Managing Organisational Behaviour. 
Corwynt County Council Supplies Department. 

Terms of reference. 
The purpose of this report is to identify and analyse the relationship between individuals, groups and organisational behaviour. 
CCSD has recently employed Ceri Jones as a buyer in the department which involves all of the purchasing requirements for the county council. 
The report will include, the characterises of Bureaucracies, together with advantages and disadvantages of the bureaucratic structures within organisations, giving examples from CCSD. The report will include the effects that the bureaucratic structure in CCSD has on individual and group working. The report will also contain a set of viable alternatives as recommendations to improve the current situation with the CCSD organisation. 

Procedure. 
This report will contain information from different sources such as the internet, books, the case study and tutor notes on moodle. 

Findings. 

Characteristics of Bureaucracies. 
Weber attempted to identify the main characteristics of bureaucracies within organisations. Weber emphasised the significance of administration based on expertise and administration based on discipline. 
Main characteristics of bureaucracies are specialisation, this applies to more than one job to the person undertaking the job. This is because the person doing the job original could leave but the job still continues but to someone else. Hierarchy of authority is another characteristic, this means management and workers are clearly distinctive in a work area. For example if working in an organisation with a hierarchy of authority it would be “them” and “us” (the bosses and the workers) 
System of rules tries to provide an efficient and impersonal operation. The system of rules rarely changes, although some rules may be changed or be modified over a period of time. Knowledge of the rules within an organisation is important as staff would need to know the rules to follow them and not step out of place. 
Impersonal behaviour is important within an organisation, as when working it has to be kept professional. 


Advantages and disadvantages of bureaucracies. 
Even though Webers concept of bureaucracy is helpful and useful for organisations, it does have its disadvantages. In the case study it says that Ceri was presented with a large volume of Standard Operating Procedures, which was clearly specified in great detail the procedures to be followed in every conceivable purchasing situation. Every action that Ceri took resulted in large amounts of paperwork. 
The disadvantage is: Different rules, regulations and procedures can be hard to follow all the time, and it may be that the paperwork actually taking longer then what staff was doing originally. 

The case study states that Andy deliberately destroyed an important contract that Ceri needed. This was lead back to Andy as every piece of paperwork goes through a procedure. Even though it may take a long time to trace back it will be traced back eventually and it will lead to the person responsible of things that may go wrong. This is an advantage to completing all the paperwork that staff have to do. 

A main problem is that the CCSD have is a lack of concentration within departments. The reason for staff having a lack of concentration is mainly because they are bored with their job and they are de-motivated as they are doing the same job and their job is not challenging. 
The advantage of staff doing the same job is that they know what they are doing at all times. If they were to change job roles all the time there probably would be a lot more confusion and work wouldn’t get done as quick. Also the staff would need extra training if changing job roles all the time. 

The CCSD has a high hierarchy system which means that there are many different levels of management. When staff wants to report something they have to go up to the next level of management, the staff are not allowed to skip a level of management. Within in the case study it says that Ceri often made decisions with her immediate superior which was often done by filling out a form. It also states that when sometimes Ceri’s boss couldn’t make a decision either and neither could Ceri her boss then had to report to higher authority. This method takes a lot of time for any type of decision to be made, it also means that there is a slow communication system and loss of work, which means ideas or work staff has will take a long time to consider ideas. 
Although there is an advantage to this method as well, which is all the staff within CCSD knows who to report when they have a problem and all the staff now their place within the organisation. 

A major problem with CCSD is the lack of communication within the organisation. It states in the case study that each function area jealously guarded their own identities and that no staff from other functional areas took part in department projects. This means that no departments communicate to each other. 

A disadvantage in the CCSD is the managerial skills that some of the have managers have. In the case study it states that Sian (the administrative officer) ruled her team with an iron fist. Sian acting like this often ended up her team going to disciplinary meetings, which ended in tears and very unhappy staff. 

Within the CCSD team work was not used at all. This can have a big impact on staff, as working alone can be lonely and de-motivating especially when staff within CCSD doesn’t enjoy their job anyway. Not being able to work together would make it worse. 

Individual work. 
From the CCSD case study it shows a lot of individual work. The effects that the bureaucratic structure has on the staff are that they are bored with their job as they are doing the job all the time and their job is not very changeling. The staff spends a lot of their time gossiping with other colleagues especially among the younger staff. This may be because they are bored with what they are doing. 
Because the staff are working by themselves all the time, this could lead to them feeling under pressure as they have no one to work with or talk to. If they did have a problem to report when working by themselves it would take a long time to get an answer due to the hierarchal structure. This means that staff would be de-motivated because their ideas and work would take too long. 

Group work. 
Within the case study it shows that there isn’t any formal group work in the organisation. However there are informal groups occurring. Certain staff have formed informal groups gossiping to each other. (The staffs want groups in the CCSD but have to make do by gossiping to each other). 
The staff that do this have their own agenda and they are restricting work and not doing what they are supposed to be doing. This shows that staff needs to work together instead of working by themselves. 

Conclusion. 
The case study for CCSD shows a lot of errors that could be easily fixed if paid attention to. The disadvantages are far greater than the advantages in the CCSD. This is not good for any organisation. From looking at the case study it clearly shows that the staff work as individuals and there are no formal groups formed in the organisation. 

Recommendations. 
From the case study for CCSD there are a lot of problems that need to be solved. The concentration between staff is defiantly a factor that needs to be changed. As staff are clearly de-motivated and they spend most of their time gossiping to each other instead of working. 

There is a lack of communication between different departments within the organisation that needs to be improved. To do this the CCSD should set up an email system so staff can email each other if they want anything, this may also solve staff gossiping to each other when they should be working. The CCSD should also set up meetings at the end of each month to see how each department are getting on with work, so there is nothing to hide from other departments. 

The hierarchal system seems to be a problem in the CCSD, as it takes a long time to get any answers back. The hierarchal system that CCSD has is a tall system (see appendix 2). This is when staff have to go to their boss if they need anything done, and if their boss can’t make a decision then that boss has to go to their boss and so on. 
If the CCSD changed the hierarchal system to a flat system (see appendix 3) it would be a lot easier for staffs to communicate. This means that staff would get answers back more efficiently. The only problem is that some staff will lose their managerial jobs because to have a tall structure there is less management staff. But they wouldn’t lose their job completely. If this happened the CCSD could make a rota of different jobs for the staff to do. This way staff wouldn’t be as bored of their job and they would be more motivated to do their job. Having the structure like this would mean that different departments would have to work together. 

In the CCSD managerial skills are not very appropriate for a work place. Staff leaving meetings in tears and leaving unhappy is very de-motivating for people. To improve the managerial skills within CCSD, it would be beneficial for managers of departments to go to meetings or training on how to treat staff better. 
Theories. 
(See appendix 1)Maslow believes to be motivated people need certain things. Maslow created a hierarchy of needs, set in a triangle. At the bottom of the triangle there are basic needs, for example food, water, sleep etc. The next level of the triangle is safety; this involves safety at home and in the work place. Staff at the CCSD seem to have no problem with security at work, as there’s no mention of it in the case study. To reach the next level of the triangle there is love and belonging. This means for staff to reach this level of the triangle they would have to have friends within the work area, which in the case study it states that most of the time they gossip. This means some of the staff would have reached this level within the triangle. The next level of the triangle is self esteem, which involves confidence, achievement, respect of others and respect from others. According to Maslows hierarchy of needs this is where staff in the CCSD would not reach this level off the triangle. The top level of the triangle is self actualization; this is when someone has achieved everything they have wanted. Relating this to a working environment would be a promotion. 
For the staff to reach this level of the triangle they would have to have a job that would lead to a promotion or to achieve something. The staffs at CCSD are de- motivated and this would probably not happen. So unless the CCSD change the way they run the organisation there staff will never be able to go past the third level of the triangle, according to Maslow’s theory. 
To make the employees at CCSD more motivated there are a few things that they would have to do and change. A few things that CCSD could do to make their staff more motivated are to award staff with economic rewards such as bounses. The staff could achieve this award by working hard and reaching their goals such as deadlines. This would motivate staff to reach their full potential, because at the moment they are highly skilled but they are not using their high skill in their work at the moment. 

Group work. 
For staff to enjoy their job more the CCSD should start team building exercises so the staff actually works together. This way the staff are making new friends and it would be making their job less stressful having other members to work with. 
For the CCSD to match staff together, the staff could do a short and simple test which was created by Belbin. After they have completed this it would show who they would work well with and who they wouldn’t work well with. 
There are nine different groups according to Belbin. (See appendix 4). 
Incentives. 
When the staff work extra it should be noted by their boss, after staff have covered a few shifts they should get bonuses. This would motivate staff to come in and cover other staffs absences (as there are quite a lot in the CCSD) . The staff that covers shifts should also be prised by their boss. This method doesn’t cost anything and it makes the staff feel appreciated. 

Once the staff has proved themselves, by covering shifts and meeting deadlines, their boss should give them more responsibility. This will make the staff feel appreciated and trustworthy. Once the staff have successfully completed a few responsibilities and done this well it could lead to a promotion. Promotions tend to make people work harder to gain promotions and once they are promoted they tend to be more committed to their job. 
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Appendix 4. 
Action Oriented Roles | Shaper | Challenges the team to improve. | 
| Implementer | Puts ideas into action. | 
| Completer Finisher | Ensures thorough, timely completion. | 
People Oriented Roles | Coordinator | Acts as a chairperson. | 
| Team Worker | Encourages cooperation. | 
| Resource Investigator | Explores outside opportunities. | 
Thought Oriented Roles | Plant | Presents new ideas and approaches. | 
| Monitor-Evaluator | Analyzes the options. | 
| Specialist | Provides specialized skills. | 
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