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CHAPTER 2 
 
Organisation for Service 
 
This chapter has been designed to provide the reader with a clear 
understanding of: 
 

a) The need to distinguish between organisational realities and the 
portrayal of organisations often found in text books 

b) The nature of organisational structure and the implications for 
operational performance 

c) How culture and climate help explain behaviour within an 
organisation and service to customers 

d) Whether meaningful distinctions can be made and with what effect 
between old and new service management schools of thought 

e) The nature of the virtual organisation 
 
A useful starting point for tutors is to ask students questions and note for 
discussion their comments; 
 

a) In your studies so far how have organisations been portrayed eg 
how are they structured, how do they work, what are the 
characteristics of an effective organisation? 
 

b) In your capacity as a customer and/or employee what is your 
experience of organisations? 
 

c) Compare your comments in response to questions a) and b).  How 
different are they and why? 

 
To summarise, the language expressed by students can be compared with 
that of Box 2.1. 
 
At this point the tutor should put students into groups and get each group 
to compile a list of ten statements similar to the examples given on p.29.  
Students should also be asked for a scale preference and why.  Finally 
group answers could be circulated and discussed. 
 
Turning to the structure of organisations, students should be encouraged 
to obtain an example of an organisation chart and give a brief account of 
what it does and does not tell us. 
 
As most charts will involve functional/operational or departmental units 
students may be asked to comment on the significance and power of each 
given the nature and type of organisation, and if possible (by drawing on 
experiences) how each is perceived by the others, figure 2.3. 
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Whilst stressing the importance of horizontal communication and 
coordination, figure 2.4 should be used to convey the challenge of the 
traditional pyramid and the potential of the inverted pyramid for the 
delivery of service quality. 
 
The questions arising from figure 2.4 can form the basis of a discussion. 
 
The next section, Culture of organisations, should encourage students to 
begin to come to terms with the significance of organisational behaviour 
for understanding the delivery of service. 
 
Giving students an opportunity to express their understanding of 
organisational culture is a good starting point.  How much of what they 
say can be summed up by either: 
 

‘the way we do things around here’ 
or 
‘how things work (or do not) and why’ 

 
The ‘Types of organisational culture’ and the respective 
characteristics/examples should firm up the discussion. 
 
Students should be asked, however, whether the effect of culture is quite 
aside from whether the service is “good” or “bad”.  Does each (type) 
produce a kind of service which is qualitatively different from the others, 
different in “taste” or “feel”?  Can each give “good” or “bad” service and 
does the definition of good service differ from one culture to another? 
 
Encourage the students to address whether the “goodness” of service is 
confused with its style eg warm, friendly, and relaxed service is not 
necessarily “better” than fast, efficient and impersonal service, but it 
certainly feels different. 
 
One fruitful area for discussion is whether professional services eg health, 
education, legal are relinquishing their professional values for business 
values.  The following references are of interest: 
 
Davies, H T O, Nutley, S M and Mannion, R (2000), Organisational Culture 
and Quality of Health Care, Quality in Health Care, 9, 111-119. 
 
Seedhouse, D (1994), Health Care alues or business Values, Health Care 
Analysis, 2,3, 181-186. 
 
Reference could again be made to Box 2.1 in the course of the discussion. 
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Conflict of course is not only evident over professional versus business 
values.  Beliefs about what is important and why are not always shared 
throughout an organisation.  Students should be encouraged to discuss: 
 

• Where conflict may arise 
• The reasons for such conflict 
• The impact of the conflict within the organisation and external to 

the organisation (eg on customers, with suppliers, publicity in media 
etc) 

 
The tutor, at this point, should introduce the concept of defensive 
behaviour as a possible symptom of conflict.  This topic is dealt with later 
in the chapter and in chapter 6, The Service Encounter. 
 
The tutor should now move on to ‘organisational climate’ making a brief 
statement on how it differs from organisational culture. 
 
Box 2.3 should be evaluated by students in terms of how well it reflects 
employee perceptions of the organisational climate.  What 
changes/additions would students make, and why? 
 
Returning to the issue of ‘Defensive Behaviour’ students should be 
provided with a listing of the behaviours and examples and asked: 
 

• Which do they recognise? 
• Which in either their capacity as a consumer or employee do they 

acknowledge as occurring the most/least? 
• Why do they occur? (see explanation for defensive behaviour) 
• What impact do they have? 

 
Tutors should then relate the points made to the debate over organising 
for service, the control model versus the ‘new’ service management 
school, specifically, 
 

• Do they perceive any difference between the two models in practice 
and if so, how?  (In doing so they should be encouraged to specify a 
set of criteria by which they would judge eg customer satisfaction, 
employee morale etc). 

 
The last section addresses the notion of ‘The Virtual Organisation’.  
Students should focus on how this type of organisation differs from the 
traditional type with specific reference to: 
 

• Management 
• Employees 
• Customers 
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Assignment 2.1 : Organisational Language for Service 
 
To assist our understanding of a service and in particular its quality we 
must consider the organisation that produces and delivers it.  A valuable 
way of addressing this issue is to compile a list of words that might 
constitute a language for business, an example of which is given below.  
Your own list should develop from experience in lectures/tutorials, 
textbooks, journals and newspapers, work experiences or simply talking 
to other people. 
 

       Box 2.1  A language for business 
  

Alienation 
Authority 
Commitment 
Communication 
Competence 
Conflict 
Control 
Effectiveness 
Efficiency 
Emotion 

 
Empathy 
Empowerment 
Expectations 
Fairness 
Hierarchy 
Morale 
Power 
Productivity 
Quality 
Resources 

 
Respect 
Responsibility 
Rules 
Sincerity 
Status 
Stress 
Targets 
Teamwork 
Trust 
Workload 
 

 
 
 Using the list provided and/or your own list consider the following 
questions: 
 

a) In your academic studies so far which words are most frequently, 
and least frequently mentioned.  Cite up to five in each case.  
Why do you think this is so? 
 

b) Which terms do you think are about a study for business ie 
preparing people to fit the needs of the market (pro business) 
and which reflect more a study of business ie a critical reflection 
of the nature of business 

 
c) Select a few terms and discuss how they are portrayed eg in 

academic texts.  Are they portrayed positively, negatively or just 
completely neutral?  A helpful guide for this type of exercise can 
be found in an article by Henry Mintzberg (1982), A Note on that 
Dirty Word “Efficiency”, Interface (Institute of Management 
Sciences), 12 (5), 101-105. 

 
d) How much agreement do you think there is between 

management and employees over the value and interpretation of 
these terms.  Empowerment is a good example to select as it is 
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topical.  An article worth consulting is W Alan Randolph (2000), 
Rethinking Empowerment: why is it so hard to achieve? 
Organisational Dynamics, 29.2, 94-107.  Do employees share 
management’s belief in its relevance and impact on say service 
quality?  Motivation (or morale) is another worthy of attention.  
Is there general agreement over how employees can be 
motivated?  Reference to a classic article by Frederick Herzberg 
(1987) One More Time: how do you motivate employees? 
Harvard Business Review, September-October, may facilitate 
discussion. 

 
e) Following on from point d) and taking into account J Willard 

Marriott’s (Marriott Hotels) much publicised aphorism that, ‘you 
can’t make happy guests with unhappy employees’, have you 
found or can you find any evidence that satisfied customers and 
good quality service is dependent on happy, well-motivated 
employees, or is it simply an unsubstantiated claim or 
assumption.  On the other hand could customers be satisfied 
with a service where employees feel very stressed? 

 
Another term with the potential to evoke much discussion is 
productivity.  A though provoking article by Stefan Stern entitled 
“It is time to end our unproductive fixation with productivity” can 
be found in the Financial Times, Tuesday April 11th, 2006, p.11. 
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Assignment 2.2 : Organisational Climate 
 
The characteristics of an organisation are in some way linked to 
performance or outcomes.  Explanations for how well or how badly an 
organisation performs are invariably sought by enquiring into ‘how they 
do things around there’.  An examination of organisational climate goes 
some way towards addressing that query. 
 
For service organisations this is particularly important as customers are: 
 

a) intrinsically involved in the operational conduct of an 
organisation. 

b) recipients of that organisational conduct. 
 
Furthermore, unlike manufacturing, many service employees work in the 
front line with all the difficulties that involves. 
 

1. To increase your understanding, undertake some research of 
organisation climate studies noting specifically the questionnaires 
used.  The following references provide examples of 
questionnaires. 

 
Lux, D., Jex, S.M. and Hansen, C.P. (1996) ‘Factors influencing 
employee perceptions of customer service climate’, Journal of 
Marketing-Focused Management, 1, 65-86. 
 
Patterson, M.G., West, M.A., Shackleton, V.J., Dawson, J.F., 
Lawthorn, R., Maitlis, S., Robinson, D., and Wallace, A.M. (2005) 
‘Validating the organisational climate measure: links to 
managerial practices, productivity and innovation’, Journal of 
Organisational Behaviour, 26, 379-408. 
 
Schneider, B. (1990) The Climate for Service: an application of 
the climate construct in Schneider, B. (ed) Organisational 
Climate and Culture, 383-412, San Francisco, CA, Jossey-Bass. 
 
Schneider, B. (1980) ‘The service organisation: Climate is 
crucial’, Organisational Dynamics, 9, 52-65. 
 
Andrews, T.L. and Rogeberg, S.G. (2001) ‘A New Look at Service 
Climate: Its Relationship with Owner Service Values in Small 
Businesses’, Journal of Business and Psychology, 16, 1, Fall. 
 
What conclusions do you draw from the questionnaires you have 
found?  For example how far do the contents of questionnaires 
help to capture, in your opinion, or experience, what it is like to 
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work in a service organisation?  Is your view influenced by the 
type of service? 

 
2. It can be argued that a ‘climate for service’ should facilitate the 

following: 
 
a) the delivery of service quality to customers 
b) employee job satisfaction and welfare 
c) management goals and values 

 
To what extent can all three be achieved?  What 
barriers/obstacles might stand in the way? 
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