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ABSTRACT

Every organization endeavors to enhance employee performance in order to become more competitive and profitable in the corporate world. The organizational dynamics is one of the emerging focus areas and also a strategic tool, to enhance organizational competitiveness.  The organizational dynamic as an integrative philosophy, strives to enhance organizational efficiency by creating a synergistic employee-organization interface in the organization.  The paper analyses the concept of organizational dynamics and its linkages with organizational performance, by taking a large state power utility of India as a case study.  The primary & secondary data analysis tries to give a complete overview of the power sector scenario in India apart from insight on employee-organization interface parameters of the organizational dynamics.  The paper also explores the effect of organization-employee parameter of organizational dynamics on employee’s productivity and job satisfaction in a large state power sector utility, especially for a developing country like India. 
CONCEPT OF ORGANIZATIONAL DYNAMICS

An organization is an integrated institution consisting of individual and groups. The organization through its policies, procedures and programmes affects its employees, and the employees with their effectiveness and efficiency, impact the organization.  The endeavor of every organization, involving this employee- organization interface, is to increase productivity, job-satisfaction & profitability and there by reduce absenteeism, turnover & losses (Robbins, Stephens P., 2003).  In order to achieve this goal, the organizations need to have clarity about every organizational dynamics parameter of the organization.  The clarity of organizational dynamics parameters shall help in correlating the causes behind productivity and unproductive developments in the organization.

The organization dynamics is a holistic term that covers any type of interaction between employee or employees and the organization.  The employees are effecting the organization and the organization is also affecting the employees.  This “effect” process has to be synergistic in order to have better productivity and high job satisfaction.  This synergy can be achieved by studying organizational dynamics parameters viz. expectation of the organization from the employees and employees expectations from the organization, motivation levels of the employees, group morale, role expectations, interpersonal relations, inter-group relations, span of control, role conflict etc. 

The organization dynamics is, thus, beyond group dynamics.  It takes a systems approach to study the employee-organization interface problem with underlying aim to increase organizational productivity and employee satisfaction. The authors propse a new definition of organizational dynamics as encapsulated into Group dynamics i.e. understanding groups, phases of group development, group cohesion and alienation, conformity and obedience; Role dynamics i.e. role analysis, organizational stress and burnout, coping with stress and burnout; Power dynamics i.e. bases of power, process of empowerment, decentralization and delegation, transformational leadership; Intra organizational dynamics i.e. organizational culture, social responsibilities of organization, organizational ethics and values, process of learning organizations; Inter-organizational dynamics i.e. impact of external environment, globalization, management of diversity and strategic alliances.

In Role Dynamics, role analysis is a structured exercise to provide an overall picture of what the role is supposed to achieve, the rationale for its existence in the organization, its inter-linkage, and the attributes of an effective role occupant (Kanungo, 1988). Thomas and Dayal (1968) developed a technique of role analysis, which is centered on focal role occupant and distinguishes between prescribed and discretionary elements in the activities performed by the role occupant. In Group Dynamics, group processes have been described as the larger patterns of behaviour that a group of pre-programmed individuals will produce. The group has some possibility of generating new experience and thus of presenting members with opportunities for change. It has also the possibility of confirming members in their existing behavior (Billig, 1976). In Intra-organizational Dynamics, organization learning is a process by which an organization acquires, retains, and uses inputs for development, and the process results in an enhanced capacity for continued self-learning and self-renewal (Senge et al., 1994). In Power Dynamics, the term decentralization has been used with different connotations. In the national context decentralization refers to "transfer of authority away from the national capital whether by delegation to field offices or by devolution to local authorities or other local bodies" or more specifically "the transference of authority, legislative, judicial, or administrative, from a higher level of government to a lower" (Napier et al., 1985). In Inter-organizational Dynamics, all organization have to take into consideration the prevailing external environment including competitors, customers, suppliers; media; the human resources policies of other organizations in the same industry; the government rules and regulation; cross-cultural dynamics of work force; strategic alliances; etc in the post liberalized era.

The study of organizational dynamics is significant due to possible linkages with key organizational factors viz. productivity, absenteeism, turnover and job satisfaction.  Organizational Dynamics also plays a critical role in organizations where people and process play a pivotal role. The services sector is one such area. The booming service sector with increased focus on consumers is further increasing its importance.  Similarly, in the power sector the employee – organization interface parameter of the organizational dynamics plays a crucial role which now-a-days is facing high pilferage rates, frequent power breakdowns, poor consumer services, strained union management relations, etc.

The organization dynamics, thus, is an integrative tool to optimally utilize the employee-organization interfaces so as enhance organizational productivity, employee job – satisfaction & profitability and reduce absenteeism, employee turnover and losses.

INDIA, THE STATE OF UTTAR PRADESH AND UTTAR PRADESH POWER CORPORATION LIMITED  (U.P.P.C.L)
India, with a whopping 1,027 million population (Census 2001), accounts for 16.7 per cent of the world population.  It is one of the oldest civilizations in the world with a kaleidoscopic variety and rich cultural heritage.  It has achieved multifaceted socio-economic progress during the last more than half a decade of its independence.  India is self-sufficient nation in agricultural production and it is now the tenth industrialized country in the world and the sixth nation to have gone into upper space to conquer nature for the benefit of the people (India, 2005). It covers an area of 32, 87, 263 sq. km., extending from the snow – covered Himalayan heights to the tropical rain forests of the south.  As the seventh largest country in the world, India stands apart from the rest of Asia, marked off as its is by mountains and the sea, which give the country a distinct geographical entity. India, thus, is a country of unity in diversity –diversity in work force, customers, culture, politics, society, etc.  It is what makes India, unique, as a country.

The largest state of India, in terms of population, is the state of Uttar Pradesh (U.P.).  It has population of over 166 million (Census 2001).  If Uttar Pradesh were to be country it would be the 7th largest country in the world.  In some of the social & income indicators, the state has made rapid progress.  The state of Uttar Pradesh is one of the largest software exporting states in the country and has led India BPO (Business Process Outsourcing) boom in last few years. The growth rate in software export of U.P. is the highest among all states (GOUP Policy 2004).  The state has a cross-cultural milieu of population with diversity of customers, markets and buyers.  It has satellites towns like Noida, Ghaziabad, Greater Noida, etc. which in terms of number of industries, basic amenities, infrastructure facilities like power, transport, health, education, road, shopping malls, multiplexes etc. rival to satellites towns of many developed country of the world.  Thus, Uttar Pradesh, as a state of India is truly representative of India in terms of diversity of people, place, approach and processes.

The Power sector is undergoing rapid changes especially for the last few years.  The Government of India has promised “Power to All” by 2012 i.e. power shall be made available to every citizen of India on demand.  Since independence India has taken rapid strides in the power sector both in terms of enhancing power generation and in making available the power to widely distributed geographically boundaries. The installed generation capacity has increased from a mere, 1,362 MW in 1947 to about 1,11,000 MW in October 2004 (Yojana, January 2005) and the annual generation is now over 530 BU.  The power transmission and distribution network has also grown substantially. Yet a large percentage of our population in our country i.e. 45% has no access to electricity power (Electricity Bill 2003).  

The demand for Power has been continually outstripping the supply therefore peak and energy shortages still prevail in the country either due to inadequate generation or inadequate transmission and distribution facilities.  The demand for electricity in the country has been growing at an average growth rate of about 7 to 8% and demand supply gap has widened over the years (Power Line, October 2004).  Providing reliable and inexpensive electricity is the goal for economic development of the country and better standard of living of the people.  The present per capita consumption of electricity in the country is about 370 Kwh per annum and this is projected to grow to about 900 kWh per annum in 2012.  As per the official records, the All India peak and energy requirement is expected to be 1,57,107 MW and 9,75,222 MU respectively by 2012 (India 2005).

The Uttar Pradesh Power Corporation Limited is the sole entity responsible for transmission and distribution of electricity in Uttar Pradesh.  A large organization, with a workforce of more than 30,000 people and consumer base of over 25 millions power connections is catering to power requirements of an area of 2,38,566 sq. km and 166 million people; which is more than many European countries combined together, both in terms of consumer base and serviced area.  The Uttar Pradesh Power Corporation Limited, as an organization is unique in the sense that it is a very large consumer-base organization with a diverse workforce, operating as a government-owned organization where social responsibility comes before profit-making and revenue-generation.  The organization has recently undergone trifurcation, with establishment of three separate entities viz. production, hydroelectric power generation, and distribution & transmission.  As a result of this drastic change process in the organization there has been confusion, anxiety and restlessness among the workers of the Uttar Pradesh Power Corporation Limited. As a result, it might affect the dependable variables like productivity, absenteeism, turnover and employee job satisfaction levels in the organization.

RELEVANCE OF THE ISSUE: LINKAGES BETWEEN ORGANISATIONAL DYNAMIC AND ORGNAISATION PERFORMANCE

The underlying theme of the organization dynamics is to optimize all the organizational resources, so as to improve organizational efficiency and productivity from the current level to the desired level.  The competition is driving the organizations to innovate and come up with newer and newer ways of refinement in terms of product, price, promotion and physical distribution i.e., 4 P’s along with other parameters like processes, physical evidence and people. The organization dynamics, which was a vague concept a few years back, has been refined and concretized and is emerging as a strategic tool for enhancing organizational performance in the corporate circles. It is increasingly being used by the different organizations to better understand and enhance the employee-organization interface, backed by other organizational components to achieve the desired result. 

The organizational dynamics and organizational performance linkages shall also help the organizations in better focusing theirs efforts and investment in particulars areas, highlighted by the study.  The relevance of the organizational dynamics in the power sector and its utility in enhancing employee-performance has also been explored.

THE CASE STUDY OF UTTAR PRADESH POWER CORPORATION LIMITED: A Primary Survey Analysis of U.P.P.C.L.

The Uttar Pradesh Power Corporation Limited (U.P.P.C.L.), as already mentioned above, is a very large organization with more than thirty thousand employees and consumer base of over twenty-five million power connections and serving a total population of 166 millions, covering an area of 2,38,566 sq. km. If we peep into this mammoth organization, we realize (hypothesize) that the organization is running at a sub-optimal level. The Plant Load Factor (PLF) is low i.e. only 50% as compared to world average of 85%; the Transmission and Distribution (T&D) losses are very high i.e. 40% as compared to world average of 10% and Reliance Energy Limited’s only 12%; and above all the employees morale and motivation is low.  
A primary study of UPPCL has been conducted to understand the reasons of such heavy losses. The premise here has been that organization-related causes are more responsible than technical causes for losses and inefficiency in the Uttar Pradesh Power Corporation Limited. A set of null hypotheses was designed to verify the results.

A small sample of 112 employees of the Uttar Pradesh Power Corporation Limited was taken randomly to conduct the survey. The sample was divided into two strata viz officer and non-officer category.  The survey tool was undisguised structured questionnaire with closed ended questions. 68 officer and 44 non-officer respondents participated in the survey. The basic reason for stratifying the sample into officer and non-officer categories was the assumption that there will be significant difference in the opinion of the decision makers and those executing them due to difference in socio-economic background and power status of these two categories.

Hence a set of null hypotheses was prepared to verify the results of the survey. 

1. There is no difference in the satisfaction level of officers and non-officers in U.P.P.C.L.

2. There is no difference in the opinion regarding the reasons for poor performance of U.P.P.C.L.
These hypotheses were further segregated to understand the different dimensions of such opinion; which are taken up along with the analysis.

ANALYSIS AND DISCUSSION

The questionnaire was administered personally to ensure the seriousness of responses. The questions included opinion about causes of poor performance of UPPCL and to find out whether the losses were due to technical obsolescence or due to poor employee-organisation interface. A variety of reasons were given as among the options to seek the respondents’ opinion. Basically the research was based on the opinions as the issue of organisational dynamics is difficult to be objectively quantitatively tested.

The data so collected has been analyzed on basis of percentage of respondents for different questions and to test the hypothesis Chi-square analysis has been used. The results are as following:

1. SATISFACTION LEVEL OF EMPLOYEES

	 OD Parameter
	Officers
	Non-Officers

	
	Yes
	No
	Yes
	No

	Satisfaction with job profile
	19%
	81%
	83%
	17%

	Satisfaction with organization
	      14%
	      86%
	      79%
	      21%


The first aspect of performance is satisfaction level of employees as this can be used as an indicator of employee motivation and belongingness. Again the satisfaction level has to be seen in the perspective job and organisation separately. Very interestingly the responses of officer and non-officer categories are found to be just opposite to each other. Whereas less than one fourth of officers interviewed have shown satisfaction with job and organisation majority in the non-officer category have been found to be satisfied with both. The main reason for this difference in opinion can be attributed to difference in the awareness level of these two categories. Where mere compensation package and service conditions may not keep the officers happy, they need beyond that.

 2 (a). CAUSES FOR POOR PERFORMANCE 

	
	Poor Performance
	Officers
	Non-Officers

	(a).1
	Employee – Related reasons
	19%
	17%

	(a).2
	Technology–Related reasons
	10%
	72%

	(a).3
	Organizational structure –Related reasons
	71%
	11%


The employees’ perception, both for officers and non-officers, regarding the causes behind poor performance of the organization is quite important. It enlightens the management to address the key issues, which the employees feel needs to be addressed on a priority basis. The officer category of employees is of the opinion that organizational structure and policy related issues are mainly responsible for the present poor performance of the organization. Interestingly, more than two-third of the non-officer category squarely blames the technology for all the ills within the organization. The majority of non-officers have no major grievances against employee-related issues within the organization. Prima-facie, it reflects that the officers want strategic changes in organization-related issues whereas the non-officers would like to see operational changes with a focus on technology upgradation.

2 (a).1.   CAUSES FOR POOR PERFORMANCE 

	Employee-Related reasons
	Officers
	Non-Officers

	Low motivation 
	76%
	27%

	Corruption
	13%
	67%

	High Average age
	11%
	6%


Majority of the officer category employees feel that the motivated employee can improve the organizational performance and become an asset to the organization. On the other hand, two-third of the non-officer category employees opine that the corruption is leading to poor performance of the organization. This shows that officers feel that key issue is low motivation due to the present organizational policies and service conditions whereas the non-officers opine that corruption needs to be checked to enhance organizational performance. Surprisingly, both officers and non-officers were of similar opinion that high average age is not a major factor for poor performance of the organization. 

2 (a)2.   CAUSES FOR POOR PERFORMANCE 

	Technology–Related reasons
	Officers
	Non-Officers

	Transmission & Distribution Losses 
	17%
	68%

	Lesser use of Information Technology
	5%
	13%

	Non-implementation of Energy Audit Technologies to counter pilferage
	78%
	19%


in case of technology-related reasons, more than two-third of officer category employees blame non-implementation of energy audit technology pervasively in the Indian power sector, whereas the non-officer category employees blame the high transmission and distribution losses for the poor performance of the organization. The officer, thus, give more importance to bringing transparency and auditing, whereas non-officer opine to focus on enforcement for countering pilferage, which is the single largest cause of high transmission and distribution losses in the state of Uttar Pradesh. Both of them are justified in their opinion, as the non-officers who mostly work in the field, face this rampant power theft problem, whereas officer has to face problems like grid management and distribution of the power to end consumers by optimally matching demand and supply of available power.

2 (a) 3.   CAUSES FOR POOR PERFORMANCE 

	Organizational Structure- -related reasons
	Officers
	Non-Officers

	Inadequate accountability system in revenue realization and services 
	75%
	31%

	Many Hierarchical levels
	16%
	29%

	Large number or subordinates at lower levels
	9%
	40%


The officer category employees are of the opinion that there should be clear accountability in the key result areas like revenue and services. This shall ensure recognition and award of the performers and corrective measures may be taken for non-performers. This can be facilitated by creating smaller distribution circles, where specific targets may be allocated for different posts. Interestingly, the non-officers category employees have no unanimity on the reasons behind organization-structure related reasons for poor performance of the organization. They have given almost equal weightage to accountability system, hierarchical levels and large number of subordinates at lower levels. The officers, thus, are quite particular about two most important issues viz. revenue and customer services, which if addressed through adequate accountability system, has potential of improving the organizational performance and also in bringing turnaround in the organization.

PERCEPTUAL DIFFERENCES

To understand whether the difference in opinion of officers and non-officer is significant or not we have applied  Chi-square analysis to the above data to verify our hypotheses;
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Where k =  the number of cells

i= The ith (where i=1,2,…k)

fi = The observed count in the ith cell

Fi = The “expected” count in the ith cell.

1. Satisfaction with Job Profile:
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df=3-1=2

Critical Chi-Square value at 95% confidence level=5.99  

Since the calculated value is much higher than critical value, we reject the null hypothesis that “There is no difference in the satisfaction level of officers and non-officers in U.P.P.C.L.” i.e. it means that observed differences are too large to have occurred by chance due to sampling variations.  Therefore, we conclude that there is difference in the opinion of officer and non-officer with respect to satisfaction level, highlighting the relevance of Herzberg motivation – hygiene factor theory.

2.  Causes for Poor Performance:

a)
Observed value,
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Critical Chi-Square value at 95% confidence level=5.99  

Since observed value is greater than critical value, so we reject the null hypothesis that “There is no difference in the opinion between officer and non-officer category response regarding the reasons for poor performance of U.P.P.C.L.”

a).1.
Observed value,
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Critical Chi-Square value at 95% confidence level=5.99  

Since observed value is greater than critical value, so reject the null hypothesis that “There is no difference in the opinion between officer and non-officer category response regarding the employee related reasons for poor performance of the organization”

a).2.
Observed value,
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Critical Chi-Square value at 95% confidence level=5.99  

Since observed chi-square value is higher than critical value.  Hence null hypothesis  “There is no difference in the opinion between officer and non-officer category response regarding the technology related reasons for poor performance of the organization” is rejected.

a).3.
Observed value,
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Critical Chi-Square value at 95% confidence level=5.99  

Here also the observed Chi-square value is greater than critical chi-square value at 95% confidence, hence we reject the null hypothesis that “There is no difference of opinion between officer and non-officer category response with regard to organizational structure related reasons for poor performance of your organization” i.e. we conclude that there is statistically significant difference between officer and non-officer responses.

Thus, we find that on the issue of satisfaction with Job Profile, satisfaction with the organization and reasons for poor performance, there is total difference in opinion between the officer and officer categories, e.g. The workers i.e. non-officer categories are more content with existing policies, programmes & procedure and reinforcing the Herzberg motivational-hygiene factors viz.  Salary, the work conditions, relationship with peer & supervisor, company policy & administration, supervision, security, etc.; which are providing them all the conditions for being not dissatisfied.  However, the officer disenchantment with job profile (not satisfied: 81%) and organization (not satisfied: 86%) is too high, highlighting the motivational factors like achievement, advancement and growth lacking in the organization, which came forth during the interview sessions with senior and old employees of the U.P.P.C.L., while administering the questionnaire. A better employee-job fit is also lacking within the organization.  Team spirit; union problems, low morale more so among the officer category, managerial inefficiency etc.  parameters of the organizational dynamics are also affecting the productivity and efficiency of the organization, as per the observations of senior officers of the organization.

CONCLUSION AND RECOMMENDATIONS

The primary survey analysis, highlights the fact that the officer category and non-officer category differ on the perception of satisfaction aspects and performance aspects required in the organization. A large percentage of officers (81 % for organization structure drastic change; 81% not satisfied with Job Profile; 71% attributing organizations structure related causes for poor performance) want major changes with in the organizational set up, apart from host of other issues.  However the non-officers (11% for organization structures drastic change, 17% not satisfied with job profile, 11 % attributing organizational structure related causes for poor performance) do not want any major revamping of the organization.  This shows that the present level of low organization performance is effect of these organizational dynamics related parameters like employee satisfaction both with the job profile and organization, organization structure, perception for reasons of low organizational performance. This demands a better insight into the organizational dynamics parameters, both for officer and non-officer category. The study highlights the fact that motivational and organizational needs of both the categories of employees are different and could hence not be clubbed together.

The study recommends that the organizations in the power sector especially large organization like U.P.P.C.L. should take a holistic view of employee-organization parameter of organizational dynamics viz. motivation and morale of employees, organizational reward/incentive system, role expectations, conformity, delegation, etc.  An integrated perspective shall have potential of enhancing organizational performance, as it shall bring synergy in each facet of the working within the organization.

 It is seen that the organizations do not invest substantially, both in terms of time & money, in the organizational dynamics parameters due to its intangible results, which actually benefit the organization mostly in the long run. However a neglect of it may lead to low performance and reduced productivity, due to loss of morale and motivation among the employees, as is the case with U.P.P.C.L., which is running consistently in heavy losses.

An analysis of the officer primary survey response highlights an important fact that majority of the officers are neither satisfied with their allotted Job Profile (81%) nor with the Organization (86%). This points that it is imperative to make paradigm changes in employee-related policies and programmes. This is more so due to the fact that majority of the employees are of the view that present organizational structure and policies is responsible (72%) for the poor performance of the organization. The ‘indicative recommended change areas’ based on survey and intensive interactive interview sessions with the senior officers of U.P.P.C.L., while administering the questionnaires are:

1. Making smaller distribution regions with autonomy.

2. Career planning for each hierarchical level employee so as to remove stagnation. During primary survey it was found that in many cases a Junior Engineer (J.E.) started his career as a J.E. and retired as a J.E. or in most of cases as A.E. i.e. with just one promotion. With such pathetic promotional avenues, motivation is likely to suffer, which may rise to giving rise to frustration, corruption, pessimism and feeling of alienation with the organization.

3. Revenue realization incentive scheme should be implemented on the lines of Uttar Pradesh State Transport Corporation Limited

4. Regular refresher courses or training of each officer 

The secondary information available, the primary survey analysis and many governmental power-sector committees have pointed that distribution reform holds key to the success of power-sector reforms in India. In the distribution system of the power sector, the human resource is the most critical resource as issues like handling customer complains, addressing billing-related grievances, power-breakdown maintenance time, transformer repair & replacement issues, power-pilferage issues, etc. have to be dealt with in the employee-customer interface process. The employee is the face of the company and the distribution being a major revenue-earner, proper investment in human resource is a must. A motivated, skilled and efficient employee is a prerequisite for the successful distribution reform system. 

Thus, the paper calls for developing an insight and appreciation of different organizational dynamics parameters to all the corporates striving for organizational excellence and leadership. This is necessary as the study shows a positive correlation between organizational dynamics and organizational performance in the power sector. It also suggests that the officer category and non-officer category of the employees in the power sector have different motivational needs and levels of aspiration, and therefore, while formulating the policies, programmes and procedures, this aspect should be given due consideration. Also, high morale and motivation of both the categories of employee is necessary in using organizational dynamics as a strategic tool in the power sector organizations, as it takes human resource as a critical input in the whole synergistic process, in the endeavor for better productivity and employee satisfaction, and reduced absenteeism and employee turnover within the organization.
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