A second misconception is that informal
organization is restricted to the lower le-
vels of the company. Informal organization -
has to do with how people behave and since vi
ce-presidents as well as machine operators --
are people, informal organization exists at -
the top as well as the bottom. A group of -
vice presidents may agree "informally" that -
certain information should not be transmitted
to the president. A group of supervisors may
agree that certain decisions are to be accep-
ted without argument, but see to it that they
are implemented very, very slowly.

The psychologist needs to know about the
informal organization in the particular compa
ny where he may be working and to know some -
general hypotheses about how informal organi-
zations come about and how they operate.

Some investigators are primarily intere
sted in the formal structure of organizations,
i.e., formal organization. These people ex-
plore questions of who should report to whom,
how many people should report to one boss, =--
what is the relationship between line activi-
ties and staff activities. They want to know
how the pieces of a company should fit toge--
ther. Sometimes students and researchers --
with this type of interest give the impress-
ion that people in organizations are at best
a nuisance. Other investigators are primarily
interested in how people behave in organiza--
tions. To them the important questions are -
why and how informal organizations come into-
being, what is the effect of people's attitu-
des on their performance, how do leaders be-
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have, and whether people behave differently -
in work groups than they do in other kinds of
groups.' These investigators sometimes give -
the impression that formal structure, rules -
and policies are a nuisance.

The structural approach and the behavio-
ral approach are complementary, not contradi-
ctory (Bass, 1968; Leavitt, 1962; Pugh, 1966).
More and more psychologists agree that how --
people act in organizations depends both on -
the particular skills, abilities and persona-
lities they have and on the kind of organiza-
tion in which they work.

Goals of Organizations

What is a goal? This simple guestion is hard
to answer. It is somewhat easier to answer -
for an individual, but it becomes more and mo
re difficult as we go from the goals of one -
person to two people to a small group to a --
large organization.

An individual's goal may be defined as a
stating of what he hopes will be true at some
tine in the future. The student may say, "My
goal is to get a bachelor's degree in four -
years"”. This can be expressed in a way more -
consistent with the definition as, "Four yea-
rs from now I hope that this is a true state-
ment: I have a bachelors degree." This way
of thinking about goals raises several pro-
blems even at the individual level. Two ma--
jor ones are: How far into the future do you
need to go before the statement is true? How
general or how specific is the statement? --
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Right now your goal may be to read the next -
sentence within one second. That is a speci-
fic and short-range goal. On the other hand,
one of yours goals may be to devote your life
to productive service to your fellow man. --
That is a very broad and general goal and a -
very long range one. A third problem is how

to measure progress toward a goal. The more

specific and short-range the goal, the easier
it is to know if you are making progress; the
more general and long-range the goal, the har
der. :

If we try to define a goal for an organi
zation, we still have the three problems of -
range, specificity and measurement. We also
have an additional problem, for an organiza--
tion is a group of people. "It is difficult
to introduce the concept of organizational --
goals without refining the organization-treat
ing it as something more than a system of in-
teracting individuals". (Simon, 1964, p.2).
If the organization is a small one, the goals
of one especially powerful person may be the
goals of the group or the members may talk un
til there is complete consensus about the - -
goals., If all the members of the group share
a very powerful belief, e.g., there is only -
one true God, then the goals of members and -
the goals of the organization will quite like
ly correspond to a high degree.

How does a group of people go about - -
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making statements about the future when it -
disagrees not only about what the future --
should be but about what the present is? How
great a variety of statements, over how gre-
at a time span, with how much generality or

specificity, can an organization permit and

still be an organization? Even if an organi
zation can reach consensus or wide agreement
on its goals at one time, how can the goals

be changed as individuals within the group -
change or as the environment in which the -=
organization exists changes?
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Despite the problems and unanswered --
questions associated with defining goals, -~
measuring progress toward goals, and finding
ways of making statements of goals, organiza
tions do have goals. They even try to state
them explicitly. Some people leave organiza
tions because their personal goals are in-
compatible with those of the organization.
Others join the organization because they 1li
ke its goals. In the end, whether the orga-
nization thrives or dies is based on whether
there are enough people who will join and stay
with the organization and whether the physi-
cal and social environment surrounding the -
organization is compatible with its goals?

Categories of Goals
All organizations have three different cate-
gories of goals. 1In one category are the --

b7




production goals. Organizations form to do -
something, and that something must be done --
efficiently and effectively. The army must -
win battles, the church must win converts, --
the hospital must provide aid and comfort, -
and the automobile company must produce cars
and trucks.

In a second category are the integration
goals. The organization must stay together -
long enough to get the jobs done and must re-
main iPtact to accomplish future jobs. Even -
if the rules which define the organization --
change, or particular jobs change, or particu
lar people leave and others join the organiza
tion, the chances of continued existence must
remain high. State University is still State
University but the rules which students and
faculty relate to each other have changed --
greatly in the last thirty years. Chrysler -
Corporation no longer makes 1929 Plymouths =--
and does not make DeSoto automobiles at all -
but it is still Chrysler Corporation. The --
United States Army of 1812 and the United Sta
tes Army of 1972 are recognizeable as the sa-
me organization.

In a third category are the morale goals.
The people in the company must find the jobs
to be done interesting, engaging, stimulating,
or at least worth doing. If the job is not -
or does not seem worth doing, then eventually
it is not done and the production and integra
tion goals are threatened.
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Psychologist working with organizations need -
to know the goals of the company. They are --
aware of the three deneral categories of goals,
but for each company they need to know the spe _
cific goals in each category. From knowledge
of the specific goals psychologists attempt --
to develop criteria for measuring goal perfor-
mance and thereby make their major contribu--
tion to the company.
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