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The development of  innovative systems solutions for complex problems remains a 
challenge. To be able to develop modern information systems, we must include the 
use of  multi-disciplinary teams, such as technical and non-technical specialists. Team 
members must work together and IS professionals can no longer work independently 
to design their own information system, but instead need to carefully include the 
users in the process. One area that needs to be considered carefully is how the IS 
project teams are created. A major factor in successful IS solutions is awareness of  the 
organisation climate. In this paper, we investigate organisation climate, and propose 
three levels of  organisation climate and demonstrate that nurturing the organisational 
climate awareness helps increase and improve the effectiveness of  team/group 
interactions. We discuss our findings of  studying organisational climate issues in 
several commercial organisations. We also outline an organisational awareness 
toolkit.

1.0.  Introduction 
It is recognised that group situations confront the individual with considerable role 
problems and identity problems, which in turn cause problems for organisations. 
Handy (1979) identified the following problems: -   The problem for organisations 
– individuals must be organised into groups in order to make most effective use of  their 
mix of  skills and abilities, but too much emphasis on the group may blunt the individual 
contribution; whilst too much emphasis on the autonomous individual may hinder the 
development of  group identities.   The problem for individuals – groups or families are 
desirable psychological homes. Without them individuals can become too egocentric to 
be effective in organisational situations and can deprive themselves of  the richness of  
interpersonal relationships. To submerge oneself  in a group too deep may involve the 
sacrifice of  someone’s individuality. 

By studying these two problem areas found in group interactions it is evident that 
there are three generic elements involved in organisational theory research: - 

• the organisation as a whole, 
• the teams/groups within the organisation, 
• and the employees that work in the teams/groups for the organisation 
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In this paper, organisational climates are described and their impact on team 
performance is investigated. An overview of  the organisational toolkit is presented and 
a summary of  the results of  the application of  the toolkit on a range of  companies are 
presented. 

2.0.  Organisational Climates 
The interaction between the employees in the teams/groups affects the organisation’s 
overall aims and goals. There is clear and strong evidence that the climate of  
organisations predicts their subsequent performance and affects the performance of  
the individuals, groups, teams and departments within them. Michie and West (2002) 
suggest that innovative and effective organisations are places where members have a 
shared belief  of  an appealing vision of  what the organisation is trying to achieve. They 
view organisations as a high level of  interaction, discussion, constructive debate, and 
influence among the members as they go about their work. In turn this creates high 
levels of  trust, cooperative orientations, and a sense of  interpersonal safety characterize 
interpersonal and inter-group relationships. Within the context of  organisational climate 
there are two well-established and defined levels of  climate; psychological climate that 
focuses on the day-to-day feelings, attitudes and behaviours of  the employees within 
the organisation (Hellreigel & Slocum, 1974; Howe, 1977), and organisational climate, 
which also focuses on the day-to-day feelings, attitudes and behaviours, but at the 
organisational level (Ekvall, 1991; Schneider, 1990 & 1994; James & Jones, 1989). 
However, by reviewing research and literature on the levels of  climate, there is evidence 
of  a third climate level (Powell & Butterfield, 1978), which, lies somewhere between 
the other two levels of  climate, and refers to the day-to-day feelings, attitudes, and 
behaviours of  the teams/groups found within an organisation. This climate level has 
been categorised or referred to as the following; team climate, unit climate or group 
climate (Arvidsson, Johansson & Akselsson, ,2003; Salas, Stagl. & Burke, 2003; Lad 
Burgin, 2001). In our research we define three climate levels and their boundaries within 
an organisation in terms of  nurturing organisational climate awareness to improve the 
effectiveness of  team/group interactions: -   Personal climate (refers and replaces 
psychological climate),   Sub-climate (refers and replaces team climate, unit climate or 
group climate),   Organisational climate. In order to study organisational climates within 
the context of  organisational theory, metaphors can be used to illustrate one concept 
with the attributes normally associated with another (Bruton-Simmonds, 2003). If  we 
think of  organisations metaphorically, we can dislodge our normal way of  thinking 
about organisations and search for new ones. This research proposes a new organic 
organisational metaphor to help nurture organisational climate awareness. Table 1 
shows the mapping between the proposed tomato plant organisational metaphor and 
proposed three levels of  organisational climate.
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People are not always conscious of  the way they see things and the guiding 
metaphors (Belfer, 2002) can become bridges to support the exchange of  ideas. Every 
metaphor is best suited to a particular purpose. Each metaphor provides us with a 
different perspective on information and communication. 

3.0.  Organisational Climate Awareness Toolkit
 To assess the current levels of  climate, we need to have a mechanism for extracting 

information. The toolkit proposed in this research is made up of  a combination 
of  existing organisational study tools that are normally used separately to analyse a 
particular level of  climate in an organisation. Table 2 shows the reasons for selecting 
specific tools to make up the organisational climate awareness toolkit.
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Climate has an influence on behaviour and has been found to determine the successful 
achievement of  a variety of  educational products such as cognitive achievements, 
satisfaction, motivation and personal development (Belfer, 2002). This influence 
encourages climate to be a fundamental element on its own. Metaphorical models can 
facilitate the information exchange and develop the communication framework that 
promotes a learning climate. This paper proposes a framework, toolkit and theories to 
investigate and evaluate the following hypothesis: - 

“An organisation can be nurtured through organisational climate awareness 
in terms of  understanding the feelings, attitudes and behaviours that can be 
found at the different climate levels within the organisation in order to increase 
the effectiveness of  team/group interactions.”

Multi-level models are designed to bridge micro and macro perspectives, specifying 
relationships between phenomena at higher and at lower levels of  analysis (for example, 
individuals and groups, groups and organisations, and so on). Accordingly, a multi-
level theoretical model must specify how phenomena at different levels are linked. 
Links between phenomena at different levels may be top-down or bottom-up. Many 
theories include both top-down and bottom-up processes (Klein & Kozlowski, 2000). 
This research investigates and explores multi-disciplinary areas within the context of  
organisational theory looking at both top-down and bottom-up point of  view. 

4.0.  Experimental Design 
In order to explore and evaluate the hypothesis above, the proposed toolkit was used in 
a three part case study investigation; 

• Part 1 – toolkit pilot on small teams/groups = aim at testing the usability of  
the proposed toolkit 

• Part 2 – toolkit used on a range of  organisations in different industries = aim 
at testing the generic use of  the toolkit 

• Part 3 – toolkit tested on a larger sample team/group = aim at testing the 
usability of  different sizes of  teams/groups 

The selected organisations were from a judgement sample of  twelve organisations 
ranging from large international organisations such as investment banks to small local 
supermarket and universities. Each part of  the case study investigation had a post case 
study investigation questionnaire, which was given to the participants a week after they 
were given the results of  the  organisational climate awareness toolkit. The results 
of  the post case study questionnaires were used to measure whether the toolkit had 
nurtured the organisational climate awareness levels and if  there were any effects on the 
team/group interactions.

 5.0.  Results 
The organisational climate awareness toolkit results showed that the current personal 
climate level across the 12 organisations varied in terms of  feelings, attitudes and 
behaviours, which is normally expected because as human beings we are all different. 
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Therefore, we have individual personality types that are affected by external factors 
that in turn affect our feelings, attitudes and behaviours. This means no one can have 
the exact same personal climate as someone else. Whereas the results for the current 
group/teams sub-climate showed that the majority of  organisations’ groups/teams are 
communal and therefore, much space is shared either formally or informally. Formal 
social facilities are supported by extensive informal socialising, food and drink spread into 
‘work’ space. There are communication flows easily inside between levels, departments, 
and across national cultures, but outsiders may feels excluded. People use work time to 
socialise and they are not penalised for doing so. People get to know each other quickly, 
and many have known each other for a long time. Allegiance will be professional 
rather than organisational. Also the majority of  the organisations’ group/teams have a 
number of  individuals with the required mixed range of  skills needed to contribute to 
the overall effectiveness of  group/team sub-climate. By looking at the current personal 
climate and sub-climate it is obvious that the groups/teams throughout all the 12 
organisations possessed individuals with the right mix and range of  skills required to 
make the group/team effective. However, it was the personal climate that affected the 
groups/teams level of  effectiveness because everyone has different feelings, attitudes 
and behaviours. Therefore it is important to understand and be aware of  this in order 
to be able to work and interact effectively as a group/team. The results from the current 
organisational climate offered a small insight into the complicated holistic view of  the 
feelings, attitudes and behaviours at the higher abstract organisational level. Therefore 
in order to get a clearer overall view of  the organisational climate, the sample size needs 
to cover the whole organisation, not just the small sample size used in this study. 

6.0.  Conclusion 
By comparing the breakdown analysis of  each post case study investigation questionnaire 
results for all organisations used it is clear that the organisational climate awareness 
toolkit has had a positive effect on all the three levels of  climate within each organisation. 
Participants have indicated that the organisational climate awareness toolkit has had an 
affect on their personal climate in terms of  increasing the awareness of  not only of  their 
personal feelings. Attitudes and behaviours, but also of  their group/team members too, 
which in turn helped to improve their interactions among the group/team. This has 
also caused changes in the sub-climate by creating an atmosphere of  awareness towards 
others and their roles among the group/team. The overall effect on the organisational 
climate is that the participants understand and are more aware of  the feelings, attitudes 
and behaviours that surrounds them and how they fit in, but most importantly how they 
should react to them in order to be more effective as a group/team. 

In summary, this research provides an important insight into the composition of  
teams for success. It is important for Information Systems project managers to be 
aware of  personality-type differences, as well as awareness of  appropriate skills-mix. 
Therefore performance is to some extent related to personality type in determining 
team composition. 
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