Forehand & Gilmer 1964, Campbell, et al. 1970, Schneider & Hall 1972, Pareek 1989, Patterson, et
al. 2005). The framework of Motivational Analysis of Organisations - Climate (MAO-C), developed
by Pareek (1989), was selected for this study. The choice of MAO-C was made because Gordon
(2004) had branded MAO-C as a Classic Inventory for the measurement of organisational climate;
and because MAO-C dimensions and motives were found to be very relevant for the company
under study (as reflected by recent studies on organisational climate using MAO-C) (Srivastav
2006, 2007, Kunnanatt, 2007).

MAO-C is based on 12 dimensions of organisational working. These 12 dimensions are orientation,
interpersonal relationships, supervision, problem management, management of mistakes, conflict
management, communication, decision making, trust, management of rewards, risk taking, and
innovation and change. For each dimension, MAO-C defines representative behaviours
corresponding to each one of the six climate motives included in MAO-C framework. In other
words, for each climate change motive, MAO-C defines representative behaviour for each one of
the 12 dimensions of organisational working. MAO-C climate motives are briefly described as
follows.

1. Achievement, which promotes quality, excellence, and attainment of organisational goals.

2. Expert Influence, which promotes the use of expertise for facing organisational
challenges, solving organisational problems and improving organisational working.

3. Extension climate emphasises making oneself relevant to others in the work group, work
team, section, department and organisation,

4. Control climate, which emphasises consolidation of personal power,

Dependency climate, that promotes excessive dependence on others, seeking direction or
approval before taking action, and

6. Affiliation climate, which emphasises maintaining friendly personal relationship even
when it comes in way of attainment of goals.

A study on heterogeneity of organisational climate is important because organisational climate has
important outcomes. Understanding of these outcomes is necessary for elucidating the
implications of heterogeneity of organisational climate.

OUTCOMES OF ORGANISATIONAL CLIMATE

A large number of studies have been conducted on the outcomes of organisational climate.
Forehand and Gilmer (1964) suggest that organisational climate significantly influences the
behaviour of organisational members. In addition, Litwin and Stringer (1968) have demonstrated
that employees with a given motive work at their best when organisational climate is conducive for
that motive. Moreover, Walton (1973) has reported that organisational climate influences the
quality of work life in the organisation. Patterson, et al. (2005) have reported that organisational
climate has several important outcomes at individual, group and organisational levels. For
instance, organisational climate impacts leader behaviour and turnover intentions (Rousseau
1988), has the power to influence job satisfaction (Mathieu, Hoffman & Farr 1993), individual job
performance (Brown & Leigh 1996), and organisational performance (Patterson, Warr & West



2004). It is important to understand the significance of connection between organisational climate
and the ‘bottom line’. The profit manifests at the end of performance. It can be predicted with some
confidence that organisational performance will be poorer when the organisational climate is
dysfunctional and organisational performance will be higher when the organisational climate is
functional. Unlike profit (which is a lagging indicator of organisational performance),
organisational climate is a leading indicator of organisational performance (Litwin, Humphrey &
Wilson 1978). Furthermore, organisational climate helps in determining organisational success
(Burton, Lauridsen & Obel 2004), and is important for achieving organisational effectiveness
(Gunbayi 2007). Organisational climate indicates how well the organisation is realising its potential
(Gunbayi 2007).

RATIONALE FOR THE STUDY

Understanding organisational climate, its nature and complexity are important, not only for
enhancing organisational performance, but also for enhancing human well being in organisations.
The knowledge of climate prevailing in an organisation as a whole and in different parts thereof can
help in better harnessing of human resources, enabling their effective development and utilisation.
Organisational climate is created from the perception of organisational members about
organisational dimensions. Perception, being a cognitive process, is influenced by the personality,
motivation, learning and experience of the individual. It is, therefore, expected that organisational
climate is influenced by factors that influence perception.

Several studies have been conducted on the influence of personal variables on individual
perception. Lynn, Barksdale and Shore (1995) have reported that age influences the perception of
employee commitment to the organisation. In addition, Quazi (2003) has advanced that education
level influences the perception of corporate social responsibility. Furthermore, Singh (1994) has
reported that an employee’s hierarchical level influences his/her perception of inequity in the
organisation. Moreover, Schminke, Cropanzano and Rupp (2002) have reported that an
employee’s hierarchical level influences his/her perception of distributional and procedural
fairness in the organisation. In addition, Waller, Huber and Glick (1995) have demonstrated that
functional background is a determinant of the selective perception of executives.

The influence of personal variables on individual perception has been illustrated by these studies.
On the other hand, studies on the influence of personal variables on organisational climate are not
easy to find. Studies of organisational climate across groups formed on the basis of personal
variables in companies have generally not been reported in the literature. Such a study across
teacher groups formed in schools on the basis of subject taught, gender, marital status, educational
level, age, and seniority, however, has been reported by Gunbayi (2007). It is, therefore, proposed
to study organisational climate across groups formed on the basis of age, hierarchical level,
educational qualification, and function performed, in a large company to examine whether the
organisational climate is homogeneous or heterogeneous across such groups.

Objectives of the Study

The study has three prime objectives, which are listed.

1. Toenhance the understanding of organisational climate, its nature and complexity across
different types of groups formed in the selected company (on the basis of age, hierarchical
level, educational qualification, and function performed)

2. Toidentify the dominant and backup climates (climate motive scoring the highest and the
second highest, respectively) for each group under each type of formation

3. Todetermine the significant differences in the perception of organisational climate across
the groups under each type of grouping

Detailed methodology for the realisation of these objectives is presented.



METHODOLOGY

Site and Sample

A large Indian public sector company was selected for the study. The company had multiple units
located in different parts of the country. The sample consisted of 453 executives who were
randomly selected from each production unit and from the corporate headquarters and of the
company. The sample represented the diversity of age, hierarchical level, qualification level, and
functional assignments obtained in the company.

Procedure

Workshops were conducted in the corporate headquarters and in each production unit of the
company to explain the framework of organisational climate and its impact on individual and
organisational performance and effectiveness. Care was taken in selecting the workshop
participants to represent all the diversity in the company. The workshop participants were
randomly selected executives. The participants were told that climate profile at the individual and
organisational levels and implications thereof would be furnished to them. Organisational climate
was measured after conditioning the respondents in this manner. Data collection (as explained)
minimised the data errors due to possible manipulation of natural response by the respondents.
Promised information and data were provided to the respondents after the measurement of
organisational climate. Educational qualifications of the participants were numerically coded as
shown in Table 1.

Table 1
Coding of qualifications
Low qualification Medium qualification High qualification
NC Qualification NC Qualification NC Qualification
1 Matriculation Non technical postgraduate 3 Non technical doctorate
degree degree
2 Higher secondary 7 Technical graduate degree 9 Technical postgraduate
degree
3 Technical certificate 10 Technical doctorate
degree
4 Non technical graduate
degree
Technical diploma

Note: NC = numerical code.

Measures

Four personal variables were assessed. These variables were (a) age, (b) grade (hierarchical or
management level), (c) educational qualification, and (d) functional affiliation (organisational
function performed), were also recorded for each respondent. Motivational Analysis of
Organisations - Climate (MAO-C) (Pareek 1989), was used for measuring the organisational climate.
MAO-C measures the six climate motives (Achievement, Expert Influence, Extension, Control,
Dependency, and Affiliation) by observing the frequency of associated behaviours under each
dimension. The MAO-C instrument comprises 72 statements. For each organisational dimension,
there are six statements representing each climate motive. Respondents are required to rank order
the six statements under each dimension for the organisation or company or its constituent unit
being studied (one denotes the least likely situation and six signifies the most likely situation. A
scoring key reveals the correspondence of motives with each statement under each dimension.
Respondent’s score for each motive under each dimension is entered on the scoring matrix using



the scoring key. The total score for each motive is obtained by adding the motive score for all
dimensions.

Analysis

Personal and climate data collected from 453 respondents were analysed through rank ordering
and t-tests. Means were calculated for each motive of organisational climate for the total sample,
representing the company as a whole. Rank ordering of the means of climate motives was done.
The categories of “Dominant” (the highest scoring), and “Backup” (the second highest scoring)
climate motives were identified for the company as a whole.

The total MAO-C sample was partitioned in four different ways, on the basis of respondent age,
management level, educational qualification, and functional assignment. For each type of grouping,
the respondents were mutually exclusive across the groups formed. However, there were common
respondents between groups belonging to different types of grouping. On the basis of age, the
sample was partitioned as the lower age group (23-29 years), the middle age group (30-39 years),
and the higher age group (40-58 years). On the basis of management level, the sample was
partitioned as the junior management level (grades: I-111), the middle management level (grades:
IV and V) and the senior management level (grades: VI-VIII). On the basis of educational
qualification, the sample was partitioned as the low qualification level, the middle qualification
level, and the high qualification level, which are shown in Table 1. On the basis of functional
assignment, the sample was partitioned as the R&D function, the quality function, the production
function, and the miscellaneous function (representing the remaining functions in the
organisation).

The dominant and backup motives of organisational climate were identified for each group under
each type of grouping. Under each type of grouping, a t-test on means was performed to detect
statistically significant differences for each motive of organisational climate between different
pairs of groups. Two tailed significance with p < 0.1 was used for interpretation.

RESULTS

Table 2 shows the results of rank ordering of means done for the six climate motives for the
company as a whole and for each one of the 13 groups formed. A total of two out of six motives are
differently ranked across the age groups, and three out of six motives are differently ranked across
the management levels. Two out of six motives are differently ranked across the qualification
levels. Three out of six motives are differently ranked across the functions. While the dominant
climate is uniform across the 13 groups (similar to what is obtained for the company as a whole),
the backup climate is not uniform. One type of backup climate is obtained in seven out of 13 groups
(similar to what is obtained for the company as a whole) and another type of backup climate is
obtained for the remaining six groups.
Table 2
Mean and rank of climate motives

ACH EXP EXT CON DEP AFF
Mean R Mean R Mean R Mean R Mean R Mean R
Company as a whole (N = 453) 48.28 4 45.62 5 43.40 6 51.11 3 58.191 51.19 2

Groups

Age groups
Lower (n = 58) 47.17 4 46.03 5 42.50 6 53.76 2 58.03 1 50.36 3
Middle (n = 135) 48.86 4 42.26 5 40.41 6 54.20 2 60.79 1 51.24 3
Higher (n = 260) 48.23 4 47.28 5 45.15 6 48.91 3 56.87 1 51.35 2
Management levels
Junior (n = 247) 49.68 3 46.92 5 45.51 6 48.32 4 56.90 1 50.24 2

Middle (n = 175) 46.01 4 44.20 5 41.35 6 54.97 2 59.34 1 52.29 3



Senior (n = 31) 50.00 4 43.32 5 38.06 6 51.52 3 61.97 1 52.55 2
Qualification levels

Low (n = 185) 48.21 4 47.33 5 45.48 6 48.97 3 56.10 1 51.38 2
Medium (n = 219) 48.30 4 44.47 5 41.94 6 52.64 2 60.14 1 50.62 3
High (n = 49) 48.49 4 44.35 5 42.04 6 52.31 3 57.35 1 53.06 2
Functions
R&D (n=79) 47.56 4 47.39 5 43.75 6 50.32 3 55.65 1 53.14 2
Quality (n = 192) 48.77 4 46.12 5 44.85 6 49.74 3 57.92 1 50.69 2
Production (n = 64) 49.80 3 44.44 5 42.94 6 50.09 2 60.75 1 48.89 4
Miscellaneous (n = 118) 47.15 4 44.26 5 41.02 6 54.45 2 58.95 1 51.96 3

Note: N = number of samples for company as a whole, n = number of samples in the group, R =
Rank, ACH = Achievement, EXP = Expert Influence, EXT = Extension, CON = Control, DEP =
Dependency, AFF = Affiliation.

Table 3 shows the results of t-test on means for each climate motive in different pairs of groups
under each type of group formation. Table 3 reveals that 21 out of 90 tests conducted revealed
statistically significant differences. Significant differences in the perception of organisational
climate were found in five out of 18 tests conducted for the age groups, seven out of 18 tests
conducted for the management groups, four out of 18 tests conducted for the qualification groups,
and five out of 36 tests conducted for the functional groups.

Table 3
Significance of difference for climate motives

t values for climate motives

Pair of groups

ACH EXP EXT CON DEP AFF
Age groups
Lower vs. middle -0.75 1.61 0.95 -0.16 -1.36 -0.44
Lower vs. higher -0.51 -0.58 -1.28 1.87* 0.60 -0.53
Middle vs. higher 0.39 -3.36*** -3.30*** 2.57** 3.02*** -0.09
Management levels
Junior vs. middle 2.43** 1.94* 2.98*** _3.45*** _1.92* -1.60
Junior vs. senior -0.10 1.47 3.10*** -0.84 -1.96* -0.82
Middle vs. senior -1.16 0.35 1.31 0.89 -0.99 -0.09
Qualification levels
Low vs. medium -0.06 2.03** 2.61*** -1.87* -3.28*** 0.60
Low vs. high -0.11 1.50 1.37 -1.09 -0.56 -0.78
Medium vs. high -0.08 0.06 -0.04 0.11 1.26 -1.12
Functions

R&D vs. quality -0.55 0.68 -0.57 0.21 1.30 1.35
R&D vs. production -0.84 1.19 0.34 0.06 -2.32** 1.87*
R&D vs. miscellaneous 0.18 1.54 1.27 -1.40 -1.66* 0.63
Quality vs. production -0.48 0.78 0.99 -0.12 -1.59 0.95
Quality vs. miscellaneous 0.96 1.15 2.30** -2.09** -0.68 -0.89
Production vs. miscellaneous 1.15 0.08 0.89 -1.38 0.89 -1.56

Notes: a. ACH = Achievement, EXP = Expert Influence, EXT = Extension, CON = Control, DEP =
Dependency, AFF = Affiliation.
b.*p<=0.1,**p<=0.05,and *** p <= 0.01.



DISCUSSION

Table 2 reveals that there are two different types of dominant-backup climate (instead of a single
type) in the company under study. Dependency-Affiliation climate (Pareek 2004) found in the
company as a whole and in seven out of 13 groups indicates that the top management controls all
matters, using their own ‘in group’ members who have high loyalty to the top management.
Dependency-Control climate (Pareek 2004) found in the remaining six groups indicates that the
company is controlled by a few individuals having clear-cut channels of communication. These
individuals regularly give the final approval for all decisions. The predominance of the
Dependency climate in public sector has been reported by Trivedi (2005), while the dominance of
Control climate in the public sector has been reported by Sandra and Frans (2002).

Table 3 reveals significant differences in 23 per cent of comparisons made for the six climate
motives across groups under each type of grouping. At least one significant difference exists for
each climate motive. At least four significant differences exist for each type of grouping.
Organisational climate is, therefore, not uniform, but differential across various groups in the
company. Differential organisational climate in teacher groups formed in schools on the basis of
subject taught, age, and seniority has been reported by Gunbayi (2007). The existence of
differential climate in organisations has also been reported by Drexler (1977), Powell and
Butterfield (1978), as well as Joyce and Slocum (1984).

CONCLUSION

The nature of organisational climate has been investigated in this study. It is revealed that
organisational climate in the company under study is not homogeneous, but heterogeneous. Since
different types of organisational climate promote different kinds of employee behaviour (Pareek
1989), the knowledge of organisational climate obtained in different parts of a company would help
better understanding, prediction, and management of employee behaviour across the constituent
groups within the company. A better appreciation of differences in employee behaviour across the
company would facilitate easier identification of underlying problems and designing the required
solutions. This knowledge has potential to enhance the prospects of successful organisational
change and lead to easier and more effective implementation of organisational strategy and
policies. The findings of this study may contribute to the formulation of a contingency model to
help managers to effectively manage and develop employees for higher organisational
effectiveness.
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APPENDICIES

Appendix 1
Motivational Analysis of Organisations - Climate (MAO-C)

Name:
Organisation:
Role:

Date:

Completing this instrument will help you to assess the climate of your organisation (or your unit or
department if you are answering the instrument for them). Given below are twelve categories
representing twelve dimensions of organisational climate. Within each category there are six



statements. You are to rank the statements in each category from 6 (most like the situation in your
organisation or unit) to 1 (least like the situation in your organisation or unit). Do not give the same
rank to more than one statement.

1. Orientation

a. People here are mainly concerned with following established rules and procedures.

b. The main concern of people here is to help one another develop greater skills and thereby
advance in the organisation.

¢. Achieving or surpassing specific goals seems to be the main concern of people.

d. Consolidating one’s own personal position and influence seems to be the main concern here.

e. The dominant concern here is to maintain friendly relations with others.

f. The main concern here is to develop people’s competence and expertise.

2. Interpersonal relationship

a. In this organisation most informal groups are formed around experts.

b. The atmosphere here is very friendly and people spend enough time in informal and social
relations.

c. In this organisation strong cliques protect their own interests.

d. Businesslike relationships prevail here; people are warm, but get together primarily to ensure
excellence in performance.

e. People here have strong associations mostly with their supervisors and look to them for
suggestions and guidance.

f. People here have a high concern for one another and tend to help one another spontaneously
when such help is needed.

3. Supervision

a. The purpose of supervision here is usually to check for mistakes and to catch the person making
the mistake.

b. Supervisors here strongly prefer their subordinates to ask them for instructions and suggestions.
c. Supervisors here take pains to see that their subordinates improve personal skills and chances of
advancement.

d. Supervisors here reward outstanding achievement.

e. In influencing their subordinates, supervisors here try to use their expertise and competence
rather than their formal authority.

f. Supervisors here are more concerned with maintaining good relations with their subordinates
than with emphasising duties and performance.

4. Problem management

a. People here take problems as challenges and try to find better solutions than anyone else.

b. When problems are faced here, experts are consulted and they play an important role in solving
these problems.

c. In dealing with problems, people here mostly consult their friends.

d. When working on solutions to problems, people here keep in mind the needs of organisational
members as well as society at large.

e. People here usually refer problems to their superiors and look to them for solutions.

f. Problems here are usually solved by supervisors; subordinates are not involved.

5. Management of mistakes

a. When people here make mistakes, they are not rejected. Instead, their friends show them much
understanding and warmth.

b. Here the philosophy is that the supervisor can make no mistake and the subordinate dare not
make one.

c¢. Usually people here are able to acknowledge and analyse their mistakes because they can expect
to receive help and support from others.

d. When the subordinate makes a mistake here, the supervisor treats it as a learning experience
that can prevent failure and improve performance in the future.



e. Subordinates here expect guidance from their supervisors in correcting or preventing mistakes.
f. Here, people seek the help of experts to analyse and prevent mistakes.

6. Conflict management

a. Most interpersonal and interdepartmental conflicts here arise as a result of striving for higher
performance. In analysing and resolving these contlicts, the over-riding consideration is high
productivity.

b. Here, conflicts are usually avoided or smoothed over to maintain a friendly atmosphere.

c. Arbitration or third-party intervention (usually performed by experienced or senior people) is
sought and used here.

d. In a conflict situation here, those who are stronger force their points of view.

e. In resolving conflicts here, appeal is made to principles, organisational ideals, and the larger
goals of the organisation.

f. Experts are consulted and their advice used in resolving conflicts here.

7. Communication

a. After due consideration, those in authority here issue instructions and expect them to be carried
out.

b. Most communication here is informal and friendly. It both arises from and contributes to warm
relations.

c. People here ask for information from those who are expert on the subjects.

d. Relevant information is made available to all who need it and can use it for the purpose of
achieving high performance here.

e. People here communicate information, suggestion, and even criticism to others out of concern
for them.

f. Communication is often selective here; people usually give or hold back crucial information as
form of control.

8. Decision Making

a. While making decisions, people here make special attempts to maintain cordial relations with all
concerned.

b. Decisions are made at the top and communicated down ward, and people here generally prefer
this.

c. People who have demonstrated high achievement have a big say in the decisions made here.

d. Decisions here generally are made without involving subordinates.

e. Decisions here are made and influenced by specialists and other knowledgeable people.

f. Decisions are made here by keeping in mind the good of the employees and society.

9. Trust

a. Only a few people here are trusted by management, and they are quite influential.
b. Trusting and friendly relations are highly valued here.

c. Here, high value is placed on trust between supervisor and subordinate.

d. Specialists and experts are highly trusted here.

e. A general attitude of helping generates mutual trust here.

f. Those who can achieve results are highly trusted here.

10. Management of Rewards

a. Here, the main thing that is rewarded is excellence in performance and the accomplishment of
tasks.

b. Knowledge and expertise are recognised and rewarded here.

c. Loyalty is rewarded more than anything else here.

d. The people who are rewarded here are those who help their junior colleagues to achieve and
develop.

e. The ability to control subordinates and maintain discipline is afforded the greatest importance in
rewarding supervisor here.

f. The ability to get along well with others is highly rated and rewarded here.



11. Risk Taking

a. When confronted by risk situations, supervisors here seek the guidance and support of friends.
b. In risky situations, supervisors here strongly emphasise discipline and obedience to orders.

c. In risky situations, supervisors here have a strong tendency to rely on expert specialists for their
advice.

d. Supervisors here generally go to their supervisors for instruction in risky situations.

e. In responding to risky situations, supervisors here show great concern for the people working in
the organisation.

f. In responding to risky situations, supervisors here take calculated risks and strive above all to be
more efficient or productive.

12. Innovation and Change

a. Innovation and change are initiated and implemented here primarily by experts and specialists.
b. Here, innovation to change is primarily ordered by top management.

c. Before initiating innovation or change, supervisors here generally go to their supervisors for
sanction and guidance.

d. Those who initiate innovation or change here demonstrate a great concern for any possible
adverse effects on others (in the organisation or outside) and try to minimise these effects.

e. Innovation or change here is mainly initiated and implemented through highly result-oriented
individuals.

f. Supervisors here seldom undertake innovations that disturb their existing friendships in the
organisation or earn the enmity of organisational members.

Appendix 2
MAO—C scoring key

Dimensions of organisational climate Motives
Ac El Ex Co De Af

1. Orientation c f b d a e
2. Interpersonal relationship d a f e b
3. Supervision d e ¢c a b f
4. Problem management a b df e c
5. Management mistakes d f c b e a
6. Conflict management a f e d c b
7. Communication d ¢c e f a b
8. Decision making c e f d b a
9. Trust f d e a c¢c b
10. Management of rewards a b d e c¢c f
11. Risk taking f c e b d a



