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ABSTRACT

Management systems of organizations play a significant role in
employees’ level of motivation. The organizational climate resuiting from a
management system that is conducive to actualizing human potentials, would
greatly enhance motivation level. Three decades ago Likert proposed a
participative management organization which is applicable today if we desire
to bring the management and leadership of our professional organizations up
to date with that of an information-age organization. The purpose of this
study was to determine the management system being practiced in Qom
Jahad-e-Sazandegi Organization (QISO) as measured by Likert’s Profile of
Organizational ~Characteristics and examine its relationship to the
personnels” motivation level. The result indicated that the QJSO is a
benevolent authoritative (a system-2) organization where most of the
decision making and goal setting are done at the top of the organization. The
finding is consistent with Likert assertion that most organizations are in

system-2 and would desire a system-4 (participative management). The
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staffs' level of motivation has been found to have a very strong and positive
relationship with their perception of management system (r=0.72). This
implied that as the respondents' perception of management system improved
along a continuum from a system-1 toward a system-4, their level of

motivation increased substantially.

Ol 2! G)yales Olauiad

Y. 1N V=AY (VYAL)

295 OUT 31 0 3551 9 (Silo sl S ko RS I

Sigdl Jaadllgl g oBrdo o

€305 (b5 mal 5 a5 898 iyl (it SIS il g gatils Lol L5 o

U'-’ﬂ‘ Lf"u""". (50348 a(:,l_,‘.'n oM e S 3l slisls -stJL}S sl
LRVLEN

OLISIS 030800 300 s (e 8L e s ol 9S8 & ALl (6la rasily T 5o oS e
‘u_,S.sl..:‘...%.._,a‘d..'.’lS‘,L‘.*u_"‘g__,.-_.:.-r.ll.‘-‘a;,!_,hgaﬁy‘_ﬁu‘,dbqﬂmﬁuam.uﬁ

s 3,1 1) La Gladls ciy sae 5 (g0 15 (oo g cusl Lyl J3l6 a ladles 5o 85951

108



Organization management system affecting extension ...

alga Sleilas (o Tujuda pllid p o obolid sdiad tpl iaa aS Suales o)y yol 5 50e gl s
Lo o Bl Gtain s (@Sl ladbom SEabio 55 a3l 5150 Basle ) 3 Bl (S5l
g pae g o 3 Sladles (T ssaa plas < sala oL dafllae o galSS o HUS,HIS 235801 o1 ee
riisae sha AL g g8 ol o et (0 S G Hleg ol 5u ¥ peasen) Glalga 5ad gl
ol gt a rasad g 458 S Slaslan VL g glas 5 ol Goaasl 9 Lo (58 pracal Sidey
Gl 1y GBS, S 5 S50 18 Y phees o b plajle sid 1) 0S4 sl da Gily
Saidhaw slga SIS 830 ol iae G b5 Gl 9 S (a anB sls ¥ s 42 o3
Sl ot saal s (120.72) sk s 3 (558 e Bl Hlajba s smse pld p g 5 o3 it
Oledlen R puate gl g5 by lasly 53 GUS IS (GBS saiy 58 € Gl o (ae S QRS L il
il gma el g 53 a8 e 4 GUT 3K lian sl 0 g ¥ s dlas V plespen 51
SMiaa 5o Bl 31 70¥ oS caat suls Gz o uila din Gasw S Oad] ol (Jhpan 50

INTRODUCTION

Some ty_ug’ggal shortcomings of conventional extension services common
to many developing countries are high bureaucracy, ineffective
organizational structure, and personnel’s lack of motivation (16). These
shortcomings are some of the main challenges facing the management of
Iran’s extension organization. Nowadays, extension professionals’
expectations have changed to the extent that they place a higher value on
intrinsic rewards such a.'; achievement, personal growth and development

over traditional rewards such as promotion (14, 21). Effective utilization of
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proper management techniques and organizational climate conducive to
actualizing human potential are some of the main factors affecting extension

personnels' motivation.

Researchers have pointed out that participatory management tends to
raise morale, increase individual’s incentive, and improve the efficiency and
productivity of the organization (12, 9, 13). Three decades ago Likert (10)
proposed a participative management organization which is applicable by
extension organizations of today, if we desire to bring the management and
leadership of our professional organizations up-to-date with that of an
information-age organization. Likert conducted extensive research on
examining the effect of management systems on employee attitudes and
behavior, which resulted in developing four management systems. The
management systems ranged on a continuum from a most despotic and
authoritative management (system-1) to a participative management
structure (system-4). Each system characteri'zes an organizational climate
based on several key dimensions of effectiveness, inciuding leadership,
motivation, communications, interaction/influence, decision making, goal

setting, control and performance goals.

Iran’s Jahad-e-Sazandegi Organization (JSO), in every provincial
capital, represents the Ministry of Jahad-e-Sazandegi. JSO, together with
their branch offices in every city and rural area, is responsible for extension
activities throughout the country, The specific subject matters that JSO is
responsible for includes natural resource management, forestry, fishery,
animal husbandry, rural development, and social and cultural welfare. The
organizational structure of JSO is characterized by a traditional and an
industrial-age structure which is derived from 19" century practices. In an
industrial-age organization, managers are seen as the boss and everyone else
as subordinates (3). Extension professionals agree that they no longer live
in an industrial-age society, rather they are in a transition from an
information-age to a communication-age. Moving an extension organization
into the future requires a leadership style with attributes compatible with an

information-age organization (1, 6, 8, 18, 20).
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If the Iranian extension organization is indeed an industrial-age
organization, it will tend to deal with employee motivation, reward, and
promotion in a way which is incompatible with that of an information-age
organization. In order to initiate a change and improve an organization
management system, it is essential to assess and identify the existing
management system of the organization. Through the use of the Profile of
Organizational Characteristics (POC), Likert (10) asserted that it is possible

to measure the management system of an entire organization.

The primary purpose of this study was to measure the perceptions of
the QJSO professional staff toward the organization’s management systems
(existing and desired). Another purpose was to measure the professional staff
members’ self-perceived level of motivation and determine its relationship to

the management system. The specific objectives of the study were to:

1. Determine the existing and desired management system of the QISO as

perceived by its staff.

Determine the extension professional staff members’ self-perceived level

(o]

of motivation.

3. Determine the relationship between the QISO management system and
the professional staff members’ level of motivation and determine the
correlation level of independent variables on motivation and

management.

4. Determine how much of the variance in motivation could be explained

by the staff’s perception of management system.
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METHODS AND PROCEDURES

The design of this study was descriptive-correlational. The QJSO
professional staff members’ Ievel of motivation was correlated to their scores

on management systems.

Population and Sampling

An initial study indicated that the organizational climate and
management approaches within JSOs throughout the country are fairly
similar, therefore, an accessible organization in the province of Qom was
selected for the purposes of this study. All the QISO professional staff with
education level of high school diploma or higher served as the population for
this study. The most recent list (as at the spring of 1999) of the QJS0
professional staff was used as a guide to identify the member of the
population. A total of 148 professionals made up the population (N=148) for
this study. A sampling size of 98 was computed for acquiring 95%
confidence. The samples of the study were identified from the list through a

systematic sampling method.
Instrumentation

The Profile of Organizational Characteristic (POC) which is based on
Likert’s system-4 theory (15) was used to gather data on management
systems and motivation. The POC allowed the employees to briefly describe
the management system as they perceived being practiced in the QJSO, and
gave them an opportunity to indicate which managenﬁent system they desired
in the future. The reliability and validity of the POC instrument were
established by Likert based on more than 250 studies in business and
industry involving more than 200,000 employees and 20,000 managers (10).
The reliability is defined as the extent to which an instrument is free from
random errors of measurement (7), and is expressed as a coefficient ranging

"from 0 to 1 (0 being the most unreliable and 1 being completely reliable).

For a non-experimental study, according to Pedhazur (19), a reliability
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coefficient beiween 0.50 and 0.80 is acceptable,

A pilot study was conducted to establish reliability of the instrument
for the population of interest. A Cronbach’s alpha (a reliability coefficient)
of 0.84 was computed for the instrument. A reliability coefficient.of 0.92 on
this instrument was reported earlier by Sadighi (21). In other studies of
management styles in Georgia and Ohio (11), the POC instrument were
utilized and reliability coefficients of 0.95 and 0.83 were reported
respectiveiy for these studies. A separate part of the questionnaire that dealt
specifically with motivation was used to measure the professional staff level
of motivation. A panel of experts was used to establish a content validity of
the instrument for the local use. A reliability coefficient of 0.89 was
obtained for the motivation part of the instrument. The possible response to
each motivation question ranged from 1 to 20. Four categories consistent
with system-4 were used to characterize the QISO professional staff’s level
of motivation. The responses on the management parts were converted to
Likert’s management system ratings. The foilowing formula was used to

convert the management scores into Likert’s type management systems:
Sys = (X) 4/20 + 0.5
Sys = Management system

X = The overall mean computed for each respondent

Example: Given a mean of 12, Sys= (12) 4/20 + 0.5=29
To determine each system’s rating, the following assumptions were used:

system-1 covers the range from 0.05 to 1.50, system-2 covers 1.51 to 2.50,
system-3 covers 2.51 to 3.50, and system-4 covers 3.51 to 4.50 (10). In the
above example: Sys=2.9 which is equal to system-3.= Consultative

Management System.
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Datia Analysis

Data gathered were analyzed using the Statistical Package for the Social
_ Sciences (SPSS) for Windows (17). Eighty-two usable questionnaires were
obtained, giving a response rate of 83.6%. Questionnaires were distributed to
the participants with a uniform set of instruction and collected in person (by
the researchers and associates). Descriptive statistics were used to describe
and summarize the personnels’ characteristics. Pearson Product-Moment
Correlation Coefficients were computed to describe the strength and nature
of relationship of motivation to management systems. Multivariate linear
regressions were used to determine the amount of variance in the dependent
variables that could be explained by the variance in participants' individual
characteristics. The dependent variables in this study included motivation

score and the management systems (existing and desired).

RESULTS AND DISCUSSION

The age of the participants ranged between 22 and 52 years, the mean
age being 32 years with a standard deviation of 6.27. All the participants
were male, 75% were married and 25% were single. The mean years of
service at QJSO by the participants was 8.27 with standard deviation of 5.8.
The mean years of service at current position by the participants was 4.2
with a standard deviation of 3.62. The average education level of
participants was a B.S. level (Mean=16.1 years of study with a standard
deviation of 1.33). The findings related to each objective of the study are

presented as follow:

Objective One

The existing management system as perceived by the QJ SO professional
staff was computed to be a system-2, which indicated the management
system, of the QISO is a benevolent authoritarian (BA) organization. In a
BA management systefu the leadership is more autocratic and motivation is

based on extrinsic rewards. The results of the study showed (Table 1) that
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the desired management system as indicated by the QJSO professional staff
was a system-4, which is a participative management (PM) organization.
This supports the finding reported by Sadighi et al. (22) and is coﬁsistent
with Likert (10) assertion that most organizations are in system-2 and that

most professionals would desire a system-4 management system.

Table 1.The perceived existing and desired management systems of QJSO.

Variable Sample Mean Stand. dev.  Converted sys' Management
score systems

Existing management 82 8.89 3.09 2.47 2

Desired management 82 15.27 2.78 3.55 4

t. Sys = (Mean Management Score)4/20+0.5

A change in an organizational climate from a system-2 to a system-4 is
time-consuming and may take three to five years (10). Institutional changes
in Iran have been occurring slowly. On a similar context, Binswanger and
Ruttan (2) reviewed some historical precedences and pointed to the structural
nature of government organizations as the main reason for this slow

progress.

Objective Two

The QJSO professional staff members’ level of motivation ranged from
2.28 to 16 (the possible obtainable score ranged from 1 to 20). The mean
motivation score of the participants was 9.70 with a standard deviation of
30]1. More than 53 % of the participants scored above the mean, which
among them, 48,8% of respondents’ motivation level were consistent with an

organizational climate ‘of system-3. As the mean motivation level of
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respondents was characterized to be counsistent with a system-2
organizational environment, it is reasonable to conclude that major emphasis
. within the organization is based on extrinsic rather than intrinsic rewards.
This also indicated the reliability of the instrument that measured the
respondents’ level of motivation to be highly consistent with the

organizational climate that they perceived to be working in.

QObjective Three

The correlation coefficients (Pearson Product Moment) were used to
measure the relationship between the level of motivation and management
system. The results yielded a correlation coefficient of 0.72, which implied a
very strong and positive association (4) between the staffs' level of
motivation and their perception of management system of the QJSO. Data
presented in Table 2 show the magnitude and direction of association

between the independent and dependent variables,

Objective Four

The result of linear regression indicated that the 52% of variance in
participants’ motivation level could be explained by their perception of
management system (R® = 0,52). The regression of motivation on
management score resulted in a significant t for the variable and the
constant, therefore the following equation was drawn to predict the

motivation level of the QJSO professional staff.
Y = 0.704(X)+2.734
Y = Motivation level

X = Management score

Since there is a very strong positive relationship between the staff’s
level of motivation and their perception of management system, it is implied
that as the respondents' perception of management system improved along a

continuum from a system-1 toward a system-4, their level of motivation
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increased substantially. Therefore, active participation on basic issues
concerning the organization and the individuals' job could enhance

motivation (12).

Table 2. Correlation of independent variables on motivation and
management system.

Management score Motivation level

Variable r Probability r Probability
Management score 1.000 723 0.000"
Motivation level 0.723 0.000" 1.000

Education -0.005 0.485 -0.045 0.374
Marital status -0.258 0.0311" 0.197 0.079
Age -0.098 0242 0.007 0.480
Salary 0.055 0.347 0.072 0.304
Years at current 20114 0.209 -0.008 0.478
position

Years served at QJSO 0.020 0.445 0.008 0.479

 P<0.001 1 P<0.05.

The result of multivariate linear regression analysis between
motivation level and the independent variables (with interval data) showed
no statistical significance, therefore no relation could be drawn. In a study
on similar population, negligible association between motivation level and
professional staffs' individual characteristics was reported (5, 22). In
contrast to organizational climate (management system) that explained 52%
of the variance in motivation level, individual characteristics played no
significant role in staffs’ motivation level. This implied that there are other

factors that may contribute to variations in motivation level.
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CONCLUSIONS

Based on the findings of this study, it can be concluded:

The QJSO epitomizes a typical bureaucratic organization where rewards
and motivation are dealt with in a traditional manner. The QJSO is
characterized as a benevolent authoritative (a system-2 by Likert
classification of management systems) organization where most of the

decision making and goal setting are done at the top of the organization.

The QJSO organization has a great potential to become a participative
management system because the majority of the professional staff favor a

management system based on a participatory style.

There is a very strong association between the participants’ motivation
level and their perception of management system. The professional staff
members’ level of motivation could be greatly enhanced by improving

the existing management system of the QJSO.

The respondents' individual characteristics played no significant role in
affecting the motivation level. This implied that there are other factors

that may influence motivation.
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