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ABSTRACT 

The organizational effectiveness is achieving optimal results at the lowest possible 

cost. There are many factors such as culture, communication, reward, staffing that 

drive organizational effectiveness and each impacts the others. In other term, the 

organizational effectiveness is the degree to which the organization achieves a stated 

goal. 

This paper discusses the organizational health concept and its overall impact on the 

organizational effectiveness. 

The main focus is to explore the organizational effectiveness with theories on the 

identified elements of organizational health, described organizational communication 

and some concepts. 
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INTRODUCTION 

The objective of this study is to explain the impact of trust, shared values and 

organizational communication to the organizational effectiveness. This study is on the 

publications ofR.L Daft, Peter Wickens, and Gilbert W Fairholm. These publications are 

focused on people management, organizational communication, human resources and the 

importance of trust in organizations. Beside these publications some interviews done with 

various analysts such as Colette Gelinas (Professor in human resources at Quebec 

University), Nathalie Lamb (Professor, Faculty of Business Administration, University of 

Ottawa) and Ole Ingstrup (Senior Advisor at Queen's University) have been taken into 

account. 
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I. ORGANIZATIONAL EFFECTIVENESS 

The organizational effectiveness is achieving optimal results at the lowest possible cost. 

There are many factors such as culture, communication , reward, staffing that drive 

organizational effectiveness and each impacts the others. In other term, the 

organizational effectiveness is the degree to which the organization achieves a stated 

goal. 

The effectiveness of organizations can be hurt by many factors. For example, 

management efforts to increase efficiency that refers to the amount of resources used to 

achieve an organizational goal through severe cost-cutting can hurt the organizational 

effectiveness. 

The main responsibility of managers is to achieve high performance that is the 

attainment of organizational goals by using resources in an efficient and effective 

manner'. Managers use conceptual, human, . and technical skills to perform the four 

management functions of planning, organizing, leading and controlling in all 

organizations. All managers must possess skills in each of conceptual, human and 

technical areas to perform effectively. The conceptual skills are more important for 

upper managers but the human skills are important at all levels. For first line managers, 

the technical skills are the most important ones. Managers' human skills are vital to 

employee motivation and retention as well as to overall organizational performance/ .In 

fact organizational effectiveness is the result of the right people,efficient processes, a 

dynamic culture, useful tools and appropriate resources. As attaining ideal productivity 

and profit depends on identifying the root or problems managers must be able to 

identify the crucial elements that drive their organizations' effectiveness. 

1 R.L.Katz, "Skills of an effective Administrator",Harvard Business Review 52, (Sept,October1974; 90-102) 
2 Richard.L.Daft, "Management"(5th edition,Chapter 1, page 14-15) 



In organizations, high performance standards is one of the most important objectives in 

achieving organizational effectiveness. Performance in an organization does not occur 

in isolation. The organizational performance can vary on the communication, 

teamwork, moral, job satisfaction, customer focus, feedback, coaching and acceptance 

of change-especially important during times of transition. For this reason many 

companies spent a lot of time and money on team building that is essential for 

the organizational effectiveness. 
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II. ELEMENTS OF ORGANIZATIONAL HEALTH 

There is much discussion about what constitutes a state of good health or well-being 

in an organization. Most people consider leadership, vision, employee commitment, 

trust, respect, rewards and recognition, competence and skills development, teamwork, 

ability to adapt and measuring health, essential to organizational health" 

2.1. Leadership 

The definition of leadership may vary slightly in different social environments, 

organizations, countries and cultures, effective leadership is . one of the main 

contributing factors to the health of any organization. 

As organizations redefine their corporate purpose and reconfigure their corporate 

hierarchy, they must make sure their executives possess the leadership characteristics 

that allow them to manage change effectively. Corporate restructuring affects the people 

who work in the organization, and leadership is measured by the leaders' ability to 

secure their employees' commitment and motivation and to develop their employeys' 

skills. Effective leaders think strategically and communicate organizational values in 

credible terms. They create a climate of mutual trust and respect, and encourage their 

employees' initiative. They show determination when facing a challenge and skill in 

guiding their organization. All of these qualities characterize them as effective leaders 

of healthy organizations 4. 

3 Farquhar, Carolyn R. and John A Longair. (:reating High-Performance Organizations with People. The 
Conference Board of Canada. Report 164-96 (January 1996) 
4 Straford, Sherman, How Tomorrow's best leaders are learning their stuff Fortune (November 27, 1995: 90- 
102) 
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2.2. Vision 

Senior executives who seek positive, long-term results must create a vision for their 

organization. They must plan the actions and goals that describe its future and 

communicate this vision to all members of the organization. Vision must be .soundly 

grounded in the reality of the organization's 

social environment, the needs of its clients and stakeholders, and its own 

organizational values. The most successful firms are those that are concerned with 

their own corporate culture. 

Corporate culture acts as both a stimulus to action by mobilizing energies, and a guide 

by focusing them. As corporate culture arises spontaneously, it is not entirely 

controllable by any given group of actors. However, managers hold the key to many of 

the instruments that condition corporate culture, such as selection processes, control 

systems, communications, and so on. 

For an organization to survive, it must have a strategic purpose and a clientele. Over 

the long term, the organization will be able to give satisfaction to its clients only if its 
employees are satisfied in the working environment. If it does not treat its employees 

as it treats its clients, there will eventually be an impact on the services it provides. 

In healthy organizations, employees are strongly committed to their organization's 

mandate and to the delivery of their organization's products and services. They believe 

that their managers set priorities based on what is truly important to accomplish, and 

do work that they consider meaningful and in accord with their personal values. They 

see a role for themselves in the future envisioned by the organization and buy into it. 

They feel that they are making a · significant contribution. According to one public 

servant, "Employees need to feel that what they are doing is useful, constructive, 

positive." 

Organizations are unhealthy when employees do not understand or agree with the 

approach that their organization is taking. Organizational instability and administrative 



8 

frustrations such as false deadlines can reduce the degree to which employees accept the 

organization's mission. 

The situation is even more troubling when managers who do not believe in a revised 

vision of the organization have to promote it to their staff As one of the public servants 

we interviewed stated, "Managers can't help employees accept a change or new approach 

if the managers are faking acceptance themselves." 

Ifthe organization tries to do too many things or head in too many directions at once, its 

mandate becomes clouded. Managers and employees become confused about their roles 

and responsibilities and the organization's health suffers5. 

2.3. Employee Commitment 

Effective corporate executives know that to succeed, they need their employees' 

commitment. It is important for managers and staff to share the same values. When 

employees understand the organization's mission, mandate and goals, and when they 

support its strategic orientation and leadership style, they are proud to identify with the 

company. They feel involved ip operations and work as a team towards the success of the 

organization. This is no less true in the Public 'Service than it is in the private sector. The 

level of employee commitment and sense of belonging occurs naturally when there is 

mutual trust at all levels of the organization; when employees feel they are respected as 

individuals and when management acknowledges their skills. Commitment and loyalty 

become positive forces that enable employees to achieve the intended results while 

improving their personal performance. 

2.4. Trust 

High levels of trust increase employee morale, promote innovation and risk-taking, and 

help the organization manage change effectively. Trust is built on a corporate culture of 

shared values, and a commitment to building interpersonal relationships based on honesty; 

professional competence, integrity and concern for others. 
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Managers must try to build a culture of trust in all directions in the organization: up, down 

and sideways. Managers who support their employees should demonstrate their trust in 

and loyalty to them. In turn, employees tend to trust those with whom they work most 

closely. They probably find it more difficult to extend this trust to managers and staff two 

layers away from them in the hierarchy or in a different part of the organization". 

2.5. Respect 

Respect for the competence and professional ethics of colleagues helps to inspire trust. 

True respect implies that management and employees respect each other's visions, 

whether or not they coincide. Respect is not tied to hierarchical status in any way. 

Leaders, managers and employees must earn each other's respect. Respect is reflected in 

attitude and choice of words. It has a bearing on many aspects of day-to-day work. 

2.6. Rewards and Recognition 

Employees at all levels want to feel appreciated, whether formally or informally. A word 

of thanks or· praise makes them feel valued and improves organizational health. Most 

employee disliked the idea that rewards tend to be given only to high flyers or the most 

visible people, rather than to the hard workers who are just doing a good job in a difficult 

environment. Organizations should search for innovative ways to motivate and reward 

staff 

2.7. Competence and S)(.ills Development 

Organizations acquire skilled workers through skill-specific recruitment programs and 

in-house training. Staff renewal must be-an ongoing concern as skill requirements change 

continuously. Many studies have shown that organizations that have successfully 

managed large-scale adjustment programs invest substantially in recruitment, training and. 

5 Farquhar, Carolyn R. and John A. Longair. Creating High-Performance Organizations with People. The 
Conference Board of Canada. Report 164-96 (January 1996). 
6 Straford, Sherman. How Tomorrow's best leaders are learning their stuff Fortune (November 27, 1995): 
90-102. 
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skill development at all levels. A healthy organization takes steps to renew itself by 

obtaining new blood. To keep up with the competitionand with technological advances, 

managers should provide opportunities for' ongoing training and more diversified career 

paths for employees. On the other hand employees should follow scientific and 

technological developments to improve their performance. 

Problems can arise for managers when they attempt to respond to multiple pressure 

points. Managers can feel that there was little opportunity to deal with employees' training 

and development, given the everyday pressures of downsizing and managing change. A 

lack of training and skills upgrading can have negative effects 7. 

2.8. Teamwork 
i 

The tradition of the hero who saves the organization from disaster is in the past . Today, 

the development of a management style based on teamwork is imperative. Teamwork 

means that the organization recognizes the importance of its human resources, that it 

practices, strategic and participatory human resource management, and that it promotes 

team leadership and teamwork as important skills. 

Decision-making needs to be shared at the lowest possible level of the organization. With 

teamwork and distributed decision-making, employees feel that they are making a 

meaningful contribution to the organization. When an organization succeeds in harmonizing 

all the efforts of its employees, it has the best insurance policy for achieving success. 

2.9. Ability to Adapt 

Management has to agree to fundamentally rethink what it does, learn how to change, and 

take the initiative to implement changes before circumstances force it to do so. The 

organization needs to have all stakeholders participating in the change process, either by 

agreeing to change or by helping to implement change. This is the only way it can remain 

competitive in today's world. Managers must involve all employees in developing strategies 

7 Straford, Sherman. How Tomorrow's best leaders are learning their stuff Fortune (November 27·, 1995: 90- 
102) 
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that make it possible to achieve corporate objectives. A healthy organization provides its 

employees with the tools they need to adapt to complex and difficult situations. It gives them 

enough autonomy to deal with unusual demands and unforeseen circumstances. Employees 

want to be able to give satisfaction to clients without having to seek permission to do 

something diff erent8. 

2.10. Measuring Health 

The health of an organization is no easier to measure than the health of a family or a 

marriage. Some models for measuring organizational health have been developed. 

However, such models and the use of surveys do not in themselves create healthy 

organizations; they only serve to help situate the components of health on some quantitative 

or evaluative scale. It then remains for the individual members of the organization, managers 

and employees alike, to use this information to bring about the changes needed to increase or 

sustain the health of their working environment. For a managers, one of the most important 

things is to give a lot of themselves, make themselves available, deal with employees on a 

personal level, pay attention to them. This is still in the control of the individual manager. 

8 Farquhar, Carolyn R. and John A. Longair. Creating High-Performance Organizations with People. The 
Conference Board of Canada. Report 164-96 (January 1996). 
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III. ORGANIZATIONAL COMMUNICATION 

Whereever people work in groups, communication formal or informal is crucial to the 

success of their company. In many multinational enterprises, managers believe in sharing 

information with employees, helping them to understand the impacts of the actions that 

the teams and employees take, and working with them to develop successful strategies. 

Because ensuring transparency in information sharing is a key ingredient in creating trust. 

Without good communication, no organization can survive. Communication should be 

transparent, timely and complete. It must be present at all levels of (the organization so 

that information is shared from top to bottom and vice versa. When information is 

transmitted only on a need-to-know basis, employees do not feel that they are part of the 

loop or that they are seen to share an interest in the success of the organization. When 

information is incomplete or delayed, there is a danger that speculation, rumour and the 

grapevine will usurp the true message. 

Employees need to feel free to discuss matters and make suggestions. Some organizations 

have fora for them to express their views. Regardless of their level in the organization, 

people need to take responsibility for their errors. The fact that employees and managers 

feel comfortable owning up to their mistakes are a sign that their organization is in good 

health. Employees need to feel free to discuss matters and make suggestions. Some 

organizations have fora for them to express their views. 

3,.1. Formal Communication Channels 

In order to be effective communicators, managers must understand how communication 

channels, nonverbal behaviour and listening work to enhance or detract from 

communication. Communication is also used to persuade and influence people. Usually 

managers use communication to sell employees on the vision for the organization and 

influence them to behave in such a way as to accomplish the vision. Managers are 
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responsible for establishing and maintaining formal channels of communication in 

downward, upward and horizontally directions". 

3.1.1. Downward Communication 

The downward communication that is the most familiar of formal communication refers 

to the messages and information sent from top management to subordinates in a 

downward direction. Managers can communicate downward ih many ways such as 

speeches, messages in company, newsletters, electronic mail, material on bulletin boards. 

Downward communication usually encompasses the implementation of goals and 

strategies, job instructions, procedures and practices, performance feedback. 

3.1.2. Upward Communication 

The formal upward communication includes messages that flow from the lower to the 

higher levels in the organization's hierarchy. Most companies face difficulties to build in 

healthy channels for upward communication. The problems and exceptions, suggestion 

for improvement, performance reports, disputes, financial and accounting information are 

the types of information communicated upward 1°. 

Coupling a healthy flow of upward and downward communication ensures that the 

communication circuit between managers and employee is complete. 

3.1.3. Horizontal Communication 

The Horizontal Communication that is the lateral exchange of messages among co­ 

workers. The objective of this communication is not only to inform but also to ask for 

support. The Horizontal communications includes intradepartmental problem solving and 

coordination and also improvements. 

9 Richard L. Daft/Management 
10 Richard L. Daft/Management 
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3.2. Informal Communication Channels 

Informal communication channels exist outside the authorized channels without regard for 

the company's hierarchy of authority. The "grapevine" and the "management by wandering 

around" are the well known informal channels used in many organizations. 

3.2.1. The Grapevine 

The grapevine is an informal , person to person communication network of employees that 

is not officially sanctioned by the organization11. The grapeline links employee in all 

direction, ranging from the president through middle management, support staff, and line 

employee . 

. 3.2.2. Management by Wandering around (MBW A) 

The :MBW A is a communication technique in which managers interact directly with 

workers to exchange information. -The :MBWA works for managers at all levels. They 

mingle and develop positive relationships with employees and learn directly from them 

about their department, division or organization 12. 

3.3. Barriers To Communication 

In organizations, many barriers to cotnmunication can exist such as individual and 

organizational. 

11 Keith Davis & John W. Newstrom, Human Behavior at Work: Organizational Behavior, 7th ed. 
12 Thomas J.Peters and Robert H. Waterman Jr.,In search of Excellence (New York: Harper & Row, 1982). 
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3.3.1. Individual Barriers 

The individual barriers include problems with emotions and perceptions held by 

employees". If a person's mind is made up before the communication starts, 

communication will fail. Moreover, people with different backgrounds or knowledge 

many interpret a communication in different ways. On the other hand selecting the wrong 

channel for sending a communication can be a problem. 

3.3.2. Organizational Barriers 

Within organizations there are many problems such as the problem of status and power 

differences. Low-power people may be reluctant to pass bad news up the hierarchy, thus 

giving the wrong impression to upper levels. 

High-power people may not pat attention or may feel that low-status people have little to 

contribute 14. Another problem is the differences across departments in terms of needs and 

goals that interfere with communication. Because each departments perceives problems in 

its own terms. The organization, department or team is more efficient when the amount of 

communication flowing among employees fits the task. On the other hand the absence of 

formal channels can also reduce communication effectiveness". 

3.4. Facilitating Communication 

Facilitating communication is one important responsibility of a team leader. Managers can 

facilitate the communication by keeping team discussions focused on issues, not 

personalities, working with more data and information and providing opportunities for the 

disputants to get together and exchange information reduces conflict. Maintaining a balance 

13 Richard L. Daft I Management (5th Edition page 587) 
14 Janet Fulk & Sirish Mani, "Distortion of Communication in Hierarchical Relationships"in Communication 
Yearbook, (vol 9,ed. M.L McLaughlin ,Beverly Hills, Calif: Sage 1986,483-510) 
15 R.L.Daft/Management ( 5 edition, Chapter 18, page 588) 
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of power is also very important, because everyone must have an equal voice and an equal 

vote. Poor communicaitons can result in misperceptions and misunderstandings of other 

people and teams. Conflicts emerge when job definitions and responsibilities are uncleat.16 

16 D. Whitford, "Arthur, Arthur," Fortune, (November 10,1997,169-178) 




