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BLOCK -1: ORGANISATION THEORY

P B . . L]
This block mtroduces to you the basic concepts and theory of orgatfsatlon
- These concepts and theories are mportant to know whether you work in the
private or public sector organisation; a small or big organisation engaged in
manufacturing or providing services, or in a commermal or non-cofnmerclal-
orgamsatlons : SR

The course on Orgamsatlon Theory and Behavnour starts with this block
entitled organisation theory. In this block there are 4 units. Unit-1 introduces
“the basic concepts of organisation, nature and. various types of organisation.
Unit-2 discusses the theories of organisation such as classifical, motivational
and Bureaucracy - Theory. While unit-3 takes you to Neo-classical theory,
Hawthorn experiments and its findings, unit-4 covers the systems and
contingency theories and their applicability to organisation.
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'UNIT - 1: ORGANISATION CONCEPT

Aims and Objectives

| The main aim of this unit is to explain the concept of organization, nature of modern
organizations, and also discuss the various types of organizations.

After studying this Unit, you should be able to:-

» understand the concept of organisation;
o explain the characteristics of modern organisation;
o discuss the different types of org,amsatlons and

« understand formal and informal, their distinct fcatures and effects.

S_tructure

1.0 Intraduction

1.1 Meaning of Crganisation‘ ' -I
1.2 Characteristics of modern organisations ' 0
1.3 Types of organisation O

II 3.1 Based on functions -

1.3.2 Based on beneficiary ?\ _

1.3.3 Based on formality Q~
1.4 Summary - @
1.5 Self Assessment Questions

1.6 Further Readings
1.7 Keywords

1.0 INTRODUCTION

Organisation is the result of process of organising (bringing together) different things for
achieving some purpose. This process was initiated by the human beings since their
existence, but it has been changing with the changes in the environment. This has resulted

in formation of different organisations, which have significant effect on individuals and
society. Since then the study of organisation, its influencing factors, types have become
important aspect of management of organisations and understanding organisational — -
behaviour, This unit helps us understand the meaning of organisations and characteristics of
modern organisations. The forination of different types and their effects can be understood

from the later part of the discussion in this unit.
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cooperatlon and in a productive and integrated manner for the m utual benef t of all is not an
easy task because of hl;,h level of complexltyr

5. Virtuality

Companies come together quickly to exploit opportunities and share costs, skills and access
to global market. Virtual organisation contract out manufacturing, distribution, marketing or
any other business activity where management feels that others canh do better or more
cheaply. " _ ‘-

6. Boundarylessness

Today’s organizations have no boundaries. Their resources are drawn from any corner of
the globe and their products are sold worldwide, lt is no surprise that pickles made by Priya
- are found in the retail outlets of the U.s. : :

7. Mut_ual entities

The traditional orgamsatlons were generally single entities and- often represented éwner’s
interest. But modern organisations are more often multiple entities. . They represent the
interest of various stakeholders viz; shareholders, cmployees customers and suppliers. An
organisation manufacturing products has to think not only of profi¢ for shareholders but also
good working conditions for workers and the quality of the piaduct} for the customers.

8. Learning organisation - - ) O

The information technology revolution has pro n opportunity to access worldwide

. knowledge. In the present global competiyidg enlironment the organisation which have
' abilities to learn, create, codify and uti wledge faster than its competitors and

_ quicker than theeriviron1nentcl1ar_1ges ill st§gain forever.
Activity-l ' : %

What is an organisation and. list out the characterlstlcs possessed by that
. orgamsatlon‘?

1.3 TYPES OF ORGANISATION

There are different types of organization as described in this section.

1.3.1 BASED ON FUNCTICNS

The existence of society requires different types of activities; these activities are having
different characteristics and requiring different efforts on the-part of individuals undertaking
these activities. In the organized society these functions are grouped on the bases of the
characteristics and these group functions are performed by social institutions and form as
organisations. Thus many organisations with different purposes and functions exist. Four
such basic functioris have been identified, these are economic, political, integrative and 3




4. ‘Common weal organisations \
The basic characteristic of common weal organisation is that the public at large is the prime
beneficiary. Organisation fike post-office, military service, police service and other
govemnment agencies are considered as the common weal organisations.

1.3.3 BASED ON FORMALITY -

Depending on their criterion, organisations may be classified as formal or informal.
1. Formal organisations _ ‘.

A formal organisation is formed with a group of people to work together cooperatively by
following definite measures of authority, responsibility and accountability for attaining the
objectives of the organisation. The formal organisation has certain features such as definite
objective specialized function, formal structure, and unified command.

2. Informal organisations

Informal organisation is an association of persons without agy formality and having no
building rules. Persons having common characteristics, and\motives form informal
organisalions, The common characteristics are based on I islikes, religions, caste,
language etc, unlike in formal organisations where the™®gphasis is on status, power and
politics. The interactions between the members arise eousiy and are not prescribed
by the formal structure. (See also Table 1.1). ' '

vceEformal and informal organizations

Table 1.1: Characters and differences

Point of Analysis Informal Organization

1. Origin 1t is voluntary and

spontaneous.

Formal Orgagizati .
Ttis delib@d planned

2. Purpose

It serves as means to formal ends

It provides social satisfaction

3 Goals .

Profit/service 10 society

Member satisfaction

4, Structure

‘Planned, rational and stable

Spontaneous, emotional and

dynamic '
5. Focus Job Role
6. Authority “Positional, flows top down Depends on persons, flows

bottom up

.7. Communication

Well defined formal routes and
flow of information one way and
often slow '

Grapevine; channels,
unspecified and information
flow two way and very fast

8.Control System

Promotions or demotions based
on performance

Norms regulate behaviour

8. Behaviour

Rules and regulations govern

behaviour

Work group norms, vatues
govern behaviour,

10. Size

Formal groups are quite large

| small in

Informal groups tend to be
order to be
manageable.




V. PProtection to Members

Informal organisations protect members. from social uncertainties, economic fluctuations,
psychological problems and physically unsafe conditions. Informal organisations also
protect the members from the top management’s autocratic and bureaucratic decisions. '

vi, Effective Communication

Communication flows freely through all directions in informal organisations. In addition,
members send and receive communication with an open mind. Thus, the communication
would be effective in informal ori_,anlsatlons

vii. Improved Productivity -

Informal organisations improve employee commitment, loyalty and understanding. In
addition, members contribute their resources to the maximum extent, which in turn
maximize employee productivity.

Most of the companies experienced these favourable outcomes and realized that the
informal organisations provide maximum contribution to the organisational goals. As such,
these companies allowed the formation of informal organisations within the formal
organisations, work in coordmat:on with them, WhICh result @botation between both
these groups. )

B) Dysfunctional cffects ' O

As indicated earlier, informal organisations are noty@nly functional but also dysfunctional.
The dysfunctional aspects of informal orge ons Create hindrances in the organisational
. process. They include: -

I. Challenge the Formal Authorit@

Employees derive power from ihe informal organisations. They challenge the formal
authority of their superiors with the help of power they derwe from the informal
organisations. This may result in msubordmatlon

. 2. Challenge the Formal Leadership

Formal leaders direct and influence their subordinates. They also lead and motivate the
members of the formal organisations. The same members also belong to the informal
organisations and the informal leader also leads them. In most of such cases, the employees
prefer the informal Jeader rather than the formal leader Thus, the informal leader
challenges the tormal leader

3. Role Conflict

Members of the informal -organisations are also the members of the formal organisations
and they may play conflicting roles. Thus, informal organisations may result in role
conflict. ,

4. Rumours

Members of informal organisations sometimes create rumors and may fail to communicate
the correct inessage. ,




5. Explain the need for understanding the different types of brganisation and

the bases for their classification. -

1.6 FURTHER READINGS

Mishra.M.N. B Organisational Behaviour, Vikas
' ' ~ Publishing House Private Ltd. New

Delhi - 2001.
Prasad, L.M ' o : Organisational Behaviour, Sultan

Chand and Sons, New Delhi — 2001.

P.Subba Rao ' : Management and Organisational
Behaviour — 2004,

Rao.M.Gangadhar, Rao. : Organilsational Behaviour - V.S.P
- ' ' and Narayana.P.S Text and Cases,
Konark Publishcsg Pvt Ltd, New Delhi
— 1990. . '
1.7 KEYWORDS . t?. -
Organisation . : ' t Q-Eﬁforts of two or more people bringing
_ ' together for common purpose. . _
Economic organisation =~ - @ Primarily concerned with producing goods
. ' and services required to salisfy human
needs.
‘Politicalorganisation : _ Concerned with changing or adopting

circumstances to attain valued goals.

Integrative organisation : Concerned with social control and

maintenance.
Pattern maintenance . : Educational institutions, research
" Organization ' ‘ institutions, clubs and other religious

institutions etc. concerned with long term
’ . . interest of society such as culture, values
etc.

| - . . . ]

| Mutual benefit associations - : Mutual benefit associations come into

existence to serve the interest of the

. : members. Trade unions, political partiés,

L ' professional bodies etc. will come under
this category.




UNIT - 2: ORGANIZATION THEORY-1

Aims and Objectives

The main aim of this unit is to explain various theories of an organization, various factors
influencing the development of each theory and also dlscuss refative merits and demerits of
each theory. :

After studying this Unit, you should be able to:

+ understand developments of organizational theories;

. discuss the factors influencing the development of.theories of organization;
« explain different principles involved in each theory;

) Igarn the merits and demerits of each theory; and

+ know the tmplications and application of these theories in managing organization.

 Structure , ' o

- 2.0 Introduction . 0
2.1 Classical Organizational Theory e O '
22 Bureaucracy Theory . :

2.3 Scientific Management Theory i ?\
24 AdministrativeTheory %
.2.5' Principlcs‘ofClassical Organizg#epal Tieory

2.6 Summary 3 % '

27 Self Assessment Questions
2.8 Further Readings
29 Keywords.

2.0 INTRODUCTION

An understanding of organizational theory is helpful to desu,n organization structure in
" such a way that people’s behaviour is desirable for contributing to. organizational
effectiveness. Organizational theory can be understood as a set of vanables and their
interrelaledness which present behaviour of individuals, groups and sub-groups with the
intent of achieving a goal. The organizational theory may also be understood as a way of
thinking about organlzatlons

The most popular theories of organisation include:

a) Classical,
b) Neoclassical,
¢) Modern,
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Activity — l

ldentify the featurés of bureaucratlc theory in any org,amsatlon and explam the role of these

features in functlonmg y of the or;,amsatmn

2.3 SCIENTIFIC MANA-GEMENT_THEORY

The Scientific Management theory was propounded by F.W.Taylor (1856-1915). The
major theme of scientifi¢ management theory was that work could be studied scientifically.
Taylor rzlentlessly pefused the idea that efficiency at work could be improved through
careful scientific analysis. He therefore tried to find out the basic principles of management
by using time and work study, detailed analysis, investigation and planning of work
allocation. '

i) Scientific selection of personnel . - 9 o
F.W.Taylor places great emphasis on the scientific selegsign an®raining of workers. His

theory stresses on selecting suitable persons for the All persons cannot perform
particular jobs. People have different capacities and attitede€ and therefore are selected for

the job best suited to them.
ii) Incentives

Workers are inspired to perform if e paid according to their contributions. Taylor
has, therefore, suggested a differentia 0 rate system for wage determination. 1t requires
planning, analysis, preparm;:, and inspecting work performance and determination of
standard production in a 'specific time. If a worker performs better than the standard, he will
be paid at a higher rate.

iii) Functional foremanship

‘Workers themselves become supervisors because the worker performing the function is
_interested in getting more wages by producing more units. The supervisor has functional

authority. He guides and directs the way of performing the job..Many supervisots based on
dlfferent jobs are guiding persons {0 pertorm their jobs effectively and eﬂlclently

tv) Specialization.

Speciatization is developed in scientific managemem It points out the managerial and non-
managerial functions. Persons capable of managing functions are given the jobs of plannmg

and control, while workers with the capacity to work performance are put on production.

v) Coordination

Since the jobs are performed by different specialized ‘persons, coordination. of thelr
activities becomes essential. The management should organize the activities in such a way
that it can perform its activities effectively. Coordination between workers and mangers as
well as amongst themselves is ensured in scientific management.

-~

13




€) Shop management techniques

Through his stress on effi c:ency at the shop-level, Taylor caused atiention to be drawn so
completely to the shop that the study of management became in eﬂect the study of shop _

management whlle the more general aspects were overlooked.
f) A bag of unongmal ldeas

* People like Hoagland questloned the originality of Taylor’s ldeas and felt that his
contributions have been somewhat overrated and overemphamzed

Activity — ll

* Give some incidents where the Scientific Managernent prmclples have been applied in the
organisation with which you are familiar.~

2.4 ADMINISTRATIVE THEORY - \Q

Henry Fayol was the father of administrative managtheory; it also referred as
functional or process management theory. Fayol (1&41-192%), a French mining engineer
published his work in French in 1916 but it was ava%’nﬁnglish only in 1949 under the
title of General and Industrial Administr: . Fayol proposed that all operations in
" business organisations may be placed in@‘?‘ﬁve primary elements of planning,
organising, commanding, co-ordination control. These five clements have become the
foundation for considering the basic %ns of management. He has given fourteen
principals through which these activities ¢ performed. These principles are as follows:
. y _ ,
. 1. Division of work
. The object of division of work is derived from'the principles of specialization. The whole
process is divided into small fragments in a way to perform the activities effectively and
efficiently. People can easily specialize in these small-fragmented achvmes and these are
assi gned to speclallsed persons, :

2. Authonty and responsibility

The authority and responsibility are related to one another. Reéponsibility is an obligation
to complete the given task whereas the authority is the right given-how to do, what to do

and with whom the work has to be done. The management has the authority to issue orders.

Sub-ordinate has to follow the orders of the superiors who take the responsibilities of the
, gettm g work done through the sub~ord1nates - :

3. Discipline

Discipline means the order to be followed to achieve specified purpose. This is possible
only when the obedience and the rules and regulations are followed by the employees as
required for the process of management. All the personnel serving in the organisation
should be disciplined. The discipline can be classified into two types: a) self imposed

15 .




or decentralization of authority is determined by individual- circumstances and should be
based on optimum utilization of all resources.

13. Espritedecorps

This is the principle of “union is strength” Team work is exercised for g,ettmg, the
objectives fulfilled efficiently and effectlvely

Assessment of_Admlmstratwe Theory

It is a normative rather than empirical theory: it says what ought to be rather than what is.
Administrative theory has not been verified under controlled, repeatable scientific
situations. It suffers from superficiality, oversimplification and does not tell realism. Some’
of the principles contradict others and it is impossible to observe them all. For example, the

unity of command is incompatible with the principle of specialization. Same is the case of _

ceniralization and decenlrahzation

-Activity — 111

Give one example for each principle of administrative management theory from your

experiences with organisations.” -

2.5 PRINCIPLES OF CLASSI(Q‘OEGANI‘ZATION THEORY

According to Scott and Mitchell, th@ica 0rgani§ation theory is based on the four

pillars, viz, division of labour, depart n, structure and span of control,.

1. Division of labour

The division of work implies that. the work must be divided to obtain -a clear-cut
specialization with a view to improving the performance of the organisation. This principle
is stemming from economic notions of efficiency. The classical approach rests firmly on the
assumption that, the more a particular job can be fragmented into its simplest component
parts, the more specialised and consequently the more a worker becomes in fulfilling his
particular job. Fayol has identified 6 such functions: technical, commercial, financial,

security, accountlng and managerial. However, out of these, F rst five are horizontal .

functional differentials. Division of work is involved to accomplish an objective. Each
differentiated task can be handled separately, either by different individuals or of the same
- individuals at different times.

-

e

2. Dcpartmentatmn

Aiter the \vork has been divided into specialised tasks, they are grouped according to
similar wark characteristics. This is called the principle of departmentation. There are five
alternanve bases for grouping work: purpose, process, cliental, place and time,

17




Activity - IV

State the princip]és of classical theory of ofganisation‘

2.5 SUMMARY

An understanding of organisational theory is helpful to design organisation structure in such
a way that people’s behaviour is desirable for contributing to organisational etfectiveness,

Organisational theory can be defined as a set of variables and their interrelatedness which.

present a behawour of individuals, groups and sub — groups with the intend of achieving a
goal.

“Organisational theories may be classifted into classical, neoclassical and modern. This
classification is based on the nature of organisations, structure, processes and
interdependence as perceived by the different persons propounded different
organisational theories.

On the basis of the emphasis, the classical organisr:@weory is broadly divided into
bureaucracy theory, scientific management theo administrative management theory.
Marx Weber (1864 — 1920), 'a German soéial%st, is regarded as the father of the
concept of bureaucracy. Bureaucracy is ideal’ administrative model, emphasized a
detailed control, a rigid hierarchy and high eclalized functions operated by experts. This

than empherical evidence. The follow e the features of bureaucratic theory: division of
labour, hierarchy of authority, rule, regulations and procedures, impersonality of
interpersonal relations and rigidity ang uniformity:

model is for achieving perfect rat:an efficiency on the basis of reasoning rather .

The Scientific Management theory was proposed by F.W. Taylor (1856 — 1915). The
major theme of scientific management theory was that work could be studied scientifically.
Taylor relentlessly perused the idea that eﬁ“cnency at work could be |mproved through
careful scientific analysis. :

Henry Fayol was the Father of Administrative Management theory also referred to as
functional or process management theory. Fayol proposed that all operations in business
into five primary elements of planning, organising, command, co — ordination and control.
These five elements have become the foundation for considering the basic functions of
management.

2.6 SELF ASSESSMENT QUESTIONS

I. Short Answer Questions

I.  What is the concept of Organization Theory?

2. Explain the principles of Bureaucracy Theory?

19




Depa rtmentatidn

Structure

Span of control

After the work has been divided into

- specialized tasks, these tasks are grouped

according to similar work characteristics.
This is called the principle of
departmentation.

Structure is the framework of the formal
relationships  among  tasks,  various
activities and peopie in the organisation.

The span of control concept relates to the

number of sub-ordinates a manager can
effectively supervise.

21




3.1 NEO-CLASSICAL THEORY

The behavioural scientists enquired into the reasons for the failure of the classical
organization theory’ in producing the ‘desired results. They investigated the human
behaviour at work. They found that the human behaviour is influenced not only by

physiological factors but also by various other factors. The research studies unearthed the

new dimensions of human behaviour in the organizations. Human telationists focused on
the human aspect, which was hitherto neglected by the classical theorists. They tried to
identify the weaknesses of classical theory through empirical research. The research studies
are referred to as behavioural theories or human relations approach in the organization.
These approaches-are also termed as new-classical theories of organization. Mary Parker
Follett, Chester I Barnard and Elton.Mayo and his assocnates developed the neo-classical
approach to organizational design.

Most of the criticism- against classical theory emerged through Hawthorne 'Experiments
~ Elton Mayo is generally recognized as the father of the Human Relations School. Elton
Mayo and his assomatcs discovered that; v _ | !

| M .

e The an’munt of work carried out by .a worker is not determined b} his physical

~ capacity but by his socual ‘capacity”; _
' N'on-economic rewards play an important role in deter@the motivational level

and happiness of the worker;

« The highest specialization is by no mean most efficient form of division of
labour; and o )

» Workers do not react to managemengn% lts norms and rewards as individuals but

as members of groups @

Elton Mayo pointed out that the wwchniqi¥s of scientific management are not adeguate and
they do not contribute to achieve individual and organizational goals. The essence of human
relations approach is that workers should be treated as human beings but not as mere factors
of production. Workers” needs, feelings, attitudes, values' and desires are extremely
important in this approach. The theme of human relations approach is that (i} organizational
situation should be viewed in social terms as well as in economic and technical terms, and
(i1} the social process of group behaviour can be understood in terms of the clinical melhod
analogous to the doctor’s diagnosis of Ihe human organism.

The neo-classicists view organization as a combination of formal and informal
relationships. The informal content of the organization was missing in classical approach
while it was the very basis of new-classical theory. The human relations school also

introduced the behavioural science to diagngse the human behaviour and showed how the

pillars of classical theory like division of labour, functional processes, structure and scalar
chain, are affected and modified by human relations.

The human relationists modified the classical theory by emphasizing' the fact that
organization is a social system and the human factor is the most important element within
it. Behaviourists did not prescribe any one form of organization structure but proposed that
it can be lmproved by modlfymg it in accordance. with informal structure through narrow

23




An intensive and systematlc analysis of tuman factor in the orgamzatlon was made. Senes
of experiments conducted at Hawthorne may be classified as:

NHlumination Experiments 1924-1927.

Relay Assembly Test Room Expenments 1927-32.
Interviewing Programme.

Bank Wiring Observation Room Experiments, 1927-32.

Phase 1: [llumination Experiments

‘Before the Hawthorne studies officially started, Elton Mayo headed a research team, which
was investigating the causes of very high turnover in the mule-spinning department of a
textile mill in Philadelphia during 1923 and. 1924. After interviewing and consulting the
workers, the team set up a series of rest pauses, which resulted in greatly reduced turnover
and more posmve worker attitudes and morale.

About the same time that Mayo and his group were conducting the Philadelphia study, a
typical scientific management study, sponsored by the National Research Council, was
being made at Hawthomne. This latter study was attempting to determine experimentally the
effects that varying degrees of illumination had on worker productivity.

To study the effects of changing lighting conditions, the Iight'eﬁnts were conducted
on female workers, with an undertying assumption that better ligl uld make for better
work. For the purpose of the experiment the workers w ided into two groups — an
experimental group and a control group. The experimental was placed in a test room
where the intensity of illumination was varied, and ¢ her group (i.e. the control group)
worked in a control room with supposedly constant c%ns. The results were baffling to
the researchers. . Productivity increased in b he rooms. When the illumination was
improved, the output of the experimental grody{ improved markedly. But the unexpected
also happened. Output of the control g whd worked under constant conditions, also
increased markedly. Furthermore, in tlu%nm no correlation developed. The production

| of the women continually increases. whethdf the foot-candles of light were raised, retained
at the original level, or even brought down to moonlight intensity so that the workers could
barely see. From this it was understood that, some other variables, which were not being
held constant or under control, besides the level of illumination were causing the change in

| productivity. This something, of course, was the complex human variable. To find out more

! about the factors, which were supposedly responsible for increase in productivity of the
workers, further experiments were conducted. : -

~ Exercise: Conduct experiments similar to that’ of illumination expenments in the
organization in which you are associated with. L

Phase 2:' Relay Assembly Test Group

In 1927, the relay room experiments commenced. These experiments represent-the actual

beginning of the Hawthorne studies attributed to Elton Mayo. This team of researchers
 utilized theit.earlier experience with rest pauses at the Philadelphia textile company. Taking

a cue from the earlier illumination experiment at the plant, the researchers attempted to set .

up the test room so that there would be more control over the independent variables. As part

of these experiments, Mayo and his colléagues selected two girls and asked them to form

their own work group of six by choosing four other girls. The group worked at the assembly .

of small, intricate telephone relays comprising about forty separate parts. The girls sat at a

long bench and dropped the finistied relays through a-chute where they were automatically

counted. The rate of production was recorded at the start of the experiment and changes in 25




in the relay test room, the female assemblers were insutated from the traditional restrictions

of management, In total, they were treated and recognized as individuals with something to
contribute. - '

-~
Pl

The resuits in the relay room were practicafly identical with those in the illumination
experiment. Each test period yielded higher productivity than the previous one had done.
Even when the women were subjected to the original conditions of the experiment,
productivity increased. The conclusion was that the independent variables (rest pauses and
so forth) were not by themselves causing the change in the dependent variable (output). As
in the illumination experiment, something was still not being controtled.

F.J Roethlisberger remarked “such factors as hours of work and wage incentives were not
things in themselves having an independent effect on employee efficiency”. In the study the
investigators had made ‘the girls feel important, and improved performance was at least
partly a result of psychological factors. Mayo and his associates discovered that small social
groups in the factory were able to influence the behaviour of individuals to a considerable
degree. - ' - : . '

The relay room experimént was followed by a second relay room experiment and the mica
‘splitting test room study. The results of these two studies w@ged to be inconclusive.

Exercise: Conduct experiments similar to that #fglay room experiments in the
organization with which you are associaled and reco @ bservations.

Phase 3: Interviewing Programme - q

Next, Mayo initiated a three-year long-int@igiewing programme in 1928 covering more than
21,000 employees to find out ses for increased productivity. These interviews
genetated a great amount of infa on. The emphasis of this phase was on human
relations rather than on working conditions. This programme initially proved to be useless
as employees often gave stereotyped responses. This led the interviewers toward asking
indirect questions. Then the employees began to air their feelings freely. Table 3.2 depicts
the actual topics that were discussed. Out of these data, a great deal of insight into
employee attitudes and group dynamics evolved. Specifically, the insights into the impact
that informal work groups have on restriction of output led to the last major research effort
in the Hawthorne studies.

‘Table 3.2 Topics Discussed in the Mass Interviewing Program at Hawthorne

Absence Inierviewing program Smoke and fumes
Advancement Light . ' Social contacts
Aisles o Lockers Steady work
Bogey Material Supervision
Club activities - Quality -| Temperature
General . = Quantity . Thrift
- Entertainment - Finished product - Stock purchase plan
- Club store o - - Miscéllaneous - Building and loan
- Educational Monotony - Life insurance
- Sports | Noise ‘ " Ready money plan
Dirt | Payment - General
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Work group norms, beliefs, sentiments had a greater impact on individual behaviour than
the monetary incentive offered by the management. Thus Hawthorne expetiments indicated
that employees were not only economic beings but also social and psychological beings.

The researchers concluded that employees would work  better had they believed
management was concerned about their welfare and supervisors paid special attention to

them. This phenomenon, (subsequently labeled the Hawthorne effect), has remained quite
controversial to this day.

The concept social man, according to Mayo-motivated by social needs, wanting rewarding
on-the-job relationships, and responding more to work-group pressures than to management
control-was necessary to complement the old concept of rational man motivated by
personal economic needs. ' '

! .
Exercise: Test whether the sentiments discussed above are true or not in the organization in
which you are associated with.

-3.3 FINDINGS OF HAWTHORNE EXPERIMENTS

Major findings and conclusions of [Hawthorne Experiments are @ereunder:

a) The level of production is set by social norms by phystological capacities:
This point has already been illustrated by thi studiesdt illumination and fatigue.

b) Non-economic rewards and sanctiongegigniicantly affect the behaviour of the
- workers and largely limit the effenomic incentive .plans; Workers who
)

produced significantly more (or Jess) ¥aan the socially determined nonm lost the
affection and respect of their cers and friends. All the workers in the wiring
room clearly preferred maintain micable relations with their friends to making
more money. ' ' ‘

¢) Workers do not act or react as individuals: Often workers do not act or react as
. individuals but as members of groups. An individual does not feel free to set up for
himself a production target. It is set and enforced by the group in which he is a
member. Co-workers penalize a worker who deviates from the group norms
significantly in either direction. Individual behaviour depends on the group norms.

A person who. resists pressure to change his behaviour as an individual often
changes it quite readily if the group of which he is a member changes its behaviour,

d) Informal leadership sets and enforces the group norms: Scientific Management
assumes that the foreman or supervisor provides leadership to the workers, at least
in regard to matters concerning production. It has been disproved by the Hawthome
Experiments. In the Bank Wiring Room Study, one of the workers emerged as an
informal leader of the group. He was the best-liked man in the room and the one
who best embodied the norms of his group. His advice was highly solicited and he
had the control over the behaviour of his group. He was admired for his ability to
“get things done,” and he was, to a certain extent, the spokesman of the group. In
short, he helped the workers to function as a social group.

¢) Communication. between ranks: The Human Relations approach emphasized the
importance of communication between the ranks, need for transparency in decision-
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i) Relationship between the work, organizational structure and social needs of the

" employees: The Human Relations School is of the opinion that it is necessary to relate
the work and the organizational structure to the social needs of the employees. This
makes the emp!oyees happy and the employees extend their full cooperation and put in
their best for increasing organizational efficiency.

Activity — 11

Explain the assumptions ot neo-classical thec;ry.

3.5 CRITICISM AGAINST NEO-CLASSICAL THEORY

William G. Scott has criticized that like classical theory; neo-classical theory also suffers
from incompetence, a shortsighted perspective and tack of integraflqp among many facets
of human behaviour. Some of the modern thinkers also opine l@ theory ts bankrupt
and unable to suggest any new thing.

‘human relations are no more than a trifling body of e al and descriptive information’.
Trade unionists ridiculed it as a form of ‘co ychdlogy’. Human relationists are also
nicknamed as “happiness boys’ who ignored th mic realities.

The criticisms range from ‘human relations as a looancal puppeteering of people’ to
]

The neo-classical theory has been critici he following grounds:

- a) Lack of Scientific Validity: The human relationists drew conclusions from Hawthorne

studies. These studies were based on clinical insight rather than on scientific evidence.
. Representative character of the groups chosen for study is also doubtful. The findings
are based on temgorary groups but not on the groups that have continuing relationship
with one another. Moreover the experiments were conducted on operative employees
only. .

b) Invalid Assumptions: Neo-classical theory is based on certain assumptions. Some of
the assumptions on which the neo-classical theory is based do not seem to be true. For
example, the assumption’ that there is a solution for every problem, which satisfies
everyone in the organization, is not true. Often there may be conflicts of interests
among various groups in the organization that are structural and not merely
psychological in nature.

¢) - Limited Application: The various structures of organization given by neo-classicists
are not universal. Their application is limited. There is no particular structure, which
serves the purpose of all the organizations The relationists overlooked some: of the
environmental constraints, which managers cannot ignore. This lapsc makes the
practicability of the theory limited.

d) Limited Focus on Work: It lacks adequate focus on work Human relations approach

- puts all the emphasis on interpersonal relations and on the informal group. It tends to

over emphasize the psychological aspects at the cost of the structural and technical
aspects. . '

-
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Techniques of scientific management are not adequate and they do not contribute to achieve
tndividual and organizational goals. The essence of human relations approach is that
workers should be treated as human beings but not as mere factors of production.

The theme of human relations approach is that (i) organizational situation should be viewed
in social terms as well as in economic and technical terms, and (i) the social process of
group behaviour can be understood in terms of the clinical method analogous to the
doctor’s diagnosis of the human organism. '

The neo-classicists view organization as a combination of formal and informal
relationships. '

Organization is a social system and the human factor is the most tmportant element within

it. Behaviourists did not prescribe any one form of organization structure but proposed that .-
it can be improved by modifying it in accordance with informal structure through narrow
specialization and less emphasis on hierarchy, by encouraging participation in decision-.
making at lower levels, and by following a more people oriented approach by managers at
all levels. ' :

Neo-classical approach did not abandan the principles of classic@y altogether. That is
why it is called neo-classical theory. The neo-classical theggigts ine¥ide Simon, Thomson,
Mayo, Lewin, etc. These are also called human relationistso

‘Depression and the labour movement were import%irecl causes of the practice of
human relations.

The Western Electric Company, with i1 ration of the National Academy of Sciences
arranged to have Mayo and his associ carry out a major study in its Hawthorne
Works in Chicago. '

]

According to the norms of the day the company was providing many benefits such as
pension plans, recreational facilities, and so on. But the company had noted a good deal of
dissatisfaction among its 29,000 employees.

. Efficiency experts had attempted to reduce dissatisfaction among the employees and
“increase production by changing working hours, rest periods and environmental conditions -
such as intensity of lighting; and by simplifying and improving work methods, and so on.

But the results were not satisfactory. ‘

Mayo, Roethlisberger and their associates started the Hawthorne experiments on the basis
of the industrial psychology of Gilbreth, They first assumed that:

» Each worker was an isolated unit, a human machine; whose actions and
performance could be measured and adjusted.

»  Chief. factors governing a worker’s Jow productivily'were the wrong physical
environment, such as excessive humidity, inadequate heating bad lighting, too
much noise, and so on. ‘




The Human Relations School is of the opinion that it is necessary to relate the work

and the organizational structure to the social needs of the employees.

Major findings and conclusions of Hawthorne Experiments are given hereunder:

-

The level of production is set by social norms but not by physiological capacities.

Non-economic rewards and sanctions signiticantly affect the behaviour of the
workers and largely limit the effect of economic incentive plans.

. Often workers do not act or react as individuals but as members of groups.

Infornal leadership sets and enforces the group norms.

The Human Relations approach emphasmed the importance of communication
between the ranks, need for transparency in decision making, importance of
participation in decision-making, and the virtues of democratic leadership.

The neo-classical theoty has been criticized on the foltowing grounds:

These studies were based on clinical insight rather than on scientific evidence.

Some of the assumptions on which the neo-classical theory is based do not seem to

be true .

The various structures of organization given by net@cists are noi universal.
Their application is limited. ’

It lacks adequale focus on work. :

Neoclassicists have been criticized for s%ﬁnded attention 1o the concept of

‘happiness’ of employees.
. The neo-classical theory does not haQ a unified and total approach.

Neo-classical theory is cri for its excessive emphasis on social and
psychological factors. ' K

Like classical theory this theory also has ignored the influence of external
environmenial factors in designing the organization.

Neo-classical theory lays more emphasis on the human behaviour in designing
organization.

3.7 SELF ASSESSMENT QUESTIONS

I. Short Answer Questions\

i
2.

&b

Explam the features of Neo-Classical Theory.-

What are the various elements of neo-classical organization theory‘? Discuss in
brief,

What are the fundamental concepts of Human Relations approach?

Identify and briefly summarize the major historical contributions to the human
relations movement. -

Discuss in detail the Hawthorne Experiments.

What are the findings of Hawthorne Expenments"




3.9 KEY WORDS

Neo-classical theory
 Human Relations Approach

Interview Programme

It gives the human behaviour is influenced
not only by physiological factors but also
other factors on an individual.

The way in which managers interact with

thetr subordinates. When moral efficiency:

deteriorate H.R in the organization.

It proved to be useless as employees often
gave stereotyped responses,
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There is no one best way to motivate, to lead, and to make decisions. That is there is no one
best approach to achieve the desirable behaviour in human beings. The. processes involved
are too complex in nature. Behaviour in work settings is the complex result of many
interacting forces. This fact is recognized in what is known as the contingency approach, an
orientation that is a hallmark of modern OB. Consider, for example, how an individual’s
personal characteristics (e.g., personal attitudes and beliefs) may work in conjunction with
situational factors (e.g., an organization’s climate or relations between co-workers) which
may all work together when it comes to influencing how a particular individualis likely to -
behave.on the job. -

¢

As the behaviour of employees on the job becomes more and more complex, it becomes
difficult, if not impossible, to give “straight answers”. Then it is necessary to report that
people will do certain things “under some conditions” or “when all other factors are equal”,
Such phrases provide a clear indication that the contingency approach is being used. They
tell us that certain behaviour is contingent on the existence of certain conditions-hence, the.
naine. There are no simple cookbook formulas to predict and explain behaviour, )

Systems and Contingency Theory is also called Modern Organisation. Theory. It is a
systems analysis of organizations. It developed during 1950s. It -considers the whole
organization as well as'its component parts ie., all the elemeMg of the organisation.
Systems theory views an organization as an adaptive and opengystelh in active exchange
with their surrounding environments. If it is to survive, ijaqust Must to changes in the
environment. It also views the organization and its envi@it as interdependent. Each
depends on the other for resources. : ‘

the limitations of and criticisms against
the classical and neo-classical theories. Jgdermdorganization theory combines social and
psychological issues with the classical \ -

In fact ‘Systems’ and ‘Contingency’ are two i entEpproaches of Modern Organization
Theory. This theory has developed consequen

4.1 DEFINITION OF SYSTEM

Fagen defines system as “a set of objects together with relationships between the objects
and between their attributes.” '

"Kast and Rosenzweig define a system as “an organized, unitary whole composed of two or
more interdependent parts, components, or subsystems, and delineated by identifiable
boundaries from its environmental suprasystem.”

Hanna says: “A sysfem is an arrangement of interrelated parts. The words arrangement and
interreluted describe interdependent elements forming an entity that is the system. Thus,
when taking a systems approach, one begins by identifying the individual parts and then
seeks to understand the nature of their collective interaction.” ‘

“A system is composed of related and dependent elements which, when in interaction, form
a unitary whole. It is simply assemblage or combination of things or parts, forming a
complex whole. Its important feature is that it is composed of a hierarchy of sub-systems.”
For example the world as a whole can be considered as a system in which various national
economies are subsystems. In turn each national economy is composed of various ’
industries, each industry is composed of different firms, and firm can be considered as a 39




d)

£)

h)

distinguished from the other in terms of _objectives, proceéses, roles, structures and

norms of operations.

Systems are processors: A system is engaged n processing or in the transformation of
inputs. into output. A system receives inputs from the other subsystems of the internal
environment and external environment. The system processes the inputs and converts
them into output and supplies the output to other subsystems of the internal
environment and to the systems in the external environmert. :

A system acts upon its environment and is also acted upon by its environment: An
organization is an open system. A system acts upon its environment and is also acted
upon by its environment. In other words, a system influences the other systems and sub-
systems and is influenced by them. For example the subsystem of product design is
influenced by the market information system,

System arranges the parts in a related manner: A system is not a mere group of
parts. It is a group of related parts arranged in a sequential order. The sequential
arrangement is based on the purpose.

A system has boundaries: Every system has boundaries. Physical systems have fixed
boundaries whereas social and psychological systems have flexible boundaries. An
organization system is composed of physical social and psychological . systems,
Therefore, organizational system’s boundaries are partly fixed :d partly variable,

Systems may be open and close systems: Systems are catSgorized into two categories

© viz, open and closed systems. Open systems influd re influenced by other
L]

i)
N

systems whereas closed systems do not influence a esnot influenced by the other
systems.

The system is goal oriented.

The whole is more than the sum of all Q@z system.

Activity -1 , @

Define the term “System’,

4.2 TYPES OF INTERDEPENDENCE OF SYSTEMS

As stated earlier, each system consists of several sub-systems and all the subsystems are
interrelated and interconnected. They influence the other subsystems and are influenced by
them. Different types of interdependence can be stated thus.

a)

Pooled Interdependence: When the subsystems are dependent on each other
indirectly, it is called' “pooled interdependency”. For example, international branches,
which are the subsystems of a company, are allowed to procure their resources and sell
their products independently but they are governed by comimon rules, regulations;
policies, procedures and-norms. They draw financial resources from and supply the net
profit to the head office. The kind of relationship that exists between different
international branches of the company is called “Pooled Interdependence”.

e
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and energy between system .and environment. The environment is everything outside
the system. o '

¢) Open systems have purposes and goals, the reasons for their existence, It is important

to note that these purposes must align with purposes or needs in the environment; for

“example, the organisation’s purposes will be reflected in its outputs, and if the
environment does not want the outputs, the organization will cease to exist,

d) The law of entropy states that all systems “run down” and disintegrate unless they
reverse the entropy process by importing more energy than they use. Organisations
receive negaiive entropy when they are able to exchan ge their outputs for enough inputs
to keep the system from running down. Information is important to systems. Feedback
is information from the environment about system performance. Feedback is of two
types, negative and positive. Negative feedback measures whether or not the output is
on course with the purpose and goals. It is also known as deviation-correcting feedback.
Positive feedback measures whether or not the purpose and goals are aligned with
environmental needs. It is sometimes called deviation-amplifying feedback. Negative
feedback telis you if you are on track regarding your scheduled production / output.
Positive feedback comes from the environment. The usefulness of the two concepts is
that they demonstrate that it is not enough to merely measure our outputs versus the
intended targets. Survival of the system is equally influenced by appropriateness of the
targets. ' '

e) Systems are bombarded by all kinds of information, @formation is useful,
and some other is not useful, So systems “code” usefyl infoMwedlion and incorporate it,
while the useless information is left off, -

f) Another characteristic of open systems is sgeady Stftc or dynamic homeostasis.
Systems achieve a steady state or equilibri int and seek to maintain this

equilibrium against distuptive forces. Disgupti%e forces may internal or external.
Systems tend to get more elaborated, iated, specialized, and complex over
InBgeas

time. This is. called differentiatigp. ed differentiation requires increased
integration and coordination. % characteristic of systems is equifinality.

Equifinality is a principle, which that there are multiple ways to arrive at a
particular outcome or state. That is in systems there are multiple paths to achieve the
goals. There can be subsystems within larger systems, Systems can be arranged into a
hierarchy of systems moving from less important to more important.

These characteristics of open systems explain many phenomena, which exist in
organizations and provide answers to certain pertinent questions. Opposite of an open
system is a closed system. Closed systems do not interact with environment and other
systems. They are self-contained, self-mentioned, rigid and static. They are also mechanicai
in character and like a closed loop. .

Two major variations of open systems theory are: (i) Socio-technical Systetns Theory (STS)
and (ii) Open Systems Planning (OSP). They play an important role in Organization
Deveiopment. :

Eric Trist, Fred Emery, and others developed socio-technical systems theory at the
Tavistock Institute in the 1950s. The thesis of STS is that all organizations are comprised of
two interdependent systems, a social system and a technical system, and that chan ges in one
system produce effects in the other system. To achieve high productivity and employee
satisfaction, organizations must be structured to optimize both the systems. STS is the
principal conceptual foundation for efforts in work redesign and organization restructuring,
two very active segments of OD today. .
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b) The systems concept takes into account not only the objectives and performance of
- different departments or sub-systems but also overall objectives and performance of the

organization. The systems approach gives top priority to the overall etffectiveness of the
system rather than the effectiveness of different sub-systems. -

.¢) Systeins theory provides a view, which is more consistent with the organisaional life.
Systems theory helps in generating coordinated efforts towards accomplishing goals. It

also stresses the interdependence of the elements. Within organizations and the

interaction of organ izations themselves as part of a larger socic-economic system.

d) The systems approach refers to both general and specialized systems. The general
systems are primarily concerned with formal organizations and the concepts pertaining

to techniques of psychology, sociology, and philesophy. Specific management systems

include organizational structure, mtormat:on planning and control mechanisms, job
design, etc.

Activity —

Explain the features of systems theory.

4.5 ANALYSIS OF SYSTEMS

Organisation analysis under the modern_theoM\is based on the General Systems Theory.
The aim of general systems theory is tion of a science of organizational universals
or a universal science-using the element processes common to all systems as a starting
point. This synthesis, it accomplished, will be at a high level of abs‘lraction.

Modern organization theory treats organization as a system of mutually dependent
variables. The distinctive qualities of modern org'mlzatlon theory are:
t) its conceptual analytlcal base,
" it) its reliance on empiricat research data and,

i) above all, its integrating nature,

These qualities are framed in a philosophy, which accepts the premise, that the “only
meaningful way to study organization is to study it as a system.

Modern organization theory asks a range of inter-related questions which are not seriously
considered by the classical and neoclassical theories. The important questions are:

i) What are the strategic parts of the system? |
il)  What is the nature of their mutual dependency?

ili) What are the main processes’in the system, which link the paris together, and
facilitate their adjustment to each other?

iv) What are the goals sought by the systém?
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e) Physical Setting: The physical setting in which a job is performed is also very

important. Interactions present in the complex man-machine systems need to be

carefully studied. The human engineer cannot- approach this problem in a purely

technical fashion. He has to take the help of social theorists like psychologists and
sociologists.

4.6 SUBSYSTEMS

An organization is composed of many mutually dependent sub-systems. These sub-systems

interact and create new patterns of behaviour that are separate from, but related. to, the .

pattern specifted by the original system. The system behaviour is emerged one. A chan gein
one of the sub-systems creates changes in the other sub-systems. Johan A. Seiler identified
the subsystems such as human inputs, technological inputs, organizational inpuis, social
structure and norms. Kast and Rosenzweig identified five subsystems. They are: goals and
values subsystem, = technological subsystem, structural subsystem and managerial
subsystem. Katz and Kahn have identified five subsystems. They are: technical subsystem,
.supportive subsystemm, maintenance subsystem, adaptive subsystem and managerial
subsystem. Carzo and Yunouzas have identified three subsystems. They are: technical
subsystem, social subsystem and power subsystem. On a perusalof all these it can be said
the subsystems, which may present in the organizations are: {i) Ngchnical subsystem, (ii)
Social subsystem, (iii) Power subsystem, (iv) Struclural sub

subsystem. O

i) Technical Subsystem

Technical means application of knowledge. nicgsubsystem means a subsystem, which
includes the knowledge and techniques 0@”5 the work. That means application of
knowledge in the process of converlingsthe inputs into output. The basic component of a
technical subsystem is ‘job’. A “job’ %\ group of tasks or activities that are performed
by an individual. Techiical s:bsys constitutes formai organization, i.e., inter-
relationship of the jobs, which make up the structure; rules, regulations and procedures of
the organization. The technical subsystem deals with designing the factory layout, selection
of the appropriate technology, processes, policies, procedures, rules and regulations. 1t also
deals with determination of organizational hierarchy, authority and responsibility. It decides
upon jobs involved in the processes, selection of employees, assignment of duties, working
hours, decision points, communication patterns, coordination and leadership.

The system also deals with behavioural implications. Behaviour of the individuals under
this system is regulated by rules, procedures, policies and regulations. However, behaviour
of the individuals in the organization is not explained completely by the technical
subsystem alone because of inherent conflict between the organizational demands and
demands of the individuals. The behaviour required by the technical subsystem is modified
by the social subsystem.

The objective of the technical subsystem is to make necessary imports from the
environment, transform them into products or services and export them back to the
environment. For this purpose, it involves decisions, communication, action and balance
processes. Through thé decision process, three main problems of what o produce, for
whom to produce and how to produce are resolved. The decisions ase based on information
gathered from various sources. Such information is communicated through the
communication process to action: centers to implement them. Through balance process, an

administrative balance is obtained so that all parts may be coordinated and no one part can .

and (v) Managerial
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power. Power structure and power relations influence the power subsystem. They determine
how and what decisions are taken and how the decisions are to be implemented.

The orgamzatlonal power system influences the individual and group relations, their
performance patterns and organizational performance and behaviour. In addition, the power
system interacts with and interferes in the activities of technical and social subsystems The
interactive and coordinated influence of technical, social and power subsystems forms the
organizational system. '

iv) Structural Subsystem

It refers (o the patterns of interrelationships among people. It aims at achieving coordination
among the organizational members. It also mcludes physical setting of the environment in
which the work is performed.

v) Managerial Subsystems

Managenal subsystem operates to brin g about coordination in the total system to achieve its
goals. In managing a system, two processes are ‘involved. They are operation and control
and review and coordination. Operation refers to conversion of inputs into outputs and
control refers to comparing the actual performance with the standards and activating
various elements to carrect deficiencies. Review and evaluation pertains to ascertain how
well the system has performed. It is different from control as coMgol refers to operational
efficiency while review and evaluation refer to functioning of tire system in relation
to its objectives.

Activity -1

State the subsystems.

4.7 INTERACTION BETWEEN THE SUBSYSTEMS (LINKING
PROCESSES)

Various parts of a system are interwoven or interlinked. Three linking processes, namely,
communication, balance and decision-making achieve this interlinking.

i) Communication: The neoclassicists studied various forms of communication, i.e.,
formal and informal, vertical and horizontal, and line and staff. The mechanism of
communication, ie., Communication network has been studied by the modern
organization theory. Communication is viewed as the method by which action is evoked
from the parts of the system. Communication acts as a stimuli resulting in action, and as
a control and coordination mechanism linking the decision centers in the system in a
syn¢hronized pattern.

ii) Balance: Balance refers to an equilibrating mechanism, which maintains a
harmoniously structured relationship between various parts of the system. This ensures
system integrity in the face of changing environment. Balance is of two types: (i) quasi-
automatic, and (i) innovative. Quasi-automatic balance means that the system has built-
in propensities to maintain steady states, If human organisations are open self-




The characteristics of open systems are:

a) All open systems are input-throughput-owtput méchanisms;
b) Every system hasa bé:mdmy that separates it from its environment; i
¢) Open systeins have purposes and goals;
d) The la.w of entropy states that all systems “run down” and disintegrate unless they
reverse the entropy process by importing more energy than they use;
e) Systems are bombarded by alt kinds of information, some information is useful,
and some other is not useful; and

f) Another characteristic of open systems is steady state or dynamic homeostasis.

Modern organization theory asks a range of inter-related questions which are not seriously
considered by the classical and neoclassical theories. The important questions are:

a) What are the strategic parts of the system?
b) What is the nature of their mutual dependency?

- ¢) What are the main processes in the system, whichglin®Nthe parts together, and
facilitate their adjustment to each other? ,

d) What are the goals sou ght by the sfstem? O

The goals of the system are stability, growth and in%n‘

Five parts of the system as are: (i) Individ@%}lndividual and his personal-ity structure
(motives and attitudes), (iii) Formal anisaon and (iv) Informal Organization and (v)
Fusion Process. (vi) Physical Setting.

Sub-Systems: An organization is composed of many mutually dependent sub-systems.
These sub-systems interact and create new patterns of behaviour that are separate from, but
related to, the pattern specified by the original system. There are five subsystems. They are:
(1) Technical subsystem, (ii) Social subsystem, (iii) Power subsystem, (iv) Structural

‘ subsystem and (v) Managerial subsystem. Technical subsystem means a-subsystem, which
mcludes the knowledge and techniques of doing the work. Social system represents
individuals and patterns of interactions among them.

Various parts of a system are interwoven or interlinked. Three linking processes, namely,
communication, balance and decision-making achieve this interlinking. Modermn
organisation theory is useful in many ways. But it is not free from criticism.

4.10 SELF ASSESSMENT QUESTIONS

L. Short Answer Questions

1. Define the term system?

2. What are the different types of inter dependence of the subsystems?
3. Explain the features of the systems theory.

4. What is the analysis of system?

5. What are the different parts of a system?
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4.12 KEYWORDS L

System ) _ 1 : It is-a simply asséﬁ;blage or combination -
: - . of things or parts, framing a complex .
whole. . _

Open System o : Interact with environment and other
' i : systems with a flexible and dynamic in
© nature. :

Systems Analysis _;' ' : - Represents the total system and the circles -
’ " .- stands for the parts of the system.
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BLOCK II INTRODUCTION TO
: ORGANISATIONAL BEHAVIOUR

3

After going through Block-I, you have got famlllanty with the basic concepts
of organisation. Orgamsatlonal behaviour refers to the study of organisational -
components, and their impact on human behaviour and organisational
performance in a(}hieving individual and group goals.

- L™

This block consists of 2 units. Unit-5 of this block explains the meaning,
characteristics of organisational behaviour and also factors influencing
organisational behaviour, Whereas unit-6 explains various models to study
orgamsatlonal behavnour such as Autocratic, Custodlal Suppomve model.




UNIT - 5: ORGANIZATIONAL BEHAVIOUR

Aims and Objectives

The main aim of this unit is to explain the concept of organisational behaviour, need for
studying organisational behaviour, evolution of organisational behaviour and 2lso discuss
the approaches 1o study organisational behaviour.

After studying this Unit, you should be able to:

» understand the concept of organizational behaviour;
¢ explain the need for understanding OB;

¢ discuss the historicat evolution of OB;‘

¢ explain the scope of OB; and

e describe the approaches to studying of OB.

Structure

‘ 5.0 Introduction

N\

Need for understanding orgamzatlonal behavior

| 52
| 53
' 54

Inter disciplinary Influences -
5.5 Approaches to the study of organizatQRhavior
56 Summary
57 Self Assessment Questions
5.8 Further Readings
59 Key Words

Historical Evolution of organizational behavnor

\g

Scope of orgamzatlonal behavior

5.0 INTRODUCTION

Understanding of the subject is complete when all the three are studied carefully. Study
of the individual behavior alone is incomplete because the actions of the employee
influences ‘and are influenced by the organization where he or he works. Again,,
studying only organizations without learning about the people, mounts to looking at only,
and part of the picture, The influence of the environment on the interface between
the individuals and the organizations cannot be overlooked.

"Organizational behavior is the study and application of knowledge about how
people act within organizations. It is a human tool for human benefit. It applies broadly
to the behavior of people in all types of organizations such as business, government,
schools and service organizations”. :




m_

—
—

“"v) People who are mistreated by their supervisors on the job have more mental
and physical illness than those who are treated with kindness, dignity and
respect. - ) e

vi) Organizations that treat employees well with respect. to pay/benefits,
opportunities, job security, friendliness, fairness, and pride in the company are
on average twice as profitable as the Standard & Poor’s 500 companies.

vii} Companies that offer good employee benefits and that have friendly conditions
are more profitable than those that are less people oriented.

Activity -1

Discuss the need for organisational behaviour.

\N
5.2 HISTORICAL EVOLUTION OF O.B. N\ )

With regard to organizational behavior, its history tells @e subject has evolved, over a
period of time, to its present stage. It will us understand for instance, how
management came to impose rules and re’%ns on employees, why many
employees in organizations do standardi d répetitive tasks on assembly lines and
why a number of organizations in recent Jers have replaced their assembly lines with
team-bdsed work units. -

Interestingly, 60ntemporary managers today have come to appreciate the value of history.

For example, managers glean insights from Mahabharata, Iliad and other great works. And,

somie organizations such as Tatas, Godrej and Salgocars have corporate historians, others

such as Coca-Cola openly proclaim their heritage as part of their employee orientation -

programmes, S

Concem for the welfare of the workers in management of business enterprises has been in
existence since ages. Kautilya's Arthasastra states that there-existed a sound base for
systematic management of human resources as early as the 4th century B.C. itself The
government then, took an active interest in the operation of:public and private sector
enterprises and provided systematic procedures for regulating employer-employee
relationships. Elsewhere, hun. 2 resource in organizations:received management's
attention much earlier. As early as 18-B.C. itself, ‘minimum wage rate’ and ‘incentive
wage plan’ was included in the Babylonian code of Hammurabi.

But experts of human behavior have tried to chronicle the growth of the subject only
from the beginning of the 19th century. The early part of:the .I9th century is
significant because it was during this period that the Industrial Revolution took place
that resulted in the total transformation of the then industrial environment.




The stock exchange crash of 1929 in America marked the beginning of the great
Depression. The consequences of the Depression were wide spread unemployment,
decline of purchasing power, collapse of markets, and lowering of the standard of living of

people. This phenomenon was world wide and not confined to Amerlca alone. :

One posmve outcome of the Depression was that management began to realize that ~
production alone could. not be its major function. Marketing, finance and personnel
were also required in order for a business to survive and grow. The Depresswn s aftermath
of unemployment and insecurity brought to the surface, human problems that
managers were now forced to recognize and cope with. Personnel departments were
either created or given more emphasis, and most managers now began to develop a
new, awakened view of the human aspects of work. Human relations took an
increased significance as an indirect, and in some cases, direct résult of the
Depression. '

Mere creation or strengthening of personnel departments did not improve the plight of
workers. Production stilf preceded people in orderof importance in organizations. Decent
hours of work, fair wages, and adequate working conditions were sacrificed for more
producnon There were people like Taylor. Ford, and Sloan who sincerely believed in
giving labor due share. Such noble hearted souls were few and far between. In general
explmtatlon of labor continued. Co -

Continued exploitation made workers realize that their @ ion lay in their own hands.

They formed strong unions and this had the desired effe management. Management

began to place primary emphasis on employee r&wéigns, and secondary attention was
f :

. given to wages, hours of work, and conditiops of" ployment.

many cases, it was forced on manag abor, threatening them with consequences of
non-compliance. ldeally, it would h een better had human relations developed
bécause of intrinsic motivation of - pracncln;: managers to better understand and
provide for the we!fare of their employees.

_ Unfortunately, the human relations rolzlso en came about for wrong reasons. In too,

iii) Organizational Behavior

The human relations movement thus started, continued and flourished for a long time.
Unfortunately, the movement grew so fast that much faddism and shallowness developed.
Some practitioners began to emphasize the big smile, ‘being nice to people’, and ‘keep
them happy’, while subtly trying to manipulate employees Naturally, the human relations
movement received serious criticism.

In course of time, the term ‘human relations’ lost its flavor, although it continues to
be used, especially at the operating level-because of its appropriateness. As the field
became’ more mature and research based, the new term that arose to describe it was
‘organizational behavior’. Experts trace this development to the late 195-s and early 1960s.
Organizational behavior has made considerable strides since 1960s, although there have
been accasional steps backward as well. Managers increasingly recognize the value of
human resources and strive to better understand people and their role in complex
organization and competitive business SItuatlons This realization has come ITom the
subject, orgamzatlonal behawor -




closely related, that group influences were significant in affecting individual behavior, that
group standards were highly effective in establishing individual worker output, and that
money was a lesser, factor i determining worker output than group standards,
sentiments and security.

The Hawthorne studies have been severely criticized particularly by Australian and English
researchers as being inadequately controllers and interpreted. Despite some obvious
methodological limitations, there are some interesting insights from the experiments that
contribute to the better understanding of human behavior. in organizations. In
particular, the experiments showed that the worker is not a simple tool but a complex
personality interacting’ in a group situation that often is difficult to understand. The
study revealed the importance of the social factor - the degree to social relationships
within which he operated. As more studies on organizations were carried out, it became
evident that the informal associations to be found in almost every organization
profoundly affect an individual's motivation to work, level of output and qual:ty of
performance.

These studies added much to our knowledge of human behavior in erganizations and
created pressure for management to change‘tlle traditional ways of managing human
resources. The Human Relations Movement pushed managers toward gaining participative
supporl of lower levels of the organization in solving orgaMigation problems. The

"Movement also fostered a more open and trusting enWoninent and a greater

emphasis on groups rather than just individuals. O
Key Findings
* [conomic incentives are less potent t renglly believed.

s Dealing with human prob!emq‘ comyplicated and challenging.

* Leadership practices and w group pressures strongly influence
productivity, satisfaction, and performance.

» Personal problems influence worker productivity.
e Effective communication is critical to success.

» Factors embedded in the social system influence behavior.

Activity — I

Explain the Hawthorne studies in Chicago.




2

A whole person: When an individual is appointed, his/her skill alone is not

"~ hired, his/her social background-likes and distikes, pride and prejudices are also

3.

th

hired. A person’s family iif¢_cannot be separated from factory life. It is for this
reason that, managers shall endeavors to make factory, a home away from home.

~They not only. strive to develop better employee out of a ‘worker.. But also a

better person in terms of growth and fulfillment,.

Caused Behaviour : Behaviour of an employee is caused not random. The
behaviour is directed towards some end that the employees believes, rightly or
wrongly, is in his/her best interest. Thus, when a worker comes late. to his work,
peits stones at a running bus, or abuses the supervisor, there is a cause behind.
The manager must realize this basic principle and to solve the problem of late
coming or stone pelting, he/she must discover the cause behind the behaviour
and tackle the issue at its root.

Human Dignity : This concept is of a different order from the other three
because it is more an ethical philosophy than a scientific conclusion. It confirms
that people are to be treated differently from other factors of production because
they are of a higher order in the universe. It recognizes human dignity because
people are of higher order, they want to be treated with respect and di gnity and
should be treated this way. Every job, however simple, egtitles the people who

“do it to proper respect and recognition of their umqu%ﬂons and abilities.
The concept of human dignity rejects the old idea ing employees as
economic tools,

the experience of people in all ages. It has o with the consequences of our

Ethical philosophy is reflected in the con&?e'o human kind, confirmed by
acts to us and to others. It recognizes Q’h;e as an overall purpose and accepts
1

the inner integrity of each individu ¢ organizational behaviour always

action. Human decision cannot a

involves people, ethical philosc@ ivolved in ohie way or another in each

uld not be made apart from values.

Organizations are social systems : From sociology we learn that, organizations
are social systems, consequently, social laws as well as psychological laws
thérein govern activities. Just as peoplé have psychological needs, they also
have social roles and status. Their behaviour is influenced by their group as well

as by their individual drives. In fact, the two types of social systems exist side -

by side in organizations. One is the formal system and the other is the formal
5001al system.

The existence of a social system implies that the organizational environment if one of

dynamic change, rather than as tactic set of relations as revealed in an ofganization
chart. All parts of the system are interdependent and are subject to mﬂuence by any
other part. Everything is related to everythmg else

Mutuality of Interest : The statement that. “organizations need peoplé and
people -also need organizations” presents mutual interest. Organizations have a
human purpose. They are formed and maintained on the basis of some mutuality
of interest among their participants. People see organizations as means to help
them reach their goals, while at the same time, organizations need pe0p1e to help
reach organizational objectives. If mutuality is lacking, it makes no sense to try
to assemble a group-and develop co-operation, because there is no common base
on which to build. Mutual interest provides a super ordinate goai that unites the
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iii) Social psychology

It borrows concepts from both psychology and sociology. It focuses on the influence of
people on one another, One of the areas receiving considerable attention from social
psychology is change-how to reduce its resistance and implement it successfully.
Additionally, social psychology is useful in the areas of measuring, understanding, and
changing attitudes: communication patterns; the ways in which group activities can satisfy
individual needs; and group decision-making process. C

iv) Anthropology

It is understood as the study of man and his works. In particular, anthropologists study’
culture. Culture has significant influence on human behavior. It dictates what people
tearn and how they behave. Every organization will have its own distinct culture. Some
organizations, particularly closely held ones, are secretive, publicity shy and are less
inclined to encourage: participative management. Some organizations, Tatas, for
example, take employee welfare and social responsibility as their main goals. The culture
of the organization will have an influence on an employee. His attire, his direction about

things good and things bad, and his style of functioning are influenced by the culture if
his organization. S

Political scientists study the behaviors of individual groups within a political
environment. Specific topics of concern to political scie Include conflict resolution,

v) . Political Science . :
Contributions from political. scientists for better understandin OB are significant,
‘

self-interest.

group coalition, allocation of power, and how pe%anipu]ate power for individual .

In the past, the term ‘polities’ was sidzd to be a dirty word. Not anymore..
Organizations are becoming politi;@ies and better understanding about them
cannot be obtained without lending polNi€al perspective. :

.vi) Medicine

It is the applied science of healing or treatment of diseases to enhance an individual's health
and well-being. Medicine embraces concern for both physical and psychological health,
with the concern for industrial mental health dating back-at least sixty years. More recently,
as the war against acute diseases is being won, medical attention has shifted 1Tom the acute
diseases, such as influenza, to the more chrenic, such as hypertension. Attention has also
been directed to occupational health and well being. Individual behavior and lifestyle
. pattern playa more important role in treating chronic diseases than in treating acute
diseases. These trends have contributed to the growth of wellness programs in the
context of corporate medicine, suh as Johnson & Johnson's "Live for Life program” and
Control Data Corporation's STAY-WELL program. These programs have led to the
increasing attention to medicine in organizational behavior. The surge in health care
costs through the past two decades has increased organizational concern with medicine and
health care in the workplace. -

Benefits of studying Organizational Behaviour

s Develop skilis to function effectively in the workplace.

¢ Grow personally through insight into human_behaviour.
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a community, a valuable social output occurs. Organizational behavioral decisions
typically ‘involve human; social, and/or economic issues, and so, productivity, usually a

significant part of these decisions, is recognized and discussed extensively in the literature
on OB.

4. Systems Approach

Systems approach to OB view the organization as a united, purposeful system composed of
interrelated parts. This approach gives managers a way of looking at the organizations as a
whole, whole person, whole group, and the whole social system. In so doing, systems approach
tells us the activity of any segment of an organization affects, in varying degrees, the activity
of every other segment, :

A system view should be the concern of every person in an organization. The clerk at the
service counter, the machinist, and the manager-all work with the people and there-by
influence the behavior equality of life in an organization and its outputs. Managers,
however, tend to have larger responsibility, because they are the ones who make majority of
the decisions affecting human issues, and most of their daily activities are people-oriented.
The role of managers, then, is to use organizational behavior to help achieve individual
organizational, and social goals. Managers help build an organizational culture in which,
talents are utilized and further ‘developed, people are motivated, teams become productive,
organizations achieve their goals and society reaps the reward. ; g

onships of individual

In this course, the student will explore and examine the inte
@ﬂ organizational theory.

personality and work, the characteristics of organizations an

Today's Organizations Y

Today's organizational environment is marl difiérent from.that of the past. Global
competition, information technology, the qWdlity service revolution, and diversity and -
ethics have forced management of ¢s of organizations to totally rethink their
approach to both operations. and h@resoumes. Because of the paradigm shift,
organizations are now more responsive to bdth their internal and external environments. State-
of-the-art information technology, total quality management practices, and
organizational learning characterize the new workplace.

Activity — TV

Explain the approaches available to study organisational behaviour, .

5.6 SUMMARY

The unprecedented changes in the area of technology and economic scenario have
brought into focus individuals .and teams in the organizations and their key role for the
success of the same. An understanding of the nature and scope of the organizations. would
definitely enhance individual and team performance. Organizations are not only complex,
but also multidisciplinary in their functions, Knowledge of their backgrounds, and




Team
Sociology

System

Learning Organization
- Hawthorne Studies

Scientific Management

A number of people gathered for samé.

purpose. . . -

Is the study or science of individual
behavior,

Interacting components of an organization.

Continuous experimentation & feed back
from the tasks.

The studies undertaken at the work of the
Western Electric Company in Chicago.

The development of a set of principles of

management based on a systematic study
of the operations of production.

o
.k
-
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Trends in Organisational Behaviour

From . ' ‘ To

Closed systems 'Open systems
Materialistic orientation Human orientation
Centralized power " Distributed power
Extrinsic motivation : Intrinsic motivation |
Negative attitudes about people Positive attitudes about people
Focus on organization needs Balanced focus on employee and

- : organization needs
Imposed discipline Self-discipline
Authoritarian managerial role Managerial role of leadership and team

support
rd

Organizational environments are becoming increasingly cgppefitive. The shape and
operation of the organizations are marked by rapid andgefign unpredictable changes. The
- managers have to help the employees to cope witlver’-changing organisational
~ environment, The managers have to see the organizationsWdtk better, and then explain it to
others. Models of OB may help then in doing win this unit we review the basic
organizational behaviour models. -

6.1 MODELS OF ORGANQTMNAL BEHAVIOUR

Ditferent systems are developed and maintained by the organizations. They differ in the
quality. The results they achieve also differ. The variation in the results achieved by
different organizations can largely be attributed to the difference in the models underlying
the organizational behaviour. The models constitute the belief system that dominates
management’s thought and affects management’s actions in each organization. “Models are
really simplified images of what we think life is really Jike.”' “The term construct is used as

a synonym for model”. Concepts are primarily ideas upon which models and theory are
built. ‘ :

Therefore, it is highly important that the managers recognize the nature, significance, and
effectiveness of the models of the organization behaviour. Douglas McGregor was one of
the first management scientists to draw attention of the management students to the
managerial models. In 1957, he presented a convincing argument that most management
actions flow directly from whatever theory of human behaviour the managers hold. He said
that the management philosophy controls practice. Management’s human resource policies,
decision-making styles, operating practices; and even organizational designs flow from key
assumptions about human behaviour. The management’s assumptions ‘about human

behaviour may be implicit or explicit. They can be inferred from observing the kinds of .

actions that managers take. Basically there are two -sets of -assumptions about human
behaviour. They are Theory X and Theory Y Assumptions. Hence it is relevant here to
know about those two sets of assumptions.
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Thus no one model of organizational behaviour is sufficient to describe all that happens in
an organization, but identifying a model can help distinguish one organizational life from
. another. o :

The selection of a'model by a manager is determined by a number of factors. They are the
prevailing philosophy, vision, mission, and goals of managers. These affect (and are
affected by) their organizational behaviour model. In addition, environmental conditions
help determine which model will be most effective. Need for. quick decision-making and

flexibility may drive firms toward the more collegal models. Behavioral models are not-

static and unchanging, but adapted across time.

As we learn more about human behaviour at work, we develop and apply improved models
of organizational behaviour. Since the dawn of Industrial Revolution, managers of different
organizations at different times have followed four models of organizational behaviour.
These are autocratic, custodial, supportive and collegial. Supportive and the collegial
models encourage partnerships, teamwork, self-discipline, and shared responsibility. How
about autoesatic and custodial models? : ’

The trend in organizational behaviour is toward more open, humane organizations.

Generally, there is also a movement towards distribution B power, more intrinsic
motivation, a more positive attitude toward people, and a Bgtter Yalance of concern for

employee versus organizational needs. Discipline haghecom®™more a matter of self-
discipline instead of being imposed from the outside. anagerial role has advanced
from one of strict authority to one of leadership and team'Ssupfort.

Activity — I ' 2

Explain the assumptions of X & Y theory.

" 6.2 AUTOCRATIC MODEL

The aﬁlbcrat_ic model depends on “power”of the boss. Those who are in command have th
power to demand. The employee who does not follow orders will be penalized.

In an autocratic environment the manager’s authority is formal. The manager acquires
power from “official authority”. The authority is delegated by right of ¢command over the
people to whom it applies. Management believes that it knows what is best and that the
employee’s obligation is to follow orders. It assumes that employees have to be directed,
persuaded, and pushed into performance, and this is management’s task. Management does
the thinking and expects the employees to obey the orders. This conventional view of
management leads to tight control of employees at work. Autocracy often leads to the use

of brutal force to get the things done. Hence employees'dislikg this unless they are

ignorance and are bound by sentiments,
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such as 1o ensure a maxnmum probability that in all interactions and all relationships with
the organization each member will, in the light of his [or her] background, values, and
expectations, view the experience as supportive and one which builds and maintains his [or

her] sense of personal worth and tmportance.” Likert’s principle is similar to the human
resources approach. :

The supportive model depends on leadership instead of power or money. The leader
assumes that the workers are not by nature passive and resistant to organizational needs, but
they are made so by an inadequately supportive environment at work. Through leadership,
management.provides a climate to help employees grow and accomplish in the interests of
the’ organization the things of which they are capable. The leader also assumes that the
workers take responsibility, develop a drive to contribute, and imprové themselves if
management gives them a chance. Management’s orientations, therefore, is to support the
employee’s job performance, rather than simply paying the wages, pension and other
benefits to the employees as in the custodial approach.

Under the supportive model, the workers feel a sense of participation and task involvement

in the organization. The manager’s role is to help the employees in solving their problems

and accomplishing tasks. The supportive model works well with all the employees, rank
and file. This model is less successful in the societies where theemployees’ needs are not
satistied and is more successful, when the employees lower le@is are satisfied and are

‘motivated by their higher level needs.

6.5 COLLEGYAL MODEL | O

refers to a body T persons having a com pose. [t is a team concept. It was first
experimented su¢cessfully in research%o es and later it spread to other organizations

The collegial mmf;,'i is basically an extensu) _glppnrtive mode!. The term “collegial”
L P

too, It is _more” useful with unprogr work and -in intellectual environment. The
collegial mod\ i depends on managen¥nt’s building a feeling of partnérship with
employees. l‘ha result is that employees feel that they are useful and are no less important.
They feet thai managers are also contributing, so it is easy 1o accept and respect their roles
in the or},amzatlon Workers see managers as joint contributors rather than as their bosses.

The managerial orientation under collegial model is one that of teamwork. In this approach
the manager acts as a coach and a team builder, The employee response to this situation is
responsibility. The émployees take it as an obligation to produce quality products and. to
uphold quality standards that will bring credit to their company. The psychological result of
the collegial model is self-discipline among the employees. In this kind of environment,
employees normally feel some degree of fulfiliment, worthwhile contribution, and self-

actualization, even though the amount may be modest in some situations. This self- -

actualization will lead to moderate enthusiasm in performance,

6.6 A COMPARiSON

A characteristic-wise comparison between the four organizational behaviour models -

Autocratic, Custodial, Supportive and Collegial - is given hereunder in a tabular form for
the sake convenience to the students.

75




a) There is no one best model

No model s absolutely the best one. Every model has ‘got its own advantages and .
disadvantages. No model lasts forever, As time passes, circumstances change, thinking of
human beings changes, as the individual and group understanding of human behaviour
increases or as new social conditions develop, we move towards newer models. Some of the
managers in the past had a misconception about the autocratic and custodial models; as a
result they became psychologically Jocked into those models and had difficulty altering,
their practices when conditions demanded it. In the samé way so-called innovative
supportive and collegial models also cannot be treated as best models. These models may
prove fo be inappropriate, Sometimes the autocratic and custodial models may yield good

results. There is no one “best” model, because what is best is contingent on what is known
about human behaviour. o

' b) Difficult to identify the model, which is in use

It is difficult to identify the model, which is actually in use in the organization. The
managers profess publicly one model (supportive or collegial) and practice in private some
other model (autocratic or custodial). When the identification itself is wrong how can they
assess accurately effectiveness of the organizational behaviour model in use? As a result, a
manager has two key tasks to perform. They are: (i) to acquire a new set of values as
models evolve and (ii) to learn and apply the behavioural skig that are consistent with
those values. These tasks are very difficuit to accomplish. -

¢) Different organizational behaviour models hav developed to serve different
needs of the employees -

New models have been developed to serv wlerent needs that became important at the
time. For example, autocratic model servesNe subsistence needs of the individuals; the
custodial model is directed towar fafying employees’ security needs; the supportive
model is an effort to meet affiliati d esteem needs of the employees, which the
custodial model is unable to serve; and the collegial model is intended to satisfy self-
actualization needs of the employees. '

The third conclusion is that the four models g en iove are closely related to human needs.

’

(d) Acceptance of one model is not rgjection of the other models

Laying emphasis on one model of organizational behaviour is not an automatic rejection of
the other models of organizational behaviour. A comparison suggests that each model is
built upon the accomplishments of the other. For example, ‘adoption of a supportive
approach does not mean abandonment of custodial practices that serve necessary employee
security needs. What it means is that custodial practices are given secondary emphasis,
because employees have progressed to a condition in which newer needs dominate. In other
words, the supportive model is. the appropriate model to use because subsisience and
security needs are already reasonably met by a suitable structure and security system. If a
manger abandons these basic organizational needs, the system would move back quickly to
seek structure and security in order to satisfy those needs for its people.

(e) Increasing use of some models

Managers cannot be authoritarian in the traditional sense and also be effective. They are
often forced to literally redefine the old psychological contract and embrace a newer, mote
participative one. In addition, many employees are not readily motivated towards creative
and intellectial duties by the autocratic model. Only the newer models can offer the 77




)

d)

e)

The suppomve model of organizational behaviour had its origin in the “principle
of supportive relationships”. The supportive model depends on leadership instead
of power or money. Through leadership, management provides an environment to

help employees grow and accompllsh in the interest of the organization the thmgs
of which they are capable.

The collegial model is basicélly an extension of .lhe supportive model. The
collegial model depends on management’s building a feeling of pannershlp with
employees. The result is that employees feel useful.

Several conclusions can be drawn about the org,amzanonal behaviour models. They
are: (a) there is no single best model, (b) Difficult to identity the model, which is in
use, {c) Different organizational behaviour models have been developed to serve
different needs of the employees, (d) acceptance of one model is not rejection of the
other models, (e) Increasing use of some models, (f) more advanced models will
have growing use as progress is made, and (g) managerial tlexibility.

6.9 SELF ASSESSMENT QUESTIONS

1. Short Answer Questions

1.

What model of organizational behaviour would be m@mpriate in each of the
{ollowing situations?

a) Class v emptoyees in a special grade mungeigal o ice
b} Clerical stalf in a nationalized bank

d} Salesclerks in a large department st

¢} Servers and cleaners in a big hostel Q~ . .
e) Non-teaching staff in a univ N

L. Long Answer Questions

1.

o

Discuss why the supportive and collegial models of organizational behaviour are
especially appropriale for use in the more affluent nation,

* Interview a supervisar or manager to identify the model of organizational behaviour

that person believes in. Explain why you think that the supervisor’s or manager’s
behaviour would or would not reflect those beliefs.

Examine the trends in the models of organizational behaviour as they have
developed over a period of time. Why have the trends moved in this direction?

Assume that a friend of yours contends that “the collegial model is obviously ‘best’
to use with all employees, or it wouldn’t have been placed on the nght side of the
figure.” How would you respond?

Consider an organization where you now work (or where you have worked). What
model (paradigm) of organizational behaviour does {did) your supervisor follow? Is
(Was} it the same as top management’s model?

Discuss similarities and ditferences ama:m;b the four models of organizational
behaviour.
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Madel

Paradigms

Supportive model

Theory X

Theory Y

!

Models are really simplified images of
‘what we think life is really like. The term
construct is used as a synonym for model.
Concepts are primarily ideas upon which
models and theory are built,

Models such as Theory X and Theory Y
are also called paradigms, or frameworks

. of possible explanations about how things
work. : :

The supportive model of organizational
behaviour had its origin in the “principle

..of supportive relationships”.  The

L

supportive model depends on leadership
instead of power or money.

Theory X is a traditional set of
assumptions  about  people. | The
assumptions are: The typical. person
dislikes work and will avoid it if possible,
the typical persorNacks responsibility, has
little ambitionN\and seeks security above

all andmmegt people must be coerced,
. conrrol and  threatened  with

pugishmeo get them to work. .
Th;:ry Y is another set of assumptions

thaut the people. They imply a more,
' humanistic and supportive approach to

P

management of the people. Theory Y

assumes that people are not inherently lazy -

" and if the management provides proper
environment to release their potential,
work will become as natural to them as
recreational play or rest and relaxation.
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BLOCK —1III : INDIVIDUAL BEHAVIOUR

In this block, you will learn about individual behaviour. The nature and goals

of individual groups influenced by various models of man, personality and
their attitude per ceptlon -

This block consists of 5 units. Unit-7 discusses individual and organisational
goals, authority and its functions, power, etc. While unit-§ describes various
models of man, similarities and dissimilarities among individuals, unit-9
explains the nature of personalily, determinants of personality. Besides it
discusses various theories of personality. Unit-10 helps you to know about
perception and attitude and how to bring change for developing positive
perception and attitude. The last unit i.e. unit-11 explains you the learning
process and the theories of learning.

‘?\O
. Q}Q*




UNIT — 7: INDIVIDUAL Vs. ORGANISATIONAL
GOALS '

Aims and Objectives

The main aim of this unit is to explain the individual group goais to be achieved in an
organization. :

After studying this Unit, you should be able to:

understand the concepts of goal congruence, authority and power,

» explain the nature of authority and power,
s discuss the various types of authority;
« understand the kinds of power; and

e explain the functions of authority and power.

Structure - : .

7.0 Introduction | 0
7.1 Organizational Goals . O

7.2 Goal Congruence

7.3 Different Viewpoints on Goal in Con nc&~

74 Authority . | | Q“

7.5 Power @
7.6 Trails of Successiul Power Users

7.7  Summary

78  Self Assessment Questions
7.9 Further Readings

7.10 Key Words

7.0 INTRODUCTION

Goal is something that one hopes to achieve in the future. It is an aim. Goal can be either
short-term goal or long-term goal. Short-term goal is semething, which one wants to
achieve in a short time. On the other hand long-term goal is something which one wants to
achieve in the long run. Human behaviour is goal oriented. Goals set by the individuals for
themselves are individual goals. Goals set for the organization are calied orgamizational
goals. - ' '

Organizations are social units, which pursue specific goals. Etzioni defined organizational
goals as the desired state of affairs, which an organization attempts to realize. They are
the endpoints towards which the activities of the enterprise are aimed. They provide
direction to various activities of the organization. They also serve as the benchmark for
measuring the efficiency and effectiveness of the enterprise. Organizational goals are
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understand and remember what is important and why certain tasks, although they may
be unpleasant, are necessary. '-

ii) Helps in Planning: Goals facilitate the difficult task of organizational planning.
Good planning is dependent upon good goal setting or, putting it another way-good
goal setting facilitates good planning, and good planning facilitates good goal sefting.

iii) Helps in Decision Making: The process of goal setting provides a clear definition of
‘what the organization wishes to accomplish. In the process, it provides the
management team with the rationale necessary to make consistent and interrelated
decisions that assure that the organization’s policies, procedures, and rules will be
- compatible with desired outcomes.

iv) Source of Motivation: Goals that are clear and challenging can serve as strong
motivators to spur the performance of all organizational members. Once the goals are
understood, they may become a source of motivation and commitment to the
organization and what it is attempting to achieve. Members may put forth extra effort
in order to help the organization reach its goals, especially if individual rewards carl
also be achieved at the same time. '

v) Aid to Control: Goals serve as standards against which actual outcomes are
compared, performance evaluated and award of reward “ggcided. Goals provide a
valuable control mechanism to assure that organizdtignalyetforts are effectively

achieving the desired goals. :

Organizational goals have been divided r kinds on the basis of the four basic
organizational levels at which they are ggt. They are:

2. Kinds of Organizational Geals

i) Mission Goals: Mission goal basic reasons for existence of an organization.
They should be stated in external human terms.

ii) Strategic Goals: Strategic goals are broad statements defining where the
organization chooses to be at some point in the future. The top management for the
overall organization establishes them. Sometimes strategic goals are called official

- goals. They reflect the intentions of the top management as to what the organization
should accomplish. ' ' '

iii)Tactical Goals: Tactical goals are established by middle managers and focus on
how to operationalize organizational efforts necessary to achieve strategic goals.
They define the target results for operating divisions and / or departments to achieve
in order for the total organization to realize strategic goal achievement.

iv) Operational Goals: Operational goals are esiablished by lower-level managers and
set forth the specific results that are to be accomplished by departments, work
groups, and individuals. Of all the organizational goals, operational goals tend to be .
the most specific and measurable. Operational goals can be established by different
operational areas of the organization or by different time frames.




1. Human Relationists Viewpoint of Goal Incongruence: The human retations school_
considered incongriency between individual and organizational goals as inevitable. To
avoid such incongruency, they have suggested that organizations should take care of
human relations aspect. They have also suggested that workers should be given
adequate freedom to decide their work-teams and satisfy their social needs;so that their
morale is high and they contribute willingly towards the organizational goals.

2. Personality Advocate’s Viewpoint: Chris Argyris contended that it is the
organization that is to be blamed for incongruity in goals. Every individual has a unique
. set of needs and aspirations. The forma] organization demands a given level of
efficiency in the pursuit of its major goals.- The basic structure, which an organization
provides is not compatible with the needs of individuals. As a result a perceived built in
and almost irreconcilable conflict exists between the organization and the individual.
Argyris further states that the lncongruency between the individual and formal
organization increases

a) ~ With the increase in the levels of matunity of individuals,

b) By making formal structure more tight and rule bound emphasizing
dehumanization, and .

¢) As jobs become more and more mechanized.

contends that under these conditions, employees try fmaphtain self-integrity by

: o resorting to such abnormal behaviours as leaving thesgrgantZation manifesting some
| _ defense reactions like regression, projection, day-dre @s and aggression etc.

The absence of congruency results in frustration, failure @nﬂict. Argyris further o

3. Organization Proponents View on Goal I%ruence: Contrary to the opinion
expressed by Argyris, George Strau d - other supporters of the organization
contended that personality of individuigis Tesponsible for incongruity between the
goals of the organization and th the tdividuals. According to them most of the
employees have a tendency to @ orders and instructions from their superiors.
Especially for people at lower level¥ freedom is a burden and self-actualization is a
‘myth. They want to be directed. Money is an important means of motivation. They may
get themselves alienated from the organization goals, because of poor pay and low
status both on and off the job. This is the reason for incongruity between the goals of
the mdlwduals and ‘the organization.

4, Reconciliatory. View: Robert Dubin felt that the problem does not lie either in the
personality of the individual or in the formal structure of the organization but lies in
their mutual adaptation. ‘According to Dubin, an individual participates in different
institutions ltike family, temple, club, work place etc and the . intensity of his
participation in all these institutions need not be the same. He cannot participate in all

_ these institutions with the same intensity. The ihtensity of participation in different
institutions depends on his perceived priorities and value systems. The individual
concentrates more.in one or some of these institutions and in others he just participates
in terms of minimum réquired behaviour in them. For example those who are not very
much interested in wark place may just fulfill the minimum production requirements
‘and get the rewards.“];&{gse of varied interest in different institutions incongruity may
exist between the goals ‘of the organization and that of individuals.. Robert Dubin,
further ‘says that msplte of goal incongruence organizations and individuals survive
happily. However, in real life situations, no organization and individual has completely
opposite or completely identical goals. In other words some integration will always be
lhere between individual and organizational ;,oals Higher degree of integration and 87
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7.5 POWER

The term power can be understood as the ability to exert influence or “the ability or the
potential ability of a person or a group to influence another person or group”. A key
component of this definition is the concept of influence as the means for affecting others.
Another critical aspect of the definition is the ‘ability’ or ‘potential ability’ to influence
another person or a group of persons. This means that a person or a group of persons may
have ability to influence others but may not actually choose to mﬂuence others. Power is
found in individuals who are managers or informal leaders.

If a person has power, it means that he is able to change the behaviour or attitudes of other
individuals. “In one’s role as a supervisor, a manager’s power may be seen as the ability to
cause subordinates to do what the manager wishes him to do. A manager’s power may be
measured in terms of the ability to (i) give rewards, (i) promise rewards, (iii) threaten to
withdraw current rewards, (iv) withdraw current rewards (v) threaten pumshmem and (vi)
punish.”

Distinction between Power and Atthority

Sometimes, the terms: ‘power’ and ‘authority’ are used @nously. They are only
closely refated concepts but not one and the same. Hence t is a need 10 know the
differences between the terms “power’ and ‘authority’. 6

Henry Fayol defined ‘authority’ as the right u?w orders and the ‘power’ t6 exact
obedience. For example, a manager has a rjelt to §ssign tasks to subordinates and expect
satisfactory performance from them. But, ager may not have the means (or power)
to enforce this right. Thus, whether a ganag@\can enforce his rights is a question of power,
Stmilarly, there may be a situation person has a power to do something, but lacks
authority to do it. In other words, authgfity is one type of power, and it is based on the
recognition of the lawfulness of the attempt to exert influence. This power or right arises
- from the formal position in the organization.

Legitimacy as a Power Attribute

Whether a manager can enforce his righis is a question of power. There may be a situation
where a person has a power to do something, but lacks authority to do it or vice versa. Such
situations may cause conflicts in organizations. Therefore, for organizational stability,
power and authority should be equated. When power and authority for a given person of
position are roughly equated, we have a condition of legitimate power.

The traditional concept of hierarchy, finds ‘its rationale in the idea that someone has the
right to command and that the subordinate has the duty to obey that command. This is
implied in the notion of official legitimacy, legal in nature rather than social and informal.
However, the right to command does not necessarily connote the capacity to command.

} ~ Sources of Power . ' )

There are two principal bases of power. They are: (i) Position power and (i) Personal
power. John French and Bertram Raven (1959) identified five major bases or sources of
power. Three of those five power bases are related to the person’s position; They are: 8.




Some Observations About the Power

i) There is no evidence about the use of power unless it is exercised.
i) The purpose of power is to influence over other for ¢ g,ettmg certain things done

i) Power is stronger than influence.

iv) Itis the ability to bring about potential acts by commandmg or exerting influence.

. v) Influence is a psycho-logical force. In exerting influence, a person tries to influence
the behaviour of the other.

vi) The effect of power is reduced when it is exercised outside its perceived limits.

vii) Ability to reward, ability to punish, lawful entitlement or formal authority, possession
of relevant expertise or specialized knowledge and existence of exemplaxy
characteristic features or charisma are five power bases.

vil) Reward power, coercive power and Iegltlmate power are situational whereas
legitimate power and referent power are personal in nature.

ix) The stronger the power base, the greater is the power.

x} The strongest power base is legitimacy (or formal authority) and the weakest is
coercion.

xi) A person difficult to be replaced has more power than the others.

xii) If a low ranking employee has more knowledge than his superiors, he is hkely to

have more personal power.

Xiii) The person who tries to influence the behaviour of the @ using power is called
agent or the influencer. That other person who is in ced in the process of
exercise of power is called target or the influenc process of exercise of power
is called the influence attempt.

xiv) The outcomes of an influence attempt aregaffected by the situational factors and
characteristics of the agent and the targest.

Xv) Situational factors of the target or. @e ce are: dependency, uncertainty and
culture. \

influence are: personal traits, intelligence

xvi) Personal characlensttcs of the tayegt
and sex. ‘ % : : N
xvii) Outcomes of the influence attempie conformity, no response and rebellion.

Activity = III

i} Carefully observe some of the important people, who are able to influence the
behaviour of others and decide the type of power base they have.

i1} Carefully observe some of the managers/officers/executives in the organization
in which you are working or with which you are concernéd and list out the
sources of power they enjoy in addition to formal authority.
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specify énds or results sought by the organization. Objectives should be in congruence with *
the mission that the organization sets.for itself :

Every organization has goals. Goals determine the course of the future, Organizational
goals can be divided into two types: official goals and actual operational goals. ‘Official
goals’ are stated in broad and ambiguous terms to justify the activities of the organization.
Where as, the ‘operational goals’ are those, which are actually pursued.

The extent to which individuat and organizational goals are integrated affects the degree of
organizational effectiveness. Since individuals are the instruments through which the
organization achieves its objectives, it is necessary that the goals of the two be properly
-integrated. In practice, individual and organizational goals may show a number of
alternatives ranging from totally opposing to perfectly identical. In between these two
points, there may be several combinations of goal incongruity.

That right to take decisions, to give orders and to get them executed by the subordinates, in
an organizational context, is called authority. Louis A. Allen has defined authority as the
sum of the powers and rights entrusted to make possible the performance of the work
delegated. The purpose of using the authority is- to .influence the behavior of the
subordinates in terms of doing right things so as to achieve orgafizational goals. The term
authority should not be confused with the other terms @ggestion, persuasion,
4]

conviction and power as all these may influence the beliaviour rson.

to influence another person or group. Henry Fayol ed ‘authority’ as the right to give

The term power has been defined as the ability or the pote ability of a person or a group
orders and the ‘power’ to exact obedience. W poér and authority for a given person of
mal

position are roughly equated, we have a ¢ f legitimate power, Ability to reward,

~ dbality to punish, lawful entitlement or | thority, possession of relevant expertise or
specialized knowledize and existence plary characteristic features or_charisma are
five power bases. ) '

7.8 SELF ASSESSMENT QUESTIONS ,

L Short Answer Questions

What do mean by the terms ‘mission’, ‘purpose’, ‘goals’ and ‘objectives’?
What are the three purposes served by goals?

What do you mean by organization goals?

What are the purposes of organizational goals?

What are the different kinds of organizational goals?

What is meant by goal congruence? Explain in detail,

Discuss the traits of successful power users.

Mo R W -

IX. Long Answer Questions

-1 Discuss the different viewpoints on goal congruence.
2. Discuss the viewpoints'of Human Relationists and Personality advocates regarding
the incongruity between individual and organizational goals.
3. Is it necessary to obtain a congruency of individual interests and organizational
~ interests? Give arguments in support of your answer.
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8.1 NATURE OF MAN

In his quest to understand the universe in which he lives, man is confronted with three
fundamental facts of nature: the existence of matter, of life and consciousness. In response
to the first of these phenomena, he developed the sciences of physics and chemistry; in
response to the second, he developed the science of biology; in response to the third, he
developed the science of psychology. The job of the biologist is simpler than that of the
psychologist because a conscious living organism such as man exhibits a complexity and
variety of behaviour greater than that exhibited by any other entity, living or nonliving.

The science of psychology made a lot of effort to arrive at nature of man or accurate portrait
of man. Many premises and functions were challenged It had to address premise that
human nature is biological, anti-intellectual, behaviour is automatic in nature. Man was
understood as an instinct manipulated puppet according to psychoanalysis school of thought
and stimulus - response machine as per behaviouristia view. However, enqulry and
_ instigations into man’s nature led to countless questions and redefinitions of (the views held
regarding his nature. Today Man is understood as an orgarism, as a biological entity
uniquely characterized by the power of conceptual thought, preposmonal speech, explicit
reasoning and self-awareness.

Keeping in view the descriptions and definitions of man and@ure several models of
man, in the context of organization, have been conceived. Associ s about human nature
and its relevance to organization have been investigated ively. Some of the tmportant
inodels with managerial implications are given below.

Activity - I ;

There is a shift in understanding about@ of man from past to recent times explain.

8.2 MODELS OF MAN

In an organization every manager makes assumptions about people. His effectiveness as a
manager will depend on the degree to which his assumptions fit empirical reality. The four
sets of assumption are presented briefly in the order of their historical appearance:
1. Rational-economic man; 2. Secial man; 3. Self-actualizing man; 4. Complex man.

8.2.1 RATIONAL - ECONOMIC MAN

The assumptions that underlie the doctrine of rational-economic man argued that man
calculates the actions that will maximize his self-interest and behaves accordingly. The
-general line of thought in reference to employees can be described as foliows:

“1) Man is primarily motivated by economic incentives and will do that which gets him the
greatest economic gain.
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Evidqnce For Rational-Economic Man

The best evidence for this image of man comes from our own day-to-day experience. The
assumptions about man and the management principles, which follow from them, work in
many different kinds of situations. For example, the concept of the assembly line as an
efficient way to produce has proven ttself over and over again. Money and individual
incentives have proven to be successful motivators of human effort in many kinds of

organizations. The fact that the employee’s.emotional needs were not fulfilled on the job -

was of little consequence because he often did not expect them to be fulfilled. He had
learned from his parents what life in organizations was like and behaved accordingly.

Activity —I1

if manager in an organization assumes that employees are. rational-economic type, what
* would be his responsibilities?

822 SOCIAL MAN O

Social man model shifts its emphasis from indi to groups and society in which he
functions. Generally this model lies at other gpposi¥ extreme of rational model. According
to social man model, individual is motivat his Surrounding / social needs and he tries
his level best to maintain relationship with gfgps 1n society. '

According to Elton Mayo, the eviden@ the Hawthorne studies and the subsequent data
obtained in interviews with workers were convincing proof that industrial life had taken the
meaning out of work and had frustrated man’s basic social needs. In interviews, so many
workers complained of a feeling of alienation and a loss of sense of identity, that Mayo
developed a set of assumptions about the nature of man, which are quite different from
those concerning rational-economic man:

i) Man is basically motivated by social needs and obtains his basic sense of identity

through relationships with others.

i) As a result of the industrial revolution and the rationalization of work, meaning has
gone out of work itself and must therefore be sought in the social relationships on the
job. -

1ii) Man is more responsive to the soclal forces of the peer group than to the incentives
and controls of management.

iv) Man is ‘responsive to. management to the extent that a supervisor can meet a
subordinate’s social needs and needs for acceptance,
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- find in his work meaning, which gives

that most jobs in modern lndustry are so specialized or fragmented that they neither permit
the worker to use his capacities nor enable him to see the relationship between what he is
doing and the total organizational mission. The kinds of assumptlons which are implied
about the nature of man, can be stated as follows:

) Man’s motives fall into five classes, which are arranged in a hierarchy: 1. Simple needs -

for survival, safety and security; 2. Social and affiliative needs; 3. Ego-satisfaction and
self-esteem needs; 4. Needs for autonomy and independence; and 5. Self-actualization
needs. As the lower-level needs are satisfied, they release some of the higher-level
motives. Every man seeks self-actualization, a sense of meaning and accomplishment in
his work, if his other needs are more or less fulfilled. -

i) Man seeks to be mature on the job and is capable of being so. This means the exercise
of a certain amount of autonomy and independence, the adoption of a long—range
perspective, the development of special capacities and skills and greater flexibility in
adapting to circumstances.

it}) Man is primarily self-motivated and sell-controlled; externally imposed incentives and
controls are likely to threaten the person and reduce him to a less mature adjustment

iv) There is no inherent conflict between self-actualization and more effective
organizational performance. If given a chance, man will voltlgarily integrate his own
goals with those of the organization.

‘ lmplied Managerial Strategy O

For one thing, Self-actualizing man will worry Ie%t being considerate to employees
and more about how to make their work intgj lly thore challenging and meaningful. The

issue is not whether the employee can fulfilNgis social needs; the issue is whether he can
sertse of pride and self-esteem.

The manager may find himself often in the role of interviewer, attempting to determine
what will challenge a particular worker. ‘He will be a catalyst and facilitator rather than a
motivator and. controller. Above all, he will be a delegator in the sense of giving his
subordinates just as much responsibility as he feels they can handle.

Authority shifts from being in the office or in the man to being basically in the task itself.
The manager is the agent through whom task requirements arc communicated, but if man
responds to challenge, seeks autonomy, and is capable of discipling himself, he himseif (the
subordinate) wiil see to it that the task is adequately performed. The whole basis of
motivation shifts from being extrinsic, in that the organization does something to arouse
motivation to being inirinsic, in that the organization provides an opportunity for the
employee’s existing motivation to be harnessed to organizational goals.

Evidence For Self-Actualizing Man “

{

Argyris in his studies of various kinds of manufacturing organizations has found again and
again that if the job itself thwarts an employee of being too limiting or meaningless, he will
create meaning and challenge in outwitting management or in banding together with others
in groups. Lot of creativity has been observed over and over again among production
workers when they develop fancy rigs to make their work a little easter or develop complex
schemes to enable them to avoid working. The interesting feature of these activities is that
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but very nondirective at another time and with another employee. He may use pure
engineering criteria in the design of some jobs, but let a worker group completely design
another set of jobs. In other words, he will be flexible, and will be prepared to accept a
- variety of interpersonal relationships, patterns of authority, and psychological contracts.’

Evidence Of Complex Man

Motives. such as the ones mentioned, has pointed out that even economic rewards can and

. do have vastly different meanings to different people.-For some people, money represents -

basic security and love; for others, it represents power; for still others, it is a measure of
their achievement in society; and for still others, it represents merely the means to the end
of comfortable and sumptuous living. Thus it is difficult to judge, even in the case of a
given motive, what all of its symbolic meamngs are to the person and how it is connected to
other motives. -

It may be concluded that -other models such as rational economic, social, self-actualizing
man appear to have once simplified the relationship between man and organization.
However, complex model emphasmes on mans motives, perceptions, degrees of effort and
organizational ‘eaperlences interact in a complex may produce a given level of performance
and a degree of involvement in the organization.

Activity — 111 ; - O

Man is complex. How do you understand this? ?\ :

e e eee et e e :::::: . ::_: S

8.3 SIMILARITIES AND DISSIMILARITIES AMONG
INDIVIDUALS

It is a known fact that bebaviour of individuals differs from person to person. But this does
not mean that all people differ from all others, at all times and in all situations. There is also
a considerable degree of similarity in behaviour among people. For example, if a particle of
.dust falls into the eye of a person, he tries to remove it. This kind of behaviour is
universally found. On the other hand, there are instances of behaviour where such
universality is not found, but a large number of people are found.to behave similarly.
Imagine a school situation where the lunch bell has just rung and all the children come

running out. A sweet’s seller is standing outside, but his wares are not kept clean.: Some:

children may buy the sweet and eat while another group takes a second look and remark,

“this is dirty. We should not eat”. Here we find groups reactions are similarly and yet
differently from other people, Thus, we ﬁnd not only 1ndlv1dual differences but also group
differences.

It is obvious that psychologists should understand and explain all these shades and degrees
of similarities and differences. It will be possible to predict what people will do on a
particular occasion only to the extent that we can understand and explain similarities. Here
we can compare the position of a psychologist with that of a physicist or chemist. A
~ physicist can safely say that a piece of iron when heated will expand. Similarly, a chemist
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8 5.SELF ASSESSMENT QUESTIONS

L Short Answer Questrons
N
2.
-3,
4,
5.

Describe a ‘Tational economlc type of manin the context of orgamzatlon -
Man is basrcally motlvated by socnal needs support this statement with research

" studies.

Enumerate the charactenstlcs of a self-actualized man.
Describe a complex man type of man in the cortext of Organization.
Write a bnef note on the following: . !

a) Responsnbllmes of manager 1f a worker is rational economlc type of a person,
b} Maslows hierarchy of needs. : o

.€) Concept of self-actualization. '
d) Qualities of a successful manager, "

. ¢) Example of differences in behaviour.

II. Long Answer f':Questions

Discilss how the understandmg about nature of man changed once a period of time.

1.
2. - Discuss the reasons behind why man is understood as ratibgal economic. ‘
" 3. Discuss the social factors influencing inan in the cont3{ of $rganization. '
4. What are the advantages and disadvantages of tualizing models? '
5. Explain ‘with example similarities and differe @r behaviour in the context of
orgamzatxon ST : ; . :
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UNIT -9 : PERSONALITY -

Aims and Objectives -

The main aim of this unit is to explain the concept of personality, nature of personality,
factors determining personality and also to discuss the theories of personality.

After reading this Unit, you should be able to:
¢ understand the nature and characteristics of personality;
o know factors determiningl personality;
e understand various stages in personality development; and

¢ know different theories of personality.

“Structure

9.0 Introduction

9.1 Characteristics of personality

9.2 Factors determining personality ‘ _ 0

9.3 Stages in personality development ' O
94 Theories of personality .
9.5 . Summary : ’ Q

9.6 Self Assessment Questions Qs
9.7 Further Readings . , -
0.8 Key words.

9.0 INTRODUCTION

The term “personality” stems from the Latin word Persona which was the name given to
the- masks actors wore and the characters they portrayed. Watson (1930) the father of
behaviourism, taking clues from the behavioural studies, tried to conclude “Personality is
the sum of activities that can be discovered by actual observations over a long enough
period of time to give reliable information™.

According to Allport, “Personality is a dynamic organization within the individual of those
psycho-physical systems that determine his unique adjustments to his environment.”

Contemporary psychologists like R.B. Caitell and Eysenck feel very strongly that if
personality cannot be demonstrated, measured and quantified it should be called philosoph'y
or art and not personality theory in psychology. i

According to Ejrsenck “Personality is more or less stable and enduring organization of a
person’s character, ternperament, intellect and physique which determine his umique
adjustment to the environment”. By character Eysenck meant connective behaviour;
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9.1

CHARACTERISTICS OF PERSONALITY

In addition to the above mentioned characteristics. describing nature of pefsona‘lity few

more specific ones are given below. The results of various experimental studies and
observations have led to the identification of the following characteristics of personality. _

I r

"~ The process of making adjustment to environmen

16.

The personality is something unique and specific. Every one of us is a unique patteri
in ourselves. No two individuals not even identical twins, behave in precisely the

same way over any period of time. Every one of us has specific characteristic for

making adjustments.

Personality exhibits self-consciousness as one of its main characteristics, Man is
described as a person or to have a personality when the idea of self enters into his
consciousness,

Personality includes everything about a person. It is all that a person has about him. It
includes all the behaviour patterns i.e. connative, cognitive and affective and covers

not only the conscious activities but goes deeper to semi-conscious and unconscious ‘

also. It is not just a collection of so many traits of characteristics, which is known as

characteristics and functions as a unified whole.

personality. It is organization of some psychophysicalsSns or some behaviour

tinuous. One has to struggle
against the environmental as well as the innegfaces throughout the span of his life, As
a result one has to bring modification and ch I one’s personality patterns and it

makes the nature of personality dynan@a of static one, . .
Every personality is the prodypiy of Meredity and environment. Both -contribute

Personality is not static, it is dynamic and ever in @ of change and modification.

significantly towards the deve[n%of the child’s personality.

_Le_arning and acquisition of experiences contribute towards the growth and -
development of personality. Every personality is the end product of this process of

tearning and acquisition.

Personality should not be equated with one’s character. Character is an ethical
concept. It represents-a moral estimate of the individual while personality, as a
psychological concept, is a more comprehensive term, which encircles in its sphere
the character as one of the constituents of one’s personality. '

Personality may further be differentiated from temperament, which can be called a
system of emotional disposition. This system of emotional disposition represents only
the affective side of one’s personality and so personality must be taken as much
beyond that of one’s temperament, .

Personality should be viewed as different from the ego or the individual self The
word “ego” is generally used for that unified part of one’s personality which in
ordinary language we call “I”’ ’

Every person’s personality has one more distinguishing feature that is arriving to an
end — towards some specific goals. Adler asserts this view frankly in his book
- “Individual Psychology”. He is of the opinion that a man’s personality can be judged




In addition to variations between cultures, one also finds variations within cultures, socio-

economic class differences -have their own influences. Thus, one talks of middle-class
morality, proletariat or making class values etc. All these influence the personality of the

~ Individual,

The most important agency through which cultural and sub-cultural variations influence the
developing personality is the home. The parents and the way in which they rear their
children, in accordance with culturally fastened and supported norms, play the most
important role. Child-rearing or child training styles have been mentioned as the single
most powerful influence on the developing personality. Anthropological studies by Mead,
Benedut and others have produced evidence to support this view. Psychological studies like

~ those of Baldwin have also shown how variations in child training attitudes and behaviours

influence personality. Parental attitudes, expectations and ways of dealing with children
have been shown to be associated with a nuimber of personality problems and disorders,
which develop, in later years. A few aspects which may be mentioned here are the
tendencies on the part of the parents to be dominant or punitive, fo reject children or to be
indifferent towards them or be overindulgent. It must, however, be pointed out that even
child rearing attitudes and behaviours are to a considerable extent influenced and regulated

by social and cultural factors. Nevertheless, we tried a lot of variations, which can be -

attributed to the unjque situations of particular homes. These unique situations include the
personalities of the parents themselves. Parental personalities, reflected through unique
child-rearing practices, therefore; constitute yet another impOgant influence on the
developing personality.

Signiﬁcant persomil experiences - O

In addition to general f‘ac;ors such as constiluti?\nd socio-cultural factors, unique

personal experiences also influence the deyelopmdnt of -the personality. In fact, these
unique experiences provide the bases fi nique and individual aspects of the
be

personality. Such personal experiences sitive or negative. For example, prolonged
and severe illness, accidents, trauma%eriences like Joss of parents etc. are negative

_ expenences that can adversely affect ti&development of personality, cases, they can also

result in behavioural abnormalities. On the other hand, success, environment, thinking
experiences like unexpected meetings can contribute to a better development of personality.
There is no dearth of instances where a single positive experience has completely changed
the course of development of a person’s personallty

It may, therefore, be seen that ‘Personality’ is mﬂuenced and its development is determined
by a number of factors. The personatity of an individual is a product of continuous and
cumulative situation among these various factors. This fact must always be borne in mind
while one is trying to understand- or compare the personalities of people and also while
passing judgment on them.

9.3 STAGES IN PERSONALITY DEVELOPMENT

The term development means a progressive series of changes that occur in our orderly,
predictable pattern as a result of maturation and experience. Development is a complex
process of integrating many structures and functions. Two essentially “antagonistic
processes in development take places simultaneously throughout life-growth are evolution

- and atrophy or involution. Both begin at conception and end at death. In the early years,

growth predominates even though atrophic changes occur as early as embryonic life. In the

later part of life, atrophy predominates though does not stop, hair continues to grow, and

F
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the adolescent is seen to be very active and unstable as well as disturbed. He gives the
impression of being somewhat lost and is subject to rapidly varying moods of dejection and
elation, enthusiasm and deep lethargy etc. In the state of maturation he has calmed down a

bit and shown signs of stability. He carves a niche for himself in his society and gradually .

his tendencies, habits and activities become stable and regular. Body changes during
adolescence are height, weight, posture, and sex organs.

Concern about physical changes among girls which lead to physical discomforts such ‘as
* cramps, weight gain, headaches, backaches, swollen ankles, and breast tenderness and
experience emotional changes, such as mood swings, depression, restlessness, and a
tendency to cry without apparent reason. Among boys there are changes in voice, muscles,
hair and skin become coarse .

The combination of looks and grooming is of greater importance to a person’s emotional
health than any other trait in general appearance. One of the most difficult developmental
tasks of adolescence relates to social adjustments. Peers would have a greater influence on
adolescent attitudes, speech, interests, appearance and behavior than the family has.

Adulthood

and strength’ or has completed their growth and is ready to aggumWtheir status in society
along with other adults. Different cultures have different ages a ch children reach the

The word adult is derived from the Latin verb ‘adults’, whicﬁlﬁs ‘growth to full size

adult status. During the long period of adulthood ceff physical and psychological
changes occur at predictable times. The outstanding acteristics of the years of
adulthood are settling down, emotional tension, ial 1solation, commitments, value
change, adjustment to new lifestyles, creative age,?e.ﬂevelopmemal tasks of adulthood

are gelting started in an occupation selectj mMe, learning to live with a marriage
partner, starting a family, rearing child naging a home, taking on a civic
responsibility, finding a congenial soc@p._

Middle age '

In the development of man the age group from forty to sixty is considered the middle age.
As In every other stage of development, the middle age has also got its peculiar
characteristics, developmental problems and tasks, characteristics syndromes, change
interest, problems of social adjustment and conditions conducive to good social functioning.

According to Elizabeth B. Hurlock, “Middle age is generally considered to extend from age’

forty to age sixty. The onset is marked by physical and mental. changes, as is the end. At
sixty, there is usually a decline in physical vigor, after accompanied by a lessening of
mental alértness. Although many adults experience these changes later now than in the past,
the traditional boundary lines are still recognized. The increasing trend towards voluntary or
involuntary retirement at age sixtv rather than age sixty-five also justifies considering sixty
_ to be boundary line between middie and old age.

Old Age

Old age is the closing period in the life span; it is the period when people ‘move’ away
from previous, more desirable periods or times of ‘usefulness’. As people move away from
earlier periods of their lives, they often look back on them, usually regretfully, and tend to
have in the present, ignoring the future as much as possible.
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founder of psychoanalysis, based- his psychodynamic concepts almost entirely on extreme
climcal observation of neurotic patients as well as self-analysis. :

Freud proposed three levels ‘of consciousness — the conscious, preconscious and
unconscious — to describe the degree to which mental processes vary in accessibility to
awareness. The most significant mental events take place in the unconscious.

In Freudian theory, human personality is comprised of three structural components -id, ego
and superego. The id, representing the instinctual core of the person, is primitive, impulsive
and obedient to the pleasure principle, reflex actions and primary process thinking we used
by the id in obtaining immediate gratification of instinctual urges. The ego represents the
rational part of personality and is governed by the reality principle. lts task, through
secondary process thinking is to provide the individual with an appropriate plan of action in
order to satisfy the demands of the id within the constraints of the social world and the
individual’s conscience. The superego, the final structure developed, represents the moral
branch of personality. [t has two subsystems, the conscience and the ego ideal.

Freud’s motivational theory is based on the concept of instinét, defined as an innate state of
excitation, which seeks tension release. Two categories of instincts are recognized in
psychoanalytic theory: life (Eros) and death (Thonatos). An instinct has four essential
properties 1) source 2) aim 3) object and 4) impetus.

Applications of psychoanalytic concepts of everyday life are@ous‘ One of the most
significant of those, psychoanalytic theory, uses well daxelope® methods such as free
association, interpretation of resistance, dream analys @ analysis of transterence to
probe the unconscious with the aim of making possible aNdeé€per understanding of the self.
These merely acquired self-insights are then ¢ d into a person’s everyday life
through the method of emotional reeducggion. Recent changes in the practice -of
psychoanalysts include setting time limi herapy, focusing on- group on family
dynamics and prescribing medication in conjufigtion with traditional assessment techniques.

v
—_—

CActivity - 111

Some of the important concepts of psychdanalj;tic theory are;

tor

Trait theories [ ‘

Trait theories attempt to identify the bebavioral traits that are the building blocks of

personality. Two approaches to determining personality traits are the idiographic approach,

which defines traits by studying individuals in depth to determine the distinctive qualities of

their personalities and the nomothetic approach, which' studies groups of people in the
attempt to identify personality traits that tend to appear in clusters.

1

Aliports application of the idiographic approach led to a description of three types of traits
that operate to produce an individual’s unique personality structure. A cardinal trait is a
dominating behavioral predisposition that provides the pivotal point in person’s life. Central
traits are major characteristics of someone’s personality, such as honesty or generosity.
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Activity — IV

Soctal learning approach to personality emphasizes on:

9.5 SUMMARY

Personality involves both environmeéntal and hereditary factors, One comprehensive and
useful definition of personality given by Eysenck is “personality is more or less stable and
enduring organization of a person’s character, temperament, intellect and physique which
determine his unique adjustment to the environment”. Aspects like growth maturity,
learning, stability and modification characterize personality. Personality is also influenced
by factors like heredity, social, cultural, Personality develops in progressive changes from
infancy ~ babyhood — childhood — adolescence ~ adulthood ~ old age. Personality as an area
has been studied extensively and several theories have been framed to help in understanding

and predicting human behaviour. Some of the important theories are Trait. Type,
Psychoanalysis, Behaviouristic, Humanistic and Existential.

11

9.6 SELF ASSESSMENT QUESTIONS ®

I. Short Answer Questions
. Genetic-and constitutional facto 'nﬂuging personality.
What is babyhood? Describe it%\znce in personality

e

?\

o

Define growth and maturation
What are the three components of personality accordmg to Sigmund F reud
Write a brief note on the following (2 to 3 sentences)
a) Definition of Personality
b) Any two characteristics of personallty
¢) Name four socio cultural factors influencing personality. . ¢
d) Superego
e) Reinforcement

Long Answer Questions

N

Define personality and explain the nature of personality
Characteristics of personality are bipolar. Discuss
Describe Freud’s contribution to development of personallty

What is adulthood? Describe how it unfolds.

Human being is a striving, developing and is in pursuit of realization. Do you
agree? Substantiate your arguments with suitable theory.




Trait

Ego

A relatively enduring personality

characteristic, which can be observed and
or measured. A trait may be innate or
acquired.

A very important psychoanalytic

construct, ego is the organized
psychological component of personality.
Ego occupies the central position in
personality standing between id, superego
and the external world and tries to
integrate the conflicting demands of these
components. The ego is governed by
reality principle through its agents,
secondary process and reality testing.
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to set alarm. In both situations the sensation (the ‘ring) was thé same, but your -

interpretations changed because of other factors,

Meaning

Perception can be defined as interpretation, organization and elaboration on the raw
. materials of ‘stimulus. Perception is a cognitive process, which is influenced by higher
mental procésses such as memory, motives and expectations, '

Let us understand few moré definitions

According to E.G.Boring, H.S.Langfield & H.P. Weld “perception is the first event in the
chain which leads from the stimulus to action” (1948). : :

R.E.Silverman : “perception is an individuals awareness aspect of behaviour, for it is the
way each person processes the raw data he or she receives from the environment, into,
meaningful patterns™ (1979). : ' S

. From the- above definitions following conclusions. can be made about the nature of

pefception: - o B 0
i) Perception is a process o \

Perception is essentially a process rather than beingQrduct or outcome of some
psychological phenomenon.. If we talk in term stems approach, then, sensory
impressions, gathered through our sensory grgans¥may be termed as INPUT. The way
.in which we/finally behave or react rdthered necessary link in terms of
PROCESS for converting input to the out by way of organizing and interpreting the

" sensory impressions. g ?
if} Perception is the information extractor . ' ‘ ¥

Our sensory receptors are bombarded continuously by variqus: stimuli present in our
environment, It is difficult and rather impossible to react to all stimulation. A selection
process is therefore cessential. Perception performs this duty by extracting relevant
information out of jumble of sensory impressions and converting them into some
meaningful pattern. ‘

ifi) Perception is preparation to response

- Perception is the first step towards the active behavior of an organism. It is the
preparatory stage that preparcs an individual for action and response. Our sensory
receptors are just the receiving and transmitting centers of the sensory information.
How we should react and respond is ordered by our central nervous system through the
involvement of some mediating activity known as perception. :

iv) Perception involves sensation

In simple and straightforward way, we may sense that sensation precedes perception.
The relationships between sensation and perception are always direct, that is, what we
do have in sensation is always a part of perception. Perception goes beyond sensation
as it organizes, interprets and gives meaning to the result of sensations. Therefore,
perception means assigning meaning to sensory stimuli.
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4. Perception is relational °

A stimulus is perceived as a pattern of snake, not only because it has features of
snake, but also because these features are related to one another in a coherent and
consistent way. In the same way, the ability to perceive that someone is unusually tall
requires that you see him or her in relation to more normally proportioned people.

5. Perception is adaptive

Allowing people to focus on the most important information for handling a particular
situation. For example, peripheral vision is very sensitive to moving stimuli. This is
adaptive, in that it allows people to react quickly to potentially threatening motions
across a wide range of space. Further, your perceptual apparatus focuses first on
whether the stimulus you suddenly encounter is a snake oF a rope, not on whether it is
a king snake or a python.

6. Many of the perceptual processes operate automatically
You do not have to stop and consciously ask yourself, “Is this a rope or a snake?”.

. The question is asked and answered much more quickly — so quickly, in fact, that you
are unaware of having done it.

Activity — 1 . 0

Define perception. What are the characteristics of percepti@_

y W

102 PERCEPTUAL PROCE@

‘ During the perceptual process grouping of stimuli occurs. Animals and human beings are

endowed with the capacity to organize and group stimuli, which are ambiguous, confusing
and novel, thus making them meaningful and sensible. Gestalt psychologists have
demonstrated the principles that affect and direct the organization in order to make the
stimulus a meaningful whole within the perceptual field. Perceptual experience has
properties, which cannot be predicted from a simple analysis of the components, that is,
“whole is different from sum of its parts”™.

The principlés of perc'eptual organization are:

Figure and Ground: The first basic perception we have when we see an object is making a
distinction between figure and ground (fig 1). For example, when we see a ‘picture’
hanging on a ‘wall’ or words on a page, the picture and words are the figures and wall and
the page are the background. ' ' :
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Fig.3 Closure Fig. 4

In the above figures (3,4) we tend to fill in the gaps and perceive them as crrc!e and square
respectively, - ;

Law of similarity: The tendency to perceive similar items as a group is law of similarity;
® - ®
ONON  NO : eceoe

O @
@606 S e
. ’- O -
Fig. 5 Law of similarit,\,_f .6

In figure 5, we see that one triangle is formed by do?, with its apex at the top and another .
triangle formed by the rings, with its apen e botlom. We see two types of triangles
because similar item — dots and rings tend ¢ organized together; otherwise we would

perceive it as a hexagon or a six-pointe@ﬁg re 6} if all were dots.

Law of continuity: Sensations that. appear to create a continuous form are perceived as
belonging together (figure 7).

NN\

Fig-7. Law of Cominu.il)‘f

Law of inclusiveness: Tendency to perceive the elements present ln a given fig g,ure more
readily than the other.

. @
@006
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L MONON
G

Fig-9.
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2. Learning

Many aspects of perception also depend on learning. Studies on effects of learming on
perception have been conducted with the creation of visual distortion with goggles or
lenses that invert the image that falls on retina of the eyes. It was found that the
subject (person) soon found to adjust and begin-to function competently in the new
environment for which he/she has had to forget or unlearn old leaming and learn new
ones. Such experiments indicate that people have remarkable learning abilities and
that learning influences one’s perception of his/her world.

3. Needs, motivations and emotions

Needs and motivations constantly interact and create emotions. It is difficult to
separate the roles of these three factors, but there has been considerable research on
how they work together to affect perceptlon

In one of the research, psychologists studied how financial needs affect the perception
of coin size. Middle class college students were asked to adjust the size of a light to
approximate the sizes of 10 paise, 25 paise, 50 paise and 1 rupee coins. Then students’
were then hypnotized and told they had a history of poverty. The hypnotist told that
they even lacked even the basic necessities. While still undeghypnosis the students
were again asked to adjust the size of the light to the size o@ne four coins. They
adjusted the light to sizes significanily larger than each ¢ During the second
hypnosis session, the same students were told they, wealthy backgrounds- and
enjoyed many swmptuous luxuries. This time they adfsted’ the light to a smaller size
than they had in their normal condition. Fig. 11 ws the results of the experiment.
Although it is impossible to separate the roles o%éﬁs, motivations and emotions in

the perception of the subjects, it is clear @ ee factors interacted to change the

perception of coin size.
o
Rupee .
L®E .

Fig-11.°

Psychologists use perceptions to learn more about underlying emotional status and to
analyze personalities. They use ambiguous pictures or inkblots and ask for the
description of what is seen. Each person’s perception is considered an expressmn of
personal emotions, motivations and needs.




Consider the story of the man who stood on a bridge looking at some ducks swimming in a
stream beneath him. There were two ducks in front, two in the middle, and two behind.
How many ducks were there? The answer we would obviously expect is “six”. Actually
there were only four, as shown in fig 12, .

The description of the situation was ambiguous. It did not syfipienough information for us
to answer the question “How many ducks were there?” Son %1 are readily trapped by
this puzzle problem. Why? The answer lies in our pergisignt perceptual tendency to impose
organization on the environment. Perception is ﬁrst%remosl an organizing process.
When the environment does not provide complg€ Iformation, we fill in the missing parts.
Ordinarily this is an adaplive act. But occasio gets us into trouble, as here. When
asked “How many ducks were there?” thesanswet should have been withheld and more
information requested, since the situatim@cribed was ambiguous. But we are so used
to supplying missing information in our alMmpts to organize the perceptual field that a
puzzle problem traps us.

Illusions in perception

On some occasions objects are perceived as different from their real shapes or sizes. Such
incorrect perceptions called illusions are normal every day occurrences. Illusions are false
perceptions of reality. There are illusions concerning most of the basic features of our
physical world such as distance; motion, shape, size and direction. A common example,
where a curved rope lying on the ground in dim light may be mistaken for a snake. A
straight' stick dipped into water appears to be bent inside the water. These are called
illusions because they do not correspond to the original ¢haracteristics of the object.

Nlusions in perception of distance or length occur in different ways. Some examples are as
follows figures 13,14,15,16. ‘

Fig-13. Fig-14..
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¢} Knowing what to expect
~d) Connecting illusions.

it) Which of the following is the best example of an illusion?

a) A student is tense about an exam and views everything negatively

b) A poor girl sees money as more important than grades

) A fat man appears thinner whem he wears oversized clothes.
 d) A man who is late for work tries to sneak by his employers’ desk.

10.5 MEANING AND NATURE OF ATTITUDE

An attitude is a mental and neural stale of readiness, organized through experience exerting

a directive or dynamic influence upon the individual’s response to all objects and situations .

with which it is refated.

Attitudes involve association between attitude objects (any asp®¢ offthe social world) and
evaluation of those objects, which exert a directing influgneeon the sociat behavior of the
individual. The evaluations thus made are stored in n. Attitudes do not exist in
isolation and are linked to one another in memory. Thus a¥ation of one attitude leads to
the activation of other related attitudes. Attitude be either positive reactions or
negative reactions for a specific or particular sijmgtion

B

Nature

Of all these different categories, attitudes have the most extensive influence on our
behaviour. People have atlitudes on a variety of issues, ranging from specific to general.
Thus, people have attitudes towards religion, democracy, war, other people and in fact
towards almost everything under the sun. Inter-group prejudices such as racialism, class
prejudices, etc. are nothing but a cluster of attitudes towards some issues and very
unfavourable attitudes towards others. Such attitudes influence our social behaviour. They
determine the way we perceive social redlity, the emotions with which we react and also the
actual behaviour which we exhibit. If we have an unfavourable attitude towards a particular
group of people, we perceive them in a bad light, experience annoyance, anger and perhaps
even hatred and finally react in a negative or hostile manner, either avoiding them or getting
them out of our way. It will now be obvious to the reader how influential attitudes are, in
determining our behaviour, An attitude may be defined as an acquired and enduring
predisposition 1o perceive a particular class of objects or ‘persons in a favourable or
unfavourable manner. :

Attitudes are entirely learnt and acquired from experiences and interactions in the social
environment. Our attitudes are shaped and nurtured by other human beings as well as
movies, magazines, newspapers, T.V., literature, etc. Myths and epics play a very crucial
role in shaping our attitudes. It has been shown by a number of studies that very young
children are devoid of social attitudes such as prejudices (caste, class or race), but they
acquire them very soon. Such attitudes serve a number of psychological functions. They
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1v) Motivational properties
The attitude has motivational properties. It denotes readiness to act in a particular
manner. The behaviour of a particular person can be predicted if you know histher
attitudes

v) Learnt behaviour

Attitudes are learnt. One is not born with attitudes but these develop with our
experiences in dealing with people and objects

vi) Manifest in behaviour
An attitude may operate at subconscicus level. People often hold attitudes without

being aware of if. It is only when the behaviour of people is closely examined, the
- existence of a posilive of negative attitude surfaces.

Activity - TV

List out the characteristics of attitudes.

10.7 FORMATION OF ATT[TQ; E

A normal individual has different kin@largc number of attitudes towards almost any
aspect of the social world. How are th&fattitudes formed? There is a general belief,

among people and also among social psychologists that attitudes are formed primarily’

through learning. But recent studies show that attitudes are also formed through genetlc
factors.

In general, attitudes are said to be formed through the following methods:

1. Social learning
2. Qenetic factors and
3. Direct experience

Social learning: Attitudes are acquired from other individuals through the process of social
learning. We acquire them from situations in which we interact with others or merely
observe their behavior. Such social learning occurs in diverse ways, but three of them are
most important. They are:

a) Classical Counditioning: Learning based on association in one of the basic principles
of psychology is that when one stimulus regularly precedes another, the one that
occurs first may soon become a signal for the one that occurs second. In other words,
when the first stimulus is presented, individuals come to expect that the second will
follow. As a result, they may gradually show the same kind of reactions to the first
stimulus as they do to the second, especially if the second stimulus is one that induces
fairly strong reactions when encountered. This process 1s known as classical
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10.8 ATTITUDE CHANGE - THEORIES

In recent years, psychologists, particularly social psychologists, have: devoted much
attention for devising strategies and methods of changing attitudes. Many programmes of
social change and development fail to succeed because the people involved do not have
favourable attitudes towards these. For example, supervisors .in factors often have fixed
attitudes towards workers in general and vice-versa. This often results in mutual hostlllty
and conflict. Solutions to such problems depend on the ability to bring about changes in
attitudes. In view of this, attitude change has become an 1mportant area for research and
action by psychologists. Several methods such as lectures, movies, interpersonal discussion,

confrontations efc. are employed

Some important areas where attitude changes have assimed importance, especially in our

country, are the areas of family plahning, and the use of modern methods of agriculture by -

farmers. Techniques of attitude change are often classified into individual techniques and
group techniques, direct techniques and indirect techniques. Clinical psychologists also find
these areas important in changing people’s attitudes towards psychological abnormalities.
- Many people do not want to send the mentally ill to psychiatrists or clinjcal psychologists
because of a possible social stigma. All these examples clearly illustrate the powerful role
of attitudes and more so the importance of changing them. Attitud®g are often mistaken for
wisdom, forgettmg the fact that they are highly subjective, unrigiegfto facts and irrational.
While it is not possible or even desirable to prevent@de ormation, attitudes, like

racehorses, should be kept in check

Theories of Attitude Change | : Q
1. Cognitive Dissonance Theory S Q

Leon Festinger proposed this theory.@leory maintains that, avoiding conflict among
attitudes and maintaining consistency befween inner convictions and overt behaviour can
produce considerable strain in & person’s cognitive systems. -

Cognitive dissonance has been described as ‘psychological tension having motivational

characteristics’, which occurs when a person has ‘two cognitions which. are somehow -

discrepant with each other’. Festinger stated three basic hypotheses about the existence of
dissonance in a person’s cognitive systems.

I. Because dissonance is psychologically uncomfortable it motwates the person fo try
to reduce it and achieve consonance, ‘ |

2. The person will actively avoid situations and mformatlon that are hkely to increase
dissonance - :
3. Dissonance gives rise to pressures to eliminate it, the magnitude of ‘rhe dlssonancc
determining the strength of these pressures, - |
Relevant information is interpreted in accordance ‘with the person’s cogmnons in order to
minimize dissonance, |
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esteem are more hhely to change thelr atlltudes than lhose with either hu,h or. low levels of
. self-esteem. : -

10.10 SELF ASSESSSMENT ‘QUESTIONS

‘1. Short }\nswer'Ques'tioﬁs .

Write a brief note on illusions.

N

IL. -Long Answer Questlons

+ Explain théoriés of attitude change.

b

examples. .
5, Explaln Hender s balance theory

‘Write a short note on nature of perceptlon
Explain how learning influences perception.

Write a brief note on how attitudes are formed through method of direct expenence
Write a short on Festln gers basu: hypotheSIS about the ex15tence of dissonance. "

Explain various characteristics of perception.
Explain how needs, motivations and emotions influence perception.

-Explain law of sumlanty, law of pragnanz and law of continuity with suutable

O
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10.12 KEYWORDS

Sensation

(3]

An immediate impression that senses
make on the brain as detected by the
method of introspection, the raw data of
experience
perception,

underlying organized
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UNIT — 11: LEARNING PROCESS

Aims and Objectives

The main aim of this unit is to explain various aspects of learning process, role, functlons
and theories of leaming and also discuss the principles of leaming.

After studying this Unit, you should be able to:

« understand nature and concept of learning process;
« relate learning process with other mental processes;
» gain knowledge about the theories of leéming;

« apply learning principles in various activities; and

» differentiate between individual leamning and organizational learning process.

Structure

11.0  Introduction

11.1  Definition of Learning 0
11.2 Characteristics of Learning O -
11.3  Learning Process ' |

11.4 The Learning Cycle ?‘

11.5 Types of Learfiing Qs
-11.6  Learning Functions

. v 14 ,
11.7  Learning Theories @ '

11.8  Principles of Learning _

11.9  Organizational Learning— Definition
11.10 Summary

11.11 Self Assessment Questions

11.12 Further Readings

11.13 Keywords.

11.0  INTRODUCTION

Human behavior is determined by many factors and one such process is known as learnmg
Learning is lifelong process as there is no limit to it since some more is always remaining to
be learnt. Leaming is considered one of the greatest means of education. It deals with man's
internal world, his development and maturity as well as his environment. Learning is an

active process that aims at the familiarization of the new experience, on which the whole of -

man's activity ‘is structured as he reacts to various situations. Leaming is not only the
acquisition or the familiarization of particular knowledge but also the acquisition of skills -
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“Most peoplé_ have fairly definite ideas about what ,t'h_ey wait fo do and aghié\)’e. Their goals =~

- sometimes are short term, involving a matter of days:or weeks. On the other hand, their

" goals may be carefully planned for -a career or ‘a lifetime. Each'learner has. specific"'._'-‘
infentions and" goals. Some may be shared by other leamers. Learners learn - from -any - -

activity that tends to further their goals. Their individual needs and attitudes may defermine’. . . -

what they learn as much as what the instructor is trying to get them to learn. In the process .. - .

of learning, the learner’s goals are of paramount significance. -

. 2. Learning is a Result of E'xpériencé_ '

Since leaming is an individual p'rcic_esé,_ the ‘instructor. cannot do it for the learner. The - - . _
learner can learn-only from personal éxperiences; therefore, learning and knowledge'cannot

‘exist apart from a person. A person’s knowledge is a result of éxperience, and ho two people
have had identical experiences. Even when observing -thé same event, two people” react

- differently; they learn different things from it ‘according to_the manner. iri which the -

- to some things and to ignore others.-

situation affects their‘individual needs. Previous experiénce conditions a person. to tespond -

‘Al learning is by experience, but learning takes place in different forms-and in varying

~ degrees of richness and depth. For instance, some’ expériences .ifgolve the whole person
while others- may be based-only on hearing and meinory. Ho%they can make them
meaningful only if they understand them well enough ga, appfhein correcily to real
* situations. If an experience challenges the learners, re
thoughts;, memory of past experiences, and- physical act

leamning experience in which all the learners have tovgommit something to memory.

3. Learning is Multifaceted .

they are underestimating the potential teaching situation. Learners may learn much
more than expected if they fully exercise teir minds.and feelings. The fact that these items.
“were not included in the instructor's plan does not prevent them from influencing the
tearning situation. ' L ' :

If instructors see their objective as be@ t© train their leamers’ memory and muscles,

Psychologists sometimes classify learning by-types, such as.verbal, conceptual, perceptual,
“motor, problem solving, and emotional. Other classifications refer to intellectual skills,
cognitive strategies, and attitudinal changes, along with descriptive terms like surface or-
- deep learning. However useful these divisions may be, they are somewhat artificial, For
example, a class learning to apply the scientific method of problem solving may learn the

-method by trying to solve real problems. But in doing so, thé class also engages in verbal

learning and sensory perception at the same time. Each learner approaches the task with
preconceived ideas and feelings, and for many. students, these ideas change as a result of
experience. Therefore, the learning process may include verbal elements, conceptual
elements, perceptual elements, emotional elements, and problem solving elements ali taking
place at once. Learning is multifaceted in still another way. While learning the subject at
hand, leamers may be learning other things as well. They may be developing attitudes -
good or bad depending on what they experience. Under a skillful instructor, they may learn
self-reliance. The list is seemingly endless. This type of leaming is sometimes referred to as
incidental, but it may have a great impact on the total development of the. learner.

3 involvemenit with feelings, .
{it'1s more effective than a - - .

141




I} Learning is facilitated when the learner has feedback of his/her progress toward the
goal. ' ’ -

j) Leamning takes place more effectively in situation where satisfaction is derived:
good work deserves praise just as problem performance requires correction.

k) Interpersonal refationships are important in determining the kind of social,
emotional and intellectual behavior that emerges in the learning situation.

- Recognition of similarities and differences between past and current experience facilitates
the transfer of learning,

2. Importance of Learning

Achieving economic success in a rapidly changing, technologicaily driven world requires a
totally new approach to learning. The key to this success lies in developing a skilled,
educated and highly adaptable workforce. Any economy can only prosper when its people
are given every opportunity for learning and the value of this learning is recognized.

During the last century we have moved from the Industrial Age through thé Information

Age to the Knowledge Age: The ability to obtain, assimilate andegpply the right knowledge

eftectively will become a key skill in the next century. Our a%ll no longer be judged

solely by qualifications gained in the past, but will also be asses y our capacity to learn
" and adapt in the future. 6 -

Learning isn't just about economiic success, how%lt is the key to achieving our full

potential. Human beings are uniquely adapjee to [§am and ‘we have the ability to do so
throughout our lives. Learning has the pov

more successful;

a) At home and with our famili&ork

b) Atlarge in our local community

nstorm us. Spectfically, we can become

¢} Learning can enable us to solve problems and change our attitudes‘l
d) It makes us more interesti ng to be with.
¢) Itcan also be very challenging,
) . We all have the ability, at any age, to change our lives through learning.

g) Our survival in the twenty-first century as individuals, oiganizations and nations,
will depend on our capacity to learn,

. h} A learning population is healthier, more tolerant, independent and fulfiiled.
Learning can take place in a range of styles: anytime, anywhere, anyhow.

11.4 THE LEARNING CYCLE

The learning cycle refers to the process by which individuals, teams, and organizations
attend to and understand their experiences, and consequently modify their behaviors.
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the course of a lifetime, this method accounts for only about 10% of learning.

Unfortunately, this is the most traditional and, currerltly, 'the most predominate method of
instruction. However, we are finding out”it -is not very effective and movmg toward

- acquisition and cmerg,ence and examlmng the lessons of accretion.

b) Acquisition : is the conscious choice to learn. Material in this category is relevant to
the learner. This method includes exploring, experimenting, self-instruction, inquiry, and
general curiosity. Currently, acquisition accounts for about 20% of what we leam

¢) Accretion : is the gradual, often subconsc10us or subhmmal process by which we
learn things like language, culture, habits, prejudlces and social rules and behaviors. We
are usually unaware that the processes involved in accretion are taking place, but this
method accounts for about 70% of what we know.

d) Emergence : is the result of patterning, structunng and the construction of new ideas
and meanings that did not exist before, but which emerge from the brain through thoughtful
reflection, insight and creative ‘expression or group interactions. This form of learning

accounts for the internal capacities of synthesis, creativity, intuition, wisdom, and problem

solving. This method is greatly dependent on the allocation of time, and opportunities to
reflect and construct new knowledge. This method plays an imp®gtant role in inspiration
and originality. In the context of current educational practices,We Igarn only 1-2% by this
method. \ '

11.6 LEARNING FUNCTIONS %

The learning performs the following functilel!y are:

a) SubjeCt matter expertise : @ng subject matter expertise and skill dlrectly
related to the scope of the target petencies.

b)  Problem solving : Léarning to solve problems by using domain specific expertise.

c) Reﬂectwe skills and meta-cognitions : Developlng reﬂecllve skills and meta-
cogmtlons conducive to locating paths leading to new knowledge and ‘means for
acquiring and applying this asset.

~d) Communication skills ; Securing communication skills that provide access to the
knowledge network of others and that enrich the learning climate within a
workplace.

¢) Self regulation of moti~ation and affection : Procuring skills that regulate the
mofivation and affections related to learning. : :

f) Peace and stability : Promoting peace and stability to enable Spemahzatlon
synergy, cohesion, and mtegrat;on :

£) 'Creatlve turmoil ; Causing creative turmoil to instigate innovation.

The policy and the activities that an organization develops to promote these seven learning
functions form its corporate curriculum: the plan for learning to increase knowledge
productivity by applying new-competencies for flexible adaptation.
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117 LEARNING THEORIES =~ =~ '

Leaming theory may be described as a body of principles advocated by psychologists and
educators to explain how people acquire skills, knowledge, and attitudes. Various branches
of Jearning theory are used in formal training programs to improve and accelerate the
learning process. Key concepts ‘such as desired learning outcomes, objectives of the
training, and depth of training also apply. Over the years, many theories have attempted to
explain how people learn. Even though psychologists and educators are not in complete

_agreement, most do agree that learning may be explained by a combination of two basic

approaches: behaviorism and the cognitive theories.
1. Classical Conditioning Theory

This theory propounds that an association between a stimulus and a response leads to
learning of a behaviour. 1t is practically demonstrated by a Russian physiologist Ivan
Paviov. He experimented on a dog and tried to relate the dog’s salivation and the ringing of
a bell, The gist of the experiment is this: Pavlov presented dogs with food, and measured
their salivary response (how much they drooled). Then he began ringing a bell just before
presenting the food. At first, the dogs did not begin salivating until the food was presented.
After a while, however, the dogs began to 'salivate when the sound of the bell was
presented. They learned to associate the sound of the bell with thé\presentation of the food.
As far as their immediate physiological responses were conc@he sound of the bell
became equivalent to the presentation of the food. Classical,gondibiefling is built on creating
relationships by association over trials. By pre a conditioned stimulus
simultaneously with the unconditioned stimulus (ex; tho\ggdt), Pavlov observed that the

- dog developed a conditioned response (salivation i?@nse to the bell). Therefore, there

is direct relationship between stimulus and a respons& A specific stimulus is used to elicit a
specific response, laying an emphasis on i responses. Thus, when a conditioned
stimulus elicits a conditioned response, it 1S wn as classical conditioning. However, this
theory!is not free from certain drawb is argued that this theory is concentrated only
on respondent behaviors. It fails to exp

difficult to apply this theory to human Behaviour in organizations, as humans are more

compiex than dogs.
Application
Classical conditioning is very important to animal trainers, because it is difficult to supply

an animal with one of the things it naturally likes (or dislikes) in time for it to be an
important consequence /ot”the behavior. {

;2. Ope'l_‘ant‘Conditi.oning Theory

The behaviour that produces effects is known as operant. This is'an association between

behaviour and consequences. This theory, propounded by B.F.Skinner, a Harvard
psychologist, serves as the foundation for behavioral management. It simply states that
behaviour is a function of its consequences, which may be positive or negative, and it is
likely to be repeated if such consequences are favorable. Here, the subject, laying an
emphasis on voluntary responses, spontaneously emits the response. Operant conditioning
techniques are extensively used in clinical and educational research, control of alcoholism
and control of deviant children in a classroom. A response produces a.consequence such as
defining a word, hitting a ball, or solving a math problem. When a particular Stimulus-

L1

e total behaviour of human beings. Hence it is -
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e Attentional Process: People usual]y learn from a model only when they pay proper
attention 10 it.

¢ Retention Process: The more influencing the model is, the more is the retaining
capacity of the individual even when the model is not available.

» Production Process; It is the process wherein the learner recalls what he has learnt *
and compares with the actual model.

e Reinforcement Process: Behaviours that are reinforced or that are given a positive
‘incentives or rewards will be given more attention and verformed more often..

Application
' Socilal learning theory has been applied extensively to the understanding of aggression and
psychological disorders, particularly in the context of behavior modification. 1t is also the

theoretical foundation for the technigue of behawor modeling whlch is widely used ‘in
training programs. :

Principles of Social Learning

rehearsmg the modeled behavior symbolically and therNgpacling it overtly. Coding -

a) The highest level of observational learning is achieved§ first organizing and
modeled behavior into” words, labels or- uuage@ better retention than

simply observing,

b) I,Indlwduals are more l[Le]y to adopt a moo%ehavior_ if it results in outcomes

they value.
¢} Individuals are more like]y' to adopt aZodeled behavior if the model is similar to
the observer and has admired 1d the behavior has functional value.

Thus, social learning is a process where an individual acquires behaviours ot models and
lhlS process can be depicted i seven steps, which are as foliows:

| Identify the expectation or goal of the target behaviour. ~
2. Select an appropriate model and a suitable medium to project the model.

-3, Seeto it that the Ieamer possesses the _necessary sklll reqmremems of the target
behaviour.

4. Provide an environment that is favourable to learn thereby enhancing motlvatlon to
- learn and improve.

5. Demonstrate the positive oonsequences of the modelled target behaviour with
supporting activities such as role-playing.

6. Reinforce the reproduction of the targset behawour pomtwe[y both n tralnlng and
~ back on the job. :

After reproduction, maintain and strengthen the target behaviour with a continuous.
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2. Challenges in Organizational Learning

It is observed that not-only in India,"but also worldwide, organizations are grappling with
several driving forces for change. The rise of Internet based “new economy” is the primary
change and following is the process of Globalization and Individualization. The interactive
forces such as networked structures influence organizational Learning, to a major extent
and web shaped relationships, At behavioral level, the organizational learning response in
organizations, change oceurs at five levels: '

a) Levei 1: Reac{ting by focusing on Ofganizafiqnal Structure

b) Level 2: Rest;'tictuliing the organizatic-ma.tl structure _and h‘icrarcl;y -

¢) Level3: Redq?signing the core processes (féﬁaming)" | |

d) Level 4: Cha?ge: Regenerating the change _initiativé (learning process)‘ '

e} Level 5:‘Re¢|ngineering: The approach to change focuses upon deep intqnﬁon,
purpose and will. - o : :

i 3 ’ . : J \ '
The responses levels 0,1,2 and 3 (action, structure, process and mental models) become
integrated with contextual variables, referred as purpose, shared vistap or common ‘will.
Hence, the level 4 effort implies allowing for flexibility in action, Suctitre, processes, and

mental models (level 0,1,2 and 3) by focusing on redefinin purpose and uncovering
. common will. - !

3. Process of Acquiring and Distributing Knowledg :
The researchers have defined organizational l@g’.ﬁs a process by which organization

, expands its repertoire: of actions. Huber (1991) defiged leaming as * a process that enables
an entity to increase its range of potential@ehwjour through its processing of information’.
Organizational learning can then be defin ‘-' occurring when any of its units acquire
knowledge that they recognize a useful to the organization. Because of the potential for
performance improvement, leaming becomes imperative for organizations. Learning curves
have been studied extensively in manufacturing contexts, Learning constitutes improvement
of routines and is transferable across organization. In a way it is stored knowledge that

" becomes useful tothe:;organization; '

Organizations per se, can be understood as interpretive systems, in constant flux- artificially

stabilized through interpretive processes, routines and standard operating procedures. In the

context of traditional psychologist definition, organizations are rarely able to satisfy its

condition of producing a ‘different response’ in the ‘same situation’. The non-traditional

method of defining organizational learning favours an information-processing view of
learning, in which the stimuli are the actual physical events, but rather are interpretations of
events, i :

4. Role of Individual Learning in Organizational Development

Some organizational! learning theorists have examined the individual learning as an
adaptation method in organizational context. For instance, describe learning is becoming
‘an insider’ by acquiring tacit or ‘non canonical knowledge’. Through researchers have
studied the process of work groups, formation as ‘communities of learning’, it is the
individuals who actually learn and make a difference to the group’s contribution. Some

CEOs have observed that individual learning is source of competitive advantage for their 153
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11.13 KEYWORDS

Learning

Reinforcement

Learning process
Punishment

Response

Cognition

Change
Experience

Learner

Knowledge or skills gained through study
or by belng taught.

The action of reinforcing,

Acquiring knowledge or skill forever or
continuously. "N ¥

The actinst misbehawor or
undesirab®¥ehavior.

@ ing to something or Answer
he process of obtaining knowledge

Q

through experience or thought,
Make or become differ

Knowledge / skill gailned over time,

Is an individual who intended to learn or
‘acquire something.

155




-

BLOCK —IV : GROUP BEH’AVIOUR-

§ _
~ This block dlscusscs group behaviour and group declslon makmg process in
‘the orgamsatlons Slx units are included in this block :

The unit-12 of thns block, introduces the concepts -of group: ancl group

dynamics, stages : .of groups and why they form pgroups. While unit-13;

discusses the groups and group cohesiveness and how it is affected. Unit-14
highlights the nature of group decision making process, techniques and also a
~ brief note on small group behaviour. Unit-15 makes you to.know, how
conflict arises and it suggests you the strategies for conflict resolution.
Unit-16 explains ;organisational change; process of change, resistance to
change and also strategies to overcome resistance to change. The last unit i.e.
unit-17 of this block explains you the process of communication, barriers of
commumcatlon and dlscusscs how to make communication effcctlve
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“it his’ way "inother words We'tan say ‘tiiat mdmduaIs behave dlfferently whe they are’in
groups as compared to when they are alone. For instance, fet“us ‘sdy ‘that’ thres ihdividuals,
equally knowledgeable, are gwen the task of sol\_flng a problem The ideas geperated Jointly
by these three individuals “Will “be Tichar M msre’ creative 'than’ it the thied hdiVidaals
generate their own ideas without any interaction, because now they have used their
combined wisdom to generate integrated solutions. i

LR HY N 3'_‘(} S ued 87 Daiednlis en 7‘3|“*~"! e pisg b [ 'f_‘.?\F’l ol A
In thedplaneermg, experiments -at' Hawthomne, iit came <o: becknown. that: peopleibehave.; as
meniberszof a groupsand their membership:of groups:helps shape:their, work behavior . and
attithdes: towards: the .organization. ; Managemgnt:»can»;use ;; sthe ; group : effectively...and
successfully for the accomplishment of organizatiori’s -nbjecnves rEikert statesqthat ‘an
organization will function best-when the members of the organization function ot as

individuals but as members of highly effective work groups with high performance goals.
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Everyone of us at one time or the other play the role of the boss, subordinate, Ccolleague,
friend, husband or wife, father or mother, community worker, etc. Many of these roles are
compatible, some however create conflicts. For instance, can the role demands of our jobs
be reconciled with the role demands of husband or father?

We are all required to play a number of roles and our behavior varies with the role we are
playing. Different groups impose different role requirements on individuals.

i} Role Identity: Certain attitudes and behaviors consistent with a role create the role
identity. People have the ability to shift roles rapidly when they recognize that the situation
and its demands clearly require changes.

ii) Role Perception: A person’s view of how one is supposed to act in a given situation is
role perception. Our behavior depends on how we interpret a situation. Perceptions are the
result of stimuli all around us - books, media, movies, TV and friends and family. The main
reason for apprenticeship programs in many trades and professions is to allow beginners to
walch an “expert”, so that they can learn to act as they are supposed to.

I

in a given situation. This is largely determined by the role defined ¥ the context in which
you are acting. For ex: a judge is seen as having propriety and

iii) Role Expectations: Role expectations are essentially how oth:s believe you should act
coach is viewed as aggressive, dynamic and inspiring, O

, whereas a football

results in role conflict. Role conflict is when individu¥f finds that compliance with one role
requirement may make more difficult the ianCe with another. Role conflicts are
common. All of us have faced them. The impdtant point to note is how conflicts imposed
by divergent expectations within the or@ion influence behavior,

iv) Role Conflict: When an individual is confro?m( divergent role expectations, it

12.3 REASONS FOR GROUP FORMATION

Why do individuals choose to join groups? Why do groups form? The following section
will attempt to provide some answers,

Sociology provides certain theories and insights about why individuals form into groups.
The most basic theory explaining affiliation is “propinquity.” Propinquity simply means
that individuals affiliate with one another because of spatial or geographical proximity. In
an organization employees who work in the same area of the plant or office would probably
form into groups than would those who are not physically located close to one another.

The main drawback is that it simplistic and not analytical and does not explain the
complexities of group formation. Homan proposed “the more activities persons share, the
more numerous will the interactions be and the stronger will be their shared activities and
sentiments, and more sentiments people have for one another, the more will be their shared
activities and interactions.”

F

Homan's concept is remarkably comprehensive and is based on activities, interactions and
sentiments. These three elements are directly- related to each other. The members of a
. group share activities and interact with one another not just because of physical proximity
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This stage is characterized by a great deal of uncertainty about the -group’s purpose,
structure and leadership: Members are experimenting to determine what typesi of -behaviet’
are acceptable. They strive to understand one another and assert themselves. This stage is
complete when members have begun to thinkiafitiemselvesids:paréfiagrot mvid arih 2l W

This- stage -is -one -of- intragroup- conflict.-Members. accept. the. existence. of the.group, but.
there- is Tesistanee to: the-constraints that the..group .imposes .on. individuality.. Moreover,
‘ there is a conflict over who will control the group. Individuals attempt to assert themselves
as leaders, by gamering Support of other members. OBbVisusly, tijs i e sourcg of
intragroup-conflict.-When.a clear hierarchy of leadership.is.establisled Wihiihe doup; we,

- can say that this stage'is complete. L :
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For mosi formal groups, performing is the last stage in their development procesé. But for
templotary.commitieesieams: tasksforces,andiother similar.grouns, thathave:g limited task

' tospesformzthere tisianadditional stage of: adjourning. Here.in:the Jaststage, the group
prepares to disperse. Hlighiask pecformance; isgno;longer the. group,s top, priority., Moy
attention is diverted toward leave-taking and wrapping up activities. Individual members’
responses —vary —at~this—point = ~some--are--energetie—feeling—good -about--the—task
accomplishment; others may beconié 1ethargiciand dépiesséd bverifidassrelationships dnil

- friends during the work group’s hfe. ' T -
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Many thinkers assert that the group becomes more effective as it progresses through the
first four stages. While this assumption Indiyerbe. dangelyiifuegtherveasonsifora groups’
effectiveness are more complex. Undenirertain wonditionsgihighsslevels «of chnflit are
actually helpful to*high group performance. Thereforézametimgs:fndif fgrentvsituations
groups in Stage II outperform those groups that are in"Stages 1I! or 1V. Also groups do not
always proceed clearly from one stage to the next. It has been observed that sometimes
several stages go on simultaneously, as when groups are storming and performing at theyy 161




II. Long Answer Questions

1. Distinguish an organizational group from that of an 6rdinary group. What makes
the organizational group important in Organizational Behavior?

Equilibrium Modei?

How is the Five-Stage Model of Group Formation different from the Punctuated

Why are groups considered to be important within the organizational context?
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12.8 KEYWORDS

v

Groups

Forlﬁing
Storming

Norming

Performing

Adjourning

@Q

Two or more individuals, interacting and
interdependent, who have come together to
achieve particular goals,

The first stage in group developmenti,
characterized by much uncertainty.

The second stage in group development
characterized by intragroup conflict.

The third stage in group development,'

“tharacterized by close relationships and -

cohesiveness,.

The fourth stage in group development,
when the group is fully functional.

The final stage in group development for
temporary groups, characterized by
concern with wrapping up activities rather
than task performance.
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Cohesiveness refers to the extent of unity in the group and is reflected in members’
conformity to the norms of the group, feelings of attraction for each other and wanting to'be

- members of the group. Aftraction, cohesiveness and conformity are all intertwined. The

more the members feel attracted to the group, the greater will be the: group cohesiveness.
The greater the cohesiveness the greater is the influence of the group members to persuade
one another to conform to the group norms. The greater the conformity, the greater the

identity of the members to the group and the greater the group cohesiveness.

According to Kurt Lewin, the cohesiveness that we will employ comes from the “group
dynamics" school of researchers. This school flourished in the 1950s and was a desgendant
of the work of the great psychologist Kurt Lewin. Lewin suggested a definition of

- cohesiveness that focuses our attention on the individual within the group. He believed that

-

‘13.1_TYPES OF GROUPS A
— A4

the term depends on how the individual member perceives his or her relationship with a
particular group. : '

“Cohesiveness is the degree to which the group members are attracted to each other and are
motivated to stay in the group.” Cohesiveness is one of the characteristic features of; groups
and has performance related implications. It defines the degree of closeness that the
members feel within the group. And to what extent every member wants to remain as a
gﬁember of the group. .

! Psychologists and OB specialists identify severa@s of groups, based on the social
. behavior of people in organizations. All typ
organizations.

There are two types of basic groups tl@ in every organization. These are;

of groups can be found in most

1. Formal Groups,
2. Informal Groups. .

1. Formal Groups

A formal group is a designated work group defined by the organization’s structuré. These
groups have designated work assignments, which in turn establish tasks. In formal' groups,
the behaviors that one should engage in are stipulated by and directed towards
organizational goals. >

The following features are identified in formal groups:
a) . Formal groups are part of the organizational structure,

b) They are created deliberately and consciously by the management to perform
assigned duties. '

¢) The pattern of communication is also defined and the. rules are laid down to
regulate the behavior of the group members.
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e) Informal groups are usually not recognized. by the management, rather they exist in-
the shadow of the formal structure, as a network of personal and social relations.
Most managements understand and respect the informal groups.

f) Informal groups can be powerful instruments of chaﬁge, when used by enlightened
" change management agents.

g) Informal groups develop their own structure, with a known leadership hierarchy,
goals, norms, roles and work attitudes, The norms establish a code of conduct,
which is usually accepted by every group member.

h} Informal groups are more flexible than formal groups. Since behavior is geverned
by norms rather than written rules, adaptation to different situations is facilitated.

i) Informal groups focus on personal contact between the members bringing out the
human side of the enterprise, while the formal groups represent the technical side.

Informal groups themselves are of the following types:

1. Interest Groups

These groups arise amongst those working together to attain a spedific objective with which
each is concerned. The members may be from any unit or I8¢l gF the organization. For

instance, the employees who come together to exert _e on the management for a

common concern like subsidized transport or canteen fad >
- i

2. Friendship Group o ?s

These groups are brought together because re one or more common characteristics.
They are formed primarily to satisfy thg soci¥need of being together and sharing things.

These social alliances; which frequer nd outside the work situation, can be based on
similar age or ethnic heritage or for hol similar views about the work situation, etc.
3. Cliques

Groups consisting of colleagues or those who commonly associate with each other and
observe certain social norms and standards, whose number is less than five are considered
as cliques. The clique’s objective is to provide recognition to each other and exchange
information of mutual interest. These cliques have at least three forms: verfical clique
consists of people working in the same department drawing membership regardless of
ranks. For example, a superior may be the member of clique, which largely consists of
subordinates. These groups, which cut across hierarchical lines, develop because of earlier
acquaintance of people or because of the dependence of the superior on the subordinates.
Horizontal clique consists of people of more or less the same rank and working in the same
area. Members are able to relate on some points of similarity and keeping certain objectives
in mind come together. This is the most common form of informal group.

Activity — 1

Describe the classification of groups.
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Activity - I

What is Group Cohesiveness? .

13.3 FACTORS INFLUENCING GROUP COHESIVENESS

Many factors influence the cohesiveness of the group, with varying levels of interaction and
dependency. The following section discusses the more important ones.

i) Similarities of Attitudes and Values

Probably the strongest factor to influence cohesiveness is the similarity in attitudes and
values, held by the group members. We tend to enjoy the company of people who hold
similar opinions, morals, beliefs and codes of conduct, because the person who shaies the
same value system as we do provides us with a sort of validation for our beliefs. They make

us feel that we are right and everything is right with the world. 4/hen someone disagrees
with us this may make us feel that we may be wrong and also indyce a kind of fear.

Simtlarity of interest is very important when the group’s goal is that of creating a
friendly interpersonal climate. This factor may not be so inipeffant when the goal is task
oriented. For instance, if the army has to win a battle he accomplishment becomes the
cohesive factor rather than the similarity of attigagdes ald values because the unit may
consist of soldiers from different parts of the who may not have much in comrnon.
However, in this situation too, one sees the sig¥{jcance of interpersonal cohesiveness.

i) Size of the Group @ '

[n general, small groups are effective. This is usually because as the size increases, the
number of relationships increases, making the group less effective. When the group is
small, its members have constant face-to-face interaction, increasing the number and quality
of communication among them. In large groups, this possibility of increased interaction and
communication becomes less. '

As the size increases, it becomes more difficult to get the group to agree on common goals

~and activities. This in turn leads to expression of disagreement and dissatisfaction. In large
groups, the possibility of forming smaller sub groups within the large group is increased.
This would result in the dilution of the common group goal thus increasing the extent of
power politics play. Power mongering within the group leads to a decrease in the
cohesiveness of the group. ' '

An interesting finding of a research study shows that if all members of the group are of the
same sex, then small groups have better cohesion than large ones. But when the groups
were made up of both the sexes, the large groups have better cohesion.




new member takes to get attached to the group and the more time the old member takes to
get attached t the new group. .

x) Threat

Threat is a very powerful force which unifies the group, particularly when it comes from
outside. For instance, it is the management threats that frequently bring together an
otherwise disarrayed union. ‘ :

xi) Previous Successes and Shared Goals
When a group achieves a meaningful goal, the cohesiveness of the group increases because
all the members share the success and each one feels responsible for the achievement. If the

group agrees on the purpose and direction of is activities, it serves to bind the group
together. For this reason, successful companies find it easy to hire talented emplovees.

xii} Cooperation

Sometimes the general climate of the group enhances cohesiveness. The overall climate

depends, among other things, on leadership. :
Activity - IV 0

Describe the factors infl uencing group cohesiveness. O

> fﬁ??fffﬂ B

| 13.4 CONSEQUENCES OF COHESIVENESS |

Group Cohesiveness by and large has positive consequences. These aspects are discussed
below: '

a) More Participation

‘ When the degree of group cohesiveness is high, the interpersonal relationships among the
group members will also be high. This results in the active participation of group members
in the group affairs and activities. Since the members feel that the group is their owr, like
their own family, mutual help and support amongst the group members increases, thus
furthering the group bond. This would usually result in low member turnover.

b} More Conformity

One of the factors; which influences cohesiveness is similarity of attitudes and values. As a
result, members tend to like each other perceive themselves as similar. Theses
characteristics lead members to be relatively dependent on the group for satisfaction and
thus, they are susceptible to being influenced. For example, if any member is getting
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*  Give rewards to the group rather than individuals
¢ Physically isolate the group
¢ Increase membership homogeneity

¢ Increase interaction among members. -

In certain situations high cohesiveness adversely affects the productivity. In such cases
managers may have to reduce the cohesiveness of the groups.

» Induce disagreement on group goals

e Increase membérship_ heterogeneity

» Restrict interactions among members

* Increase group size

¢ Reduce the time members spend together

e Allocate rewards to individuals rather than to groups

¢ Remove physical isolation

¢ Introduce a dominating member. ‘ 0
Activity -V - ' J O

What are the consequences of Group Cohesiveness??\

13.5 SUMMARY

" In this unit a comprehensive discussion of two concepts was presented. The first section
basically elaborated on the various types in which the groups manifest themselves in the
organizations. Types of groups were, at the first level, categorized as Formal and Informal
groups. Formal groups are those groups that are formally designated by the management to
carry out the assigned tasks. In formal groups you can clearly identify the position and the

. authority that goes with a position. Who reports to whom, who assigns work to whom and
other day-to-day task related activities are clearly specified in the formal groups.

Subtypes like command and task groups and committees are identified. Informal groups on
the other hand, are groups that form spontaneously in response to the social need of
affiliation. People come together to share. Subtypes like interest and friendship groups are
identifies.

The second section essentially considers the concept of cohesiveness. Cohesiveness is the
degree of attraction individual group members feel towards one another and the strengrh of
the desire to be a member of the group. Various factors that influence the cohesiveness
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Formal Group : Is a designated work group given in the .
' organization’s structure.

Informal Group : These are alliance group that neither

' formally structured nor organizationally
determined,

Conservative Group '. .o A set of highly skilled and professional

employees in a plant,

Cohesiveness : The group of people feeling of friendship
: ' or one group has ‘high quantities and
moral,
Task group ' ' : individuals working together to complete a
' particular tasks or job.

Qj?‘
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Definition

McFarland defines, "A decision is an act of choice wherein an executive forms a

conclusion about what must be done in a given situation. A decision represents a course of

behavior chosen from a number of possible aliernatives". Terry defines cIeCISlon-makmg as
the selection based on some criteria from two or more possible alternatives.

In attempting to follow the above definitions, certaih characteristics emerge.

1. Declslon-maklng is rational. The manager attempts to foresee various possible
effects of a declslon before deciding on a particular one. - -

2. Decision-making is process of selecting the best from the available alternatives.

3. Available alternatives are evaluated and the selection of the best alternative
depends on the discussion of the advantages and disadvantages of a particular
decision.

4. The objective of decision-making is to achieve organizational goals.

14.1 NATURE OF DECISION-MAKING

Problems, conflicts or misunderstandings require decision-making. @uality decisions

help in solving problems or resolving conflicts. Decisionsg8f®\a foutine and a daily
requirement. Managerial decisions help in maintaining the effe @ ss of the group.

Problems make it necessary to choose among diffelght alternatives. A number of
possibilities are selected before making a final ¢ Dectsion-making requires something
more than a simple selection. The material reqUiging 2 decision may be available but a
decision may not be made. A decision invgiwes a phediction for the future on the basis of
past and present available infonnaﬁon% implications of a decision will have

consequences in the future; therefore, it reqUivés a thorough analysis of available material -

and foresight.

At certain times, decisions conform to the actions or precedents set by an influential leader

and others silently - follow that decision. It may become part of the culture of the
orgamzanon At times decisions emerge from answers to pertinent questions about certain
issues. These answers narrow down the choices and help in making the decisions.

Activity -1 3
In the ‘organizational context, why is decision making considered a significant and
important managerial function?

...............................................................................................................
...............................................................................................................
................................................................................................................

................................................................................................................
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Activity - 11

What is the advantage of group decision making over individual decision-making?

...........................................................................................................

...........................................................................................................

...........................................................................................................

...........................................................................................................

14.3 DECISION-MAKING PROCESS

Most decisions are not taken in isolation. The process of decision-making is influenced by :

past experience, present conditions and future expectations. Decisions ore irreversible in
most cases, Therefore, all future p0551b111t1es and consequences need to be thoroughly
considered. '

The process of decision-making involves the following steps:

1.

Problem Definition: Identifying the problem is the first step in the process of decision-~

making, Problem identification and subsequent definition is the most difficult part of
decision-making. The following questions need to be pursuedawhat is causing the
problem and what will be the possible solutions, If the probiel correctly defined
then the effort and money spent on a incorrect decision will g ¢. Moreover, this

may create further problems for the organization. Q

Analysis of the Problem: Once the problem defigjtion #Ver, the manager needs to
analyze the problem. All possible information %ﬂling the problem shouid be
collected to decide whether a decision is pogsible. 8sual

information or it may be a expensive prop@sitibago get the needed informaticn and in
some cases getting access to the needed infolgation may not just be possible. Drucker
says that to make a-sound decisio ot necessary 1o have all the facts, but it is
necessary to know what information 1 ng in order to judge how much of a risk the
decision invelves. It becomes necessaly to use whatever information is available to
analyze the problem,

Alternative Course of Action : Any probiem can be solved in quite a few number of
ways. If there is only one solution then there is no need for decision-making. A
manager needs to develop several alternative solutions, to avoid falling into the "either
or" kind of thinking. Developing alternative solutions is no guarantee that a wrong
decision may be made. At least the various angles/ issues will consider and a
better understanding of the problematic situation resuits. This may lead to good quality
decisions.-

Evaluation of Alternatives ; Once the development of alternatives is over, the next
step is to evaluate theme and select the right one. The alternative proposals have to be

_evaluated in terms of merits and demerits. The desirable and undesirable consequences
of adopting each alternative should be considered, and if possible tested. This will -

enable the manager to see the risk involved in each course of action. The altematives
should be evaluated in relation to time and money involved. Only that altemative which
gives maximum economy should be sélected. When more than one alternative has
similar positive points, then it becomes difficult to make a choice. If it is possible, then

ly there is a lack of sufficient
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Feeling Style: Managers of this type like harmony among people. They tend to be sensitive
and sympathetic and develop good positive relations with subordinates. They strongly
believe that much of the meff iciency in the orgamzatlon |s because of 1nterpersonal
problems:

Activity-ITI

i) Describe the decision making process in detail

ii) What are the different decision making styles that managers use?

. » N\
144 INDIVIDUAL Vs. GROUP DECISION MANINE -

Group decision-making has distinct advantages over.‘individ@ision-makipg. This may
not be true in all the cases. Groups are very useful in sof¥g certain types of problems, but
in some cases individuals prove to be better. Identify%ria with which to determine
whether ari individual or a group is better is esse : '

Vroom and Yetton proposed an impor‘ra@el to help us-in choosing a group or an
individual for decision making in different tions. They propose five decision making
styles, ranging from totally independent decision by the manager.on one extreme to a totally
participative decision making at the other extreme, The style selected depends upon cettain

situational criteria. These styles are autocratic, consultative 'md group and the degrees in .

between. , o

' . : L.
There is quite a lot of research support for this proposition. Studies show that most
managerial decision styles in actual organizational ‘situations were in accordance with the
proposed model. In their choice of styles, managers often violated acceptability criteria than
quality criteria. What it means is that managers do take into consideration all the situational

_variables when choosing between individual and group decision-making,

Advantagesi of Group Decision Making

1n general it is widely accepted that groups are more effective than smgle individuals in
decmon-makmg Some advantages are listed below

a) Greater knowledge base: Groups tend to have a greater knowledge base, as these
involve more than one person. The adage, "two heads are beiter than one”, seems to
hold well. Members of the group have their own specialties and contribute unique
information and ‘data to the knowledge base of the group. Where. knowledge is
- necessary for a quality decision, the group is obviously more effective. :

e
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Activity TV

State the strengths and weaknesses of group decision making.

14.5 TECHNIQUES OF GROUP DECISION MAKING

In the last three decades, management thinkers and behaviora! scientists have studied the

~ ways in which group decision making may be made really effective. The most popular

decision making techniques in use today are discussed.

1.

Bramstormmg Brainstorming is probably the most popular techmque Essentially, it

is technique used to enhance creativity in problem solving and arriving at innovative

solutions. Alex Osborn, an advertising executive, is credited with the development of
the technique. Brainstorming involves a group of people, usually between five and ten,
sitting around a table, generating ideas in the form of free assgciation. "Generation of
ideas" is the primary focus rather than evajuation of ideas.@rge number of ideas
thus generated, will increase the probability of finding a unique and creative
solution from amongst them. The leader of the group geneMyly defines and explains the
nature of the problem to the group.and the rules to bé gwed. Four rules are usually

recognized Y '
a) Unusual and out of the way ideas aQo‘url ged.  Judgment and censuring are

withheld during the session, No evation of the ideas is made till the idea

generation process has been co%: . g
b) Freewheeling of ideas is welcomed¥ The wilder or more radical the idea the better it

will be because sometimes the wildest ideas result in unique solutions. The ideas
that are not feasible can be discarded later,

¢) The emphasis is on quantity, not quality. The greater the number of ideas, greater is
the chances of obtaining a superior idea.

d) Participants are encouraged to improve or modify other's ideas or to combine two
or more ideas to make a better idea. This process results in free association and
unrestricted thinking and may generate some quality ideas.

s

Advantages of the Brainstorming Technique

The technique has the advantages of broader participation, enthusiasm, deferred
judgment, greater task orientation, teamwork and stimulated thinking. Brainstorming |

highly effective, when the problem is retatively specific and can be simply defined. A
complex problem tari be broken up into many parts and each part can be taken up

separately at a time.

However, the process of brainstorming can be very time consuming and there is always
the ‘possibility that none of the ideas so generated, are optimal or are usable. But the
wasted time can be minimized if the members of the group arc chosen carefully so that
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Advantages

This technique offers the advantage of group decision making in circumstances when it

is ot possible to convene a group meeting. A major plus is that the members are totally

independent and are not influenced by the opinion of other members. The subtle

dynamics of influence and coercion are absent. The technique assures anonymity;

keeping the responses of the panel persons anonymous eliminates the problem of face
saving and encourages panel experts to be more flexible. 1t obviously has some
disadvantages. '

Disadvantages

The technique is extremely time consuming, and involves prohibitive costs.-May also

make the members lack in motivation because of the denial of face-to-face interaction.

Fish Bowling techmique: Quite similar to the decision malﬁng technique of

Brainstorming, the difference is in better structuring and being to the point. The
following steps are involved.

a) The decision making group of experts is seated around a circle with a single chair
in the center of the circle.

b) One member of the group or the group leader is invied to st the center chair and
give his views about the problem and his ideas abo solution of the problem.

¢) The other group members can ask him %ns but there is no irrelevant

discussion or cross talk.
d) Once the member in the center chgir hazmished talking and his viewpoint is fully
understood, he leaves the cente wins the group in the circle. -

. &) Then the second member is called upon to sit in the hot seat and offer his ideas and

opinion in the light of the views expressed earlier.

f) The members can ask him questions based upon the new ideas presented by the
member in the center chair as well as the ideas discussed by the previous member.

g} The process will continue till all the members have expréssed their views,

h) After all the experts have discussed their views, the entire group
discusses the vatious alternatives suggested and picks the one with consensus.

Activity - V

Vs

What are the decisions making techniques usually employed? List advantages and

disadvantages.
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Decisions |

Problem

Rational

Creativity

1

Programmed Decisions

Decision Making Styles

Brainstorming

The choice made from among two or more

- alternatives.

A discrepancy between some current state
of affairs and some desired state.

Refers to choices that are consistent and
value maximizing,

The ability to produce novel and useful
ideas.

These are of rOgting nature and are taken

within theejrcumstances give rise to the
need fo @ rogrammed decisions.

M ~exhibit different styles as
' zeci jon makers,

rainstorming is probably in the most
popular technique. Essentially, 1t is
technique used to enhance creativity in
problem solving and arriving at innovative
sofutions.




15.1 NATURE OF CONFLICT

Conflict has received considerable attention and consequently there is no dearth of
definitions of the concept. Conflict can be defined to express hostility, negative attitudes,
antagonism, aggression, rivalry and misunderstanding. [t is also associated with situations
that involve contradictory or irreconcilable interests between two opposing groups. Despite
~ the divergent meanings, the term conflict has acquired over the decades, certain common
themes. Conflict must be perceived by (he parties to the contlict; whether or not conflict
exists is a perception issue. If no one is aware of the conflict, then it is generally agreed that
there is no conflict. Other commonalities are opposition or incompatibility and some form

of interaction. These variables are the preconditions that determine the starting point of the
conflict process.

Some prominent definitions are listed in the following paragraphs.

Definition

Robbins defines conflict as a process that begins when one party perceives that another
party has negatively affected, or is about to negatively alfect something that the first party
cares about. 1t is a broad definition. It focuses on that point in anWgngoing activity when an
interaction becomes a conflict. It covers the wide range of cowtlictd that people experience

in organizations — incompatibility of goals, differe ove™interpretations of facts,
disagreements based on behavioral expectations, elc. tion the definition is flexible

enough to cover the fuil range of conflict types. '
A simpler definition of conflict is that any ton E»hich is_experienced when one person

perceives that one’s needs or desires are wely 1o be.thwarted or frustrated. Follett
simplifies it further, when he defines gemilict 88 “the appearance ol difference, difference of
opinions, or difference ol interests”, t appears when individuals or groups encounter

' goals that both parties cannot obtain sati$actorily,

Pondy has comprehensively defined conflict by elucidating four features culled from the
extensive literature available:

¢ Antecedent conditions of conflict behavior such as scarcity or resources or policy
differences.

. Affective states of individuals involved, such as stress, tension, hostility, anxiety,
ete. '

¢ Cognitive state of individuals, that is, their perception or awareness of the conflict
situation,

o Conflict behavior ranging from passive resistance to overt aggression.

Conflict, thus can seen to be an absolutely predictable social phenomenon. Certain features
of conflict are necessary to be pointed out.
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existence — it cannot be eliminated and there are even times when conﬂlcl may benefit a
group’s performance:

But since conflicts are bound to happen due to differences in opinions, bad policies and
procedures, lack of cooperation, allocation of resources, the management should pay
attention to réducing conflict and resolving it as soon as possible.

3. The Interactionist view

The interactionist approach encourages conflict because it is believed that conflict is not
only a positive force in the group, but is also necessary for the group to perform effect:vely
A cohesive group that is cooperatlve and has harmonious relations amongst it members
becomes static and nonresponsive to the needs for change and innovation. The group leader
must work towards allowing some conflicts to happen in the group so that the group
“functioning remains viable, self critical and creative.

This is not to say that conflicts must be encouraged indiscriminately. The conflict must be
under control to avoid their dyst‘unctional aspects. The main (hrust of the interactionist
approach is to maintain a minimum level of ongoing contlict so as to reap the benefits of
functional conflict.

In sum, it can be stated that conflict is not a simple straight 1’f®concept. To say that all
conflict is bad or good is naive and superficial. One needs to u tand and appreciate the
concept in the context in which it occurs. It becom ssary to distinguish betiveen
functional and dysfunctional conflict. .

Functional and Dysfunctional Conflict . ?‘ '

It is preity well accepted today, that by itseMgonTlict cannot be termed as good or bad or to
be more precise functional or dysfupetpnal. Rescarch studies have shown that a certain
optimum level of conflict and ass% personal stress and tension are necessary lor
competitive productivity; this would nec®sarily involve certain social cost.

Therefore, one can say that those conflicts, which support the goals of the group and
improve its performance are known as functional conflicts and those conflicts that hinder
group performance are dysfunctional conflicts. The demarcation between functional and
dysfunctional conflicts is neither clear nor precise. However certain distinguishing features
may be identified. .

Features of Functional Conflicts

Conflicts may serve one or all of the following functions:

a) Release of tension: Conflict when expressed can clear the air and reduce tension
which might otherwise remain suppressed. Suppression of tension usually leads to
distortion of truth, a sense of frustration, and biases, resulting in fear and distrust.

b) Analytiéai thinking: when a group is faced with a conflict the members display
analytical "thinking in identifying various alternatives. In the absence of conflicts
they may indulge in lethargy and may not be creative.
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for resignations of key personnel weaken the organization, feefings of distrust
among the organizational members have negative impacl on productivity.

. In sum, one may state with a reasonable degree of confidence, that conﬂlcts when contained
within reasonable limits serve several useful purposes and can be said to be functional for
individuals, groups and the organization itse!f. But it must be pointed out that when
conflicts reach a stage where control is difficult, it tends 10 become destructive, resultmg in
such dysfunctional behavior as strikes, sabotag,e and other negative acts.

Researchers have long advocated an optimum level'of conflict that is very useful for the

development of creativity, positive competitive behaviors and productivity. Too little
conflict creates conditions of inertia and boredom in the systém and excessive conflict
results in destructive and dysfunctional tendencies. Therefore conflict has to be managed
with a great deal of tact and sensitivity. Managers have to motivate the level of conflict in
the system — if there is too little or no conflict at all, ie may even have to induce some fevel
of conflict to energize the system. As the level of conflict tends to go beyond the optimum
level, the manager must act to resolve the conflict in a manner that will be beneficial to the

organization. ’

Activity - I

What is the concept of organizational conflict? Are organizatifa@cts always

dysfunctional? Discuss in detail.

- 15.2 TYPES OF CONFLICT%

In an organizational context, one may distinguish many types of conflict. Researchers have
poinied out that a typical manager spends approximately' 20% of his time dealing with
conflict situations. Therefore it becomes imperative that managers should understand the
types of conflict they have to deal with so that they can use the appropriate strategy to deal
with the conflict.

Conflicts can be classified into various types as:

Individual Level Conflict
Interpersonal Conflict
Group Level Conflict
Organization Level Conflict.

el A S

1. Individual Level Conflict

The management should be sensitive to the fact that all individuals have conflict within
themselves. Individual conflict arises within an individual whenever his drives and motives
are blocked or he is confronted with competing roles and goals and is unable to take choose

among the various alternatives possible. : ‘




. managers are not in a position to learn when or why a subordinate is experiencing stress.

quite dysfunctional for both the organization as well as its individual members. The general
approach for the management should be to resolve goal conflicts by building compatibility
and not conflict between personal and organizationdl goals.

b) Role Conflict

Shakespeare said, “All the world is a stage, and all men play a role”. Every man plays a
number of roles in the social as well as the organizational context. Although all the roles,
which he brings into the organization are relevant to his work behavior, his typical .
organizational role is the most crucial in understanding his work behavior. Every individual

in the organization is expected to behave in a particular manner while performing a specific
role. When the expected role is other than one expected by the individual, role conflict may
arise. [n the organizational context everyone plays the role of either the superior or the
subordinate. Whenever there is difference in expectations in relation to his and the other’s
role, role is bound to arise.

In a similar fashion, conflict may arise whenever there is an overlapping of the two roles
played simultaneously by one person. “

Every person holding a particular position in the organization is expecied to behave in a
particular manner. This is identified as “Role Expectation”. WherNje role expectation is
not -properly communicated to the ‘individuals who have to plalNhe Bble, it nray result in
*“Role Ambiguity”, “Role Conflict” and *Role Overload” '

Role ambiguity is when the expectations assogiaied with a role are unclear or
unambiguously defined and the individual has dit%'in performing that role. Role
ambiguity can very stressful for the individual #8)cern®d. Role ambiguity can arise in two
situations, one when the duties of the subord ¢ not properly communicated by the
manager, secondly, when the subordinageshas n properly understood the boss. In both
sttuations, subordinates are assigned rol@mt adequate preparation for those roles.

Role conflict arises when the role expectations are understood but due to one reason or the
other they cannot be complied with, The person in this situation is not able to respond to the
expectations of other persons. Role conflict is another major source of potential tension,

Role overload occurs when too many role expectations are communicated to a person at a
given time. Many a time, managers create overload for their subordinates when they rely on
one-way communication. When valuable feedback from the subordinates is not there, the

In sum, it can be stated thaf role conflict depends upon:

Awareness of role conflict .
Acceptance of conflicting job pressures .
Ability to tolerate stress '

General personality makeup. .-

Rolé can creale tensions among individuals and -affect their attitudes.and behaviors
adversely. [t must be resolved with a great deal of tact and sensitivity by keeping in mind

the factors discussed above. o : -
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: b) Inter-Group Conflict: Conflicts between different groﬁps in the organization are

known as intergroup conflicts. Intergroup-conflict may also be stated in terms of

organizational conflict. The causes of intergroup conflict may be summarized as
absence of joint decision-making; difference in goals; difference in perception; and

. difference in goals as well as perception.

‘4, Organizational Level Conflict

All the conflicts discussed in the above discussion relate to conflicts within the
organizational context. Inter organizational level conflict occurs between organizations
which are in some way or the other dependent upon each other. Conflicts at the individual
level, group level or inter group level are all inherent in the organizational level conflict.
The organization level conflict can be between the buyer and seller organization, between
govemment agencies that regulate certain organizations and the organizations that are
affected by them. Managers must attempt to live with this type of conflict. If the conflict is
properly handled it can be constructive in achieving the results. It can act as a stimulus, it
may be a challenge and a motivational force to keep the organization moving.

\ }\ctivity -1

i) Analyze the advantages and disadvantages of the alternative a@nes to the
management of contlict in the organization. : : O

i1) Discuss the reasons of various type flicts in an organization. Suggest measures of
resolving inter group conflict.

15.3 CAUSES OF CONFLICT

Research studies have identified a large number of causes for the various types of conflicts
that were examined in the preceding pages. This wide variety of causes can be discussed,
conveniently under three heads: -~ '

1. Communication Problem;
2. Behavioral Problem;
3. Structural Problem.

1. Communication Problem

Probably the most common cause of most conflicts is that posed by the communication
system in the organization. Miscommunication often is the result when proper care is not
taken while communicating crucial information. The success or failure of the task depends
to a very large extent on effective communication, Assigning responsibility for the failure
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Activity ~IIT -

What are the various reasons for conflict in the organization?

154 STAGES OF CONFLICT

Louis Pondy (1967) developed a process model of conflict which is very useful in
understanding how conflict starts and the various stages it goes through. Five have been
identified, and each stage is known as a “conflict episode”. They are:

I. Latent Stage

2. Perceived Conflict
3. Felt Conflict

4. Manifest Conflict
5.

Conflict Aftermath.

Latent Conflict: This is the stage in which. factors ex
become potential conflict inducing forces. Four tfp

competition for scarce resources; (ii) drive for a*lo'nm A,

M\in the situation which could

iti) divergence of goals; and
(iv) role conflict. )

Perceived Conflict: This is the stage wln@wany perceives the other to be likely to

thivart or frustrate his goals. This us Ity to misunderstanding of each other’s true "
~ position. The solution to this type jct is to improve communication.

Felt Conflict: This is stage when the conflict is not only perceived but actually felt and
recognized for  what it is. Felt conflict results when the concerned: parties begin to
personalize the issue. The personalization of the conflict is the mechanism which
causes many people to be concerned with the dysfunctions of conflict. In addition,
anxieties may also result from some extra organizational pressures. People need to let
out these tensions to maintain internal equilibrium: This leads to the conflict becoming
personalized when the whole person is involved in the relationship. This is commonly
found in organizations which have close personal relations amongst its employees.

Manifest Conflict: This is the stage when the two parties engage in behaviors which
evoke responses from each other. Open aggression, apathy, sabotage, withdrawal and
passive obedience are most commonly- experienced at this stage. Though aggression
and hostility are rather intense, it generally never leads to violence.

Conflict Aftermath; The consequenc'es of conflict may be positive or negative for the

organization depending upon how the conflict was resolved. If the conflict resolution is

fair and open, and to the satisfaction of all concerned, the basis for a more cooperative

-relationship is laid. The flip side is that if the conflict is merely suppressed but not

resolved, the latent conditions of conflict may be aggravated and explode in a more
serious form. This conflict episode is called by Pondy as-the conflict aitermath.
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6. Exchange of personnel: Another method of reducing and managing conflict is that
personnel of the conflicting groups may be exchanged for a specified period. This is

similar to role reversal. Its objective is greater understanding between people by forcing

cach to presént and defend the other’s position.

7. Uée‘of Superior Authority: When the conflict cannot be resolved by the parties to the -

conflict, then it usually is referred to a common superior, who will resolve the conflict
by making a decision. Such a decision may not necessarily bring agreement, but it will

usually be accepted because of the recognized superior authority of the high-ranking
* official. - ’ ,

8. Reorganization of Groups: A manager may prevent the occurrence of many conflicts

by reorganization in groups. People who have got something in common will be placed

in one group. The behavior of such groups is more predictable and it is easy for the
manager to avoid conflicts. :

Corrective Measures

Once the conflict is out in the open and dysfunctional consequences are apparent it calls for
certain measures from the management which is known as curative measures. Here one
needs to be clear about two issues: what are the different conflict resotution modes? And
how can the manager know the type of contiict resolution style to be adgpted?
kS

Certain research studies have offered some solutions — when two p jestare involved in a
conflict, each would be more concerned about theif own self an@™winning. Being concerned
about the other and his position is relatively rarer, but it does. When the concern for
seif is very low, they could be very unassertive; and whgg the doffcern for self is very high,
they could be very assertive. The following styles are ide%

1. Avoidance: If'in a conflict situation, one onmies 1o it is concerned neither about
himself nor the other, then he is Tikplyg to oid facing or handling the conflict.
Avoidance of the conflict situation doc@mduce any resolution and in addition, the
other parly may take the advantage. : '

o

Competing: If on the other hand, the party has very high concern for himself, and a
-very low concern for the other, then he will take a very competitive stance and’ his
approach would be “l win, you lose”. The competitive mode of handling the conflict
will then resolve who wins and who loses in the situation. '

3 Collaboration: If the party is concerned for both self and the other, then he would
approach the conflict situation in a collaborative mode with a desire to solve the
problem in a way that both the parties concerned would “win”. This is also known as
the “win-win” approach. ' : ‘

4. Accommodating: If the party is highly concerned about the other but not so much
about self, that is, he is cooperative and very unassertive about satisfying his own
concerns, and then he will be willing to give to the other and satisfy the other’s
concemns. This is known as the “win-lose” approach. ‘

then he would take a compromising stance with the attitude of “give and take” and be
willing to share the resources so that neither totally wins nor totally loses.

3. Compromising: If the party bas a medium jevel of concern both for him and the other,

201




Conflict occurs at the initerpersonal level too. This is the most common type of conflict in .
the organization. When individuals compete for the same goals, resources or men,
interpersonal conflict is said to occur. When groups of people are involved it becomes
conflict at the -group level, that is, when two or more units or-departments engage in
unhealthy competition for the -same g,oals At the organizational. level too, conﬂlct is
possible, when two orgamzatlons engage in a conflict.

Conflict occurs usually ina ceﬁam sequence of stages; these are: latent conflict, perceived
conflict, felt conflict, manifest conflict and conflict afiermath. Organizations, over the years
have resorted to.certain strategies to deal with conflict within the organization. They are,
essentially two broad categories of intervention — the first is the preventive and the second
is the curative measures. Preventive measures are — establishing common goals, reduction
in interdependence, reduction in shared resources, trust and communication, coordmanon
use of superior authority and' reorganization of groups. The curative measures are
avoidance, competing, collaboration, accommodatmg and-compromise.

In conclusion, it may be stated that all conflict is not dysfuncttonal Creating a certain level
of conflict is seen as a positive thing today, as it is understood to foster competltlveness and
Creatwlty ’

15,7 SELF ASSESSMENT QUESTIONS = N\
L ShortAuswerQuestions - _ O o
B Whatlsconﬂlct‘? ] |
2. Whatis approach-avmdance conﬂxct‘? ?‘
3. DISCUSS the transitions in conflict th{@s
.II Long Answcr Qucstmns P I : .

-What are the disadvantages to coact? What are its advantages?

1
[ . 2... Under whal conditions might conflict be beneficial to the organization?
3. What are the components in the conflict process model? From your experience give
_-an example of how conflict proceeded through the five-stage process.
4. Should a manager choose the option of sllmulatmg conﬂlct in his department to
. increase the level of efﬁcrency‘?
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UNIT - 16: ORGANIZATIONAL' CHAN GE
Aims and Objectives

The main aim of this unit is to explain the concept of organizational change, types,
resistance to change, management resistance to change, approaches to management of
change, and also discuss the major organizational changes.

The objectives of this Unit, are to enable you to:
» discuss the concepts of change; planned change - its need, the targets of planned
changed and types of'changes;
e understand resistance to change, the sources of resistance; mdlwdual and
organizational resistance;
» know how to manage resistance to change; behavioural reactions to change; and
- o explain the strategies for planned change.

Structure
: 16.0 Introduction ' ' : .
16.1 Organizational Change - Planned Change 0
16.2 Targets of Change O
16.3 Types of Change h o -

16.4 Resistance to Change , ?‘
16.5 Managing Resistance to Change Q~ : _
16.6 Behavioural Reactions to Chaﬂg

16.7 Approaches to Management ol’&aﬁonal Cﬁange ‘
16.8 Other Strategies for Planned Change

16.9 Major Organizational Changes

16.10 Summary '

16.11 Self Assessment Questions

16.12 Further Readings
16.13 Key Words.

160 INTODUCTION

. Organization is akin to a living organism. To survive and survive well, a living organism
néeds to adapt and achieve harmony with the environment, so do the organizations. All
along organizations were functioning in a highly regulated economy wherein freedom of
enterprise; business growth and competition were all under check. The situation has caused
during the recent years. All organizations now function in an environment replete with
hitherto unknown challenges as well as opportunities. Recipes of the past no longer work
"Survival of the Fittest" is the name of the game is now. The task facing the managers is to
help organizations respond and adjust to changes taking place. Just like conflict and stress
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! Being's top executives have recently resorted to radically re-inventing their company by
slashing down costs by upto 30%; encouraging custotniers and suppliers to participate in the
process of designing new plans putting the company's entire workforce through a four-day-
course in competitiveness, in the wake of aggressive competition from Air bus and
Japanese aitline companies,

Planned change is brought about by change agents. They are the persons who act as
catalysts and assume the responsibility for managing change activities. They can be

| managers or non-imanagers; employees of an organization or outside consultants having
spemahzed knowled ge in the theory and methods of change.

Functional resources, how to enhance functional effectiveness. [t includes physical setting
layout arrangements in the work place; Technical modifications in the way work is
processed and in the methods and equlpment used,

Organizational abilities involving changing structure which in turn involves making an’
aiteration in authority relations, coordination mechamsms , job redesign: or similar structure
variables.

Activity -1

i) Define organizational change.

i) What is planned change. 2

16.2 TARGETS OF CHANGE

The targets of change are normally aimed at improving performance at one or more of four
different levels. :

1) Human resources
ii} Functipnal resources
‘ iii) Technological capabilities
r iv) Organizational abilities. |
This can be done by having a planned organizational change.
i) Human Resources

The most. important asset of any organization is its Human Resources. An organization's
g distinctive competencies lie,in the skills and abilities of its employees.
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Forces for Change

Apart from the above it is necessary for managers to understand that competition; social
trends economic forces, world politics, ethical forces are the forces for change.

a) " Com petition

Due to an increase in competition; it has become |mperat1ve for established organizations to
depend -on themselves. The need of the hour is for organizations to.be more flexible;
relying on short product runs; short product cycles and an ongoing stream of new products.
The work force must be efficient and responsive enough to adapt to the radically changing
conditions. , ,

%

b) Social trends

During the past generation there has been a lot of changes to which organizations have to
adjusts. The drive for social equality; changing views an marriage, shift in the value placed

an higher education and shopping preferences have necessitated the organizations to be _

flexible and dynamic so as to respond positively to the social trends.

¢) ‘World Politics

change in the world politics even the profounder of globalization havibeen taken off guard.
Serious change in response fo terrorism the world over; the br of Iraq, shrinking
Pentagon budget; opening of markets in China, Bench n S. Africa etc., have seen
many people out of their jobs in the recent years. 0

Though many business schools have been preaching OB in the :'Ioba] context, with the

There are many other forces in the environment that impact on an organization and
recognizing their nature is the managers most jimpor@nt task. If managers are slow to
respond to these forces; org,amzatlons will g chind its competilors and eventually
declme

Activity - 11 o @

With the information at your disposal discuss as to what are the changes you have
encountered in your organisation and how do you plan to cope with them?

16.3 TYPES OF CHANGE

Change falls into two broad categories:

I. Evolutionary change,
2. Revolutionary Change.

I. Evolutionary change is a change, which is evolved gradually, is incremental and

- specifically procured. It is not a sudden or drastic change in the basic nature of an
organization’s strategy and structure, but the constant attempt to improve, adapt and
adjust strategy and structure to ensure that the organization has a right fit in the
environment.
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¢) Innovation

This is the process by which organizations use their skills and resources to develop new

goods and services or to develop new production and operating systems so that they can -
respond better to the needs of their customers. Every organization has to continuously .
innovate and cater fo the changing needs of the consumers. Apple computers changed the

face of computer industry when it introduced its personal computers. Similarly, Honda with
its small 50 cc motorcycles changed the face of the small motorbike market. -

Though Innovation beings about change, it also carries with it a lot of risk because the

. outcomes of research .and-development activities are often uncertain. Of all the kind of

revolutionary changes; innovation promises long term success but also the greatest risks,
The innovation process has to be handled well by the organizations.

Activity — I11

What kind of chaﬁge is your organisation involved with - Evolutionary or revolutionary?
How successful have those changes been?

i

16.4 RESISTANCE TO CHANGE

All along change is éonsidered as a necessary ph?h&non which occurs to all-living

findings from studies of individuals and o vonal behaviour is that members resist

organisms to organizations both big and sn% B one of the most' well documented
change.  Resistance. fo change is ive Because if there would be no resistance,
organizational behaviour would take cteristics of chaotic randomness. ‘Like a coin
has 2 sides resistance to change also has pside and a downside. If a change is proposed

a healthy debate over the merits of the change leads to a beiter decision. In contracts there

can be a downside where in it can hinder growth adaptation and progress. There are no -

standardized ways irn which resistance is exhibited. Resistance can be:

» overt

« implicit
 immediate (or)
o deferred. '

E.g.: In an organization a change is proposed. The employees quickly respond by voicing
complaints, avoid work; threaten to go on a strike etc. This is the overt and immediate
manner by which the employees express their resistance. Here, to manage this kind of
resistance is far more easier for managers than to manage resistance which is implicit or
deferred, { - S

f

Implicit resistance efforts are more subile - loss of loyalty to the organization, loss or .

motivation to work, increased absenteeism, more number of mistakes etc. This kind of
resistance is more of a challenge for managers to recognize and manage.

Sometimes a. change when proposed may not involve immediate reaction but once it is

initiated, resistance surfaces weeks; months or even years later. These reactions may get

(‘\Q
A
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ii) Change may result in. formation of new groups or break up of emstm;, groups.

Which at times affects an individual both psychologlcally & socially.

iii) A transfer to a new place means he has to form new re!atlonshlps.

iv) Change affects group norms, customs and may result in uncertainty and insecurity.

v} Every Individual perceives the world in his or own-way. Therefore, it is natural

that if his perception is disturbed, he resists change and intum will resort to
selective processing of information to keep his perceptions intact.

vi) Political coalitions: Vested interests: desire to retain existing friendship etc.

Organizational Resistance

Like an individual organizations are also very conservative in nature. Very many
organizations like government agencies, educational institutions continue to follow the
same methods they used to 50 years ago. Even busmess firms resist change because of the
following reasons:

a)

b)

¢)

d)

g

)

Organizations structure can be an obstacle to change. Because when it is created
there is a stable pattern of task relationship that affect the way people behave and
these relationships do not change over time even if people gome and go... " The
organization structure becomes resistant to change.

Again compared to organic structures; mechanistiesghe Sfructures which are
characterized by tall hierarchies, centralized decisio @ g and standardization of
behaviour through rules and procedure are more resistdn0 change. Because people
are pro gramimed to act in set ways and are not ca?go adjust to new situations.

1

Organic structure being flat and decen allow workers to develop skills, to be
creative and responsive and are less resistaB{io changes. :

Another source of resistance fo c@s from values and norms embedded in an
organisatures culture. Norims and valte€ tend to be rigid, despite efforts to modify or
uproot them, ' :

Every organisation has sub-systems. A change in any one system creats a change in
all others as well. 1f the management wants to adopt a new technology, it cannot do
so without modifying bringing about a change in the structure.

Any changes in an organisation pattern poses a threat to the experture of speciatized
group. The personal computers, given to managers to {acilitate éasy access to
information is an example of a change which was strongly resisted because it was a
threat to specialized skills held by those in the information systems departments.

Different division of an organization perceives every problem from their own
viewpoint. To some change may be beneficial, yet for some others it may be
determental leading to a chaotic situatiop.

Orgamsatlons work to a large extent is performed by groups. Such groups have
informal norms. Any change in their composition is likely to be resisted and this in
turn will affect group performance. In other words, the level of group cohesiveness
1.e. the attraction of a group to its members affects group performance. :

Commitment Bias among group. members is another factor why they resist the
change.
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16.5 MANAGING RESISTANCE TO CHANGE

Though there are many reasons for individuals and organizations to resist change, it has to
be understood that resistance is not always bad, Resistance encourages the management to
re-examine its change proposals to make sure they are appropriate. It encourages the
| management to screen its proposed changes more carefully. Resistance sometimes comes as
= warning to managers who can take corrective actions before serious damage is. done, -
‘ especially where the costs of planning and mplementmg change is exorbitant. Resistance
encourages the organisation to lool-. before it leaps.

However, once the resources behind resistance to ¢hange has been understood managers or
change agents should know ways and means to manage the resistance to change.
Traditionally resistance to change has always been treated as something to be overcome.
Attempts to reduce the resistance have only intensified it. Most managers do not know how
to handle constances to change o rather are unprepared because of their own.-in éxperience.
They must work hard to learn and at the heart of the learning process is communication
managers must openly communicate and encourage others to communicate as well, because
today’s organisation comprises of women, minorities, older workers, besides the regular
workforce and are more diverse in nature challenged by a competitive environment,
compared to their counter parts. . The change agents or managers who plan to implement
the change must leam more about their organisations diversity, andNhow the individuals
would like to be treated & understood. The employees must be endguraged to give a candid

" feed back as to how they feel about the prospects of chapgenin théir organisation. The
managers must synchronies their aftitudes and behaviording to the employees
attitudes and encourage employees to give feed back. Jhis fomf of feedback is important to
help them gain insights into managing the change ef y. Further more, the managers
must also be empathetic 1.e. (put themselves in theyplac§of another and see-things from the
other persons point of view). The managers 1@9\9%& unless and until the nature of
change, need for the change; the benefit gflit orNrawback if any, is conimunicated to the
individuals working with in-and the pr ons discussed openly. He resistance to the
change bound is to be high.

( , _
Change is something which is constantly taking place in a dynamic environment, For e.g.
the computer age is totally transferring the manner in which work has to be done in
organisations. All the personnel need to get oriented with the computer world and face the
challenges of the changing environment. Change in technology affects-and brings about
changes in social, market, legal, political, economic environments as well.... So, today’s
work force cannot live in isolation and the idea of change should be analyzed and
understood in a much more positive sense as “chan ge is the necessity of the Day".
Six tactics have been suggested for use by change agents in dealing with resistance to
| change. These are
_l) Educat!on and communication
2) Participation
3) Facilitation and support
4) Negotiation : ' o
~5) Manipulation and co-optation
g _ 6) Coercion
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Co-ersion

Force upon the persons who resist the change. Threats of transfer, loss of promotions,
negative performance evaluations, poor letter of recommendations are all examples of co-
ersion. This tactic is commonly applied where speed is essential in implementing change
and the change agents have considerable power. The advantages and drawbacks are
approximately the same as mentioned for manipulation and co-optation.

Evaluation of techniques for dealing with resistance to change

Commonly used in

Approach which situations ~ Advantages * Disadvantages
Information is in Once persuaded Can be very time-
1.Education and accuraie or people will often _consuming
Communication  incomplete. help with
implementation.
Initiators do not People who - Can be very time
have all the participate will be consuming if
L information they committed and the  participants desigs -
2. Participation and  peed and others information they in appropriate
Involvement  have considerable have will be @yge, .
power to resist. integrated into the
changed plang
People resist No othe roa Can be time
' because of works as%ith consuming
3. . g : :
Support adjustment a nenbproblem. expensive and still
problems fail.
Some one will lose o Sontimes it is Can be too
L out in a change an@lativ&ly easy way . expensive if it alerts
4. Incentives that group ;s o0 avoid major others to negotiate
considerable power.  resistance. for compliance.
Other tactics will Can be relatively Can lead to future
5:Manipulations not work oraretoo  quick and in . problems if people
and Co-optation.  expensive. expensive. feel manipulated.
Speed is essential Speedy, and can Can be nisky if it
6. Co-ercion and the initiators overcome any kind  leaves people mad -
possess of resistance. at the initiators.

considerable power

Source: Adapted from J.P. Kotler, and L:A. Schlesinger "Choosing stralegles for change"
Harward Business Review Mar - April. Pg, 11,

The above are the six tactics which managers have to inculcate to overcome. resistance.
However, it has 1o be understood that there is no simple remedy which can be-used in all
situations. For e.g. - Participation is not to be universally followed. Different combinations
of different methods, technique and procedures may have to be tried. If the situation so

- warrants the plan to change may even have to'be cancelled. There is an acronym called “

A victory - which focuses attention on the factors important for successful implementation
of change.
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Reaction to change and Managerial Intensiveness = I .

Reactions - | Expression Managerial Intervention .

Disemployment Withdraws - Comfort, Identity .

.| Disidentification - Sadness, worry Explore, transfer
Disenchantment Anger | Neutralize, acknowledge '
Disorientation .5 Confusion Explain, plan

Adapted fmm M. Woodward and S. Buchhoiz He]pmg People through corporate change - John -
Wiley & sons, New York, 1987 P. 15.

16.7 APPROACHES TO MANAGE ORGANIZATIONAL
CHANGE

In order to introduce éhange successfully it is necessary to diagnose the problem by

analyzing the existing situation and the ideal situation in which the organization would want .
\ to be in and find the discrepancy if any. If the discrepancy requires that a change has to be

initiated and the benefits are greater than the cost involved in initiating the cliange, thena -
suitable climate for carrying out the change should be created by taking-into confidence all
those who are likely to be affected. This is the basic change process.

Apart from the basic chdng,e process and other styles or strategies w&}ll'be discussed ' L
later on, the popular approaches to managing change are: (i) Leain’s ®fassic three - step
model or the change process, (ii) actu)n research and (ul) organizatiofal dévelopment.

‘ : Force Field Analysis Lewins Threc Step Model

Kurt Lewins Force Ficld Analysis is based o ry that in any given situation,
various forces are at work which:keeps the systefhgither in- a state which is ready for
change or in a steady state. The force that o é‘y‘ to make the systein ready for changes are
called tlie Driving Forces and the farces whi ‘ ppose it are called the Restraining forces.

[ If both-the forces (i.e., driving and restraining forces) are equal in strength, then the system
is in a state of equlllbnum and changes will not occur. Status-quo is maintained. If on the
other hand the forces are unequal, the existing equilibrium wilt be disturbed.

I3

" Lewin anticipates change only when:

1. Driving forces over power the restraining forces and push them back in such a wair
that the desired change situation will be attained.

2. Thereisa reduction of restraining forces

3. Both forces are not equal in strength
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Chénging

This is a phase where new learning occurs and the’ planned changes are actually initiated
and carried out. Here individuals learn to behave in new ways. Individuals are provided
with alternatives and they choose the best one,

Kelman explains the changing phase in terms, of compliance, identification and

internalization.

Compliance - when individuals are compelled to change either by rewards or by
punishment. -

Identification

Choosing one among various models provided in the environment which suits the °

personality of the individual. ‘
Internalization
This occurs when a situation demands a different kind of behaviour from individuals and he

behaves in that manner again and again until that particular behayiour becomes part of his
personiality, New behaviour, values and attitudes develop @this phase. They get

- systematically introduced and are applied.

Refreezing a o o

The objective of refreezing is to stabilize the chang%atioh by balancing the driving and
restraining forces. In the absence of refreezjfZ Yhere¥is a very high chance that the change
will be short lived and that employee will re aCk to the previous equilibrium state.

Refreezing stabilizes the organization@w state of equilibrium by encouraging the new
behavior and avoiding the old ways of op€rating. In this connection Ferster and Skinner
have advanced their concept of continuous and intermittent reinforcement schedules.
Individuals learn the new behaviour quickly under the continuous reinforcement, but the
behaviour is short lived. On the contrary intermittent reinforcement takes a

long period of time but it ensures an enduring change.

Lewin’s Three-step change model

> o > i

Action Research

"Action research is a change process which is based on systematic collection of data and
then selection of a change action based on what the analyzed data indicate"
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e) Encouragmg equal participation from one and aII before lmplementlng any change
50 as to ensure their commitment to the chang,e

The change agents resort to the followin g'techniques for bringing about the -changezl

] Sensiti_v'e Training

This rf:f;ers toa n';ethod of changing behavior thorough unstructured group interaction.

(R.T. Goldembiewsk and A. Blumberg; Sensitive Training an(i the Laboratory approachj

i) Survey Feedback | |

This involves the use of questionnaires to ldentlfy dlscrepancws among m‘ember

perceptions, discussions follow and remedies are suggested.
(1.E. Edwards and M.D. Thomas, " The Organizational Survey Process)

b

iii) Process Consultation

The purpose of process consuitant is for an outside consultant to assist a client, usually a'
manager * to perceive, understand and act upon process events." ith which he & she must -
deal. These might include workflow; informed relationshi ng unit members and
formal commumcatlon channels. - :

(EM. Schem. Process Consultation. It’s Role in Organi_l development).

iv) Team Building | , ?‘

. This involves high interaction among team@wers to increase trust and openness. (w.

Dyer. Teach Building; Issues and alle%es).
v) Intergroup Development '

This 1nvolves OD efforts to change the attltudes stereotypes and percephons that ;,roups

have of each other,

(E.H. Neilson. “"Understanding and Managing Inter group Conflicts)
Activity - VI

Define organizational development?

- .

16.8 OTHER STRATEGIES FOR PLANNED CHANGE

Recognizing the need for the change diagnosing the-extent of problem and finding an
effective solution is called strategy. However the choice of a strategy depends on the nature
of problem, goals; people implementing the change and the resources available. Managers 7




If the change has to be effectively implemented change agents must focus on all the 7-S's to
have effective implementation. ' L

16.9 .CHANGE ISSUES FOR TODAY'S MANAGER'S

Problems facing managers of human organizations have been around since the beginning of
civilization. Although the problems with human organizations and the solutions over the
ages have not changed that much, the emphasis and surrounding environmental context
certainly have changed. The environment, today has become so complex that there has been
a disruptive change and a demand for new thinking and new ways of managing, '

There has been a paradigm shift. According to Thomas Kuhn - the tenﬁcparadigm is now

used to mean a broad model, a framework a new way of thinking, or a scheme for
understanding reality. Paradigm according to a popular futurist Joel Barker is one which
simply establishes the rules (written or unwritten), defines the boundaries and tells one how
~ to behave within the boundaries to be successful. For todays and tomorrows organizations
~_and management, there are new rules with different boundaries requiring new and different
behaviour inside the boundaries for organizations and management to be successful.

Creating an innovative climate in organization is what change agentgshould work at. There
are certain innovative organizations which have certain distinct aharaMeristics. Researches
| have grouped them into structural, cultural and human reso

categonies.  These

characteristics should be introduced in organization.

An example of innovative organisation is 3M & Co.

new products over a long period of time,

It is reputed to be the most innovative organiQE Ele world by constantly developing

in Unit I Innovation has been describe@zﬁ Innovation can be understood as a new

idea applied to initiating or imyoving

roduct, process or service. Innovations in

organization can lead from small incremental improvements to radical break thoughts,

The process of inrovation also includes new production process technologies, ‘new
structures’ or administrative systems, and new plans or programmes pertaining to
organizational members.

Sources of Innovation

1. Structural variables

a)

b)

)

d)

There is a relationship between structure and Inpovation, Organic structures facilitate
mnovation because they are lower in vertical differentiation; formalization and
centralization and are more flexible. -

Long tenure of managerial personnel provides legitimacy and kiowledge how to
accomplish tasks and achieve the desired goals. This makes innovation easier.

Having ‘an abundance of resources dampens the _spirit of innovation. Big
organizafions tend to purchase innovations rather than work on it.

Communication is high in innovative organizations. All innovative organizations
have similar cultures. They encourage experimentation and reward both success and 225




group and at the organisational level. Each technique is appropriate for a particular
situation. Every technique has its merits and demerits. The change agent, must use his
foresight, wisdom and choose the appropriate technique to meet the organisational
_requirements in an effective manner.

16.11 SELF ASSESSMENT QUESTIONS

1. Short Answer Questions

Explain the term organizational change.

List out the various types of change.

Define Resistance to change.

Explain the basic change process?

What are the techniques used by OD agents?

A R

L. Long Answer Questions

1. What i 1s change? How does it differ from planned change? Explaln the przmary

target of planned change.
~ 2. What are the major forces for change confronting today's organization?

3. "Change is the order of the day". Yet many people I%tendency to resist it?
What are the steps needed to be taken (o overcome res to change both at the
individual and organizational level. - _ _

4. What are the behavioral reactions to change? nager how would you deal

’ with each reaction? 4 : _
Discuss the force field analysts and it relatm?go Hewin's change model?

La

6. Explain Hewin's three-step model of ghang®€? How it deals with resistance to
change? . -
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UNIT - 17: ORGANIZATIONAL COMMUNICATION

Aims and Objectives

The main aim of this unit is to explain the concept of communication, process and functions
of communication, principles of communication, various types of communication and also
discuss how to overcome the barriers of communication.

-

After studying this Unit, you should be able to:

know the communication process;

discuss the role and importance of communication;

understand the barriers which disrupt cominunication and how to overcome them;

and

explain the knowledge on various types of communication in-an organization.

Structure
17.0  Introduction 0
17.1  The communication Process
17.2  Functions of Communication O
17.3  Importance of Communication _ ?\
17.4  Scope and Objectives of Communicatj )
17.5 Principles of Communication Q~
17.6 Communication Patterns in an zation
177 Communication Networks
17.8 Non-verbal Communication
17.9 Communication Barriers
17.10 How to Overcome Barriers
17.11 Modern Communication Systems
17.12 Summary '
. 17.13 Self Assessment Questions
17.14 Further Readings
17.15 Key Words.
17.0 INTRODUCTION

In the entire field of organization behaviour one of the most frequently discussed concepts
is communication,




The communication source or the sender, also known as the communicator initiates a -

message by encoding a thought. Conditions that affect the encoded message are

o Attitudes |
¢  Knowledge
o Skills
. ‘Culture

s Social system

Under this step, the sender realizes the need to convey something, to someone since he has a
thought or an idea and he puts the ideas and thoughts into some form of logical and coded
- message - This is known as encoding.

The message contains what actually the sender intends to corivey. It is the essence of
communication. For sending this message some channel or medium has to be selected.

Channel is the medium through which communication message travels. The message is
then received, heard or read by the person for whom it was meant Channels could be formal
or informal channels. The receiver then converts the message into thbyghts - This is known
as Decoding. Decoding is the translation of received stimuli infangnterpreted meaning.
The symbols are changed into a meaning and is then undgrstegd. Without understanding
communication is not complete. There, after the receiv the person for whom the
message was meant) reacts to the message he has g terpretel. fust as the encoder was

limited by his or her skills; attitudes; knowledge and ‘cultural system; the receiver is

equally restricted. :
Just as the source must be skillful in wrigipg o%eaking, the teceiver must be skiliful in

reading or listening. Therefore, on wledge, _attiludés_ and cultural background
influence one's ability to receive; just as thdyifluence one's ability to send.

The final step in the communication process is the teedback loop.

"fa commumcailon source decodes lhe message that he encodes it the messag,e is put back
into his system, we have feed back". :

Feedback puts the message back into the system as a check against mlsunderstandmg,s
Feedback indicates whether communication has attained its goal.

Noise e

Communication noise may be defined as any distortion or destruction, preventing accurate
transmission of the idea in the mind of the sender, to the mind of the receiver.

“Noise" may be anything, which is the sender, the transmission, or the receiver - that
hinders communication. :

It is the most important interfering element that surrounds the various steps of the process
and acts as a major obstacle that hinders effective communication. .
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frustration and feeling of satisfactions. Therefore communication provides a release for the
emotional expression of feelings and for fulfillment of social needs. -

Lastly, by providing the information that individuals and 'groups need to make decisions

communication performs the function of decision-making. All the above 4 functions should

be viewed as equally important. In an organisation, communication performs one or more
of these four functions.

Thayer, has decided the functions of communication into specific categories namely; thé
command and instruction function;, the influence and persuasion function and the
integrative function apart from the information function much similar to the above
functions.

17.3 IMPORTANCE OF COMMUNICATION

Communication is a dynamic aspect and is undoubtedly one of the most ceatral elements in
organizational life. Communication is described as the "Sap and life blood" of any
organization, because it is only through communication that all the important functions like

planning; organising; instructing, directing; integrating and momtoEmg are carried out. In

. personal relationships, mutual trust, understanding and co-operatiom\gan be achieved only

by meaningful communication. Inter personal conflicts and misubgdergtandings arise where

there is a lack of proper communication. Even in organiz ife without communication
there can be no direction and control. As per Keith rganizations cannot exist

without communication for the following reasons.
a) Without communication employees wi t kz
will have no knowledge about their as! y

b) Management cannot receive inf@n inputs nor can give instructions.

wn what is expected of them and

¢) In the absence of communization, co-ordination of work becomes impassible.

d) Co-operation becomes impossible between people when they do not communicate
and express their feefings. -

e} Grievances cannot be solved.
f) No proper feedback in the absence of communication.
g) Results cannot be measured
h) Communication plays a \./cry important role in the process of change. Resistance to
change occurs because of poor communication. To support change communication
must be effective.
i} Employees in the event of change will be receptive to it if they are better informed.
Therefore, good commiunication and favourable employee attitude go hand in hand.
The above are some of the sesults of in efficient communication and. have to be worked

upon. It must be remembered that to keep the wheels of the organizatien running smoothly.
Communication is very important. It is also identified as the 'nervous system' which helps

L]
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I. To facilitate effective group funct'ioning by developing information and the required
understanding, : '

2. To encourage positive attitude which is required for motivation; co-operation and job
satisfaction purposes. '

3. To reduce inter organizational conflicts by discouraging spread of misinformation,
rumors, gossip etc. - :

’ 4. To facilitate change in an organisation by giving necessary information to all concerned
‘ _ in advance.
|

5. To improve labour management relations,

6. To ensure co-operation from one and all by encouraging ideas; suggestions from
subordinates for an improvement in the product and work conditions.

7. To satisfy basic human neéds like the need for recognition; self-esteem and a sense of

belonging,

8. To serve other functions such as entertainment and maintemance of social relations
among human beings. oo 6

Activity — 11 Q
What kind of change is your organisation mostly iyolved™with? How successful has it
been? : : % -

-

17.5 PRINCIPLES OF COMMUNICATION

| A principal is a generqliy accepted rule of action. Communication is also goal oriented and
~in order to achieve them. Managers should be aware of certain principles governing
communication. To change the opinions and attitudes of persons within the organisation in

a favourable manner the principle of persuasion serve as a useful total to managers. Some .
of them are as follows: .

1. Principle of Primacy and Personal Involvement

Merrihue emphasizes that this principle is of great value. First impressions have great
retentivity. - Communication, which anticipates problem areas or predicted counter
communication is the most effective. Importance of primary in opinion change and

retention must be recognized. The participation of audience is a favourable sign. It helps to
overcome their resistance to change. -
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17.6 COMMUNICATION PATTERNS IN AN ORGANIZATION

In this section of the lesson we.shall review the concepts required to have a basic
understanding of coinmunication. Communication can bé external and internal in an
_organization. :

I. External

a) Outward: Communications that 5o out of an organization to customers; banks;
suppliers; insurance companies; mass media; general public; government
departments etc. are oulward comimunication. This can be done in the form' of.
letters; telephone calls; telegrams; reports, advertisements etc. This kind of
communication helps an organization to have a link with the outside world and
plays an important role on public relations of an organization.

b) Inward: Communication an organization receives from the external environment,
- be it individuals outside the organization or groups, government department etc. in
the form of letters; journals; circulars; brochures; magazines; reports; messages;

communication, .

-

telex etc. which facilitate the functioning of an organization constitite inward -
: £

2. Internal

Communication in an organization between managersQordinates and other persons

associated within are continuously taking place. peind of communication is varied;
complex and moves in many directions. Coganuniation can flow vertically or laterally.
The vertical dimension can be further divid wnward and upward directions.

a) Downward Commusication

Downward communication travels from' the “superior to the subordinate. It facilitates
- control and provides direction. Every superior, in this form of communication is able to.
transmit information; and instruct employees in the performance of their Jjobs.  The
managers can assign_goals; show problems that need attention and offer feedback about
performance. " Policies of an organization can be explained. This form of communication
need not be oral or face-to-face. Letter's sent to homes of employees; bulletin boards;
company in house journals etc. are some of the channels of downward communication.
They prevent distortion and confusion, '

-

b) Upward Comm“nicafion

Upward communication. flows from the subordinates towards the superiors. It provides
feedback to higher-up, and informs them of progress towards their goals and explains
current problems. 1t enables the managers to be aware of how employees feel about théir

Jobs; co-workers and the organization in general. Managers can know the effectiveness of

their plans; policies and programmes by encouraging continuous feedback. Accordingly:

- suggestions; schemes; grievance committees; group meetings; interviews efc. act as parallel
or alternate upward channels. ' -

" Effective upward communication requires an environment in which subordinates feél free
to communicate. Performance reports prepared by lower management for review by middle
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Chain ‘ Wheel _ All Channel

They are the chain; wheel and all channels. The chain rigidly follows the formal chain of
command. The wheel depends on the ieader to act as the central conduct for all the groups

communication. The all channel network permits alf members of a group to comimunicate
actively with each other.

The structure of the wheel facilitates the emergence.of a leader. To obtain accuracy the

+ chain network is most appropriate and the all channel network to obtain high member
salisfaction.

2. Informal Network 0

Every organization has an informal network apart {rom a one - the "grapevine",

recent survey found that 75% of employees hear abowf matters first through rumours on the
grapevine. This form of communication is t st fastest because no formal set Jines; nor
any definite rules are followed. Like the ghpevine, information flows in any direction;

anywhere and is fast. @
The three main characteristics of grapevin® are;

1. Itis not controlled by management,

Grapevine has its origin in the social relationships?@‘ and outside the organization, A

2. It is perceived by most employees as being more believable and ‘reliable than
- formal communiques issued by top management.

3. ltis fargely used to serve the self-interests of those people within it.

It is a natural phenomenon for people or group of people to be interested in one another and
talk about appointments, promotions; retrenchments; or even personal affairs. Thus,
grapevine circulates a hotch potch of factual information half-truths; rumours; private
interpretations; scandals and has the potential of being the mam source of information for
many employee in the organization.

This form of communication has its merits as well as demerits.

Inter-departmental inter action and peer-to-peer contacts save the 6rganization a great deal
of lithe. The morale of the organization personne) is boosted or improved by their social
interaction. Chester Bernard emphasizes that informal organizations are necessary to the
operation of formal organizations, as a means of communications of cohesion; and of
protecting the integrity of the individual. The negative effects of grapevine in that it is a 239




Smiling; touching one another as a gesture of affection; gritting teeth to show anger etc. are.
uses to express superiority, dislike, respect; love and other feelings. Non-verbal
communications include: Body language and paralmg,ulstlc - body language, expressed
through body motions and facial expressions, is a signifi cam part of any face-to-face
communication. It is sald that every body movement has a meaning and that no movement
is acc1dental

Raising an eyebrow for dlsbellef shru;,gmg shoulders for 1nd|fference frownmg, m .

puzzlement etc. are example of Body Language

The two most important messages that body language conveys are - (l) the extent to which

an individual likes another and is interested in his or her views and (2) the relative

perceived status between a sender and receiver.

Paralmgulstlc. This describes the non- verbal aspects of commumcallon that encompasses
tone of voice; pacing; pltch and similar aspects that go beyond the spoken word.
Paralingquistics reminds us that we exfract meaning from both the words that are used and
how those words are expressed

The managers who can accurately decipher the meaning of non-verbal cues will be more
effective in performmg tasLs like metivation; leadership and' mtroducmg change.

Activity -V

1) What is the non-verbal communlcatlon habn you genee are they effective or do
they mislead the receivers? o

if) It is always necessary to supplement nonverbal commumcalmn with verhal
communication? Stafe reasons?

A

iif) How do you know when a person is igrioring you?

17.9 COMMUNICATION BARRIERS

Communication is prone to mlsunderstandmg,s because the messages are complex
conditions are difficult, and psychologlcal or social differences oﬁen separate the sender
and the receiver. :
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impatience and starts giving comments or advice before he has fully heard his subordinate. . :
Faulty transmission; where part of the message is lost in transmission; poor retention :
especially in cases of oral messages when cornmumcated cannot. be retained are bamers to

commumcatlon ] o

2. Physical Barriers | -_ .' L

i) Noise; Noise is a barner to communication,~ In~ factones oral communication is
‘considered difficult because of the loud noise of machines. Communication between 2
or more persons is sometimes effected by the noise of loudspeakers on going traffic
etc. which are all barriers to communication. The word ‘noise’ is also used to refer to all
kinds of physical interference tike illégible handwrltmg, smudged copies of duplicated

* typescript; poor telephone connections etc.

ii) Time and Distance‘. This also acts as barriers to the smooth flow of communication.
With the adyvent of computer technology, however communicating with people situated
in different places is no longer difficult. However, sométimes-mechanical breakdown
render these facilities ineffective. Poor timing of communication has a negative effect
on communication and may render it of no value. Time pressure specifically act as a
serious obstacle to communication because manager being always hard pressed with -
multifarious dctivities hardly find time 1o communicate with esgrybody so frequently.

* - Therefore; apart from technical faults; concrete obstacl%e‘ ‘or geographical
distances poor lrmm;, of communication are barriers to commu on. o

+ : . . s

3. .Semantic Barriers |

Most of the communication is carried on !hrough wo%oken or written. But words are
capable of communicating a variety of meani t is Quite possible that the receiver of a _
message does not assign:the same meaning to aford"as the transmitter had intended. This
may lead to miscommunication. Differej in cohnotations and interpretation of language -
from individual experience may cawvse (%iication breakdown. Some of the semantic
barriers can be summarized as fotlows:. o ‘

Different people=mean different thmg,s even though they are usm;, the same word. -
Writing above the level of readership.
Poorly expressed message.:
Deficiency in vocabulary.
- Multiple meanings of words.
Semantic distortiion. '

Activity — VI . L . _ - o : '---«-—5,,-“—-;&.-_

[

1) While you commumcate what are.the common bamers whrch drsmpl the commumcallon
and how do you overcome them. . \

T
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¢ Consuit with others where appropriate in planning communications.

¢ Be mindful, while communicating of overtones as well as the basic content of your
message. ,

e Take the opportumty when it arises to convey somethmg of help or value to the
receiver.

¢ Follow up your communication. '

¢ Communicate for tomorrow as well as for today.

* Be sure your actions support your communication.

 Seek not only to be understood but also to understand to be a good listener.

CActivity— VI

_ . , . ,
| Nustrate your views on how to have successful and effective communication.

‘ 17.11 MODERN COMMUNICATIQQQMEMS

For communication to be effective; the com r could choose from certain media. l.e.
either written communication; oral; visyal; et®WWith the advent of telephone early in this

century it dramatically reduced face- comvmunication. Since the early 1980's there
_ has been a wave of new elcctronic t ologies and this has contributéd to new and
( advanced means of communication in organizations. These include pages; facsimile

machines; e-mail; voice mail; postal mail; interoffice mail; cellular phones; and palm sized
personal communicators.

Electronic communications does not require a person to work from his work place or desk.
Computer technology has dramatically changed the landscape of business communication
today. It is fast annihilating the barriers of time and space and the concept of our world
turning into a small global village now appears to be a distinct and near possibility.

Networked computers (i.e. computers that are inter linked to communicate with each other)
allow employees to jump vertical levels within the organization; work full time at home.or
someplace other than an organization and conduct ongoing commumcanon with people in
r other organizations the world over,

-

Organizational boundaries become less relevant.as a result of electronic communications.

. Electronic communications have. revolutionized both the ability to have access to other

| people and to reach them almost instantaneously. It however, does have some
disadvantages. It does not provide the nonverbal communication component that the face--

r to-face meeting does. Then there is the e-mail which. conveys the messages, but does not

* convey the emotion that comes through from verbal intonations in telephone conversations.
Another drawback is the virus. malady and fear of undesirable leakage. Over the long run
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6. What do you understand by the term non-verbal commumcatlon‘7 Discuss the role
of non-verbal communication in management? -

7. What are the main barriers to organizational commumcatlon‘? How can you -
overcome them?
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,BLOCK V ORGANISATIONAL BEHAVIOUR,;
| CULTURE AND CLIMATE |

In this block, we w1ll (discuss the orgamsatlonal behawour culture and .
chmate This block consnsts of 5 umts

Un1t-18 dlst:usses tlie leadershlp styles and effectiveness, leadership skills,
and also describes the theories of leadership. Unit-19 explains the need and
importance of motlvatlon theories of motivation Unit-20, discusses the
organisational culture and its indicators, factors influencing climate and also
discusses- how to create organisational culiure, while unit-21 explains the
nature of orgamsatlonal culture and factors influencing orgamsatlonal culture

- The last unit of thls block ie. umt—22 highlights ; the models of orgamsa.lonal
effectiveness,. its indicators ‘and suggests the strategies for improving
-orgamsatlonal effcctlveness o - RN AN




UNIT- 18: LEADERSHIP

.

Aims and Objectives

The main aim of this unit is to explain importance of leadership in organisations, various
theories of leadershlp and also discuss the different styles of leadership.

_After studying this Unif, you should be able to:

» define the term “Leadership™;

e explain how leadership is different from managership;

¢ appreciate the importance of Ieadership. in o;gan-isations;
* discuss the various theories of leadership; and

¢ analyze different styles of leadership.

Structure - _

180 Introduction , | . 0 '
18.1  Meaning | .

182  Importance of Leadership ' o

18.3  Characteristics of Leadership ?\
184 i i '

4 Leadership Vs, Managership - Q“
18.5  Transactional Vs. Transformati dSwship

) . on
186 Leadership Skills _

187  Leadership Styles

188 Sources of Power
189  Theories of Leadership

18.10 Likert’s Management System
18.11 Why Leaders Fail?

1812 Successful Vs. Effective Leader -
18.13 Summary

18.14  Self Assessment Questions

18.15 FurtherReadingé

18.16 Key words

18.0 INTRODUCTION

" So far you studied and understood the term ‘organisation’, various theories of organisation,

about organizational behaviour and also various issues relating to the behaviour of the
individuals and groups in organisations. Thé behaviour of either the individuals or groups
in.an ofganisation depends to 2 greater extent on the leader of the organization. In view of 249
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What is Leadership?

There are many definitions of leadership. Here are a few:

" Robert Tannenbaum: Leadership is the interpersonal influence exercised in a situation

and directful through.communication process towards the attainment of specified goals.
Peter F. Drucker: Leadership is the listing of man’s visions to higher sights, the raising of
man’s performance to higher standard, the building of man’s personality beyond its normal
limitations. :

Alford & Beatty: Leadership is the ablllty to secure de31rable actions from a group of”

followers voluntarily without the use of coercion. -

. Stephen P, Robbins: Leadership is the ability to influence a group towards the

achievement of goals. '

Waiter F Ulmer, Jr.: Leadership is an actlwty — an influence process — in which an
" indjvidual gains that trust and commitment of others and without reliance on formal
position or authority moves the group to the accompllshment of one or more tasks.

Harry S Truman: Leadership is the ability to get men to do what they don’t Ilke to doand -

like it.

Leadership, however, is a powerful concept, capable of coneying much more than can be
contained within a concise definition and capable of
different audience in different contexts.

18.2 IMPORTANCE OF LEAD@E |

From the abové defi nitions, it is clear tershlp plays a very important and crucial role
in the smooth and successful funcuonmg 0Mhe organization because for the achievement of
the organizational goals what is required is téamwork. The importance of leadership can
better be understood from the following:

o It motivates subordinates towards realization of both individual as well as group
goals

. It helps in eliciting the willing cooperation of subordinates which will lead for the
better coordination of the efforts -

o - It helps in building high morale in subordinates by infusing a sense of confidence,
courage, self-esteem and self-respect in them

¢ It creates confidence in followers by guiding, advising, and directing them properly

o It helps.in creating a healthy environment conducive for achieving the

organizaiion’s objectives

e [t facilitates ihtroduction of changeé in the organization by influencing the attitude
and behaviour of the employees.

i many different things to
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d) There is no one style of leadership, which can be applied in all situations. Hence,
leadership is situational. :

In the first characteristic of the leadership mentioned above, it is saiid that leadership means
certain personal qualities of the leader. We will now see what are those qualities:

Assertive

Adaptable to situations
Intelligent

Energetic

Cooperative

Decisive

Dependable

Creative

Good Communication Skills
Patience

Willing to accept responsibility
Self-Confident

Ambitious

Tolerant of Stress .
Alert to Changes, etc. o 0

18.4 LEADERSHIP VS. MANAGERSH ‘3

Leadership is an important element of directi funglon of a manager. 1t is only a part of-
one of the five functions of a manager’s j er Tunctions being planning, organising,
staffing, and controlling. Thus, leadership is 8gly an important part of management. The

" main differences between leadership nagership are:

) The primary role of a leader is to influence others fo voluntarily seek defined
objectives, Managers also plan activities, organize appropriate structures, and
control resources.

ii) Managers hold formal positions, ‘whereas anyone can use his or her informal
influence while acting as a leader. :

ii) Managers achieve results by directing the activities of others, whereas leaders create

a vision and inspire others to achieve this vision and to stretch themselves beyond
their normal capabilities. ' : '

In fact, in recent years, many theorists and practitioners emphasize the difference between

managers and leaders. According to Watren Bennis “To survive in the 21 century, we are’

going to need a new generation of leaders — leaders, not managers. The distinction is an
important one. Leaders conquer the context — the volatile, turbulent, ambiguous
surroundings that sometimes seem to conspire against us and will surely suffocate us if we

let them — while managers surrender to it”. In his view, the main differences in some of the

characteristics of managers and leaders in the 21* century are:
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From the vantage point of the followers, transformational leaders come’ across as
Charismatic, Inspirational, Considerate and Stimulating,

Characteristics of Transfermational Leaders:

According to Tichy and Devanna (1986) the common characteristics of transformational
leaders are: '

» They clearly see themselves as Change Agents

s They are Courageous

e They Believe in People

+ They are driven by slrﬁng sf:t of Values

» Theyare Life-Long Learners

» They can cope with Complexity, Uncertainty and Ambiguity

» They are Visionaries

transformational leadership instead of transactional leadership.

Activity ~ If ‘ - O

State the characteristics of a Transformational Leader.?s

S

i8.6 LEADERSHIP SKILLS

From the abox}e, it can be concluded that what the org@)ns need today is

The three broad types of skills leaders (managers also).use are technical, human and
conceptual, which are briefly explained below:

Technical Skill: 1t refers 1o a person’s knowledge of and ability in any type of process or
technique. Examples are the skills learned by engineers, accountants, toolmakers, ete,

Human Skill: It is the ability to work effectively with people and to build teamwork

Conceptual Skill:- It is the ability to think in terms of models, frameworks, and broad
velationships, such as leng-range plans. It becomes increasingly. important in higher
managerial jobs, ‘.

Technical skill involves things, while human skill concerns people and conceptual skill
deals with ideas. A proper mixture of these three skills will lead to the high performance of
a leader. '




Autocratic Leader: He is task-centered person who does not give much importance to
relationship with his subordinates. He makes all decisions by himself and announces them
to the subordinates, tefling them what is expected of them and how the tasks should be
accomplished. He loves power and never delegates authority. Based on the assumption
that subordinates will not work on their own due to lack of ability and willingness, an
autocratic leader believes in forcefully directing and coercing the subordinates. Autocratic
style of leadership may be appropriate when subordinates are uneducated, unskilled and
submissive and may be less desirable as employees are_becoming more educated and well
organised.’ '

Democratic Leader: He is both task and relationship-oriented. He encourages his .

subordinates to participate in decision-making at every level as also in implementation.
However, decisions are taken by the leader hi_m_self, after consulting the subordinates.

Participative Leader: He decentralizes authority and encouragés subordinates to

participate and involve in decision-making and implementation processes. Here, decisions -

-are made by the leader and his subordinates jointly.

Free-Rein or Laissez-Faire Leader: He involves complete delegation of authority so that

and relinquishes the leadership position. This style of leadership be appropriate when
the subordinates are well trained, highily knowledgeable, K vated and ready to

assume responsibility. - O

Leadership Styles Based-on Modern Theories ?\
Leaders ofmodern organizations exhibit i:}%{; style with vision and perform the

subordinates themselves take decisions within_the limits defined b§ hiim. He avoids power

work effectively.,-i.e., do the right things. eddership styles based on the charismatic
and transformational theories are clas@nt three, viz., Envisioning, Energizing and

Enabling.

Envisioning: This style includes creating a picture of the future or a desired future state
with which people can identify. This style emphasizes on articulating a compelling vision
and setting high goals and expectations.

A

Energizing: - This style directs the generation of energy, the motivation to act among the
organizational employees. This style also includes demonstrating personal excitement and
confidence, seeking, finding and using success.

Enabling: This style of leadership helps the followers psychologically to act or perform in
the face of challenging goals. This style includes empowering, expressing personal support
and empathizing, - '

18.8 SOURCES OF POWER

Earlier we discussed that leadership means -influencing the behaviour of others. How a
leader ‘can influence others? A leader is able to secure the cooperatior. of others and
influence their behaviour because they perceive him to be possessing power over them.
There are various sources through a leader can get this power. The important sources of

257




i) Trait Theory - |

' a

Trait theories assume- that leaders are born, not made. This is because, according to these
theorists, a leader can be effective only if he possesses certain traits or characteristics.
Since many of the traits prescribed for a leader are inborn in a person, this theory seems to
advocate that leaders are born, not made (eg., Mahatma Gandhi, Indira Gandhi, Nelson
Mandela, etc.). A number of research studies were conducted during the last few decades
- to identify the characteristics or qualities of the individuals who proved® themselves as
. successful leaders. Most of them single out the following traits:

Phj«sioiogical Characteristics : Age, Height, Weight

Background Characteristics : Education, Experience, Social Status and
to Mobility
Intelligence _ : Ability, Judgment, Knowledge
Personality : Self-Confidence, Enthusiasm,
; Decisiveness, Aggressiveness,
: : Extroversion, Alertness, Dominance,
_ AuthoritarianismgJndependence
Task-Oriented Cha racteristics : Initiative, PerszQ, Need for ‘
‘ - : Achieve@NAch’), Responsibility
Social Characteristics e "'T iplomacy, Prestige,

ﬂ% p

: Supgs¥i%ry Ability, Cooperativeness,

: . ' oplarity. .

Stodgill classified these traits intd f“iq catefories, \?iz; Intelligence and Scholarship;

Physical traits like age, height, wei ngth, etc., Personality characterized by self-
confidence, honesty, integrity, creativityNafid imitation; Social status and experience; and
Task-Orientation. .

Trait theory is over-sirhplistic in explaining the complex concept of leadership. We still do
not have a set of traits, which discriminates leaders and non-leaders. Many people have
traits specified for leaders and still do not show leadership. How to measure traits? Some
of the traits may describe a successful leader but predicting successful leaders on the basis
of traits alone is not a correct approach. The theory does not take into account the followers
and the situations who make a leader successful. Besides, there is no agreement over the
traits also. Lo '

i) Group & Exchanée Theories of Leadership

This theory was developed in 1969, Social psychology is the basis for these theories. We

know that a leader influence his followers. But why do the followers get influenced? This .

is because of the benefits provided by the leader. But what are these benefits? May be pay
rise, promotion or praise. In return, the followers respect the leader and allow him to
influence them. As we are aware, a leader emphasizes initiating siructure when followers
do not perform very &veil, and consideration when they perform well. . In return, the
perception of his followers regarding his leadership improves. In short, the leader and the
followers mutually affect each other. '
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iii. The University of Michigan Studies

At about the same time, when studies were conducted at the Ohio State University, a similar
study was conducted by Rensis Likert and his associates at the University of Michigan.
Two sets of leadership styles emerged from the University of Michigan studies, viz.,
Production-Centred and Employee-Centred Leadership Styles,

'Employee-Oriented Leaders focus on the individuality and personality needs of their
employees and emphasize bulldmg good interpersonal relationships.

Production or Job-Centred Leaders focus on production and the job’s technical aspects.

Likert, uitimately, concluded that “Supervisors with the best record of performance focus
their primary atiention on the human aspects of their subordinates’ problems and on
endeavoring to build effective work groups with high performance goals.”

From the above it is ciear that these two leader behaviours were assumed to be at opposite
ends as leaders were believed to emphasize either on jdb-centred or on employee-centred

approach, but not both at a time. 0

iv. Managerial Grid

Industrial psychologists Blake and Mouton developed Qmagerial grid basing on the
Ohio State study. They developed a two-dimensio id for appraising leadership styles.

“concern for production” and evaluated a 5 use of these behaviours, ranking them
on a scale from 1 (low) to 9 (high). The conbgm for production is similar to task-centred
and initiating structure behaviours concern for people is similar to employee-
cenired and. consideration behaviours hen the two dimensions are placed on the
managenal grid, 81 possible leadership styles may be identified and analyzed. But Blake
and Mouton emphasized on five critical managerial styles which were shown in Fig. 18.2.

This Managerial Grid used the behaviour! dingnsions “concern for people” and

Impoverished Management (i,l) :  Minimum concern for production &
: Minimum concern for people

Management (1,9) : Minimum concem for production &
- : Maximum concern for people

Maximum concern for production &
Minimum concern for people

Authbrity-Obedience Mgt. (9,1)

Maximum concern for production &
Maximum concern for people

Team Management (9,9)

Middle of the Road Mgt. (5,5) _+ Half way concern for production &
: Half way concern for people

Of these five styles, the researchers concluded that managers performed best when using a
9.9 style. Unfortunately, the grid offered no answers to the question of what made a
manager an effective leader; it only provided a framework for conceptualizing a leadership

style. In-fact, there’s been little substantive evidence to support the conclusmn that 9,9
style is most effective in all situations. -
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Forces in the Manager: Manager’s value system, his confidence in the subordinates, his
leadership inclinations and his tolerance of ambiguity. .

Forces in the Subordinates: Subordinates’ need for-independence, their tolerance for
ambiguity, their willingness to assume responsibility for decision-making, their interest in
and understanding the problems, their understanding and identification with organizational
goals, their experience with and expectations of leadership.

Forces in the Situation: Type of organization, nature of problems, group effectiveness,
time pressure, etc, ' '

The continuum approach to leadership provides a wide range of leader behaviours. It
identifies the behavioural alternatives available to a manager and highlights the dynamic
nature of leadership. It also suggests thai the leadership style should be adapted to the
requirements of the particular situation,

Fig. 18.3 : Leadership Continuum

Boss-Centred _ Suhor@entmd'
Leadership rship

Area of Freedom
For Subordinates

T T G B

Manager  Manager Ma:nager Manager Manager Manager Manager

Use of Authority
By The Manager

Mages “Sells” Presents Presents  Presents Defines Permits
Decision Decision Tdeas & Tentative Problem,  Limits; Subordi-
& Announ- Invites Decision .Gets Sugg- Asks °  nates to
ces It . Questions  Subject to estions, Group to  Function
Change  Makes Make Within
Decision  Decision  Limits
Defined
By
Superior
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Self-Assured _ ' . __ Hesitant
8 7 6 5 4 3 2 1

Efficient . '_Inefﬁcient'
8 7 6 .5 4 3 2

Gloomy __ o . __Cheerful

Open , _ _ Guarded

(Source : Gene Burton & Manab Thakur, “Management Today : Principles and Practice”, Tata
MeGraw Hill Publishing Co. Lid., New Delhi, 1995, p.335)

According to Fiedler, high LPC scores identify leaders who are relationship oriented and

tend 1o évaluate the least preferred co-worker in generally unfavourable terms. These are

leaders who need close interpersonal relationships in their lives and who hold task -

accomplishment as a secondary need. On the other hand, leader with low LPC scores are
task-oriented and tend to establish good social and interpersonal relations only after tasks
hiave been accomplished.

After an individual’s basic leadership style had been as through the LPC, it was
‘necessary to evaluate the situation in order to match the leMefwith the situation. Fiedler

grouped the situational variables tnto three areas ofco%

Leader-Member Relations: The degree of aQﬂ%c_e, trust; and respect -employees had

for their leader; rated as either good o po

Task Structure: The degree to which job asmg,nments were formallzed and procedurised,
rated as either high or low . .

r
Position Power: ‘e degree of influence a leader had over power-based activities such as
hiring, firing, discipline, promotions, and salary increases; rated as either strong or weak.

Fiedler perceived eight possible combinations of the three situational variables as shown in

Table — 18.2. As a leadership situation varies from high to low on these variables, it falls
into one of the eight combinations or situations. The most favourable situation is one in
which the leader-follower relations are very good, the leader enjoys great position power
and the task structure is well-defined. On the other hand, the most unfavourable situation
signifies that the leader is disliked, the leader has Ilttle position power and the task is
unstructured.
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For this, what the leader should do i is to help, guide and motivate the employees to achieve
the goals of the orgamzatlon The leader can extend thls type of help or support in four
- different ways: - ) o
(a) Dlrectwe Leader He lets subordinates know what’s expected of them
schedules’ ‘work to be done, and-givés specific guidance 'on how-to accomplish
tasks ; : ,

| tb) Supportlve Leader "He is ‘friencll‘y and shows concern for the needs of
followers ‘ ' '

(c) 'Partlclpatwe Leader: He consults w1th group members and uses their
suggestlons before making a decision.

{d) Achlevement-Onented Leader: He sets challenging goals and expects
followers to perform at their hlghest level.

4

But what type of behavrour the leader should exhibit? This depends on two situational
factors, viz., (i) The personal characteristics of the subordmates and (ii) The characteristics-

of the enwronmem, whlch are explamed in Fig. 18 6. _ N
_ , o )

an. i;—~ 186 Situational Factors lnﬂuencing l@\ip Behaviour

" Environmen ntingency

. tors:
i R . k Structure

Formal Authority System

K Work Group
" Labour Beflaviour o _ | ‘ Outcomes

* - Directive - _ L - | = = Performance
¢ " Supportive — — i e Satisfaction
e Participative .

¢ Achievement

Oriented
\_ " Subordinate
] - Contingency Factors

RO : . ® Locus of Control
' "~ »  Experience’
¢ Perceived Ability

(Source Stephen P, Robbms & Mary Coulter, “Management” Pearson Education,
2 © 2002, p.470). . 267




iv) Leader Partlclpatlon Model - .

Victor Vroom and Phllhp Yetton developed a leader-pamclpatlon model It is a leadership =

theory that provides a set of rules to determine the form and amount of participative
decnsmn-malgmg in different situations. This model is-a normative and it provides a

sequential set of rules that should be followed for determining the form and amount of

partlclpatlon desuable‘m a decns:on-makmg as determined by different situation. .

This theory was developed by analyzing the decnswn-makmg stylesfleadershlp styles of the

managers. Vroom and Yeiton categorlzed these styles into five, viz.:

Autocratic—1 : Leader mdmdually solves the problem usmg the
. _ lnformatlon atready avallable, ,

Autpeﬁitic—ll L Leader obtains dat_a from_subordinates“and"the‘decodes;

Consultativel . i : = 'Leader explains problem to individual subordinates and

obtatins ideas from each before deciding;

‘ Consu!t_ative-ll S Leader meets with groupof ‘sybordinates to share “the

problem and obtain inputs, and,thethdecides; and

L

Group : Leader- shards problemy group and faculltates a
: d "a reaching of group -

discussion of alternati
agreement ot the ion.

Of them, which style: has fo be adopted in_a#"Sjtuation? '["hlé again depends on various
factors like decision SIgmf icance, lmponan
ise,

- of commltment, group support group € competenoe etc.

The usefulness of th:s model rests on at 1¢ast three key 'assumphons First, it assumes that
managers can accurately classify problems according to the criteria offered. Second, it
assumes that managers are able and wlllmg to adapt their leadership style to fit the
contingency conditions they face.for each major decision. Third, it assumes that employees
will accept the legitimacy of different styles being used for different problems, as well as
the validity of the leader’s classification of the situation at hand. If all these assumptions

are valid, the model “holds cons:derable promlse for helping managers choose the
appropnate Ieadershlp style . :

v) The Hersey-Blanchard Life Cycle Theory of Leadershlp

The Hersey and Blanchard Life Cycle Theory of Leadershlp of Situational Approach (1982)
contends that the most effective leadership style depends on the maturity of subordinates.
The theory defines maturity, not as age or emotional stability, but as a desire for
achievement, a willingness to accept responsibility, and task-related experience and ability.

e

Fig.-18.8 illustrates the life cycle theory of leadership model. The curved line indicates the

- maturity level of the followers: Maturity level increases as the maturity curve runs from

-~ right to left. The key for leadership effectiveness in this model is to match up the situation

with the appropriate style The four styles are:

mitment, leader expertise, likelihood
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18.10 LIKERT’S MANAGEMENT SYSTEMS .

Rensis Likert along with-his associates at the University of Michigan studied the styles of
managers and identified that the managers operate under four different systems. They are:

» System — 1 : The leader behaves like an exploitative authoritative way and exploits
the subordinates

o System—2: The leader takes a paternalistic approach

* System —3: The leader uses democratic approach, where he consults subordinates .-

in decision-making

¢ System - 4: The leadér allows his subordinates to participate in decision-making

process and the decisions are taken by the leader and subordinates.

These models are explained in a more detailed manner in Table — 18.3.

Organisational Swstem | Swsrem 2 System 3 System 4
Variahle (Exploitative)  (Benevolen) {Consuligri v% (Demacratic) .
{Authoritative)  (Authoritative)

I. Extent to which  Hasnotrustand Has - SI but  Complete
superior has confidence in condescending - not Semtplete . confidence
confidence and  subordinates confidence and fidenceand  and trust in
trust in trust such s trust, still wishes  all matters.
subordinates. master haé to keep control

servant. of decisions.

2. Extent to which  Subordinates do Slcs do  Subordinates Subordinates
superiors behave  not feel at all not fe#l very free  feel rather free  feel
so that free to discuss to discuss things ~ to feel discuss completely
subordinates feel things about the  about the job things about the  free to
free to discuss Job with their with their job with their discuss things
important things  superior. superior. superior. about the job
aboul their o : with their
immediate ) superior,
superior,

3. Extent to which  Seldom gets Sometimes gets  Usually pets Always get
superior ideas and ideas and ideas and ideas and
generally tries to  opinions of opinions of opinions and opinions and
get subordinate’s  subordinatesin  subordinatesin tries to make tries to make
ideas and_ - solving job solving constructive use  constructive
opinions and problems. problems. of them, use of them.
make
constructive use

of them.

Table - 18.3 : Likert’s Systems of Leadership
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* Unable to adapt to a superior with a different leadership style

»  Over-dependence on a superior or a mentor.

18.12 SUCCESSFUL VS. EFFECTIVE LEADER

Leadcrshiﬁ influences the Behaviour of subordinates for group objectives. Leaders attempt
to affect the followers, as a result of which they are successful to get the work done (better
productivity or output) or unsuccessful.

. Effective

- Successful < :
Attempts ' Resultant neffective
lLeader ——— 3 Follower '
' Leadership - Behaviour

(A) o (B) Unsuccessful

When the foliower's needs are also satisfied along with thg satisfaction of the
orpanization’s needs, the leader is effective. '

If the follower B performs because A has power of positi successfil. But if which
performing if B is attitudinally hostile towards A, A is subees€ful but not effective. B’s
needs are not being fulfilled while performing wdue t0 a reward punishment

personal needs also. A’s leadership is effectiv

consequence. When B performs finding the job gwar ng, he sees the job as fulfilling his -

Success is concerned with the behaviou%ndividual or group. Effectiveness describes

the internal state of predisposition. [t is atfddinal in nature. For being successful as well -

as effective, a leader needs both the power of position and personal power.

18.13 SUMMARY

Leadership is the process of influencing and supporting other to ‘work enthusiastically
toward achieving objectives. It is determined partly by traits, which provide the potential
for leadership, and partly by role behaviour. . A'leader needs power to influence the
behaviour of others, and he gets this power from different sources. A leader may possess
reward power, coercive power, legitimate power, referent power and expert power. Various
experts in the areas of concern propounded different theories relating to leadership and
these theories are broadly categofized into three groups, viz., traditional theories,
behavioural theories and contingency theories. In addition to them, two more theories
(Charismatic Leadership Theory and Transformational Leadership Theory) are also gaining
popularity. Based on these theories, the styles of leaders are identified. These styles are:
Autocratic, Democratic, Participative and Free-rein. Although a positive, participative,
considerate leader tends to be more effective in many situations, but that may not be
compulsorily !successful in all situations, Ultimately, it is the leader who should decide
which style of leadership would be successful in a given situation. That’s why, it can be
concluded that leadership is situational.
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18.16 KEYWORDS

Autocratic Leader
Democratic Leader -

Laissez-faire Leader

Leadership

Participative Leader
Transactional Leader

Transformational Leader

Who takes decisions and imposes them on

_the group.

Who takes decisions after discussing with
the followers

Who plays a passive role in group affairs,
and normally. interacts with group
members only on their initiative

Tt is the process of influencing the
behaviour of ~ others towards the

accomplishment of goals in 'a given

- sifuation.

Who takes decisions jointly with the

followers, i.e., both the leader and the _

followers take the decisions

clarifyin and task requirements

janisation and is capable of having a
rofound and extraordinary effect on his
followers.. = ' ‘ :

Wh?’pires followers to transcend their
%wn elf interests for the good of the

Who. guideé o@ates hts followers in
the dio established goals by
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At one time, employees were considered just another input into the production of goods and
services. What perhaps changed this way of thinking about employees was research,

referred to as the Hawthorne Studies, conducted by Elton Mayo from 1924 to 1932, -

This study found employees are not motivated solely by money and employee behavior -

is linked to their attitudes. The Hawthorne Studies began the human relations approach to
management, whereby the nieeds and motivation of employees become the primary focus of
managers. o

-

19.1 MEANING AND DEFINITION OF MOTIVATION

"Motivation is putting high level of effort in order to achieve the planned goals of an
organization and also an individual puts his or her effort in order to achieve his or her
desired need”. Everyone is motivated everyday by something that rouses the mind or
emotions to take action in pursuit of a goal or to fulfill a need." High level of motivation
always leads to greater quantity as well as greater quality of work which.in turn leads to
high profits which enables the organization to provide their employees with greater rewards
and recognition. This is a circular procgss.

The key elements in motivation are the effort, organizational goals and needs.

"Effort is generally the measure of intensity.” Some one wo% hard only when he or.
she is motivated. But efforts can lead to good performance whe effort is channeled in a
direction that benefits the organization.

(Stephen P. Robbins, 1996). Generally a need thag/ls ot satisfied creates tension in the -

"Need means that certain cutcomes appear to %ﬂactive with some internal state.”

mind of an individual. If a desired goal i icvéd then the tension in the mind of an
individual will reduce. Numerous motivatiomghedties address these questions and like the
b

majority of leadership theories, mostjye be®n developed and tested in the U.S. Each of
this theories attempt to explain wh n beings behave in the ways they do and what'

managers can do to encourage certain typ¥s of behavior while discouraging others.

Motivation commonly refers to anything that causes people to behave as they do. Most
people have a clear sense of what it feels like to be motivated to do something. But
scientists have found it difficult to define motivation. When studying motivation, most
psychologists and behavioral scientists focus on two specific aspecls of motivated behavior-
the arousal of behavior and the direction of behavior.

Motivation can be defined as "a concept used to describe the factors within an
individual, which arouse, maintain and channel behavior towards a goal™.

Activity - [

What is Motivation?
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these personal: needs, they will probably be more motivated to-ensure that the company's
business objectives are achieved; '

In education, teachers sometimes use rewards to motivate students to leam. They may also
motivate students to find satisfaction in the learning aciivity itself by emphasizing the

value of being able to work through problems. Such an approach encourages students'

mastery of problem-solving techniques and an increased expectancy of success in future
tasks. '

19.3 THEORIES OF MOTIVATION

There are various theories of motivation as explained below: -
Content Theories
Content theories focus on factors within a person that: -

a) Energize behavior, _ o
b) Direct behavior, ’

¢) Sustain behavior, R BN
d) Stop behavior, 0
¢} . These factors can only be inferred. . - :
These theories suggest that people have certain needs an esires, which have been

that we want and need and we come to believe it so rongly that we think that it is a

internalized. (This means that as we have grown up we learned that these are things
natural thing to want these things.) These thek at what it is about certain people

that make them want the things that they doadd: What things in their environment will
make them do or not do certain things. FprxampYe why vould a person who was getting
a lot of money for a job still be unhap%ay be there are other things, which they
consider to be more or equally inxsortant s¥Ch as the work environment or the friendship
and support of the people that they work with.

. Process Theories

Process theories are concerned with HOW people think and behave 10 get what they want.
These theories describe and analyze how behavior is:

a) Energized,
b) Directed,
') Sustained,
d) Stopped.

19.3.1 MASLOW'S NEEDS HIERARCHY THEORY

~ Abraham Masiow (1943) provided the contém perspective with a hierarchy of needs
theory which postulates that people are motivated by multiple needs, which could be

arranged in a hierarchy as depicted in Fig-19.1. According to Maslow, there are five

general categories of needs in order of ascendance:

1. Physiological needs are the mest basic physical needs for food, water, shelter, etc. On
the job, these needs consist of needs for adequate heat, air, and a base salary to ensure
survival,
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Maslow believed that the lower needs (ph)?s;‘ioll'-i'.-)gy and saﬁ_:iy étb.) needed to be at least

partially covered before the higher needs (such as ego and self actualization) could be
activated (In fact Maslow believed that these two higher needs are very rarely satisfied in
anyone). He believed that once set of needs was at least partly satisfied people would begin
to be motivated by needs from the next category. An example, which might be used here,
is a shift in the emphasis of the union movement in Australia from wages and working
hours to now emphasizing issues such as job security, industrial health and other security

issues. There is also a move away from unsatisfying specialization to a team or group’

work system which gives workers more responsibility and - hence more satisfaction.
Informal groups such as sporting or friendship groups are also often encouraged in the work
environment. ' -

Maslow also believed that people were ofien motivated by more than one set of needs at a
time and that they place varying importance on different needs. This means that someone
could be motivated by their basic need for food, shelter and comfort but may override
these needs by refusing to do a job which contradicts their personal values. Their self-

esteem (which is an ego need) was the dominant one. As our circumstances change the

needs that we consider to be the most important to us can change too. If the physiological
needs are neglected fof too long we may starve or become ill. These needs may then

become the dominant ones and the job taken even though it conflicts with a person's

values.

Activity — I : 0

Critically discuss the Maslow’s need Hiera_rchy theory. O

1932 HERTZBERG'S TW(_)-FA-.&:TORQEORY |

Like Masiow, Hertzberg believed that people had higher and lower levels of needs.
Unlike Maslow who had five levels of needs Hertzberg has divided human needs into two
categories. ' '

1. Hygiene factors

"Environmental factors® such as salary, inter-personal relationships, working
conditions, and style of leadership and types of supervision, security, and type of work,
working hours, status. Hygiene factors are so called because they are seen to work like
preventative medicine. They stop you from getting sick but.do not really do anything to
make you the healthiest that you can be, or better than you were. In a management
context this means that hygiene factors don't motivate people to do their very best but
they are needed to stop people becoming dissatisfied with their jobs.

2. Motivating factors

Factors within a job, which allow for such things as achievement; responsibility,
recognition, advancement, .and challenge. Hertzberg suggests that- thése factors are the
ones which encourage people to strive to do well, in other words to motivate them to do
* their best. . _ :

e ena ..Q...u“. D L
R I
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level needs of Mastow. Maslow says when the low&b

motivators and what Herizberg says is the san the¥sense that they are maintenance factors
(not motivators). But one particular differe
emphasizes that any unsatisfied need, whether
and Hertzberg clearly identifies certain

never be motwatoys. .
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fertzberg’s theory is not much
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The individual's preferences are based on the'

Strength (valence) of the desire to achieve a second-level state Perceptton of relationship

between first-and second-level outcomes

Principles

VI=S§ (V2xl)

The valence associated with various first-level outcomes is a sum of the multiplication of

the valences (VZ) attached to all second-level outcomes with their respective-

instrumentalities (I}

M=f{VIx E)

Motivation is a multlphcatlve function of the valence for each first-level outcome (VI) and '

the perceived expectancy (E) that a given behavxor wrll be followed by a pamcular ﬁrst-
level outcome '

P=f(MxA) . |

Performance is consrdered to be a multlpllcanve functlon o@ation {(the force) and
ability. - o

Management practiccs ' O

Mana;,ers need to focus on employee expectatlon%uccess Managers must actively

determine which second-level outcomes are rtaljt- to employees. Managers should
like desired second-level outcomes to the Qﬂmtlon s _performance goals.

2.HE‘Iquity Theory
An employee compares het/ his job's inputs-outcomes retlo wwith that of referents.
if the employee perceives inequity, she/ he wilt -act fo correct the ineqoity‘. '

a) Lowel' productivity, | | | |

b) Reduced quality,

¢) Increased absenteeism,
d) Voluntary resignation.

Employees compare their efforts and rewards with those of othérs in similar Wwork sitiiations.
Individuals, who work in exchange for rewards. from the organization, are _

motivated by a desire to be equitably treated at work. Equity exists when employees perceive
that the ratio of their input (efforts) to their outcomes (rewards) are equivalent to the ratios of

other similar emp_loyees. : _ ,

1} Inequity exists when these ratios are not equlvalent,
i) Alternatives to Restore Equiity,
iii) Changing inputs, o
iv) Changing outcomes, :
'v) Changing the reference person ..
vi) Changing the inputs or outcornes of the reference person,
vii) Changing the situation. - -
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the results will be low performance, a decrease in jOb satlsfactlon and an increase
in turnover and absenteeism statistics.

.4 Rewards should-also be perceived by employees as eq uatmg with the inputs they .

. . bring to the job. At a simplistic Jevel, this should mean that experience, skills,

abilities, effort, and other obvious inputs should explain difference in-
performance and hence pay, jOb assngnments and other obv:ous rewards.

Activity - IV -

If you are the manager HRD, how do you motivate yooi' employees? Suggest.

19.5 BARRIERS OF WORK MOTIVATION.

The barriers of work motivation are; SN . 9 o '
i) Attitude to emoloyees Cons:denng employee as cogof tR®machine rather as a

human system having unique needs, abllllles pe traits, values, aptitudes, .
skills etc. , ' ‘ .

i) Work Goal: Ungefined, unachievable ;m@ msgurab]e.

iii} Path: ' Job responsibilities ore u ‘eﬁ ‘unachievable, immeasurable and
unrelated to work goal. ' :
¥ V) mdémhipz Lezidership failure in manipulation of incentives ‘

v) Third party: lnﬂuence of informal commumcatlon systems through colleagues _
unions and famlly members. :

Strategies to overcome Bamers

a) Job Analysis: More emphasns on personnel specification and regressxon analysns to
determine weight age on job related individual characteristics.

b)) Human resource accounting: Accountmg lQ, EQ, personahty traits, aptitude
prof les of each employee -

c) Selg_c_t;on: Selecti ng right man for right olace at the right time.

d) Attitude change': Employee as human system havuﬁg soeciﬁc neeos, aptitudes,
temperament attltudes towards job and the organization.

¢) 'Role clarity: Well def' ned job description and work roles. Introduce role drama for
p role understanding for both lower level employees and the managers. .
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3. Dlstmgulsh between mol!vatlen and emouon ClE
4. Whatis ﬁ'usrratlon? How It is. dlﬂ'erent ﬁem satlsfactzon

Il Long Answer Questlons

What is motwatlon'? State the motivation factors?
Explain the Maslow's two-factor theory of motivation? -
Discuss the Hertzberg‘a- two factor theory of motivation?
Critically compare the expectancy theory and equity theoty of motivation?
Exp!aln the bamers to motwatlon and suggest how to over these barriers,

R S
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20.1 SIGNIFICANCE OF ORGANISATIONAL CLIMATE _

The study of Organ:izational'Clifnéte is gaining fot of significance because of the following

reasons.
1. Acts as a Stimuli’

The elements of Organizational Climate define the stimuli that confront the individuals.
As stimuli they influence individual’s arousal level, which is a motivational variable
directing human behavior. Thus, the behavior of the people in the organization is affected
by organizational climate. Further, the level of arousal will directly. affect the, level of
activation and hence performance.

2. Constraint Syst'eﬁi

Organizational Climate places constraints upon the individual’s freedom of choice and this
has both the positive and negative sense. Providing information to the employees about
what kind of behavior will be rewarded, punished or ignored can do this. Thus it provides
sources of rewards and punishment. Further, the varying degrees of rewards and
punishments can influence behavior. Such a constraint’ system would influence the
behavior ‘of those people who are most interested in those s ific values, which are
assigned to different-behavioral outcomes. 6

3. Evaluation of Scif and Others ’ O
The elements of organizational climate may affect i0r through evaluation of self and

associated. Thus Organizational Climate hel e self and others

others. In this evaluation process both physi?sﬁica and psychological variables will be

4. Helps the Individual to form a PefCghtjon

Organizational factors influence the behavior by helping the individual in forming a
perception of the organization. The perception then infiuences behavior.

Therefore, there is.a need to understand the various dimensions of organizational climate.
These enable the organization to atiract and keep people who fit into the climate, so that its
patterns are to some extent perpetuated. Employees of the organization can expect certain
rewards, satisfaction and frustration by properly perceiving the organizational climate.

Activity-1I

i) What do you mean by organizational climate? Why it is important in organizations?
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20.3 DIMENSIONS OF ORGANIZATIONAL CLIMATE

In our previous discussion we have stated that organizational climate is a multi dimensional

concept. Now,we shall discuss the major dimensjons of organizational Climate are:

) 'Dominant Orientation

- Dominant orientation of the organization is an important determinant of climate. It is the
major concern of its members, It shows the Meinbers Orientation to the existing rules and
regulations. If the dominant orientation is to adhere to established ruies and regulations, it
indicates the control orientation. On the other hand, if the orlentatlon is to produce
excellence the climate is characterized by achlevement orientation.

ii) Inter-personal Relations

Interpersonal relations, which are reflected in the form of the way informal organizations -

formed and operated. Informal organizations, many times benefit the orgamzatlons
Sometimes, they also result in goal displacement.

iii) Individual Axtonomy

pla¥e. If the individual
uthority, it may result in

Individual Autonomy and freedom experienced at the
employees are given sufficient freedom to work and exd
greater efficiency in operations. This autonomy will red
executives,

iv) Organizational Conirol System Q~

The organizational control systems.ta t the degree of control on the subordinates.
These controls could be rigid or fle / Rigid control will lead to impersonal or
bureaucratic atmosphere in the orgamzatlon There will be minimum scope for self-
regulation. : :

v) Organizational Structare

. The organizational structure serves the basis of inter personal relations between superiors’

and subordinates. It clearly states that -who is responsible to whom and who is to direct
.them. This structure could be, centralized or decentralized, mechanistic or organic structure.
‘A decentralized and organic structure could result in greater participation from subordinates
compared to centralized and mechanistic structures.

-

vi) Management Orientation towards Employees

The dominant style of managers wili also have impact on the climate of organization. This
style could be concern for production (Task Orientation_ or Concern for employees
(Relationship Orientation). In Task Orientation leaders will be autocratic. Employees obey
out of fear of punishment. This may result in low morale. On the other hand, Relationship
Orientation, results in considerate and supportive climate. This may result in team spirit
because the needs and aspirations of the workers will be given due importance.

e burden of higher-level -
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these beliefs and expectations are being fulfilled. Further Rousseau ha.;'; brought out the
fOlIowing‘_gi__s_‘lingion; Lo S o . I .

+ i) Culture is normative, climate is descriptive.
i) Organizations may not have _dist'i.nct cullures (strong norm may be absent), but
.~ climate exits in all organizations (at least at the individual level).

iii) All individuals, in an organizational setting experience a climate. ‘Not all individuals .
are ‘part of a Culture, the reason being culture is product of sharedness among
individuals, for climate it is not necessary so. '

iv) Culiure is a group o social unit phenomenon. -Climate is atiached 1o individual
perceptions. ' et

- .v) -Organization culture is based on anthropology and sociology whereas organizational
climate is based on psychology. - ‘

' vi) Organizational climate refers to current situations in organizations and the linkage
ameng teams, employees and performance, whereas organizational culture refers to
the historical context and .its input on’ employees béhaviag. It is difficult to alter
organizational culture in the short-run. '

* vii)People leam to communication what is ,ra‘-“-"_’ 0%, and unacceptable in an
- organization (its values and -norms) through it % whereas Organizational
] It 1

chimate does not deal with values and no concerned with the current
atmosphere in an organization. rv e

20.5 FACTORS AFFECTIN og ANISATIONAL CLIMATE o

3

L The Climate ot"_an,org'anizalion is influend€d by a host of factors such as Organizational
Context, Organizational structure, Process, Physical _env_iljonme,m, System Values and

Norms influence the climate of an organization.

Let us discuss some of the factors that influence the climate of an organization in detail.
1. Organizational Context - .

Organizational Climate is being influenced by coniextual factors like the philosophy of"
management which is vividly manifested in the form of rules and regulations, and policies.
Besides the reactions of the associations of employees and the degree to which they agree -
with management’s philosophy is critical to the development of a favorable climate. If
management is able to match employees® goals to organizational goals, it is niost likely to
put a positive influence on climate. The management’s attitude towards employees is
indeed a major determinant to the overal] organizational climate. e

2. Organization Structure

The structure of the organization is one of the ways through which the philosophy of the
management is manifested. The Structure of an organization is'a framework within which’
the formal relationships namely, authority and responsibility exist. This structure serves as
the basis of inte-personal relationships between the superiors and the subordinates and the 295
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ii) Explain the factors influencing organizational climate.

20.6 MEASURING ORGANISATIONAL CLIMATE

Measuring Organizational climate enables to capture the essence, environment, order and
patterns of organization. Usually organizational climate is measured through survey
questionnaire. Several instruments have been developed to measure organizational climate.
These instruments measure a number of elements of climate, assign them numerical scores,
and then interpret-the scores. The various elements measured to determine organizational
climate are related to conformity, responsibility, standards, motivation, leadership,
communication and others. To measure these elements questionnaires are developed based
on five points or ten-point scale. Organizational Climate scores can range along a
continuum from favorable 10 neutral to unfavorable. The scores of the organizational
climate give a fairly good idea about the attitudes of employees towards organization. They
also enable the managers to take suitable steps to build a congenial climate, which
contributes to higher-level performance and greater job satisfaption.'o

responsibility, reward, and risk. Warmth, support, standar flict and identity. They

Litwin and Stringer developed a questionnaire coﬁerin%@elemems viz., struclure,
concluded that different management approaches lea%' rent climates. Further they

stated that climate affects motivation, performance and tion.

Another research, which was developed by Wensis Likert, focused on the siyle of
management. His study covered szven ts viz., leadership, processes, motivational
forces, communication, interaction-influe ocess, decision-making, goal setting and
oK

control. The researcher concluded that the more human-oriented climate produces both a

higher levels of performance and greater job satisfaction.

20.7 HOW TO IMPROVE ORGANIZATIONAL CLIMATE

The purpose of measuring organizational climate is to improve it to reap the benefits of

good organizational climate in the form of greater productivity, higher level of job
satisfaction and reducing absenteeism and labor turnover. The following techniques, to a
large extent, may be useful in improving the organizational climate:

i) Effective Communication System

By encouraging open communication and allowing employees to express their opinions
freely. The manager can modify the decision on the basis of feedback received.

ii} Concern for Pebple'

The managers must be interested in developing the human resources of the organization,
They should work for welfare of employees and the improvement in their working
conditions. By showing concern for people and their development the ‘management can
build favorable organizational climate. ' :
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leadership qualities which fits into the environment and showing concern for people. These
measures help to build good climate in the organization to improve productivity,
profitability and job satisfaction. =

L

20.9 SELF ASSESSMENT QUESTIONS

IL Short Answer Questions

1. Explain the concept of Organizationa! Climate.
2. Briefly discuss the determinants of Organizational Climate.
3. . How do you distinguish between culture and climate?

I. Long Answer Questions
1. Explain the significance of Organizational Climate to improve productivity,

profitability and job satisfaction.
2. What are the factors affecting organizational climate?
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20.11 KEYWORDS

Organizational Climate : The summary perceptions which
people have about an organization.

Organizational Culture : This is connected with the nature
of beliefs and expectations about
organizational life. -
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__Before understanding the concept of organizational culture, let us get clarity regarding the
concept-of culture. Culture is an anthropological term. Culture is the set of important
understandings that members of 4 community share in common. It consists of patterned
way of thinking, feeling and reacting that are acquired by language and symbols that create
distinctiveness among human groups. - It ‘also refers to characteristics, individuals in the
group have in common such as language, value system, religious beliefs, preferences and
other patterns of behavior. Thus, when we talk about culture, we are referring to the pattern
of development reflected in a society’s system of knowledge, ideology, values, laws, social
norms and day to day rituals, The culture of any country depends upon the pattern and stage
of development. Besides, the culture is passed on from generation to generation.

21.1 CONCEPT OF ORGANISATIONAL CULTURE

In order to have a better understanding let us discuss the concept of organizational culture.
Organizational culture may be understood as ‘the philosophies, ideologies, values,
assumptions, beliefs, expectations, attitudes, and norms that knit an organization together
and are shared by its employees.

The concept of culture and its application has acquired lot of relevance and significance due

to the following reasons: .
o Organizations are social systems and must operate j th@ cultural subsystems,

which is a part of the social system. 6

» People working in the organizations ha en- drawn from diverse culture.
Therefore, understanding culture gained lot ofgignificance.

Thus, the study of organizational cutture W very important because it conveys vital

information like norms, values, assum that’enable employees of the organization how
to do things in the organizalion so t ir actions may be acceptable. According to
|

Martin, Organizational culture may speciftlally include:

i) The routine behaviors and norms which are practiced and shared throughout the
organizations such as organizational rituals, ceremonies, and common language used
and the concept of what should be fair day’s work for a fair day’s pay.

ii} The dominant values and philosophy followed by the organization such a product
quality or price leadership

" iii) The rules of the'game for a newcomer to learn in order to be accepted as a member of

the organization

iv) The organizational climate of an organization conveyed by the physicai layout and
the manner in which managers and employees interact with customers and outsiders.

21.2 LEVELS OF CULTURAL ANALYSIS

There are three lmponant fevels of culture. The first level is observable second level is
shared and the third is common assumptions.
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iii) Clarifying power and status differentials
iv) Setting standards for intimacy and ffiendship
v) ldentifying how rewards and punishments are earned

vi) Establishing ideology to give meaning to unexplainable events.

Activity -1

i) What do you mean by Organizational Culture?

il) What are the levels of Organizationa! culture?

21.4 CHARACTERISTICS OF ORGANI NAL CULTURE

Stephen Robins opines organizational culture ag a gst_em of shared meaning held by
members that distnguishes the organizati other organizations. According to
Cambell Organizational culture is concerped wih how employees perceive the six basic
characteristics-individual, autonomy, r consideration and conflict. Forehand and
Glimer feel that cultural charactenstics o rganization are relatively enduring over time
and relatively static in their propensity to change. Edgar Schein states that organizational
culture is “a pattern of basic assumption —invented; discovered or developed by a given
group as it learns t¢ cope with its problems of external adaptation and internal integration-
that has worked well enough to be considered valuable and, therefore, to be taught to new
members as the correct way to perceive, think and feel in relation to those problems. .

Stephen Robins suggests the following characteristics to capture the essence of the culture
of an organization are as follows:

i) Members Identity: The degree to which employees identify with the organization as
a whole rather than with their type of job or field of professional expertise.

if) Group Emphasis: The degree to which work activities are organized around groups
rather than individuals.

ifi} People focus: The degree to which management decisions take into consideration the
effect of outcomes on people within the organization.

iv) Unit integration: The degree to which units within the organization are encouraged
to operate in a coordinated or interdependent manner.




3. Dominant Culture and Subeculture

A dominant culture expresses the core values that are shared by a majority of the members
of the organization. Generally organizational culture refers to its dominant culture only.

This is the macro view ‘of culture which gives an organization a distinct personality. Each ~

department of an organization may have its own culture, in which case there is subculture.
Subcultures tend to develop in large organizations to reflect common problems, situations,

_or experiences that member face. These are minicultures within an organization, typically -

defined by departmental designations and geographical separation. These subcultures
include the core values of the dominant culture plus additional values unique to members of
the department.

4. Strong Cultures and Weak Culture

In the case of strong cultures the core values of the organization are intensély held and
widely shared. The more members who accept the core values and the greater their
commitment to those values, the stronger the culture is. A strong culture will have greater
influence on its members and there will be lower employee turnover. Organizations having
no common history or has high turnover of its employees is said to have weak culture.

5. Material Culture and non-material Culture

The culture prevailing in the organization may be classified intognat®al culture and non-
material culture. Material culture comprises of all the things that roduces - artifacts.
We find material culture in the organizations in the form gPMhform they ware, tools and
equipment they use etc., Non-material cultare refers to ble beliefs, philosophies,
habits, customs among the metmbers of the organization. THis non-material culture, for
example rituals, taboos and jargon,- will have prozﬁ*'mpact on the behaviour and
commitment of the members of the organizag Rituals_are usvally associated with
ceremonies. In organizations rituals can be %ﬂ'the_ﬁ)rm of welcoming the new
employees, celebrating on the occasion oysilver Mbilees functions and bidding farewell to
the employees etc., Taboos als preva%vganizations. They represent generally the
nature of acceptable human conduct affec morality, for example, it may be wrong to
accept gifts from customers or suppliers in some organizations. Jargon or the language.
used by people when they are'in a group. For example railroaders have a special language
which they use when they join as a group. ‘

Activity - 1T

What are the dimensions of organizational culture?

2.6 IMPACT OF CULTURE ON ORGANIZATIONS

Keith Davis examined the impact of culture on the organizations in "terms of freedom,
equality, security and opportunity. '
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Environment

Because all organizations must interact with their environments, the environment has a role
in shaping their cultures. Liberalization and deregulation of the industry in late 1990 of the

Indian economy has altered the economic environment. Before deregulation, the

environment was relatively risk-averse and non-competitive. Increase in costs was
automatically passed on to customers. As a result of liberalization and deregulation
cultures of organizations are undergoing transformation.

21.8 HOW ORGANIZATIONAL CULTURE SUSTAIN

Once a culture is created, there are practices within the organizations that help keep it alive.
This is done through Selection process, actions of the-top management and socialization
methods. ) .

Selection

Organizations tend to hire, retail, and promote persons who are similar to current employees
in important ways. A person’s ability to fit in can be important in these processes. This "fit’
criterion ensures that current values are accepted-and that potentigl challenges of ‘how we
do things’ are screened out. : ' 6

Top Management

The actions of top management also have a majqn§igpact on the organization’s culture.
Through what they say and how they behave, senidgfexccutives establish norms that filter
down through the organization as to wheth k taking is desirable; how much freedom
managers should give their subordinates, wite{'1s appropriate dress; what actions will pay

. off in terms of pay raises, promotion s %ﬁher ewards.

Socialization

While.an organization’s values, norms, and beliefs may be widely and uniformly held, they
are seldom written down. The new employees, least familiar with the culture, are most
likely to challenge. It is, therefore, important to help the newcomer adopt the organization’s
culture. Compahies ‘with strong cultures attach great importance to the process of
introducing and indoctrinating new employees. This process is called socialization. The
socialization process not only reduces threats to the organization from newcomers, but it
also lets newly hired employees know what is expected of them.

The socialization process has three stages, namely, pre-arrival stage, encounter stage and
transformation stage. /
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h)

Organizational rites, ceremonies and sharing of success stories of the organization helps
to carry out good cultural values of the organization.

Employees leamn the organizational culture through the stories which circulate through
many organizations. These stories related to the sacrifices of the founders, rags to riches,
successes, difficult initial years of the organizations and crisis periods in the later years
and how the organization coped with these periods. These stories anchor the present in
the past and provide explanations and legitimacy for current practices.

Rituals refer to any practice or pattern of behavior repeated regularly in a prescribed
manner. Repeated activities help the employees in learning the cultures of the
organization, Prayers and oath taking are a few examples of rituals practiced in the
organizations. :

Material . symbols of a particular organization convey to the employees, the
organizational culture, Examples are layout of corporate headquarters, dress attire, size
of offices etc,,

The language used by the organization and the units within organization can identify
members of a culture or sub-culture. The newcomers who learn this languagé give their
acceptance to the culture and in doing so, help to preserve it. Sometimes, the
organizations develop their own terminology which acts asN\g common denominator
which unites members of a given culture and subculture. ’

Activity— IV - O

i)

Explain how culture develops in org,anizations?\

ii) What are the ways through which organization culture is maintained?

21.9 CHANGING ORGANIZATIONAL CULTURE

Sometimes it becomes imperative to change the culture of the organization in order to make
it more effective in the changing environment. Some of the following may become
imperatives to change the culture of the organization.

i) Dramatic crisis in the organization like a major financial set back, loss of a major
consumer or a technological breakthrough. This may make the management to look
into the cultural aspect of the organization. - :

ii) Sometimes old top executives leave and new top management may come. This may
necessitate new culture.
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have propounded théory Z. They have identified the practices of American and Japanese
organizations on seven major dimensions and explained theory Z.

Variable American | Japanese _ Theory z
Employment | Short term Life time Long term
Decision-making Individual ~ Consensus Consensus
Responssbility Individual Collective | Individual
Evaluation & Rapid Slow _ Slow
Promotion .

Control ) Explicit & Formal Implicit & Implicit Informal

inforimal _ with explicit

formalized
measures.

Career paths I, specialized Nori-specialized Moderately

Specialized _ 0

Concern Segmented Holistic Holistic

including . , O family

iy Period or Length of Employment

The significant difference betw;aen Americ apanese organization is the length of

employment. American organizations are chaMctenzed by short tenure and high labour

lifetime employment. Theory 2’ sug hat the employment should be long-term
employment. This will improve the moral€ in the organization and integrates employees
with the organization. This will also result in low labour turnover rate. Adjustments are’
made during business cycles.

turnover rate and less loyalty to the o%ﬁims Whereas Japanese organizations have
g

ii) Decision Making

Decision-making in American organizations is done by individuals whereas Japanese
organizations take decisions based on the agreement of the members. Theory Z that
suggests decisions should be made on collective wisdem and it should be participative.

iii) Responsibility

In American organizations people shoulder responsibility individually whereas Japanese
organizations it is collective. Theory Z suggests it should be individual, in fact they are
collective where all the members are to see that the goals of the orgarizations -are
accomplished.

iv) Evaluation and Promotion

Appraisals are done frequently in American organizations and also the promotions,
Whereas Japanese organizations appraisals are slow and opportunities to move up are aiso
limited. Theory Z also suggestsslow ¢valuation and promotion policy. ' '

- .
-
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Activity — V1

What is theory ‘z’? Examine erotically.

21.11 SUMMARY

v

Culture is an anthropological term. Culture is the set of important understandings that
members of a community share in common. Organizational culture is concerned with how
employees perceive the basic characteristics of an orgzanization -individual, autonomy,
reward, consideration and conflict. Culture plays a vital role in preserving the values of the
organization and also enabling employees to behave in an acceptable manner by removing
the ambiguities.

A strong organizational culture is not always beneficial fo the organization. Sometimes it
comes in the way of organizational effectiveness as it poses a strongqesistance to changes
when the organizational environment actually demands it. Basical@e separate factors
contribute to the emergence an organization’s culture: Critical inci its history, and its
environment. The cultures of an organization are sustained thfoulh the process of selection
of members of the organization, actions of the top managenignt aiid socialization methods.
The implementation of Theory Z will encourage ers to take active part in the
organisation and improves the quality of work life. Th%igh quality of work life varies
from time to time, organization to organization/AVihin the organization over a period of
time and country fo country depending upon its st development and ideology.

21.12 SELF ASSESSMENT Q TIONS

1. Short Answer Questions

-Explain the concept of organizational culture,

Explain various dimensions of organiZation culture.

Explain the concept of quality of work life,

What are the dimensions of quality of work life?

What do you mean by Theory ‘Z°? | :

P N N

II. Long Answer Questions

1. What do you mean by organizational cullure? Explain its significance and

dimensions,
2. How do orgamzatlonal cultures emerge? Is it possible to change the organizational -
culture. )
3. Define culture? Explain the impact of culturc ‘on organizations with suitable
examples.

. Define organizational culture? How Orgamzatlonal culture sustain?
Define Quality of Work Life? Explain tts dimensions.
Explain the term quality of work life in the Indian Context.

Sth
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UNIT - 22: ORGANIZATIONAL EFFECTIVENESS
Aims and Objectiﬁeé

The main aim of this unit is to explain the nature of organizational effectiveness, assessing
organizational effectiveness, models, indicators and also discuss the factors and approaches
to study organizational effectiveness.

Afier studying this Unit, should be able to; _
* understand the term organizational effé‘ctl;\-!en'éss;
‘s distinguish between efficiency and effectiveness;
) iden-tify the indicators of effectivenesé;

* explain approaches and models to organizational effectiveness; and

s  suggest measures to improve organizational effectiveness.

Structure 0
22.0 Introduction - '

22.1 Nature of Organizational Effectiveness O
22.2  Effectiveness and Efficiency

22.3  Assessing Organizational Effectivenes ?\

22.4  Mode! of Organizational Ef'fectivemesQ~

22.5 Indicators of Organizational Ef@less

22,6 Factors Affecting Organizational E¥fectiveness

22.7 Improving Organizational Effectiveness

22.8 Approaches to Organizaiional Effectiveness

229 Summary

22,10 Self Assessment Questions

22.11 Further Readings
22.12 Keywords.

22.0 INTRODUCTION

Organizational behavior is a field of study that investigates the impact that individuals,
groups, and structure have on behavior within organization for the purpose of applying such
knowledge toward improving an organization’s effectiveness. Stephen P. Robins.

The above definition clearly points out that organizational effectiveness is the focus of
organizational behavior It is #ery difficult to think organizational theory and behavior
without including the concept of organizational effectiveness. The concept of organizational
effectiveness has been receiving considerable importance because of the following reasons: 315




_ Fig-22.1
Levels of Organizational Effectiveness

\ * Organizational
Growp : Effectiveness
. / Causes
— Effectiveness
Individual Environmental
. Causes
Eftectiveness Technology
Cohesiveness
Causes o Strategic
. Leadership
Ability ’ Choice
_ Structure -
Aptitude Structure
. Status ,
Skills, Processes
Roles
Knowledge : Culture
) Norms
Attitude

Emotions. 0

Group cffectiveness: is simply the sum of the combi @ of all its members. Many a
time group effectiveness is more than the sw the individual contributions. The
important causes of group effeciiveness are gr;%lesiveness, leadership, structure,
status, roles and norms. ' '

* Organizational Effectiveness: consi individual and group effectiveness. However,
organizational effectiveness is more t e sum of individual and group effectiveness.
Through synergetic effects, organizations are able to achieve higher levels of performance
than the sum of their parts. The important causes of organizational effectiveness are
environment, technology, strategic choices, structure, processes and culture,

-

There is close relationship among the three levels of effectiveness. Group effectiveness
" depends on individual effectiveness and that organizational effectiveness depends on group
effectiveness. The exact relationships among the three views vary depending on such

factors as the type of the organization, the work it does, and the technology used in doing '

that work, Further, it has to be understood that there is a synergistic effect of the three
perspectives.

Activity - 1

i) What do you mean by organizational effecti\{eness‘?
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22.3 ASSESSING ORGANIZATIONAL EFFECTIVENESS

According to Hugh J. Amold and Daniel C. Feldman the assessment of Organization’s |
effectiveness is very much dependent upon the foliowmg a) Perspectlve b) time frame
and ¢) standard of comparison.

Perspective: Different individuals and groups, both inside and outside the organization,
may focus upon different components of the organization’s performance and as a result
develop different assessments of the organization’s effectiveness. For example,
shareholders and investors may evaluate an organization’s effectiveness solely in terms of
its profitability, growth and productivity. Managers within the same organization tend to
focus more upon the adaptability and innovativeness of the organization, as well as on the
satisfaction of customers or clients with the products or services offered by the
organization. Lower-level employees may judge the organization’s effectiveness primarily
in terms of how they are treated by the organization and their resulting levels of
commitment to the organization. It would be incorrect to assume that the assessments of
organizational effectiveness from one perspective are right while the others are wrong. The
key point is that whether an organization is judged to be effective or not depends largely on
who is asked for an assessment and what their particular perspective is.

Time Frame: Assessments of organizational effectiveness are very mych dependent upon
the time period during which effectiveness is incasured. For exa , @h organization may
be able to increase its profitability in the short-to-medium by cutting expenditure on,

maintenance, research and development, ad the like. Thesg ¢ actions, however, may

inhibit the organization’s capacity to innovate and adapt effe
in the longer term. Thus, an assessment of the same olion over a longer time period

innovation, adaptability, and ultimately profi Any discussion of organizational
effectiveness must clearly specify the time f:me emgployed in the assessment.

might lead to the conclusion that the organiQ'on as very ineffective in terms of

Standard of Comparison: Whether an org! tion is judged to be effective according to
any of the components depends upon the standard against which the organization s being
assessed. There are three standards of comparison commonly used in assessing organization
effectiveness. The first standard is the performance of other, similar organization making
the same types of products or offering the same types of services. For example, if compared
to organizations in general Company X might be judged to be very effective in terms of
innovation. But the key to assessing Company X’s effectiveness on this dimension might
well be in determining whether X company is more innovative than those of Company Y or
Z in the same industry and its other top competitors.

The second common basis for assessment of effectiveness is the past leve! of performance
of the organization itself. In a rapidly growing personal computer indusiry a company that
grew by 20 percent in one year might be judged ineffective if it had been growing in size by
50 percent each year for the previous five years. In a declining industry such as steel
manufacturing, a company that had been shnnklng for several years might be judged
extremely effective if its sales grew by 5 percent in a subsequent year.

Finally, organizational effectiveness may be judged in terms of the levels of performance
that the organization had hoped or planned to attain, ie., the organization’s own
performance goals. An organization that had set a target or a 5 percent increase in profits
feel 1t had performed very effectively if a 7 percent increase in profits were achieved.
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a) Causal Variables

These are the factors which influence the course of developments within an organization.
They include management strategies, structure, styles, skills, policies, procedures etc. They
are independént variables within the control of organization and its management.

b) Intervening Variables

Intervening variables are those factors which represent the internal state of the organization.
They include such aspects like commitment to objectives, morale and motivation of
employees, decision-making and problem solving, skill/approaches, communication, group

cohesiveness etc., Causal variables like leadership style and behavior affect the intervening

vanables.

£) End-result (Qutput) Variables

They reflect the result /accomplishments/ failures of the organization. Qutput could be'l

measured in terms of production, sales, net profit ete.

The inter-relationship among the above sets of variables as stimuli (causal variables) acting
upon the orgamzatlon (mtervenlnb variables) and crealing certain responses: (end-result
variables).

influenced by causal variables and result in the end resul t variables. Many times
intervening variables are overlooked in organizations which af®Concerned merely with the
short-ferm results But organizations with a long-ter pective give tmportance and
recognition to develop and build morale, motivati ommitmient elc.,

The internal state of an. organization reflected by the @ning variables. This 1s

Causal variables Interve ariables Quput Variables
Structure ' :
Organization Commitment to

Structure - objectives Production costs
Technology Motivation, Morale .| Sales, Profits
Corporate Philosophy  { — Communication —» . Management- Unlon
Objectives, Policies | Conflict Resolution relations

eto., : Decision-making Absentecism.
Leadership - | Tumover
Strategies, skills, and Problem-solving Accidents
Styles '

Time Dimension and Organizational Effectiveness

Time is one of the universally agreed dimensions. of organizational effectiveness. An
organization is said to be effective if it sustains itself over time in the environment,

It is a long-run measure of effectiveness. But this model considers short-run and also
intermediate’ indicators. The long-run measure is survival. The short-run indicators arc
production, efficiency and satisfaction. The intermediate effectiveness indicators are
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22.5 INDICATORS OF ORGANIZATIONAL EFFECTIVENESS

a)

b)

d)

P

h)

i)

Organizations can be effective or ineffective There are several indicators, which indicate
the eftectiveness of an organization. Let us discuss some of the indicators of organizational -
effectiveness. A large number of indicators, which are discussed below, are not independent
of each other. Many a time they may overlap.

Prod uctmty One of the indicators of effectiveness of the organizations is its ablhty

to produce more with the same inputs or produce same with lesser inputs. This is
termed as productivity. An organization is said to be effectwe if it is able to be more
productive compared to its counterparts.. :

-Efficiency: Even though efficiency ‘is not the effectiveness, in the long run,

effictency of the organization contributes to the effectiveness of the organization.
Efficiency may help an organization in becoming effective by increasing the
possibilities of energy storage and by helping in long run growth and survival, but it
is only as aspect of organizational effectiveness.

Employee absenteeism: Absenteeism is the failure to report to work It is obviously
difficult for an organization to operate smoothly and : attain its objectives if

‘employees fail to report to their jobs, The levels of absgntedigm beyond the normal

range in any organization have a direct impact on that 1zation’s effectiveness
Therefore, one of the indicators of effectiveness is @ ' rate of absenteeism.

an organization. A high turnover rate result ihcreased recruiting, selection, and
training costs. A high rate of turnov n al3o disrupt the efficient running of an
organization 'when knowledgeable and“epeienced personnel leave and replacements

must be found and prepared to g#8wme pbsitions of responsibility Thus, a fow labor
y ’

Labor Turnover: This is the voluataiy and%mary permanent withdrawal from

turnover indicates the effectiven Pan organization, with which it is able fo satisfy

 their needs and retain them in the oNanization.* . )

Goal consensus: Yet another indicator of organizational effectiveness is the ability of
the organization to achieve goal consensus among its members who “have varied
interests and goals.

Conflict: It is a fact that conflicts are all pervasive, One of the features of an effective
organization is its ablllty to generate contain and resolve conflicts in the

. orgamzatlons

Participation in decision-making: Participation of members in the decision making
process whole heartily is another distinction features of an effective organization.
This indicates the motivation levels of the employees and'the efforts of the
management to satisfy the needs of the employees

Stability: Stablhty of the employees of an organization shows the beliefs of the
employees in the long run survival and their dependability on the organization. In an
effective organization people will show mcllnatlon to grow along with it and stay
with the organization.

Qual}ty of lﬁanegement: One of the features, which distinguish an effective -

organization, is the quality of management it provides in various spheres of its
activities like Research and Development, producuon marketing, human resources
and its concern for the socxety
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22,6 FACTORS AFFECTING ORGANIZATIONAL
EFFECTIVENESS

Let us try to understand the factors that affect organizational effectiveness. This will help us
to concentrate on critical factors and improve organizational effectiveness. The major sets
of factors that have impact on organizational effectiveness are:

1. Organizational characteristics

2. Environmental characteristics

3. Employee characteristics

4. Managerial policies and practices.

1. Organizational characteristics

The two components, which have impact on organizational characteristics, are a.
Organizational structure and b. Technology.

a) Organizational structuré: influences the effectiveness in terms of functional
spectalization, centralization in decision making and even formalization is likely to
impact on productivity and efficiency. Further, job satisfaggion of the employees is
also refated to the organizational structure. For exammﬁon of work, authority

and responsibility, generate the feeling of satisfaction amo ple at work.

b) Technology: and organizational structure is int d. The type of technology
"determines the nature and structure of organigagion. Change of technology will have
impact on task, structure, people, strateg etc%e organization fails to change the
structure according to needs of technol it will never prove to be effective,

2. Environmental Characteristics -

Every organization is influenced by a sel of environmental factors. Thése environmental
factors are segregated into external environment and internal environment, External
environment consists of the market, legal and technical aspects, which have a direct bearing
on the supply of materials and other factors of production and distribution. The internal
environment of the organization is deeply influenced by psycho-sociological factors, which
determine individual responses to organizational expectation. Therefore, every organization
requires a proper management information system, which will monitor such changes in the
environmental setting, which have a bearing on organizational structure, The three sets of
factors which determine the appropriateness of organizational response to environmental
changes are;

-a) the accuracy with which environmental states are forecast
b) accurate perception of environmental states
¢) pragmatism enshrined in organizational system.

3. Employee Characteristics

Human factor is the most important factor which influences the goal achievement of
organization. If there is a close integration among the individual and organizational goals,
the organization will be highly effective. It is influenced by employee characteristics such
as their goals, skills, motives, attitudes and values, role clarity, ability, wil!iﬁgness_,
knowledge and commitment: '
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i) Underétanding: This is the extent to which the relations are accurately perceived.

il) Normative Conformity: This is the extent to which actual behavior confi irms to the
percelvcd behavior.

jif) Affective Conformi ity: This is the extent to-which the actual behavior cont' irms to the
desires and reflections.

Iiv) Satisfaction and dissatisfaction: This is the extent to which the prescribed,

perceived or actual relations are also desired or rejected. .

v} Affective atmosphere: This is the state of balance between the aﬂ'ectivify positive
and affectedly negative choices in an organizational unit.

vi) Centralization: This is the extent of concentration of choices (prescribed, actual,
desired, perceived or rejected) in a particular person or group.

22.8 APPROCHES TO ORGANIZATIONAL EFFECTIVENESS

Let us discuss the approaches to organizational effectiveness. Thesgarious approaches to
organizational effectiveness are: - 6 ‘

1. Goa! Attainment Approach, O
2. Systems Resource Approach, '

3. Internal Processes Approach, : ?i

4. -Strategic Constituency Approach. ‘ '

Besides the above approaches we shall algguss Maximization or Optimizatioﬁ
Approach and Behavioral Approach

1. Goal Attainment Approach

The goal attainment approach is a traditional view of the concept of the effectiveness. This
is widely used by organizational theorists. According to Cherter Barnard it is the
accomplishment of recognized objectives of cooperative effort. The degree of
accomplishment indicates the degree of effectiveness Organizational effectiveness is
appraised in term§ of the accomplishment of ends rather than means. The following are
the assumptions of this approach -

a) The complex organizations have an ultimate goal towards which they are striving and

b) That the ultimate goal can be identified empirically and progress toward it can be
measured. The traditienal economists and organization theorists defined effectiveness
in terms of profit maximization, providing an efficient service, high productlvxty or
good employee morale,

R L Thorndire has noted a general tendency on the part of personal and industrial .

psychologists to accept as ultimate criterion of organizational success of the following:

Organizational productivity, net profits, the extent-to which the organization accomplishes
its various missions and success of the organization in maintaining or expanding itseif.
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Organizations interact with the extemal environment on a continuous basis Feedback is
important in helping the organization learn from experiences with the environment, so it
can develop the means for adjusting to environmental demands. Therefore, rather than
~ viewing an organization’s effectiveness as merely the extent to which it attain its goals, the
systems approach suggests that effectiveness can be viewed in terms of optimizing and
maintaining elements of the input-process-output performance cycle as well as extent to
which an organization adjusts to feedback from the environment,

According to this approach there are several criteria, which determine the effectiveness of
the system. W. A. Bennis, considers the followin g points: ' '

a)} Adaptability or ability to solve problems and to react with flexibility to change: This
indicates that how ableis the organization in solving -its problems and reacting with the
flexibility to changes is a very important consideration in"determining the organization’s
effectiveness

'b) A sense of identity: This represents the knowledge and insight on the part of the
members about the goals of the organization and how outsiders perceive them.

) Capacity to test reality: This implies ability to search out, adcurately ‘perceive’ and
correctly interpret properties of the environment - : '

d) State of integration: The last criteria for determining orgg iz@ effectiveness is to
check the state of integration among the subparts of the totizalion such that various
parts are not working at cross-purposes. -

In terms of the above criteria, effectiveness cannigt be e¥sured merely by selecting the right
type of people and training them for jobs, by @ ng them satisfied, or by reducing inter
group competition, etc. Rather the systems conc¥gt leads us to a different way of thinking
which suggests the analysis of relationshi een the organization and its environment.

- An organization must follow the following points in order to be effective:

i) The organization should have favorable relations with- the environment to ensure
continued availability of inputs and positive acceptance of outputs,

i) This approach also emphasizes flexibility of response of the organization to changing
environment; the efficiency with which the transformation takes place in the
organization, the level of employee job satisfaction and the clarity of communication
efe. o _ o ‘ '

iif) Managers have a responsibility to understand the nature of the environment and to set
the realistic goals accordingly. ' '

v} The organization ého'ﬁld be able to successfully adapt structure technologies and

policies with the changing environment to facilitate the achievement of organizational -

goals. = '

Limitations: In spite of its contribution to measure 6rganizational effectiveness, the
systems resource approach suffers from ‘the following limitations. ~

i) The acquisition of resources ultimately relates to some goals, which are ~ difficult to
be measured. : ; : :

-
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managemem to derive an appropriate combination of effectiveness ctiteria. Multlple criteria
. are necessary to fulfill the requirements of each srtuatlon

.The following guidelines for choosing the appropriate criteria are offered:

a) The goal accomplishment approach is appropnate when . goals are clear,
consensual, time-bounded and measurable

. b) Use the resource acquisition approach when inputs have a traceable impact on results
or output. .

. . K . ' . . L.
¢) The internal processés approach is appropriate when organizational performance is
strongly influenced by specific processes (e.g. cross-functional team work)

d) Use the strategic constituencies approach when. powerful stakeholders can
significantly benefit or harm the organization.

Let us also discuss a few more approaches to organizational effectiveness

Maximization or Optimization Approach

Another conflict in the concept of organization eftectivenessgs (gt of maximization vs.
optimization. This conflict gives.rise to two clearly separate sets cision making models
one based upon maximization and one based upon o tion. The first approach is
referred to as the ‘Economic Man Approach’ and @ond is referred to as the
h

‘Administrative Man approach of decision making’ ese approaches help us to find
out to what extent an organization can become tive. Let us discuss these two

approaches: : ' : _ Q~
Maximization or The Economic Man .

This approach assumes that the econo:m man was completely rational and tried to -
maximize returns by his efforts. He makes his decisions in terms. ‘of Means-Ends
relationships. He assumes that a_complete and consistent system of preferences is there
which allows him to make a choice among alternatives. He also assumes availability of -
complete knowledge and information regarding the alternatives so that he chooses the best
alternatives. This approach states that the decisions of the economic man will be directed
towards goal achievement, which is, generally profit maximization. In reality, rarely .this
happens, due to the following reasons’ Maximization of effectiveness, even if possible, is
not in the best interests of the organization rather it will be destructive from long run point
of view. This may result in the depletion of resources, or environmental problems or
attracting the resentment of the public due to mere ‘profi teerlng Thus, a short-term gam
may result into lon;, run loses.

Optimization or Administrative Man Approach

Administrative Man approach is associated with Herbert Simon. This approach is in
contrast to economic man approach. In contrast to perfect rationality of economic man, this
approach emphasizes optimization in decision making which satisfies the administrative
man. This is why; he tries for satisfactory alternatives only. Optimization represents the real
situation of decision-making behavior as against the maximization which represents very
. hypothetical position to assist in the analysis of economic theory Because of this reason,







