D ﬁR AMBEDKAR MBA - 51 -
Ir. D.A, L1340 .
OPEN UNIVERSITY SOCIAL PROCESSES

Hyderabad- 500 033 (A.P.) AND . |
o BEHAVIOURAL ISSUES

CONTENTS _ Page No.
BLOCK-1 : SOCIAL AND ORGANISATIONAL CULTURES - - 3
Unit- 1 : Indian Environment - f’erspective on Culturai : 5
Processes and Social Structures '

- Linii-2 : Sociely in Transiticn : _ 12
CLinir-3 : Organisational and Managerial Values and Work Ethics I8
BLOCK -II: - INTRA PERSONAL PROCESSES . 25
Unit-4 : Understanding Humdn Behavioir , 27
Unil-5 :  Learning ' : ' " N 41
Unit-6 : Perception ' : 49
Unit-7 : Stress and Coping ' o “es - 58
BLOCK-III :  INTER-PERSONAL PROCESSES O / w71
Unit-8 : - Helping Processes . _'! : 73
Unit-9 : Comumunication and Feedback T 84
Unit-10 Interpersonal Slyles . 100
BLOCK-IV : GROUP AND INTER GR CESSES _ 111
Unit-11 : Group Formation up Processes 113
Unit-12  :  Organisational Com ation _ 139
Unit-13 - Team Development and Team Funclioning . 149
Unit-14  :  Conflict and Collaboration .. 158
BLOCK - V:  ORGANISATIONAL PROCESSES ' 183
Unil-15 : Organisational Processes : An Overview of. 185

Major Concepts and Emerging Trends _

Unit-16  :  Power, Polilics and Authority 194
Unit-17 : Integration and Control _ e 204
Unit-18 : QOrganisational Climate : S, 215

- Unit - 19 - Organisational Effecliveness : . S 223




INDIRA GANDHI_NATIONAL OPEN UNIVEFISITV

Course Preparation Team

Prof. Sushanta Banerjee - Prof, Rakesh Khurana
Founder Member [SISD Director
Behavioural Science Consultant School of Management Studies .
Hew Delhii. IGNOU : i
Prof. J K. Mitra Dr. [Mrs.) Srilatha Course Coordinator .
Faculty of Management Studies Schuol of Management Studies i_
Delhi University IGNQU '
New Delhi. \ .

\ 05
Prof, Ram Narain jits Prof. G.S.Rao
Indian Institute of Management Editor '
Ahmedabad : IGNOU ' : : ‘
Prof. Udai Pareek (Editerd
C/o Indian Institute of Health Management 1 Dr 8 R A o.u. UERAR‘{ 1

Jaipur

NICiog
Ry

= :
T PN YL L b

Mr. K.K. Keshote | ].‘ e '
Indian Institute of Health Management § T
Jalpur _ : t % B e
Prof. C.S. Venkatratnam ' ?\ Lo
International Management Institute Q~ :

.“?':"'"_ - --...—-—-«_.,;sm

New Delhi. _ ' :
Preduction. Y) | L |
Mr. Balakrishna Selvaraj TG ' '-
Registrar (PPD) - ; |
IGNOU | |

© INDIRA GANDH! NATIONAL OPEN UNIVERSITY

Le. N 908, D BRAOU / DMP / PTG / F.26 /1.0.110/2004 - 2005 5 / Date 04-09-2004 / Copies 1200 |
Printed at - M/s. Ganesh Web Offset Printers, Hyd, 27603996 , ‘




-BLOCK l SOCIAL AND
| ORGANISATIONAL CULTURES

india as the renth largest industrialised couniry in Iﬁe'wor!d has a growing organised sector.
The dynamiics of:thiis growth involves political and economic forces on the one hand and
social and cultural processes on the other. The impact of history is significant to all these
processes and dynamics. The impact of this context on drganisation is explored in‘this block.
While the poiitical and economic processes have been touched upon in other courses, the
focus here related to sociology and psychology, is on the histotical perspective, society in
transition and issues of values and ethics. '

While rapid change is sought by our society the forces of history, culiure and path of
technological change often pull in contrary directions in the managerial role in organisation.
Ignoring these contrary forces usually makes them more intense. What healthy responses
can we make especially in organisation design and management'? Block 1 explores this
question largely on the basis of living experience of managing organisations in the presem
scenarie, :







UNIT 1 INDEAN ENVIRONMENT :
PERSPECTIVE ON CULTURAL
PROCESSES AND SOCIAL
STRUCTURES

Objectives

After studying this unit you should be able 10 understand
¢ the historical perspective of Indian environment and its effect on orgamsalmnal and
managerial roles

» social issues of Indian environment as they relate w0 nrgamsatmns

Structure

1.1 Introducticn

1.2 Historical Perspeciive
1.3 The Dual History of India
i4 S'ocial_lsmes

1.5 Summary '

1.6 Seif-assessment Test

1.7 Further Readings

11 INTROBUCTION S

The Indian social environment is seen in various Eng on the position of the
viewer. The diverse views that exist however seem W{create 4 debate on whether the social
processes of the country are “good or bad™, exis® a long iradition of seeing it from the
* eyes inherited from the British Colonial pe% in which Indian social processes are
seen as passive, noa-vibrant, indigent and faz eze are other points of view which scem
to find redeeming features in Indian social processes that are scen as potentially strong and
capable of being energetic and productive.

1.2 HISTORICALPERSPECTIVE -

Objectively India has been, for ever, a region wherein diversity of beliefs, faiths and

. ideologies have ponred in from all over the world. Thus today India is one of the Targest
combinations of faiths, languzges-and customs. No other pation in the world has 50 many
current languages and customs as India has. No other country boasts of a larger number of
faiths and ideologies without coercive forces demanding uniformity. .

Te this objective fact there 2xists a diversity of responses, The lines of responses of all alien
perspectives find this mukiplicity and diversity an unmanageable and bewildering liability,
In the nincteen forties the West had predicted a disintegration of India into smaiter countries
within 20 years of finding Independence from colonial rule. In this line of thinking the fact
of India reaaining one natioo is & mater of mystery, The second line of response to the
ohjective fact of multiplicity of our.society is to search for an underlying-unity. The

-underlying unity lies in India being 3 cuklture state as opposed to the concept of naiion state
which has defined national boundaries {for instance) in Europe.

In a nation state political ideology and processes of power distribution remains reasonably
uniforin giving rise to a national identity. Historically however India has been a cultare state
in which although many different poiitical entities have flourished in the form of countries
with a monarchy, the dominant elements of their culture have heen uniform., This basic

g
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framework was demonstrated also in medieval Indian imperialism in which Indian culture
was a potent fountainhead and helped design societies inthe far reaches of South East Asia.

“These countries were all politically independent bt had instiltionalised processes which .

had their origint in India, Thus, there was no central seat of power in India that determined
governance of say Kampuchea but the Kampuchean people revelled in ll‘ll:‘: Ramayana,
Mahabliarata and Budha’s teachings. For their social organisation they held in value, ethics

: |
Following its own course of development, civilisation in India took a pati|1 in which
militancy and military capabilities were neglected and allowed to wither away on a large
scale. Intellectual and spiritual pursuits flourished however and are being [continucusly
rediscovered by researchers. '

“and living processes based on Indian philosophies.

Indian society was decply devoted to the generation of philosophical insighis and treatises
were written on them in great detail with a bewildering span of topics. In afl this a core
belief was that man is an expression of nature ‘therefore aggression and viblence were
devalved, even in their universally accepted form of military prowess. This rendered the
country vulnerable to-foreign aggression. Earlier foreign aggressions were marked by a
subsequent process of absorption and integration. The hallmark of the process of this
absorption and integration were institutions which encouraged dialogue and recalibration of
social, political, intellectual and retigious norms for people to employ and follow. |

Box 1

The social design of the classical periof\n India postulated the institution of Rajasuya/
Dharma Yagna. The institution coulgd be a8givated through a call issue(% by a King to
" intelleceuals of different persuasion o ion or the country to assemble for
dialogues. A time and localeg¥criget. The assembled intzllectuals woukl be invited by
the King to take stock of thefgocial phenomenology, dysfunqtiona‘li‘ties{ deviances and
deviations which had cropped“p#lislocating the structural and interpersonal codings
conventionally held a§®8igimate. In the allocated time the dialogue W(+uld crystallise
recommendations whiclf would legitimise some of the deviances and deviations. The
assembly of i @ tualPwould also recommend structural modifications to create
“new space anidentity for ethnic groups who had entered the area or hélld come into
existe ue toBross-martiages across the groups. The institution of Rajasuya/
Dha 12 was a potent instrument in maintaining the process ambience of the
society. nstructive function was to recalibrate the correspondence, congruence,
convergence and coherence of the human psyche of the era with the social design. The
institution kept alive the resilience of the social design to cultural identity with a
diverse ethos. The dialogue organised and integrated the experiential eﬁeméms into
new configurations of structural and interpersonal codes. it helped the individual to
sustain his relatedness with the society instead of becoming an outsider.

(From key note Address of Pulin K. Garg, International Conference 1986
“TRANSIENCE AND TRANSITIONS IN ORGANISATIONS?, Indian Society for
Individual and Social Development) |

‘This hallmark institution provided Indian society the strength to review anLi recalibrate new

inputs thus never creating the forces of majority versus minority, preventing the rise of
fundamentalism and leaving society to continuously balance psychological needs and social
organisation. But following the expansion of [slam the attacking forces chose to convert the
populace rather than integrate with the existing cuiture, The newly emeredJcrusaders for
Islar became a ruling minority, they were then followed by the British, who too chose not
to integrate but remain the ruling'minority until 1947. The Muslim and the| British brought
with them a fresh look at the social organisation then prevailing in India. They brought an.
outlook more vigorous and cgalitarian than which existed eartier. This provided a significant
impetus to question some of the pathologies of the society such as untouchhbility, caste and
rigid brahiminica) dogmas where institutional values had long ago disappeared. Uniil these

new leamings from the Islamic and Chrisﬁa_n ‘beliefs could get integrated even freedom from

8 : |




foreign rule was difficuli. Vivekanand, Dayanand Ramakrishna and finally Gandhi became : P Indian E“"if‘g"‘:e"“
the beacons who shawed hew this new leammg could be integrated. Pro :””:::’:a S;:?:lStn:‘ c:::z
As a society thus India has wnthstood for nearly a full century coercive state pressures to : '
convert into religious which have had their beginnings in other cultures and climates. Near
about 10th century the need to protect indigenous culture from siate pressure to convert,
turned the vibrancy of the earlier society dormant and created a society which reflected ali
signs of tuming moribund, as if the social elan energy and vibrancy had been put in a kind
" of cold storage and-all processes and institutions of re-vitalisation renewal and change
having been put under house-arrest. Later, Akbar attempted a degree of integration by
reactivating dialogue and religious electicism but with no success with his Deen-e-Iahi
movement, The Sufis also tried integration through dialogic processes. Akbar’s attempt -
failed comp]ete]y and Aurangzeb put the Sufis behind bars. The decay and disintegration of
Mughal power was an opportunity which was seized quickly and efficiently by the British to
asseri their supremacy and govemance. British governance drew its principles largely from
the church and military ethics. These appeared to some degree non-partisan and “fair”. The
British however, retained the firm belief that they were “civilizing” an “uncivilized” _
country, To this end Indian history wus re-wriiten by the colonisers to convey this point to
the Indians who were learning English and to the rest of the world. '

. Box2

- “Time has come when an atternpt should be made to write the hislorj of India purely
from the historical standpoint, uatramelled by any Imperialistic or European point of
view,” wrote me R C. Mazumdar in 192? He goes on funher. refem'ngt the then

conquest of India which demonslmtes 10 his satisfaction, “the in} ‘weakness of
the greatest Asiatic armies when confronted with European skilf @ ipline,” he
has not a word to say about the political or military greatness of exemplified
by her colonial empires in Asia. Again, in describing the ffdligical condition of India
after the reign of Harsha, he seeks to “give the reader a n%\vhm India always
has been when released from the control of a sup uthobity, and what she would
be again, if the hands of the benevolent despotis! ow holds her in its iron
grasp should be withdrawn.” These sentimegts, whil are echoed in other books, are
not only uncalled for and misleading, bu ulated 10 distort the vision and
judgement of modern readers. Those who forget, even while writing the history -
of ancient India, that they belong to the imperia) race which holds India in politicat
subjection, can hardly be expected to possess that sympathy and perspeciive of ancient
Indian history and civilization. European scholars have rendered most vaivable service
by wey of collecting material for anciznt Indian history and civilizatior, and Indians
must ever remain grateful 1o them for their splendid pioneer work. But they woukd
hardly be in a position to ¥rite the history of India, so long as they do not cas} sside
the assumptions of raciai superiority and cease to regard Indians as an interior race.

(From R.C. Majumdar in Prefice to “ANCIENT INDIA™)

1.3 THE DUAL HISTORY OF INDIA

India began its new history as a pelitical entity a nation state for the first ime in 1947 wﬁh
1w sireams of history which appear sumewhat contradictory. A history f glorious
accomplishments and repeated tailure to assert. A history of a vibrant socicty, one of the
oldest in the world, unique in its understanding of man and natuse, spiritally highly
developed.

Box 3

Jusi as in the period of the deflatien of the revealed gods of the Yedic pantheon, so
today revealed Christianity hus been devalued. The Christian, as Nietzsche says, isa
man who behaves like everybady eise. Our professions of fzith have no longer any
discernible heasing either on cur public conduct or on Gur private state of hope, The
sacraments do not work on many of us their spiritual transfonnations we are bereft and

s
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-engaging in converting plans to action —

at a loss where to furn. Meanwhile, our academic secular philosophies éfre concerned
rather with information than with that redemptive transformation which our souls
require. And this is the reason why a glance at the face of India may assist us to

discover and recover something of ourselves, |

" (From Heinrich Zimmer, “PHILOSOPHIES OF INDIA™)

On the other hand a modem history in which internal forces and the very ﬂeople themselves
seemed to have turned against their own country and repeatedly done damage to it, in short a
history to be ashamed of. The shame of this history is further reinforced by looking at Indian
society purely with Westemn criteria of technological achievements and economic prosperity.
Objectively in the world order of today only those nations which were militarily active and
aggressive in the fast three centuries are the ones which are also now technotogically
advanced and economically powerful. Objectively also it is true that the technologicaily
advanced n'ationls COTISUME per capita many times over the resources that l?e individuals of
*less developed’ countries consume (including food and energy).

The duality of India’s history is important from a managerial perspective in that, the
thinking and rational processes ate guided by Westem beliefs while emotional processes of
affiliation and risk management are guided by the Indian experience. The shame, induced by
Imperialist doctrines of the west and partly by Indians having let themselves down, time and
again, has created a large-scale “losing team” syndrome in our contemporary society. Thus,
alt rational thought processes are guided by Westem beliefs bur the feelings associated while
Indian in their structure and values, Itis

ing in spectacular resulis in comparison with
inced and determined can i)ring in excellent
results which are brilliant in theipmwg rights: The green revolution is only such example.
Perhaps such revolution can s managerial reyolution or work reyolurion in-
organisations. : :

impossible thus to expect [ndian managers t
Germany or Japan. Indians however wh

As is well known “nothin ®eds like success™; a society which has lost its pride
invariably finds i cult i even recognisé tts OWn success. ’

-

The new history, beginning from 1947 was started with the euphoria of regaining freedom,

this released a great deal of energy and fervour towards nation building. In order to
accelerate the processes of nation building, the country chose (o industialise itseif as rapidly
as possible and Western models were emulated on a large scale, This resulted in almost
everything Indian being seen as intrinsically inferior, The collective impaJ:t of this was a
foss of élan as a result of which before taking any new step India looked abroad for
precedénts. Thus the reality of local experience was rapidly hidden under a false mask of
Westem intellectual ratiohality. For instance, all education began to focus itself on only
techno-economic information rather than helping the youth develop appropriate perspectives

and create a new culture of belonging, gchiLvemcms and commitment,

All social nstitutions which reinforce and strengthen the sense of belongifg of Indians both
to India and to their respective communities and organisation began to get devalued
resulting in a large scale erosion of norms to follow and values 10 live by. Spontaneous

" solutions to realistic problems facing people in the lifestyle and their worl-l. place were na

longer easily available.

All this in managerial and organisational terms generated a search for sect||rity such that
employment generaily came to mean a source of social status and econemic security. A
syndrome of survival emerged on a large scale. In this syadrome creativity or productivity
took a secondary place but ensuring continuance of,security became the primary concern in
the individual’s relationship with the organisation. Mechdnisms for management of

differences both in society and subsequently within organisations nearly broke down. Thus

the decade starting mid sixties began to see large scaie emergence of both industrial unsest -

and comimunal tensions.
[




Indian Environment :

More urbanised and more industrialised parts of the country began to offer greater
opportunities for economic success and at the same titne began to show greater amount of
stresses, valuelessness and breakdown of fundamental social institutions such as the family.

Perspective on Cultural
Processes and Social Structures

The attempt to create rapid industrialisation has generated rapid urbanisation in India. A
large part of our industrial warkforce (including white collar) are often only second
generation urban and industrial members. The values of agrarian society still characterise
much of the work processes within organisations.

The [ndian economy has been largely based on agriculture. As such large part of its design
ol living and social stricture have been centered around the imperatives of the technology of
agriculture, From a management perspective it is important to note that in an agrarian life-
style people know how to live together and work independently, often in isolation, while the
industrial world today demands the ability to work together and live in small families. In an
agrarian society there are no significant or major group tasks that are undertaken, group
tasks are undertaken in crises or for community activities such as festivals. Economic
activity of the individual is rarely interdependent with others except in the market place.
Also in an agrarign society formal organisations for achieving specialised output is an-
unknown phenomenon. '

As suchi it is easier to find individual brilliance in performance while synergistic efforts and
team work are difficult to generate.

Structures in the minds of people arc drawn almost entirely from the tamily. As such all
authority relations arc given a totality which is often illegitimate and uncalled for. That

authority in a task system comes from the task role the individual holds is nO%gally not seen,
but he is attriputed authority on a totat scale by the subordinates. Mahatfg Gariihi is the
most illustrious example, who showed how the exercise of authority need faced -

within legitimate limits from time to time.

Organisations, most of which are designed on the concept pf cont ! links, thus find
themselves getting pulled in the direction of becoming afi 1 &g ysiems. Employees at all
levels end up remaining concemed for their own secygity.

Box_ 4

Profit and Loss of Insecurity § g Institutions in Orpganisations

Let us look at an exaniple, Laxman Nylon Ce. was a young successful erganisation.
Set up by a young dynamic businessman the company had its initial difficulties in
eslablishing the market. Being one of the early manufucturers in the lield, however, -
they managed to consolidate and within [0 years was a major success story.

The entire organisation was staffed by people in their 20s and 305, The top
managetaent (eam were in the carly and mid-30s. The members of the 1op

. management found themselves repeatedly engaging in fruitless batiles and arguments

~ leading to a scrious soul searching internally. In the meantime the organisation began
to face thrests in the market with the entry of two major national level business houses
in the market. The internal soui searching indicated that large part of the senior and
top management attributed the success of the Company to good luck rather than to
their own elforts, The internal soul searching further revealed thal at all levels there
was a doubt that a statermnenl of truths about the organisation’s internal functioning
_may lead to losing the job. Further exploration revealed that as a result of this doubt
there were huge amounts of waste both of material and of human etfort. This waste, if
controlled, would Icad to an increase of nearly 50% in the gross profit before tax. On
consultation with behavioural scientists the organisation decided to examine these
issues openly in non-task settings. These meetings clearly brought to the surface the i
un-examined doubt about the loss of jobs. It also became apparent that in addition to
feeling together through the task it was necessary for members of the organisation to’
feel together as human beings who are members of the organisation. Of their own
executives at all levels, including the Chiel Executive decided to held regular
meetings in which péople could share and discuss their experiences aboul the
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organisation on an on-going basis. Within two years Laxman Nylon Co. had then sel
up four more highly successful organisation and had consolidated and increased its
profitability toJevels nearly twice that earlicr.

Organisations thus soon begin te aquire a network of social and inter-personal linkages-
which seem 1o dilute ihe task relationships.

In the Western ethos most relationships have a significant contractual element. In India
however relationships are heavily tilted towards an affiliative nature. The Western designs
do not take this into account, thus organisations usually do not give 9c0pe|to its people 10
fulfil their social and affiliative needs. These needs then get displaced to task level '
transactions making the processcs of task management and exercise of authority difficuit.

Organisations thus have the responsibility of helping their own members develop.reasonably
uniform codes and attitudes towards work, as well as design and manage suitable social
activitics in the nature of ceremonies and events. Failure to do this tends to heighten doubis,
fears, anxieties and isolation which then create defensive behaviour.

1.5 SUMMARY

The history of the country, as it has been held, often in distorted form has contributed 10

Indians often doubting their own capabilitie Thu:-. etforts at orgamblng C(!)ordmatcd work
output is often clouded with predicting
which made seeking success difficylt. An

2 Hew has India, as a whole, managed to withstand the numerous cultural pressures,
emerging from each of its independent states?

3 How and why did India succumb te the political overtures made by the| British which

eventually led to the Raj?
|

4 Discuss the controversy which occurred due to the contradiction amonlg the two streams
of Indian history after 1947,

5 What were the social effects of nation bu:ldmg and its processes after freedom was
gained in 19477 |

6 In what way do you see Indian history influencing your own orgalnlsatirlan. .

|
7 When you next watch a march (say hockey or cricket) in which India is playing keep
track of the prediction you make before the match and compare il with the result. Discuss
them in a group and try to relate this with the historical perspective of our socicty.

& Search and list, then discuss. five achievements after Independence lhdt make vou feel
proud to be an Indian. Similarly, take five aspects that you feel most difficult to accept in
your immediate social environment. Exp!orc possible action you can Iake

9 Discuss the “Losing team™ and “Survival syndrome™ in groups.

10 | |



17 FURTHERREADINGS

Discovery of India. Jawaharial Nehru,

 Masks'of God (Vol I-1V) : Joseph Campbell.

An Advanced History of India : R.C. Majumdar, H.C. Raychudhuri, Ka]ikiﬁka Datta,
MacMillan: New York, 1967. -

Pygmalion in Management : Sterling Livingston, Harvard Business Review, July-August

1969,
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UNIT 2 SOCIETY IN TRANSITION
T

Objectives

 After smdying this unit you should be able to understand Society in Transilion with
reference to |

" s social Instituiions : the family, the community and education

+ relate o stresses of transition with organisation processes ,
¢ explore new organisation designs and action to manage the forces of transition.
' i

Structure

2.1 Brief Global Overview -
2.2 The Indian Scene ) i

2.3 Changes in Social Institutions
23,1 Changes in Family
2.3.2 Changes in Community
233 Changes in Education

2.4 Summary ) o o
2.5 Self-assessment Test |
2.6 Further Readings

21 BRIEFGLOBAWOWERVIEW |
N/

The last 150 years have b arked the wosld over for rapidity of change ushered in by the
advent of technology and i trial revolution in the West, This period hasjalso been
marked for its atte genBrate unquestioning faith in human reason and intellect.

' |

" The period prior to Agindustrial revolution was marked by a search for command over
Tesources Snsumption and survival. This search was accompanied by 4 search for social
order. Socld .@ was poverned 1o a large extent by beliefs, ideologies and dogmas arising
from religion. Weligion served the critical function of providing some explanations, through
mythofogy.and legznd, of the origin of mun and the natural phenomena which man saw
around him. As such this long period was characterised by an anxiety of survival, holy wars
.and the need to acquire land, and control over people. The emergence of many new
explanation of the natural phenomena (floods, planetary motion, climate e1c.) however
created a dazzling attraction for reason and intellect, Religion and faith was replaced by
reason and intellect. However social processes and psychological processcﬁ seemed to
always keep one large area which defined cxpianation in the same way. Thlus. while some
areas of human behaviour became more easily explanable, this led 1o discovering yet morc
areas which on such cxtraordinary powers within grasp began to find its limitation in
understanding human phenomenon for it still fatled to answer some of the root questions
that had haunted man ever before. ! '

The last cenwry has seenreason and intellect becoming the corner stones olf society. In the
last two decades however, the limitations of this belief are beginning o become clearly
visible. For example, the myih of unlimited progress which has driven a large part of the
Western world and which has also been emulated by the rest of the world, has now become
a matter of debate.. The myth of unlimited progress drove man into treating|the world as
limitless resource, damaging the environment and the ecology of the planet. It is becoming
increasingly eviden that this coud, if continued over a period of time, threaten the very
‘existence of-mankind on earth, not only by warfare but the degradation of the ecology such
as reduction n green maiter and changes in climate.

|

This age of reason has also generated a foss of faith and trust in the collectivities of

mankind. Material progress has been persistently accompanied by loss of sénse of

relatedness of man with his environment. - :
12




An individual today is impinged upon with far more information that he' can cope with, Soctety in Transition
physical distances are no longer such a barrier as they were and affiliative pattems of '
relationships have been increasingly replaced with the possibility of people increase their
range of choices of occupation, place of residence and beliefs to relate with, All this has
created a state where very little of the history and past culture appear 1o provide solutions to
the problems of day to day Jiving. In the process the world view that people hold appears to
display contradictions. This creates anxiety, sccptlctsm and SEems to ]ustlfy the process of
“each for himself”

These rapid changes on the hand accelerated improvements in standards of living, at the
same time they creates a loss of sense of relatedness in communities, uncertainties in
relationships and inter-personal behaviours, scepticism about values, and loss of sense of
finding freedom through formal education.

2.2 THE INDIAN SCENE

The greatest impact of the transition from the agrarian to the industrial demands is the
discovery that much of the social and psychological needs which agrarian society filled
through its community processes and festivals and ceremonies are no longer available to a
large part of the work force in the organised sector (see Box 5).

Box 5

Two Examples of Transition to Industrialism

a) The Western experience : The process of industrial development in tHg west§vas
accompanied by changes in all aspects of the social structure and culture 1 ed by -
the term “industrialism”. The technological as well as the social # al changes were
indigenous and generally complimentary. The new process of pre gn almost
inevitably brought about a change in the organisationial sigucture af#€ulture. The goal
of maximisation of profit through efficiency was to stay. NEurs, marnagers,
workers and their union, the government, and the sqgiety infgeneral accepted this goal.

In pursuit of this goal, ail efforts were directed t
rationalisation of processes and relationships, me
opporiinity, dignity of labour, discipline
values of the work-culture which develo

efficiency:
ased on achievement, equality of

Ward wirk are some of the important

pursuit of efficiency.

Uniil recently western model of industrialisation was the only one before the
develeping nations of the world. It was piously behaved that industrial development
will proceed on the same path technologically, economically, structurally (politicat,
legal, educational institutions}, and culturally, no matier what the traditional pattem of
the society be. {Sheth: 1974, p.166)

b) The Japanese experience: Japan borrowed from the western experience, technical
and scientific knowledge and adopted the scientific spirit more than technology.
Indigenous innovation was encouraged. (McMillan: 1984, pp.103, 105; Norbeck:
1967, p. 9) To the nationalist Japanese leadership, the agents of economic
development had to be Japanese corporations and not foreign multi-nationals. The -
goal of maximisation of profit through efficiency was adopted by the Japanese.
However, the Japanese organisational culture, unlike the Western, is characterised by
. life-time Japanese organisational culture, unlike the Western, is characterised by life-
time’ emp]oyment indoctrination with company philosophy, continuous broad based
employee training, worker participation in the development of the company, loyal,

" hardworking dependable labour, with a sense of belongingness. Innavativeness and
merit were encousaged. To quote McMillan (1984, p. 3) ** The pafiern of social values
and institutions give rise 16 consensus and group collectivism. In the perspective the
Japanese are unique and while various management practices may work well in Osaka
and Tokyo, they are not ifkely to be very successful in Cleveland, Leeds, or Milan .”

Japanese work culture indicates some similarity with the work culture of the west in_
acceptance of the industrial goals and management principles. There are similarities in
the emphasis on indigenisation of industry, innovativeness and discipline and hard
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work, However, there are differences in their practices according to different social
structure. Japan had certain inherent strength in existing value structure, which was in
eeping with the work values necessary for rapid and long-term industrialisation and
economic development. Kahn (1980, p.121) mentions that societies based on
Confucian Ethic may in many ways be superior to west in the pursait of
industriatisation, affluence and modernisation. “A properly traimed member of a
Confucian culture will be hard working, responsible, skitlful, and (within the assigned
or understood limits) ambitious and creative in helping the group.” There is much less
emphesis on advancing individual (selfish) interests.

{From Work Values and Industrial Development-—R. Punekar, V.B. Indian Journal of
Industrial Relations Vol. 24, No. 3, January 1989).

Thus the individual working in the organised sector often finds his psychological world, his_
work world and his socia) world poorly matched with one another. The only sustaining
factor is the combination of new aspirations, new opportunitics and goals that the transition
to industrialisation offer. It permits a significant improvement of standards of living but
raises very serious stress in quality of life. Stress in quatity of life dimensicn are often then
displaced into the world of work. The objective fact is that the world of work in the
organised sector today deinands over 2/3rds of the individual’s wosking time and perhaps
more of his psychological cnergy. As such the relationship with the work organisation tends
to get loaded with a complex multiplicity of expectations many of which are difficult to
fulfil with existing assumptions and desigmpf organisations (see Box 6).

- "N\ Bgk 6

hois Leaving?“

A large organisation loying about 300 munagerial persennel and over five times
that number of worker: s corporate headquarters in Bombay. A leader in the
chemical indusgmgthe ofganisation has a significant natienal network to support its
sales. Highly <@ ssionalised, the company is one of the best pay-masters in the
corporate sectclWholly Indian owned the company s top management firmly
believ lookin after its employvees well by giving an excellent package of

remu nd perks at all levels in the organisation. Believing in professional
manage the organisation had in its ranks a large number of professionally
qualified individuats with degrees in engineering and management from the best
academic institutions in the country. Soon after this kind of professionalisation i
became well established in the company some of the best young professionals began ‘
to leave, Within a few years time this attrition began to assume serious proportions.
Concerned about stemming this the Chairman and Managing Director alongwith his
top team and the personnel chicf upgraded the compensation package at all levels. The
aitrition however continued. Through various informal discussions and meetings,
reasons were sought and despite best efforts the number of professionals leaving the
organisation or wanting to leave continued to be high. After three years of internal
aitempis which had only marginally reduced the turnover, a professor of
organisational behaviour was invited as a consullant to try and diagnose the problem
in 1982. As he searched for reasons he found many but none of them sufficiently
concrete to warrant such a large outflow of otherwise satisfied and trained successful
executives. Towards the end of his diagnostic exercise the professor was not fully
satisfied with the reasons that had emerged. Shortly before he returned back to his
institute one of the executives invited the professor alongwith some of the other ex-
_stodents to a dinner, This gave rise to a possible new area of exploration in which
random samples of executive’s wives were interviewed. It s at this stage that the
‘reasons began to appear about the sufficient cause for the tumnover. High level of
engagement and irivolvement with the job left the famtlies feeling neglected. While
there was enough financial support from the organisation, there was fro support for the
wives to run the homes and look after the children especially since many of them
came from parental homes not in Bombay. The Professor’s diagnosis came down 1o
one simple statement to the CMD, “It’s not your manager who are leaving, it's their
wives who do not have sufficient support to sustain a healthy lifestyle. The
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organisation will have 10 find ways of providing support in such mundane matters as
booking for cooking gas, security of wives when executives trave! out and the
‘confidence that in the event of illness there would be someone whn would help out.”

(Source : From Dr;cusswns of consuliing expenencc of Prof. Pulin Garg.)

The process of transition places a demand upon people in the organised sector to give up
their social moorings and relocate themselves in ever new grounds through changes in
organisalions, changes in roles and changes in place of work,

23 CHANGES IN SOCIAL INSTITUTIONS.

Man’s relationship with himself is heavily influenced by his relationships with the core
social institutions within which he lives. Then social institutions help generate ir each
individual, values, ethics, the capacity for action willing application of etfort and the
meanings he gives to his experiences. The core instilutions are the family, the community of
helonging and education. These influences are carried into the work place and on the chief
resources for organisations to be productive. They also bring in accompanying doubts, fears
and anxieties. The following paras give some pointers to the transition 1aking place in these
institutions today. They are designed as a starting point for you to explore and discover the
various ways in which transition surround you and your work place. A more exhaustive
discussion can be found in the further readings recommended at end of the uRy

2.3.1 Changes in Family

In agrarian-sociely, the technology of tiving involved a complex a g network of roles.
This network provided a great deal of stability, permanence and ¢ . The industrial
society on the other hand demands the setting up of much syagller families living ina
community in which blood ties do not determine the strengt tedness. Thus, the nature
of home and family as it is evolving amengst memb: f the'Qrganised sector and urban
sectors, is a rela[ively new and Lmknawn phenomc awlhal hasic role definitions-of

are being heav1|3 que\tloned and bften mﬂ :
often in contradiction mth th@qe ;Mnch the fa

As such increasingly in urhan ir__lduslrial settings the family is being experienced sometimes
as a liability than as a sourée of security and replenishmer.t as in the past. The fall back
security that a large family or a community would provide are slowly evaporating (see Box
5). Organisations perhaps therefore would need to increasc their sensitivity to these iSsues of
employees (managerial as well as blue collar), to provide the support that a vtable living
commumty is needed for.

2.3.2 Changes in Cornlinunity'

In agrarian society, the framework of community provide security, strength, belonging and a

" significant element of the identity of the individuat. Part of this is reflected even today. In
India soon afier knowing a person’s name, he is asked where do you come from in order o
assess what community profile does the individual represent. The individual, however, more
and more is finding that his relationship with the community of belonging {s becoming
either barren or non-existent. He is finding that his heritage is of little use and supports’in
finding directions for himself. The community is experienced as a group of islands vaguely
linked by sentimemal ties but having no real value when the individual sccs the community
from the world of his aspirations and hopes.

The impact of this on organisations and work settings is that the individual wishes to find
belonging with the organisation but at the same time doubts the possibility of its emergence.
In'holding this ambivalence individuals inadvertently crode the possibilities of a new kind of -
secure belonging from emerging. In the context of developmental work this often becomes a
major source of tension and angulsh in organisation {see Box 7). From the point of view of
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Personnel and I R functions, this is a critical issue. It has been seen that organisations which
fail to foster a sense of belonging end up being confronted by hostile behaviour from Unions
(large nationalised banks is one example). This is so since the union in organisatiorn
heromes the commuaity of belonging of the workers. Low sense of belonging to the
‘nrganisation at managerial levels ends up influencing decision making very significantly.

Box 7

A large public sector organisation established in the late 50s began production near
ahout 1967, s engineers were sent abroad to the collaborator’s establishment for
appropriate training, This included a significant proportion of design engineers who
wite 1o subsequently indigenise and design appropriate machinery in India on their
own. This public sector organisation had beer: set up at the initiative of 2 charismatic
figure who through regular contacts with his young, enthusiastic exccutives fostered
their own initiatives, The level of enthusiasm, commitment and belonging to the
organisation is very high coupled with the strong drive to contribute to the national
economy. After five years of working with foreign designers new challenges beganto
face the organisation. The design team enthusiastically took up these challenges and
informally began preliminary preparations to respond to this, In the meantime the
charismatic chief executive and a significant part of the top team left the organisation.
Within a year the sense of belonging at the top level began to flag although the
executives retained their enthusiasm, In another year's time the organisation was given
a collaborator and the top management had decided to stop the intemal design efforts.
- The new collaborators brought in designs which were in no way superior to the

designs that were being evolved by th&ndians. The Indian design team however was
instructed to shelve its own designgnd Wik only with the imported designs. After

. two years of operation in this manne this organisation when diagnosed showed
a very high sense of stress i '!” ing physical illness, widespread practice of

corruption and very poor lé 1f esteem at the managerial levels. The workforce
also reports no respegt for th@wménagement. The organisation in some ways is
currenily under the ¢ having no work to dé in another 1(} years time.

-The issue of cregihg 4 fostering a sense of belonging is at critical importance to Indian

organisajjeys. It isW delicate part of the climate of any organisation and can easily get
" eroded$ d of action research in Institution Building in India reports some progress in
" developi s and means of tackiing the loss of sense of belonging. Management practice

however often tends to overlook this aspect, largely since in a traditional society this rarely
was a problem. A factor compounding this neglect is the fact that western management
sciences also ignored this dimension. '

In the face of the individuals Joss of sense of belonging to a community he turns either
towards fundamentalist dogmas or he opts for consumerism wherein acquisition and

. consumption becomes the main aspirations,

2.3.3 Changes in Education

The third social institution which is experiencing the turbulence emerging from transition is
the education process. Formal education in India in its present form was established by the
colonial rulers in order to train manpower for their own use. Very few changes have been
possible in the basic process of education since the early days of its establishment in the
country. It is only in the last decade where it is being increasingly recognised that new
dimensions need to be added to the process of education.

Uptill now education has focused almost entirely and exclusively on equipping individuals
with the tools and techniques which they can carry to the work place. Thus techno-
informative knowledge has been the central focus of the process of education. In the main

" the institation of education has not provided an integration between experience and
- knowledge, perspectives and skifls and the ability ta respond with human creativity. The

education process thus is usuaily experienced as being sterile and often de-humanising and
almost invariably un-inspiring. The student thus goes through his education feeling sceptical -
towards the environment. towards formal systems and finds it difficult to place his trust on
colleagues. In the face of this 0rgan3§éli0ns increasingly are taking to developing continuity
education processes imghe shape of management development and worker education.
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Society in Transition

The unit deals with- transition from an agrarlan toan mdustnallsed society. in thé Indian -
scenario. The transition is most ciearly visible in these social institutions—the family, the
community and education. These changes neceqs:tate new approaches to organisation.
designs. Organisation also need to expand their scope of managerial processes to include
concern for family support and build in mechanisms for facilitating expression of social
"needs of their members at all levels. That can be done through providing avenues for
rélevant education while on the job. Organisations also gain substantially i commitment
and energy by reinforcing the sense of belongmg and by penodlcally rewewmg its own_
work!manageml processes : . .

2.5 SELF-ASSESSMENTTEST'_'

|- What was the difference in explanations for hurhan behaviour and other natural
phenomena before and after the.indugtiial revolutlons‘? State the reason for the change of

.such explanations.

3

2 What were the effects of the industrial revo]uunn on soc1ety asa whole‘?

3 _Elaborale on the transition that i IS takmg p]ace in Indlan socv:ty from an agranan fo an
industrial envuonment :

4 Whatis the 1mpacl of the industrial organmatmn on ihe average Indian workcrs and
manager and his family environment? . -

5 How does psychological stress generated by a change in the comumint
environment? :

6 Compare your experience of your immediate family with Ihe ience of members two
generations older. Draw up a list of difforent values a ilar values. Whal are lhe
differences‘? Discuss in a group without any value judgifnents.

7 Similarly compare values you pcrcelve in wQ

isations and value you perceive in
families. - A

2.6 FURTHER READING

Pmceedmgs of “International Conference on Transition & Traniam” 1& II, Ind:an .
Society for Individual and Social Development: Ahmedabad 1989. ’

Emergence of Work Idenmy in Indian Managers, Unpubllshed Ph D. Dissertation:
L.J. Parikh, Gujarat Unwersuy, 1979, - .

. me‘ iles in fdentity—indian Yomh at the C mssroads of Culture: Pulin K. Garg and
LJ. Parikh, Academic Book Centre,. Ahmedabad 1981.

The IT Influence Environment, Ganesh §.R. and Banerjee Sushanta Public Systems :
Groups Monograph No. 48, Indian Insutute of Management Ahmedabad 1983,
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UNIT 3 ORGANISATIONAL AND
- MANAGERIAL VALUES ANI
WORK ETHICS |

o'

Objectives

After studying this unit you should be able 1o understand :

e The concept of values, the distinction between values, needs and ethics
* The process of vatues
* Values in the organisation context

¢ Management of Values
Structure : |

3.1 Iatroduction .

32 Concepts

33 Value Processes

34  Related Concepts: Necds and Ethics
35 Classical Value Orientation

36 The Managememt of Values

3.7  Intervening for Value Enhancement
3.8 Goals of Value Shifts : ‘

3.9  Summary O
3.10  Self-assessment Test g

3.11 Further Readings : |

3.1 INTROD

The issue of ips all people in contemporary society especially the managerial
wortd. There are uent and widespread lamentations that values are Evaporating with
time. The only aspect of the issue of values, in behaviour and society, that does not cause
debate is that the issue is undoubtedly a trigger for ali kinds of debates. One (!lf the sources
of this anxiety and lameni tinged response to the issue of values is that it is one of the least
examined and studied dimensions in the social sciences. -

Commenting on the nature of science and its impact on society, British phi]os!;opher Bertrand
Russell (science and society) had said that despite its great strides the physical sciences has
not yet been able to free itself from the “ghostly quantity” called force. In a similar vein the
entity values has been an integral part of much of the world’s advancement iri philosophy
and the sacial sciences but it is must often taken for granted. Its study has -bceln-largely

restricted to its presence, absence and consequences.

The social science has defined value largely in terms of its use in making cheices. The
encyclopaedia of Social Sciences defines ii at great length, thus reflecting the difficulty in
achieving precision. In common parlance it is indicative of worth, ethics, honour, and
finally, right and wrong actions and choices. It is also associated with norms, world views,
culture and tradition_ A comprehensive treatment of the subject of values WCIJlld have to
begin with philosophy and cross over into seciology, anthropology and psychiology, because
in living reality values are closely linked with all these. In the behavioural sciences,
however, the issue of values has been dealt with as a measure of adjustment gnd
contributory orientation. ' ‘

In the developmental aspects of Human Resource Managemenit, values form a central

concern. The significance of values in the organisation setting stems from the fact that

values give rise to codes of behaviour that in their turn assist in the sustenance of digrity
18 )




33 VAIUEPROCESSES N\J

and the invitation to application of effort. The present Indlan context of transition as wéll as ' Organisational and Managerial
the historicalily induczd “losing team™ syndrome gives a special, almost urgent, mgmﬁcance :  Values and Work Ethics
to the issues of valies and their manaéement in orgamsatlon ' ' :

In this unit we shall take & brief view of the corcepts and theones in the fi e[d explore some
of the contemporary issue related to values dnd finally look at some available pointers to
values that seem appropriate and,useful ity today s settings. The unit closes with a discussion:
of industrial/organisation experience in attempts to enhance the level of values in behawour

v

32 CONCEPTS

In ordinary speech the term value is used in two senses that must be kept separate here. In _
one meaning we refer to the specific evaluation or worth of any object, as in “industrialised
countries place a high value on formal education”, Here we are told how an object is rated or.
otherwise appraised, but not what standards are used to make the judgements. The second_
meaning refers 1o the ¢riteria or standards in terms of which evaluations are made as in
“education is good because it increases economic efficiency™.

Values are intemally held and form a comerstone for value as a a social product. By
Rokeach’s (1970, p. 160} definition “a person is said to have a value if he has an enduring
belief that a specific mode of conduct or end state is persona]ly and socially preferable to
altema:we modes of conduct or end states of existence.”

.._\

Values are an integral par{ of behaviour and existence. They gui @ ature of choices an
individual makes. In making choices each individual eXpresses a ence and thusa . .
value, usually implicitly sometimes explicitly. The dyna operation of the value

processes within an individual has been studied by the BehWflourai Scientist, Pulin K. Garg,
in the following manner. : - :

The individual brings with himself a set of igternali%agions as part of his idemity — from bis
childhood and environment. In the conte ig background he makes promises to himself
of what shall be, or what shall not be, for e . “I shall not let myself or my own people
feel scarcity of resources” or “I shall influenc@my environment into peaceful ways.” With

- his identity and such like promises to himself the individual scans the environment for steps .

that are appropriate in his view. He then makes the final choice of his action. In the lasi
stage he reviews the aftermath of this action. A-part of this review may add 10 the body of
internalisation which he has. In such a case, this is an individual open to leaming or it may _

-itot add to the internalisation but merely confirm or invalidate some elements of the

internalisation.
The process in effect is cyciic and an on-going often uncenscious chain.

The identification of these stages in the value process gives us direct clues to developmental
work and value process in organisation. Depending upon which stage requires intervention
appropriate managerial interventions become possible. In the usual managerial processes,
evaluation of the choice of action is the element which is the currency of managerial
influence arnd control, Over a period of time, this leads to images and stereotypes of
individuals such that there builds up a pressure epon the identity of the individual for
change. However the meanings that the individual may hold for himself {part of his
identity), the promises whigh he has made to himself or his scanning of the environment
provide him the counter 1o this pressure for change:

3.4 RELATED CONCEPTS : NEEDS AND ETHICS

Values in the managerial and organisational _c':ont'e:i; have an element of volentariness.
Involuntary choices of actions such as blinking of the eyelid are not value-based bur are
need-based. It is important to distinguish needs from values. Need-based behaviour seeks
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‘members of the organisation.

- job security, benefits, safety, health, due process of law, and is concerned with conditions of

employment, and the socio-economic considerations of status. The underlying reality is a
significant gap between persenal identity and work identity. The demands ¢f industrial
culture when responded with by an agrarian ethos gives rise 1o need based behaviour in
organisations. ' :

The core value being sought in need-based bebaviour in orgahisation is a concern for justice
and fear of deprivation, denial and discrimination.

This concern for justice and the refated fears give fise Lo anxieties with ethics in the minds.

. of wage eamers (i.c. managers and workers) today. Ethics are associated with mutual trust

and confidence. Most people prefer to work in ethically unambiguous circumstances where
there are no contradictory messages and where one is expected to do what is right and
honourable. In the Indian setting, we often find an on-poing conflict between needs and’
ethics as part of the day to day working reality. Ethics are aset of codes of behaviour which
would sustain mutual trust and confidence while the needs of social security and affluence
often seem te pull in unethical directions. :

Codes of ethics in any organisation must be managed leaving it entirely to individuals or
putting employees 10 severe 1ests are both ethically disastrous, Problems in ethics arise as
much from loyalty as from disloyalty. The over-loyal employee usnally colludes on issues of
ethics just as the disloyal employee will un-hesitatingly break ethical codes so long as he

can escape punishment. There is no single ideal approach to the management of ethics. The
top management however must be committed 1o a given set of ethics and these need to be
institutionalised in organisations. Institutio ising ethics enables theim o be shared by al

3.5 CLASSICALVALU ORIENTATION

. The classical value oriental rganisations is of being a resource base in which the

“employees” are ogpmgers Nling" some services. Being outsiders these people are
: Libus need to be constrained by rules of the organisations. As such
_ Misations is usoally founded on the premise that all emiployees are
potential 13 akers, Experience however seems (o be increasingly indicating that most
people p otherwise, Rules are designed to protect against the law breaker and are
made applicabl€ 1o all members in the organisation. Thus often curtailing the emergence of
positive contribution. '

At the individual level the wage carner holds the assumption that jobs are scarce.
Increasingly it is however becoming evident that while employment of certain kinds may be
scarce, oppostunities for work, and remuneration, and work with dignity is not scarce. With
scarcity as the backdrop assumption individuals hold the classical assumption that status,
wealth and power are synonymous. Individuals often hold the belief that those who have
mmore wealth have the legitimacy to undigaify and punish, They often, operating from a need
base, separate their values from their living choices, thus seeing themselves as being “acted
upon™ rather than be actors. More salicnt values of dignity, effort and cominitment have
gone into flux and have currently become over shadowed by a need for greater consumption.

These classical value orientations of the organisations and individuals however are creating
stresses that are evident in urban and organisational life. Managerial stress has become an
area of significant study.. :

3.6 THE MANAGEMENT OF VALUES

The management of values in organisations is the key component of the Chief Executive’s
role. By explicit statement or by.implication from his behaviour, the Chief Executive is the
prime influence upon the values of the organisation. While he has great influence upon the
values in the organisation he however is not the sole creator of all the values current jn the
organisation. These come from the environment through the other members of the
organisation.
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Most 0rgan|satluns adidress their action to the managemem of tasks and vsvally ignore the . Organisational and Manageri:
management of values. Management of values gets left to occur by chance or as an Values and Work Ethic
automatic process. Given the flux in todays society of transition, however, research evidence

is increagingly pointing 1o the need for managing valucs more directly.

The Chief Executive and his top team establish and sustain ethics in the organisalion by
their demonstrated behaviour. The ethics they hold are visible in the choices they make
particularly in situations of minor contlicts when they have to judge an action that has
reward of punishment potential. The management of values in organisations is carried out
through two avenues. One is the avenue of management philosophy. The management
philosophy becomes visible in the decision making processes of the top management
especially in the management of the environment {purchases, payments to suppliers/vendors,
tax management, donation of funds, sponsorship of social events, assumption about
customers eic.), The second prominent route for management of values is the natore of
responsiveness of the top management, what issues do they respond 1o in the shortest time.
The jonger the time they take to respond te an issug the less they value it.

A central focus in the management of values is the facl that in a situation of transition
Indians are constantly faced with confliciing values to choose from at every juncture. No
less is the case in organisations and for managers. One of the main companents of the top
management’s Tole in any organisation is to balance and effectively choose [rom conflicting
values at every stage of decision making.

It is possible for any organisation to review these aspects of its work processes (see Box 8
conclusion of a rescarch study : see Further Readings).

Box 8

@ effectiveness.
Wfg#in organisation
jon. Inculcation of valués
ifted through formal

ntioned, but are diffused

Kt

Our study has also shown values to be major determinant of ma
In order tb ensure optimum results, it therefore becomes necessa
te have a set of shared values and beliefs across the orga
is a long drawn and cumberscme process. These are not tr.
notes or written procedures, as Peters and Watce
by softer means specifically through “stories, m
However, if shared, common values exist in the or
effectiveness will improve.

jsation, then managerial

The rule of apex managementi in fostering an®leveloping the set of shared beliefs and
values is quite crucial, As Philip Selznick has remarked. “The instjtutional leader is
primarily an expert in the promotion and protection of values. Leadershlp fails when it
concentrates on sheer survival. [nstitutional survival, properly understoad, is a matter
of maintaining values and distinctive identity.”

The apex management must take upon itself the task of involving all other levels of
management in the development of shared values and beliefs. Consistency in the
shared values of the managers is important and in this regard all of them must speak
with one voice. Homogeneity at the top and across the organisation can be reinforced
by regular meetings, which top management must hold. It is a tough, back breaking
job but is one"sure way 1o improve effectiveness.

{“Leadership in Administration — A Sociclogical Interpretation”, Philip Selznick,
Harper & Row, 1957.)

The chief key to effective management is the ability of an organisation 1o review these
issues. Institutionalising such revicw processes usually raises levels of productivity and
levels of energy for work. It raises credibility and generates a sense of seurity.

3.7 INTERVENING FOR VALUE ENHANCEMENT

The issues of énhancing value based behaviour, humanising and strengthening ethical codes
and thus devcloping institutional strength of organisations has been a central concern with
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3.10@4F-ASSESSMENTTEST |

managers as well as behavioural scientists, The strength of this concern has been increasing

“over the years. The trend weorld wide is to try and define appropriate values and ethics to live

by. The advent of technological changes (Ref. Unit 2) and its consequent uprooting from a
stable set of values has creaied a situation of flux where commuﬁy, consistency and stability
are difficult to establish and live by. In the early days of large formal organisations and

industrial settings it was feasible to consider work as a subset of the various concerns that an
individual held. Experience over the last five decades however is clearly now indicating that
reaching the goal of better standards of living, better health and social organisations is
possiblz by making a shift to helding the work identity as the central concern and bm]dmg
living processes around that. |

3. 8 GOALS OF VALUE SHIFTS

. |
Any step taken for the management of values is a significant contributor to the guest for
value shifis. A priime reguisite for the process of shift is the commltment of the top
management, particularly the chief executive. Research is indicating thit organisations that
have a value orientation of developing strong ethical codes, consistent managerial
philosophies, mechanisms for learning from experience and mechanisms for review of the
organisation (not only its achievements and failures) tend to have higher output,
commitments and resilience against faiiures and environmental changes. Such reviews lead
to the emergence of new values and perspectives both at the individual as well as the
organisational levels. These arc the goals of shifting values. These goals create a setting for
fluent and willing application of effort and rain commitment and belonging in organisations.

3.9 SUMMARY .
i I

In this unit you were introducsg to e concept of values and its related dimensions ethics

and needs. Value as a ss was discussed at an individual level. That values are a

manageable dimension . The unit then identified some of the key issues in the

management of yadges ary ethics, The unit closed with looking at some fof the directiond that

help in shifting &l organisations from their present set Lo more desirable sets,

1 Define ‘values’ and elaborate on how values are an integral part of behaviour

2 Differentiate between needs, values and ethics. Discuss the problem (}f managing ethics
in an organisation. |

3 Why is the necd for managing values in an organisation becoming increasingly important
and necessary? Discuss how management of values are carried out inlorganisations.

4 Discuss the classical value orientations. in organisations. What are the effects this kind of
orientation on urban and organisational tife?

5 What are the various factors which are demanding a sHift in the valuejorientations of both
individuats and organisations? Discuss the nature and goals of these \rla]ue-shi fts.

6 " Collect instances of _val'uc conflicts and management of ethics in folk tales, mythology
and legends. Discuss with colleagues to establish relevance of all or some of these in
your current work setting. |

7 Talk to about 15 managers from at least 2 or 3 organisations. Identify their organisations’
managerial philosophy, values and ethics. Try to do this exercise without good/bad

judgements. Can you correlate them with effectiveness of their organisations?
I

3.11 FURTHERREADINGS

“Managerial Accountability : Young Managers Views™, Sachdev, Anil et |a]. First prize

winning article in Indian Management, J of AIMA, April 1986. |



“Antherity Patterns and Subordinare Behaviour in Indian Organisationt” , Kakar, S. Organisational and Managerial
Administrative Science Quarterly, 1971, 16, - _ ] Yalues and Work Ethics

“Industrial Sociology - A Trend Report”, Sheth N.R., in A Survey of Research in -
Sociology and Social Authropology 1, ICSSR Bombay, Popular Prakashan, 1947,

"Beliefs. Attittides and Values” , Rokeach M, Josscy Bass, San Fransisco, 1970.
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BLOCK 2 INTRA PERSONAL PROCESSES

This block takes an in-depth look at the behaviour of individuals in organisations. The
units deal with several important processes and out comes of individual behaviour.
The block deals with understanding human behaviour, how important it is for a
Manager to understand his employees. Then it leads to attitude and values and then
to personality which is the integration of learning, perception and attitudes. The last
unit deals with stress and coping, stress affects organisations very badly as such coping
with stress and reduction of stress is very essential. This has been discussed in the unit.
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UNIT4 UNDERSTANDING HUMAN
BEHAVIOUR

Obhjectives
After going through this Unit you should be able to understand:

& Importance of understanding human bebaviour

® Individual differences-

Structure

4.1 Introduction

4.2 Iundividual Differences _

43 Approaches to Understand Human Behaviour
4.4 Implications for the Organisation '
4.5 Personality

4.6 Determinants of Personalily

4.7 Type and Trait Approaches to Personality
4.8 Theories of Personality

4.9 Importance of Personality

4.10 Attitudes

4.11 Adttitudes and Organisation

4.12 Values

4,13 Socialisation’s Influence on Personality, Values and s,
4.14 Schein Soctalisation Model

4.15 Summary

4.16 Seli-assessment Test ’

4.17 Further Readings

Q) |

4.1 INTRODUCTION

Al organisations are composcd of individuals, with different personality. attitudes,
valites, perception, motives; aspirations and abilities. The main reasen to understand
behaviour is that individuals are different. No two individuals are similar. In the early
studies, theories of organisation and managemcnt treated people as though they were
the same; scientific management was based on the similarities among workers, not the
differences. In contrast, modern theories of human behaviour are based upon the
differences among people and how those differences can affect the organisation.
Individual differences among people and how those ditferences can affect the
organisation. Individual differences are many for example some employees are
motivated to work and some are not. This can be due to several reasons, and cun be
known by further reading the wnit. '

Before we proceed to understand human behaviour, it s betier to know what the term
‘behaviour’ means. Behaviour can be defined as a responsess which is observed
directly/indirectly. Direct observation is possible by studying the responses of people
to a work environment. Indirect observations are decision making processes and
attitudes, in terms of results or how people descibe them verbally.

In this tnit, Personality as the vehicle to integrate learning, perception, attiwudes and
values will be learnt. Attitudes and values will be fearnt as the guides to behaviour.
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4.2 INDIVIDUAL DIFFERENCES

Behaviour is the result of interaction between individual characteristics and the
characteristics of the environment in which the behaviour occurs. T

Each person has a unique combination of characteristics. Some of these chiracteristics
are present from birth; others develop over time. These can be called as inherited and
learned characteristics. Although there are some inherited characteristics, but these
are very few, and ot so significant. Learned characteristics are very important.
Individual differences can be because of environmental, personal and psychological
factors. It is also due to physical and social factors. Learned characteristics are
acquired as people grow, develop and interact with their environments. This is

depicted by the following figure.-

Figure 1: Learned Characteristics and its Effect on Behaviour

Characteristic =+ Behzvioor " Relationshlp found

Tolerance for conflict Perceived role conflict ) Less role conflict with greater
tolerance for conflict
Relative importance of extrinsic Expresscd job _ ' “Extrinsic Managers" stpressed less -
versus fntrinsic job rewards job satisfaction - - job satisfaction :
* Walue or work ethic . © Atiendance Swronger work ethic asfociated with
) greater attendance
Diversity of interests ~ Salary based megsure High gerieral interest diversity
~ petformance ! assdciated with better performance

Locus of control - Experie; stress. More stress with emphasis on external
locus of control '

‘Environmental fac aracteristics of the broader environment such as
economic conditiofig, #beial and cultural norms, and political factors that can affect
the individuals behavigur. Personal factors include physical and personal.attributes

caf, 1356, education and abilities, psychological factors are less abservable.
They are me: @ karacteristics and attributes such as values, attitudes, personality
and aptitudes tht affect behaviour through complex psychplogiéeil processes, These
are studied, in the subsequent units.

are

All aspectsof the physical world that can be seen, heard, felt, smelled or touched are
part of the physical environment of behaviour. The social environment of an
individual includes relationships with family, friends, co-workers, supervisors and
subordinates and membership in groups such as unions. The behaviour‘ of others (as
distinct from the individuals relationship with them) is also part of an ipdividual’s
social environment. Any-norms, rules, laws or reward systems that originate with
other individuals or groups help to form an individual’s social environment.

Individual as a Mini-System ‘ _
The systems concept is one way to view individual behaviour. Suchia view may provide
a helpfu! technique to understand individual differences better. : :

A system has its parts : input, thruput, output and feedback loop. The input is
whatever enters the system, whether it is a raw material or information. Thruput is
the transformation of the input. The feedback loop is the process of providing the
system with an opportunity for changes in the next sequence, or time ;ﬁod of the

systems operations.

Input Thruput T C_Iur;lut }—‘

Feedback . .

Diagram of & System
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An individual can be considered as a mml-system The inputs come from his
environment; his evaluation of these occurrences takes place in the thruput stage and
his overt reaction is the output.

If the reciprocal interaction of individual charactensucs en\rlronmental charactensucs '
and behaviour described above complicates the task of understanding behawour it
also opens up multiple channels for bringing about changes

Behaviour modification .techmques and psychotherapy methods seek to bring about
desired behaviour change in the individual. Both approaches recognise that changing
even one small factor can bring about relatively large changes in behaviour.

Given the complexity of the causes of human behawour it is remarkable that
organisations function as smoothly as they do. It is also not surprising that there are
problems or that organisational changes to bring about one set of outcomes have
unanticipated consequences. All of these camplexities are the reahly of the study of
behaviour.

4.3 APPROACHES TO UNDERSTAND HUMAN
BEHAVIOUR '

Early classical approaches made the assumptions that people are naturally lazy and
self-serving, neutral, or positive and self-motivated, In simpler terms they nedg to be
pushed and controiled and kept under surveillance, never to beé truste puflin a
good day’s work by themselves. Economic rewards were the only one consi ,and
close auiocratic supervision was suggested. '

Systems and contingency theorists viewed people as adaptable an that much of
behaviour was learned and not attributable to predlsposm bé negative or
positive. :

Likert, Mc Gregor and Bennis who developed an the findings of the
human-relations theorists had a positive view of humafpature. Employees were seen
as striving for personal and social well-being t alone, they would work hard for
the intrinsic satisfaction of a job well done. T asis was on democratic decision

. making and leadership. Jobs were to be challe¥ing and allowed the individual
employee to be creative. - '

Internal Vs External Determinants of Behaviour
Environment plays a major role in shaping behaviour and genetic endowment and
personality development is influenced by our historical heritage.

- Personality Vs the Environment :
Both personality and situationa) variables must be taken into account in order to
explain an individual’s behaviour but that a focus on the environment is as important
" or perhaps slightly more important than focusmg on personal ity traits.

Cognition Vs the Environment

To understand one’s behaviour all we have to know is the individual’s past responscs )
to similar (sumulus) situations and the rewards or punishments that followed that’
response.

There are two models which come out of these approaches :
1) Behaviourist mode! is-‘repres;ented as _ :
S-R (StimuluSQ Response)
2) The cognitive model as -
$—0O—R (Stimulus—Organism—Response model)

Both approaches see learmng and the environment as having a major lmpact on
behaviour. :
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From these different approaches it can be said that :

i) Behaviour is caused by instincts, genetic background and per,scignality traits that
are formed at an early age. Change is very difficult for the individual and that
one's capacity is severely limited.

= . B . . . | .

ii) Behaviour is mostly learncd through our interactions with the environment.
Present events rather than past events are impertant. Eventhouph there are some
limitations on one’s capacities, one is capable of great amounts of change.

4.4 TMPLICATIONS FOR THE ORGANISATION

Behaviour of individuals is caused, and follows a pattern, because of this, behaviour
is unpredictable. Study of behaviour is however, rewarding and necessary for
management. It is doubtful whether the manager can perform his, tasks satisfactorily
without developing a fair degree of understanding of the people zJIround him,

Any atiempt to learn why people behave as they do in organisatibns requires some
understanding of individual differences. Managers spend considerable time making
judgements about the fit between individuals, job tasks and from|these approaches it
can be concluded that there is an overwhelming consensus that the, environment has
a much greater effect than it is believed. The implications for organisations are
important. It means that large arcas of human behaviour are modifiable. _
Organisational design, training and geveloprusat can have a profound impacy on the
behaviour of the members of un orgdRsanon. '

incd Personality as the dynamic organisation within the individual
_Physical Systems that determine his unique adjustments to his

" Person can be described more specifically as ““how a person affects others, how
he understands and views himself and his pattern of inner and outér measurable traits.”

From this definition. it can be understood one’s physical appearalnce aand behaviour
affects others. Understanding oneself means one is unique with a set of attitudes and
values and a self-concept. Finally, the pattern of measurable traits refers to a set of
characteristics that the persen exhibits. . i

"some of the other definitions are “Personality is a vchicle to integrate perception, .
learning, values and attitudes and thus to undersiand the total person.” “Personality
is an individual's total sense of self, it is an organising force for the persons particular
pattern of exhibited traits and behaviours.” “Personality is the culmination of
experiences and genetic influences.” Personality is influenced by the personal life and

where he is working. '

Personality is the result of both heredity and environment and aliso the situation.

4.6 DETERMINANTS OF PERSON_ALITY

Heredity . |

Heredity refers to those factors that were determined at conception. Physical
appearance, temperament, energy level and biological rhythms are the characternstics
which are generally influenced by one's Parents’ i.c., One’s Biological, Physiological:
and Inherent Psychological Make up. The Heredity approach feels that personality of
an individual is the Molecular Structure of the genes, located in the chromosoies.,
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Environment ' .
Culture plays an |mportant rolc in the formatlon of personality, i.e., early
conditioning, the norms among the family, friends and socnal_groups With the
socialisation process in the group, personalities are altered over time. -

smlatmn : ' '
Though an individual’s personality is consistent, it does change depending on the

situation. Different demands in dlfferem situations catl forth d:ffercnt aspecl of one’s

personality.

" The relationship of these three factors affects the formation and development of .
Personality. Physiological inheritance is entirely an internal contribution. Group and
the culture are_the early environmental factors that forms later behaviour. Family and
the social setting during early stages of education are the important factors which
influences the initial formation of personality. Whatever the child learns here lasts for
life time. Later in life, it is the Peer groups or Primary affiliations at work, social
activities which shape the Personality.

47 TYPE AND TRAIT APPROACHES TO PERSONALITY |

The traditionals viewed individuals as Shy, Lazy, Melancholy, Ambitious,
Aggressive. These were called as Traits. Gmups of these traits were the
1o form Personality types. :

gerepated

Trait Apprnm:h
Cattell (1973) identified 16 seurce traits/Primary Traits. These tfa

_generally steady and constant sources of beha\nour But there
scientific relevance,

Figure 1: Sixteen Source Traits
1) Reserved — Qutgoing
2)  Less intelligent — More |nte|l|genl 4
3} Affected by feelings — Emagipnally s

"4) Submissive — Dominant -
5) " Serious — Happy go Luck
6) Expedient — Consciensious
7} Timid — Venturesome

© 8) Tough minded - Sensitive L

¥ - Trusting — Suspicious e Ty

1 Practical — Imaginative ’ '

LI) Forthright — Shrewd.

12} Sekf-Assurcd — Apprehensive

13) Conservative — Experimenting

14) Group-depéndent — Self-sufficient

15) Uncontrolied — Controlled

16) Relaxed Tense

In the type approach several behaviours are seen.as cluster characterlsmg individuals
w1th high degree of stability.

Locus of control: People are assumed to be of two typﬁ ‘lnternals and ‘Externals’.
Internals are people who believe that much of what happens to them is controlled by

their destiny. Externals believe that much of what happens to thcm is ccmtrolled by
outside forces. :

Machiavellianism: High Machs tend to take oomrol cspecnal]y in loosely structured
situations; Low Machs respond well to structured situations. ngh Machs tend to be

more logical, rational and Pragmatlc They are more slnlled in influencing and
co.ahuon bulldmg

Type ‘A’ or Type ‘B* - . _

People who are Hard-driving, impatient, aggressive and super competitive are termed

as Type ‘A’ Personality. Those who are easy-going, socmblc laid-back and
non-mmpetmve are termed as Type ‘B’ Personality.

3
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[ntra Personal Processes - Type A people tend 10 be very productive and work very hard. They are
workaholics. The negative side of them is that they are impatient, not good team
players, more irritable, have poor judgement. Type B people do better on complex

+asks involving judgement, accuracy rather than speed und team work.

28 THEORIES OF PERSONALITY

Carl Jung identified three basic assumptions in his theory. 1) ng’ersoneﬂities are

developmental in that they are influericed by past and hopes for the future, 2) All
. people have the potential for growth and change. 3) Personalily is the totality of 2

person’s interacting sub-systems. ' ‘

Emetional Orientations

Jung feels that the two basic Orientations of People are exiroveirsion and introversion.
Introverts are primarily oriented to the subjective world. They Yook inward at
themselves, avoid social contacts and initiating interaction with others, withdrawn,
quiet and enjoy solitude. Extroverts are friendly, enjoy interaction with people, are

generally aggressive and express feelings and ideas openly.

Managers should gain an understanding of themselves and learn how understanding
others can make them better managers.

Validity results showed that intrayert/extrovert is really appl cable to only the rare
extremes. Most individuals tepd tOge ambiverts, that is, they are in-between
introversion and extroversion.

Fipul . Extroverts versus Introyerts: Chmc'lerisﬁcls of Each

Extroverts ﬁ '  Introverts
Like variet ctiox " Like quiet for concentration.

Wiislike complicated procedure. Tend to be careful with details, dislike sweeping

slatements.
poad at greeting people. Have trouble rcmeqr:nbering names and faces.
Are W€D impatient with long slow jubs, Tend not to mind wurking on one project fer a Tong
: time uninterroptedly.
Are interested in resutis of their job, in getting it Are interested in thuL idea behind their job.
done and in how other peaple dajit. o [ )
Often do oot mind interruption of answering 1he ‘Dislike telepbone intrusions and interruptions.
telephone.
Often act quickly, sometimes without thinking. Like 1o think a lot before they act, semetimes
without acting.
Like 1o have péople around. Work contentedly alone.
; . ) | o
Usually communicate freely, Have some -probleins communicating.

Problem-solving Styles ' .

Jung identified two basic steps in problem solving: collecting information and making

a decision. Collecting data occurs in a continuum from sensing to intuition. In terms
of decision-making. it ranges from ‘thinking’ to feeling’ types. '

Sensing type: The person approaches the problem in a step by step organised way.
The person works steadily and patiently with details. |

Intuitive type.: One who does not show a 1ot of emotion, who can put things in a logical
order and who can be firm and fair.

The feeling type is very aware of other people, dislikes.telling people unpleasant things
and prefers harmony among people.

The interaction of these two aspects of prablem solving res!'.ults in four problem-solving
Lypes. '
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. 1) The sensmg—feelmg person likes to collect data in an orderly way and make Und&standiﬁg Human Behaviour
decisions that take into account the needs of people. This person is very concemed o : _ . K
with high-quality decisions that people will accept and implement. :

2) The intuitive-feeling person is equally concerned with the people side of decmons
" but the focus is on new ideas which are often broad in scope and lacking in details.

3) Sensing-thinkers emphasise details and the quality of a decision. They are not as
concerned with the people aspect of an orgamsanon as with a techmcally sound -
_decision. _ . ' S o

4) Intwitive-thinking types like to tack]e new and innovative problems, but make _ : |
decisions primarily on technical terms. They tend to be good planners, but not so
good at lmplememmg :

There is always a combination of these types in a person.

General attitudes: The last personah'y sub-system Jung identified was the general
attitude toward work, namely judging and perceptive. Judging types like to follow a
plan, like to make decisions, and want only the essentials for their work. On the other
hand, perceptive types adapt wel] to change, want to know all about a job and may
get overcommitted.

Figore 3 : Sensing Types versus Intuitive Types : Characteristics of Each

Sensing Types |

Intuitive Types «

Dislike new problems unless there are
standard waysto solve them.

Like an established way of doing things.

Enjoy using skiils already learned more than
learning new ones.

Work more stcadlly. with reallsnc idea of how long
it will take.

Usually reach a conclusion step by step.
Are patient with routine details.
- Are impatient when the details.'get comptlicated.

Are not often inspired, and rarety trust the
inspiration when they are.

Seidom make errors of fact.

Tend to be good at precise work.

Like solving new problems. 0

patient with complicated situations.

Follow their inspirations, good or bad.

Frequently make errors of fact..

Dislike taking time for decision.

Figure 4 : Thinking Types versus Feeling Types : Characteristics of Each

Thinking Types

Feeling Types

Do net show emotion readily and arg often
uncomfortable dealing with people’s feelings.

May hurt people’s feelings without knowing it.

Like analysis and putting things into logical order;
can get along without harmony.

Tend to decide impersonally, sometimes paying
insufficient attention to people’s wishes. :

Need 1o be treated fairly.

‘Are able to reprimand people or fire them when
NECEssary. )

Are more analytically unented respond more ¢asily
to people’s thoughts.

Tend to be firm-minded.

Tend to be very aware of other people and their

- feelings.

Enjny.pleasin g people, even in uflimportari‘t things. .

Like harmony. Efficiently may be badly
disturbed by office feuds.

Often let décis'mns be influenced by their own o
ather people’s personal likes and wishes.

Need occasional praise.

Dislike tellmg people unpleasant things.

Are more people-oriented; respond more easily to
people’s values,

Tend to be sympathetic.
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" encounters const

Figure § : Judging Types versus Perceptive Types: Characteristics of Edch .

. _ |
 Judgirig Types . " Perceptive Types . L

" Work best when they can plan their work and follow  Adapt well to changing situations.
theplan. o . . |
. Lil:é_to_éet things settled and finished. Do not mindd leaving things open for alterations.
May decide things too quickly. _ May have trouble making decisicrns.
May dislike to intetrupt the project they are onfora  May staﬁ foo many projects and have difficulty
more urgentone, _ . finishing them. | )
May not notice new things that need to be done. * May poétpone unpleasant jobs.. |
|

Want only the essentials needed to be_giﬁ theirwork.  Want to know all about a new job.

Tend to be satisfied once they reach a judgement Tend to be curioys and welcome pew information
on a thing, situation, or person. on a thing, situation, or person: |

‘Development of Personality : Erikson's eight lifé stages

Erikson identified eight stages of life that characterize the unending :ﬂe_\r'elopmem of
aperson. He characterised each stage by a particular conflict that nee'dls to be resolved
successfully before a person can move to the next stage. However, these eight stages

. are not totally separate, and the crises are never fully resolved. Moveinent between
" stages is developmental. Movement can even involve regression-to ealjilie_r stages when

traumatic events occur: .

Stage One, infancy: During the first y ife a person resolves thk basic crisis of

. trust vs. mistrust. An infant wheagared for in a loving and affectiolnatc.way learns

to trust other people. Lack of I§
a serious impact on z child th

¥ affection results in mistrust. This stage makes
ficnces events for remaining life.:

Stage Two, early childh the second and third years of life, a child begins to
assert independe If 1 child is aliowed to control these aspects of life that the
child is capabl lling. a sense of autonomy will develop. Ifithe child
disapproval or inconsistent rule setting, a sense df self-doubt and
shame i3 to develop. ' - |

Stage Thr y age: The four and five year old seek to discover justthow im_n_:h they
can do. 1f u child is encouraged to experiment and to achieve reasonable goals, he
or she will develop a sense of initiative. If the child is blocked and made to feel
incapable, he or she will develop a sense of ‘guilt and lack of self-confidence’.

: : ! : |

Stage Fﬁur, school age: Frorh agés 61012, 2 éhild learns many new skills and déve]ops

: social abilities. If a child experiences real progress at a rate compatible with his or her

abilities, the child will develop a sense of industry. The reverse sitiation results in a
sense of inferiority. ' ' o

.. Stage Five, adolescence: The crisis of the teenage years is to gain a sense of identity

rather than to become confused about who you are. While undergoing rapid biological

‘changes, the teenager is also trying to establish himself or herself as socially separate

from the parents. The autonomy, initiative, and industry developéd in earlier stages

‘are very important in helping the teenager successfully resolve this crisis and prepare

for adulthood. -

Stage Six, young aduithood: The young adult (20’s and 30's) faces the crisis of intimacy
versus isolation. The sense of identity developed during the teenage years allows the
young adult to begin developing deep and lasting relationships. | o

. Stage Seven, adulthood: During their 40's and 50°s adults faceithe crisis of generativity

versus self-absorption. Sclf-absorbed persons never develop an ability tolook beyond
themselves. They may become absorved in career advancement and maintenarce;

. and they may never learn to have concern for future generations, the welfare of

organisations to which they belong or the welfare of society as a whole. Generative

people see the world as much bigger-than themselves. Productivity in work or child

rearing or societal advancement become important to them. Through innovation and
creativity, they begin to exert influence that benefits their crganisation.
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Stage Eight, later life: The adull of mtegnty has gained a sense of wlsdom and
prospective that can truly iielp guide future generations.

. Sheldon: He labelled three body builds and certam Personahty Charactensncs they
reflected. The three body types are:

1) Endqmorph—-Fleshy and inclined to'\ﬁard. fétnese_.
2) ‘Mesomorph—Athletic and inclined to be muscular
3) Ectomorph—Thin and inclined to be fi ne-boned and fregile._

o The personality charactenstlcs reﬂected are:

Endomorph; Fnendly, onented towards people seek others when troubled slow 1o

react loves to eat.

_Mesomorph Seeks physical ad\renture needs and enjoys exemse ‘restless,
aggressive, hkes risk and chanr'e oompetmve

" Ectomorph: Likes privacy, soc1ally inhibited qulck to react and hypersensmve to pain.

" Passages Theory
Sheehy (1976) with her extenswe research concluded that adults progress through ﬁve
Crises:

l) Pulling up Roots Thls period occurs between the ages of eighteen and twenty-two, -

_when individials exist from home and incur physical, financial, and emotional
separation from their parents. They cover thelr fears and uncertainty wnh acts of
defiance and mimicked confidence,

2) The Trying Twenties: This period is a time of opportunity, but alSqjpfludes the

fear that choices are irrevocable. Two forces push upon u to build a firm,
safe structure for the future by making strong commitments 2 @ bther is to explore

and expenment and keep flexible as to eommitments. _

3} The Caich—Thirties: Approa_chmg the age of thirt me in which life
commitments are made, broken or renewed. It eamjsetting towards a new phase
or calming down of idealistic dreams to reali Commitments are changed or
they are deepened. There is change, turmoil, anlg often an urge to be out of the
routine. : : ' '

4) The Deadline Decade: The ten years b n the agé of thirty-five and forty-five

represent a crossroad. This period is characterized by-a Te- -exarnination-of one’s
pmposes and how the resources will be spent from now on

5) Renewal or Resignation: The mid-forties bring a penod of stability. The 1nd1v1dua| '

who can find a purpose and direction upon which to continue bulldmg his or her life,
the mid-forties may well be the best years.

These stages are related to the working place. It is expected that all employees face

-crises during their careers—Just as young people pass through identity crises, during

their teenage years, adults too go through stages—insecurity, opportunities
presented, opportunities foregone and lost, and either the acceptance of new

challenges or resignation. These crises create the opportunity for an employee to alter |

his or her goals, commitments, and loyalties to the organisation. When employees .

reach their forties, they re-examine their goals and make important adjustments in ",

their lives. Their personalities may undergo significant changes resultmg in
behavioural patterns quite different from his or her environment. .

' Maturation Theory: Chris Argyris has postulated a maturation theory of personality
development that proposes that all healthy people seek situations that offer
autonomy, wise interests, to be treated equally, and the opportunity to exhibit their
ability to deal with eomplexlty Healthy individuals tend to move from i mmatunty to
maturity: _ _ :

1) From being passive to engaging in increasing aetivity.

.'2) From depeadence on others 'tf’ independence. .

3) From having few ways to behave to pdsseSS mhny alternatives,
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4) From having.shallow interests to developing deeper interests.

5) From having a short time perspective to having a longer time perspective.
6) From being in a subordinate position 1o viewing oneself as equ'al Or superior.

7) From lack of awateness ot oneself to awareness of oneself. |

A(’:oqrdirig to Argyris, healthy people will show the behaviours of maluﬁty while -
unhealthy people tend to demonstrate childlike immature be_haviour.%_. Further,
Argyris argues that most organisations tend to treat their employeesilike chiidren,

-making them dependent. . _ |

The Manager who understands personality development is'better able'to_ predict these -
crises and recognize them as natural transitions that adults encounter. Neither trait
nor type approach, or theories of personality presented help in.predicting behaviour
of ‘an individual. The reason is, they ignore situational contexts. '

49 IMPORTANCE OF PERSONALITY |
AL i

. Understanding of personality is very important because by determining what

characteristics will make for effective jd performance, it can aid ixll.personnel
selections; by increasing understanding of\pow personality and job characteristics
interact it can result in better hiring, er and promotion.decisibns, and by
providing insights into persogélithdevelopment it can help to anticipate, recognize

_ and prevent the operationali§ing ocostly defenses by organisational members.

There are certain pro s by which personality can be predicteél:

1) ‘Rating Scales, om Yeers or friends help in predicting behaviour. _
2) ‘Experime ures’ which help in the assessment of some |1::l_1aracteristi-::s of
person, ' _ |
3) Wit of a ‘Questionnaire’ one can assess behaviour of ih|(: other, provided
. the an _are genuine. .
4) Projective Tests like Thematic Apperception Test, Rorschach’i-lnk-Blot test help .
in predicting the ‘personality of an individual. | :

These measurements help in effectiveness of the organisation. |

410 ATTITUDES

Attitudes are a way of responding either favourably or unfavourably to objects,
persons, concepts etc. They are evaluative statements. They reflect how one feels
about something. Attitudes are related to behaviour. Itis an unidin{ensional variable,
i.e. positive or negative, They are hypothetical constructs! It is something inside a

person. It may be observed but the attitude itself cannot.

Attitudes in a person could be observed in three ways: 1) Direct eprcriencc with
the person or situation. 2) Association with other similar persons or situations.

3) Learning from others about thier association with the person or situation. ‘Direct
experience’ is the concrete experience stage of learning. Association is similar to
abstract conceptualisation and generalisation. Learning from others is like reflection
and observation. Attitudes evolve out of perception and learning|processes. One is
not born with attitudes but acquires them through life experiences. But certain basic
attitudés are formed during the early years of life. According to Erikson, a basic life
attitude of trust or mistrust occurs during infancy. . o | o



-Rokeach (1973) “values represent basic convictions that a specific mode of conduct or
. end-state of existence is personally or qocrally prefcrable 1o an opposite or converse

If a child’s basic needs are met in a loving manner, the child will develop a sense of Understanding Human Behaviouz
trust otherwise a sense of mistrust develops. The child also develops a sense of ' '

autonomy or shame and doubt. All these affect one’s behaviour.-And this linkage to -

behaviour is what managers are concerried with; and they also need to understand the

ways in which behaviour affects attltudes :

4.11 ATTITUDES AND ORGANISATION

T

In organisations, attitudes are important because they affect job behaviour. These job
related attitudes top positive or negative evaluations that employees hold about
aspectspf their work environment. There are three primary amtudes job satisfaction,
job involvement und organisational commitment.

Job satisfaction refers to an individual’s genéral attitude toward his or her job, which
is either positive or negative, i.e., satisfied or dissatisfied, :

Job involvement measures the degree to which a person identifies with his job,
actively partlapates in it and considers his performance impottant to. his self-worth.

Orgamsanonal commitment is an orientation toward the organisation in terms of
loyalty, identity and involvement in the organisation. These attitudes are measured so

that behaviours like productivity, absenteeism and turnover can be predicted.

Managers need not be mterested only in undcrstandmg the attitudes of people, but

also in chariging them. Since attitudes are learned they can be changed. Rersuasive
communications are used to change attitudes. But attitudes are slo change.

Because they are based on deep-seated beliefs and values. :

412 VALUES v

] .
Values are encompassing concepts. American agement Association indicated

that values are at the core of personality thatthey are a powerful, though silent
force affecting behavinur. ' . _

Values are so embedded that it can be inferred from people’s behaviour and their

"expressed attitudes. But values are a strong force in people. What may ‘appear’ to be

strange behaviour in an employee can make sense if rmanagers understand the values
underlying that behaviour. :

mode of conduct or end-state of existence.’

Rokeach has divided values into two broad categories: ‘Terminal values® relate to ends _

to be achieved e.g. comfortabie life, family security, self-respect and sense of -~ - - '
accomplishment. ‘Instrumental values’ relate to means for achieving desired ends,

e.g. ambition, courage, honesty and imagination, Terminal values reflect what a

person is ultimately striving to achieve, whereas instrumental values reflect how the

person gets there.

Values are so embedded that it can be mferred from people’s beha\uour and their
perception, personality and motlvatlon They generally influence behavicur. They are
relatively stable and enduring. This is because, the way in which they are ongmally
learned.

Allport (1951) identified six types of values

1} Theoretical —— Places high 1mportance on the dlscovery of truth through a critical
and rational approach.

:2) Economic — Emphasises the-uscrul and practical.

3} Aesthetic — Places the highest value on form and harmony.
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4) Social — The highest value is given to the love of people. |

- 5) Political -— Places erphasis on acquisition of power and influence.
6) Religious — Concérned with the unity of experience ana understanding of the
_cosmos as a whole. ' T
People in diff‘_’“".“t occupations place different importance on the six value types.

The knowledge that people have different types of values has led a few of the more
progressively managed organisations to initiate efforts to i'mprovq‘ the values—job fit

- in order to enhance employee performance and satisfaction. Texas Instruments for

instance, has developed a programme to diagnose different value types and to match

“pruperty these types with appropriate work environments within ¢their company.

Some individuals, for example, are classified as “tribalistic” —- pelzople ‘who want

_ strong, directive leadership from their bosses; some are “egocentric” desiring

individual responsibilities and wanting to work as lovers in an entrepreneu-ial style; .
some are “‘sociocentric” seeking primarily the social relationship that a job provides,

" and some are “existential”, seeking full expression of growth and self-fulfilment needs

through their work, much as an artist does Charles Hughes, director of

* personnel and organisation development at Texas Instruments, believes that the

wvariety of work that needs to be done in liis organisation is great enough to
?ooommodate these different types of work personalities in such a manner that an
individual and organisational goals are fused. !

| 1 |
UENCE ON PERSONALITY,

in people’s lives and it has a significant impact on,
attitudes. Socialisation is the process by which an
the working environment and gains loyalty and ..
isation. Through this process, a person learns the goals of the
eans to achieve those goals, an employeg’s r¢sponsibilities and:
adécepted waySf behaving in the organisation. In addition, the glaerson learns the

orga% afitudes and values. As the person becomes socialiséd in the |

4.13 SOCIALISATION |

YALUES '
_d;ghnisaﬁons play a majak,
people’s personality gyalues

orga there is also a tendency to adopt to the attitudes and values of the

. organisaygh. Thus, the organisation influences the personality va_iues and attitudes of.

an individual. _ L |

Stages of Socialisation S :

1) Prearrival Stage: Individuals develop préconceived notions dbout an organisation
based on previous education, work experiences and contacts with organisation
members. : . o B E | " '

2) _Enceuilfer with the Organisation: A person’s initial dri'entation,'-lraining and
experiences. with other employees who exhibit the accepted attqtudes in the
organisation all influence -and change the person. )

- 3) Change of the Person and Acquisition of the new attitudes and values: When a

person works in a company, he or she gradually learns what is expected and beginsto
develop a new personality that is consistent with the organisation depending, the’

_ person works for sometime in the same organisation. |

Socialisation process is not limited to the entry pomt i an organisation Rather, it is

_ a continuous process throughout person’s career path.

Sdcialisation dccx_iré_evefji time employees make a move in an ocrllgzinisation. As people

move vertically up the organisations hierarchy, they encounter ifferent norms, values

and attitudes. Al the entry stage, employees must assimilate these new factors if they

are to be successful, and the potential is thece for an .alte!rat_io:? in their personality.

Eoonor_hic-.éunditions, obmpetitions and technological advances can cause an

organisation to change its basic orientation. The resulting adaptation will bring new
forces to bear on each organisation member-forces which may| alter personalities.

:‘..?;8' . ,|




4.14 SCHEIN S_O'CIALISATION MODEL

Schein identified three witys inwhich individuals respand to the socialisation forces of
the organisation and thus exert influence on their own personalitiés. '

1) Rebellion: The new employee could attempt to fight the organisation. The result
might be dismissal, or change in the organisation, or change in the person (regardless
of whether the individual wins or loses). ' :

2} Creative individualism: Where an employcc accepts the organisztion’s values and.
attitudes which are important and rejects the others. The employee uses a
combination of personal and organisational values in relation to the organisation,

3) Conform: A person could simply conform 10 the arganisational forces and exert
very little influence on the organisation.

Thus socialisation is a process that exerts influence toward changing a personality. But
previous socialisation, learning and attitude formation create forces that operate to
maintain personality as a consistent type. Perceptual process filters socialisation forces
in an attempt 10 maintain consistency between people’s surroundings and their
self-concept and it depends on strength of these forces. Personality, Attitude and
Values continue to develop and evolve over time: To understand the process of
socialisation is necessary for a manager becavse it relates directly tc work organisation.

4.15 SUMMARY

From this unit, it was learnt that und=rstanding human b iour is essential for an
effective manager, as it facilitates 1o achieve organisational tter. The reasons
for individual differences and approaches of unders ing Rpman behaviour arc
explained.

It was understood from this uait, that attit @w e optnions about things. Values
represent deep-seated standard by which pelyg aluate their world. The past plays
arimportant role in the development of attitud®hnd vaiues. Personality is the result
of person’s experiences and genetic influences. Approaches, theories and
determinants of personality were explained. Finally the process of sociakisation in an

organisation that alters one’s personality, values and attitudes was discussed.

>

4.16 SELF-ASSESSMENT TEST

1) What is individual difference” What are the factors which affect individual
difference? ' :

2) Why should organisations give importance in understanding human behaviour?

3) Define values. Define attitudes. How are _lhey'similar? Different?
4) What is the source of values and attitudes?

5) Values have been described as the foundat.ionlof individual behaviour? On what
basis do you think such a statement was made?

6) Esplain why personality is developmentat in nature, what are the primary factors
that influence the evolution of personality?

7} Why are the first three stages of Ertkson's model of personality so crucial to
Jong-term personality development? How do the crises of these three stages relate
to the crises of the remaining stages? '

8

—

Describe locus of conuol, ~"Machiavellianism™ and type A or B as types of
personatity. :
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C |
Intra Personal Processes 9} Describe the difference between type and trait approaches. |

10) Describe the sub-systems of Jung’s Personality Theory. Also explain the four
dimensions of the theory. ' |

11) Describe socialisation processes and explain how it influences }Ipersonality.
attitudes and values, |

4.17 FURTHER READINGS S
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i
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The Myers-Briggs Type Indicatog (COngulting psychologists Press, Palo Atto, Cal.,
1962} is a very popular instrument ian types. Please Understand Me by David
Keirsey {Prometheus NemgsigBoo el, Mar, Cal, USA, 19?8J} is 4 good simple
introduction to Jungian typ ied on Keirsey Temerament Sortex (70 item- pair
comparison questionnaire i

+

Usha Haley and 5. pf.in “Cognitive trails in Strategic del.cision making”
{(Journal of Mguagenut Studies, 1989, 26, 477-497) have discussed what Heuristics
_the four Jug nesuse to gather data, and to generate and evaluate alternatives.
Also the foulNgpes use different cognitive trails, and can consequently fall prey to

biase t lurk¥n these trails. The heuristics of biases of the fOll.lI' personality are:
Type ristics Biases

STs  Anchorny Functional fixedness and regularity and structure
NTs  Perseverance Positivity and representativencss |

SFs Availability Social-desirability and fundamental attribution
NFs  Vividness Reasoning-by-analogy and illuso ry-cotrelation.
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UNIT5_LEARNING

Objectives
After going through this unit, you should be able to: .
. recognize that learning can take place in' several wziys '

. apprecnate the role of remforcemem in Iearnmg S -

. recogmze the CO]’ldlthl’lS under which changes in behawour take plaoe

Structure

5.1 Introduction

5.2 What is Learning?

5.3 'Learning Processes '

5.4 Reinforcement

3.5 The Role of Punishment

5.6 Changmg Behaviour Effectively
3.7 Summary

5.8 Self-asses$ment Test.

5.9 Further Readings

A

Asa person, vﬁorking with other péople_, yo 6ﬂeEface the problem of generating
change. This change may be as simple as tr: w member of a team to perform
a job correctly. It may have to do with a mull more complex situation like

absentecism or poor productivity, e probably two ways you can apnroach

5.1 INTRODUCTION

these situations. Either people can be egt to think things over, explanations can be

. given to them and gradually their at_m fes can be changed. This may work but’a lot
of research indicates that changing the behaviour direcily would also work, perhaps .

better. This.chapter deals with the latter approach typified in phrases like *the carrot
and stick pollcy’ ‘spare the rod and spml the child'. ~

/5.2 WHAT IS LEARNING?

Infact leammg is quite s:mply defined as any change in behaviour that comes about
as a result of experience. This definition implies that — all changes, positive or
negative, that arise from experience are examples of learning. Accerding to some
psychologists, almost all our capacities, habits, likes_ and dislikes, even our total
_ personality is primarily learned. Obviously, itis difficuit to explain such a wide range®
of processes by one concept. In the next few sections, an attempt will be made to
" explain precisely how somuch of human behaviour can be accounted for in terms of
learning. But it will be worthwhtlc to remember that: o . : -

# only those c¢hanges caused by experience are considered to be cases of learning

& practice is necessary for learning (it is however not sufficient for learning 1o take
place). .

Although the defiaition does not make it explicit, learning is also linked to two other -
very important concepts motivation and reinforcement. Mucn of the discussion in this
chapter will be concerncd with the way these provesses-interact and in ﬂuence each’
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‘b Ope a

5.3 LEARNING PROCESSES

One reason why so many different kinds of events are explainable in tertns of learning,
is that there are at least two different processes by which learning takes place. These
processes are teferred 10 as Classical Conditioning and Operant or Instrumental
Learning. Another important distinction is between Simple and Compiex learning.
While both Instrumental and Classicat Conditioning are cases of the former, Complex

learning includes Cognitive Learning and Modelling, Before discussing how

behaviour can be changed in organizations, it is necessary to understand how these |

processes work arid'in what ways they differ from each other. -

a) Classical Conditioning: Working in Russia, in 1502, Ivan Pavlov, a physiologist
discovered that the dog hie was experimenting upon, did not sativate only when it was
given food, but also when it heard the sound of  bell that used to ring just before the .
food was offered. It was natural for salivation to occur at the presence of food but why
did this happen when the bell was sounded. According to Pavlov, the neutral stimulus .
(bell) got paired with the unconditioned stimulus (food), resulting in a learned -
{conditioned) response of salivation to the new conditioned stimulus {bell). The
situation before and after conditioning is represented in Fig. I tielow:

Pigure I: Classical Couditioning

Before Conditioning . After Conditioning

UCS— UCR UCS—UCR - |

{Food) (Sakivation) {Food) {Salivation) o
(Beli) - {Salivation)

(Bell) . Neutsa) Stimulus — Ne, ¢ (C$»CR)

has to be initiated from ofjgfide. Since the bell did ring before the food came, pairing
took place. The ad o part to play in it. This model can therefore explain very
few aspects of tour. -

The problem with the % discussed above is that the whole process of learning

earning: Quite another process was described by'the Harvard
psycholog ‘* inner. Here, every response is followed by a consequence and the
consequencietermines whether the response will be repeated or not. In Skinner's
typical experiments, a pigeon could be trained to press a lever by givingita food pellet
each time the lever was pressed. Of course, the first time the lever would usually be

- pressed by accident. Gradually as each response was foll_owed!by food, the tendency

to press the lever increased. -

Figure [1; Operant Learning

S -+ R Cousequence:
(Voluntary Behaviour) {Food Pellet)

5

Both Classical Conditioning and Operant Learning involve the learning of simple
stimulus-Tesponse sequences. An elementary response like a motor response may be
learned because it has been followed by a positive consequence. Operant learning also
explains how more complex sequences can be learned. One learned response can
become a stimulus for a subsequent one, generating a new response (8;—R,, Rz, R,
R,, etc). .

c) Cdgnilive Learning and Modelling: Some psychologists beneve that neither of the
processes mentioned above can explain all the learning that tukes place.

Operant learning takes a lot of time. First of all the right behaviour has to be
produced. Then it needs to be rewarded. Only when the samg response has been
rewarded several times does the change become effective. Once again, it scems
unlikely that all fearning could be explained in this manncr. In fact, most problem
solving situations cannot be expiained in this manner. In 1914, Kohler demonstrated
that if a monkey was given two sticks. both of which were too short to reach a banana -
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lying outside a rage, the monkey would have an experience of ‘insight’. Without much’
prior exposure, th¢ monkey would suddenly join the sticks togethér and pull the
banana inside. This kind of learning takes place inside the mind. It is like fitting two
bits of a jigsaw puzzle together, Reinforcement simply plays the part of strengthening
the response, it does not actually cause learning. The principle involved here is
perceptual reorganization, i.e., putting bits of information you have together in a new
way. This kind of learning is probably very important in changing attitudes towards
peaple, _ -

In Modelling, learning takes place through the process of identification. By
identifying, a person starts displaying behaviour like that of someone else. In
organizations this could show up in small details like adopting a style of .
communication like that of one’s superior. Modelling also helps in taking on new
roles. A person who has been promoted to a new position may, at least initially, -
unconsciously imitate some of the behaviour of his predecessor. However, only those -
people will be chosen as models who seem to have power, control resources. and are
seen to be giving direct or indirect reward for their behaviour, The presence of modcls
who are highly identified with organizational goals is likely to go a long way in shaping
the behaviour of other members of the organization. Like all other processes.
Modelling too can have negative consequences. Thus, subordinate members of an
office can learn to come late or display temper tantrums if someone senior to them

behaves in this manner. Emotional responses are picked up particularly fast by this
method. . L o

5.4 REINFORCEMENT

. One process that has not been directly mentioned so tar igfthforcement. However,
all the smiles, food, consequences that have been mentio % reinforcing. -
Reinforcement or RF is defined as any event that alters the prabébility of occurrence
of a response. If the consequence following a parti vent is positive, it will be
repeated. If the consequence is negative, it is less lik§ly to be repeated.

To go back to a situation you are likely to 3 organization, you may find that
a new member has joined your team and is wogking very enthusiastically. An
encouraging remark is likely to act ag ard and his participation wilt probably
remain enthusiastic. On the other ha may impose a penalty for some
undesirable behaviour such as coming lat®” This is obviously punishment. Both of the
examples given above are the most direct use of reinforcement. More indirectly, a.
behaviour can be strengthened, by removing a negative consequence that generally
follows it. A person may be avoiding his work place simply because he does_ not get
along well with the colleague he shares his office with. A change in the seating
arrangement may help him regain his enthusiasm. Finally, taking away a positive
consequence can be a source of negative ;einforcemem. A reducuoq in pay, a

. shortening of lunch hour, both sources of reward, would act as a negative remf(.)rcer‘ _
Another interesting effect is seen when ‘good’ behaviour is continued to avoid
punishment .f,.'Typically, we come on time tp avoid being reprimanded.

Figure TI[: Types of Reinforcenient Strategies _

Ohjective ' __ Strategy
[~ Toincrease the | Positive Reinforcement
rate of desirable . )
: behaviours E
Reinforcement ' MNegative Reinforeement
Through - o
Behaviour - : _
Modification : ‘Extinction
To decrease the {Mon-Reinforcement)
rate of undesirable ™ — '
behaviours

Preaniateee
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is another example. An extremc

. Interval or Ratio s¢

When a previously reinforced behaviour is not reinforced for a long peried of time,
the persons generally stops performing it. This phenomenon is known as extinction. The
apparent picture is of a person who has stopped behaving in that manner or has
perhaps, forgotten about that behaviour. However, something interesting happens if
you start reinforcing that behaviour again. Immediately, the response picks up
strength and within a short period of time, it regains its original intensity. Obviously,
lack of RF is inhibiting the R, it has not really been lost completely. The distinction
is very important in practice. Skills which have not been used for a long time are often
thought to be forgoiten. However, in a new situation where the RF is again being

- provided, they are likely 10 bounce back.

Secondary Reinforcement: For adulis, most reinforcers are in themselves learned.
An importan example is money. Unlike food which is linked to a physical need,
money becomes rewarding because other desirable +hings can be attained through it,

‘Similarly status, approval, power etc. are all reinforcing in an indirect manner.

Schedules of Reinforcement: Any analysis of routine interactions shows that
reinforcement is not usually provided in a consistént manner. It would require an
atmosphere of total surveillance to punish a person every time he was late. Skinner’s

"analysis goes into this problem.

Schedules of RF can be classified into two types-—continuous, and intermittent. In
continnous reinforcement schedule, behaviour is reinforced every time. In an

* intermittent schedule, on the other hand; each response is not reinforced. In extreme

cases of intermittent scheduling, there is little relationship between the occurrence of
a response and a reinforcement. Yet, reinforcement is obtained enough to make the
behaviour worthwhile. An exarople of the Nggmer is not very easy to find amongst
human beings. It is sometimes used in g pets where each time the dog brings
the newspaper you give him a big i pagwnt on flat onc is to one piece-rate basis

@ intermittent RF often cited, is the example of
gambling. Since there is no relalQnshp between the occurrence of R and RF. this
kind of schedule Jeads togagponses that are very difficult to extinguish.

ules ¥an be of Fixed or Variable type. Ratio schedules depend
sesmade by the subject. Interval schedules, on the other,

amaunt of time since. the last reinforcement, The person is

e he makes an appropriate response, after time interval has

on the pumber O
hand, depend on
reinforced irst ti
passed.

Skinner's descption of these schedules of RF has been of tremendous importance in
changing behaviour. Each reinforcement schedule is expecied to generate a specific
pattern behaviour. A piece-rate incentive plan is a fixed ratio schedule. Here, a
reward is provided after a constant number of responses have been made. This is’

typically the model followed in garment export industries. Each time a certain number- -

of complete dresses are handed over, the payment is made. In a variable ratio
schedule, once again the RF is provided after a specific number of responses but the
number of responses varies around an average. For example, over a period of sixteen
responses; the average may wotk out to one reward for four responses. However, the
two of these reinforcements may come in the first ten responses and the remaining
two may come in between the eleventh and sixteenth responses. This kind of schedule

_applies to Life Insurance Agents and others working on a commission basis.

If rewards are spaced out at uniform time intervals, the RF schedule is of the fixed
interval type. Salaries paid on a weekly or monthly basis are examples of this schedule.
On the other hand, a bonus or incentive, instead of being paid at Diwali or New Year
could be broken into two or three parts and distributed randomly throughout the year.

RF Schedules and Behaviour: Fig 1V given below, grves a summary of the various
reinforcement schedules and their effects on behaviour. As you ¢an se¢, continuous

" reinforcement is important for learning new responses. [t establishes a link between

the tesponse and the reinforeer tut should not be used for a long period. of time
because it causes satiation or problem and also because any cessation of the stimulus
results in extinction. A Fixed Ratio RF schedule generates a higher rate of response
than the interval schedutes, Partof the effectivencss of such a schedule lies in the fact
that meeting demands is so rewarding. The higher the output, thc_éreater thereward.
Bou the vl de sehedudes also produge responses that are difficult to cxtinguish. In
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the variable ratio schedule, €.g., the salesman knows that reinforcement will come, . Lesrning
even if after a considerable number of responses has béen made. The frequency of B
responses is high here and very resistant to extinction. But new responses can not be

taught by this method,

Figure 1V: Schedules of veinforcement and their effects

Schedulc Description Effects Responding

Continuous Reinforce follows (1) Steady high rate of performance as long as reinforce-
ment continues to follow every respense.
(2) High frequency of reinforcernent may lead to early
satiation )
(3} Behaviour weakens rapidly (undergoes
extinction) when reinforces are withheld,
(4) Appropriate for newly emitted, unstable, or low-

frequency responses.
Intermittent Reinforcer does not (1) Capable of producing high fréquencies of responding
follow every response (2} Low frequency of reinforcement precludes early
satiaton. .
(3) Appropriate for r7able or high-frequency responses. ‘
Fixed ratio A fixed number of re- (1) A fixed ratio of §:! {reinforcement occurs after
sponses must. be emit- cvery responsc} is the same as 4 continuous schedule.
ted before feinforce-  (2) Tends to produce a high rate of response which is
mentoceurs. vigoraus and steady.
Variable ratio A varying or random (1) Capabte of producing a high rate of response which
{VR) number of responses _ isvigorous, steady, and resistant to extinction,
must be emitted be-
fore reinforcement
occurs.
Fixed interval The first response (1) Produces, an uneven response pattern varyMg from ‘
(FI) after a specific period a very slow, unenergetic response im:
of lime has elapsed is following reinforce ta a very fast, vigoro Tise
reinforced immediately preceding reinfo .
Variable interval ‘The first response (}) Tends o produce a high ratef dijse which is
(vh) after varying or random ~ vigorous. steady and resistan tion.
periods of time have .

¢lapsed is reinforced. -

Source: From: Organizational Behaviour Modification, p..51 b ¢d L@thans and Rober Kreitner.
Copyright € 1975 by Scott Foresman and Company.

Fixed interval schedules are applied regardless number of responses made. You
get the monthly pay anyway, even if the work haS not been done. Such a method is
known to reduce motivation for liard work. Variable interval schedules produce much
higher rates of response and are more resistant to extinction. However, this method
is likely to be more effective with reinforcers such as encouragement, promotions etc.

than with salaries. '

In actual practice, it can be said that:

~a) Continuous RF is probably effective in the early stage of the learning process.
b) Ratio schedules are effective in comparison with interval schedules because the

reinforcement is contingent upon the resporse.
L]

¢) Variable schedules generate responses, that are more difficult to extinguish.
But:
-a) Some continuous RF (monthly salary} is necessary to reduce anxiety.

b) A fixed ratio schedule is administratively easicr to handic than a variable schedule.

¢) Somewhat different principles may apply for punishment, =

To ensure maximum effectiveness, reinforcement schedules must be worked out
keeping the specific needs of the organization as weil as the employees. A
combination of schedules is likely to be most effective. While the basic salary is paid
once a month. incentives may be paid on a Variable Ratio schedule,
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;.S THE ROLE OF PUNISHMENT

Although it is widely known that punishment is an effective way :of changing
behaviour, it is less talked of than reward. There are two important reasons for this.
First. the use of punishment has ethical implications. It connotey wanting to harm or
hurt someone and has therefore become somewhat unmentionable. Secondly,
although it is the inverse of reward, it functions in a much more complicated way.
Solomen has peinted out the conditions under which punishment is most effective. To
use punishment effectively it must be: _ [

» applied efore the undesirable behaviour has become very weil learnt
: |

& {uirly intense |

& followed immediately after the undesirable behaviour

. | .

® speaific to a particular act. 1t should never be vague and gcmlf.ral, applying to the
entire person :

® Consistent 4CTOSS PErsOns '

a applied cverytime the act oceurs

[

_ |

A look at the list given above, indicatcs why punishment often does not work. In the

first place, most of us have been taught to be patient and punish onty when it is

absolutely necessary. By this time §gccording to Solomon’s sugrgestions, the

behaviour has been well entre ed Nt is also more likely thal a mild punishment

would be used for a long time be witching to a more intense punishment.

Research shows that mil hment is stimulating. It may even act as a positive

¢ accompanicd by reward for the desired behaviour.

reinforcement. H a worH s leave too often, a mild reprimand may strengthen
this behaviour. He is getti ention from the boss and not really losing anything. It
is casy to sce that onditions are also not met. Punishment does not follow
immediately after tR€ act, it is usually very generally and incqnsistémly applied,

There are ificant effects of punishment that should be mentioned here, It is
the acgand niwghe person who should be punished. Statements like I cannot stand the
wi have are respanses to the entire person. They are unspecific and do not
poin the person what behaviour he necds to change. I contrast a specific -
statemohit of disapproval to a specific bebaviour (smoking in a place where
combustible material is present; drinking coffee during working houss) is tikely to be
effective. 1n fact, rescarch shows that gencrally applied, intense punishment can make:
a person very anxious, decreasing his potential to be a good worker. In addition to
this, punishment shoutd be followed by rewards to appropriate behaviour. A person
who has been given a wage cut or forced to take casual leave (punishment) for commg
late could be given a small increase in pay (reward) for arriving punctually every day
for a month. For the same reason a generally warm approach (ipositive reinforcement)

- accompanied by punishment for specific acts is likely to be effective.-
. . |

Another problem that may arise in using punishment is that the person who punishes
may feel guilty, To compensate for this, he wilt often follow the punishment with a
non-contingent reward (a reward unretated to a specific behaviour). Having lost his
temper, he may then offer a cup of tea, completely neutralizing the effect of the
punishment, confusing the person and often rewarding some accidental response that
may have proceeded it _ : :
[

Obviousty, then, punishment is effective, only when all its efficts are known. Since its
consequences can be deleterious, itis perhaps better to use positive reinforcement to
shape behavious in the correct direction and use punishment énly todirect behaviour,
Since it cun breed mistrust and anxiety; it is likely to be damaging within an
organizational context unless apphied with great cauticn,
All the processes discussed above are a part of the process of shaping. Behaviour is
shaped by systematically feinforcing each successive step that moves the individual
closer 10 the desired goal. The concept specifies that behaviour can be changed

gradually by rewarding those tesponses that come close to it. To shape behaviour
' [

. |




effectively:

& the target must be ciearly defined. The specific behaviour to be changed should be
made explicit. For example, managers may be stressing the need for cooperative
behaviour but unwittingly provide rewards for competitive behaviour. -

o performance goals must be set

¢ the link between the response and the contingency {reinforcement) must be
established.

5.6 CHANGING BEHAVIOUR EFFECTIVELY

The most obvious question that arises from the discussion so far is about the real
effectiveness of the methods of Behaviour Modification. The section on schedules of
reinforcement and punishment may have given some answers, but questions certainly
remain, Learning theories have been criticised for the passive view they take of human
beings, making them devoid of choice and responsibility. Once again the doubt about
whether discussion and explanation would not suffice arises. Also, you may wonder
whether a person who truly did not want to change could infact be made to do so
against his wlll‘ simply by changing reinforcement patterns.

The answer is that some changes would certainly come about by thc use of the
techniques of behaviour modification. However, certain complex problems exist. As

determine which reinforcement will act on which individual requires an
of this history. There is an obvious link between learning and métivg
be positively reinforcing for those with high necds for achieveme
the person who seeks security and does not want to take risks,
anxiety and something to be avoided. An insensitive use gf beha
techniques, is, therefore likely to be unsuccessful.

Apower, but to
pe a source of
100r modification

Linked 1o the guestion of motivation is that of g rocefures for generating
change are likely to be effective only where the g of'the majority of individuals
concerned, and the organization are compaghje. Thibis where the more complex
forms of lcarning are likely to come into pl he organization been successful in
socializing its members into the prevailing ¢ ? Do they identify with their
leaders? Principles of perceptual reorganization may be used to change basic
attitudes. The manager is likely 1o play an important role by displaying appropriate
behaviour. If he comes on time, seems involved and uses rewards and punishment
procedures in a just manner, he is likely to be emulated.

5.7 SUMMARY

Learning is defined as  relatively permanent change in behaviour resulting from
experience. Several different processes are involved in learning. These include
Classical Conditioning and Operant Learning. It also involves more complex
processes such as Modelling, Classical Conditioning involves the pairing of a neutral
stimulus with an unconditioned stimulus, resulting in the formation of a conditioned
respoense. In Operant 1.earning, the probability of occurrence of a response changes
in relation to the consequence that follows it. More complex processes like Modelling
involve the imitation of entire responses made by a person, usually in a position of
authonty

Reinforcement plays a cruaial role in learning. Reinforcement includes both rewyrd
and punishment, The use of rewards and punishments t6 gradually modify behaviour
is known as shaping. Reinforcements can be applied according to varied schedules.
These have a marked effect on the speed with which behaviour is learned as well as
its resistance to extinction. In general variable schedules are more effective than
continuous ones. Punishment too is a mayor tool of Behaviour Modification. To be
effective it must be intense and should be combined with reward for desired responses.
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‘5.8 SELF-ASSESSMENT TEST |

" ~Qliffs, N.1.: Prentice

Learning procedurés are more likely to be effective when applig. by a model whose

behaviour is desirable. The compatibility between organizational|go. s and individual

goals as well as the differing motivation amongst individuals needs to be remembered’
| .

while administering reiuforcement.
. T |

1) Erescribe the basic processes by which learning takes place.|
. : |
2} How can reinforcement be used to generate changes in behaviour?

3)' What factors should be considered whea using punisﬁmemifér Behaviour
Modification? . : | '

-4} Is the use of reinforcement sufficient to change behaviour effectively?

5) The Manager of a branch of a large bank has received numerous complaints that

officers often leave their desk, apparently for work, but dd not return for as long

as 30 minutes. This causes great inconvenience to clients. Recently, the manager .
has noticed a decline in business and wants to develop a p}"ograrnme in order to

change this situation. Develop an appropriate plan of action to alter this situation.

|

|

59 FURTHER READINGS |
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UNIT 6 PERCEPTION _

Objectives
After going through this unit you should be able to understand:
® the meaning of Perception .

. ® factors influencing Perce]j!ion_

® importance of understanding Perceptions in an organisation”

Strnciure

6.1 Introduction _

6.2 Mechanisms of Perception’

6.3 Attribution Theory '

6.4 Factors Influencing Perception

6.5 Interpersonal Perception

6.6 Perception and its App]lcatlon in Orgamsallons
6.7 Summary .

6.8 Self-assessment Test

6.9 Further Readings ' S | 0

6.1 INTRODUCTION

Pereeption can be defined as a process by which indi worganise and interpret
their sensory impression in order to give meaning to thr environment. One of the.
important cognitive factors of human behavigj tion. It is essentially a
psychological process. Perception is the proce ereby people select, organise and
interpret sensory stimulations into meagimgful infdrmation about their work
environment. There can be no behavio t perception and perception lies at the
base of every individual behaviour. : S

What is Perception?

Perception is the intellectual process by which a person acquires the information from
the environment, organise it and obtain the meaning from it. Perception basically
refers to the manner in which a person experiences the World. P=rception is “the
‘process by which people organise, inferpret, experience process and use stimulus
materials i in the environment so that they satisfy their needs™. :

Perceptual Process

Perceptual inputs are first received, then processed by the perceiver and the resultant
output becomes the base of the behaviour.

l'ercep(uai Process

) ~ Organisation, )
inpats . : /' \ T Qutputs
Information - —> Selection - Im_erprctation . Behaviour, actions
abjects, events . . ] attitudes, beliefs.
people etc. : feetings ecc.

The model has four variables:
Inputs: Perceived mputs are the objects, events, people etc. that are received by the
preceiver.

Process: The received inputs are processes through the selecuon organisation and-
interpretation.

Outputs: Through the processing mechanism, the output is derived. These outputs
may be feelings, actions, attitudes etc.

e
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6.2 MECHANISMS OF PERCEPTION

. Behaviour: Behaviour is dependent on thesc perceived outputs. The Phreeiver’s

behaviour, inturn, generates responses from the perceived and these résponses give
rise to a new set of inputs. !

|

. : |
The mechanisms of perception are sclection, organisation and interpretation.
Perceputal selection takes aceount of only those stimuli that are relevant and
appropriatc for an individual. Perceptual organisation is concerned with shaping the
perceived inputs and converting them into a meaningful shape or forrh, The final
mechanism—perceptual interpretation, deals with inference from observed meaning
from the perceived events or objects. From it. emerges the resultant Hehaviour of
individual. : o ! ' '

1) Selection: Individuals will not be able to assimilate ali they observe do they engage
in selectivity, Selection is the fundamental step in perceptust process. Individuals
colicet bits and picces of information, not randomly, but selcctivclly depending on
the interests, background experience, attitudes of the perceiver. |

Dearborn and Simon performied perceptual study in a steel company ip which
twenty-thrce business exccutives were studied about their perceptions of the
organisation and their most jmportant problems. They were six sales; five
production, four finance and eight midggllaneous managers. All were asked 1o
identify the major prablem confro ing tRe company. The result is that virtually all
of the managers identified as the mos tral problem closely relajed to their own
speciality. ) '

Thus pecaple selectivgly perc what is most important for then:1 in a particular

- gityation: |

Selective per 1 in¥olves two psychological principles:

!

a) Figure Grotgd Principle: In the field of perception certain fdctors are

d significant and give 4 meaning to the person, and certain others
whether, unimportant for a person ot cannot be sthdied are left: as
“insignificant. The meaningful and significant portion is called the “figure™ and
the insignificant or meaningless portion is labelled as “grourlld".

b} Relevancy: Relevancy is oné important criterion for selective perception.
People selectively perceive things that are relevant to their needs and desires.

2) Oxganisation: The perceived inputs (incoming stimuli) are orga:nis_ed inwo
meaningful pictures to the perceiver.Organising the information that is incoming
“jnto & meanmgful whole is called “prganisation’. This process|is also labelled as
“gestalt procéss’ Gestalt is a German word meaning *'to organise”. There are
different ways by which people organise the perceived inputs, objects, events for
¢.g. grouping, closure and simplification. | :

o - [ : }
a) Grouping: Grouping is possible depending on the similarity or proximity. The
tendency ta group people or things that appear to be similar in certain ways,
but not in all, is a common means of organising the perceptions.

b Clusure: Péople when faced with incomplete information halvc a tendency to fill
the gaps thems- lves to make it more meaningful. The 1cnﬁlency to form a
complete message is known as “Closure™. S

) Simplification: Whengver people are overloaded with information they try to
simplify it to make it more meaningful and ynderstandable. Simplification
occurs when the perceiver subsracts less salient information and concentrales
an important ¢ne. o !

. 3) Interpretation : The third and most important mechanism of perception is
interpretation, Without the interpretation it does not make any sense.
Interpretation is subjective and judgmental process, In Orgaq'isation, interpretation

(4] i



is influenced by many factors such as the halo effeu stereotypmg, attribution,
impression and inference.

a) Halo effect: It is the process of using a single trait of individual and drawing a
general impression about him. It has an important implication for evaluating
employees in an organisation. Those employees with certain features are rated
highly on other characteristics also. But halo effect leads to neganve effects
also. They are more often right than wrong.

b Stereotyping: Judging people on the basis of the characteristics of the group to -

which they bélong is called “'stereotyping™. The word stereotype was first

S

‘applied by Walter Lippmann to perception. It was basically applied for ethnic -

piejudice. Secord and Backman observe that “stereotyping” is not simply the
assignment of favourable or unfavourable traits to a class of persons as a
* function of whether the observer has a positive or negative attitude toward the

person’s category. Most stereotypes have both Favourable and Unfavourable
traits and more prejudiced individuals assign both in greater degree.
Stercotyping greatly influences perceptlon in organisations.

The basic problem with Stereol)pmg is that it does not give indepth truth and
gives rise to distortion because sometimes perception may be inaccurate and
based on a false impression about a particutar group. It is also a major source
of social and racial bias.

c) Attribution: When people give cause and effect explanation 1o their behaviour
it is known as attribution. Perception is distorted sometimes by the efforts of
the perceiver to attribute a causai explanation to an outcome. There'is a

d) Impression: People often form impression of others on
before knowing any of their personality traits they start
assess. This sometimes leads to perceptual distortien.

¢) Inference: There is a growing tendency on the par le to judge others on |
timited information. For example an emplovee maght be sitting at his desk
throughout the working hours without dgj nythMg but it i inferred that he

is hardworking.

6.3 ATTRIBUTION THEORY

Altribution relates to the way people try to understand the behaviour of others. The
main issuc revolves around whether one atiributes the cause of a behuviour w internal
or external causes. Research by Kelley has suggested that people focus on three major
factors in making their attributions: (1) Consensus (2) Consistency (3) Distinctiveness
“Consensus’’ relates to the extent to which others—When faced with the same
situation—Would behave in a manner similur to the perceived person. “Consistency™
is the extent to which the perceived person behaves in the sume manner on other

occasions when faced with the same situation. “Distinctiveness ™ is the extent o wlmh

- the perccived person acts in the same manner in different situations,

When there is high conscnsus, high consistency and high distinctiveness, people tead
10 attribute behaviour to cxternal causes and if there are low. it is because of internal
causes. The process of perception is quite complex and it is very dynamic and
developmental.

Past events in a person's life will influence their perceptlom and pru«.m and future
events will have an impact.
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Figure 1V: The Attribution Process |

Intra Pecsonad Processes ~—
Consensus is high ) |

_ {other persons act in'the : oy : :
same way) \J

Attribution tolexternal

Distinctiveness is high causes (this person’s
(this person acts differently g behaviour is perceived
in other situutions) as stemining primarily

from e‘xtemallfadors]

Consensus is low // |
{other persons acts differently) - -

at ather times)

Consensus is low (other

persons acls ditferently) \’ T I

Atribution tuo internal
ses |

Distinctiveness is low

this person acts in the ' . A . .
iamep\:uy in other ’| (this person’s hehaviow
:;itualionﬂ) . is percetved as stemming

primarity I'rmlm internal
Consistency is high / fucioes) |

{this person acts in the
somie way at other times)

. . : |
Adapted from R.A. Baron, Behdviour in Organizations, 2nd Ed. Boston: Allyn & Bacon 1986, p. 115

6.4 FACTORS INFLUE PERCEPTION

The factors that influence perclgtugl mechanism are of two kinds—lintcrnal and
external, |

1) Internal factors: The infernal factors are the negds, desires of individuals,
ity afid the experience of people. - |

: Depending on the needs and desires of an mdmduai the

pmfound lnﬂuencc on perccwed hehawour for example:
. |
1) secure.individuals tend to perceive others as warm, not cold,

2) throughout individuals-do not expose by CXPpressing extreme judgments of

vthers,
I

3) -persans whe aceept themselves and have faith in their mdmdualny perceive
things favourably, |

. . - . . |
#) self-accepting individuals perceive themselves as liked, wallned and accepted

by others.,

S

¢) Experience: Experience and knowledge has basis on perception. Successful
‘experiences enhance and boost the perceptive ability and ledd to accuracy in
perception of a person’ whereas failure erodes sclf-confldence

ra
—

"External (exogenous) factors: The external factors which mﬂuen,cc the perception
are size. intensity, frequency, status etc.

a} Size: The bigger the size of the perceived stimulus, the higher | |s the probability
that it is-perceived, Size attracts the attention of an mdw:dual It establishes
dominance and enhances perceptual selection.

b) Intensity: Intensity attracts to increase the selective perception.

. . . . | .

¢) Frequency: Repeated external stimulus is more attention — attracting than a
single lime. : : o

d) -Status: Perception is also influenced by the status of the perceiver. High status
people can exert influence on perception of un employee than low status people

[
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¢} Contrast: Stimuli that contrasts with the surrounding environment are more
likely to be attention catching than the stimuli that blends in. o

6.5 INTERPERSONAL PERCEPTION

- Interpersonal perception begins with the perception of another person, an awareness
and appraisal of his attitudes, attributes, intentions and their likely reactions to one’s
actions, Research was conducted by Zalking and Costello for better understanding of

interpersonal perception. The specific characteristics of the perceiver, according to

them are :

1) Knowing oneself makes it easier to see others accurately.

2) One’s own characteristics affect the characteristics he is likely to see in others,

~ 3) The person who accepts himself is more likely to be able to see favourable aspects .

of other people.

4) Accuracy in perceiving others is not a single skill,
Similarly the characteristics of the person who is being perceived are:

1) The status of the person perceived will greatly influence other’é_ perceptien of him,

2} The person being perceived is usually placed into categories to simplify the
viewer's perceptual activities. Two common categories are status and gole.

3) The visible traits of the person will greatly; influence the percépti of ht

In order to develop perceptual skills one has to, aifo_id'pcrceplu M8tortion, make
accurate self-perception, put cneself in another person’s place @ jite pood .

impression about oneself.

6.6 PERCEPTION AND ITS APPIMCATION IN

ORGANISATIONS

People in organisations are always assessing others. Managers must appraise their
subordinate’s performance, evaluate how co-workers ae working. When a new
person joins a department he or she is immediately assessed by the other persons.-
These have important effect on the organisation. ] :

Employment Interview: Interviewers make perceptual judgments that are often
inaccurate. Different interviewers see different things in the same candidate #nd
arrive at different conclusions about the applicant. Employment interview is an
important input into the hiring decision, and perceptual factors influence who is hire
and vis-a-vis the Quality of an organisation’s labour force. :

Performance Appraisals: An employee’s performance appraisal is very much
dependent on the perceptual process. An employee’s future is closciy tied to his or
her appraisal - promotions, increments and continuation of employment are among
the common outcomes. The Performance apptaisal represents an assessment of an
employee’s work, While this may be objective most jobs are evaluated in subjective
terms. Subjective measures are judgniental. The evaluator forms a gencral impression
of an employee's work. To the'degree that managers use subjective measures in
appraising employee's the evaluator perceives to be ‘good or bad” cmployee
characteristics/behaviours will significantly influence the appraisal outcome.

Assessing Level of Effort: In many organisations, the level of an emplovee’s effort is

given high importance. Assessment of an individual’s effort is a sybjective judgment .

sisceptible to perceptual distortions and bias.

Assessing Loyalty: Another important judgment that manugers decide about
employees is whether they are loyal to the organisation.

Perception



{nira Personal Processes

fmplications-of Pereeption on Performance. and Satisfaction a
|

"Productivity: What individuals perceive from their work situgtion will influence their

praductivity. More than the sitwation itself than whether a job is adtually interesting
or challenging is not relevant. How a manager successtully plans d organises the

- work of his subordinates and actually helps them in structuring their work is far less

important than how his subordinates perceive his efforts. Thercfore, to be able to

Jinfluence productivity. it is neccssary to assess how workers perceive their jobs.
|

Absenteeism and Tarnover: Ahsence and Turnover are some of the reactions to the
indivitluals perception. Mandgers must understand how each individual intcrprets his
iet and where there is a significant differcnce between what is seen and what exists -
and try to eliminate the distortions. Failure to deal with the differences when

individuals perceive the job in negative terms will result in increased absenteeism and
|

TUTROVET
' |

Job Satisfaction: Job satistaction is a highly subjective, and fecling of the benefits that

- derive from the job. Clearly his viriable is critically linked te pcrc:reption. 1f job

satisfaction is to be improved, the worker's perception of the job characteristics,
supervision and the organisation as a whole must be positive.. '

Understanding the process of perception is important because 1)1t is unlikely that
any person’s definition of reality will be identical to an objective assessment of reality.
(2) It is unlikely that (wo different person’s definition, of reality will be exactly the

‘same. (3) Individual perceptions directly influences the behaviour cxhibited in a

given situation. |

= - - . - !
The important fact is that people WO w: together often sce things amrerently, and
this differcrice can crcate problems ir ability to work together cffectively,

. |
in order to decrease the er @ olved in perception, one has to keep in mind the
way the perceptual process Waght. By anderstanding the process one can do a better
job at minimizing thc ative effect. Secondly, one can compq're one’s perception

‘with other people. if th§ff ar¢ representing different backgrounds, cultures or {ratning.

oreement or otherwise, communications-can help to sort out the
ne should understand other person’s point ¢f view, it may help

differences.

‘to knowghen oWg is wrong. The point is that one should listen @nd understand the
other ather than try to convincé him or hey that one is right. Fourthly, one
should fling to change, when one comes across new information. This will

overcome stereotypes. halo effects and perceptual defences. Finally, one shouid view
the workd in dynamic terms, because one’s behaviour can alter the phtnomenon that
is the basis far one’s perceptions, so, one must notice the impacl of one's own
behaviour. _ _ |

. o _ |
In short. it can be said that perceputal skills can be enhanced by:

1) Knowing and perceiving oneself accurately |

:2) Being empathic i.e. to see a situation as it is cxperienced by lothers.

3) Having positive attitudes, which helps in reduction of perceptual distortions
' |

4) Enhancing one’s self-concept, which helps in perceiving more accurately.

5) Making a conscious effort to avoid the possible common biages Uy perception

6) Communicating with employees.1o erase incorrect pcn:éptio'ns
o
[

Perception is an important process in an organisation. It plays a vital role in forming
the basis of onc’s behaviour by which one formulates a view of: the world.

7 Ayoiding attributions.

6.7 SUMMARY

. _ |
The unit deals with the jmpartance of perceptual process. The perceptual process
impacts on many key decisions that affect employces e.g.: interviews, performance
: |
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appraisals, assessment of effort and loyalty and attributing causes to specific -~ - : Perception
oehaviours. Perceptual errors can lead to lower employees performance low moralc '
and an overall reduction in the orgamsatlons effectweness :

6.8 SELF-ASSESSMENT TEST

1) Perception is more a cogmtwe rathcr than a sensory process Commem on ‘this
statement. :

2) Discuss, c;tmg examples, why perceptlon is a key factor in managerlal
effectiveness.

3) Citing an example, discuss how can attributions lead you to make inaccurate
-judgments about others? Are there remedies for these problems"’ :

4) What are the most common pert.eptual errors that you make" How do you thmk
you can rectify them?

5) Describe an orgamsatlonal situation in whlch a positive halo effect can result in bad -
decision making?

6) How might perceptual factors be involved when an employee receives a poor _

performance appralsal" . :
7) What is stereotypmg" Gwe an example of hiow stereotypmg can creatg perceptual Y,
dlStOl'llOl‘l ' _ o 6 o
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UNIT 7 STRESS AND COPING

Objectives

‘Adter studying this unit you should be able to: |

| - .
o understand the dynamics of executive stress, bath functional and dysfunctional
aspects of stress

& understand the nature of and different types of role stross !

© plan to cope with stress. ' !

Structure

7.1 What is Stress? [
7.2 Types of Stress

7.3 Burnout and Rustout |
7.4 Coping with Stress C [
7.5 Further Readings '

-~

7.1 WHATIS ST

The origin of the concge of str®¥€ predates antiquity. Sclye has defined stress as: “the

non-specific response dy 16 any demand made upon it”". The concept of stress
has been borrowgd fronihe natural scicnces. During the 18th and 19th century, stress
was equated wi rce, pressure or strain” exerted up on a material object or person

which re.msts tege forces and attemptﬂ o maintain 1ls ongmal sta?tc The use of the

The term stress has been uscd variously to refer to (1) stimulus (e‘xi:crnal force acting
on the organism), {2) response (changes in physiological functions), (3) interaction
(interaction between an extérnal force and the resistance opposed to it, as in blology)
and {4) more comprechensive combination of the above factors. |

Stress as External Force '

The external force approach to the phenomenon of stress focuses on the circumstances
which people experience as stressful. Stress is treated as an independent variable,
more or less beyond the contral of the individual, According to WeiiZ the stressful
stimuli are: :

® Speed-up information processing . !
@ Noxious environmental stimuli [
® Perceived threat

® Disrupted psychological function P
® Isolation and confinement _ |
& Blocking o

s Group pressures, and ' I

¢ Frustrations

Psychological Function
Stress is considered as a response to a situation which der::ands thac the individual
adapt to a change phyblcally or pb}'ChO]OQICd]ly
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Proposed the theory of ‘General Adaptation S'yl_j.d_rome_‘"", which states that when'an : Stress and Ci;pi e

_organism is confronted with a threat the general physiological response occufs in three

-stages:

Aiarm Reaction: The first stage includes an initial “shock phase’ in which'reS|sfanc§

" is lowered, and a “‘countershock phase” in which defensive mechanisms become

‘active.

Alarm Reaction is characterised by autonomious excitability; adrenalin discharge; '

increased heart rate; n}u\'scle tone, and blood content; and gastro-intestinal ulceration. . - - o
Depending on the nature and intensity of threat and the conditions of the organism -
the periods of resistance vary and the severity of symptoms may differ from a mild

invigoration to disease of adaptation. : . ' -

Stag. of Resistance: Maximum adaptation occurs during this stage. The bodily signs
characteristic of the alarm reaction disappear. Resistance inctease to levels above
normal. If the stréssor persists, or the defensive reaction proves ineffective, the
organism deteriorates to the next stage. ' :

Stage of Exhaustion: Adaptation energy is exhausted, signs of alarm reaction
reappear, and resistarice Jevel begins to decline irreversibly. The organism collapses.

A diagrammatic view of these stages is shown in-Figt_irc L

Normai .
Level of Resist- | “level of
ange . o - \ Resistan_cx
Alarm S ‘Resistance Exhaustion

.Sta'gg o Stage _ B _Sta_gé

Duration of Exposure 10 Stress -

- One of the major shortcomings of thi_sfth'é_ory is that the related research was carried -

out on infra-human subjects, where the stigssors are usuaily physical or

_environmemal',—and this is not always the case in relation to human organisms.

Interactive Approach: According to this ‘dpproach stress,is looked upon as an -
1nter-a.cuonal outcome of th_g_: external demand and internal resources. McGrath
explains, “‘there is a potentizl for stresgwhen an environmental situation is perccivcd' '

.-

" as presenting a demand which threatens to exceed the person's capacities and

resources for meeting it, under condition where he has expected a substantial
dlffgrennal in the rewards and costs from meeting the demand versus not meeling.

Coinprehensive Approach: This approach views stress niot only in interactive terms bu
also as an individual phenomenon peculiar to the individual and his environment. it
is seen as the situational outcome.
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7.2 TYPES OF STRESS

There are three types of stress ':_ (1) Psychological stressors, (2} Organ.isatioria'l
Stressors, and (3) Societal Stressors. C

Psychelogleal Stressors . . S :

Since stress is a dynamic state within an organism in response to 2 demand for
adaptation and since life itself entails constant adaptation, living creatures are always
in a state of more or less stress. :

The linkages as psychosocial variables evoke stress (esponse that may ultimately be
more damaging to the organism than aversive event itself. Psychological stressors may
precede the physical event, last longer, and contirtue to evoke stress after physical
event is past. S o :

Internal demands that challenge o supress one’s ability to _édapt to t_l}em are likely to
result in an interpretation of the demands as being stressful. . :

Lazarus and Cohen have suggested three genéral categories of stressors—cataclysmic
phenomena, individual crises and daily hassels. Cataclysmic phenomena refers to a

_ group of stressors resulting from sudden, unique and powerful single events orclusters

" of related events affecting large number of people, €.8., natural disasters etc, The

- second group includes those evenis that challenge-adoptive abilities in the same way
as cataclysmic phenomena but affect fgwer people e.g., the death Tf -a dear one..

encountered in daily life that typical not present great adoptive difficulty, e:g.,
problems commuting, loss of job or the

job dissatisfaction, neighbqj
s daily work.

The third group namely daily hasébls retdrs to those stable and repetitive problems
interpretation of the nature %

Activity 1 Y\ | . |
' People have di nt f8elings about their roles. Statement describing some such
feelings are pw. Read each statement and indicate in the space on the left
how oftgn you Hyve the feehing expressed in the statement in relatjon to your role in
isgtion. Use the numbers given below to indicate your own feelings.

If you findhat the category tobe used in answering does not adequately indicate your
own feelings, use the one which is closest to the. way you. feel.

1 ' My role tends to interfere with my family life.

2) I am afraid I am not learning eﬁoug‘h in my present role for taking up higher
. responsibility., g ' '
3) 1am not able to satisfy the conflicting demands of various people over me.
4) "My role has recently been reduced in importance. _
S)* My workload is too heavy. ' ' l
 6) Other role cocupsints do not give encugh attenticn and time o my role.
7) 1 do not have adequate knowledge to handle the_respoﬁsibilities in my role.
8) 1have to do things in my role that are against my better judgement. '
9) T-am not clear on the scope and fesponsibiities of my role- (job). .
10) 1 do not get information needed to carry out responsibilities ssigned to me.
Organisational Stresﬁ_mrs ' _ . | -
Organisational membership is 2 dominant source of stress. The concept of
organisational stress first evolved in the classic work of Kahn et al. They were the
earliest to draw atlention to organisational stress in general and role stress in
particular. - :

. Pareck pioneered work on role stress by identifying as many as ten|different types of

organisational role stress. They are described briefly here.

1) Inter-role Distance Stress (ERD) is experienced when there is a conflict between




organisational and non-organisétional roles. For example, the role of an executive °
versus the role of a husband :

2) Role Stagnation (RS) This kmd of stress is the result of gap between demand to
outgrow his previous role and to occupy new role effectively. It is the feeling of bemg
stuck in the same rolé. Such a type of siress results into perccptlon that there is no
opportunity for one’s career progression.

3) Role Expeclatlon Conflict (REC): This type of stress is generated by differenc
expeclatlons by different significant persons about the same role; and the rolc
occupant is ambivalent as to whom to please.

4) Role Erosion (RE): This type of role stress is the function of the role occupants
feeling that some functions which should properly be belonging to his role are
transferred to/or performed by some other role. This can also happen when the
functions are pcrformed by the role oocupant but the credit for them goes to some one
else. _ .

5) Role Overload (RO} When the role occupant feels that there are too ’many

‘expectations from the significant roles in this rolé set, he experiences role overload.
There are two aspects of this stress, quantitative and qualitative. The former refers to
having too much to do, while latter refers to too dnfﬁcult ' .

6) Role Isolation (R): This type of role stress refers to psychologlcal distance between
the occupants role and other roles in the same role set. It is also defined as role
distance which is different from inter-role distance, in the sense that IRD Fefers to the
distance among various roles occupied by the same individual, role isolgtion is '

- characterised by thie feelings that others do not reach out easily, indicati¥gof the

absence of strong linkages of one’s role with other roles,

"y Personal Inadequacy (PI): This type of stress arises when e occuparit feels
that he does not have the necessary skills and training for eff f performing the
functions expected from his role. This is found to happgp when'the organisations do
not impart periodic training to enabie the employees t vith the fast changes

both within and outside the organisation.

~ 8} Self-Role Distance (SRD): When the role pe pies goes dgéinst his - _
self-concept, then he feels self-role distancpdype of Mress. This is essenually a conflict
-arising out of mismatch between the pe his job. '

9) Role Ambiguity (RA): It refers to the lack ¥ clarity about the expectations of role -

which may arise out of lack of information or understanding. It may exist in relation :

to activities, responsibilities, personal styles, and norms and may operate at three
stages.

a) When the role sender holds his expectatlons about the role
b) When he sends it, and
c) When the occupant receives lhose expectatmns

m Reeource Inadequacy (RIn): This type of stress is ewdent when the role occupant |
feels that he is not provided with adequate resources for performing the functions
expected from his role. :

Activity 1 (conﬁnued) :
The ten statements in Activity 1 are taken from Pareek’s instrument containing 50

items. These represent the ten role stresses, in order (IRD, RS, REC, RE, RO, R,

SRD, RA, RIn). Look at your answers. The higher the score, the more role stress
you have of that type (0 is absence of stress, and 4 very high strcss) Reflect on scores .
which are hlgh in your case. .

Sometime the society in which the individual lives, also creates stress. Ev.ry cu_lture
teaches people what to define as stressful, what to interpret @s a minor adjustment.
Even such a profound experience as the death of an infant can have different
meanings. For an Indian couple, if their infant dies, it will be one of the most
shattering, stressful events they will ever experience. But for an Australian aborigine,
‘the death of an infant merely postpones the day it will enter the human family. This

tribe of people believe that the soul of an infant merely returns to the common world

of spirits, to avail a better time to be born.
RO
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intra Persomal Process

"Sil;r:'iléi'ly, whai happens in our tamulcs.nnn"gs great joy as well as the mostintense

forms of stress. Conflict between husband and wife, arguments with teenage children,

" failing health of a parent, adjusting to new schools, fecling isolated in a new

neighbourhood;and death of a family member can all bring unrelieved st;cre;v.s. Family

© pressures inevitably affect one’s life at wprk and vice versa.

- Beyond the family and one’s life at work,' ali of us are connected to the wider social

and physical environment. The government raises taxes and we feel the pinch. Gas .

- shortage occurs and we have to wait inlong lin'e_s.. All of__rus 'encp'untgr Suqh short-term
. siresses that come from the wider énvironment: impersonal, beyo;md our control, yet

thiey can invade our lives and create unrelieved stress.

7.3 BURNOUT AND RUSTOUT

All gainful activities classified as work or job are fraught with some risk of stress. -~
Paine has observed: “Burnout Stress Syndrome” (BOSS), the consequence of a high

level of job stress, personal frustration and inadequate coping skills have major
personal, organisational and social costs—and these costs are probably increasing”

BOSS is a debilitating psychological condition brought abou by unrelieved work

+ stress. Four types of consequences cari arise from it:

e depletion of 'enérgy- :resd!r'ves .

-® lowered resistance toAliness

# increased dissatisfaétion and pessifnisrh _ :
® increased absentéeism and inefficienciggfork -
® honeymoon . '

® fuel shortagé chronic symptom

® crisis, and

‘IIhitting the'w_ﬁll : _ : o | - _
B  Stgg e: In éhoncymoon-s_tage there is a euphoric feeling of encounter

ere is excitement, enthusiasm, pride and challenges.
€s emerge in two ways. Firstly, the energy resources are gradually

- deplé;cd in copiNg with the demands of a challenging environment. Secondly habits

and strategies for coping with stress are formed in this stage which|are offten not useful
- in coping with later challenges. . - S

. Fuel Shortage Stagé:_ In an attempt to deal with job-related crisié,"éome' individuals
. overdraw on reserves of adaptation energy reserves and realise too late that the

ENETgY reserves are limited. In this stage, there is a vague feelingsiof loss, fatigue and.
confusion. The symptoms are job dissatisfaction, inefficiency, fatigue and sleep.
disturbance, leading toiescape activities such as increased eating, drinking and

smoking. Future difficulties are S_ign?;lled at this stage. -

C e Syiﬁbtom-Stagé: The physiological symptoms become more pronounced @nd

. v~ attention and help at this stage. Common symptoms are chronic exhaustion,

phy 4l illness, anger and depression.

Crisis Stage: When thesé:_feel_ings and physiological symptoms persist over a period of
time, the individual enters the stage of crisis. He feels oppressed there is a heightened
pessimism and self-doubting tendency is ascendant. One develops'an “escipe

" mentality”. Peptic ulcers, tension headaches, chrenic backache, high blood pressure

_and difficulty in sleeping are some of the befter known symptoms of the crisis period.
They may become acute. o ' ' ' : .

_ Hitting ﬂle.-Wall Sﬁge:'"[‘h_e.'phfﬁse “hi.i_ting the wall” is taken from athletics. It is said

.that-a marathon actually begins at the “twenty mile mark with six miles to go”, It is

- "ot this point that a marathon-rusner feels that he has hit the wall. It is an experience
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so devastating that it can completely knock a person out. The body temperature

. shoots up to 106°F-107°F with an accompanying loss of blood volumé, This leads to
muscle patalysis, dizziness, fainting and even complete collapse. Similar experiences -
have been observed in executive world at times. With ail the adaptation energy
depleted, one may lose control over one’s life, it may be the end of a professional - "
career. - : : ' :

-Stress is like electric power. It can make a bulb light up and provide briliant ~
illumination. However, if the voltage is higher than what the bulb takes, it can burn -
out the buib. The phenomenon of burnout is the harmful effect of stress resulting in .
Toss of effectiveness. Burnout can be defined as the end result of stress experienced;

. but not properly coped, resulting in symptoms of exhaustion, irritation,
ineffectiveness, inaction, discounting self and others, and problems of health
(hypertension, ylcers, and heart problems/ailments): Pareek has suggested the
oppasite phenomenon of glow-up which occurs when stress is properly channeBed,
resulting in the feeling of challenge, high job satisfaction, creativity, effectiveness,
better adjustment to work and life. : ' '

‘Generally roles requiring continuous. work with people (teachers, trainers, salesmen,
personirel Toles) experience burnout more than roles requiring less contact with
peopie. Highly routine and mechanical roles produce burnout. The amount of stress
experienced (dis-stress, experi¢nced-as a source of irritation) also-contributing to
burnout, - : o o : '

Some personality factors have been found to contribute to burnout, A personality .
oriéntation called Type A has been found to be associated with burnout. More recent
research has shown that specific eléments in Type A personality contribfe to

burnaut: cynicism (low interpersonal trust) and a sense of loneliness:
personality factors contributing to burnout are externality (a feeling th3
does not have control over what happens, and external forces g ces or fate

determine things), low self esteem, rigidity, alienation, and m# lisin
(manipulative orientation). One research has shown that stress nce is-higher in
individuals with great impulse control (volunta,ry_delay of §igfaction of physical and

physiological needs), or self contro. . .

Several factors contribute to burnout phenomen:
-unliked stress called distress; stress-prone personall

ing very low or very high,
[ alienatihg role of job, hostile
relationships, stress-absorbing life-style, a
‘dysfunctional coping modes or styles, and

Opposite of these contribute to the phenome:

How do we prevent burnout? How do we convert the eneigy leading to burnout into
one which may giow us up? Factors contributing to burnout and glow-up and the -
" conversion strategies are shown in Figure 2. It shows that developiment of °
inner-directedness (self-obligating orientation) achieves the optimum level of
stress-one factor contributing to glow-up. Similarly for ¢ach contributing tactor one
conversion strategy has been suggested. Most of these are self-explanatory. For
changing life style the yse of Transactional Analysis has been suggested;

understanding the life script, and then terminating it (descripting) through new
dec:lsiolns, Some special interventions may be needed for effective use of conversion
strategies. _ - : : S ' :
-Rustout Stress Syndrome (ROSS) . Lo B :
Researchers have observed a phenomenon which is the opposite ot BOSS. The
Rustout Stress Syndrome or ROSS is indicative of stress underload. It occlrs when
there is a gap between what the executive is capable of doing and what he isrequired -
to do.. The concept of role erosion is close to the concept of ROSS. Stréss underload
can arise due to-both qualitative and quantitative aspects of work. Clearly a situational
appraisal is a prerequisite for countering stress, o " :
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. Figure 2 ) )
Executive Glowwp and Burnout: Contributing Factors and Conversion Strategies

Strcss Level

Setf Obliganin, ’
) (e

7.4 COPING WITH STRESS

Individuals and the organisations cannot remain in a continuous state of tension. Even -
if a deliberate and conscious strategy is not utilised to deal with the stress; some
strategy is adopted; for example, the strategy thay be to leave the conflicts and stress

to take care of themselves. This is also a strategy, although the individual or the
organisations may not be aware of this, This we call avoidance COIT“S strategy.

The word coping has mainly two meanings predominant.in the literature. The term
coping has been used to denote the way of dealing with stress, or the effort to master
conditions of harm, threat, or challenges when a routine or automatic response is not .
readily availabie. ' ' ' '

Two different approaches to the study of coping have been persued by various
investigators. On the one hand, some have emphasised general coping traits, styles or .
dispositions, while others have preferred to study active ongoing strategies in
particular stress situation. |

'Coping traits refer to a disposition to respond in a specific way in situations that are
stressful. Coping traits are thus stable characteristics of the persor{s that transcend
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ctasses of situation. Caping siyle. tends to imply.a broader, more encompassing

disposition. Trait and stvle are tundamentally similar ideas. Truit and style refer to a

characteristic way of handling situations, they are stabie tendencies from which a
prediction is made about haw the person will cape in some or all types of stressful
encounters.” A person’s coping style or dlSpOSlthn is typically assessed by personality
tests. not by actual observation of what the pcrson sdys of does in a pamcular stress
situation.

The emphasis onprocess distinguishes the'approach from most others, which are trajt
- oriented. Psychologists have identified two major ways in which _peopie cope with
stress. One way is that the crosion may.decide to suffer or deny the experienced stress,
this is passive approach. or a person may decide to face the realities of experienced
stress and clarity the problem through negotiations with other members. This is active
approach. '

- Coping can have effects on three kinds of outcoming: psychological, social and.
physiological. Froin a psychological perspective coping could effect psychological
“morate (that is, the way one feels about oneself and one’s life), emotional reaction

g.. level of depression or anxiety, or the balance between positive trend and
negative toned feelings (Bradburn, 1969), the incidence of psychiatric disorders and
even performance. From a social perspective, one can measure its impact on
functioning effectiveness, such as employability; community involvement. and
sociability (Renne; 1974), the effectiveness of the interpersonal relationship, or the
fegree to which useful social roles are filled (and acting out, anti-social behaviour.
eic. are avoided). From a physiological perspective, outcome include short-term
consequences, such as the development and progression of particular Nigease.

Managing Stress

Each individuat nceds a moderate amouni of stress to be alg
functioning. Given that presence. of more or less stress is ine
sought to find to what could be done to counteract sireggso as f
consequences. Normally coping is defined as an adap onse to stress: a
response intended to eliminate, ameliorate or chagge thdtress preducing factors, or
intended to modify the individual’s reaction t sful Situation in a beneficial way.

capable of
able fmany researchers
Fevent its negative

There are basically two ways of managing stress!
1) What an organisation can do
L]

2) What an_individual can do

What an organisation can do:
What can an arganisation do to allevidte stress? Some proactive interventions are
listed below:

® undertake a stress audit
* use scientific inputs
¢ check with the company doctor

& spread the message

Stress Audit: Organisations have for almost a century now pald due attention to
maintenance, creation and updating of technology. We are only gradually emerging
from the stage where machines are better cared for than men. A stage has now been
reached when the significance of hurnan resource has been recognised for productive
and healthy functioning of the organisation.

When an organisation decides to have a scientific peep into mental-cum- p‘lysu:al
health status of its backbone group (executives) we call it a stress audit, stress audit
refers to the attcmpt organisations make to study, explore and control the various

. types of stressés which the individual executives experience by virtue of their
organisational membership.

Ini setting up a stress audit in an organisation, a distinction can be made among three
categuries of variables: casual stress variables (the stressors) mediating variables (the
etfect of personality, culture, and contemporary non-work environment) and end
result variables (the stress reactions). The data needed for the stress audit can be
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" Intra Personsl Proceases _ collected with the aid of qtjestiohnaires,'clirﬁcal diagnostic intervie | and if possible,
: : _ physical examination (Figure 3 gives an overview of stressors, m iating variables,
and siress reaciion patterns). ' ' -

Use Scientific Inputs: Disperse information on how to face stressorsin the organisation
and outside. Peaple derive immense benefits from knowing something about the
fundamentals of the stress responses, dietetics exercises and meditation.

. Check with the Company Doctor. What can he do to help the em loyees cope with
the identified stress? Several progressive public as well as private o ganisations depute
their chief medical officers or consultants to attend stress management programmes..
They have acted a valuable resource to fellow participants and to their organisations.

| Organisations? Design Variables ! Individwal
Physical work eivironment, - Cardiovascular Reactions (i.e.
(Noise, heat or coid, long ‘1. high blood pressure, hyperten-
working hours, hazardous job C : sion, elevated serum, cholesterol
conditions, shift work, - ' rapid heart heat, coronaries). -
repetitive work), - i (i.e. ulcer, colitis). :
Incentive System, : . | - Allergy-Respiratory Reactions
Technology, - : S {i.c. asthma, skin disorders).
Role Pressures (role conflict, Oral Reaction {i-¢. alcoholism; '
role ambiguity). : ™ obesity, pill popping, excessive,
Work overload (qualitative, - coffee drinking).
quantitative). : \g | Emotional Distress Reactions
Boundary activities, \ «{i.e. depression, suicide, ag-
Interpersonsl Variables itation, insomina, job tension)
- Leadership style, : Low Sel-Esteem. o
Absence of group cohesion O i . Low Trust. : . .
Lack of participation L :
Responsibility for : "|. Organisational L :
Career Varisbles _ Low Job Satistaction, Jhb Tension, Turnover,
’ Absenteeism, Strikes, Accident Proneness,
Output Problems (Quality and Quantity) | |

Personality Effect
‘Socio-Cultural Effect . . I
. “Non-Work Environmental ) :
y - . Eifect

Source: Kets de Variey

Spread the Message: The importance of ‘regular habim of work, ﬁeisﬁre_,'_pifober diét,_
exercise and mental peace should be emphasised. :

What ar Individual can Do: ' : . :
" When individuals experience stress, they adopt ways of dealing with it. An individual
cannot Temain in a continual state of tension, so even if a deliberate and conscicus
strategy is not utilise to deal with stress, somie strategy is adopted. We shal call this
coping. The word coping has been used mainly in two meanings, in a general meaning
of ways of dealing with stress, or the effort to ““master” conditioris of harm, threat or -
. challenge. We shall use the term coping in the first meaning (ways of dealing with
' stregs), distinguishing with €ffective and ineffective coping. P cek has suggested
“approach” and “avoidance” sirategies. :

Generally effective coping strategies are “approach” strategies, to confront the
problem of stress as a challenge, and to increase capability of de¢aling with it.
ineffective strategies are “escape” or avoidance strategies, to reduce the feeling of . .
stress, for example, by denying the reality of stress, or throughi use of alcohol, drugs
or other escapist behaviour. . ' ' . L '

Research has shown that social and emotional support availabl | to the pgréona helps
him or her to effectively cope with stress. Persons maintaining close interpersonal
~ relationship with friends and the family are able to use more appropriate strategies.
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Social support includes both matcnal sopport _(providi'n'g resources), and cmotioﬁa_] o - Stress and C.l.)ping." .
support (listening io the person and encouraging him/her). Studies have also shown e ;
lhat when one does not want supporl if glven it may have ncgatwc conscquenoes

Approach or effective stratcgles of coping mcludc efforts to merease physmal and
“mental preparedness for coping (through physical exercises, yoga and meditation, diet
. management), creative diversions for emotional enrichment (music, art, theatre etc.),
strategies of dealing with the basic problcms causmg stress, and collaborative work to
selve such problems,

'I‘hq various coping strategics or styles used.in role stress havc been studied, and _t_hc :
findings show that approach styles have strong relationship with internality, optimism,
role efficacy, job satisfaction, and effective role behaviour in organisations. Two
-contrasting approaches (avoidance or dysfunctional and approach -or funcuonal) for -
some role stresses are illustrated below :

Let us take self-role distance. Many individuals who find a conflict between their
. self-concept and the role they occupy in an organisation, may either play that role in
. 2 routine way 1o earn their living. They take no interest in their role, and this is
indicative of self-role distance. They have rzjected the role. On the other hand, some.
other individuals may seriously occupy their roles and in due course of time,
completely forget their self-concept and play that role effectively, but reject their self; -
" Both these approaches are avoidance approaches. Dysfunctional: If an individual:
rejects the role he is likely to be ineffective in the organisation. However, if he rejects
the self, he is likely to lose his cffcctwencss as an individual and it js llkely to be bad
for his mcntal health. - : :

JAn approach or ’r‘unctional stratégy of dealing with this stress is pt'role
integration. The individual may analyse the various aspects of th which are -
causing sélf-role distance and may begin to acquire skills if gf$wgay help him to bridge
this gap, or carry his own self into the role by defining sccts of the role
according to his own strengths. In other words, an attempt B 0 grow into the role.
and make the role grow to use the special capabili the person would result in
roie integration where the individual gets the s’atisfa%oocupymg arole whlch is

nearer to his self-concept. Such an integrati
systematic effort; it is also not very difficu

sy to achieve, but with

Similar is the case with role expectatig nflict. 'When the various expectations from
the role one occupies conflict with oné fer, role stress may develop. One way to
deal with this%tress is to eliminate thos&xpectations from the role which are likely
to conflict wnth other expectations. This is the process of role shrinkage is the act of
pruning the role in such a way that some expectations can be given up. Role shrinkage
may help to avoid the problem, but it is a dysfunctional approach since the advantage.
of a larger role is lost. Instead of role shrinkage, if role linkages are established with
other roles, and the problem is solved by devising some new ways of achieving the
conflicting expectations, the individual can experience both the process of growth as
well as satisfaction, If for example, a professor. who is experfencing conflict between
three expectations from his role, that of teachiing students, doing research, and
- consulting with organisations, may find that the stress is essentially that of persorial
inadequacy. He may not have enough skitls for doing research. Usually because of
lack of relative skills, he may take recourse to role shrinkage | However, one way to -
deal with this problem is to develop role linkage with other celleagues who are good
in research, and work out an arrangement whereby research is not neglected. A better.
-way of resolving the problems may be to find ways of doing thmgs in a.more
non-traditional and productive way.

Role stagnation is a common stress in orgamsatlon when 1ndwlduals gct into new - _
roles as a result of their advancement in the organisation, or asaresult of takingo.er .
more challenging roles. There miay be a feeling of apprehension because the role is
new and may require skills which the role occupant may not have. In sucha s;tuatlon,
ausual way is to continue to play the previous role about which the individual is sure,

and which he has been doing successfully. In many cases this is the tragedy of the
organisations that even aftér advancement people at the top continue to play the role

of the lower level manager. A foreman, for example, in due course may become
General Manager, and still he may continue to play the role of the foreman with

~ consequent frustrations to the new foreman and to others who expect him to devote
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“negotiate .. wife and children ont how best he can spend time m

his time to more productive aspects. In one organisation, after several seli-search
sessions; it became clear to many persons at the senior management level that their
tendancy 1o have close supervision was really a tendency to continue to play their old
roles. This is especially so if the individual role requires more new skills which have
to be developed. For example, planning roles and the role of scanning the
environment require altogether new skills. In the absence of such skills,| the usual
tendency is to fall back on the old tried out roles. This is role fixation, and is an
avoidance strategy. '

As it is necessary for an individual to grow out of his tole as a boy'in_to Lhat of an
adolescent, and out of adolescence into adulthood, similarly, it is important for people
to grow out of that old roles nto new ones and face up the challenges. An approach
and a more functional way to resolve this condlict is that of role transition. Role
transition is the process by whicha previous role, howsoever successful and satisfying
it may have been, is givenup to take a new and more developed role. Role transition
is helped by various processes, including anticipatory socialisation, role clarity,

- substitute gratification, and transition procedure. In order to make role transition mor

effective, It is necessary to have anticipatory socialisation, that is preparation for the
taking of the new rofe. This would also include delegation of responsibility and
functions to people below one’s own reic, 50 that the person can be free to experiment
and he can take help in such experimentation from others. Such is a prpcess of role
transitions. The usual approach to deal with this probiem is either to assign the roles
clearly, so that a person is a husband or father when he is at home, and an executive
when he is in his office, or there may be role elimination that is, accepting one role at
the cost of the other role. In such a case’, the individual takes recourse 1o g
rutionalisation. For example, an executiv ‘ho neglects his family at home and who
in this process eliminates his role of fasher alg husband, rationalises the process by
thinking that he makes a unique contribdiondo the company and, therefore, can
afford to neglect his family, or hegs enough for his family who should pay the price
of losing him as a husband and as r. Such rationalisations are part'of the process
of role elimination. Thesc arc a afice strategies.

A more functiongl approadg/o The problem is role negotiation. The process of role
negotiation is the s of §stablishing mutuality of roles and getting necessary help
to play the roles ctively, and giving hclp in turn to the other role. For
example, an gxecuti%g who is not able to find time for his family, may, sit ‘down and
}:aningfully
within the nstraints. One execative in the largest natiomalised bank in India
solved the proWlem by discussing with his family and working out an arrangement
whereby he would give entire sundays to his family and would not normally accept
invitations 1o dine out unless both the wife and husband were invited. This negotiation
was highly satisfying because neither of roles had to be sacrificed and eliminated.

For role ambiguity the usual approach is to make the roles clear by putting various
things on paper. This is role prescription. The vanous expectations are defined more
clearly. Or, the individual may remove ambiguity by fitting into the rolé as described
in some expectations. This is the process of role taking. Both are avoidance strategies.
An approach strategy may be t6 scek clarification from various sources and to define
the role in the light of such clarifications. In contrast with role taking, ajmore creative
way is to define the role according to one's own strength and to take some steps in

making the role more challenging. This is the process of role making.

To deal with the siress of role overload, that is, a feeling of too many expectations
from several sources, the role occupant usually prepares a list of ail functions in terms
of priorities. He gives top priority to those functions which are imporiant. This kind
of prioritisation may help put things in order of importance. However, the problem
may be that the functions with which a person is less familiar and co fortable may

tend to be pushed low down the priority list, and may be neglected. Those functions

which a person is able to perform without apy effort get top priority. Those which are
in the lower level of priority always remain neglected, and in this sense, thigapproach
may be dysfunctional. This is an avoidance strategy. A more function 1 approach may
be to redefine the role and sec which aspects of the role may be delegated to other
persons who may be helped to develop take on these functions. This may help the
other individuals also to grow. This may-be called role slimming. The role does not
lose its vitality in the process of delegating some functions; in fact the vitality increases
with decrease in obesity. . '
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In role isolation (when there is tension and distance between two roles in an
organisation) the usual tendency is for each role occuparit to play the role most
efficiently, and avoid interactions. The role occupant confines himself to his own role.
This may be called role boundness. He voluntarily agrees to be bound by the role.
~This strategy avoids the possible conflict. We find individual executives and managers
who are responsible for the organisation. This is likely to be dysfunetional as it does’
not help the individual play his rofe in the larger interest of the organisation. A better
method and an approach strategy is role negotiation, T

' Stress and Coping

In role erosion an individual feels that some important functions which he would
prefer to perform are being performed by some other roles. The usual reactions in
such a situation is to fight for rights of the role, and to insist on clarification of roles.
The.solution is soug'ht in making structural clarifications. However, this is not likely
to be functional and helpful, since the basic conflict is avoided and it continues. An
approach strategy may be that of role enrichment, Like job enrichment, the concept -
rolc enrichment suggests vertical loading of the role. Role enrichment can be done by .
analysing the role systematically, and helping the individuals to see the various
strengths in the role and the various challenges which the role contains but which o . |
might not have been apparent to the individual when he performs it. Significant role - S - ‘
set members can help make the role more challenging and satisfying to the role - ' '
occupant. . . ' ' :

Figure IV surﬁmarizes the functional and clysfunctional strategies for the 10 role
siresses. : ' '

Figure IV: Coping Strategies for Rolé Stresses Q
Role Stresses ’ ! Dyslunctionat . nal

- Strategies
I Self-role distance . Role rejection, self rejeaieg. -~ Role in'ireg'rat'ion
2 Interrole distance . - Role partition, rele elimil Role negotiation
3 Rolestagnagion - Role fixation Role transition
4 Roleisolaton -~ . . Role boundne Role linkage
g. Role ambiguity -~ Role preserip ‘Role clarification
7
8
9

Role expectation conflict - Role taking . . Role making
Roleoverload Raie r: io
Role erosion ~ - ' : Role % Role development/enrichment -
Resource imadequacy ] Role atrghy Resource géneration

10 Personal inadequacy Role shrinkige

‘Role slimming -

Role linkage.

In summary, effective management of stress involves directing stress for productive
purpose, preparing role occupants to understand the nature of stress, helping rofe
occupants to understand their strengths and usual styles, and equip them to develop
approach strategies of coping with stress. The next chapter deals with one systematic
approach to make roles more effective and develop approach competence to deal with
some dimensions of role stress, ' ' ;

‘Gmelch (1982) suggests the following five strategics to oveJcome stress affliction

@ Take a hard look at yourself: Determine where stresses originate in your lifg.
Critically examine your own contribution to stresses experienced by others around
you, be they in the organisation or outside it. o

@ Stay alert: Do things, other than your job, which give you a sense of meaning and
satisfaction. : : :

® Take risks: Growth and productivity resuit from taking moderate risks in various
- types of activities, ' - . . ' '
® Avoid isolation: Withdrawing from others can lead to isolation and'depres'sion".
Keep the channels of communication open with colleagués, friends and the family.
¢ Stretch for success: Stretching for success keeps you on your toes. Make an effort

with the hope to achieve your goals. Efforts and desire to overcome the, obstacle
are essential to tide over ROSS,

® Overcome obsolescence: Updatc your knowledge and skill to face the chéllchge 'I
brought about by the changing technological environment _
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" work stress. Often, as the bur

Exercise: Beca

Besides the above mentioned strategies to gvercome Stress, all individual process
stress safety valves, The stress safety vaives serve at least two important functions..
First, they enable one to escape the direct pressure of work stress. One’s instinctive.
stress response mobilises him for a single escape strategy: vigorous.physical flight. If
ani individual can develop effective stress safety valves, 1t is as if one is taking
conscious control of this flight response. The second function of stress safety valves is
1o counter act the biochemical and psychological changes that occur when mobilise to
deal with stress, one may or may not be aware of this build up, but it occurs
nevertheless. 1t manifests itself in muscle tension. It shows up changes in body
chemistry we can sometimes feel as with a burning stomach, itchy e¢yes and skin, or
dry mouth. o '

A few safety valves are suggested helow:

Chairging Gears: Changing gears involves shifting ‘from’ work ‘10’ something else. In
order to change gears, one has to try activitics that capture his/her interest.
Psychologists call such pursuits ‘intrinsic motivators’. They give one a feeling of
well-being. Changing gears nol only removes one’s attention from pressures of work,
it helps drain off the pent-up tensions. The pursuit of almost any non-work project or
hobby. can reduce stress. '

Cutback on Excessive Hours: For many people, burnout and overtime go hand in.
hand. It is generaily seen that the more hours you work the more likely you are to
burnout. '

Job burnout cycie keeps some peopl gludg to their jobs through inefficiency. Some
kind of work stress starts the cycle o ergd consumption and consequent fatigue.
Then they lose their efficiency apmgrk antiave to stay late more and more frequently
to finish up. But this overtimg @ ecds up the process, for it adds an additional

ut shctims falls further behind hie or she can loose
self-confidence and worgnggen harder and longer to make up for the sense of
inadequacy. ' ‘ ' '

Fnout aimost always comes from excessive mental and emotional
stress, physical eX¥gcise offers one of the best safety valves: Exercise works s a stress
cordittg to Dr. George Williams (Director of the lnsritute of Health
ransisco), not only relieving the pressure at the end of a hectic day,
but making Wpossible for you to deal more effectively with stress- the next day.

Exercisc does not have 1o be sirenuous or competitive, Walking offers many henefits
and can put one into cxcelient cardiovascular condition, as well as reduce siress.

Pamper yourseif: Most of us know how to pamper other people when they experience
a life crisis. We send flowers to a friend in the hospital, shovel snow from.the walk of
a neighbour who recently lost his wife etc. such special atiention helps people cope
with stress. Pampering yourself can have the same effect.

There ars many ways to pamper oneself. The harassed assembly line worker might
plan a serics of mini-vacations instead of taking all two weeks in a single block of time.
The housewife might arrange a trip 10 visit an old fricnd or plan an evening out—
without the kids. The key object in pampering oneself is to break the routine.

Get involved: A boring job carfiead to burnout as easily as a challenging one with 100
much pressure. If an individual work does not nse his skills, if it leaves him thinking
that even a chimp couid do this, then one may nesd to get involved.

Warm up stowly: One can often get control of a tense, pressured work day if one
changes the way it begins, the basketball player warms up before the buzzer sounds

* to s1art the gamie. If an individual's day begins with a sudden rush of activity or amad

scramble on some crowded subway it will add to his stress. The most important
two-hour period in one day.is prior 10 starting work. During that period one should \
set the tone for the day. That's when he enters his own compression chamber. The
little things one does if the morning prepares him for the tensions he encounters
during the day. :
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Release Pressures on the Job .

The people who burncut are often the best workers They take their jobs seriously,

work faster and harder than others and never shirk responsibility. This very

commitment makes them more susceptible to work stress. The pressures build up and
_they do nnt find it as easy to open the safety valves, good off, or escape for a few

minutes. Yy

One of the best ways of releasing the pressure on the job is to reafrange one’s

schedule. One way to deal with stress is to confront difficult tasks when one is fresh.

When one is tired, the pressure can hit harder.

Practice Relaxation Techniques: The stress respense goes through four processes:
mebilisation, increase in energy consumption, muscular action involved-in fight or
flights and then a return 1o equilibrium. One can aid that process by learning to switch
off the stress response and switch on the relaxation response. Thus it can be seen that
certain arount of stress is essential for doing any task well but each individual should -
know hijs stress tolerance limit.and not stretch too far,

7.5 FURTHER READINGS

Hans Selye was the earliest stress researcher. The various ideas propounded by him,
contained in The Stress of Life (McGraw Hilt, 1956) still guides most of stress work.
R.S. Lazarus was also an early contributor to thinking on stress. *Enviragmental
Stress” by R.S. Lazarus & J.B. Cohen in J.F. Wohlwill (Ed.) Huma 1
Environment Vol 1 (Plenum, , 1977) contains good material on secietal
recent systematlc presentation can be found in J.E. McGrath © and behaviour
in organisation™, in M. Dunnettee (Ed.) Handbook of Indusr()rgamsauonaf
Psychology (Rand McNally, 1976).

R.L. Khan et, al. brought attention to role stress in thei ssical volume
Organisational Stress: Studies in Role Conflict and genbigily (John Wiley, 1964).
They proposed three role siresses {role ambigui contlict, andsrole overload).
Based on rescarch in Indian organisations, Udai Bfeek proposed ten organisations

role stresses, with an instrument to measur: m. Ro¥e Stress Scales with Instrument,
Answer sheet and Manual (Navin, 1983).9 neral Role Stress (GRS) were also

proposed with their instruments. A large n r of researches have been done on
ORS and ERS, including a few ouiside India.

P.M. Pestonjee has done the most extensive work on stress'in Indian organisations.
His forthcomings reviewing stress research and practicesin India, and proposing some
concepts and zction plans is a good source book. His article *“Executive Stress: Should
it be Avoided™ (Vikalpa, 1987, 12 (1), 20-30) summarises the latest on organisational
stress. Another excellent review of Indian Works on Stress is by Sagar Sharma “Stress
and Anxiety” in J. Pandey (Ed.) (1988). Psychology in India: The State the Art. Vol. 1
Ch. 4. New Delhi: Sage. '

W.S. Paine edited a book Job Stress and Burnour: Research, Theory and
Interventions (Sage, 1982), with good material on coping. Udai Pareck presenged a
concept and instrument on styles of coping with stress (suggesting for functional and

* four dysfunctional styles (Role Pics with Instrument, Answer Sheet, Scoring Sheet and
Manual) (Navin, 1983)
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BLOCK 3 INTER PERSONAL PROCESSES

In the earlier block you have learnt about the processes within oneself, In this block you
will be learning about the processes involved between each other. Unit 9 explains the
helping processes. The importance of communication and feedback ts explained in unit
16. Unit 11 deals with Ihtcrpcrsonal styles, which are used between each other.
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UNIT 8 HELPING PROCESSES

'Objectives a7

After going through the Unit you should be able to:
& understand the dynamics of helping relationship

.# understand the dynamics of kelping, the role of the helper and the receiver
& appreciate the nedd of creative helping climate -

Structure

8.1 Introduction
~ 8.2 The Helping Relationship
8.3 Dynamics of Helping in Organisations
8.4 The Helping Climate -
8.5 Summary
8.6 Sclf-assessment Test
8.7 Further Readings

8.1 INTRODUCTION

In many systems, such as the family, group, and formal organisation. We come across
afew people who are able to facilitate the personal or professional growlyof the other
individuals. Consider some case histories:

1) Mr. Puri was the personal secretary to the General Man (GM). He had been a
good performer, but the GM noticed that the number o akes in Mr. Puri’s
typing had increased over a period of time. The GM callQtksifn for a personal
discussed the issue in a supportive climate. By the & he discussion. He put him
at ease and discussion, both the GM and Mr. Puri utiiferstood why the mistakes had
increased and they were able to agreeon a f actibn to address the problem. In
addition, Mr. Puri was able to gain some to his own behaviour and felt

more motivated to excel in his job.

2) Ashok Rajguru was doing his doct a’@ jerammec in theoretical physics in an
American University. He was having Mersonal discussion with Donald French, a
graduate student in clinical psychology from the same university. At the start of
their conversation, Ashok had a general sense of dissatisfaction and shared it with
Donald, who listened to him attentively and paraphrased Ashok’s viewpoints at
appropriate points #nd raised helpful questions. By serving as a mirror ..... helped
Ashok ....... his dissatisfaction, By the cnd of the discussion, Ashok felt much
better, as he understood his problems more clcarly-and was able to make up his
mind with regard to what he would do next.

We have ail been involved in such interpersonal processes and given or received help.
Carl Rogers defines a helping relationship as one “in which at least one of the parties
has the intent of promoting the growth, development, maturity, improved functioning,
improved coping with life of the other.” This definition would include parent and child,
teacher and students, manager and subordinates, consultant and client, and many other
less formally defined relationships. '

Helping can be reactive or proactive. When help is given to someone who asks for help
oris seen as needing help, this is reactive behaviour (responding to the need of the other
person). On the other hand, if help is given because of the helper’s need to give (rather’
than because the receiver needs to receive), helping is proactive, This distinction has
been very well made in the Indian ethos on the basis of the need of the receiver or of
the giver. When the receiver's need is dominantitis called Bhiksha (whether askingor
giving help), but if the nced of the giver is more important then it is called Daan (both
while giving and receiving help). This distinction is not found in other cultures. This
distinction is uscful to indicate that giving help as a motive is aroused notonly by other
persan or group's needed help, but alse the giver's need. Moreover, the given has a
higher status in Bhiksha, whereas in Daan the recipient has a higher status, and obliges
the giver by accepting help. : .
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- of the recipient. Spontaneous help is aresponse fo request received or th

™

Factor analysis of helping behaviour has thrown up some interesting factors, Two
factors are particularly significant, One is planned versus spontaneous help. Planned
helpis based on detailed analysis and preparation of help to be given, tomeet the needs

! E signals given
by individuals or groups in urgent need of help. Crisis is a good-example : f spontancous

‘help, there is no time for detailed planning of help. -

The second factor is giving versus deng. Helping can be either in termf of giving
material help, by parting away with some material possession. One pagses on material
money to other group or person. Doing requires much more initiative and effort
involving collaborative relationship. '

%2 THE HELPING RELATIONSHIP

Helping relationship involves two parties, the helper and the recciver.B:qur processes
are involved in this relationship: help giving, help receiving (what is given by the

. helper), help secking (actively asking for help), and help reciprocation (mutual helping

"In the literature the terms helper, don

relationship). Helping relationship operatesin a context (situation), so, the situational

variables are also relevant.

Studies on altruism and prosocial behaviour are intimately related to helping.
Explanation of the motive to help has been made in terms of altruism {the urge to do
good to others) or extension motive (the urge to be relevant and relate to alarger
entity). Extension motive has been discud din Unicdof MS 22. '

gent have been used for one who gives
help; recipient, receiver, helperang clief¥have been used for one tojwhom help is
given. In the Western literatur bg process has beén considered only from ihe
point of view of the need of the ent. ' '

the receiver.

- Helping prd\t:ess invo]vcs%aiucs underlying relationship bctwee? the helper and

The central issu ing process relates to the values of the helper. The helpipg
behaviour apd stratdgies flow out of the basic stand he takes in relation 'fo the receiver.
Figure 1 g @ ummary the dynamics of the helping process in value terms. The

helpersho @ himselfherseif what values he/she holds and withwhat consequences.

Okun has suggested that the following set of images of people is essential for effective
helping process. :

1) Pcoplé are responsible and capable of making their own choices and decisions.

2) People are controlled ta a certain extent by their environment, but they are able to
direct their lives more than they realise. They always have choice and freedom,
. along with responsibility, even if they have restricted options due to environmental
_ variables or inherent biological or personality predispositions. K

3) Behaviours arc purposive and goal dirccted. People are comtinuo hsly striving -
towards meeting their own needs, ranging from basic physiologicalneeds to abstract
self-actualisation (fulfilling physioiogical, psychological and aesthetic needs).

4) People want to feel good about themselves and continuously need positive
confirmation of their own self-worth from significant others. They want to feel and
behave congruently, to reduce dissonance between internal and external realities.

5) People are capable of learning new behaviours and unlearning exjsting behavicurs
and they are subject to environmental and internal consequences|of their
behaviours, which in turn serve as reinforcements. They strive for reinforcements
that are meaningful and congruent with their personal values and belief system.

6) People’s personal problems may-arise from unfinished business ({m—resolved
conflicts) stemming from the past (concerning events and relationships) and,
although some exploration of causation may be beneficial in some cases, most
problems can be worked through by focusing on the here and now, on what choices
the person has now. Problems are also caused by incongruencies between internal
(how you see things inside) and external (how you see things outside) perceptions in
the present. ' : ’ e
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7) Many p_rob]éms experienced by people today are societal or systemic rather than B  Helping Processes -
personal or interpersonal. People are capabte of learning to effect choices and :
changes within the system as well as from without. '

:F'igdre 1
Circuliar Helping Process: Two Types
Type A
Confirming
Perceptions of client as
ignhorant ' dependence
incapable of making rational or -
choices counterdependence.
irresponsible
. J’ . Resulting in
Perception of the problem,
ascaused by clients T
ignorance ) tel'what ta do i
lack of understanding .e(;pﬂi: . odoinet) the
!ack of capability suggest simple solutions
mability to act advise
‘ 'inal?i!ily of making rational give solution, not rational
decisions criticise,reprimand
weaknesses
Type B
Confirming
1
irsightful

capable of rational decisions
responsible

¥

.Pcmep\ian of problem

interdependence

Iting in

ascaused by 'P

oulside forces . Analyse (with cliént)

complex factors the forces ‘

blocks prevanting client to encourage the clientto

perceive complexity analyse the dynamics

ciients's unfamiliarity with encourage theclient to

resources identify the blocks
encourage the client to

develop referral systems

The helping mode

1n effective helping relationships, individual receiving help is able to:
see new posstbilities

notice things about oneself that one was not aware of

able 1o unfrecze’ oneself

face up to the reality of the situation or face up to oneself

open the doors for new expericnces

develop security and courage to deal with challenges

understand people events and situations better

work out the consequences of one’s actions

piece together different things about oneself and understand why one acts or why
one sees things the way one does.

When such positive outcome occur in the interpersonal relations, we conclude that
interacting have promoted growth. However, helping relationship is fraught with mar
psychological difficulties that can either sidetrack or destroy the relationship. Often, an
individual requiring help may come away from the interpersonal process doubting
himself/herself and feeking off-batance. He/she may feel trapped, constrained, confused
and hurt. He/she may even have becomt negative and cynical. He/she may feel that
nothing new was offercd and the other persons were simply imposing their viewpoints.
Insuch ca;.,eSAWtcrdctlo*ng.ﬁ[;dvﬁb_ggil unable to facilitate learning and growth.
L]
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I.nlrn' Personal Processes

* The Task
" The tasks arou

Kolb and Boyatizis have proposed a model (Figure 2). which emphasises five key
elements in the helping relationship. '

Figure 2
Helping Relationship |
} HELPER =
FEEDBACK

TASK
Assistance/Education

| .
ENVIRONMENT/
PSYCHOLOGICAL
CLIMATE

The model has the following elements: _
1) the task or problem around which the helping relationship deQelops
2) the helper with his/her motives and salf-image, '

3) the receiver of help with hisfher
4) the information feedback w ek occ uring the helping processies, and

5) the environment and psycii

We will examine each ofhe ab0

ch hélping refationships develop are widely variicd. As shown in
Figure 3 we can stivThe task ona single dimension, namely. the éxtent to which

it is requipetthat tike receiver of help be capable of accomplishing the task

indepen ‘hen the helper is no Jonger present. At one end of this dimension are
tasks defin % assistance, situations where there is no emphasis on the client’s
indepcndent task performance; and at the other end of the continuum is education,
where the emphasis is strongly on developing the client’s ability to sclve problems.

Figure 3
The Helping Tasks

IR )

.

Assistance Educativn )
Purpose: Solution of an immediate pro Elem. Pnrpose Developing thexclient's ability to

: solve problems. : .
Helper: Anexpert who uses special knowledge, © Helper: A facilitator, who works with the client
skills and other resources. . in the client’s frame of reterence.
Likely problem with the approach: Induces Likely problem with the npproach: Causes
dependence on the helper and makes termination frustration in the short term to the client with
of helping relationship difficult. strong needs for symptom relief.

The ‘assistance” approach is also sometimes referred to as the medical modelof helping,
where the helper, treats the other peison like patient, Jistens to thel symptoms, makes a
diagnosis and prescribes alternatives. The next time the person faces a similar problem,
he/she has to again go to the helper. But the educational apprejach emphasises the
client’s long terms benefit, by focusing on the clients problem solving ability rather than
the client’s problem. : '

The Helper

The personal characteristics of the helper are major factors influcnicing the process and
outcome ol the helping relationship. The study done by Kolb arid Boyatizis suggests
that individuals can be categorised on the basis of their characlleristics as shown in
Figure 4. ’ L '
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Figure 4
Personal Characteristics of Helpers

Personal characteristics Individual likely to be

Timid and Self-conscious (Inability/ Non-helper {does not attempt 10 help)
Unwillingness toinfluence) '

Brash and Overconfident (Highly controlling) Ineffective helper {Gets into helping relationship
. but creates passn«'lt}a’rebellmmnlheclu‘m)

Willing to influence but not dominant; cpento ) Effective he]pcr
other'sideas/views

In other words, the effective helpers are less concerned with controlling the other
person and more concerned with the task accomplishment. Ineffective helpers tend to
be preoccupied with their own needs to feel superior and to have control over the other
person, and so they do not act in the client’s best interests. The non-helpers miss
opportunities 1o contiibute to the growth of other individuals because of their own
timidity and seif-consciousness. In some other studics effective helpers have been
found to be high on inlernal focus of control, social responsibility, cooperativeness,
cmpathy, extraversion and warm-heartedness. However, the helper’s personality has
becn found to be a weak predictor of helping behaviour.

Carl Rogers has discussed what it takes for helpers to facilitate the personal growth of
clients. Such a helping relationship is perhaps the purest example of an educational
process. In these cascs, the helpers act as facilitarors rather than as experts, and should
meet the following requirements to be effective.

1) The helpers should be perceived by clients as trustworthy, depandable and
consistent. Trustworthiness does not merely refer 1o fulfilling oute condmons
such as keeping appointments, respecting confidentiality and sg on.
should be congruent in the sense that they are dependably real, a
feelings and attitudes, and act in a consistent manner.

¢ oftheir own

2) The helpers should be able to communicate unambiguoud this requires that
they are aware of their feelings. For example, if a helperis ¥ed butis not fully
aware, he/she gives contradictory messages, with iving one message and
the annovance heing conveyed through non-verbal munication. This confuses
the client and makes himvher distrustful.

3) The helpersshould expericnce positive attiiOgCs towards the other persons. Unless
there is some caring, warmth, likingggerest and respect, one cannot be heipful.
Helping relationships are not imp character.

4) The helpers should have the strength (Wfemain scparate from the other persons
and learn to respect their own feelings as well as the clients’ feelings. The helpers
should not be downcast by the ciients’ depression. frightened by their fear,
engulfed by their dependence, destroyed by their anger or enslaved by their love.

5) Helpers should not interfere with the {reedom of the clients in order to developa
personality independent of their own. They should permit the clientstobe the way-
they are, rathcr than expect them to follow their advice and remain dependent on
them.

6) Effective helpers should have an empathic understanding. They should be able to
work within the frame of reference of the clients. Lo other words, they should be
able to enter into the world of the clients and observe things and expericoce
meanings as clients do.

7) They should receive the clients as they are and accept them unconditionally. They
cannot disapprove of some aspects of the clients personality. while approving of
some other facets.

8) Helpers should act with sufficient sensitivity, so as to ensurc that thelr behuviour
does not become threatening to the clicnts. The clients should be free io focus on
their internal feclings and conflicts,

9)  Aspecificaspect of the preceding point s that the clients are [reed from the threat
of external evaluation, so that they realise that the locus of evaluation of the centre
of responsibility hies *{\nhm themsclves.

10) The helpers should not be bound by their own past or the clients past. They should
be able to accept the whole potentiality of the other person rather than see him/her
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Inter Personal Processes

. Helping behaviour is in a situatiorg

as So'mething fixed, already diagnosed and classified, and already shaped by the
past. . '

The Receiver . _

Ty asking for help, the receiver places timself/herself in a weaker position. If the helper.
places himself in the strenger position of a “given” the relationship may degenerate into
rebellion or passivity by the client or rejection of the receiver by the belper, Secondly,
if the receiver and the helper are excessively concerned with intimacy, it can produce
pressure toward conformity and mutual sympathy which may cause the helper to lose
his/her perspective on the client's problem and the client 1o lose his/her respect for the
helper’s expertise, Thirdly, we have already noted that if helper’s concern for
influenicing is too high, the client will not be motivated to receive help. Finally, the seif

_ image and attitude of the receiver is also important. The client must see Limself/herself

as capable of improvement. If this is not so, thena major portion of the helging activity
must centre on building self-confidence and optimism before iearning can take place.

Thus the receiver’s personal characteristics are an important part of the belping
relationship. One helping mode, examined in Unit 12, is feedback. The individuals
tend to become defensive when they feel threatened by the feedback they receive, for
example when they are criticized or blamed. Some amount of defensive behaviour in
the face of perceived threat is not uncommon, but if the receivers aperate primarily
from a defensive position, exploration gets blocked, and the cbiectives of learning and
growth get frustrated. This aspect has been examined in details in Unit 10 which
elaborates defensive and confronting behaviour.

The Situation

xt, and both the tendency to help and the
effectiveness of help are partly det by the contextual factors. Rescarch has
shown that the factors makipgshglp botll possible and effective arc: awareness of the
receiver’s need for help ph al arousal following such an awareness, labelling the
situation as one requiring h&gpfior reinforcement for helping, modelling, liking for
the receiver, close re@igpship between the giver and the receiver, and a pleasant
mood. On the other %mbiguitj, regarding the necd for help, diffusion of
a res¥riction of the helpers freedom of choice of action have been

ilkelihood of helping. There are implications of these findings for

for help. - : '

responsibility
found to lo;
strategy planni

Activity

Identify two situations, one in which an individual needs help in yout department and
another in which a group in the organisation may need help of the other group in your
organisation. Based on the factors enumerated in the above paragraph, prepare a
strategy of making help more effective.

8.3 DYNAMICS OF HELPING IN ORGANISATIONS

Helper or donor can be an individual or a collectivity, For example, when helpin given\'
by an institution or a community or 2 department the helper is acoliectivity. Similarly,
the receiver can also be an individual or a collectivity. Help can be given to anindividual
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Helper -

or to a group, or a communlty ara socwty ete. Varlous helpmg mlervennons canbe .-
classifiedih.a matrix-formed by the two axes. The matrix is reproduced in Figure 5, with -
various helping activities in four cells of the matrix. Before discussing the four cells (and
_ the helping activities), it may be mentioned that some common and frequent helping

activities of interventions in organisations are training, feedback, and asking/receiving:
help. These have been mentioned in all the four cells. However, their nature will dlffe1
from one cell to the other. : :

Figure § :
Matrix of Helping Behaviour in Orgamsations

Receiver
Individual
I ot Feedback\ * Tl.'ail"ling
N * Counselling ' * Feedback
D * Mentoring * Social Work
i * Sﬁppon inCrisis. ~ - ) - A.warcnel_ss raising
v * Requesting help . * Requesting
1 * Responding * Responding
D. o
A
"L
C * Feedback * Feedback
o " Training
L * Requesting’
L * Resﬁonding
E * Supportin Crisis. #a) respansibility
¢ i Awareness raising
T " Requesting '
! ) * Responding’
¥ .
[
T.
Y

From Individuals to Indmdual

There are several dyadic snuatlons in organisations. Superv1sor employee and
colleague-colieague interactions and help are frequent. Feedback, counselling and
mentoring are the most frequent hielping activitiés in a supervisor client dyadic groups.
Asking for help and responding to help can be both in supervisor-employee, and
colleague dyads. Help in crises can also be seen in some dyadic groups.  ~

Feedback: Kolb and Doyatizis raise the important question as to whether helpful
feedback should be positive (pleasant for the client to hear) or negative (unpleasant).
While there are those who feel that negative feedback is sometimes helpful'in that it

" serves to unfreeze the client’s self-satisfiéd concept of himself/herself and increases the

motivation to change, most learning theorists believe that in the long run reward is
more effective than punishment. Carl Roger 100, places heavy emphasis on the
importance of positive fecdback to the client in his concept of unconditional positive
regard. We have already noted earlier that in a helping relationship, Rogers values “a
relationship of warmth and safety, partlcularly the safety of being liked and prized ds a
person.” Rogers also cites psychotherapy research which showed that therapists who
demonstrated high degree of unconditional positive regard for their clients were inore
successful than those who did not. Feedback has been dISCUBSCd in detail in Unit 10,
including guidelines for effective feedback.

. Counselling: Counselling is a very effective helpmg intervention in a dyadic group, :

usually supervisor and the employee. Unit 8 of MS-22 is devoted to detailed discussion

of performance counselling. .




Imier Personal Proctsscs

Mentoring: While counselling is usually a helping activity initiated by a supervisor in

relation to his employees, mentoring is done by expert and emotionally mature persons
to develop young bright colleagues. They need not and usually do not have supervisory
relationship with the protege. Mentoring has also been discussed in Unit 8 of MS-22.

Requesting help: This mode of helping relationship is less frequently used because
asking helpisseen as inferior or less desirable behaviour asif the person requesting help
admits his weakness. Unless people ask for help they cannot give effective help at an
equal level. Helping relationship must develop a concera for mutuality facilitating
requesis for help when itis needed, The organisational climate should promote the
culture of asking for help and responding to it.

Rusponding to request: Responding to request for help is an important mode of

developing effective helping relationship. The attitude, values and hehaviour of the

helper while responding to requests for help or in taking initiative in helping others,
have already been discussed in section 2. '

Individual to collectivity: The individual can do sevcral things to groupsor larger entities
to provide heip. The following activities are suggested in this regard.

Feedback: Boih giving and receiving feedback to and from some groups may be helptul.
This is much more functional in training roles. An individual trainer can give data-based
feedback to the groups with which she or he works and ask for feedback of his or her
effectiveness in a structured or informal way. Somie managers also arrange structured '
feedback from their employees, 111 SOME Cases in ar anonymous way so that the
employees may not feel threatened wigle giving feedback. '

help to groups by taking responsibility in

Sacial work: An individual often pgvide
iglllar group. For example, in housing colonies

areas in which help is needed by a pa

"in various industries many yfdivitual volunteer for adult education programmes or

youih camps, or study circl

Jeolony. Such activities improve the standard of life
of people in that comgunity. : .

Training: Although tragfingis an organisational activity, an individual can volunteer to
run some {ragffi@progmmes in his or her field of expertise.

Awareness raidfg: These programmes are different from social work. The purpose of’
such me? is to increase insight and understanding of people in the comimunity
about or issues the community is facing. For example, rights of consumers,
rights of 8ifizens, exploitation by money-lenders etc. may. be important issues in sorue.
housing colonies in industries. Individuals can organise forums omsuch issues.
Increasing awareness may help the members of a community to have wider choices.

Reqguesting and responding to rcqhe-sts of help: The relationship of mutuality between a
community (or a group) and an individual is equally important, and s both fostered by

and should result in asking for help from the group, and responding to the groups need

for help. '

Colectivity to Individuali
The varjous helping activities in this categories are as follows:

Feedback: Fecdback from 2 groﬁp to an individual is rare. FHowever, it can be a very
useful helping mode, A group of participants may organise feedback to its trainer. OF
a committee may provide feedback to some individual.

Training: A department or section of an organisation can provide help for individual
members by offering training programiries in the field of their expertise. For example,
the finance departments or EDF section can offer programmes in finances or computers
for individuals who want to have general orientation or develop skills in these areas.

This will be true of all the departments.

Support in crisis: A collectivity can provide supperi t¢an individual in a crisis situation.
in one unit in HMT, the employees (managers and warkers) cotlected money to helpa
worker io the treatment of cancer. In CCC the company took on unprecedented
decision fo save life of a temporary employee by financing kidney transpiantation.

Requesting hetp: The department can request individuals to make special contribution
for some projects or programmes. For example, if an employee has good background
of project evaluation, and cven if he does not work iz1 this area, 1o help the department
on a special assignment. .
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Responding: This mode is more frequently used. The departments respon to various Helping Proceiccy
requests of help made by the employees. As far as possible responding to help should :

lead to self-reliance rather than dependency. Indiscriminate help can be dysfunctional

in making th& receiver dependent and may lower the receiver’s self-respect and ability

to cope with problems.

Coliectivity to Collectivity: _ .
Help can be given by groups or larger entities to other groups or entities. This mode of
helpisincreasing in the world. Intraregional’. cooperative activities in Asia and Africa,
voluntary services by members of one society to other societies; various aid
programmes from developed countries to developing countries etc. are increasing.
Through the efforts of 1he United Nations more and more programmes of mutual
supportive dctivities are increasing. Collectivity to cotlectivity help is also important in
organisations. Some activities are suggested below.

Feedback: A group can decide given feedhack to another groups. If the former feels
that fecdback wilt be helptul to the latter. For example, if a department has been able
to increase its productivity as a result of help from another department, the former
should provide feedback to the latter. This wil} be a heiping activity in increasing the
latters capability further. Similarly, if a department runs into prablems becavse of some
recommendations by a group of consultants, it wil! be cqually helpful to the consultant
group to invite them for feedback. In both cases feedback will help the group increase
its effeciiveness in future. o

Training: This is a frequently used mode, by one group an organisation to the other
group or by one country to other countries. While undertaking this activity caution
should be taken to see that training does not become a one way affair. Trgining should
be developed with the help of the receiver group, who shouid own trainthg and
coniribute to ifs desipn, execntion, evaluation and follow up. Asking Myd regponding to
help. This activity is also increasing internationally, India’s respamge to M¥ldives in the
recent past is a good example. In an organisation various grou @ d be encouraged
to ask for help and respond to the request made by other groBg

Coliaboration: Collaboration between two groups to w asks in which both
groups have comman interest is extrernely importapt for 8 organiation. Coilaboration
requires superordinate goals, perceptions of theg gths of the other groups invelved,

open communication, trust, and risk taking, D of collaboration have heen
discussad in Unit 14 of this course.

Bugport in crisis: The frequency of this I made is increasing, India’s recent help
to the Maldives is a good example of this m3@z. In an organisation 2 department or a
unit may need belp in a crisis. After a major disaster in a unit, other units can volunteer
1o deal with the issue and help the suffering wnit to cope with the crisis.

Social responsibitity: Increasingly organisations are becoming aware of their secial
responsibility and are undertaking various activities for communities around them,
such activities reiate to ecological development, prescrving and promoting cultural
heritage, introduction of new sconomic activities, motivating communities to
undertake sociaily reJevant programmes like socia forestry, promoting education etc, -
Large organisations have special resposnsibilities in developing institutions in the areas
of their work. For example conglomerate of industries of steel and petzoleum can

. sponsor institutions of higher learning in steel technoiogy and. petroleum technology
research. . : '

Awareness raising: Comements have zlready been made on this mode of helping. Groups
can also undertake programmes of increasing awareness of members of a community.
Such programmes are needed in most of the housing colonies in the organised sector.

Requesting and responding: Organisational climate should promote both asking for
help and responding to requests for help amongst various groups.

8.4 THE HELPING CLIMATE

One important element of the mode of Kolb and Doyatizis is the environment and

psychalogical climate in which the helping process occurs. Behaviour is a function of

both the person and the environment. While one could imagine many environmentai
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variables which could inflifence the process of hetping such as comfort of surroundings,
freedom from distraction etc. We will limited ourselves for the presentjtime 0 a
consideration of those environmental factors which will facilitate effective performance
counselling in organisations. : '

The literature on performance counselling provides the following guidelines with

. respect to creation of a facilitative psychological climate.

1) Climate of openness and 'mqtuality; the work environment should be tension-free
and peoplé should trust each other. - : : :

2) Helpful and empathic attitude of management.

3) Sense of uninhibited participation by the subordinates in the performance review
process:-Subordinates should feel free to participate in the processiof review and
feedback. _ _ : ' '

4). Goal setting and performance review through a process of dialogue: Performance
gounselling should focus on the employees’s achievement against goals set by the
concerned employee and manager through a participative process. _

5) Focus on work-related behaviour: The focus should be on-the worlk related goals
rather than diffusing attention by straying into unrelated areas. Thie discussion

. should also include contextual problems in achieving or not achieving goals.

Performance counselling develops helping relationships in organisations. Many Indian
organisations are attempting to foster helping relationships through performance
appraisal and performance counseiling sysfem. Counselling in organisations has the
following objectives: 5

a)' Helps employees realise their potégtial

b) Helps them understand their streng d weaknesses '

¢) Provides them opportunity #6 adquire insight into their behaviour:
d) Helps them have a better w @ nding of the environment: :
e) Increases the persongl and iMterflersonal effectiveness of employees -
f} Encourages them to Is for further improvement 5 .
g) Encourages them to gdfferate alternative for dealing with various problems
members an empathic atmosphere for sharing and

. discussing ten¥igns, tonflicts, concerns and problems :
i) Helpst formlate action plans for further improvement’ _
j) Help es review in a non-threatening way their progréss in achieving varicus

objectiv : :

In performance counselling, the supervisors at a higher status level have the
responsibility of helping their employees by creating an atmosphere oflacceptance. The
supervisors as counsellors have an additional task of motivating the employees to

participate effectively in the counselling process. They also have to generate an

"atmosphere of acceptance, mutual trust and openness during counselling. The

sequential process of counselling has been discussed in Unit 8 of MS-22.

8.5 SUMMARY

. The processes of helping was explained. The role of helper, receiver:and helping was

discussed the dynamics of helping in organisations was discussed.

8.6 SELF-ASSESSMENT TEST

1) “When the receivers need is dominant y is calied Bhiksha (whether asking or giving
- help) but if the need of the giveris mor: important then itis called Daan (both while '
giving and receiving help)”. Discuss this type of helping processes with reference 1o

_ your organisation. : '

2) Explain the dynamics of helping in organisations. _
3) How do you creste helping climate in your organisation? Explaixi. . -
: 82 . o e
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8.7 FURTHER READINGS

1) Helping behawour has been sludled under altrunm prosocial beha\rlour, and
extension motivation. Altruism and He{omg Behaviour by J.A. MacCaulay & L.
Berkowitz (Academic Press, 1970) and Altruism. Sympathy and Helping by L.G.
Wlspe {Academic Press, 1978) discuss various aspects of altruism and helping. A
comprehensive treatment of altruism can be found in J.P. Ruston's Arruism.
Socialisation and Society (Prentice Hall, 1980). D. Dar Tal’s book Prosocial

- Behaviour: Theory and Research (John Wiley, 1976) is a good source on the subject,
The concept of extension motivation, prepared by Udai Pareek as the bias of helpmg
and development is discussed in Unit-6 of MS-22,

2) A good review of Indian studies by Janak Pandey can be found in Psychology in
India: The State-of-the-Art edited by J. ‘Pandey (Sage, 1988) Volume 2, Chapter 2
(pp. 56-71). Leelavati Krishan of ITT, Kanpur has done work on various aspects of
helping.

3) Inthe organisational context Carl Roger'sOn Becommg a Person (Rwer51de Press,
1961) is a classic and deserves reading. D.A. Kolhand R.E, Boyatizis have discussed”
helping processes in the organisational context in “On the dynamics of the helping
relationship” in Organisational Psychology: A Book of Readings =dited by D.A:
Kolb ef al: (Prentice Hall, 1979), Feedback as helping behaviour is discussed in Unit
9 of'this Block, and performance counselling and mentoring in Unit 8 of MS-22,
Udai Pareek and T.V, Rao (unpublished, undated) have discussed the helping and
counselling approach and process for cntreprehehrs.B §. Okun has suggested a
helping framework for counselling in Ejfecrwe Heipmg Imerwewm and Counselling

Techniques (Duxbury Press, 1976).
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UNIT9 COMMUNICATION AND
FEEDBACK

Objectives

After studying this unit you should be able to:

o understand the process of interpersonal communication .

e appreciate the role of feedback in interpersonal effectiveness ‘

e plan to improve feedback behaviour {both receiving and giving fcc(ﬂb_ack)

Structure.

9.1 The Communication Process
9.2 Communication Effectiveness
9.3 Functions of Feedback

0.4 The Feedback Process

9.5 Giving Feedback

9.6 Recejving Feedback

9.7 Summary

9.8 Self-assessment Test

- 9.9 Further Readings

9.1 THE COMMUNICATION PROCESS

I
Interpersonal communication is¥fje hghis of most interactions in organisations. Persons
in organisations interact Wit others within their own groups, across groups, and across
levels. The effectiveness communications may contribute a great deal to the
smooth functionings orgaRisations. -

tion can be defined as the process of sharing elf goal-orienied

Interpersonal co Il

messages b en 196 or more sources through a medium or media. Communication
is a procc sists of several units. The basic unit of communication can be called
A COMIMunic act. This can be defined as follows: A communication act is the

\ransmission, through a medium or media, of a goal-oriented message froma source 10,
_and its reception by, a target. :

"The various elements in this definition are: (a) the source; (b} the taréet; (c) the
- message (transmitted); (d) the message (received); (e) the goal of _thc‘ message; (f) the
medium, . .

The Source

The source of communication contributes to its effectiveness, A lot of research has
been done on source credibility. One source may be more credible than others, and
communication from such a source may produce more effective results. For some
messages a senior manager may be a more credible source, whereas for other types of
messages a union leader may have higher credibility. It may be useful to determine the
credibility levels of the various sources for different categories of messages.

Some studies have been dorne on key communicators — the effective sources of
communication. Key communicators in villages, influencing adoption of improved

-~ agricultural practices, were found to have higher social preference, greater contracts
with change agents, higher communication skills, and higher adoption behaviour
compared with low communications. :

The Target _ .
If the target of ccmmunication is receptive, the communication is likely to be effective.
It may, therefore, be useful to assess a target’s readiness and receptivity, and take
necessary action to ensure a minimum level beforc sending the message.
Communication should meet the target’s needs. Receptivity may be determined by the
perception of the source, his own needs, and the instrumentality of communication
(that the act of communication will satisfy his feit need).

84




The Message and Its Goal :

The message may be one of three types: information, a feeling, or a request for action,
Communication of ideas and knowledge are communication of information.
Communication of concerns, reactions, pleasant or unpleasant feelings, attitudes, likes
ard dislikes relate fo the second category of message (fecling). In addition to these two
types of messages, a message may refate to orders or requests 10 do certain things.

Good work has been donedn Transactional Analysis on messages. One part of the

- message exchanged between two persons is called a transaction. When A sends a
message, B receives it; B responds and this is received by that is one transaction. A
person can send a prescriptive or admonishing message (from what is called the Parent
g0 state); or an information message {(from the Adult ego state); or a feelin 2 message
(from the Child ego state). Any of these messages may be sent to (and received by) one
cf the three ego states of the other person {Parent, Adult, or Child). If the response is
by the same ego state as through which the message was reccived, i is called a
complimentary or paralle} transaction. Such transactions are very satisfying. These are
shown in Figure 1. The response however, may not originate from the ego state which
has received the message. Then itis a crossed transaction. Figure 2 give examples of
crossed transactions. '

Figure: 1
Complimentary Transactions

Subordinate Customer

B.  Ourvalues are getting eroded.
S. Tagree with you, we arc
deteriorating every day.

Subordinate Boss Boss Subordinate
5. Would you like to goto the B.  Yowuareagainlate, .
magic show? 1 have two tickets. . 5. Tamsorry, Sir

B. Surely, let’s go.

Figure; 1
Crossed Transactions

Boss Subordinate Subordinate Boss
B. Isthe report ready? 8. . [wanttodiscuss the resources .
5. Do you think T have noother I'shall necd to complete the
wark todo? assignment,
B.  "Youare always complaining.

35

Commandestion nud Feedback



A message sent may hot be a simple one. To use Transactional Analysis (TA)
ferminology a message sent may have two targets (of ego states). There may be anovert
message (open and expressed). But it may also contain a coverrmessige (z hidden
one). Transactions with such messages are cailed ulterior transactions. Figure 3 shows
these transactions.

Figure: }
Ulterior Transactions

Boss Subordinate Salesman Cusmmer!

In the definition of communication a distraction is made between the wransmitted
message and the received message. The received message {the interpretation) may not
be the same as the transmitied message . For example, a message of fjlae!ings may be
transmitted by an employee when he narrates an expericnce to his Bbss. but the laiter
may receive only the information message, and not the feeling messagé, Or, aboss may

transmit a message of negative feelings (e may receive a message ofsa.rcasm when the

transmitted and received messages wi

different, and this distortion c robftms. |
The Media _ .
The media used in com ication can be classified in several ways. Media may be

verbal or nonverbal. Nonigerbal communication is as important as, and in some cases
an%erbal communication. Nonverbal communication includes.
fhavibur that thesé cannot be enumerated. Even silence may be '
bmmunicate a message. In attitudes and values, nonverbal

- lis much more influential. Researches have shown th%lt one of the most
effective walof developing social skills and attitudes is modelling, living the values
and attitudes you want others to practice. People learn more from wha‘:t tHey experience
than what they hear. In an organisation the message of a General Manager orally
delivered about the importance of technical people may have no effect if he himself
does not have respect for them, and may often overrule the decisions chcommended by
them on the basis of analysis of technical data.

A verbal medium can either be in written or oral form, and cither in a face-to-face or
distance situation. Letters and telephones are the distance media. - ‘

9.2 COMMUNICATION EFFECTIVENESS '

Effectiveness of communication can be examined in relation to some criteria.
Communication can be said to be effective if: (a) the message received is very close to
the message sent; (b) the act of communication involves the minimum encoding of a
message; (c) the nonverbal messages are congruent with the verbal messages; (d) the
message elicits the desired response; and (¢) the commurication results in building
trusting relationship between the source and the target. These criterIi-‘a are bricfly
discussed below. ' '

Fidelity of Communication _ :

The distortion-free quality of a2 message is called fidelity. An effective person gets the

message across to others with the minimum possibility of misundcrslkanding. If the gap
between what a person wants to communicate and what the other person understands
is large, the effectiveness of the person who is sending the mmmuniFation is low. For
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oversupervising, but the employee receives the message that the supervisor is niot
interested in his problems, then the supervisor has low effectiveness.

The definition of communication emphasises the sent message and the received
message as two elements. They may be the same, or they may differ. The extent to
which they differ will indicate the distortion in communication. Some have suggested
the concept of distortion angle. This concept is shown in Figure 4. The line AB indicates
the sent message (A being the message sent and B being the “intended” received
message. However, B’ is the message actaily received.) The angle BAB’ is the angle

of distortion. ' :

Figure: 4
Distortion Angle of Communication

Received
Messape
- Bl .
— —
-
/—‘ -
-
- - -
T .
—
A =X B
Sent Message Intended Message

Many factors contribwuie to the distortion of communication. curce of
communication {one who scnds the message) has his own bad bd — his values,
motivation, style, etc. The message is filtered through these befge s transmitted. For
example, its decoding may be influenced by his backgr factors. The words he
chooses to usc in encoding the message may produce a ar.effect. The words he.
hand, the target (one who receives the message) has$is psychological filters
through which the message passes before its fi etation. Distortion can occur

 either during the encoding, or during the decodiM§process. The problems of

example, if a supervisor intends to communicate his confidence in an employee by not : Communication and Feedhack

-cotnmunication can be solved by taking emedial steps, .

Distottion can be reduced by helping the € involved (the source or the sender of
a message, and the target or the receiver of the message) to understand cach others’
filters (background factors) and to become aware of their own. Onc good technique to
reduce distortion is to ask the target to encode the received message (put it in his words)
and check back with the source whether the message received (as encoded by the
target} is the one he sent. Such an exercise may help to understand the factors causing
distortion and taking steps to eliminate or minimise them.

Economy .

In an effective communication a minimum of energy, time, symbols and cues are used
to encode a message, without losing its fidelity and impact. In an organisation attention
needs 10 be paid to this factor, as people are engaged in several tasks, and have very
little time to spend on claborate messages received. When messages are couchedina -
large number of symbols (words, pages, or other coded forms), the persons receiving
the message may have lower motivation 1o decode the message. In organisations,
emphasis is given on making communication short clear and focused.,”

In many cases the message may not be clear, well-defined, or well-encoded. The
message may either be inadequately encoded (not fully explained), or the
communication may have double messages. Again checking back with the target may
help in reducing ambiguity. Enough time should be spent on encoding a message -
properly.

Congruence

An effective communication integrates both verbal and nonverbal cues. If a verbal
message conflicts with the speaker’s nonverbal cues, the spcaker's effectiveness will be
low. For example, if a supervisor tells an employee that he is pleased with him, but
frowns while doing so, he is giving a conflicting message and is not likely to be effective. -
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[ntes Persons! Proceses

Feedback is a useful mechanism to develop congruence in communization. It is
discussed later, what the source and targets can do to use feedback to benefit from

communications,

inflnence _

"The most important criterion of effectiveness isthe influence that the communicator is
abie o exercise over the receiver of the communication. Influence does not mean
control: it means that the communicator achieves the result he interided. If he wanted
an empathetic response and he achieved that as a result of his interaction, he has
successfully influenced the other person. If a supervisor sends 1 message of trust and
randidence to his empioyee and belps the latter develop autonomy and the ability to

take the initiative, the supervisor has succeeded in influencing the employee.

Relationship Building |

One of the goals of interpersonal communication is to build a trusting relationship.
between the source and the target. Such a retationship facilitates future communication
between the two. An effective communication contributes te the building of trust and
better interpersonal refaiionship between the source(s} and the target(s).

One factor that contributes to influence and trust building is the credibility of the
source, If the sonrce from which the message emanaies has low credibility, the
communication may not have the needed effectiveness. For cxamplF, if an important
comfmunication is sent by a midgte mafigger, it may not be taken seriously. The same
message wilt be received with some if it cotaes from a higher level. [t may be

to produce the desired effect
organisations.

Using Feedback
Feedback is a vg
approaches (0§
sections.

o ffe clive mechanism for inpraving commnunication. Several
ggedback and receiving feedback are discussed in the following

o3 FUNCTIONS OF FREDBACK

Tn most organisational situations individuals interact with other individuals; two people
working togsther on a job; the boss talking with the subordinate about how well the
latter has been doing or where be has not fared well; the subordinate |discussing witt the
boss on how things can be improved; and other similar situations. Individuals also
communicate to each other their impressions of varions things, Suchinteractions can be
the basis of eficctiveness. I better sedutions are evolved as aresult o such mieraction,
and if decisions are implemenied with carnestress, it may contribute both to the
effectiveness of the organisation and o the effectiveness of managers and others

working on the goals and tasks.

When persons work together and they interact, they need 10 commarticate {0 one
another their feelings, impressions, and views on various maiters. When such feelings

- and perceptions are communicated to a person, especialiy regarding his bahaviour,

style of working, etc, it is called feedback. In simple terms, feedbagk is the
communication of feelings and perceptions by one individual to another individual
about ihe latter’s behaviour and style of working. Such interpersonal feedback is
involved in evervday life in various situations. The boss sits with his subordinate and
gives him necessary counseliing on the latter’s achievements, sf_renkths as well as the
aress in which there is scope for improvement. Opinions about styles and ways of
behaviour are expressed so that such information may be used. A subordinate may also
do the same. I€ his boss pulled him up in the presence of others, he may go and tell him
how bad he felt about such a happening. This may help the boss to injfprove his ways of
communications on such matters 1o his subordinates, "
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Interpersonal feedback involves at least two persons, one who gives feedback and the
other who receives it. Feedback thus has ¢éwo dimensions. The functions of feedback
can be considered from the point of view of these two dimensions. Although the main
purpose of feedback is to help a person in idcreasing his personal and interpersonal
effectiveness, the functions can be considered separately in relation to giving and
receiving feedback,

The main function of giving feedback is to’provide data about a persons’s style of
behaviour and its effect on others. Such data can be verified by the individual by €ither
collecting more data from other sources or by checking some aspects with others. The
feedback also provides several alternatives to the individual out of which he can choase
one or (wo 1o experiment upon. Interpersonal feedback contributes towards the
improvement of commuaication between two persons involved in feedback thrapgh the
cstablishment of the culture of openness and promoting interpersenal trust. Continuous
feedback will help in establishing norms of being open. Eventaally the effective
communicztion of feedback will help in increasing the autonomy of the individual who
receives feedback, since such feedback does not give any prescriptions, but helps the
individual through information to have wider choices for increasing his effectiveness.

Similarly, receiving fecdback fulfils several purposes. It primarily helps the individual
(recipient) to process the behavioural data he has received from others (the perceptions
and feelings people have communicated to him about the effect of his behaviour on
them). It heips him to have a better awareness of his own self and behaviour. Getting
information about how his behaviouris perceived, and what impact it makes on others,
increases his sensitivity, i.e. his ability to pick up cues from the envirenment to indicate
what perceptions and feelings people have about his behaviour. Such segsitivity is very
useful. Tt encourages him to experiment with new behaviour to fi aYS O
increasing his personal and interpersonat effectiveness. Effective use
in building and integrating the self. One who receives feedbaelig encouraged to give
fecdback to others in turn, and thus, it encourages both opd @ nd mutaalitv.
These functions of feedback, for both the dimension iving and receiving are
summarised in Figure 5. It is assumed that feedback is d received with enough
openness and sensitivity. A balance of these twgsdg necdgsary for effectiveness.

Figure

Fungti f Feedbdck

Giving Feedback civing Feedback

Provides verifiable data about ) Helps in processing behavioural data
behaviour

Encourages collecting data Increases seli-awareness

from several sonrces

Suggcsls alternatives to be considered Incréases sensitivity in picking up cucs

Tmpraves interpersonal communication Encourages experimenting with aew behaviour
Establishes culture of openness Heipsin building an integrated self
Promotesinterpersonal trust Encourages openness

Facilitates autonomy Develops mutuality

9.4 THE FEEDBACK PROCESS

The process of interpersenal feedback is a transactional process: the transaction being
between two individuals as a unit, although in a group such transactions are taking place
in several pairs of individuais, The transactions are fairly complex. The feedback in-this
sense is not merely the communication of impression by A to B, but it is establishing an
understanding and a trusting relationship between iwo individuals. In order to
understand the details, the process of a feedback episode is examined in detail. A
feedback episode is an act of communicating information by an individual A to another
individual B about how the former has seen the latter. The process of a feedback
episode is dizgrammatically shown in Figure 6.
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The various parts of the process % ussed below. ‘
1) Psychological Make-up of the Regspfis Involved in Feedback (Boxes 10a, 10b and 1)

2)

J)

~ feedback. Communication may either be verbal (Box 3a) or nonverbal (Box 3b).

The logical and chron: beginning of a feedback episede is with A's
perception of B’s hehavigur. But the psychological backgrounds of both A and B
ofveding variables of which one should be aware in the beginning.

Both individualyglavetheir own needs, value systems, and several aspects of their
personaligm An ifMlividual may have a high need of dependency. Both the

indivi %e who is giving and the other who is receiving feedback) will behave in
entirely nt ways. In addition to their needs and other psychological

background, they may have a pattern of relationship (Box 11). They may either,
like each other, or may hate cach other. They may have either accc'iﬁti-ng or non-
accepting relationships. These factors are important in influencing several aspects

of the feedback episode.

A's P_ercep_tio'il of B's Behaviour (Boxes 1 and 2) . |

In an incident where A and B arc involved, and where B has showh some
behaviour, A perceives the behaviour with a certain meaning. He veceives the
stimuli of B’s behaviour. For example, he listens to what B has said, and observes
how he has said it. In receiving both the verbal and nonverbal stim’r.lli (Box1), A
gives meaning to them (Box 2). The way he perceives or interprets|the stimuli he
has received from B depends to a great extent on hus psychological make-up as well
as the relationship he has with B.

Communication of the Perception by A (Box Jj _
Individual A cemmunicates has perception to B, and this is what is vsually called

Usually verbal communication will be more open. I{ A isclcar about what he wanis
to communicate and has nio hesitation in commusicating it, he wi:j usually
communicate verbaily. However, more messages may be communicated through
nonverbal cues. If A does not feel free to communicate with B, he may still silcceed _
in communicating his resentment by a smiletess interaction; by a frown knitting his
forehead (of which he may not be aware) by an indifferent attitude; and so on.
These nonverbal cues arc, in many cases, much more significant than the verbally
delivered messages. kn many cascs, the nonverbal cues may be just the opposite of
what is verbally communicated. For example, A may tell B that he is enjoying the
conversation and the points being raised, but may look"at his watch from time to
time. thus giving a nonverbal signal of being fed up without being aware of it. Such

a0
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* contradictory verbal and nonverbal messages may distort communication and the 1 Communication and Feectbuck

effectjveness of feedback. In many cases, the nonverbat cues are much stronger
and thie message is loud and clear. In ihany other cases, the nonverbil cues may be
tairly weak and may not be picked up by B. There are many perceptions, however,
which remain uncommunicated (Box 3). An individual may feel highly agitated
and yet he may not communicate his resentment or anger either in the verbal form
or through nonverbal cucs. Such uncommunicated perceptions may distort the
communications further and may come in the way of the effectiveness of feedback.
The message is either communicated verbally or nonverbally, or some perceptions
remain uncommunicated, This process is greatly influenced by an individual’s
personal background and his relationship with the other individual.

A’s Style of Commupnication (Box 12)

One important variabie in the feedback episode is the way A communicates his
perceptions to B. Again A’'s personal background and his relationship with B
influence this. Many ways of communication contribute to the effectiveness of
feedback. Whether A communicates his judgement and, therefore, his criticism
and disapproval of B, or whether he only communicates how he has been affected
by B’sbehaviour would make a tremendous difference 10 lhe feedback being either
effective or ineffective.

B’s Perception of the Feedback (Box 4)

© After A has given feedback, usualiy verbally, B receives it and he perceives the

&)
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feedback in a parlicular way. He may sec it as A had intended, or his perception
may be quite diffcrent from what A wanted ta communicate. These perceptions do
not get clarified unless they are checked, and one important part of fecdback is the
checking of such perceptions of messages.

-B’s Perception of A's Style of Communicatinn (Box 13)
- Along with the perception of the message, B also reacis to the thegmessage is

sent by A. If the communication is more descriptive and pesggnal, Providing
persenal data by A about how he feels in relation to B’s by @ r, oF s helpful in
encouraging B to try new behaviour, the latter may see thg cgfmunication as

heipful (Box 13a). On the otber hand, if A’s 'com\%%;ion 15 more accusing or

judgemental, B may see the communication as thr Mg (Box 13b). Such a
perception is a .,ruma! factor in determinin t B %ill do with the feedback he
recoives. )

Gap between Ehe Received Feedback gpd B°s Sgif-concept (Box 5)

‘When B receives feedback from jeg dback may be quite close to what B
thinks of himself. For example, if A unicates 10 B that the former sees the
latter as emotional, B’s reaction to thisYeedback will depend to some extent on
whether he perceives himself as emotional or nct. The feedback may either confinn
or coniradict B’s self-concept.

Dissonance Cavsed (Box 6 _
H the feedback received from A confirms what B thinks of himself, it may reinforce
his behaviour. if, however, the feedback received from A contradicts what B

_thinks of himself, it smay canse dissonance. Dissonance has been found to be an

E))
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imporiant factor in cither producing change or in the rejection of feedback, If the
fecdback is seen as threatening, and if it produces dissonance, itis more llkely to
be rejected (Box 6a). :

Dissanance Reduction {(Box 7)

“The feedback is not rejected outright. Dissonance has to be reduced because an

individugl cannot live in a state of dissonance for long. Dissonance may either be
reduced by confrontation or throug. defensive behaviour. If B sees the feedback
as helpful, he may explore further with A, and, as a resuli of such zxploration, he
may do something about thic Jfeedback, This is confrontation (7a). However, if he
seesitas threatening, he inay use all the defence mcchamsms possible to deal with .
the feedback {7b).

Change in B’s Bekaviour (Box 8) : i
Depending on the persenality background of the individual and whether the
feedback received is seen as helpful, B may take the décision to try out new
behaviour and, therefore, change a part of his behaviour. Such experiments in
change may satisfy hirn. Change in behaviour as a result of feedback, will,
therefore, depend on how feedback is given by A and whether it is seen as helpful
hy Bt -

o
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11) B’s Behaviour after Fecdback (Box 9) "

As indicated in the foregoing analyses, B may either continue to show his old
behaviour if feedback has been rejeoted, or he may even use some defence
mechanisms to deal with it or, if he finds the feédback useful, and A has taken care
to make it usable by B, he may change his behaviour and may show it this changed
behaviour starts a new cycle of communication. A perceives the post feedback
behaviour. Then a new episode starts beginning with the perccptiJm of B’s
behaviour by A. This cyclic process is indicated in the Figure by aJJ arrow going
from Box 9 to Box 1. : '

The feedback episode starts with A’s perception of B; his background of needs
values, etc., his communication of his perception to B; B’s pe rception of feedback
as helpfut or threatening, B's ways of dealing with the feedback (either by
confronting it or by rejecting it or using defence m echanisras), and B's undergoing
some change. As already stated, the transaction is much more complex than
depicted here. But this paradigm does show the basic elements in such a
Aransaction, .

9.5 GIVING FEEDBACK

of both the persons, the feedback provider and the fecdback receive

Feedback is an interpersonal transaction in which two persons arc involved. The

. One who is

effectivencss of this transaction will, therefore, depend on the behavio:'[Jr and response

giving feedback can do several things to ensure the effectiveness of feedback. Some
characteristics of effective feedback are cussed as follows.

1)

2)

3)

4)

Descriptive and Not Evaluative

The person who gives feed oult describe what he sees happening rather than
passing judgement over it@scription can be either of the effect of the
behaviour of the other pers ) on himself (A) — “your remark made me
angry™; or the fact ement — “in the last 10 minutes, you repeated the same
statement four times $Or stating the fact of B's behaviour on others as he observed
o feddback may provide enough data for B to think and take
some decisiOgsf he other hand, feedback could be evaluative in several ways.
ss a judgement — “your behaviour was not proper”’; or he may
itegorise B’s behaviour — “you suffer from inferiority complex,” or
may g gvice — “youshould be bolder”. Such evaluative feedback does not help
a person. Descriptive feedback is helpful in making a person more autonomous in
taking decisions about what he would like to do. :

Focused on the Behaviour not on the Person ‘
The feedback is to help a person think about his behaviour and Jake a decision to
change it, The feedback given on the person asa whole — you are sharp or youare
dumb, is not helpful because it takes the form of being an evaluative feedback and
the person does not know what he can do about it. When feedback is given about
the beliaviour of a person “‘what you said and the way you said it has upset me”,
the veceiver is in a position to decide what can be done about his behaviour.

Data-based and Specific and Not Impressicuistic _

Effective feedback gives specific information about his behaviour to an individual
and provides bim data the form of observations, feelings which his behaviour has
evoked, and various other facts observed. These help the person, However, if
feedback is general and merely based on impressions, it tends to'be more
judgemenial. Even ifitis non-judgemental, it may not help a person to prepare
strategy for changing his behaviour: tor example, telling 2 person yeu must not
interrupt. On the other hand if a person is told -— “you interrupted A, Band €
without allowing them to complete what they were saying”, the recipient has
concrete data to use for thinking about his general sensitivity, and can take steps to
carefully observe and avoid such interruptions in future. F

Reinforcing Positive New Behaviour : :

Effective feedback helps a person to decide which style of behaviour he should
continue to use. When a person is expetimenting with new behaviour, positive
feedback is likely to reinforce his effective behaviour and he is able to stabilise it as

a-part of his personality. In this sense, positive feedback is ver! helpful. Criticismr:
32



5)

6)

7

3

Ed]

10

- so that they may speak out what they think youir feelings are at that time, and later’ )

or negative feedback does not help. [t only increases the chances of a person
becoming defensive. Positive feedback has, however, to be genuine and specific. If
for example, a person gets the feedback that he'usually does not participate much
in meetings, as a result of such feedback, he ay make special efforts to speak
positive feedback like — “Iliked your idea™, *'I liked your taking initiative™, etc.
may help him take more steps in that dircction.

Suggestive and Nut Prescriptive

In many cases, the persons giving feedback may suggcst alternative ways of

improving. For example, when the feedback indicates that B is not able to confront

people in the group, members may like to make suggestions for him to improve —
“speak out your feelings as soon «s you feel bad about something™; “you can work

outan arrangement with one or two members in the group to act as your alter ego,

you tiake these up for further exploration”. Such suggestions, however, should be
in the form of alternative ways open to B for increasing his confronting ability.
Feedbuack given in the prescriptive from, i.e. what exactly the person should do,
does not help the person and it only makes him either dependent on such advice or
is ineffective since the person himself is not involved in the decision taken.

Continuous

Usually effective feedback docs noi stop with one act of feedback. It cstabhshes a
relationship of openness. The relationship is a continuing one, usually resulting in
continuous feedback. Moreover, feedback when repeated is likely to produce
better results. The repeated feedback may reinforce what was initially
communicated and may give an opportunity to the subject to discuss the feed back.

Mostly Personal
Effective feedback indicates the involvement of the person who MNgiving the
[eedback in the process. If the person provides evidence froglads own'¥perience,
and gives data about how he perceived or was affected by CI persons’s
behaviour, this is more genuine and helpful. if the person'y
information and data in addition to making his own fgelings and perceptions knewn
to the other person, the outcome will be much more we. If, however, only
objective fecdback is given without the persogmbarin®his own perceptions and
feelings, the transaction of mutuality is not ish=d and the feedback is not
eftective enough. -

Need-based and Solicited
Feedback which is solicited by a pers ch more etfective than if it is given
without such a need. In the former situal¥en, the motivation to listén carefully to
and use such feedback is high. The main responsibility for the use of feedback is of
course of the person receiving feedback. If he is on the defensive (does not accept
feedback genuinely and honestly and only justifies his action), feedback may not
serve much purpose. The person giving feedback should assess the need of the
person for whom feedback is meant. If, for example, a person needs more
understanding and empathy, it may be better to give him more positive fecdback
and then he may be helped to see some aspects on which he canimprove, Feedback
without sensitivity on the part of the person imparting it may become ineffective.

Intended to Help i

The basic motivation of the persoin who is giving feedback is important. If his
motivation is to be critical, negative, or merely to convince the other person about
the accuracy of the giver’s perception, then the feedback will not be effective. If
howevcer, the feedback is genuinely intended 1o help the other person, then this
aspect itself wili influence the way feedback is given and it is likely to be very

" helptul.

—

Focused on Modifiable Behaviour

The purpose of teedback is to help the other person to do something about his

behaviour and 1o increase its effectiveness, This is possible when the feedback
focuses onsuch an aspect of behaviour about which a person can do something. For
example, feedback given to a persen on his stammering may not be useful because
itwould only reinforce his negative self-image and he cannot do anything about his

stammeting in the normal course.
.

11) Satisfving Needs of Both

. Feedback is 2 mutual transaction. For a transaction to be effective it should satisfy
the needs of both persons, The need of the individual who is giving the feedback

93 -
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may be to help, to iifluence and to establish a better relatiosiship. These needs

" should be satisfied and the person should be conscious of this aspect, and use it for

building mutuality. If the person giving feedback has a high need of recognition,
and, therefore, the feedback given by hirn is motivated by this need, he may at
some stage share this, once he becomes aware of such a need, Feedback based on
the needs of both persons helps in building mutuality. And when the persons
involved in feedback are able to share their awareness on such needs, the
relationship of mutuality will be.more effective.

Checked and Verified

‘While giving feedback, the person communicates one set of perceptions. Unless
thase are checked with the perceptions of the various other persons involved,
femiback may not serve its purposc. Feedback can be effective if an atiempt is
made both by the giver and the receiver to check it with various other persons-in
the group.

Well-timed

Feedback should be well-timed. Timing means several things. Firstly, it shiould be
given immediately after the relevant event has occurred. The advantage of
immediate feedback is that the person has a higher motivation to reftect on the
event, and can cxamine several dimensions of the event without r{uch distraction.
Secondly, accurate timing also means that the person should be in a position to
receive feedback and use it. For example, in a group situation, egative feedback
can be effective only after a minimum level of trust has been established among the
groupmembers. in timing a feedback the main criterion used should be whether it
is likely to evoke defensiveness. In circumstances where feedback is likely 10 be
perceived as an attack of criticism, it may not be helpful. '

Contributing to Mutoality and TeamnWuilding : ]

Feedback should be instrumentaNg byliding relationship of openness, trust and
spontaneity. If it does not gaggribut®®o such rautuality, it cannot be sajd to be
effective. Effective feedy @  only contributes to mutuality, Lvut helpsin
building the group thronghthes

velopment of interpersonal effectiveness of most

- of the group. In thigegpse feedback goes beyond the mutuality of two persons and '

contributes to the Mand development of the entire group. The function of |
feedback 1088 his should be examined from time to time so that people involved
in the fee glipcess may be able to take decisions and monitor the feedback
mechanism 18g the achicvement of this goal.

Before reding further, complete this self-test, purpose of this seli-test is to iduntify
your typical patterns of reaction to fecdback. Since you are to use the result for your
improvement of communication, be quite frank in your responses..

When someone gives you feedback which is unpleasant, not to your tiking, or which is
ditferent from your owr: understanding of yourself and disturbing to you, you may react
in several ways. Listed below are seme possible ways of reacting tg such feedback.
Against each type of behaviour check how often you tend to do so by wriling 5 if you
almost always do so; 4 if you often behave that way; 3 if you sometimes do so; 21f you

occasionally behave that way; and 1if you do so seldom or never. |
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-1 Deny't!‘:at.is true of you
2)  Argué with him
3 Get angry with i

4) Givereasons for your not accepting the feedback or for yaur behavmur described
" by him (justification) -

5) Accept the feedback quickly
. 6) Hear him but don't express your feelings -
~ 7Y Use humour
' 8) Generalise and give examplcs from others
'9)  See the other person as prejudiced

10) Do not express there, but take out the Tesentment on someone else.

Communication and Feedback

9.6 RECEIVING FEEDBACK

~The effectivenes of feedback depends asmuch on how it is received and used as it docs
not how it is given. As discussed in the process of a feedback episode, if the feedback
disconfirms the self-image or expectation, dissonance is caused. According to the
dissonance theory, when an expectation is disconfirmed, psychalogical tension is
caused. Experimental evidence is available te subjects receiving discrepant outcomes
as being more tense and more uncertain about the performance of the agteome.
Dissonance may result elthe: in Changc Ofbehawour orin conﬂlct and threMgvhich may

3 example, if he js
criticized or blamed, or given what he may consider as n feedback which he does
" not agree with), he may build someé defence around him3gtf so that he can protect
himself from the threat. The concept of defence anists was introduced by Freud.
He studied several defence mechanisms peopl sychoneurosis. The use of
defensive behaviour to deal with threatenipgfeedbigk is like using pain-killing drugs to
deal with the pain experienced by a pers e reduce the awareness of the pain; but
they do not deal with the main cause of t . The same is true of defensive
behaviour. Defensive behaviour may create dn illusion of having deal with the situation,
but it does not change the situation or behaviour. For example, if a subordinate receives
negative feedback from his superior officer saying that his motivation in the past year
has been low, he may feel threatened by this feedback. He may reduce the threat by
projecting his anzer to the superior officer and say that the feedback is based on
prejudice, This may satisfy him and he may not feel thveatened any more. This,
however, neither changes the situation (the superior officer will continue to fecl, that

_ his subordinate has low motivation}, nor the behaviour of the subordinate (the -
subordinate will continue to feel that his superior officer is prejudiced, and therefore,
he need not change his behaviour). Defensive behaviour, therefore, doesnotserve the
purposc, although it may merely reduee anxiety. The conflict in the self is not resolved.
Excessive use of defensive behaviour islikely to resultin a conflicted self. On the other
hand, it Canl'Omll'lg Behaviour is used, the conflict is reduced and continued use of such -
behaviour will result in an integrated ‘;elf and processes of effectiveness.

Figure 7

Defensive and Confronting Behavieur in Dealing with Feedback

Defensive Behaviour Contronting Behaviour
Denial ’ o - Owning
Raticnalization s Self-analysis
Projection ' ) Empathy _
- Displacement ' Exploration
Quickacceptanéal - : " Data collection

Withdrawal Expressing feelings
g5
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have received such negative feedback, an

' 10) Cymmsm Versus Positive Critical Attitude

Negative feedback can be brushed aside by a cymcal attitude that maost people say

" things which do not deserve consideration and that, in general, things are pretty bad.

On the other hand, a positive critical attitude helps a person examine what feedback is
given and sort out those parts which scem 10 ake sense and reject others which do not
come upto the criteria he sets to examine. Such an attitude is helpful.

11) Intellectualization Versus Sharing Concern

In a T-Group or L-Group situation, or in some other group situations), negative
feedback is ignored by a process of ‘utellectualisation, spinning theories in explaining
marters when the real need may be to share the concern the person has w1th others and
take their help in dealing with the problems he may be facing,

12) Generalisation Versus Experimentation

One form of defensive behaviour to deal with negative feedback is to gencrahse what -
has been said. If a person, for example, receives the feedback in a group that he used
words indicating that he was scolding the other person, and that his tone was also
authoritarian; the individual receiving stich feedback may say that this i true in general
about people who have been brought up in the Indian culture and in the{Indian family.
Such generalisations may not help.

Inistead, if the individual experiments with a different kind of behavioud to Sce whether
he can change his behavmur in spite of it being culturally-determined or influenced, he

_ may be benefited.

13) Fiiring Versus Relating to Group

InaT- Group or L-Group, some other group, a person receiving feedback has the.
tendency to pair with another person (or other persons) in the groups who also seem to
re fecling threatened. This may give a

comforting fecling to-pgopie being to

The confrontin g and helpfilbehaviour in asituation may be to relate to the group

e group and taking their help instead of pairing
clp in further explorations and experimentation.

Thus use of confronting viourmay help a person build relationships for getting
further helpfu] feedback. y a person receives and uses feedback will, to some
exient, also influerjpe erosions give helpful feedback. The person may plan to
iest the ideas and N atona limited basis and may further seek feedback to know

ie other person in building a re{atu}nshlp of trust an openness; and
if it is recetvedft the spirit of learning from the situation to increase interpersonal
effectiveness and to contribute to such relationship of trust and epenness, feedback can
be an effective instrument in building linkages of mutuality between persons and
-amongst various members in a group. If however, feedback is not promptly or properly
received, it may contribute to the disruption of relationships and may undermine the
development of the group. Feedback, therefore, is a powerful instrument and can be .
used effectively. It depends on the person who is giving it and the pcrsgn who is
receiving it that this instrument can be used for forging bonds of mutug lity.

Activity 2

Look at your scores in various items in the scli-test you complete just 5before 9.6
section. Reflect on the defensive behaviour you frequently use in your everyday life,
and think how you would plan to reduce such defensive behaviour, and i improve the
ways of usmg feedback for increasing your effectiveness. :




e,

9.7 "SUMMARY."' - S — ' .Communiutioomdi'ndhdi
From this unit, one can understand the importance of commumnication, How feedback

is' necessary for an effective performance and the necessity to improve | feedback
bchavrour (both receiving and giving feedback) is discussed. . g : '

9.8 SELF-ASSESSMENT TEST
1) Define communication. Explain the processes of commumcatlon and its 1mportance
in arr organisation.

_ 2) Explam the process of Feedback. How do you 1mprove the feedback behaviour in -
_your organisation?

3) Explain Receiving Feedback and Gwmg Feedback.

9.8 FURTHERRREADINGS TN

1} The Umt has freely borrowed from Chapters 14 and 15 of Udai Pareek’s
Organisational Behaviour Processes (Rawat, 1989) in which a comprchenswe
model of feedback has been discussed. The most comprehensive raview of
interpersonal communication in villages, especially in agriculture related activities,
can be found in Y.P. Singh’s writing’s, who has made significant co
communication research and practice, “Studies in agriculturat ¢ _ .
K.N.Singh, C.8.S. Rao & B.N.Sahay (Eds.) Research in Expansio Accelerating
Development Process (ISES 1970), and “Farm message §6 milons: The Indian

Studies” (unpubllshed Donald Snowden Memcrial LectuRg; 19§6). - :
2) I.R. Gibb i in Defensive Communication (Journal $unrcatron 1961, 11,

141-148) has concluded from research about two co nitation climates; defensive

(characterized by evaluation, control strate; cutrdlity, superiority, certainty)
and supportive (characterrzed by desr:nptl Jem orientation, spontaneity,

-empathy, equality provisionalism),

3) J. Anderson’s chapter “Giving and @ g Feedback” 'in'.G.'W.' Daton PR,
- Lawrence; & L.E. Greiner (Eds.) O ;@ ational Change and Development °
{Irwain-Dorséy, 1970) summarises factofs making feedback effective. .~
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"UNIT 10 INTERPERSONAL STYLES

Oh_lectwes
After studying the unit you should be able to: .

. Apprecmle the importance of knowmg mterpersonal styles for managerial
effectivenes '

“® ‘examine cntlcally your own interpersonal styles

® take some steps to increase operational effectweness of your sliyles and of persons
working for you

Structure

10.1 Interpersonal relations
-10.2 What is Interpersonal Style?
10.3 The Framework of Transactional Analysis
10.4 Interpersonal Styles in Elaboration
10.5 Twelve Interpersonal Styles
10.6 Improving Operating Effectweness of the Styles
10.7 Summary
'10.8 Self-assessment Test -
10.9 Further Readings

D
E IONS

fles; let us quickly recall Interpersonal

- 10.1 INTERPERSONA

. Before you'learn about Interpe

Relations which you have tin 1 - Block 5 - Unit 17. .

Most of the time inadayiss some sort of interpersonal situation rather thanall’
by oneself without bging a mdnber of a group. Most of the daily experience was based
" on interaction wi wliuman beings. Some expetiences in these relationships are

joyful and others mae upsetting or remained stagnant or have even been abandoned.
Understan hese relationships will help you develop and imprave relationships.
This leads t ersonal competence ‘Interpersonal Competence’ refers to the
degree to whiciNhe is accurately aware of impact on others and of the impact of others
on you. SR _ : '
A person in an organisation is surrounded by three other types of persons: Superiors,
colleagues and subordinatés. Besides these three types of role one has to interact with
~ a lot of other people from different positions. Consumers, suppllers people from
regulatory agencies, general public, etc.

The determinants of interpersonal behaviour are: :

Self-concept: Self-concept is a reflection of all the past expenences one has with others -

and includes characteristics which differentiates from others. Once self-concept is

established and certain specific patterns of behaviour are adopted, it tends to resist

change. In order to maintain mterpersonal environment and to maximise congruence '

of harmony, certain mechanisms are used. :

1 Misperception: Misperceiving how others look at you.

2 BSelective Interaction: Interact with those persons who can establish a Fongment
state : ' E

3. Selective Evalvation of the other person

4 Selective Evaluation of self

5. Response Evocation: Behave ina way that results in others behaving toFards youin
an amicable manner, : !

1 Inclusion — the need for interaction and association -
2 Control — the need for control and power
3 Alffection — the need of [ove and affection.

People need people for three main interpersonal needs: ‘

Whena group begins to interact and acquire information of others views and attitudes.
bonds of atrraction form most strongly between those who hold similar views toward
things that are important and relevant to both. A person likes others who have the sare
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feeling toward him or her as that person has toward himself or herself. This reinforces Intergersonal styles
one’s self-concept and facilitates interpersonal rejations. People interact more ' : :

frequently with those who are perceived as confirming their self- concept to the greatest
extent.

There are four stages of Developing interpersonal relationship:
1) Forming first impressions '

2) Developing mutual expectations

3) Honouring Psychological contracts

4) Devcloping trust and influence. -

First impressions, though often not right are lasting impressions, First impressions-are
lasting because they influence the way in which people see subsequent data about the

- perceived object or person. When people are mutually impressed, they are more likely
to enter into a long-term relationship. When this happens, they develep certain
eXpectations about each other, An effective inter or work relationship cannot develop
and be maintained uniess the participants are willing to honour their psychological
contracts. The result of the meeting the psychological contact is an increased level of
trust and influence. When the parties to the contract are able to meet their mutual
expectations, the relationship produces mutual trust and favourable sentimen.

In ‘developing interpersonal skills’; interpersonal competence can be greatly enhanced
by enlarging ‘Arena’ with the help of feedback and self-disclosure. Arena Tepresents

- the ‘Public Self' that is known to the self and others. Development of cooperative

relationships is facilitated when there are shared goals, mutually perceived Wower and
the minimum level of distrust. Thus, it shows that interpersonal relatiofigcanmt
flourish unless the parties are prepared to take certain interpersonal risks)

10.2 WHAT IS INTERPERSONAL STYLE? N\

Alfred Adlcr was amongst the earliest psychologists to propog#the’concept of life sytle
as the ‘consistent movement of an individual towar god¥ . He suggested three
main characteristics of Life Styles: uniqueness, se isigncy, and constancy (i.e.

enduring pattern of behaviour).

Since Adler many ways have been suggeste @’ dy life or working styles. Different _

frameworks have been used to suggest such s¥gles? A stylc can be seen in relation to a .
person dealing with non-person objects and issues. For example, when the person '

enjoys working on chalienging and difficult tasks, we may term his style as achievement

style, using achievement motivation and its elaborate behavioural patterns,

Using the motivational framewnrk, we may also describe the styles shown by persons
in dealing with people. For example, if a person enjoys developing personal _
relationships with others, we may call it affiliative style; if he enjoys helping othersand
undergoing personal sacrifice for others, we may call it extension style. If a person
enjoys influencing others, we may call it power style.

Interpersonal style can be defined as a unique, self- consistent and enduring pattern cf -
behaviour in interacting with other persons. The enduring behaviour hasitsrootsinthe .

personality orientation of the person, as reflected in his attitudes, values, and beliefs

about human beings. Personality theories can be used to tdentify interpersonal styles.

One popular and useful framewark  has beén selected here to understand interpersonal

styles of managers and others who usually have relationship with other persons in the

role of making impact on them (e.g. trainees consultants, counsellors, salesmen).

Activity 1 _
Complete the following instrument before proceedi ng further;

SPIRO - M

Completing this instrument will help you to learn-about how you interact with others,

animportant part of your role in the organization. There are no right o1 wrong answers,
- You will learn more about yourselfif you respond 1o cach item as candidly as possible.

Write 5, 4, 3, 2 or 1 on the left hand of each statement to indicate the frequency w1

which you behave in this manner, If youare not in a managerial role, then respond he

you would behave if you were a manager. Use the following key to respond to the item.

Do not spend too much time deciding on any answer, use your first reaction
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| means Rarely of never behave this way : ' .

2 means Occasionally behave this way
3 means Sometimes behave this way
4 means Ofien behave this way

" 5 means Almost always behave this way

1} Tassure my subordinates of my availability to them.
2} [delay doing things that T do not like. : | .
3} 1encourage my subordinates to question me about what should or not he done,

4} Fcommunicate strong feelings and resentment to my bosses Wltl'JOllt caring whether
this will affect my relationships with them. _ ‘

%y icoflect all the information that is needed to solve various probiems.

6 I discuss new ideas with my subordinates without working out the defails of these
ideas.

7y Irespect and follow ofganizationa[ traditions that seem to give the organization
its identity.

8) 1provide my subordinates with the solutions to their problemsj.

9) I take up my subordinates cause and fight for them,

10) Iadmonish my subordinates for not acting according to my instructions.

11) 1ihink of new and creative solutions.

12) Icollect information and data even when these are not unmedlately needed or
used. .

13) Theip my subordinates 1o becOge aWare of some of their own strengths.

14) 1avoid meeting my bm@ sub¥rdinates if I have not been able to fulfil their

expectations,
15) I help my subordinates ’the thical dimensions of some of their actions.
16} I champion my s igates causes, even at the cost of organizational
effectiveng : T
17} Ithink ternative solutions to prablems before adopting one for action.

18} | oygpwheltyny subordinates with new ideas.

1931 nly those ‘bosses and subordinates’ suggestions that appeal to me.
20) IinstNCt my subordinates in detail about work problems and their solutions.
21} 1 zealously argue my poinf of view in organizational meetings. '

22) 1 give clear instructions to my subordinates about what should or should not be
done. . ; . :

23) Iiry out new things.

24) Ispend my time on specific work to be performed.

25) 1reassure my subordinates of my continued help.

26) 1do not express my negative feelings during unplcasant meetipgs but continue to
be bothered by them.

27) I help my subordinates to examine-the appropriateness of proposed actions,

28) 1express resentment o the authorities concerned about things that have not been
done as promised.

29) 1 continuously search for various resources from which needed information can be
obtained in order to work out solutions to problems. i

30) 1try out new ideas or methods without waiting consolidate the previous ones.
31) I accept help from athers and appreciate it.

32) Tencourage my subordinates to come to me frequently to seek my advice and help.
33) !expiess my feelings and reactions frankly in mecting with niy own besses.

34) Iclearly prescribe standards of behaviour to be fallowed intny work unit.

35) I enjoy trying out pew ways and see a problem as a challenge.

36} 1 work primarily on organizational tasks, sometimes at the cost of sensitivity and
attention to the feelings of people.
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10.3 THE FRAMEWORK OF TRANSACTIONAL
_ANALYSIS

Gne useful conceptual framework to understand an mdwldual 5 style is that of
Trapsactional Analysis. TA concepts are quite populat. Twao basic concepts to
_ un;lerstand interpersonal styles are taken here the ego states and the exlstentlal
positions. :

‘Each person involved in transaction with others has three ego. states -

a} The parent, performing two functions, regulating behawour through prescriptions
and sanctions; and through providing support.

b) The adult, performing the funcuon of collection and processmg of mformatlcm like
~ @ computer. :

- ¢) Thechild, wﬁhseveral functions, mainly: adaptanon or sulkmg, creativity, cunosny _
and fun; and rebellion. S

Each ego state has its own 1mportance. However, the func_tional' of dysfunctional rol'es' '
of these ego states depend on the general life position a person takes. Harris -has
_conceptualised four existential or life positions which are quite popuiar; 1'm OK, you're:
‘OK; 'mnot OK, you're OK; I'm OK, you're not OK; and F'm not OK; you're not OK.
James has suggested that in general, OK-ness and non-OK-ness can be used as two
comrastmg ways to understand how bosses behave. Some others have used the terms. -
“approach’ and “avoidance” or “finctional” and “dysfunctional,

One can take the framework of the four life-positicns, and veork out details of the ]
interpersonal styles. The basic idea of James has been used in praposing e various
 styles here. First one must understand the general stylesin the four p05| ions. Wi
- gives the life positions and the general styles. :

Figure I General ]nt_erpersonal Styles il_i Fonr Live Posity

Not OK A b
) ’ Avoidant ifferent
B Averse
I
M . _
: ordn_ger - Compctent
iner . " Confident
Trainer C 0K . t
or * Confronting
Consutant . Creating

t OK OK
(Emp]o}fce or Pammpant or Client) : :

10.4 INTERPERSONAL STYLES IN ELABORATION

"The four gcncral interpersonal styles can be elaborated by combining them with the ego
states. All the three ego states, and all their dimensions are important and perform
distinct functions. Their effectweness however, depends to alarge extent on the basic
life posmon an individual takes. Figure 2 shows 24 different styles, combining the four
l)fe positions and six ego state dimensions, :

A - Avoidant (or I’'m Not OK You re Not OK)'

In this life position the person has respect neither for hlmself nor for others, It se¢ms .
- meaningless to the person to do anythmg worthwhile. The following styles are llkely to
- be shown with the dommancc of varlous ego states:

' Flgtlre 2 Elabarate Influencing Styles

Llfe Positions

§ - ' A, B C D
' ' I'mnot OK I'mOK I'mOK F'm not OK
Youre Nt OK You'reNat OK You're OK You're OK.

Parent - Regulating . “Traditional Prescriptive Normative Indifferent
: Nurturing = -~ Overindulgent Patronising Supportive Ingratiating
Adult Cynical Task-Obsession Problem Overwhelming
. . S . loving’ .
) ) Adaptive . Sulking: . Complaining  Resilient . Dependent
Child Reactive Withdrawn Aggressive " Confouting Intropunitive

Creative- .~ Humorous . Bohemian . Innovative = Satirical -
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" may become disinterested and uginv

1) Traditional (Regulating Parent): The role of the regulating parent is to establish
norms and regulations of behaviour, disapprove any deviation from the norms, and
ensure that such norms are followed, In the traditional style, the manager will have
faith peither in himself nor in his subordinates to follow preper behaviour. The easies
way, therefore, would be simply to follow the rules and regulations and the laid down
procedures; The trainer shows this style by doing what he haslearntas a participant. A
consultant may be interested in norms and standards of behaviour enly to the extent to
which these are relevant directly to his tasks, and in this he may follow well es(abhshed
practices. :

2} Over mdulgent (Nurturing Parent): The nurturing parent is interested in protecting

_and providing support to others. Not being sure how to provide such support, the

general style becomes over indulgent.’ A manager, a consultant, or a trainer with thls

- style may show more than necessary considcration towards others.
: LR :

3) Cynical (Adult); The adult ego state is concerned with the tasks. The attitude of the
avoidant style in (he adult ego state is or lack of faith and concern in work. This produces
a cynical attitude. A manager or a consultant, or a trainer is likely to indicate this
attitude by remarks showing thet nothing significant can be done. '

4) Sulking {Adaptive Child): The adaptive child accepts the norms of others and enjoys
approval and conformity. However, if the person has not-QK feeling both for himself
and others, he does not share his feelings with others, and continues to sulk. A manager
or aconsultant, or a trainer may adapt himself to the situation by keeping the feeling of
dissatisfaction to himself. This is dysfunctional adaptanon growing out of necd for
safety. :

5) Withdrawn (Reactive Child): [n a not OK-not OK position, a person fecling angry
tends to show his anger (o1 aggressivgness) by his withdrawal behaviour. The manager
ed; a consultant may break his consulting

y lose interest in his professional work.

relationship with the client; a trai

6) Humorous (Creative Chitt e creativity of a person in an influencing role in the
Not OK-not OK pesition % to result in ill-timed bumour. Humour may help to
avoid immediate problemsNRifs is different from genuine humour which may be used

occasionally to enli rious difficult situations. A manager, or a consultantora -
trainer in this style all the times show his imaginativeness by using humour which

may reduce criouness of a situation to a more ludicrous one.
B - Bossing 'm 0K You're Not OK)
Gen ; a p¥son in this life position takes a “hofier than thou™ ‘attitude. Thisis -

an attitude of superiority. The various styles in this position are as follows:
tive (Regulating Parent); A manager has an opportunity to ensure that he'

. establishes proper norms for his subordinate and equally ensures that these are

followed; a consultant ipdicates to his clients-what he thinks they should do, and is
unhappy that they do not act according to his instructions; and a-trainer regards his
main role as one of laying down detailed rules and regulaitions for the participant and
ensure that these are praperly followed, Such people are also overcritical of others.

- 8) Patronising (Nurturing Parent): In this style nurturance and support are provided by

almost imposing oneseif on others. A manager provides support, and makes it obvious
that he is deing a favour, and that his subordinate is riot capable of taking care of
himself. A consul ant with this style treats the client like a child, and shows him favour

“by giving advicé anid support. This style is quite obvious in a traiter who may show

favour to remind participants about how he is taking care of others who are mor¢ or less
heipless.

9). Task Obsessive (Adult): The manager, consultant or trainer in. thls style is primarily
concerned with the tasks and is so obsessed with the work to-be done that he overldoks
various other things. In task-obsessiveness the individual takes responsibility for
completing the tasks and involves others in secondary roles.

10} Complaining (Adaptive Chiid): A person tries to adapt himself, and qeeks safety,
but feels that he does not have the situation he deserves. This is reflected in his
complaining behaviour. A manager finds fault with organisation, and other managers
and éifiployees; a trainer is unhappy but only expresses general complaints; a consultant
points out many things responsible for slow progress. '
11} Aggressive (Reactive Childy: A person with this style is likely to show his
aggressiveness by infighting. making heavy demands, fighting, or going back to the
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issues, and neveér allowmg thesc tobe settled ‘The result of all such bchawour is that he -
gets alienated; people do not take such a person seriously any more..

- 12) Rohemian (Creative Child): Such z person does not stay with orie ldea and is
. obsessed with new ideas all the time. He-overwhelms hls subordmates or cllcnts or
- participants,; with the newideas he gets.

D - Diffident (or ’am Not OK You’re OK) i :

The general attitude i in this style is to depreciate oneself. As the person does not have
much trust in his own ability he may not assert himself. This may be shown in various
ways. The followmg five styles may be found in this pesition.

13) Indifferent (Regulating Parent): The person in this style leavcs the norms to the -
discretion of others, and does not care to see how much these norms are "understood.

Most of the time he manages to overlook if the norms are being followed. He doesnot.

have enough trust in his ability to help people develop proper norms and follow such
norms, A trainer may. take no-notice of some serious deviations in the Institute, A .
© manager may 1gnore the question of propriety of behaviour of his subordinates.

14) Ingratiating (Nurturing Parent): In this style- the effort is to try to please or placate
_others. A manager may do certain things to keep his subordmates in good humour,
thinking that this will help him to get work done by them. A trainer may get
overpersonal, invite participants for social partics at hom and visit themat thclr
‘places. A consultant may zo out of his way to do more than necessary what the cllent
may want him to do. :

15) Overwhelmed (Adult): Sucha person is always concerned with the task but remains
confused and feels that he has too much work to do. He never gets out of task-
orientation, but constantly feels overworked and overburdened.

16) Dependent (Adaptive Child): The need for safety may be reflect
_ overdependence on others. A dependent manager may go blindly by
subordinates tell him to do; or he may seek approval for all hj 3
A trainer with this style [ollows strictly the norms, and in cas
the head of the institution or group for approval. A dependent S
primarily by the clients wishes and inderstanding.
17) Intropunitive (Reactive Child): A person with thi
himself. He is angry at himself for not doing ce
ability or skills or courage forhis meffecuveness. K has self-puy

18) Satirical (Creative Child): This slyle tore pungent form. The personshows

eBded change, asks
ultant is guided

style kes out the aggressionon -

his critical attitude, but escapes confron Py usmg satire.
C-I'm OK You're OK '

Persons in this life posmon are creative, confident of themselves, and competent, They
have respect for themsclves as well as for others. The followmg five stvles may be shown

in this position;

- 19) Normative (Regulatmg Parent): The manager, consultant, or trainer is concerned

with setting appropriate norms, but he involves his subordinates, clients or participants
both in evolvmg these norms and in deciding how such norms will be followed. -

20) Supportwe {Nurturing Parent): The person in this style prov:des the necessary
support needed by others with whom he 1nteracta support is provided only if such
support 1s either solicited or needed,

21) Problem Solvmg (Adult) The concern of the person with this style is to solve the
problem by working himself and involving others in it. This is different from obsession
with the task. It is ironical that sometimes.Overconcern with tasks may come in the way
of the solution of problem.

22) Resilient {Adaptwe Child): This styleis characlenzed be funct:onal adaptanon The
person assesses the situation and adapts himself to suit it. This is the effective
contingency behaviour, A manager is quite to assess the situation, 2nd quicker to
change his approach, if needed. A trainer or the consultant gives up the well prepared
plans of teaching and intervention, if the situation demands a different approach '

Confronting (Reactive Child): Aggressiveness is the characteristic of this style. .
However, aggressiveness becomes functional when the person does not give up, but
perseveres, and i content only when the problem is solved, This is confrontation with
the problem. A distinction needs to be made between pseudo- confrontation
(expression of aggressmn to people) and real confrontanon reflected in the concern

gihipes, blames himself, his lack of




*

" with the problem. E‘,ven when something is to be explored with the persons, the focus is
- always on a particular issite Or on a prob]em and the persons is not the target. '

-24) Innovative (Creative Child): A person in this style is not satisfied with available

solutions but continuously'searches for new ways of solving a problem or new methods
to be used. He is also interested, however, in stabilizing such an mnovatlon before
going to lhe new ones.

10.5 TWELVE INTERPERSONAL STYLES

_Actlv:ty 2

Transfer your scores from the questionna.re in Aclw:ty 1 for cach:item in the followmg .
scoring sheet :

Scoring sheet
OK Ego State
) - Raw -
Item Score - Hem Svore lient Score Total  Type
Parent - {1} P - + () ——-= —Supportive
' N ¥ (19 + 2N = ——Narmative
Adult (5)- + (D +  (29) _ = —Problem Solving -
Cliild (11)- T2y + (35 = —Innovative
' (o T+ 2N (33 ——= —Confronting
{7 + (19— + %31 Resilient
Not-OK Ego 3tate -  Raw
ftem Score Ite : Item Score Total . Type
Parem (8) )] +  (32) = —Respuing
1)) +¥ (22) 4 (3)———=  —Pregcriptive
Adult Coan + 7 (24 o ()——— = ——Task Obsessive-
Child {6) + (18) +  (30)———= -— Bohemian
———— o+ (18)— + (28) = ——Aggressive
+ a4 + 8 = ——Scoring
From the above scormt, sheet enter your scoresin the approprlate boxes Jelow intothe
summary sheet, '
EGOSTATES
PARENT ADULT- CHILD-
Nurturing - Regulating . - Creative Reagtive Adaprive
OK Style;s Su.pportive Normative Problem .Sulvi.rig Innovarive Conflcmting * Resilient”
-~ )
Not-OK Rescuing  Prescriptive Task - . Bohemian " Aggressive  Sulking
Strles : Obsessive :
Under ~
developed
OK EgoStates
Qrperation
Effectivcness
" Quotient
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DominantSiyle

Backup Style

The 24 styles shown in Figure 2 may be too many.

Following James, it may be useful to combine two general life positions {OK and
Not OK) with the six ege state dimensions, giving 12 styles. These are given in figure3.

Figure 3
Twelve Influencing Styles

Styles in Two Life Positions

Ege State Avoidance Approach

Notr OK oK. -

Dysfunclional - Functional
Nurwuring Purent Rescuing Supportive
Regulating Parent Prescriptive Normative
Adulg Task-Obsessive Prob.em Solving
Adaptive Child Sulking ° Resilient
Creative Child Bohemian Innovative
Reactive Child ) Aggressive Confronging

1) Rescuing Style: Such a style develops a dependency reiat @ in which the
managers, the trainer or the consuitant perceives his main roMas#fthat of rescuing his
subordinate, or participant or client. The latter js sec iicapable of taking care of |
himself. Another characteristic of this style is that sup is provided conditionally,
contingent upon defence of the ¢hent o the co nt, oMsubordinate to the manager,
or participant to the trainer, In this style the itude remains of superiority of
the manager or the consultant or the traiger and¥gese people show their support to .
solve problems. However, such suppor. @ Mgntly reminds others of their dependence
on their managers, etc. Such a style does @ elp people to become independent and

act by themselves. - : )

2) Supportive Styl .. In ihis style supportis provided when needed. James uses the term
“supportive coaches” for managers with this style, They encourage their subordinates,
cheer them on, und provide the necessary conditéens for their continuous improvement.
Consultants in this style show patience in learning about the problems of their client,
have empathy with them. The same is true of trainers. Managers with this style motivate
their employees, They listen to them with sympathy and empathy. They take care of
their subordinates. o

3) Prescriptive Style: People with this style are critical of others’ behavicur, develop
rules and regulations, and impose them on others. The managers with this style make
quick judgements, and insist that certain norms for which they have respect should also
be followed by their subordinates. A manager who does not smoke may dislike his

subordinate because the latter smokes. A consultant gives more advice and prescribes

solutions to his client rather than helping the client to work out alternative solutions for
the problem. .

4) Normative Style: In this style managers are interested in developing proper norms of
behavionr of their subordinates and helping their subordinates to understand how some
nrorins sre more important than others. A consultant with this style not only helps his
clieni t develop ways of approaching a problem, and raises questions about relevart
values. Such a consultant emphasizes the development of a geneval approach to the
problem. A trainer with this style influences the participants through the modeliing of
hehaviour, that is, by behaving the way he would like participants to behave. He also
raises questions about the appropriateness of some aspecis of behaviour and work.

5) Task-ohsessive Style: Managers or consultants or trainers in this style are more
concerncd with the task. Matters not directly related (o the task are ignored. They are
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. 10) Innovative Style: People wit

They may flghl fi

et —

not concemed with feelings, and in fact, fail to recogmze them since they see them as
not related to the task. They function like computers. The consultam focuses his

" atiention on the task ignoring any ‘non-task’ information. A traineris insensitive to the
emotional needs, personal problems, and apprehension of the ‘participants.

6) Problem-solving Style: In thisstyle a manager is concerned to solve problems but he.
does not see the problems being merely confined to the tasks. Far him the problems
have various dimensions. He does not function as the old-styled computer, but acts like

. a more sophisticated computer which takes into account several inatters for which the
previous models of computers did not have the capability to handle. The focus of the
_manager, consultant, or traitier is on dealing with the fi nding out selutions to problems

In this process he takes the help of and involves his subordmates clients, and ~
parnapanls . o

1) Sulking Style: A manager ora consultant ora tramer jnthis sty]e keeps the negative
+ feclings to himself; finds it difficult to-share them and avoids meeting people if he has

nat been ablé to fulfil his part of the contract. Instead of confronting the problems, a
person in this style avoids them feels bad about srtuatmns, but dcres not express
himself. i

8) Resilient Style- In this style a person. shows creative adaplablhty, learmng from
others, acceptmg others’ ideas Wthh appeal to him, and changmg his approach when-
such a change is needed. o

9) Bohemlan Style: In this style the creative child is active. A manager, consultant, or
trainer has lots of ideas and he is impatient with the cutrent. practices. He is less
concerned about the working of the new ideas, and is mainly concerned with the ideas
themselves. Such peeple are non- - conformists and enjoy experimenting with new
approaches mainly for fun. They hardly allowan idea or a practice to stabilize. They go
from one to the other. James calls sucf\gpanagers “scatter-brains”. ' '

enthusiastic about new approaches, and
take others along with them. Hal they pay enough attentior to nurturing an idea
so that it results in concrete actidgapd gets internalized in a eyst’em. Such peopie are
innovators. . '

_l'l) Aggressive Style; Peopwith this style are flghters James calls lhem ‘punks”,

or triiners with this style show their aggression towards others.
Wubordinates, or clients, or participants; or their ideas and
> that this wrll help them achieve their results Their

managers, Consu

“with the exploratmn of a problem Perseverance is the main characterrstrc James has
" used the term “Partners” for such managers. They confront the organisation to get -

things done for their subordinates. The same-is true of trainers who confront the -

* institution for participants. People with this style are more concerned about confronting

problems rather than confronting persons for the sake of confrontation. A consultant
with this style confronts various sources on behalf of the client and also confronts the

" client which helps the latter to openly explore various dimensicns including those

pertaining to their relationship. Such people are frank and open; but are equally
perceptive. and sensitive. They respect others’ feelings.

A personmin an mﬂuence role (a manager, a consultant, a counse]lor a trainer) may
show behaviours relating to several of the styles described above. However, he would
use only style more (or more frequéntly) than other, This style is called dominant style.

" The styles which has néxt highest score is called backup tyle, backup style is used in

emergency situation or when a person works under pressure.

10. 6 IMPROVING OPERATING EFFECTIVENESS
OF THE STYLES '

Underdeveloped OK ego states are those that are two or more standard dev1at10n units
below-the mean of the standardization sample. According to the available nofms anyt
score lower than those that follow for the various styles would qualify as

underdeveloped OK ego states. Underdeveloped OK ego states dre then checked in the

" appropriate boxes on the scoring sheet. These indicate that the respondent should
consider workmg on increasing. tnese behaviours.
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Cutoff potiis for

Style underdeveloped ego state
Supportive - : 9’ '
Normative . . -]
. Problem Solving 8

Innovative 5
Confronting ] [

Resilient . g

The operating effectiveness index shows how cffecﬁvely- the OK dimension of a
particular ego state i§ being used by the respondent. The Operating Etfectiveness.
Quotient (OEQ) can be determined by referring to Table 1.

Table 1

) Operating Effectiveness Quotient
Not OK ) . DK Scores - i
Scores 3 4] 3 6 7 8 9f W0 1| 12| 13| 4l 15
3 0 {100 | 100 wo |100 | 100 | 100 | 100 | 100 | 100 | 100 [ 100 | 100
4 0| 50| 67 75 | @] 83| s5| 7| sof 90/ 1. 92| o2
5 0l 3y sore0 a7 | 7 o1 7| oso| 52| 83| 85| me .
6 O j 25| ay so | 57| 6267 0} 30 5| 77| 181 s0
7 ol B 43| s0] 5| s0| s 67| el ! o3| 75
8 01 17| 28| 37| #4] s0f s4| 8| &1 |- 64 67| 60 70
9 0| 14] 25| 33 ] 40| 45 ] 50| s4] 57| e0| 62 Lss] e
10 0| 12 f 22 30} 36| 42| 46| 50| s3| s6 9 | 63
11 0| 1| 2 | n| wlal ol sof s3] s 5 60 -
12 01 16| 18} 25 |31 | 36 | 40 | 44| 47 3] 55| 57
13 0 91 177 23 | 28| 33| 37| 41| 44 17 | 52| s4
14 O 8 15) 21 | 2731 ) 35| 39| 420] ™| 50 5
15 Bt 23 i4 20 25 29 33 37 %3 45. 48 50
“Activily 3

Look at the operating effectiveness (OE Examine those which are low (below
50). There are two it;a’ys of increasing OF; y¥) can cither increase your score on OK
style, or you can reduce your score on Not-OK style. As you will se¢ from Table 1,
reducing Not-OK score is a hetter strategy to increase OF. Examine the three items of
the Not-OK aspect of the ego state of which vou want to increase OF, and write below
or in your note book vour plan to reduce frequency of your behaviour of that kind.

After amonth or so you may yourself observe how such a ptan made you more effective.

10.7 SUMMARY

From this unit it was understood that interpersonal style is a unique, self-consistent and
ending pattern of behaviour in interacting with other persons. The basis of transactional
analysis for interpersonal style was discussed. Types of interpersonal styles and the
importance of interpersonal styles of managerial effectiveness was discussed.

10.8 SELF-ASESSMENT TEST

(1) What is interpersonal style? Explain the importance of it.

" {2) Explain Transactional Analysis and its relationship to understand Interpersonal

style? :
(3) Explain different types of Interpersonal styles.

100




ttr Persoal Poceses 10.9 FURTHER READINGS

(1) Transactional Analysis, the main conceptuat framework of the chapter, has been

(2)

very popular. T.A. Harris f ok OK, you are OK (Harper, 2969) gives good account
of four life positions. Muriel James suggested its implications for management in
The OK Boss (Addison- Wesley, 1975). '

Four instruments {(for managers, trainers, consultants, and coumelllors} along thh_
the manual for the use and interpretation of results have been pubhshﬁ.d with a
manual, as [reerpersonal Style: The Manual for SPIRO Insrrumem:. by Udai

Pareek {ISABS, 1986).
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BLOCK 4 GROUP AND INTER-GROUP
| PROCESSES

People in Organisations spend a large percentage of time in intér-personal interaction, Many
 of these exchanges take place in groups. This Block describes the processes and formation

- of groups (Unit 11). Unit 12 explains the processes of Organisation Communication.

Unit. 13 deals with development of a team and its effectiveness and the final unit deals with
conflict (competition) and collaboration, The understanding and utilisation of this
knowledge can help both individuals and organisations to function more effectively.






"UNIT 11 GROUP FORMATION AND
GROUP PROCESSES

Objectives

L 4

Explain the meaning and nature of groups
“» Distinguish between formal and informal groups
» Explain the main reasons for the formaiion of growps
..' Appreciaie the importance of groups for effective organisational pérforrnancc
. Explain patterns of communication network in groups
+ Recognise the importance of understanding the functioning and operation of work groups.
:

Structure

N Introduction

112 The Meaning and Importance of Groups
113 Work Fanem of Organisations

114 Reasans for Formation of Groups

11.5 Group Cohesiveness

i1.6  Group Deveiopment and Maturity

117 The Effecis of Technology on Work Groups
18 Role Relatonships

11.9 Patterns of Communication

11.10  Analysis of Behaviour in Groups

F1b Interactions Analysis

1112 Group Performance and Effectiveness
11.1%  Brainstorming )

11.14  Variety of Interrelated Facrors

1115  Croup Dynamics

ilin Summiry

1117 Selfeassessment Test

11,18 Further Readings

1.1 INTRODUCTION

Ciroups are a major feature of organisational life. The Organisation and its sub-units are
made up of groups of people. Most activities of the Organisation require at least some
degree uf co-ordination through the aperation of group working. An understanding of the
nature of groups is vital if the manager is (o influence the behaviour of people in the work
situation. The Manager must be aware of the impact of groups and their effects on
Organisational Performance.

If the manager is to make the most effeciive use of groups, then it is tnportant 1o have an
understanding of group processes and behaviour. It is necessary to understand the nature of
group functions and roles, and factors.which influence group periormance and effectiveness.
Attention must be given o the analysis of behaviour of individuals in group situations. The
manager mast be aware of the functioning and operation of work groups.

11.2 THE MEANING AND IMPORTANCE OF GROUPS

Individuals seldom work in isolation froim others. Groups are 3 characteristic of all social
sttuations and almost everyone in an organisation wili be a member of one or more groups.
The working of groups and the influence they exert over their membership is an essential
feature of human behaviour and of Organisatienal Performance. The manager must use .-
groups in order to achieve a high standard of work and improve organisational effectiveness.

There arc many possible ways of defining what is meant by a group. The essential feature of

a group is that its members regard themselves as helonging to the group. A group consists of

4 niumber of people who have:
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" Group.and luter-Group Processes

* 3 common objective or task

« an awareness of group identity and ‘bounddry
_» aminimum set of agreed values and norms which regulates fhelr relat:vely exclusive
mutual interaction. _

Another useful definition defines the group in psychological terms as : any number of
people who

1} interact with one another

2} are psychologically aware of one another

3) perceive themselves to be 4 group.

Essential feature of work Organisation
Groups are an essential feature of the work pat@em'of any Orpanisation. Members of a group
must co-operate in order for work to be carried out, and managers themselves will work

_ within these groups. People in groups influence each other i many ways and groups may
develop their own hierarchies. and leaders. Group pressures can have a major influerice over
the behaviour of individual members and their work performance, The activities of the
group are associated with the process of leadership. The style of leadership adopted by the
manager has an important influence on the behaviour of members of the group.

The classical approach to organisation and management tended to igriore the importance of
groups and the social factors at work. The ideas of people such as F, W, Tuylor popularised
the concept of the rabbie hypothesis and the assumption that people carried out their work,
and could be motivated, as solitary individuals uvnaffected by others. :

ave recognition to the work organisation as a
social organisation and to the im the group, and group vahie and norms, in
influencing behaviour at work. The t group membership over individual behaviour
and work performance was Jfusifyed clearly in the famous Hawthome experiments at the
“Western Electric Compan % ’

The human relations approach, howev

brica’, -

Group values and n ) .
One experiment,involve the observation of a group of 14 men working in the bank wiring
room. [t ma; embered that the men formed their own sub-groups or cliques, with
natural leader\gmerging with the consent of the members. Despite a financial incentive
schem, ere workers could receive more money for the more work they did, the group
deci 00 units a day as a fair icvel of output. This was well below the level they
were ¢a of producing. Group pressures on individual workers were stronger than
financial incentives ofiered by management.

The group developed its own pattern of informal social relations and codes and practices

(‘norms”) of what constituted proper group behaviour, :

* Not to be a ‘rate buster’—not to produce at too high a rate of output compared with
other members of to exceed the production restriction of the group.

* Noi 'to be a ‘chiseller’— not to shirk production or to produce at too low a rate of output
compared with other members of the group.

* Not to be a *squealer’—not to say anything to the supervisor or m;magemem which

. mnight be harmful to other members of the group.,

* Not to be ‘officious— people with authority over members of the group, for example
inspectors, should not take advantage of their seniority or maintain a social distance from

- the group.

The group had their own system ef sanctions including sarcasm, damaging completed work,
hiding tools, playing tricks on the inspectors, and ostracising those members who did not
conform with the group norms. Threats of physical violence were also made, and the group
developed a system of punishing offenders by *binging’ which iavelved striking someone a
fairly hard blow on the upper part of the arm. This process of binging also became a
recognised methed of controlling conflict within the group. :

Another finding of the bank wiring room experiment was that the group did not follow
company policy on the reporting of production figures, It was company policy that each
man’s output should be reported datly by the supervisor. However, the workers preferred to
do their own reporting, and in order to remain in favour with the group the supervisor
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acquiesced o :uis procedure. On some 'days the men would actually produce more than they ' Group Formaiion and Group

reported to ‘build up’ extra units for those days when they produced less than reported.

Although actual production varied the group reported a relatively standard amount of output

for each day. The men would also exchange jobs with each other even though this was
_contrary to management instructions. '

Socio-technical system

The *ystem approach to organisation and management also gave recognition to the
importance of greups in influencing behaviour at work. The concept of the organisation as
socio-technical system is concerned with the interactions between the psychological and
social factors, as well as structural and technical Tequirements. Again, it may be remembered
that technoelogical change in the coal-mining industry had brought about changes in the
socias groupings of the miners.

New methods of working disfupied the integration of small self-selecting groups of miners
who worked topether as independent teams. The change had undesirable social effects and
as a result the new method did not prove as economically beneficial as it should bave done
with the new tecnnology. The result was a ‘composite’ methed of working with more
responsibility taken by the team as a whole. The composite method proved to be not only
more rewarding socially to the miners but also more efficteat economically than the
previous new method of working. :

11,3 WORK PATTERN OF ORGANISATIONS

Groups. therefore, help shape the work pattern of organisations, and the attitudes and
behaviour of members of their jobs. The formation and operation of work groups,fagd the
behaviour ol their members, has an important significance for the manager. Ligert,
examplie, has developed a theory of organisation based on work groups. In his diSggsSion of
group processes and organisational performance he concludes that: *Gp
important not only in influencing the behaviour of individual work g
productivity, waste, absence and the like, they also affect the hefaviour
organizations.”’

. Qverlapping group membership

Likert suggests that organisations function best when o s act not as individuals but as
members of highly effective work groups. He p es a sBucture based on overlapping
group membership with a ‘linking-pin® proce ich the superior of one group isa
subordinate member of the next group. The supe , therefore, the linking-pin between a
group of subordinates and the next authotity level group. '

A structure of vertical overlapping groups helps to develop a committed team approach and
would improve the flow of communication, co-ardination and decision-making.

{'The arrow=. indicate the linking-pin function)

Fig. 1 : ¥ erlapping grovwp structure and the linking-pin
(Source : Likers ', New patiems of Managerment, McGraw-Hill (1961) p. | i
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Horizontal Iiﬁking-pin

‘Likert also réwgni';ee the position of subordinatcs serving as horizontal linking-pins (Fig. 2}

between different groups such as functionat or line work groups, and product-based work
groups.

Likert recognises that sooner or later the subordinate is likely to be caught in a conflict
between membership of both groups and the provision of information for decision-making.
He suggests that both groups would need to be involvad in group decision-making to resoive
differences and that this is more likely to oceur with Sysiem 4 managemen. -

Fig. 2 : I is a member of both groups and acts as a linking-pin for horizoatal commanication

Organisation structure
Groups are formed as a consequence of the patiern of organisation structure and
arrangements for the division of work, for example the grouping together of common
activities into sections. Groups may resulNgom the nature of rechnology employed and the
way in which work is carried out, for@gampR the bringing together of a number of people
10 carty oul a sequence of opefations on sembly line. Groups may also develop when a
number of people of the same € status within the organisation see themselves as a
group, for example departine s of an industrial organisation, or chief officers of »
local authotity.

‘Groups are deliberately plénned and created by management as part of the fonmil

Organisation st . But’zroups wili also arise from social processes and the informal
organisation. otal organisation arises from the interaction of people working within
the organyagiion ai the development of groups with their own relationships and nomms of
behavi ctive of those defined within the formal structure. This leads 1o a major
distinctio cen groups—Tformal and informal.

Formal Groups
Formal groups are created to achicve specific organisational objectives and are concemed
with the co-ardination of work activities. :

People are brought togelher on the basis of defined roles within the siructure of the
organisation. The nature of the tasks to be undertaken is a predominant feature of the formal
group. Goals are identified by management, and certain rules, relationships and norms of
behaviour estabiished,

Formal groups-tend to be relatively permanent although there may be changes in actual
membership. However, temporary formal groups may also be crcatcd by management, for
examp]e the use of project teamns in a matrix orgamsatuon

Formal work groups can be differentiated into team groups, task groups and technological
groups. '

= Team groups—these are fairly autonomous groups with broad terms of reference and
- limited supervisian, The team designate the positions 1o be filled and the allocation of
members, and instigate changes as neccqsary Examiples are problem-solving groups,
research feams, maintenance crews.

* Task groups --jobs are defined clearly and individuals assigned to specific positions, )
The group has some {lexibility over methods of work and the pace of work, but otherwise
limited discretion. Examples could include many administrative or clerical workers.

+ Technologicsl groups—members have very limited autonomy: to dsteemine or change
the operational acuvities. The pace of work is also likely (o be ozirolied. Content and
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method of work are specified and individuals asmgned to spec;ﬁc jObS There is little
scope for individual discretion, and often limited opportunities for interaction among
members, A typical example is people workirg on assembly -line operations.

Another possible categorisation is declsmn-makmg and prohlem-solvmg groups, such as
committees and working parties,

informal Groups
Within the formal structure of the Orga.msatmn there will always be an informal structure.
‘The formal structure of the organisation, and system of role relationships, rules, and
vrocedures, will be’ augmented by interpretation and development at the informal Jevel.
Informal groups are based more on personal relationships and agreement of group membess
-~ than on defined role relationships. They serve to satisfy psychological and social needs noi
related necessarily to the {asks to be undertaken. Groups may devise ways of aitempting 1o
satisfy members’ affiliation and other social miotivations which are scking in the work
situation, especially in industrial organisations. - :

[

Fig. 3 : Examples of informal groups within the MEmal structure of an vrganisation

The mcmbership of informal groups can ¢ the forral siructure. They may comprise
individuals from different parts of the organi and/for from different levels of the

organisation, both vertically and diagonally, as well as from the same horizontal level. An
informal group could alsc be the same as the formal group, or it might comprise a part enly
of the formal group. (See Fig. 3.) ’ :

The members of informal group may appoint their own leader who exercises authority by
the consent of the members themselves. The informal leader may be chosen as the person
who reflects the attitudes and values of the members, helps to resoltve conlict, leads the
group in satisfying its goals, or liaises with management or other people cutside the group.:
The informal leader may often change according to the particular situation facing the group.
Although not usually the case, it is possible for the informal leader to be the same person as
the formal leader appointed officially by management.

11.4 REASONS FOR FORMATION OF GROUPS

Individuals will form into groups, both formal and informal, for a number of different
reasons relating to both work performance and social processes.

» Certain tasks can be perl‘ormed only through the combined cilorts of a number of
individnals working together. The variety of experience and ¢ ;:ertise among members
of the group provides a synergetic effect which cdn be apphed 2 the increasingly
complex problems of modern organisations.

¢ (roups may encourage coliusion between members in order to modify formal wotking
arrangements more to their liking, for example by sharing or retating unpopular tasks.

- Group membership, therefore, pr0v1des the individual with opportunities for initiative

and creativity. .
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* Group and Inter-Group Processes

. . _ _ i
« “Groups provide companionship and a source of mutual understanding and support
from colleagues. This can help in selving work problems, and also to mitigate against
stressful or demanding working conditions. _ ' |
» Membership of the group provides the individual with a sease of belorging. The
group provides a feeling of identity, and the chance to acquire role recognition and status
within the group. c
« The group provides guidelines on generally acceptabie behaviour. It helps to clarify
ambiguous situations such _as-,_'for example, the extent to which official rules gand_
regulations are expected to be adhered to in practice, the rules of the game, and what is -
seen as the correct actual behaviour. The informal organisdtion may put pressure on
group members to resist demands. from management on such matters as, for example,
nichwr euigut or changes in working methods. Group allegiance can serve as a means of
control over individual behaviour. The group may discipline individuals who contravene’
- the-norms of the group; for example, the process of *binging® in the bank-wi-;ring room,
- mentioned above. _ T ' -
» The group may provide protection for its membership. Group members collaborate to
protect their interests from outside pressures or threats. : 5 '

. Expectations of group membership -

Individuals have varying expectations of the benefits from group membership. Groups are a
potential source of motivation and of job satisfaction, and also a major determinant of
effective organisational performance. It is important, therefore, that the ianagér
understands the reasons for the formation of groups and is able to recogriise likely
advantageous or adverse consequences for the organisation. . : -

N - — -
11.5_GROUP COHESIVENQ}I | -
The manager"s main concern is that of a work gmup.co—k)perat'e in-oréder to dchieve

the results expecied of them. Co-operfijon gfhong members is likely to be greater in a
united, cohesive group. M'e_mbw_a cohesive group can be a rewarding experience for

the individual and can contribu promotion of morale. Members of a high morale

group are more likely g of Bemselves as a group and work together effectively.
Strong and cohesive wQups can, therefore, have beneficial effects for the
organisation. - ' : o x

Cohesive grou necessarily produoe a higher level of output. Pefrfonna:nce varies
with the extent to WiCch the group aceept or reject the goals of the organisation. The level of

~ production is likely to conform to a standard acceptable s a norm by the group, Howevet,

cohesive groups may result in greater interaction between members, mutual help and social
satisfaction, lower tumover and absenteeism, and often higher producticn.

Factors affecting cohesiveness . :
In ordex to develop the effectiveness of work groups the manager will be concerned with
those factors that contribute to group coliesiveness, or that may cause frustration or
disruption to the operation of the group. P

The manager needs to considéf, therefore, both the needs of individual membérs of saff, -
and the promotion of a high level of group identity and cohesion.. ’ 8

There are many factors which affect group,cohééiveness and performance, which can be
summarised under four broad headings: : : : '

i} Membership
. » Size
¢ compatibility
s permanence

ii) Work environment
» pature of task
o physical setting . -
e communications
= technology
iit). Orpanisational o
+ managemnent and leadership
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ks
€ success
& external threat : _ _ . _ Group Formation and Group

iv) Group development and maturity, for example:
s ' forming
* storming
* norming
» performing -

-Membership _ .
* Size of the group : As a group increases in size, problems arise with commuinications
-and co-ordination. Large groups are more. difficult to-handle and require a higher level of
supervision. Absenteeism also tends to be higher in larger groups. When a group
becomes too large it may split into smaller units and friction may develop between the
sub-groups.

It is difficult to put a precise figure on the ideal size of work group. Much will depend
upon other variables, but it seems to be generally accepted that cohesiveness becomes
more difficult to achieve when a group exceeds 10-12 mamhers, Bevond this size the
greup tends 10 split into sub-groups.

¢ Compatabitity of the members : The more homogeneous the group in terms of such

“things as shared backgrounds, interests, attitudes and values of its members, the easier it
is 1o promote cohesiveness. Variaiions in other individual differences, such as the
personality or skills of members, may serve to complement each other and help make for
a cohesive group. On the other hand, such differences may be the canséof disruption and
contlict, Conflict can also arise in a homogeneous group where megbers
competition with each other. Individual incentive payment schemes,
a source of conflict.

» Permanence of group members : Group spirit and relations e time to develop.
Cohesiveness is more likely when members of a grou ether for a reasonable
length of time, and changes occur only slowly. A frequ@l nutnover of members is likely
to have an adverse effect on morale, and on th esiveRess of the group.

Work environment

* The nature of the task and the way i 41 work is carried out. Where workers are
involved in similar work, share a com » or face the same problems, this may
assist cohesiveness, The nature of the taskMay serve to bring people together when it is
necessary for them to communicate and interact regularly with each other in the
performance of their duries, for example members of a research and development team,

Even if members of a group normally work at different locations they may still
experience & feeling of cohesiveness if the nature of the task requires frequent
communication and interaction; for example, security guards patrolling separate areas
who need to check with each other on a regular basis. However, where the task demands
a series Of relatively separate operations or discrete activities, for example on a machine
paced assembly line, it is more difficult to develop cohesiveness, Individuals may have
interactions with colleagues on either side of them but little opportunity to develop a
commen group feeling.

* Physical setting : Where members ot a group work in the same location or in close
Physical proximity to each other this will generally help cohesiveness, However, this is
not always the case. For example, in large open-plan offices staff often tend to sepregate
themselves from colleagues and create barriers by the strategic siting of such items as
filing cabinets, book cases or indoor plants. The size of the office and the number of staff
in it are, of course, important considerations in this case. Isolatien from other groups of
workers will also tend to build cohesiveness. This often applies, for example, to smaller
aumber of workers on a night shift, '

¢ Communications : The more easily members can communicate freely with each other
the more likelihood of group cohesiveness, Communications are affected by the work
environment, by the nature of the task, and by technology. For example, difficulties in
communication can arise with production systems where workers are stationed
continuously at a particular point with limited freedom of movement. Even when
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opportunities exist for interaction with colieagues, physical conditions may limit effective
communication.

Gﬁw and Inter-Group Processes

In their study of the effects of the assembly line on workers behaviour in a new car :
factory, Walker and Guest found that in some jobs the techmological layeut and high levet
of noise severely limited the amount of contact between workers, This regteicted the
possibilities for social interaction and hampered internal group unity. It also influenced

the form of contact workers hall with supervisors. Where opporunities existed for
interpersonal relationships workers ook advantage of thiem, and when such opportunities
were ahsent the workers felt deprived. '

s Tephnology ¢ The nature of technology has an importasnt effect on cohesiveness..
Tectmoiogy also has wider implications for the operation and behaviour of groups and
therefore is considered in a separate section below,

Organisational : _

» Management and leadership : The activities of groups cannot be separated from
manzgement and the process of leadership. The form of management and}styie of
leadership adopted will influence the relationship between the group and the
orgarisation, and is a major determinant of group cehesiveness. In peneral terms,
cohesiveness will be affected by such things as the manner in which the manager gives
guidance and encouragement to the group; offers help and support; provides
opportusities for participation; attempts to resolve conflicts and gives attention to boih
employes relattons and task problems. :

¢ Success : The more successful the group, thg more cohesive it is likely to|be, and
cohesive groups are more likely to be fygoessil, Success is usually 4 sirong motivational
influence on the level of work performan uccess, o reward, can be pqrceived by .
group members in a number ofj for example, the satisfactory completion of a task
through co-operalive action; p management; a fesling of high status,
achievement in competifg with 9tffer groups; berefits gained, such as high wage
payments from a group Wcentive scheme., ;

esivhess may be enhanced by members co-operating with one
MPa common external ihireat, such as changes in their methoed of
work, or pooiMment of a new manager. Even if the threat 1s subsequently removed,
the gro ill continuc 10 have a greater degree of cohesivéness than before the
threat aro aflict heiween groups wifi also tend to iacrease the cohesiveness of each
group and the boundaries of the group become drawn more clearly. '

116 GROUP DEVELOPMENT AND MATURITY

“The degree of cohesiveness is affected also by the manner in which groups pﬂ'ogrcss through

 the various stages of development and maiurity. Bass and Ryterband idemif)f four distinet
stages in groyp development: mutoal acceptance and membership; communication and
decision-making; motivation and productivity; and control and organisation.

s First stage—developing mutual acceptance and membership : Members have an
initial mistrust of each other and a fear of inadequacies. They remain defensive and limi
their behaviour ihrough conformity and rital. The priority is with questions of likes and
disiikes, and power or dependency of group membirs, '

» Second stage—communication and decisien-makitg : Once members have learnt to
accept each other they begin to express their feelings and conflicts. Nomms of procedure
are established and there is accepiance of legitimate influence over the group. Member
develop a Jiking, or.at least a sense of caring for each other. These are moje open
communications and reactions. More constructive problem-solving and decision-making
behaviour strategies develop. '

e Third stage—notivation and productivity : Problems of members’ mosivation have

" heen resolved. Members are invoived with the work of the group. They co-operate with
each other insiead of competing. Meinbers are motivated by intrinsic rewards to achieve
a high level of productivity. ‘
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_ » Fourth stage—control and organisation i The final stage of group development. Work
is allocated by apreement and according to the members’ abilities. Members work
_ independenitly and the orgamsamn of the group is flexible and adaptable to new
challenges e
Group development and’ relatlonshlps
An alternative, and more popular, model by Tuckman also 1dentlﬁes four main successive
stages of group development and relationships: forming, storming, norming and perferming.

+ Stage 1— Forming : The initial formation of the group and the bringing together of a
number of individuals who identify, tentatively, the purpose of the group; its composmon
‘ and terms of reference. :
At this stage consideration is given to hierarchical structure of the group, pattern of
‘ leadership, individual roles and responsibilities, and codes of conduct.

There is likely to be considerable anxiety as mernbers.attempt to create an impression, to
test each othcr, and to establish their personal identity within the group. '

* Stage 2— Stormmg As mempers of the group get to know each other better they will
put forward their views more openly and forcefully.

Disagreements will be cxpl:essed and challenges offered on the nature of the task and
arrangements made in the earlier stage of development. This may lead to conflict and
hostility.

The storming stage is important because, if successful, there will be digcussiins on
reforming arrangements for the working and operation of the group, an ment on
- more meaningful structures and procedures.

= Stage 3 — Norming : As conflict and hoétility start to be con embers of the
group will establish guidelines and standards, and deve eir own norms of acceptable
behaviour.

The norming stage is important in establishing,

2ed fof members to co-operate in
order 10 plan, agree standards of performance a

1I'the purpose of the group.

This co-operation and adherence to s-can work against effective

organisational performance. It may be red, for example, that, in the bank wiring

room experiment of the Hawthomne studies,¥roup norms imposed a restriction on the
levet of output of the workers.

e Staged — Performing When the group has progressed successfully through the three
earlier stages of development it wilt have created siructure and cohesiveness to work
effectively as a team.

At this stage the group can concentrate on the attainment of its purpose and performance
of their commuon task is likely to be at its most effective.

General formulation of group cohesiveness
Based on an analysis of research studies, Cartwright suggests a oeneral formulation of the
nature of group cohesiveness, its determinants and its consequences. (See Fig. 4)

»
Resultam of all forces acting -on members
(0 remain in group, component forces arise
from {2) anteactiveness of group and

{b} auractiveness of alternative membership

h 4

'

Determinants of group cohesiveness : ves vy
ncentive properties of group Maintenance of membership
Motive base of members Power of group over mem.sers
Expectancy conceming outcomes - Participation and Joyalty
Comparison level Persomal security

Self-evaluation

Fig. 4 : A scheme for analysing group cohesiveness
{From Cartwright D. “The Nature of Group Cohesiveness’. in Cartwright, D. and Zander. D.A. (eds) Group

Dynamics: Research and Theory Harper & Row (1968 p. 92.)
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" Potential disadvantages of strong, cohesive groups

B compete for reeources, stafus ONg

If the manager is to develop effective work groups then attention should be given 10 those -
factors which influence the creation of group identity and cohesiveness. But strong and

" cohesive groups also present potential disadvantages for management. The goals of the-
_group may be at variance with the goals of the organisation. Again, for ‘example, in the bank

wiring room experiment, group nomns and pressures on individual members led to

. Testrictions on producnon and a lov\.r level of output. ~ -

Once a group has become fully developed and created COheSlVEnE,bS it is more difficult for.

- the manager to change successfully the attitudes, and behaviour of the groupl It is important

that the manager should attempt to influence the group during the norming stage. when
members are establlshmg guidelines and standards, and their own norms of acceptable
behaviour. :

-Strong, cohesive groups may develop a critical or even hostile attitude towlds people

outside the group or members of other groups. This can be the case, for example, when .
group cohesivenesa is based on common status, qualifications, techmical expertise or *
professional standing. Group cohesiveness may result-in lack of co- operation with, o

_ opposition to, non-members. As 4 result, resentment and mter—group confhct may anse to

the detritment of the orgamsatlon as a whole.

In order to help prevent or overcome ‘unconstructive inter- group conflict, tjc managey
shouid aftempt to stimulate a high leve} of communication and interaction between the
groups, and to maintain harmony Rotation of members among different groups should be
encouraged :

On the other hand, inter-group nvalty may beNgliberately encouraged as a means of
building stronger within group cohestven ; A Bompetitive element may help to promote’
unity within a group. However, intg ry and competmon ‘need to be carefully
handled by the manager. Groups §l Aot normally be put in a situation where they have
gval..

The manager snould asterm id the deveélopment of ‘win-lose’ sitoatitns. Emphasis .

should be placed 0 rall 8bjectives of the organisation and on superordinate goals. These
are goals over and issues at conflict and which, if they are to be achieved, require
the co-operation of’ competmg gronps '

FFECTS OF TECHNOLOGY ON WORK

The nature of technelogy and the work flow system of the orgamsatlon is ajmajor
determinant of the operation of groups, and the attitude and behaviour of their members.
Low morale and a negative attitude towards management and the jOb are otten associated
with a large number of workers undertaking ‘similar work. ' :

A number of different studies have drawn attention to the relatlonshlp befween technology
and work groups. For example, Walker'and Guest referred to effects of technology on work
groups. The character or type of group is determined largely by the. technological
requirements of the organisation. They found that the.technologmal layout and pacing of -

" work by the assembly line operatton was a source of dlssattsfactton to the workers.

. Scott undertook a study ofa large steel plant which appeared to have an 1L1usual history of

assimilating large-scale technical change with the minimum of remstancé or overt conflict
despite problems with demarcations, wage differentials and redundancies. One of the main
reasons for this was the nature of the work groups. Operators worked in close co-operation

- with group mergbers. The groups were ‘self-regulating’, they allocated functions to their
members and established a hierarchy of skill and authiority based on semonty New

members of the group started at the lower level of the hierarchy and wo bzd their way up,
They felt it to be in their 1ong-tenn interests to stay with the organisation|and to remaif in
the same group. . ‘

Prodncuon system and group. behaviour _ | .
The type of production system determines the nature of work groups and|the tanner in
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which they conduct themselves. On the basis of a study of 300 work groups in a number of
different industrial organisations, Sayles identitied four main types of group, éach with - - . Proceses
dstinctive technological features and Chill'a(.t{.rlbll(.. patterns of bchav]ljur-—apdthctlc, crratic,

strateglc and conservative.

Group Formation and Group

* Apathetic groups : Tended 10 be relatively low skilled, and poorly paid. Members
performed a range of different functions with little task interdependence. There was a
lack of enthuisiasm, little sense of internal unity. lack of a clearly defined leader,
individual rather than group problemis, low morale. Tended to accept management
decisions with few pressure devices. Members feit suppressed and discontented. .

* Erratic groups : Alse tended to be low skilled and with low status. Members performed
identical or very similar tasks requiring frequent interaction with each other. Work was
often physically demanding. Tended to be unpredictable. Developed occasionat cohesion.
Mixed relationship with management, but easily mﬂamed in handling gnevances Tended
to have authoritarian leadership.

s Strategic groups : Relatively skilied, well paid and self-assured. Usually a good

* production record. Generally individual jobs but with a high dezree of interaction and
internai group utity. Jobs were often important to management. Tended to be active and
infliential with continual union participation and pressure on maragement, Shrewd in
use of grievance procedures and in improving their own position.

» Conservative groups : Skilled workers with high status. Mainly individual operation.
Wide dispersion throughout the organisation and low level of intcraction, but strong
sense of identity and a reasonable degree of internal unity. Tended to be cBgservative in
negotiations but exert strong pressure for specific objectives, for examgle ma3intenance of
traditional differentials and wage levels. Often associated with professio odies and
tended to be ambivalent regarding tradc unions:

There was a marked similarity of behaviour among the different ty f groups with similar
technological features across a wide range of indusirial sel e work organisation and
production technology determines the type of work group thifi emerges, and restricts the

- form of action tuken by the group. S_aylcs suggest he refationship hetween work

groups, management and the form of grievance beRgfiouty and the collective activity of the
group, is influenced by five major variablesg '

o

relative position of the group on the intd
relative size and importance of the group;
similazity of jobs within the group;
extent to which the work is indispensable to the functioning of the departmem or
organisation; and

= precision with which management can measure the workload and work pace for the

group,
Thése variables are determined Iérgely by the nature of technology. Technology also
influences the differentiation of the task and division of work, and the internal social

structure of ¢he group. The greater the task differentiation and the more complex the.
internal structure of the group, the less likely the effects of grievance behaviour.

brootion ladder;

Differences in behaviour of social groupings

Lupton undertook a study of the organisation of two contrasting workshops at different
companies termed Wye and Fay. Wye Garment Company madc watcrproof garments and
also embraced other manufacturing activities. The workers were mainly female. Jay's

_ Electrical Components was founded onginally for the manufacture of equipment for the

generation and rrcmsmm,mn of electricity. The workcls were mainly male.

In both companies there were clear social groupings, but marked differences in their
behaviour. At Wye the social groupings had no influence on the work situation, they
appeared (o accept management norms and there was no solidarity or contrel aimed at
determining the level of output or earnings.

At Jay's the soctal gfoupings coincided-with the work groups and actuglly shaped their

pattern. They established norms of output, sanctions to control individual behaviour, and an
informal division of tabour which affected output and eamings. In attempting to explain the.
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Group and Tater-Lrop Processes

differences in the patierﬁ of behaviour between the two workshops. Lupion.examined a
number of factors such as the sex of the workers, the wage payment systent, external
conditions, and technology and the work organisation.

At Wye there was a detailed breakdown of operations, the work flow was based on the
individual, and jobs had a short time-span, At Jay's there wasno derailed breakdown of

operations, the production unit was based on the section, and-each job had a reasonably long_ )

time-span with opportunities for manipulation. There was more scope for the wortkers and

" more opportunities for worker control. Lupton suggests that the layout of the job, the work

flow pattern, the method of job allocation and the time-span of the operational cycle, are
important to a comparative analysis of the degree of control which can be exercised by the
workers. : B : '

Technology and alienation : . _ _

The nature of technology and the work organisation can result in a feeling of alienation,
especially among manual workers. Factors which have been shown to affect alienation
include the extent to which the work of the individual or the group amounts to a meaningful
part of the total production process, and the satisfaction which workers gain from
refationships with fellow workers and group membership.

In a study of assembly-line and other factory work, Goldthorpe found that the technology
was unfavourable for the creation of work groups. However, he also found a group of
workers who, although alienated, were stiti satisfied. Membership of a meaningful work
group was not necessarily an important source of job satisfaction. The werkers, all maoed
men, aged between 21 and 46, were not interested in maintaining close relationships with
fellow workers or supervisers. Their earnings were well in excess of the average manual
-wage at the time — the ‘affluent” workers. '

Orientations to work :
Goldthorpe's study is an examp e soclal action approach 1o organisational behaviour.
His findings were based on a st Bore than 200 manual workers from three different
firms in Luton. Informatign was coMe€ted about the work situation, organisational
participation and involve ith work solleagues, and life ontside of the work
organisation. Goldtgrpe sifggested that responses 1o work resulted largely from the
individual’s orie, to work. He supgested the existence of three main types of
otientation to work@instriimental, bureaucratic and solidaristic. '

ith an instrumental orientation defined work not as a central life issue but

eans to an end. There is a calculative or economic invelvement with work
and a cleaMiistinction between work-related and non-work-related activities.

» Tndividuals with a bureaucratic orientation defined work as a central life issue. There is
a sense of obligation to the work of the organisation and a positive invdlvement in terms
of a career structure. There is 4 close link betwgicn work-rejated and nop-work-related
activities. : _

e Individuals with a solidaristic orientation defined the work situation in terms of group
activities. There is an ego involvement with work groups rather than with the
organisation itself. Work is more than just a'means to an end. Non-work activities are
linked to work relationships. ' '

Goldthorpe claimed that the workers liad an instrumental orientation to wérlg/"[heir primary
concern was with economic interests pay and security rather than the natute of the work, or
the satisfaction of social needs at work. Goldthorpe suggests that the different orientation to
work in certain industries may help to explain the impertance of work grc1 ps. He recognises
that in.other situations where there is the opportunity for team-work, the workers will have
greater social expectations and the membership of work groups will be very important to

* them. : '

Technology and greup behaviour .

Technotogy is clearly a major infiuence on the patiern of group operation and behaviour.
The work organisation may limit the opportunities for social interaction and the extent to
which individuals are able to identify themselves as members of a cohesive work group.
This in turn can have possible adverse effects on attitudes to work and the level of job
satisFaction. In many assembly-line production systems, for example, relationships between
individual workers are determined by the nagure of the task, ihe extent 1o which individual
jobs are specified, and the time cycleof oprrations. o
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In recent years there have been attempts to remove some of the alienating aspects of mass

production and assembly-line work by increasing the range of tasks and responsibility’ - — .momﬁ“d Group
allocated to smalk groups. These atlempts include greater use of team working and of group - : '
" technology.

Group technology involves changes to the work flow system of producnon Wlth the
traditional ‘functional layout’ of production, lines of similar machines or operations are
arranged topether so that components are passed back and forth unitit all activities are _
completed. However, with ‘group technology® production, the work flow system is based on
a grouping of workers and a range of machines. This enables work groups to perform series
of successi_ve operations using a group of machines on a family of similar components.

Impact of information technologv :
The impact of information technology is likely to lead to new pattems of work organisation,
and affect the formation and structure of groups. Movement away from large-scale
centralised organisation to smaller working units can help create an environment in which "

_workers may relate more easily to each other. Improvemems in telecommunications mean,

_ for example, that support staff need no longer be located within the main productipn unit.
Onthe other hand, modem methods of communication mean that individuals may work
more on their own or even from their own hornes or work more with machines than with

“other people.

11.8 ROLE RELATIONSHIPS

In order that the organisation can achieve its goals and objectives the work of mdmdual
members must be linked into coherent patterns of activities. and relatlonshl This is
achieved through the role structire’ of the orgamsatlon

A ‘role is the expected pattern of hehaviours assncmlcd with sémgbers occupying a
particular position within the structure of the organisation. | @ pseribes howa
* person perceives their own situation. The formal organisational rokagig#ship (line, _
functional, staff or lateral) can be seen as forms of role re hips. These individual
" - authority reationships determine the pattern of interaction other roles.

The concept of ‘role’ is important to the functiong g oups and for an understandmg of
group processes and behaviour. It is through role dM¥ferentiation that the structure of the.
"work group and relationships among its are Sstablished. The development of the
group entails the identification of distinct each of its members. Some form of
structure is necessary for team-work and co-3pération. The concept of roles helps to clarify
the structure and to define the paitern of complex relationships within the group.

- The role or roles, that the mdmdual plays wnthm the group is mﬂuenced by & combination
of:
+ situational Factors, such as the requirements of the task the style of leadership, posrtron
it the communication network; and
s personal factors, such as values, attitudes, motivation, abillty and personality.

The role that a person plays in one work group may be guite different from the role that -
person plays in other work groups. However, everyone within a group is expected 1o behave
in a particular manner and to fulfil certain role expectations.

In addition to the role relationships with members of their own grouppeers—superiors.
subordinates—the individual will have number of role-related relationships with outsiders,
_ for example memibers of other woik groups, trade union officials, suppliers, consumers.
“This is a person’s ‘role-set’. The role-set comprises the range of associations or contacts
with whom the individual has mcamngful mteracnons in connection with the perfonnance of
their role (see Flg 5. ) :

Role congruence :

An important feature of role relationship is the concept of ‘role congruence'. This means
that a member of staff should not be perceived as having a high and responsible position in
one respect but a low standing in another respect. Difficulties with role congruence can arise
from the nature of groupmgs and formal relatronshlps within the structure of the '
orgamsanon

125




Groop end LuterGroop Precrsses

. Personnel
department

officials

Consumers

iends -

Work collcagues
in other groups

© Account .b;{anagement
. dey )

cpartment Group Eervi_ces
subordinates .

Fig. 5 : Represenlatlan ofa gms'ibte role-set in the wark situation-
An example of this is with staff relallonshlps For instance a young and nmparatwely Junior
personal assistant passes on the superior instructions to one of the superior’s more 9enmr
subordinates. Although the subordin
speaking on behalf of the superior, the

ersiand that the persona! assistant is

Senior manager ' / Trade uron _ .
p# subordinate may stull feel that instructions are

coming from & more iunior m f staff, : o
" Another example could be wi ne staff relationship. For instance a reialively jumdf

member of the person fiment informing a senior departmental manager thal a certain
proposed action is contr policies of the organisation. :
Problems over: ence can also lead to the possibility of role stress; see below.

do and theNgdlities and obllgatlons Formal role prescriptions provide guidelines for.
expected behaviours. Examples are a wntten contract of employment, rule and regulations,

- Role expé@tions ' ' : ' L
Many tations-are prescnbed formally and indicate what the person is expected to .

_ standards, policy decisions, job description, or directives from superiors. Formal role ~
" expectations may also be derived clearly from the nature of the task. They may, in part at

least be defined legaily, for example the obligations of a company secretary under the
Companies Acts, o the responmb:]ltaes of a district audltor under the Lo-.al Govemment

 Acts,

Butt not all role expectations are prescribed formally There will be certaij pat:cms of
behaviour which althongh not specified formally will nonetheless be expected of members. -
These irformal role expectations may be imposed by the group itself or at least .
communicated {o & person by other members of the group. Examples include: ‘general

_conduct, mutual support to co-members, attitudes towards superiors, meaps of -

oommumcaung, dress-and appearance

‘Members may not always be conscmusly aware of these informal expectations yet they still
serve as importani determinants of behaviour. Under this heading could be included the
concept of a psychological centract. The psychologica! contract implies a varjety of
expectations between the individual and the viganisation. These expectations cover a range
of rights and privileges, duties and obligations which do ot form part of a formal agreement
but still have an 1mportant mﬂuence on behaviour.

Some members may havc ihe opporlumty to determine their own role expactanms. where,
for example, formal expectations are specified loosely or only in very general terms, _
Opportunities for reelf-eslsbllsha*d roles are more likely in senior posmonT but also occur




within certain professional, technical or scientific groups, or where there is a demand for
creativity or artist flair. Such opportunitics will also be influenced by the style of leadership
adopted, for example where a laissez faire approach is adopted. -

11.9 PATTERNS OF COMMUNICATION

Group pcrformance and the satisfaction derived by individuals are_mfiuenced by the
interactions among members of the group. The level of interaction is determined by the
structuring of channels of communication. Laboratory research by Bavelas and subsequent
studies by other researchers such as Leavitt have resulted in the design of a series of
communication networks. '

These networks were based on groups of five members engaged in a number of problem-
solving tasks. Members were permitted to communicate, with each other by wnttv:n notes
only, and not everyone was always free to communicate wnh cvcryonc else,,

Main commrunication networks _
There are five main types of communication networks— Wheel, Circle, All channel, Y and
Chains (See Fig. 0). :

' O

/ O O O -O——0
. Chains . :
O

Fip. 6 : Communicalion networks

The wheel, alse sometimes known as the star, is the most centralised network. This netweork
is most efficient for simple tasks. Problems are solved more quickly with fewer mistakes
and with fewer information flows. But as the problems of the group become mere complex
and démanis on the link person increase, effectiveness suffers. The link person is at the
centre of the network and acts 2s the focus of activities and information flows, and the co-
ordinator of group tasks. The centrdl person is perceived as leader of the group and
experiences a high level of satisfaction. However for members on the pcnpht:ry, the wheel
is the least satisfying network.

The circle is a more decentralised network, Overali it is less efficient. The group is
unorganised, with low leadership predictability. Performance tends to be slow and eratic.
However, the circle is quicker than the wheel in solving complex problems, and also copes
with change or new tasks more efficiently. The circle network is most satisfying for all the
members. Decision-making is likely to involve some degree of participation.

The all-channel network involves full discussion and participation. This network appears

127

Group Formation and Greup
Proceses -



Gmplndhm-{;mm inmu.

to work best where a high level of interaction is-required among all membe: s of the group in-
order to solve complex problems. Leadership predictability is very low. There is a fairly

high level of satisfaction for members. The all channel network may not stand up well under
pressure, in which case it will either disintegrate or reform into a wheel network.. :

A Y’ or chain network might be appropriate for more simple problem-solving 1asks,
requiring lile interaction among members of the group. These networks are more

is high to moderate. There is a low to moderate level of satisfaction for members.

~ centralised, with information flows along a-predetermined channel. Leadcrjrl:ip predictability -

Satisfaction of group members o S
Tinamas from these studies indicate that the greater the amount of inler-co%necwdness of

the network, the higher the general level of satisfaction of members in the group. Groups

* allowed to establish their own communication networks, and who did so w] th the minimum

of finks, took less time to solve their tasks. Those groups wheo did not minimise the number

" of links in their network took more time to solve the tasks.

_From a review of studies in communication networks, Shaw confirmed that simple tasks
were consistently undertaken most efficiently in more centratised networks such as the
wheel, More complex tasks were performed more efficiently by decentralised networks such

as the circle or the all-channel. The characteristics of the different commu%ﬂcation networks

 are determined by the exient of ‘independence’ and *saturation’.

o Independence refers to the opportunities for group members 10 take action and to solve
the problem without relying on the assigjance of others, S

« Saturation occurs when the task places excessive information load or other demands
upon a member of the network. This inefficiency. The central person is a _

- centralised network handling cgmplex ems is more likely to expeﬁence saturation.

@ “her position in the nétwork relates to the degree of
tion Of recognition and achievement heeds. A high level of

y prevent the satisfaction of these needs, and if members
ted they may not be so willing to share information with

independence and the say
dependence on other me:
of the network be fru
others.

getworkthe central person has greater independence thar the other members,

: {S\etwork all members have a moderate degree of dépendel ce upon each
 pther. Leaddwgllip is also important because this can influence the opportunity for
independent action by the group members, and can also control the possiTlity of saturation.

Implications for the manager . _

- Despite the artificiality of these communication network studies, they do have certain
implications for the manager. A knowledge of the findings may be-applied to influence the
patterns of communication in meetings and cominittees. They also provide a reasonable
represeniation of the simations that might apply in large organisations. Members of the
group may be located in different parts of the organisation or have only lintted oppoﬁunities:
for face-to-face.contact with each other. The majority of communications may only be
indirect or by means of written notes or tefephone.

Tt will be interesting for the manager to observe the pattermns of communif:al.ions a.dopted by
different groups in different situations, The manager can also note how chmmunication
network change over time and how they relate to the performance of the group. '

No one network is likely to be effective for a range of given problems. It is the manager’s

" job to ensure the most appropriate commmmication network for the performance of a given

task. Problems which require a high level of interaction among members-of the group may
not be handled efficiently if there are inadequate charmels of communication or sharing of
information. The choice of a particular communication network may involve trade-offs
between the performance of the work group and the satisfaction of its m%mbers;’

1110 ANALYSIS OF BEHAVIOUR IN GROUPS

In order 1o understand and to influence the functioning and operation of F group it is
’ ) 128
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- necessary to study pattems of i 1r|teracuon and the parls played by mdmdual members TM)
_ of the main metheds of analysing the behavrour of mdmduals in gruup situation are
' socrome:ry and-i m;eracuon pmcess analysrs : : .

- Socwmetry

- Originally developed by Moreno, socrometry isa method if mdlcatmg the feelmgs of
‘acceptance or rejection among members of a group. A sociogram (see Fig.7) is a.
diagrammatical illustration of the pattern of interpersonal relationships derived from
sociometry, The sociogram depicts the choices, preferences, likes.or dislikes, and
interactions berween individual members of a group. It can also be used to display the
structure of the group and to record the observed frequency andfor durauon of conlacts
among members. - . :

‘The basis of sociomelry, howevet, is usually ‘buddy rating® or peer rating’. Each member
in the group is asked to nominate or to rate, privately, other members in terms of some given
context or characteristic, for example with whom they communicate, how influential or how
likeable. Questions may relate to either work or social activities. For example: who would
~ you most prefer or least prefer as'a work-mate? or who would make a good leader of the '

. group? or with whom would you choose and not choase to go on holiday‘?

Positive and neganve chou:es may be recorded for each. person, although sometimes posntrve
choices only are required, The.choices may be limited to a given number or they may be
unlimited. Somellmes mdwlduals may be asked to rank thelr chorces

" Fig. 7 ¢ A simple'soclogram illustrating interaction am 5 members of a group. Positive choices culy

i} G and M are popular {the stars) and 1 chosen by members.
ii) M is the link between two overlapping 5, KML and MNO.

iii) H and P are unpopular (isolated) and chosen Ieast by members,

iv) JKMO is a chain.

v} ABCD is a sub-group and separated from the test of the members

Constructing a sociogram :
_ In constructing the sociogram the distance between lhe points may be arranged to indicate
" the degree of positive artraction. If two people choose each other the points representing
these individuals will be closer together than if neither person chooses the other. If both
positive and negative choices are recorded some distinguishing feature, such as different
cotours or the use of solid and broken lmes can be used to dlfferentlate clearly between
selection and rejection, :

Members chmces could he tabulal:ecl but the advantage of the sociogram is that it provtdes '
a visual descrrpuon of the sociometric structure of a group. It indicates cliques and sub-
‘groups, compatability, and members who are popular, isolated or whi act as links. However,

* sociograms can become complicated and unwieldy especially for larger groups or where
there is an untimited aumber of nominations, if rankings are given, or where both positive
and negative choices are recorded. Individuals express desired chojges and may.indicate
what they feet should happen Thls does not always correspend with actual patterns of
behawour ) :

Buddy rating is used sometimes as part of a staff selection procedure, usually as a basis for
jndgment of candidat=s *sociability’ rating. This method can only be used, of course, if a
group of candndates have been together long enough to become well acquamted with each
other. _ :
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Group and inter-Group Processes -

11.11 INTERACTION ANALYSIS i

The basic assumption behind inferaction analysis is that behaviour in groups may be

- analysed from the viewpoint of its function. This approach has developed largely from the

work of Bales on methods for the study of smal! groups. This aim is (o provide ways of
describing group process and indications of factors influencing the process.

In Bales’ ‘Interaction Process'Ana]ysis‘ every act of behaviour is categorised; as it ocours,
under twelve headings. These differentiate between ‘task’ functions and ‘sccio-emotional’
functions. The categories apply Lo both verbal interaction and non-verbal interaction. -

A Socio-emotional: Positive Reactions ;
1) Shows solidarity, raiscs others status, gives help, reward. ‘
2) Shows tension release, jokes, laughs, shows satisfaction.

3) Agrees, shows passive acceptance, understands, concurs, complies.

B Task: Aitempted Answers

4)  Gives suggestion, direction, implying autonomy for others.
5) Gives opinjon, evaluation, analysis, expresses feeling, wish.
6) Gives orientation, information, repeats, clarifies, confirms.

C Task: Questions -

7 Asks for orientation, information, repetition, confirmation.
8) - Asks for opinion, evaluation, analysis, expression of feeling.
9)  Asks for suggestion, direction, possible ways of action.

D Socio-emotional: Negative Reactions _
10) Disagrees, shows pussive rejectionJormdljty, withholds help.
11) Shows tension, asks for help, withdrags opt of field.

12) Shows antagonism, deflates ;* status, defends or asserts self.
In an extension of interaction pr alysis, Bales gich 27 typical group roles which are

based on various combinagiegs of these original main behavioural categories.

e fungiions ' :
E effective, then, whatever its structare or the pattern of inter-relationships
among members, thege are two main sets of functions or processes that J::lst be

Task and mainteng

sk funCtions and maintenance functions.
ks are directed towards problem-solving, the accomplishment of the tasks of
. the group 3gd the achievement of its goals. Most of the 1ask-oriented behaviour will be
concerned with ‘production’ ac'ti_vities, or the exchange and evaluation of ideas and
information. ' _ T :

» Maintenance functions are concerned with the emotional life of the group and directed
towards building and maintaining the group as an effective working unit. Most of the
maintenance-oriented behaviour will be concerned with relationships ameng group
members, givirig encouragement and supportt, maintaining cchesiveness and the
resolution of conflict, o

Task and maintenance funictions may be performed either by the group ]ea%ler or by
members. Ultimately it is the leader’s respansibility to ensure that both sets of functions are
carried out and the right balance is achieved between them. The appropriaie combination of

 task-oriented behaviour and maintenance-oriented behaviour is essential to the success and

continity ef the group. -

In addition to these two types of behaviour members of a group may say or do something in
atiernpting to satisfy some personal need or goal. The display of behaviour in this way is
termed self-oriented behaviour. This gives a classification of three main iypes of functional
behaviour which can be exhibited by individual members of a group: task-oriented.
maintenance-orienied and self-oriented. :

Classification of member roles J‘
A popular system for the classification of member roles in the study of group behaviour is
that devised originally by Benne and Sheats, The description of member roles performed in
well-functioning groups is classified into three broad headings: group 1ask roles, group
maintenance roles and individual roles. :
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Group task roles : These assume that the task of the group is to select, define and solve .
‘common problems. Any of the roles may be performed by the various members or the group
leader. '

iy The initiator-contributor - wvii) The co-ordinater

ii) The information seeker viii) The orienter

iii} The opinion seeker ix)  The evaluator-critic

iv) The information giver x}  The energiser

v} The epinion giver xi})  The procedural techmcwn
vi) The elaborator : Xii) The recorder )

Group building and maintenance roles : The analysis of member-functions is oriented:
towards activities which buitd group-centred attitudes, or maintain group-centred behaviour.
Contributions may involve a number of roles, and members or the leader may perform each
of these roles. _ o

.i} The encourager v)  The standard setter or ego ideal

ii) The harmoniser " vi) The group-observer, and commentor
iii} The compromiser vii) The follower :

iv) The pate-keeper and expediter

Individual roles : These are directed tdwartjls the satisfaction of personal needs. Their
purpose is not related to either group task or to the group functioning.

i) The aggressor : v). The playboy

i) The blocker o vi)  The dominator

iii) The recognition-secker “vii) The help-seeker

iv) The self—confeﬁsor viii) The special interest Pleader

Frameworks of behavmural analysis
Several frameworks have been designed for observers 1o categorise pattern erbal and .
non-verbal behaviour of group members, Observers chart membg % aviour on speciaily

designed forms. These forms may be used to focus on singic ind or used to record
the total group interaction with no indication of individualbehaviol

The system of categorisation fnay distinguish betwegp diffeREnt behaviours in terms of the
functions they are performning. The completed oby on fofms can be used as a basis for
discussion of individual or group performance in e strengths/weaknesses of
different functional behaviour. '

In the following framework there are two o ion sheets, one covering six types of
leader-miember task-function behaviour and the other covering six types of leader-member
group building and maintenance function behaviour.

Task functions

I Inmitiating: Proposing tasks or goa]% defining a group problem, suggesting a procedure
or ideas for solving a problem.

2 Information or opinion seeking: Requesting facts, seeking relevant information about
a group concern, asking for suggestions and ideas. N

3 Information or opinion giving: Offering facts, providing relevant information about
group concern; stating a belief; giving suggestions or ideas.

4 Clarifying or elaborating: Interpreting or reflecting ideas and suggestions; c]eanng up
confusions; indicating alternatives and issucs before the group, giving examples.

5 Summarising: Pulling topether related ideas, restating suggestions after group has
discussed them; offering a decision or conclusion for the group to accept or reject.

6 Consensus testing: Sending up ‘trial balloons’ to see if group is nearing a conclusion;
checking with group to see how much agreement has been reached.”

Group building and maintenance functions

1 Encouraging: Being fiiendly, warm.and responsive to other, accepting others and IhEIr

- contributions, regarding others by giving them an opportunity for recognition,

2 Expressing group feelings: Sensing feeling, mood, relationships within the group,
sharing one’s own feelings with other members,

3 Harmonising: Atiempting to reconcile disagreements, neducing tepsion through “pouring
oil on troubled waters”, getting people 10 explore their differences.

4 Cempromising: Wher own idea or staus is involved in a conflict offering 1o
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" compromise own position, admlmng error, dlsc1plmmg oneself 1o mamte.\m group
cohesion, i
5 Gate-keeping: Attempting to keep communication channels open, facilitating the
_participation of others; suggesting procedure for sharing opportuniiy to discuss group
problems, :
6 Setting standards: Expressing standards for group to achieve, applymg tandards in
evaluating group functioning and production, F
Source: Nationa! Training Laboramry, Washingron DC {1952).

Frameworks of behaviour analysis concemecl with ‘collecting behavnoural data’ as a basis

for intevactive skills training are given by Rackham, Honey and Colbert. They emphasise the
importance of identifying behaviours that are susceptibie to development and change. For
example, Fig. 8 relates to an activity which members agree serves a useful purpose, and
catcgonses behaviours of importance to the group situation.

In a second framework, Fig. 9, the categories are paired to provide a framework of
behayioural feedback and a link to superwsory sty]e

Use of different framewotks
Different frameworks use a different number of categories for studying behaviour in groups.
The interaction analysis method can become complex, especially if non-verbal behaviour is

_included. Many of the categories in different frameworks may at first sight appear to be very

similar.

It is important, therefore. to keep the framework simple, and easy to understand and
complete. The observer’s own personahty, values and attitudes can influence the
categorisation of behaviour. For these reasofyt is preferable to use trained'observers, and -
wherever possible and appropriate to uségnore than oric observer for each group. The
obscrvers can lhen compare the level of coNgjgi€ncy between their categorisations.

Obscrvanon shec 5 can be desig @
and the nature of the activity involVed¢#?

it the particular requirements of the group situation
example of a reasonably simple, ten-point

- observation sheet used by or is given in Fig. 10.
- 1a5e " Finish time: £5.35 Any time absen : Noae
S wal [ i
- tideas and pu\?pos-alsl | .
: : : [T A L - -1
Caughi Proposals TR
. Al | | o [etowmn
S i | ]
_Bu'ﬂd'mg

b-sayuimg and Crilicising . [}

W (i Iu AR

‘Secking Conrmnui}.n_ ﬂ
(agreement and ruppart)

Supponting

and lnferenation

Socking Clrtfiation Englunation [I!f ﬁh’ m
L

‘Other Denaviour Ll
tinchading peaviding info, ad
ExplEIALIONE it rApORsS 1D Tequests)

Offering tuntnvited} ’
Explansticis, Reasons and Dillicalies

=

Unsmuctared Contobutians {ihinking i
afewd, rambling on and conmdicring
nesedl, oic)

=

Malti-speak .
[Talking over and intcmupting) i

| "
W Mw ] Im MIH-H m]“ Ill

Fig. 8 Behaviour analysis in a group situation )
(Extracted from Rackham N., Hmey, P. and Colber, M, 1. Dwelopmg Interactive .)kllls Vellen's Publishing -

(1971,p.99)
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Where appropriate it may be helpful 10 note the initial seating or standing arrangements of
the group. This will help in the identification of group members. Depending on the nature of
the activity involved, it might also be possiblé to indicate main channels of interaction
ameong individuals for example to whom eye contact, hand movements, ot ideas and
questions are most frequently directed. A note could also be made of changee in
arrangements during, and at the end of, the activily.

Supporting

Disagreeing

Building -

Criticising

Bringing i

Shukting et

Innovating

Sohdifying

Admitting Difficolty

Defending/Attacking

Giving Information

Seeking Information

Other
Fig. 9 & framework of behavioural F k
{Eairacted from Rackham. N., Honey, P. and Colbert, M.J. Developing [ Skills, Wellen's Publishing
(19713, p.99.} '
Headings of the observation sheet are not ly exclusive. For example, leadership

could be included under Taking Initiative, ar Unfer Performing Group Roles. Similarly, the
role of humorist could be included under Performing Group Roles, but might also
appropriately be included under the heading of Harmonising.

Obscrvers will tend to use their own methods for completing the sheet. For example, a
simple stroke or tick for each contribution and perhaps a thick stroke for a particularly
significant contribution. Some observers might use some other distinguishing mark to
indicate non-verbal behaviour such as body movemenis, smiles or eye contact, The most
important point, however, is that the charting should not become too-complex. The observer
should feel happy with the framewark and be capable of expiaining the entries in a
meaningful way, Where morc than one observer is present there should be some degree of
consistency between them.
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Mature of gropp |
| . Nare of activity '
Cue Name of obscrver(s)
I;rlitial ' i . ¢ D .
armngement . B E
of group A F

" Names of group members {or
reference letters)

al B ci'D E| F

Taking Tnitiative—e.g. atempling ' : _ |
leadership, segking suggestion i :
offering directians

Brainstorming—e.g. )
offering ideas or suggestions i
however valid ’ g ‘

Offering positive ideas—e.g.
making helpful suggestions,
atiempting 10 problem solve

Drawing In others—e.g.
encouraging contributions, seeking
ideas and opinions

Being responsive 10 others—e.g. .
giving encouragement and support

building on ideas \
Harmonising—e.g. acting as

‘péacemaker, claiming things down.
COMPTOMising .

‘Challenging—e.2.
s wing justification, showing

tinking ideas, ¢
tlarifying objectives/proposals J

Performing group roles—.g.
spokesperson, recorder, time
keeper, iumorist

Other comments

Fig. 10 Observation sheet for behaviour in groups

11.12 GROUP PERFORMANCE AND EFFECTIVENESS

Groups are an essential feature in the life of the organisation. It is, however, difficult to draw
any firm conclusions from a comparison between individual and group performance. An
example of this can be seen from a consideration of decision-making, Certaia groups, such
‘as commiittees, may be concerned more specifically with decision-making; but all groaps
must make some decisions. Group decision-making can be costly and time consuming, but
would appear to offer a number of advantages.

Groups can bring together a range of complementary knowledge and c)%pertis'e.

o In‘eraction among members can have a *snowball” effect-and provoke l‘rmhcr thoughts in
the minds of others. ' ' '

» Group discussion leads to the evaluation and correction of possible decisions.

e Provided full participation has been facilitated, decisions will have the acceptance of
most members and they are mare likely to bé committed (o decisions made and their
implementation. ' '
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Risky- Shift phenomenon Group Formation and Group
One might expect, therefore, & higher standard of decision- -making to result from group L Proceses '
discussion. However, on one hand there is the danger of compromise and decisions being '

made in line with the ‘highest common view’; and on the other hand is the pheiomenon of

the so-called risky-shift. This suggests that instead of the group taking fewer risks and

making safer or more conservative decisions, the reverse is often the case, There is a

tendency for groups to make more risky decisions than would individual members of the

_ group on their own. Studies suggest that people working in proups generally advocate more

risky aliesnatives than if they were making an individual decision on the same problern.

Presumnably, this is because members do not feel the same sense of responsibility for group

decisions or their outcomes. A decision which is everyone’s is the responsibility of no one’.

Other explanations offered for the risky-shift phenotmenon include: _

i) people inclined to take risks are more 1nﬂuemlal in group discussions than more
conservative people; and

ii) sk saking is regarded as a desirable cultural characteristic which is more llkely to b
expressed in a social situation such as  group working.

However, groups do appear fo work well in the evaluation of ideas ind to be more effective
than individuals for problem-solving tasks requiring a range of knowledge and expertise.
From a review of the research Shaw suggests that the evidence supports the view that groups
produce more solutions and better solutions to problems than to individuals.

11.13 BRAINSTORMING

A bralasterming approach involves the group adopting a ‘freewheeling” atti and
generating as many ideas as possible, the more wild oz apparently far-fet8ged th@ better,
There are a number of basie procedures for brainstorming. ' '

« The initial emphasis is on the quantity of ideas generated, not @ ity of ideas. _
# No individual ideus are criticiséd or rejected at this stage, howeVag#ld or fanciful they

may appear. .
+ Members are encouraged to elaborate or build on ideas ¢ sed by others, and to
bounce suggestions off one another, '
& There is no comment or evaluation of any p until all ideas have been
" generated. ' '
Brainstorming is based on the assumptions ative thinking is achieved best by

encouraging the natural inclinations of group mM€mbers and the free association of ideas; and
that quantity of ideas will lead to quality of ideas..

Effecnveness of brainstorming groups

One might reasonably expect that members of a bramstonmng group would produce more
creative problem-solving ideas than if the same members worked alone as individuals.
Availability of time is an important factor. Over a longer penod of time the group may
produce more ideas through brainstorming than individuals. Perhaps surprisingly, however,
there appears to be doubt about the effectiveness of brainstorming groups over an individual
working under the same conditions. Research findings suggest that brainstorming groups
can inhibit creative thinking.

'

Taylor compared 12 groups of four people who were participating together, with 12 *groups
of four people working separately. Performance was measured in terms of the number of
. alternative solutions to a series of given problems, generated through *brainstorming” over a
given period of time. In each case the group with people working on their own produced
more solutions and generally of a higher quality.

In another study, by Maginn and Harris, 152 students were divided into groups of four and
asked to brainstorm two problems. Some of the groups were informed that their ideas would
be evaluated for originatity and quality, and that they would be observed by judges, either
from behind a one-way mirror or by tape recording. Other groups were told that all.hough
they would be listened to, their ideas would not be subjected to evaluation. :

Although it was predicted that the groups facing evaluation would perform less well, the
findings indicated that the performances of both sets of groups were similar. Maginn and
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1114 VARIETY OF INTERRELATED FACTORS

Harris concluded that individual members put less effort into & task when |'sponsibi]it)r for
the 6utcome is shared with other members of the group. Unless this feeling|of diminished

" responsibility can be overcome, individual brainstorming, although lonelier, is better,

Whatever the results of a comparison between individual and group perfor(]na:\ce, groups
wil} always form part of the pattern of work organisation. It is a matter of judgment for the
manager as 10 when, and how best, to us¢ groups in the execution of work.

Any framework for viewing the performance and effectiveness of groups rust take into
account a variety of interrelated factors, These include: :

« the composition, cohesiveness and maturity of the group;
e its structure, the clarification of roe differehtiation and channels of communication;

- # patterns of interdction and group process, and attention to both task and maintenance

functions; . ]
the task to be undertaken and nature of techaology; o
management systern and style of leadership; ‘
organisational processes and procedures;

the social systen of the group and the informal organisation; and

the environment in which the group is operating.

These are the factors that the manager must attempt to influence in order llg improve the
effectiveness of the group, Ultimately, however, the performance of the group will be
determined very largely by the characteris ics and behaviour of its members,

11.15_GROUP DYNAMISS )

" Intérest in the study of group pd behaviour has led ie the development of group
dynamics and a range of group tT¥miffE methods aimed at increasing group effectiveness

through improving socia tion skills.
Group dynami e stily of interactions and forces within smhll face-to-face
_groups. :

One su @ agd is sensitivity training, in which members of a group direct atiention to the
understand @ their own behaviour and to perceiving themselves as others see them. The
objectives ar® usually stated as:

o toincrease sensitivity (the ability to perceive accuraiely how others redct to oneself);

« diagnostic ability (the skill of assessing behavioura! relationships beiween others and
reasons for such behaviour); and ' ' :

» behavioural flexibility, or action skill {the ability to relate one’s behaviour to the
requirements of the situation).

T-Groups _ .
A usual method of sensitivity training is the T-group (training group), sometimes called
laboratory- training.

A T-group has been defined as: 'an approach to human relations traming which, broadly
speaking, provides participants with an opportunity 1o leam more about tlilemselves and their
impact on others, and in particular to learn how to function more effectively in face to-face
situations. .

The original form of a T-group is a small, leaderless, unstructured, face-to-face grouping.
The group nomally numbers between 8 to 12 members who are strangers to each other. A
deliberate attermpt is made 10 minimise any status differentials among members, There is no
agenda or planned activities. Trainers are present fo help guide the group| but not to take an
active role or to act as formal leader. The agenda becomes the group’s own behaviour in
amempting to cope with the lack of structure or planned activities. Training is intended to
concentrate on process rather than content, that is on the feeling level of commurication
rather than the informational value of commuuicatios.
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" Faced with confusion and lack of direction, individuals wilt act in charactensnc ways With : Gruup Formation and Group

Proces
the guidance of the trainers these patterns of behaviour become the focus of attention for the "

- greup. Feedback received by individuals from other members of the group 13 the main
mechanism for learning,

This feedback creates a feeling of anxiety and tension, and the individual own sclf—
examination leads to consideration of new values, attitudes and behaviour. Typically, the
group meets for a 1 z ‘hour-2 hour session each day for up to a fortmight. The sessions are
supported by n:lated lectures, study groups, case studies and other exercises,

Self-insight in T-group process .

A simple framework for leoking at self—ms:ght which is used frequenl to help individuals in
the T-group process, is the ‘Johari window’ {Fig. 11). This classifies behaviour in matrix
form between what is known-unknown fo self; and what is known-unknown to others.

A ceniral feature of the T—gmup is reduction of the individual's ‘hiddén’ behaviour through
self-disclosure and reduction of the ‘blind’ bchavmur throngh' feedback from-others.

Hidden behaviour is that which the individual wishes to conceal from, or not to
commuricate to, other group members. An important role of the group is to establish
whether members conceal too much, or too little, about themselves from other members. N

The blind area includes mannerisms, gestures, tone of voice and represents behaviour of
which the individual is unaware of the impact on others, The group must establish an
atmosphere of openness and trust in order that hidden and biind behaviours agg reduced and
the public behaviour enhanced : '

. Behaviowr Behavioupe
—_ P
known to self voknowl to se -
Hehariowr known - : )
to others PUBLIC - LINTY )

Behaviour unknown -HIDDEN - . GWN

to others
Fig, 11 Th@/indﬂw

Value and effectiveness of T-groups

Reactions to the value and effectiveness of T-group trammg are very mixed. Specific
benefits and changes in behaviour from T-group training are listed by Mangham and Cocper
a8l

Receiving Commumcatmns. more effort to undcrstand attentive hstcnmg Relational
Facility: co-operative, easier to deal witls

Awareness of Human Behaviour: more analytic of others’ actions, clear perceptmn of
people.

Sensitivity to Greup Behaviour: more conscious of group process, Scnsumty to Ol.hers
Feelings: sensitivity 1o the needs and feelings of others.

Acceptance of Other People; more tolerant, considerate, patlent “Tolerant of Ncw
Information: willing 10 accept suggestions, lcss dogmatic. - .

However, the experience can be very disturbing and unpleasant, at least for some members,
. For example, participants have described it as: ‘a bloodbath and a psychotogical nudist
colony in which people are siripped bare to their attitudes’.

T-group training is difficult to evaluatc objcctively and there is stifl a main problem of the
extent to which training is transferred ‘back hone’ to practical work situations. However, a
number of studies do suggest that participation as a member of a2 T-group doss increase
inter-personal skills, induces change and leads to open eommunications and more flexible

behavlour
137




Group and Inter-Group Processes

' 11.16 SUMMARY

" Group performance and the satisfaction

at.

T-groups now take a number of different forms. Some place emphasis on the understanding
of group processes, others place more emphasis on the development of the individual’s self-
awareness and feelings towards the behavicur of other people. They are now used frequently
as a means of attcmptmg to improve managerial development and organisational '
performance.

The Blake and Mouton managerial grid seminars, can be seen as an applicd and refined,
form of T-group. A number of different training packages have been designed, often under
the broad heading of inter-personal skills, which are less dlsturbmg for participants. The
training often involves an analysis of group members’ relanonshlps wlth one another and the
resolution of conﬂlct :

Groups are a major feature of human behawour and of Orgamsatlonal Performance.
Members of a group must co-operate with one another for work to be'carried out. Groups
help to shape the work patiern of organisations, and the attitudes and behaviour of members
regarding their jobs. Groups develop their own values and norms of behaviour.
Organisations function best when members act not as individuals, but as members of hlghly

effective work groups. _ . L

Groups are formed as 4 consequence of the patiem of Orgamsauon Structure and

arrangements for the division of work. The nature of technology and the worrk fiow system
of the organisation is a major influence on the operation of groups, and the inanner in which
they conduct themselves, The coricept of ‘role” is important to the functioning of groups,
and for an understanding of group processesgnd behaviour. '

ivedy individuals are influenced by the
interactions among members of thgsgequp. THE level of interaction. 1s determined by the
channels of communication (Co @ fion networks).

necessary 1o study the beha indivigual members. Thus, groups are an essential
feature in the life of#M organjsation

11.17 SELF-ASSESSMENT TEST

In order to understand m}dwnce the functioning and operation of a ?’:up, itis

' 1) Whatis p? Explain _the importance of group valu_és and norms, and give practical -

examples from witiin your own organisation.

2) Distinguish between formal and informal groups,'what functions do groups serve in an
- organisation?

. 3} Whatare the characteristics of an effective work group. As a manager how would you

awempt to dcve]op effectwe group relationships and pcrfonnance‘?

4) Contrz_lsl different types of communication network int groups, Give examples of a
situation in which each type of network is likely to be most appropriate.

S) Inwhat ways might a manager expect to benefit from an understandin, of the behaviour -
of people in work groups? Give practical examples relating to ynur ‘own experience.

11.18 FURTHER READINGS

Mullins, Lausie J., 1989. Management and Organisational Behaviour, Pitman: Great

Britain.
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'UNIT 12 ORGANISATIONAL
~ COMMUNICATION

. Objectives

After going through the unit you should be able to : .
"e appreciate the main objectives of organisational communication
* understand the dynamics of communication network
® develop plans of making r_r_l_ulti-d.irectiorial communication in tjrganisations Mo
effective. ' R '

Structure

12,1 What is Organisatior:al Communication?
12.2° Goals of Crganisational Communication
2.3 Communication Network
124 Direction of Communication’
125 Problems in Communication -
126  Summary - L :
127, Self-dssessment Test
12.8  Further Readings™ -

12.1 WHAT IS ORGANISATIONAL COMMUNIBATION?

evolved. For example, in BHEL (Bhopat Unit), Managenieht-Emp B

Mectings (MECOMs) have been effectively used. A MEC@WAs an open forum, in which

mere than 700 persons participate, has contributed to mutu%g of information and
and Smployees, MECOM has

nt of this system has not been

¢ evolution of MECOM. '

concerns and better understanding between marnage;
helped in effective implementation of decisions.
easy; a lot of OD work was doue prior to and during

* In TISCO, the Chairman keeps communical his employees by answering every
letter that is addressed 10 him (some 80,000 ) and has an open house-at his residence _
between 7 and 9 every moming where any one can waik in and discuss personal or work-
related problems. He also holds “dialogues” with large groups, sometimes of 2500 persons.

The most systematic artention to communication has been paid in VST Indistries, including
regular business-retated communication with the Union, with great benefits.

Organisational communication can be defined as the process of the flow (transmission and
Teception) of goal-oriented messages between sources, in a pat../m and through a medium or
media, : o . - . -

An additional ‘element in organisational communication (nobpresent in interpersonal
communication) is the flow pattern of messages. Thus there are seven elements in
organisational commumication—the transmitting source; the receiving source (the target);
the transmitted message; the received message; the goal of the message; the medivm or

.. media;‘and the flow pattern (which is calied network), The transmitting -nd receiving
sources are the pecple sending and receiving the message.

12.2 GOALS OF ORGANISATIONAL COMMUNICATION

Organis'aliqna'l Communication has several goals,

Information Sharing: The main purpose of communication is to transmit information from
© & source to tarpet individuals or groups. Various types of information are transmitted in the
organisation policies, rule, and changes and development in the organisation, etc. There may
be need for the fast diffusion of some information in the organisation, e.g. social rewards -
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directing the various aspecis propetly.

and awards given, settlement with the union, major change in the organisation, etc. This may
iake a long time if the organisation is large. _ o

Feedback: There is a peed to give feedback to thé employees on their achievements to the
departments on their pérformance; and 1o the higher management on the fulfilment of goals

" and difficulties encountered. Communication of feedback helps in taking c rrective

measures and making necessary adjustments and it motivates people in developing”

. challenging and realistic plans. :

Control: The management information system is well known as a controf mechanism.
Information is Eransmitted to ensure that the plans are being carried out according to the
original design. Commiunication helps in ensuring such control, & monitoririg mechanisn.
Critical information reaches the appropriate level of people in the organisation. This helps in

Influence: Information is power. Oné purpose of communication is to influence people.
This is very clear in the case of communication from a trainer in a training group. The main
purpose there is to influence the participants. Similarly, the higher the management level,
the more is the influencing role of the inanager. The manager communicates 1o creats a good
climate, right attitudes, and congenial working relationships. All these are examples of
influencing,.

Problem sclving: In many cases communications aimn ai solving problems. Communication
between the management and the inion on some issues (negotiation) is aimed at finding 2
solution. Many group mectings are held to brainstorm altarnative solutions for a problem
and to evolve a solution. Such communication can be in small groups {(dyags or triads) or in
large groups. ’ ; ’ ! :

Decision-making: For arriving at a deci ion, $gveral kinds of communication are needed,
e.g. exchange of information, views, ava emnatives, favourable or unfavourable
points of each alternative, etc. Cogpaagnicatiti helps a great deal in decision-making. A
more itnporiant role is played b Rmunication of aliernative solutions and the

exchange of views on various malg

Change: The effectivenes hange introduced in an organisation depends to a large

extent on the clarity and spd taneity of the communication. Com’municatiqn between the
consultants and ( agers, between the managers and the employees, ahd amongst the

employses help inSgowing the difficulties in the planned change, and in taking corrective -
action, : LTG

Group B Communication helps in building Trelationships. Even under conditions of
‘severe conflic¥, good relations can be restored only if the communication process is '
continued. If communication breaks down, the group may disintegrate. Communication
provides the necessary lubrication for the proper functioriing of a group. The commusnication
of feelings, concemns, and support is particularly imporiant in this context. :

Gate Keeping: Communication helps to build linkages of the organisation with the outside
world. The organisation can use its environment to increase its effectiveness. It can also
influence the environment itself the Government; its client system, the respurce systems, eic.
Communication plays a critical role in this respect. ' -

What has been discussed in Unit 9 about the source, the target, and the mejsage applies to
organisational communication also. ' ' -

Media, as in intérpcrson_al communication, can be either verbal or non-verbal, oral or
written. Verbal media can be classified by using the following dimensions ‘whether it is in
the oral or written form, and whether it takes place in a small group or it ic mearit for a large
group in either the same place or spread over a distance. Using these dimensions, verbal
media can be classified as shown in Figure 1. :

Written communication is more effective in the transmmssion (and reception and
comprehension) of copnitive messages. On the other hand, cral.and specially face-to-face
-corﬂlmunication is more effective in bringing about changes of opinions and atitudes. .

123 COMMUNICATION NETWORK

O-ganisational communication has a flow pattern or a network. In an orgalr:iSation, with
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several sources {people at varios levels) the messages Iransmmed and received may adopt a
consistent pattern. Such patterns ae very useful, and may be good indicators.

Exiensive research has been done on the communicari(m {low patserns, and has come to be
known as commurication network research. Most of such research has been done on small
groups under controlled conditions. A network is a system of several points of

communication for the purpose of decision-making. In miost network research, a small group
(usually of five’ persons) is given a task. and the group funitions under controlled conditions

of communication. The direction of communication is controlled according to different
networks. The effect of each rietwork on perfurmance and satislaciion is studied.

The general conclusions arrived at in the researches done for over two decades seem to be
that the wheel and all-channei networks are mbst effective, and the circle, the least effective
for'simple tasks. However, the circle gives the highest satisfaction (o the rrembers, and the

peripheral members of the wheel are the least satisfied. Findings of some other studies of the

effects of the various networks on three varisbles (performance, satisfaction, and effective
organisation) for the task showed that the wheel groups organised the earlicst, ail channg!

groups tevk longer 1o organise, although eventually they performed as weli, and the wide

groups had the most difficulty in organising,

Dubin applied the findings of communication network research to orgarisations, and
suggesied linkage systems. These are given in Figure 2. He used the three main linkage
patterns {serial, radial, and circular) to develop a number of iinkage systems through their
vertical or horizontal positions and combinations as shown in the figure. The serial is the
simplest system, In a vertical position, ir is a chain of commercials, and in the horizoatal

pasition, service and staff functions.

Communication network research has indicated that efficiency and satisfath
positively related with the mumber of links in the network and inversg
links through the centre. These findings have significant implicatig
groups and units. The more opportanities are provided tothe variol
communicate with 'each other for specific tasks (with 2 uini
the efficiency and satisfaction are likely to be.

€ organigation of
bers of a unit to
coordination) the higher

However, this relationship will depend on several o wctorsdincluding the nature of a-
task. For very simple routine tasks, te wheel patte G be more efficient.

All these findings are from neiwork researd nder laboratory conditions,
Communication network ressarches have bee on large natwral groups also. Extensive

research in India has been done on agricuitural cBmmunication, including types of
communication nets at different stages of adoption. It was, for example, found that the
wheel type is effective al the trial stage, a chain type at the deliberation stage and an
unfinished star type at the evaluation stage. Y.P. Singh with his associates has pioneered
studies with implications for action in organisations.

Singh has suggested a model of agriculwral communications network, as shown in Figure 3
He identified two phases (upto 1970 and post-1970) in'such researches. The focus of the
first phase was on communication between change agents and farmers, and amongst
farmers. The second phase widened these researches to new areas.

The conclusions trqm the firsi phase of researches arc as follows;

1)
\2)
3)

4

3)

Greater the number of information sought greater the adoption.
Higher the contact of a farmer with communication source greater is his adoption.

Farm knowledge has flown to Indian farmers through 27 sources. Not all sources have
been functional at all the times und at afl the places, but these have functioned in one
part or the other or at one stage of time or the other.

In terms of magnitude of coverage VLW and word of mouth accounted for nearly 80%
of the awareness. The contribution of the two are nearly equal.

Combing the studies on sources of communication at dlfferent stages of adoption

following facts emerge: _

a) Village level change agent is important at need stage. When people had felt need
they spoke to change agent. _
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. by Village level change agent and other farmers combined are most 1imponant sources
© of awareness.
¢} The coniribition of the two are nearly equal at awareness and anterest smges At
deliberation stage informal pcrsona] sources including family members are most
‘important.
d} No communication is needed at trial stage for simple substittive practlces or the
_ commercially conducted operation. For complex or enm'ely new enterpnscs intra- .
" .. community expert figures or formal local sources act as comrhunication soarce. -
€) At evaluation stage, fellow farmers are the main communication sources.
f} There is no appreciable variation in the utilization of sources of fm'm information
" from practice to practice hut it has been found that for a completely new practice
the communication source ar awareness and interest stage are novalors whereas
for change in' repetitive practice influentials are the commumcatols

N 6} ; Source utilisation has been found to \rary acccrdmg to the socio- ~ecoNOMic

_ characteristics of the subject. Young age, educational level and farm mchecononhc
status have been found to be positively associated with the use of institutional sources
and overail extension contact as measured by an index of extension contact

7) Higher caste have been reported 10 be making use of msnmuonallsed sourccs

L 8} Farmers with progressive outlook use more of :mpetsonal and ofﬁmal sources, mhers

rely on personal localite sources.

9 VLWs, demonstration and opinion Ieaders are supposod tc be more crpdlble than radio,
newspapers and bulletins but in progressive villages having access to scientist, scientists
are considered more credible followed %y radio, progressive farmers, and block agency.

10) When an innovation reaches rusal Sdgimugity farmers talk to one another and such:
interaction has oonsequenccs the nse for individuals and gr(mps towards .

_ innovation. _
. 11) Intra-perscnal k;qnnnu:iicati fegard to adoption of i 1nnovauons at different stages
. of adoption has gre: ities with socno-metnc data. ;

12) The inﬂuen'cé' inf tion, flow from individuals plaoed at'hlgher soc10—econ0imc

position to placed at lower position.
"13) The kgpeglemen s in the process of person to person communication are certain
indi enerally calléd key communicators or opinion leaders, who play very
~ impo le in aoocleral:mg or retarding the spread of change.

14} Such persons have also been found to have distinctive cha:actensncs They differ in
their farm size, socio-economic status, extension contact, change agent linkage, trade
fown contact, organisational affiliations, social participation, adoption behaviour,
informal leadership, ideal role incumbency, popularity status and communication skill..

In the second phase studies were done on commuication pattern of researchers,
communication pattern of change agents {extension personnel), source credibility,
communication fidelity and distortion, and media use and effectiveness. Ihterestmg
generalised results, summarised by Slngh, on communication pattems and source credlbuhty

~ are given in Tables 1 to 4.

" Table 1: Communication pau.ern of meerthers
A, Information Input Paﬂerll '

Frequency Smlrces!Cllannels
Most . ' Professions] meetings, farmers, mmedum: supervxsots. folluwmg
o o “up of citation, use of abstract journal index.
Maoderate Self-observation, research journals, extension persouml farm radio
’ broadcast, discussion with colleagues.: :
Least ' Reséarch seminars, workshop, visit to researcH seations.

B. Information Processing Pattern : o
Information Informaation = information Informafion .

’ exposure ©  evalnation storage - tmansfer .
Most . Fellow - Fellow Special Researchireponts
' : scientists scientists notebooks research articles, Repoms
Moderate State .+ Technical Reference  Lecture notws

Specml.lsm ~ feasibility cards Reprints .
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Least ' Extemal - Un:e@erved Memory : Charts(‘mphs,elc

: . Specialists acceplance
C.Inl’omﬂnnOutpulPﬁlem S

. Frequency Methods used .
Most . Farm visits advisory letters, oﬁlce calls wlephom calls-

. Moderate - Professional méetings

Leass Publications, radio and farm fé,irs

Table 2; Communlcalion pattem ofextension personnel :

A, Inrorms.ﬂon lnpnt Pattern

Frequency _Soureeo—(:lnnnels ;
Most * Extension Publications, superior officers, mmmg -Seminars, agncultural umve:slty
: : science, research stmwm outside wgmusmon.
Moderate Expent consultation, from radio bmadcast agncultural colleges, meetings, booklets}
package of practices. .
Least _ 'I'mnmgs, newspapers, kisan ruelas. research Juurna.ls

B. Informatioa Pmcesslngl’aﬂem o
- Frequency - Information " Informstion - Information

_ Evaluvation _ Storage ~ | . transfer
Most: Colleagues Subject- Leaflets
higher ups wise file C and folers
i S -+ radio tatks posters and
’ . - . . slogans
Maoderate . Experiments . Memory - Success
specialists : ) © photo
‘Least Unreserved ) ' - Charts
acceptance ’

C. Intformation Qutput Pattern
Frequency Methods _
Most Farm and home visits, leaflets and foters office ¢

. meetings, fiim show, radio

broadcast demonstration. :
Moderaie Circular letters, farmers training pory letiers.
Least _Telephonc calls
. " Table 3: Source credi ension personnel -
Sk No, ) : . Sources - Credibility Score _
1 ) Scientist -8
2 Supervisor officers 72
3 Extension literature 35
4 Radio - 13
Table 4: Source credibility
Progressive Villages : Non-progressive Villages
1 Agril. Extension officers . I Neighbours and Eriends
2 Scientjsts . - 2 Demonstrations
3 Village levél workers .. 3Village Yevel workers
4 Detnonsirations 4 Agricolaral extension officers
5 Radio & progressive farmers 5 Scientists & pmgresswe farmers
6 Friends and neighbours ) 6 Radio X
7 Relatives ' : _ . 7 Newspapers.
8 Village leaders : ) : 8 Printed material
9 Newspapers : ) )

124 DiRECTION OF COMMUNICATION
Organisationial communication may bhe veruca} horizontal, or ¢ircular. Vertical

communication may be either from the senior levels to the junior levels (downward), or vice .
versa (upward) Circular communication in organisations is very rare. Sometimes
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communication may be bidirectional, messages being exchanged between two sources. Here

normeally three types of intra-organisation communtcation. based on the direction, are

~discussed: downward, upward and horizontal. A fourth type is between the organisation and

the external eavironment. Each of these types of communication has its purposes and
relevnnt mechanisms are use, or can be used to make communication effective for those
purgoses. The purposes of these types of communication and the relevant mechanisms aie
surnmianised in Figure 4,

" Downward Communication: The forowing types of communication are suggusted, along

with some mechanisms:

2  Diffusion of routine information: This can better be done throagh circutars, bulletin
banavrde, €0, :

by Diffusion of procedural information: This can be done by circulars, specially
prepared notebooks and manuals.

¢j Sociatisation: Soclalisation of individuals in the value system of the company is done:
through induction bookiet, special programmes, and meetings, sharing of information
from higher levels with the employces may also help employees to feel a part of the
organisation. '

d) Job-related informatien: This needs o be done by interpersonal communication
between (he job holder and his reporting officer. : :

e} Feedback on individusl performance: The most effective way of this communicaticn
is the appraisal review and coaching meetings hield on the basis of performance
appraisal results,

fi Employee development: Employec¥gvelgpment is being done through dyadic
communication, based on trugiwkgtvee™ manager ard his employee, training
pmgramthes and group me @ ore effective communication for development is
very modelling behaviour ofWg sghior managers.

The most neglected aspec mmunication of the values, ethos and ideology of the
organisation. The maip purpgse of such communication would be to socialise the employees
iq 0s 2 values. This can be done by a special induction policy for
new empleyees, hding them to meet other employees in groups, giving them writien

8y they hay read. The purpose should not be to brainstorm ther, but to help.
their minds about the values and ethos of the orpanisation. This may help
in developinigf integrated organisation, of which ihe employees may be proud, and they
may communicaie similar messages representing the organisation when they meet putsiders,

Omne probiem in downward cominunication is that of message distortion. One siudy of 100
business firms reported a very high degree of oss of information in downward '
communication. Between the Board of Directors and tite following levels, the loss in terms
of the original information {in percentage) was as follow::

Vice-Presidents 37
General Supervisors 44
© Plant Managers 60
General Foremen 70
Workers 80

Upward Communication: Upward communication is as much necessary as downward
communication. Thete are several purposcs of such communications.f These are suggested
below, along with possible mechardsn of developing them:

a) Management contrel: Use of management inforsnation ensuring regular flow of
information helps in achieving effective management coitrol.

b) Feedback: Feedback trom lower levels t¢ higher levels is very useful. Such feedback
can be provided by use of special quesiionaaires and interviews, When people are
leaving the organisation. exit interviews are being used for feedback on impoftant
aspects which the higher level people must know,

¢}  Problem-solving and involvement: The effective mechanism for solving problems of
lower leve! management by the higher levels are grievance proeedure and periodical -
meetings called by the higher level management, Another good method which may help
the people a1 lower levels in the organisation to participate in problem-solving is
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periodically reviewed to save it from becoming ritualistic. A small Task Force may be.
- constituted to prepare a scheme, and monitor it for sometime periodical meetings
aliowing all employees to express their feelings and, give feedback to management, ‘o
help them to take follow up action on problems has been found to be useful in some -
) on_'ganisations. VST Industries have introduced the scheme in a planned way,

‘suggestion scheme, which needs 10 be well designed, properiy executed, and - B Org'an;gaﬁm;. Effectiveness ) '

.Hoi'imnlal Communication: Communication across the Business Groups, Regions and -
Units is very important to develop collaboration, and reduce bureaucratisation, The
following tasks can be achieved with different mechanisms as suggested below:

a) Experience sharing: Functiolnal group meetings (like those 'of_ Finance, Human N _ .
Resource, Data Processing people etc.) from different Business Groups, along with - o o
counterparts/relevant people from the Corporate Departments may be helpful. '

b) Problem-solving: Participation of people from different business groups in solving
common problems can be achieved by setting up special Task Forces (greups to work _
out details and in many cases implement action plans). Problem Clinics (groups to
diagnose problems and suggest altemnative solutions using special techniques of _
diagnosis) have been used. - :

c} Coordinat_ion: Standing Committees are meant to make coordination more effective,

~ External Communication: Communication with the external agencies, like current and
poiential customers, govemment agencies, competitors and potential collaborators, resource
providers (financial institutions etc.) is very important and often gets less attention,‘The
following purposes can be served by the suggested mechanisms. . .. - :

.2} Image building: Annual reports, balance sheets, brouchures ad\écnisem A, ctcfare
important mechanisms, deserving detailed planning (both form angseg tent).
Participation of Company Executives in professional bodies like ;
Associations, Chambers of Commerce Sub-Committees also help%

b Credibil_ity building: Balance sheets and correspondence , clear, and erroressy
contribute to the credibility of the company. o '

) Influencing: An organisation should not shy awal {Q i, role of influencing policies
+ and decisions in the concemned industries and other ums. Well prepared dialogue by
- the top management, and well prepared pargi won il conferences and forums must
receive attention they deserve, One gen‘cra‘%ss of Indian companies is lack of
“expertise and seriousness m influencing exterMagencies. The main role of the
Corporate Management is to develop an aggressive {in the positive sensé) posture and

competence to deal with éritical issues. This ability has been amply demonstrated by
many organisations. The corporate managemenis must develop and institutionalise it.

* Activity 1 . . o
In the light of the above undcrstahding of the directions of communication, prepare a
diagnostic note on communication in your organisation, which are strong and which are ;
weak, needing improvement. B ' :

125 _PROBLEMS IN COMMUNICATION

Communication may not.always be effective. The main criterion to find out whether a-
comiunication is effective-or not is the fulfilment of its purpose. In Figure | the various
purposes of communication in the four directions have been stated. If the purpose is not
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- fulfilled propérljr the case o problem should be looked into. There may be several sources
of problems in communication. ' : :

Distortion in Communication: Rumour o
Rumiours play a critical role in communication during periods of stress and unrest. A rumour

*is-usually a belief which is passed as an item of information from one person to the other

person, without the verification of the relevant evidence. Allport and Postman did a
thorough study of rumours, and suggested two conditions of rumour importance of the topic
to people, and ambiguity of correct information about it. They proposed that intensity (both
incidence, and diffusion, i.¢., rapidity and expansiveness) was a multiplicative function of-
the two conditions. Chorus added a third factor critical sense. This is the tendency to take
several factors into account, decision-making after reflection and on the basis of some data
or verified information. He proposed that rumour could be expressed by the following '
forrula: - : : o ' '
Reixax 1/C -

_The formala means that rumour {R) depcnd.%. on importance (1) and ambiguily' {a), and |

inversely on the critical sense {C). Rumours become weak if the critical sense in the people

s high.

This formula has interesting implication for organisation to minimise rumour and to cope '
with them. ' ' Co o .
Activity 2 : o .
Take any (w0 COMMON FMOUTS in your organisation and preparg an action plan to cope
with the ramours, and preventive sieps to minimise them in futire. '

e P T L IR EERILLTLLL LR
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12.6 CUMMARY _

The objectives of Orgunisational Communication is described. Information sharing,
feedback, conirol, influence, problem-salving, decision-making, change, group building gate
keeping processes help in achieving the goals of an organisation. Vertical, horizontal or
¢ircutar communication (of .ownward and upward communication) and their imporiance
are explained, Problems of Communication and how to minimise them are described.

12.7 SELF-ASSESSMENT TEST

"~ 1y Describe the importance of Organisational Communicatioﬁ_.aﬁd how it will be made

more effective? o . . _
2) Describe the Process of Comnunication and how it helps in achieving the goals of an
Organisation? ' :
3) Explain Communication network. :
4) - Explain the problems involved in communication. How can it be minimised?

12.8 FURTHER READINGS

Material in Chapter Zi of Organisational Behaviour Processes by Udai Pareek (Rawat';r
1988) has been freely used in this Unit. : - :

Human Resource Development: The Indian Expericnce by D-M. Silvera (News India, 1988) .
and Towards Organisational Effectiveness Through HRD by the National HRD
Network (XLRI, 1989) contain excellent niaterial on interesting work on
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commumcatlon in many Indian Crganisations. Chapters 5.7 and 19 in Sllvera and 12 in
' NHRDN are especially recommended for reading. .

The classic work of H Guetzknow and H.A. Simon “The impact of certain communication
nets upon organisation and performance in task-oriented groups” (Management Clence,
1955, 1,233-250} comments on the different-communication nets on task performance.
. The most extenswe work on communication in lndla has been done by Y.P. Singh of
IART, : .

" Y.P. Singh, with his assaciates at {ARI, has done most comprehensive work in agncultural
communication. His two excellent review articles summarise a large number of
significant studies in this area, the first upto 1970, and the second post-1970. “Studies in
agricultural communication in India” in K.N. Singh, C.5.8. Rao & B.N. Sahay (Eds.)
Research in Extension for Accelerating Development Process (ISEE, 1970) and “Fan'(l
message to millions: The Indnan Studies™ (unpubhshed Donald Snowden Memorial
Lecture, 1986 :

Flgure 1 : Different Verbal Media in Organisational Communlcation

Oral Written
Small Group 'Convcrsatiun " LettersMemos
Telephune Telex‘
Lectures Circulars -
Meetings Néwslelters
Large Group Radio Handbooks/Manuals
: Shert Circuit - | Posters/Bulletin Board

Figure 2: Linkage System in Organisations [I'mri Dubin,
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Service, Control,”

R i (cBordimation or ( ]

é;j:::iiﬂl.?gl::rd) Direction of Related Reperting Amang
. e Units " Related Units)
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A"

Fig.3 Inter and Intra-system Interaction Pattern in Agricultural Communication Netsvork

i.eg_cnd

As- Agriculture Scientists
BS- Basic Scientists

E- Extension Personnel
M-Media

F-Farmer

L- Linker

RESEARCH SYSTEM
DISSEMINATION SYSTEM
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BS [& RS [& > BS
"
~
RESEARCH SYSTEM
AS < > AS & AS
h
L
N ;
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SYSTEM
M K 5
N
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USERSYSTEM
A
F F|€ > F

Figure 4: Purposes and Mechanisms of Different Directions of Communications

Purposes

Mechanisms

Dovwnward Communication

1. Diffusion of routine information .

. Socialisation

. Feedback . :
. Employee developmem
Upward Communicasion

1. Control

[ R R - PV )

2. Feedback
3. Problem solving

4. Ideas for improvement

5. Catharsis and group building
Horizantaf Communication

. Experieace sharing

2. Problem solving

3. Coordination
External Communication

1. Image building

2. Credibility building
3. Influencing
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. Diffusion of procedural information

. Providing job-rclated information

Circulars, bulletin boards, wall
magazines

Circulars, handbooks, manuats

Special publications,lectures, meetings

{Conversations ’

Conversations, memos

" Conversations, group meetings

Periodical information, special
reports

Questinnnaires, exist interviews
Periodical meetings, grievance:
Procedures

Suggestion box, cxist interviews
Review megtings (Mecom)

Joining forum
Task force, Probiem clinics
Periedical meetings

Annual reports, balance sheets,
brouchres, advertisements
Balance sheels, correspondences
Conferences, dialogues !



UNIT 13 TEAM DEVELOPMENT AND
TEAM FUNCTIONI‘\IG

Objectives _

In this'unit, we attempt to familiarise you with:
¢ what a team is

the process of team building

the importance of leadership in team building
team effectiveness’

teamn maintenance.

- Structure

13.1  Introduction

13.2  Team Building

13.3  Team Development

- 134 eam Effectiveness
13.5 Team Functioning
13.6  Summary _
13.7  Self-assessment Test
13.8  Furiher Readings’

13.1 iNTR‘ODUCTION |

In the mid-1960s, Team Building emerged as a popular tool fop#8kplace management.

This concept emerged because of an awareness of the followirg

* Involvement is a precondition to commitment; people become¥fiolved through seeing

their ideas become part of their work and work envir B

* Manzgement should act like team leaders and hes. $lanagement has a facilitating or
developing role rather than a directing role; ¢ '

* Work groups have the necessary capacity to cop with their own problems provided they
are aware of their capacity and probl o ’

s Employees are innately cooperative an actualising, preferring the chance to exercise
a degree of conirol over their work environment;

+ Typical hierarchical organisations and their inherent trend towards more formal rules and
dysfunctional bureaucratic behaviour can become more effective and functional by
eliminating status distinctions and emphasising 1npterpersonal trust, openness, and self-
dlsclosure (Norman Hill, 1984)

132 TEAM BUILDING

Tuistitutions are created generally with certain objectives, such as producmg and marketing
goods, collecting and 1nves’tmg money, disseminating knowledge and skill, caring for the
sick, etc. Most of the institutioris also have goals like prefit and growth, though the yard-
sticks for measuring are different depending upon the objectives and type of organisation.
This reselts in evolution of teams, for ¢.g. when one starts a small retail shop as a single

. person enterprise, he desires to-expand it for making profits. He needs the people to engage
with the tasks more effi iciently, that is, tasks that lead to the realisation of objectives. The

_ moment a second person is added to the enterprise, a tcam has been started,

- A team is, therefore, created oit.of necessity, the necessity to perform the tasks of the
institution. If the entire team performs in an excellent manner, the goals are easily achieved.
The idea of opposition between individual and team excellence comes because quite often
one fails to share the activities that are necessary to complete a task or a task cycle A team

- is developed wherever people have to work together to produce resulis. A team is capable of
accomplishing much more than the sum total of what the members are capable of
accomplishing individuatly. Team work is stimulating, it encourages members to put in
greater effort and helps them to give their best, _
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themselves

Generally people often misunderstand the terminology of Team or Group. Team is often
used as a synonym for group. But team s different from a group. Team can be defined as “a
group in which the individuals have a common aim and in which the jobs and skills of each
member fit in with those of others. Let us take a very mechanical and static analogy, the

_ jigsaw puzzle. Pieces fit together without distortion and togethes produce some overall

patten, Thus Team/s in an organisation isfare based on the following characteristics:

Non-facilitative character of industrial organisation as far as team-work is concerned.

Groups do not necessarily become teams. o ' -

Objective commonality and similarity are not sufficient conditions for teams to emerge.

There is a universal ethos and spirit_unde_rlying the identities and unigueness of the * .

members of a group which alone make a team. _ : _

o This universal spirit and ethos has to be evoked from within rather than from without as it
is suwehing inherent with the members. . '

Why do team arise in the first place? What are the kinds of tasks that require team

work? K

The source of a team lies in onie person doing a job that e discovers is too large for himto
do in the time (perspective) available. : ' : :

Nature of Task . . Implications
Can be carried ovt by a single person, : Several people doing the ‘same work’ may

but time required is not available complete the task in the given time, &.g. 500;envelopes that
. nesd to be addressed, filled, stamped by andidespatched by the,
afternoon post. Each knows what to do and does it ‘

inde; 1y.
Effort or furce required cannat be exerted by gronfgf pecple must work together. A degree of
one person, for example, to lift 2 forry off Jinatlhn will be needed between the operatives,
someone who has been knocked down _ I
Sevetaldisﬁnctopmﬁohsmmquhedat someone beyond the operators;may be needed o
the same time or in conjunction with others,! ise and coordinate, for example 4 conductor. *

fmexmpleiﬁarimch&swa. . .
_ i Fig.I Working Together .

Thus, it can be said ‘teams-are groups of people who cooperate to carry ¢ut a joint task’,
Théy may | i med 18 different work roles, or be allowed 10 sort them out between '
ge jobs, when they feel like it, e.g. crews of ships and aiicraft, research -
teams, main gangs and groups of miners. S '
A high achieving team has all the propertics of an ordinary team but in greater unison. Each
member has both the expertise and the skill in performing functions needed for the task,

| _13;3 TEAM DEVELOPMENT -

Team often grow form one person i.2., their leader who needs to shift the centre from
himself to the cooperative efforts of the téam. The test of a good team is whether or not its
members can work as a team while they are apart, while at the same time contributing to a

~ sequence of activities.

In the context of team building, a Jeader knows his own strengths and weaknesses but also
ensures that he compensates for what he lacks. Individuals in the team should have such
strengths, knowledge and experience which the ieader does not possess. In a team it should
be made sure that each individual knows and feels that his part of the task isimaking a '
significant contribution to the group’s overall task. a '

Jt can be said that team work is no aceident, it is the byproduct of good leadership.
Organisations are complex in their structure, systems, and people. ‘Organisational

excellence lies in the fit they achieve with an equally compiex environment for achievement

of goals and more’ (C.S. Kalyanasundaram, 1988). The goals are consistently achieved

. through the presence of a leadership which is persistent, active and goal-oriented. The

rewards for such leadership range from enlarged markets, high assets, growth, satisfied
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customiers, motivated staff, productive work climnate, and enhanced quality of life. - ¢ Team Development and Team

Leadership achieves excellence not (just) through organisation but through people as Functioning

individuals and as teams. The credit for having a happy and prosperous family is culturally
attributed to the head of the family. Similarly, in a team the credit for its excellence goes to
its leader. Team Building is an externally influenced exercise (taking the help of
consultants) with temporary results, while Team Development is basically an internal
process where results are more lasting and the leader helps in achieving this. -

There are three prdbl'ems-wheh' the entire team is dependent on its leader:

‘1) When they fee.l the leader is omnipotent, many followers fail to develop or utilise their
full potential for contribution. ' ' '

2). When such Ic_aders léave, the team falls apart.,

3) 1If such charismatic leader happens to make one or two glaring mistakes, then a sense of
failed dependency pervades and the depressed followers or team members are very
likely to turn against the leader and destroy the work he has so long symibolised.

The importance of choosing the righi péople as team members from the collection of
possible members can hardly be over-emphasised. It is the first principle of team success.

There are certain conditions which must be met before effective team work can get into
operation. . o : . '
Goal setting as a result-oriented consultation

Shared information and trust o

Clear understanding of cach other’s roles .

Willingness to extend help whether asked for or not _

Availability of adequate resources to each member

Members competence

Predominance of group interest over individual interest. -

. 5w & ° & 8

Activity 1

CHECKLIST: .
HAVE YOU SELECTED THE RIGHT TEAM MEMB

Task
Has s/he an alert intelligence?

Where applicable, has s/he a high level of vocati s?

Do his or her knowledge/skills complement those of other team members rather than
duplicate them? . . .

Is s/he motivated 1o seek excellence in results and methods of workiag together?
Does his or her track record reaily bear out the scores given above?

Team : L
Will sthe work closely with others in decision-making and problem-solving without
‘rubbing pecple up the wrong way™? ] :

Does s/he listen? )
Is s/ flexible enough to adopt different roles within the group?
: Caﬁ sfhe influence others — assertive rather than aggressive?
Will sihe contribute to group morale ratlier than draw cheques wpon it?

Individual . .
Has s/he a sense of humour and a degree of tolerance for others?

Has s/he a cerain amount of will 1o achieve ambition, tinged with understanding that s/
be cannot do it all alone? ) : .

Will s/he develep a feeling of responsibility for the success of the team as a whole, not
Simply his or her own part in it? : :

Has s/he imegrityT

00 000 00000 o00ooo:

‘Does s/he have a realistic perception of his/her sirengths and weaknesses?

‘00 000 00000 00000s

F-rbm ‘Effective Team Building,' John Adair, Gower, 1986 p. 133.
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TASK:
. Furpose:

Objectives:
Programme:

Resources:
Targets:
Au_l.hd’&y: )
Training:

. Priotities;
Progress:
Supcrvision:
Example:

" Responsibilities;

“Working ‘conditions:

Aml_c'learmmmemkm- .
Am I clear what mine are?
anelagteedtlmewﬂhmysu[mmr lhcpemuﬂmumblet‘mﬂrgmup!
Have I worked one out to reach objectives? :
Are these right for the job?

Are these sdequate (suthority, money, materieis)?

~ Has each member clearly defined and agreed them?

1 thie liné of ruthority cléar? ley chart)?.
Are there any paps in the' kills or abilities of individuals in the group
required for the task?

Have I planned ﬁ '
Doll:heckm_is pularlyfand evaluate?

In case ¢ snce who covers for me?
5 ' by my t:ehn\riuu_r?_

Activiy 3

Objectives::

Size of team;

Team ne_mhen:.

'll'm Spirit:

From 'Effective Team

TEAM MEMBERS:
: Duenmemdearlyundemmdmdaccep(them?

Slfekysundmls _Doﬂnyhmwnuqmmofmfnngement?

Adair, Gower, 1986, p. 196.

Dothzyhmwwhauﬂmdmdsofperfonnmoemenpecwd?

Is the size correct?

Aleﬂledghlpeoplewurkmgwgeﬂm?lsmcmnmedforsubguupa 0 be
conatiteted?

Do I ook for oppmuniheu for bmlding amwork inlo jobﬂ? Do methods of pay and
bonus help to develop team spirit?
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‘f"w" ~ Team Development and Teain,

13.4 TEAM EFFECTIVENESS

Discipline: _ Ammemlesmmbemmble?m;fwmmmmfomgmm? s
Grievances: Are grievances dealt with promptly? Do [ iuke action on.matters ikely to disrupt the ’ Fm
group?
Consultation; .Isth;sgmui_ne?Dole_rmmgeand welcomeldﬂsmdsuwsmm" _
Briefing: Is this regular? Does it cover current plans, progress and future developments?
Represent: Amlpmparedmrep:emthefeelmgsoﬂheyuupwhenmqmmd"
Support: Dolwsupeopleatmeuwmtwtmnmeleamlsapambollhmmpmsemwdw
mdmdualthewholzleammmymsmmmdenmuragmt? :
From *Effective Team Bmlchng John Adair, Gower, 1986, p. 197,
Activity 4 -
. INDIVIDUAL: o '_
Targets: Have they been agreed and quantified?
induclion: "Does s/he really know the other team membe;s ol n?
Achievement: Does s,‘he kﬁow how tu.s work contributes to the o
prénsibilities : Has sfhe gota clear_énﬁ accurate job ¢
Authority; Does she have sufficient authori
Training: . " Has adeqﬁaae provision been ;-Or remraining both wchmcal and as
 team member? - -
Recognition: Do | emphasise peop s7 In failure is criticism constructive? -
 Growth: Docs e see the chance Siggfelopment? Doss s/he sec some patteriof career?
Performance: s this regularly reviewed? '
Reward: Are work, capacity and pay in balance? ,
“The task: Issﬂwmm:ngmm?ﬂmsﬂnﬂummymom?
1‘hepers6n: Do[lumwth:spersonweﬂ?Whmmakcslnmm«dlfferentfmmotlm?
 Time/attention: Do I spend enough with individuals fistening, developing, counselling?
Grigvances: - Are these dealt with promptly?
Security Does s/he know about pensions redundancy and 50 on?
Appraisal Is the overall performance of cach: individual regularty reviewed in face-to-face
discussion?
From 'Effective Team Building’, John Adair, Gower, 1986, P.No. 198-100
o o

Aneffecu\retcmnmaybedeﬁnedasonedlatachnmsmspecﬁcannmthemnsieﬂiclut
waymththeOpmnaluuhsauonofrcsourcesandmtheshomsmme Iusalwaysma
posmontotakeupmmechallcngmtasks

“The truc test of team effectiveness depends on the follbwing charmcteristics:
¢ The team’s output is not an aggregation of individual inputs, but the result of collective
projection. ~
] Effecuvewamadoptaggmsswemdcfenmvepomdcpmdmgmlhemqwmuof

the situation,
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 ‘Group and Inter-Group Processes

o Effective team make the best use of individual strengths and shield memibérs from
_ individual exposure. : ' S !
According to A.D. Sinha (1988) the organisations that have worked effectively as a team

have given special attention to the following factors: - -

o Shared orientation .

» Orpanisational clarity

e Team Composition

+ Communication and Commitment

‘.. Controi infonnation (feedback)

« . Reinforcement _
The above factors are cxplained briefly in the following paragraphs.-

Shared orientation S . o

In most organisations, corporate plans tend {o be shrouded in secrecy. So, it is not surprising
that in such organisations, goals, values and privrities are not shared by the rank and file. It
is assumed that it is the top people who can *deliver results’ and can ‘make things happen’.

In organisations where team-work is valued, the planning process becomes as important as

the plan document. What is important is discussion and dialogue with regdrd t6 assumptions,
wrends, competitive abilities, customers’ expectations, the altemative paths before the

organisation, etc. Fuxther, in an organisation the employees should be aware of the

- consequences (both positive and negative) f departmental actions and their impact on other

departments and thus the corporation aga le.

Box1 .
" In a large tyre and ru npany, ‘improvements in product quality” featured in the
%r a number of years. Top managément Was serious
wer dgwn at the operative levels, the workers believed that the
:re the best, The corporate advertisements: also said so..
oQ@s some shock news in store for them. That the facts ‘were otherwise
becaig ﬁ ain when a group of opinion leaders from the amongst- workmen from the.
«@‘ A the dealers and truck operators 10 examine the coinpetitors product vis-
fwn. They elicited the reasons for their failure from the actual users. When
| they came back, they reported their findings o larger groups of workmen. Then -
* quality awarencss increased and quality improvpmént programmes actually got
implemented, : - : : i '

corporate plans sucee: I

Acapted from “Tuning Organisational Practices for Teans Effectivencss' AD. Sintia — Iridian Managernent,
January, 1988, - : ' p
‘Thus, team efféctiveness comes about when the orientation of the m'ganiéarion is & vared by

the employees at all levels in the organisation. In times of adversity, or'gajnisa’tions can
expect cooperation fror people relatively easily. * ’ 5

" Organisational clarity

When an individual is not clear about his role in me.ofganisatioh. it results in poor

.performance. For them development, both seeking and giving help, is considered as normal

as ‘breathing’ and hus this becomes an essential characteristic of team effectiveness.

Team composition

~ When a team is formed _thei-e is bound to be a thinker, initiator, amf:\lyser,é synthesiser, the

action man, etc. Therefore there is no need to emphasise the fmle’f_ of individual members.

Communication and commitment : s _

Communication is essential for effectiveness of the team. Frequent communication is

necessary between the members whiich in turn results in commitment of the members.

Contrel inforhlatioh' : : S : o

For any group to be effective, control information should be quick and direct. Information or
B4 | '



feedback regarding their performancc is necessary which in tum results in self—oonm)l and + Team Development and Team
duactlon _ Funclioning

Reinl’orcemeut
Reinforcement is necessary for good perfonnancc Not only monetary benefits but
incentives in terms of praise and recognition result in better performance.”

Box 2

One of the tea estates based in Assam had received the highest price for its tea. The
Marketing Manager flew down from Calcutta tc congratulate the Management Group. .
He, however, did not stop there. He went to the factory floor and talked to all the
supervisors praising their marvellous job. He also congramilated the sirdars on the
phucking side of the tea garden and built a sensation around the estate. Within two
months this garden broke its own previous record.

A junior factory assistant commented “Earlier we always used to get a boot from the
head office whenever the prices were depressed ot when the lot was not upto desired
quality, Better performances went unrecognised, With the new Marketing Manager
things are differént. For the first time, somebody from the head office came

specifically to congratulate us all.”

Adapted, from ‘Tumng Orga.msatmnal Practices for Team- Effectiveness' A, D Sinha — Indian Macagement,
January, 1988,

Team work is required for any taék; even when it is not strictly needed, working 9§ a team
can transform performance and enhance job satisfaction. Good teans are nolhe pgoducts of
chance. One of the responsibiiities of a leader is to build an effective tga

Tn assembling a new team, concentrate on selecting individual memBe » have
complementary skills, techniques and knowledge in order to ¢ tean environments and
spirit. Look for those with extra qualities of personality and ¢ mentioned above: The
power of a team to accomplish its mission is directly to Bpw well the leader selecis
and develops its members. :

e comunicate effectively, If they
fid in doing this, they will do the job
and increased productivity.

Tt is the process of team building that rnakes pe
communicate affectively they will plan effec
right the first time. This will lead to more enthuigd

In the context of pruject management, the following points can be observed:

e Commitment to the organisation is achieved by making employees aware of the task and
helping them in decisions, but firstly you have to-get your ‘hygiene’ factors right.
Commitment 1o projects is achieved by the organisationial structure created for that
project, or in other words, the team, It is the success and achievement on projects that
enhances the commitraent to the organisation.

« Tendering is the best stage at which to start tearn building and is done most stccessfully
by using the team to prepare the proposal and make the presentation to the client.

* The establishment of common goals on site is perhaps the most difficult area to address,
and needs to be tackled at various levels. The manual workforce performs beter if the

- work goes together well without a lot of re-work when they have good direction. The
foremar and supervisors can perform more effectively if top management has iaken the
trouble to identify goats by involving them in some of the decision-making processes.

+ The team and management will perform more effecuvcly if they have actually taken the
tronble to get to know each other. =~

© The Management’s wish for control and the Team's need for autonomy are dependent
upon the type of contract which gives the ieam swpc for absolute control over the task r
enough room for modification.
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Group and lnm-(}r;mp I’m

 building. This is aiso one of the most critical factors determining the fortunes of

T _ © “Npbody is Petfect but a Team can be” !
How lO.dé‘lgl'l and construct a teas that _simul_taneoualy meets me_mquimlih'ents_fof ',
both functional and team roles constitutes one of the most interesting aspefis of team

thanagement teams in industry. Ttis here that the Marks and Spencer - experience of
team work offers the most valuable insight ' E

In a significant sense the effectiveness of the M & S management teams lingers on the
company’s 'success in enabling most of its staff to have a relatively high degree of
versatility in terms-of functional as well as tear roles. The M & 8 staff aretoa -
considerable extent ‘generalist’ in both dimensions. This makes it possiblé to combine -

* and re-combine teams; This is perhaps another aspect of what Robest Keller has
referred to.as the ‘iniftable magic of M & S. But if our analysis has beet _

~ substantially correct, then may be it is not as mystic as the word ‘niagic” implies—:
though nonetheless ‘inimitable’. N A '

The M & S investment in training and in creating the conditions for effective ieam
work has been gigantic and amazingly long-term, but the payoff, as we have seen, is
equally spectacular. In practical business terms it enables the company 10 acquire a

- unique competitive edge which goes a long way in explaining the enviable record of -
the company’s success. : : s

From KK. Tse, Marks & Spencer: Antomy of Britain’s Most Efficiently Maoaged Company, Pergamon, 1985.-

"Team Builders work as catalysts to help gelpent geoups function bettef as open teams

for a variety of reasons. - .
The first objective in team buildinhOose the ﬁght people in the ]igh’t_ of the m’s

R
13.5_ TEAM/AFYNGTIONING

How does kecp a Beod team in its. existing state of efficiency and gffectiveness? In other

words, ho continue to make it function? It is difficult to maintain the core S

purpose and t of the team over a long time. As a manager you are supposed ask

yourself and the team the following questions: ' .

o . Why do we exist? What are we here for? :

» What and who would be affected if we went out of existence? :

e Are there more cost-effective ways of achieving our purpase andiaim than having the
current team? o : -

e Has there been a significant change in our mission as a team? Have wejperceived, or been

given, new responsibilities? . o . i
» Are we still the right people to be tackling this work? Does it still needa team effort?

So,a tﬁanager’s-task is to Thaintain the standards of the tecam and 1aise theﬂm, and enhance

the level of cooperation which in turn results in increased effectiveness.

The rationale for using team building techniques is becoming increasingly acceptable in
organisations. Team building helps in sharing power, motivating employées, improving the
quality of decisions-and effeftively managing the diversity. The technique was seén as
having the petential for resolving a lot of problems and concerns. The more the team

* building focuses on ‘behaviours’ of group members, and on organis}ationzil structure

problems, the mere successful such efforts wi\l tead to be.

Teamn building activity is an important managetial tool because it provides a means for
employees for participating in the decisions related to work objectives, and develop social
support. Most people enjoy the interaction they have at work. Most of the studies show that
team type jobs are better jobs because they encourage the sharing of information. In an ever
changing and diverse society, it is important for every organisation to assess periodically
their objectives, goals and methods. Team building activities provide a good support for
making such assessments. ' ; '
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Activity 5

CHECKLIST: DOES YOUR TEAM NEED MAINTENANCE
Daes your team need maintenance? The following questions will help yon ko decide:

® Are there any symptoms of kow morale, such as a decline in the team’s sclf—cont‘ dence, a weaka ning of
resolve and a loss of a sense of purpose?

« Hag lhe group or orgamsanon lost its sense of dlrecr.u:-nf

+ 15 cach individual mcmber still Glear about the team’s core mission and its principal aims? Are porsonal
goals or objectives related 1o that purpose? -

» s the armosphere of the group nepative and lukewarm? |
e Are individual members lacklustre in their enthusiams?
¢ Has communication between members been dwindling?
e Are there signs of mistrust dwclopmg"

»  All groups have potential ‘metal fatigue’ cracks, Are these cracks widening into divisions belween
individuals, cligues, ¢r sub-groups?

» Have professional and personal siandards declined in the last six months?

= Cun you identify one or more individuals who are clearly underachicving when measured agains
today's group standards? ’

+  Are therc complaints abowt vour leadership?

From "Fifective Team Building’ Yohm Adair, Gower, 1986, p. 180.

13.6 SUMMARY

A team is one with a common aim in which the technical skills and persofigl abilities of the
members are complementary. A high achieving team has all the propg ies 0 ore

ordinary team but in an enhanced degree. Each member is. both aj
member in performing functions needed by the task and also in te3

often grow from one person, that is, their leader. Leader d s the cooperauve efforts of _

the team while maintaining its effectiveness.

13.7 SELF-ASSESSMENT TE

(ol

fthc process of leam developmcnt

1y Whatis a team? Explain the process 4

2}  With reference to your organisation expla
3) Explain the characteristics which help in team effectiveness.

4)  What are the steps necessary for maintaining the team?

13.8 FURTHER READINGS

Adair, John, 1986, Effective Team Building, Gower Publishing Company Limited: London.

Hill, Norman C., 1984, How to Increase Empioyee Competence, McGraw-Hill Book
Company: New York.
Indian Management, January, 1988, AIMA.
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UNIT 14 CONFLICT AND
" COLLABORATION

Ubjectives

Adfter completing the unit you should be able to : ;
e appreciate the value of conflict (and competition) and co[labcrauon

« understand ways of preventing dysfunctional conflicts

¢ understand processes of effective conflict management

+ ‘weeomy wware of the dynamics of co]]aboranon

o plan ways of developing collaboration in your organisation,-

Structire

14.1 Conflict-Collaboration: Functional and Dysfunctional -

14.2  Sources of Conflict i
143 " Styles of Conaflict Management

144 Bases of Coliaboration

14,5 Collaboration Building Interventions

146 Summary

14,7  Self-assessment Test.
14.8 Further Readings

141 CONFLICT-COL A@TEON FUNCTIGNAL
AND DYSFUNCTIGNA

When people work together (in smna #s, the smallest being a dyad-2- methber group or
in larger groups) they may ei work primarily to achieve their own individnal goals not
necessarily seen ay conflictin ther’s goals (e.g. learning a specific topk:,
individual situation), achidyve their individual goals which others also strive 1o ach:evc
e.g. gotting the first in the class { a competitive or conflict situation), lor to achieve a
goal which is seen as ificant by all persons in the team (e.g. winning a match, a

B il these three modes of working for a goal (individual,

Conflict or competition can be defined as working for the exclusive attainment of a goal
which is seco as unsharable with others in a situation where two or moTe petsons are
involved in the attainment of that goal.

Coilaboration can be defined i terms of a person working with another person or inore
persons for the attaiament of a goal which is seen as sharable. In these definitions the basic
criterion of collaborative or competitive behaviour is the perception of the goal. If the goal is
seen as sharable, working with other persons for the attainment of the goal is collaborative
behaviour. When the goul is seen as unsharable, i.c., in a situation where two persons are
involved but only one of them can atiain the goal, working for the exclusive atrainment of
the goal (by implication, against the other person concerned) is competitive behaviour. The
letter iz a conflict situation.

Cooperation (or coilaboration) und compcmmn { or-conflict) may be used cffcrmvely oF
ineffective. Both collaboration and competition can be functional or dysfunctlonal, (positive
or negative), The terms Cornp(+) and Comp(-), and Coop(+) and Coop (-} a used (0
indicate the positive and negative, or functional and dysfunctional competition conflict and
cooperation (collaberation) respectively. Comp(-) is defined as the tendency of a person to
deptive the other person(s) of the achievement of geal, ot to directly and md:&rectly obstruct
in hris (their) reatization of the goal. Whea the person is more inlerested in the competitor
and the competitor can be prevented from attaining a ‘goal, it i called ncgative competition

“or conflicts. As suggested by Likert the main criterion of functionality may be what
contributes o the self-worth of & person. Using that criterion Comp(-) is dysfunctional,
Likert has given examples of some siales people who were motivaied by this kind of
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compemlcm They withheld mfonnanon (from thcu colleagues) whlch they thought was _cmnm, Competitionand =~ -
strategic for achieving the sales 1arget; they did not share various information they had.about "~ Collahoration
better methods.of the sales, new markets, new sales strategy, etc.; and their general tendency C
#as not to help their-colleagues, On the other hand, if competition is iised to achieve .
excellence, and to search for and create further challenges for oneself, then it is called
- functional or positive competition or . Comp(+) Such competition conmbutcs tothe
dcvclopmem of the sense of self-worth. - '

Similarly, cooperation can be either functional or dysfunctionai Coop(-) is the réndency fo
conform to others’ dernands in order 1o ingratiate thern, or to avoid task stress and task
demands. When a person collaborates with another person because the latier is more,
powerful, or he wants to please the latter, we call it Coop(-). Similarly, if a person enters
‘into a collaborative relationship because he sees the task demands and pressures too heavy,
and he thinks that by entering into collaborative arrangement his own load will be lighter,
and he will be able to avoid or escape the task stress and task demands, this is dysfunctional
collaboration. Funclmndl collaboration or Coop(+) can be defined as the tendency to
contribute 10 the joint effort for faster and more effective .goal attainment, resuiting in
mutual trust, respect and concern. Such collaboration increase self-worth, and contnbutes to
the development of various other desirable characterlsncg '

Figure 1: Functions of Compehtucm und Collaboration

Compe!itwn Develuns - . Collaberation [levelops o

Sense of Lhenmy ' : ‘Mutuality .
Sense of fﬂéponsibility . o Aherative ideas and solglions

Internal standards ' - ) Mutual support and

Excellence . o Synergy .
Individual creativity 1 Collective a
Individual m._lmnumy ’ : Supplementafing tise
Both competition and collaboratmn are important, These%r, perform different
functions. In fact, collaboration and competition te denceived as complementary

" qualities, Figure 1 shows the various functions ition and collaboration. Letus
briefly review them. Lo o :

The Role of Competition

The main role of competition in an organisat is to help develop an mdwldual and his -
general psychological world so thai he dévelops and attains his own identity. The following
could be regarded as the main funcnons of competition in this regard.

Developing a Sense of ldentlty
A person functions as an individual, and t¢ be effective he has to develop his own identity.

. The development of the identity is possible through the various steps he undertakes to
realize his uniqueness, strengths, capabilities, weaknesses, etc. He realizes these through
testing them in the environment including other péople. Competition helps a person to test
these various aspects of his personality. Even in collaboration, competition may be involved,
when a person may like to test how he is more collaborative than the other person. -

Developing a Sense of Responsrblllty
Eventually the person needs to develop a sense of takmg pcrsmal rcspons1b11|ty for success
“and failure. He should realistically know how much he contributes to the success, or to what
extent he is responsﬂ)le for the failure of any venture. Unless 2 sense of respons:blhty is
developed, a person’s general competence and his mvolvemem in the work will be low.
Competition helps in the development of such a sense of responsibifity, because it isolates a
- person to face the consequences of his action. If in a competirig situation he succeeds, he is -
very happy, and he attributes this success to his efforts and ablllty Slrmlar]y, if he fails he
analyses and takes the responmblhty for hlS failure,

Developing Internal Standards of Behaviour

While the person takes the responsibility for the consequences of his acnon he also
develops his own standards of evaluating what is excellent and what should be done. A
person who merely responds +o the outsidé environment may not have the necessary internial
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'_ strength which sustams him. If collaboration is motivated merety by confmmly, the value

of collaboration will be low. For collaberation to be effective, it should be a part of the -
decision made by the individual based on his own values and. standards of behavnour
Competition helps in developing such internal standards. Successful compcmwe
experiences help a person to have an internal mechanism if assessing what is excellent and
whiat he wants 0 do, why etc.,-and increase his autonomy for settmg the goals and taking -

necessary steps in their attainment.” , , _ ‘

.Deveiopmg ‘Excellence
. The most important contribution of competition to the devclopment of an mdwldual isto |

develep in him a concern for excellence or what has been called achlevement motivation,
The success he achlevcs in relation to other persons produces in him a destre to get greater
';ucceqs This may bé not only in refation to the standards set by others; bat also in relation to

‘s -own standards or past performance. There is a continuous process of self-compenuon

also. One who has done very well in the past and wants to excel even that standavd is
competing with himself. Of course, when we use the word competition ini the context of
collaboration we use it only in refation to others. But that sense of competition which he
acquires from outside may also be intemalised, and it promotes achievermient motivation in
which competition is used not only in relation to others but also in relation to his own past
behaviour. This produces a concern for excellence. All competitions do not produce such a

-concern. When competition is properly used, it may develop a concern of excellence instead .
of producing the desnre of unhealthy oompeunon that of merely puling the other person

down.

. Developing Individual Creativity

Individual identity and concemn for excelle create a desire in the individual to find his
own neéw and unconventional ways of Salvinglproblems, of looking at various things, and
acting on decisions. Such activitydgthe reSt of the sense of responsibility and concern for

excellence. Competition is: ves A in developing individual crea_tivil)@. '
'De\'feloping. Autonomy _ _ . o .
The role of development omy comes very close to the firstirole we have described,

tity of a person. Competition helps an individual to develop his
oblems and going abpat.its selution. it helps him fo be original, -

think on his owny k at different things from his own-point of view, and develop his own
framew: his 0wn ways of doing things. Autonomy does not necessarily conflict with
‘refating , or working for a larger cause of which he may be a part. Autonomy ‘helps
in maintai the identity of an individual, and if properly used, it may help varicus

persons involved to respect each others identity. Individual autoriomy is maintained in 2
larger context in which individuals have to surrender their autonomy for a larger goal. Even
then individual autonomy continues. This raises important’ ﬁuestmns like how competition

~ merges in collaboration, and what is the role of collaboration,

The Role of Collaboration

Competition by itself does not have much significance. It is a very 1mporiant instrument in
the development of the individual. But it should both supplement and be comp]emented by
collaboration. Coltaboration has a distinct role to play. It supplements what competition
does. The following are the main roles of collaboration:

Bmldmg Mutuality

Collaboration helps in building up a rc]anonsh:p of mutuality and necogmzmg the strength

- of each othef {the contributions which people can make}, accepting these: conmbunons and

maximizing the contributions of individuals, Such a relationship helps the organization and
the individuals to develop respect for each other, and accept each other in a work situation,

It also helps them fo recognize strengths of various persons, use them and contribute to their
forther development. :

Generating Ideas and Alternatives

In a vollaborative relationship, p=ople stimulate each other in gcneratmg ideas, thinking on
the problem, and alternative approaches and sofitions. In a collaborative situation several
people who are involved generate various ideas and alternative solutions. De(:lsmn making
is facilitated when sevcrai alternatives are available.
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Building Mutual Support and Reinforcement - ' _ Conflict, Competition and
The colluborative relationship plays a significant emotional role. It reinforces members’ Coliaboration

efforts for matal support. In a collaborative situation individuals contributing to a particular
problem get immediate feedback from their collaborating partners, and this helps them not
only to use this feedback, but to give feedback as well, to theit partners. In this continuous
process of feedback and support, the successes are reinforced, and this helps in building
SLFOTIg teams. :

Developing Synergy

Coliaborative rclanonshlp produces synergy. It is the multiplication of talents and resources
available in the group. Through continuous stimulation to each other, the ideas which are
produiced in the collaborative situation may be much more than the total number of ideas
persons individually may be able to contribute, [t goes beyond the total of all individual
resources. In fact it generates much more potent resource in the group, and in that sense if
has an effect of multiplying resources in an organisation.

Developing Collective Action
When people work together in a group of in a team, their commitment 1o the goal is likely to
be high, and their courage to stand by that goal and take necessary action is much higher.
The difference in the behaviour of an individial in isclation, and his behaviour as a member
- of a team is evident in the case of trade unions, representative committees, delegations, etc,
People sense more power of several people being behind them when they present their point
of view. This gencrates greater force, and a zreat courage. This bhelps in collective action.
The secret of success of a trade union in an organisation lies in the strength of collective
action which it is able to generate. The higher the level of collaboration, the “hegter the

strength the group will have for collective action.
Supplementing Expertise
The greatest advantage of collaboration is that individuals go .@ own limitations,
and their lack of expertise in some tields does not come in the way OM¥€hisving certain
tasks. Differen: individuals have different strengths and ex d while working- .
together they. pool their expertise for use in the situatign, and¥hereby supplement the various
available expertise, As a result the collaborative gr able [0 generate muhi-dimensional
solutions, and not be limited only to one dimension s likely to happen if a single
individual works by himself on the problem, : '

The brief discussion so far has shown (hat co tion and competition play their
respective role in the organisation. [t would be wrong 10 compose the two.

i4.2 SOURCE OF CONF LICT

Let us consider competition f conflicts first. As already discussed, conflicts are not
necessanily dysfunctional. Functional conflicts result in a destre for excellerce and creativity
and may take the form of healthy interpérsonal or mtergroup competition or Comp and
Functional conflicts also help a person to develop a sense of identity, a sense of
responsibility, internal btandard‘: of performance, an urge to excel, individual creativity, and
feelings f dLllOI’lOlT}V

Conflicts are dysfunctional {Comp —} when they drain the energy of people or groups and
recuce their effectiveness. Unhealthy and dysfunctional competition often can be prevented
by early diagnosis. The concept of “preventwe medicine” applies to the management of
conflict, as well as ro the managemen; of discase.

Seven main sources of interpersonal and intergroup conflict are listed in the firss column of

Figure 2. Column 2 and 1 show how group members perceive the various sources under
cach of two modes: conflict escalation or conflict prevention and resolutmn
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" One other basic problém, es"pecially in inter—,cu-ltui‘al groups, is what relationships people

Figure 2: Some Potential Sources of Conflict in a Group and the Perceptions of Group Members in Two

Different Mades
Sources of Potential  Perception Under  Resultamt Perception Under ~ Resultant
Conflict Conflict Orlentation . Conflict. Orientation
Escalatlon Mode ~ Prevention and
: " Resolution Mode
" Concern with Self Narrow (Own) Short-term Broader . Long-term
Different Goals Conflicting Perspective Perspective
: Tndividuwalistic - Complementary Superardination
Resources Issues’ Limited Fighting Expandable Sharing
Power Tssues Limited . Lack of Trust Shareable Trust
Different Ideologies Conflicting ‘Stereotyping - Varied Understanding
Yaried Norms Must be Uniform™  Intolerance Diverse and Telerance
o : . Evolved -
Relationship’ Dependent - Dominance’ . - Interdependent - Empathy and
: : Submissicn Cooperation.

Reading across the figure, conflict is likely if group members’ main concern is with
themselves. Their perspectives will be narrow, and their orientation will beishort-term. 1t is
ironic that the interests of individuals are not served properly by their being narrowly
concerned with themsetves. The group is likely to remain in conflict unless members can
broaden their perception — what Sherif and Sherif called “superordinate goals”, .
Superordinate goals are those which “are critical for all individuals in a group, but cannot be
achieved by any one person alone. Only by-all members working together can the needs of
individuals be met? o - S

Conflict is also likely if members in a gugup eive their goals as conﬂic:ting‘ Instead of

‘taking an individualistic orientation, mem ould try to meet several goals al once. This

may not be difficult, as goals are #fte
"to learn everything he car, and ai @

omplementary. For example, one person may want
ay want to share her knowledge with the group.
These are complementary goals thtwedt1 both be met. Some people also must be willing to:
subordinate their goals fo toup’s good.

Often intra or ini p comflicts arise from difficulties on how to share available
rescurces. Group perceive the resources as limited and tend to fight over who will
receive wh owever, if people are able to perceive resources as expandable, the energy of
the mem be spent on efforts to share them. Even if resources are not expandable,
they can at perceived as sharable. ' :

"Power also is often perceiver"‘, as limited. For example, im a growp the “chair” position may

be very important, and the person who holds it may exercise most of the power. This leads
to lack of trust among members, and conflict resuits. If the chair position can be seen as
skareable, this can lead to trust among members and actnal increase of power for everyone.

If ideologies are conflicting in a group, stereotyping may result, and peeple will act out their
“parts” rather than co-operating for the good of the whotle. If members of the groupcan =~
accept that ideologies are varied and that people can work together in spite of differences,
understanding may result, ' :

Many groups work toward un'_iform norms of standards of be_hav'iour,:but' expectations
uniformmity may kead to intolerance of differences. If group members realize that diverse
norms always exist early in the life of a group and that ir time some commonly shared.

" norms will evalve, they can learn tolerance of the varions norms and keep differences from

causing conflict when they have no effect on achieving the main goals of the group.

have 1o cach other in a hierarchical structure, Some people are comfortable taking a
dependent role, but others fight to attain positions of authority. The expectation that others
should be dependent often results in conflicts and dominance or submission needing to be
determined for every member hefore the group can begin to work. If relationships are
perceived as interdependent (that A depends on B for some things, and B depends on A for
some other things), people are more likely to have empathy for others and to cooperate on
problern solutions. oo ' ' :
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To summarise if pcople in a group perceive their own concerns to be high priority; want
their own goals met at all cost; fight over available resources; distrust those in power;
stereotype those with conflicting ideologies; refuse to tolerate varied norms; and attempt to
dominate the group, conflicts will surely escalate. If, however, group members attempt to
see differences as opportunities to prevent or sesolve conflicts, they will consider the _
broader group concerns, realize that goals can be complementary and subordinate their own.
- share resources, trust those in power and share the burdens of lcadership; attempt to
understand separate ideologies; tolerate varied group norms; and cooperate with and have
empathy for others. Conflicts cannot be resclved unless people arz willing to take these
risks.

14.3 STYLES OF CONFLICT MANAGEMENT

Activity 1
Before proceeding further complete the followiny exercise.

What approach do you follow in managing conflicts? Below are given 8 approaches. Rank
crder them in terms of your own style of managing conflicts. Give rank | to the statement
which best describes your approach or style; 2 to the statement which is the next best
description of your style or approach, and sé on; thus, the statement which is least true of
your style will get a rank of 8.

a) Dialogue with the conflicting party on the underlying .problem and jointly search a
smutually acceptable solution.

b) Work out your best solution for the contlict, and fight your way out to implement it
_ ¢} Do nothing about the confiict, because no-attempts usually help.

d) Use help of a third party for arbitration,

e) Aliow some time to pass, hoping that things will cool dowo in solvinyg the
’ conflict.

f)  Provide small concessions to the opposite party.
g/ Avoid most situations that are likely 10 lead to cgnflict

) In the spirit of give and 1ake, accept some d de by the other party in
exchange for some of your own demands. '

- People usually attempt to-manage mnﬂic@exisls, in one of three ways: (1) by
avoiding the issue; (2) by approaching the prowfem and attempting to reach a solution; or

(3) by defusing the situation and sharing in problem-solving. These attitudes can be put on a
continuura from avoidance to approach.

Members of a group also tend to take an “us’™ versus “them” view of conflict. Sometimes, an
“other” group is perceived as opposed to the interests of the “inner” group. If the outer
group is seen as belfigerent, conflict will seem inevitable; but if the cuter group is simply
seen as disinterested or distracted, conflict will seem less likely. Once conflict exists, the out
group can still be perceived in two separate ways as unreasonable {in which case, there is
little hope for a sotution) or as open fo Teason (in which case, a solution seems possible). A
combination of these two types of perception of the outer group with.the avoidance
approach continuum results in the eight modes of conflict management presented in

Figure 3. Determining just where a group can be placed on the avoidance approach
dimension is significant in determining the effectiveness of its behaviour. Avoidance is
based on fear of conflict and a dysfunctional approactt is based on optim:sm and is the more
functional. Avoidance is characterized by a tendency to deny rationalization; avoid the
problem:; displaced anger or aggression; and emotional appeals. Approaches are
characterized by efforts to find a solution with the help of others.

Four Avoidance Styles for Handling Conilict

Exireme avoidance of conflici—when the outer group is seen as belligerent and
unreasonable—results in a fatalistic resignation to fate and a sense of helplessness. |
However, if the outer group is perceived as intercsted in power, avoidance takes the form of
isolation frem the other group to minimize the opportunities of interaction (and possibie
conflict). When the outer group is seen as open to reason, avoidance takes a mote positive
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form: wnhdrawal from the conflict. If both groups are interesied in keeping the peace, they
may cover up the conflict and present hurt feeling or disruption. No solutlon is altempted-—
or found—for any conflict by using the avoidance mode.

Four Approach Style for Handling Conflict _

Approaching a conflict can take aggressive forms or more positive forms, If the ‘inner’
group perceives the “outer” group both as apposed to its interests and as unreasonable
group, members may opt to fight for a solution in their own favour. Blake Shepard and
Mouton called this the “win-lose trap”, If the outer group is seer as interesied in peace, but
still unreasonable, an attempt may be made to seek a compromise. Both groups then share
some gain but there is no solutipn to the conflict. On the other hand, if the buter group is
perceived as belligerent, but unreasonable, arbitration by a third party mayfbe soughi to
assess the situation objectively. The conflict remains unresobved but is postponed for
sometime. The most satisfactory solution may emerge only when both grou]lps confront the
problem through negotiation.

Figure 3: Approach aveidance Styles of Conflict Managemenl'

Confrontation|
/ Compromise
Arbitration] Negoriation

Unrcasonable
2
=

Outgroup Ferceived a5

Orpen 10 Person

Withdrywal |

Defusilin|

Oingmup Pereived a3

Activity : : :
You can i‘dm%our own style of conflict management by scoring the statemenis you

ranked in Exereise 13 The styles of the alternatives are as follows:

a) Ncgdtiation : e} Defusion

.b) Confrontation f) Appeasemeni
c) Resignation g) Withdrawal
d)  Arbitration . h) Compromise

You may reflect on your styles as ranked by you and think of their implicanons.

~ Negotiation: Toward Cenflict Resolution

The negotiation mode of conflict resolution is-the.nost mature of the approach style modes.
Negetiation is possible only when the outer grouy is perceived both as interasted in peace
and as reasonable. Negotiation involves continuous interaction and dislogue between groups
in order to find a solution with maximum advantages to both. Through negotiation, mutual
interests are met and the most satisfactory solution is determined, The negotiation style for
managing conflict can be described in a number of steps. These steps are presented below in
a sequence but this need not be followed strictly.

Unfreezing. Two groups in conflict may be “frozen” into a stereotyped relationship. Unless
the expectations and paiterns of the relationship are unfrozen, any movement toward
negotiation may be impossible. To thaw out the atmosphere, group members can generate
images they have of each other and of members of the other group. The ensning discussion
may provide an opportunity for mernbers of bath groups to say many things that they
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otherwise would not. Or miembers of both groups can be mixed in order to discuss some
issues, In this way, people may increase their understanding of each bther’_s-perspectives.' _

Being Open. Group members may be “Closed” with each other and may need to develop
norms of voicing different points of view or alternatives without fear of repercussions.
Openness is usually most difficult when the confiict involves critical issues and the -
atmosphere is emotionally charged, but openness is even more vital at such times.

Learning E_mpathjr. Group members may see only their 6wn_ lﬁoinls of view, but'can gain
-empathy for others by sharing their main concerns, apprehensions, or goals. Such sharing
'may help people to gain new insight about themselves and others,

Searching for Common Themes. Groups involved in conflict may be helped to search for
common goals or other areas of overlap by Tisting their expectations, apprehensions,
-~ perceptions, goals, and o on.’ o :

Generating Alternatives, Onc}; the groups are aware of other’s péfspecti\fcs, they can
generate alternatives for solving some of the issnes. If both groups participate in generating
altermatives, they are likely to feel mutually responsible for finding a solution.

Responding to Alternatives, After alternatives have been géﬂeratéd,_members of both
groups should study and respond to them. Every effort should be made to see issues ina
positive, problem-solving way. Outright rejection of alternatives should be avoided, but all
should be discussed by the whale group for clarification and for sharing concerns,

Searching for a Solution. A number of alternatives may be explored indepth by small = . -
groups made up from members of both large groups. The small groups can CONsensus
on a solution and then report to the large group. Because many points of vigw a o
represented in the subgroupings, these groups are likely to come up with somgjpflovative
possibilities, - y ' -

Breaking the Deadlock. Sometimes the coriflicting £roups may _mQ:ﬁenMIy involved
that they cannot move toward a solution by themselves, In’ i5¢5, a third party who i
both objective and experienced with this type of problem ma broughtin. = i

Committing to the Solution withip the Group. A _ |
subgroups, the groups can debate and consider these o tions and make their commitments
to some of these: Openness among group m Jwill help for genuine commitment. Afl

- doubts must-be resolved or must be put aside oint, : '

Committing the Whole Group. The last phase of conflict resolution is for both groups
jointly to accept a solution and to make public commitment to implement it. Group members
may share the mechanisms they plan to use for following up on the commitments made.
Amrangements can also be made at this point for a joint review of any remaining issues at a _
latér time. ' . PR ' '

- Resolving conflict through negotiation involves a continuous effort on everyone's pait to
build a climate of openness and non-defensiveness. The success of negotiation depends on
the efforts made by members of both groups to develop their own group skill. The process

" of negotiation itself contributes to the development of the group. The process is difficult,

but exiremely worthwhile, ' . e '

Participation and Collaboration: Toward Contlict Prevention :

Preventing conflict is also an approach mode. Prevention means anticipating the potential

causes of conflict and taking quick action to turn them into positive forces for better

+ understanding and cooperation. Two main strategies for prevention of conflicts are
described in the following paragraphs. - o o

Everyone concemed in 2 common task must be involved in order to reduce the breeding
ground for conflict. Whenever problems arise, everyone must be involved in finding
alternative solutions. Such participation and the resultant sense of shared responsibility for.a
solution help to prevent many conflicts. The solution reached: through participative decision-
taking may be much more acceptable and pragmatic than one imposed from above.
Representative groups from varicus, levels of an organizatiori can be formed for dealing with
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Group and Inter-Group Processes

grievances, work norms and deviations from them, procedures for: employce assessment,
performance criteria, etc., before the issues arise in order to prevent unhealthy conilict.

An emphasis on coliaborations and team building also helps to change the potential causes
of conflicts into positive cooperaticn. The ynain emphasis of collaboration is on identifying
cemmoit goals Fecognizing each other’s strengths, and planning stratégies for achieving
goals by working:

Contingency Approach to Conflict Management

Derr bas argued in favour of a contingency approach, He has suggested three main strategies
of conflict resolution: power-play, bargaining and collaboration. Accofding to him,
coltaboration may be best employed when work relationships, which must be inter-
dependent, are substantially damaged by a given voreselved conflict, when the parties in
confiict upenly face their differences and state their preferences without fear of reprisal
{there exists power panty in the relationship); when there is evident mutual interest in

solving the dispute; and when ihe organisation supports the open surfacing and working of
disagreements.

Bargaining seems to work best to establish power pasity (usually between competing people
or groups); as a means of distributing scarce resources; and as a somewhat efficient option
for achieving a formal agresment (o a common dispute. Bargaining may also be the most
effective way to manage a dispute between two parties who each use one of the two other
modes {collaboration., power-play) and are, therefore, unable o reach a common solutior
due 10 the disparit'y between them. Bargaining is ofien a midway or a “bridge” strategy.

Power-play, on the other hand, is an important way to cope with conflicts for the
autonomous; it is advantageous for those whikgre most adapt at this mode; itis a means for
achieving a dynamic balance-of competi forcls; and is often the only feasible way to
resolve ideological disputes.

Since the negotiation thode of co anagement is a mature mode, its success would
require maturation of the ipus protesses. Itis not a universally appropriate mode. It is
however, a more function and therefore a more desirable disection. Groups involved
in conflicts may atipmpt to Move in the direction of the negotiation mode. Two dimensions
seem to influenceheghpice of the mode of conflict management: integration of the ingroup
he 1ssue of conflict 1o the group. If the group is not weli integrated, it
10 us® the negotiation mede. In other words, if the group is internally
jaj problems may further aggravate under threats of conflict with the
outgroup, if NfCgotiation mode is.adopted. Negotiation involves a lot of activity, and the
expenditure of a sizeable amount of energy. A group would tend to invest so much energy
and effort only if the issue of the conflict is quite ceniral and important to the group.
Peripheral issues may not require so much effort. This is shown in Fig. 2, '

These two dimensions (ingroup integration and centrality of the conflict issue) may vary
from low to high. The approach modes become more relevant and appropriate with an
increase of these two dimensions. One main implication of Fig. 3 Is that a group may adopt
an appropriate mode of conflict management, but may then move tewards negotiation modc
by strengthening itself for perceiving the significance of the issue of conflict, Usually the
negotiation mode can be approached either through compromise or arbitration by a third
party. Movement towards the negotiation mode can be facilitated by a better understanding
of the negotiation process. Discussion of the various clements in negotiation, and the
sequential steps in developing negotiation may be relevant in this connection.

Figﬁre'ri: Contingency Model of Approach-—Avoidance Mudes of Conflict Management

High
£ o | Flight ' Arhitration Negotiation
c 4
£ | Appeasement Compromise Compromise
8= :
5 5 Resignation Withdrawa! Defusion
Low Ingroup Intzgnution High

166



Conflict, Cmnpethmn and

144 BASES OF COLLABORATION o Collsborai

Although comparing competition and collaboration is not proper, many researchers and

- those who have worked in the field of management have reported that on thie whole
collaboration contributes to better development, and has better side effects than competition.
Likert, while analysing various studies done with sales people, as mentioned earlier,
reported that the most successful sales managers were discovering and demonstrating that
when a sense of personal worth and importance were used 10 create competitive
motivational forces, the level of productivity and sales performance was not as high as was
expected. These were very high, on the other hand, when motivational forces to cooperale
rather than to compete with one’s peers and colleagues were used. The results showed better
performance, lower cost, and the highest levels of eamings, and certainly much h:ghcr
employee satisfaction. Likert concluded on this basis that collaboration releases sotne
motivational forces which build people and also contribute to the achlevemem of targets
more effectively,

Since pecple have to understand one another, and since orpanizations are increasingly facing
multi-dimensional problems, collaboration becomes very relevant. it is important to find out
how collaboration can be further developed in an organization. The first question, therefore,
is: Why and how do people collaborate? After understanding this, it needs to be considered
as to how collaboration should be managed. If the different bases of collaboration can be
understood, it may be possible to use these bases and manage better cooperation or’

* collaboration in an organization. Some of the factors which contribute 1o collaboration, or
the reasons why people collaborate, are discussed as follows.

Collaborative Motivation

 others.

alted extension

N of service (o others,
oncern by helping him, -

]arger groups to which he belongs mcl_uding the zation and the society. This basic
urge or extension motivation is the basis of collabhgfi6™Some individuals may have
higher extension motivation, and they may baye a teMgency to collaborate more than other
individuals. ) '

Extension motivation or any other motivation s not innate or inborn. It is a product of many
forces. Many other factors which are discussed here contribute to cither raising or reducing
the level of extension motivation. Most of these factors intzract with, reinforce and have
implications for one anether. Extension motivation is reflected in the general concern a
person has for others and his desire to forego or posipone gratification of his own wants for
the benefit of other individuals or groups. }f such a motivation operates; and if there is
reciprocal motivation available in the individuals or groups, this motivation is further

" reinforced. On the other hand, if other members do not thC a high extension motivation, it
may also get reduced in the individual,

Group Norms

The norms prevailing in a group have strong influences on the behaviour of the members
and are likely to either raise or lower the motivation. A meraber with low extension
motivalion may join a group and may have a tendency to compete. However, if the
cellaborative norms in that groyp are high, the same individual's extension molivation will -
alse increase in due course of time. Norms are the standards which are accepted by the
group for its behaviour. These are implicitly agreed to, and become binding on the group
members. These are not written down rules of behaviouf, but are mformally evolved,
members implicitly agree with them, and apree to conform to these standards of behaviour
and expect others to conform to them. Group nosms have the force of the group behind
them, and therefore are binding on most of the mcmhcrs of.ihe group. These influence the
individual’s behaviour a great deal.

Higher Payoff for Collaboration
Generalty, an individual behaves according to the puccwed reward for the behaviour. If one
type of behaviour is rewarded more {or hus higher pay off) the individual will repeat that
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behaviour. As a result his motivation-will go up and he is likely o continue to behave that
way. This may become a habit or a natural part of his activity. A question in this context
may be how much collaborative hehaviour is rewarded in an organization. Rewards may be
of various kinds, Most researchers have shown that when the payoff is higher, people tend to
collaborate more, This is particularly so in the case of people who are imterested in others. -
i haffling finding is that competition is not highly correlated with achievemeént
motivation. Conceptually, achievement motivation (concern for individual excellence and
rompstition) is supposed to have a high correlation with competitive behaviour. Bus the
findings were not so. The reason for such a low correlation seems o lie in the perceived
payoff of competition. A person with a high achievement motivation is interested in resuits,
If he perceives that by collaborating he can get better results, he is likely to collaborate, and
if he perceives that results are better (payoff is higher by competition), he is likely to'
comesre. Not only those who have a tendency to collaborate, but even those who have a
tendency to compete are likely 10 collaborate in due course of time if ¢collaberative
behaviour has a higher payoff. Payoffs can be in various forms. Various miotivators
suggested by Herzberg are some forms of payoff. If collaborative behaviour, for example,
leads to better recognition, more chances of development of one’s own ability, increase of
creativity of the person, increase of his influence in the system more challenge before him
for achieving results, etc., and when he perceives his tole as useful-or contributing to a cause
which is higher than personal interests, the individual is likely to collaborate move. The
psychological payoff in terms of sach motivators, or in terms of role cfficacy,

* suppleménting payoff in menetary or material terms, 1 likely to reinfosce collaborative
behaviour. ' '

Superordinate Goals ] . _
Muzafer Sheriff casried out some interesfigg experiments which demonstrated the value of
what he called superordinate goals, L&, goaPwefiich are important to all the parties
concerned, and which cannot be 3 by any party working alone Sheriff’s concept of 4
superordinae goal has contribute8gignificantly to the understanding of cooperation.
Experimental conflict and tition were first created in twe groups of adolescents who
were taken out for campin; ral days. Later situations were created in which the
problems faced by the Jgoups could not be solved independently by either group
(superordinate g found that the perception of the supernrdinatc géals by both ihe
groups which were +10 invelved in conflict and competition with each other changed
their behaw they had the maximum possible collaboration. o

Several factofa@ntribute to thé development of a superordinate goal. Firstly, the goal

should be attractive and desirable to the various members. Secondly, the goal shoubd be seen

" as a sharable goal, that all persons (or groups) concerned can share it. Such a siteation is

calleil pon-zero-sum game. If the perception is that one party can achieve a goal at the cost
of the other party, and that the nature of the goal is such that it cannot te achicved jointly by
both concerned, then it is called the zero-sum game, because the sum of the payoff to both
the parties is zero. All traditional spoits are zero-sum games. In a footbail or a hockey match
the goals secured by one team are its positive payoff; the team losing the game has the
negative payoff. When the payoffs of both the parties are added, the resuit is zero. However,
within the same team, members play a non-zero game. The gains by different players within
the same team contribute to the higher gain by every one concerned. This is cailed non-rero-
sumn game, because the sam-total of payoff 1o different members in the tean is not zero, it is

" non-zero; it can be on the plus or the minus side. Thirdly, if ihe situation is seen as

something in which the goal cannot be achieved by a single individual or a single greup
without working with other(s} invelved, then it becomes a superordinate goal, In the
traditional sports a team competing with other leam has a superordinate goal of getting a
score higher than the other team. Within the team itself members play a collaborative game,

- because they perceive the superordinate goal. To all members the goal of achieving victory

is attractive, they see this as sharable and as a non-zero-sum, and each one-realizes that this
cannot be achieved single handedly, that each has to work with the others to be able to
achieve this goal. When persons involved in 4 situation see goal as having all the three
elements then it becomes z superordinate goal, T '

Perceived Power

Ariother condition which contributes to the development of collaboration in a group is the
perception of power. Power can be of both kinds: power o reward and power to pusnish.
Reward and punishment ase used in a wider sense. Punishment may be in the form of
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depriving the other person of the rewards which he is Ilkely to get. Everyone in the system
has at least the negative power of depriving the other person.of something. wlnch is desirable
-0 him. This may be done by holding back information, or misleading the other person, and .
s0 on. Even the person at the lowest level in the organization can use his negative power by
‘creating annoying situations, delaying matters, holding back information, giving
"information which creates misunderstandings, etc. Every person in the system seems to have
some kind of power. If people in the system perceive clearly that they have a power which is
positive in nature, that they may be able to contribute to and vse their influence for the
attainment of certain goals, then this is a perception of positive power, Similarly, it is
important that they realise and perceive that others who are involved in the situation also
have power, borh positive and negative, :

The power should be perceived very clearly and it should also be demonstrated. If in a
situation people do not perceive the other person’s power they are likely to use the power in
a competitive framework. On the other hand, if a person involved is-not demonstrating
power this can also lead to continued exploitative activity (usé of competition by the other
party). Unconditional cooperation does not lead to the development of collaboration.
Unconditional cooperation.by one party may communicate a lack of power. If this happens, -
the other party will find it more and more difficult to get into a collaborative relationship.

-For collaborative behaviour the perception of power of both is essential. This was
dramatically demonstrated in one experiment in which the author was involved with four

. groups compesed of educationalists from six Asian Couatries. These groups played a game
called “Win As Much As You Can”. The game consisted of ten moves. One of the four
groups consistently made cooperative moves, and, as was revealed, in the later interview and
discussion; this group was fully convinced that, looking at the rules, only cgoperative
behaviour could help all the groups to maximize their gains. However, the ufigonditional -~
cooperation by this group blocked the emcrgence of cooperation amon er groups, and
this group was exploited by the other three -groups. The final resylegf the
cooperating group-snaped communication with the other three d the other groups
also refused to come forward for negotiation, as they saw themsalyesfi a more powerful
and advantagecus position which could be threatened by%liun. Many other researches

have shown that cooperation emerges after some competi Wes by the group
conceried; in this process-the various parties or ingimjduals§nvolved in the situation -
demonstrate to one another the power they haw iBability to use thls power.

The implications of these findings seem- V at in case there are highly oompeliti_ve or
non-cooperative parties or individuals, del @ ption of their power to each other helps in .
easing the situation, and the stalemate may b&€een as the possibility of collaborating for
mutual benefit. This seems to be the strategy adopted by the Big Powers, demonstrating
their power to destroy each other which has itself becomne a deterrent and is leading to
collaborative moves to find a solution to save the world from the armament race and the
building up of military power.

Mastual Trust

Along with the perception of power, it is imporiant that the  parties concerned perceive that
the power which the other party has will not be used against it. This is a part of trust. Some
amount of mutual trust is likely to lead to cooperation. Trust indicates a high probablllty that
the power of the concerned party or individual will not be used in a malevolent way.

A combination of perceived power and a minimum level of trust leads to cooperation. This
is shown in Fig. 5. As shown in the exhibit, collaboration results from a combination of the
perceived power of both and the minimum trust in each other. In a no-trust condition there
may be coercion and exploitation if the other person is seen as weak; or submission or
compliance if he is seen as having ‘power. If the perception is that neither has power, there
may be indifference towards each other. The perception that both have power may lead to . -
either competition or individualistic behaviour. Under conditions of high trust, perception of .
the partner having low power may lead to nurturance (pateralistic amtude), perception that
he has power'may result in dependency; perception that neither has power may generate
mutual sympathy. It is only when both perceive, as well as it is clearly demonstrated, that
both have power, and there is enough trust in each other, that collaboration emerges.
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Figure § : Cooperatioi as a Function of Perceived Power and Trus(
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" Figure 6 shows that collaboration results f_roni three main faclors_—.llie peréeptidﬁ that the
_goal is shareable by both concemed; the perception that both (of all)involved have power;

and a minimum level of trust prevailing amongst those invelved in. ttle.tasl(:. Absence of
these may result in low (or absence of) coope ation. Itis thas seen that trust interacts both’

with power and superordinate goal.

Figure 6 : Cooperation as 2 Function of Shareable Goal, Perceived Power and Trust
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Communication

- Anothér factor ce ing 10 the devetopment of collaboration is communication between '

or amongst the v s parties involved in the situation, Several experiments have
demons t when representatives of the groups or the total groups havean
opportunt municate with each other or amongst themselves, the chances of

. collaboratior¥ficrease. Communication opens up the possibility of discussing the

consequences of the behaviour of the persons or groups involved. Communication also helps
the groups to discuss with each other their perception of each other’s pow;er, and see that the
power they have which they are using against each other, can be tumed into a positive force
for the benefit of all concerned: In the absence of communication such sharing of concems

- is not possible. Communication helps in the perception of power and mork in the

development of trust. The experiments showed that communication also tenids to produce
repentant behaviour in those who have been exploiting and using power dgainst the other -
party. When individuals communicate as representatives, it is important that the groups
which send these representatives have enough trust in them, and that the representatives are
sure that the commitment they make to the other groups will be hqnouredi by their own

. groups. Again, the results of experiments have shown that when a group has trust and
. confidence in its representative, and honours the commitment made by him, collaboration

becomes easiet,

Fait Accompli _ _ :
If groups or individuals live together and share certain norms, they'beginito see good points

in each other, and collaboration begins to emerge. Various caperiments ifi reduction of

conflict have used this technique. People may be prejudiced against each|other, or even have
wrong notions about each other, as long as thiey do not work or live together. One factor
which contributes to collaboration is also the realization that they have to live or work .

 together, and through such sharing of experiences they evolve common norms. When the

individuals or parties concemed work togetber, it should be in 4 Jasger context, so that they
become inembers of a larger group. In such a larger group (o which they contribute and of
which they are a part, new norms develop which may contribute to the development of .
beiter relationships. When competing groups or individuals become part of a new group, -
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they slowly lose their identity as individuals or groupsm a narrow sense; and developanew

identity by belonging to a lafger group. This may help in the emergenc‘é a colléborat_ipn._

Risk Taking

In the final anatysis cooperation results from the initiative taken by one person oOr one group o

to cooperate. This is a kind of risk taking on the part of the individual or the groups. This is
aiso making oneself vulnerable. In a non-zero-sum game the individual or the group making
the cooperative move runs the risk of losing a great deal, and has lower payoff: This risk, lhe
initiative, demonstrating the courage to lose initially for the benefit of all the parties
concerned, taken by an individual or a group is the key to the development of cooperation.
However, this has to be taken after the other parties. concerned perceive the power this group
or the individual has. Risk taking is important in mmbmanon with trust and demonstration
of each other’s power. It is only after this has been achieved that both mutuat trustand
mutual power lead to a risk-taking tendency, but not the other way round. Only the risk

move Jeads to cooperation. The person who takes the inisiative in making himself vulnerable

is able to start the process of change towards collaboration, This inner strength of a person
to be able to make such a move helps io build col]aboratwe relatlonbhlps ina sitnation. This
is shown in Figure 7.

Il’e'rcepti.nn of.
.- Mutual Power

Cooperation

- Trust

Fig 7.: Cooperation as a funclmn of j

._14.5 COI‘,.LABORATI(:)N MDING INTERVENTIONS..

If coliaboration has such a positive role to play, how can coliaboration be increased in an
organisation? Several interventions can be used to help in raising the level of collaboration

in organisations. The various interventions discussed below can be classified into two broad
‘categories: process interventions and structural interventions. Process interventions pay '
- aitention to the basic processes which contribute to collaboration. Process interventions help
_to demonstrate and dramatise the effect of collaboration 16 enabtle people to realise the

effects of collaboration. Simulation interventions assume that when people experience such -

dramatic effects of collaboration in a laboratory situation, they may be motivated to

collaborate more effectively. Secondly, process interventions help to increase the awareness
of people about the various processes involved in collaboration. Cotlaboration is 2 complex
phenomencn and many conditions promote collaboration. Process interventions help people

" become aware of and recognise such conditions, so that they may be able to take action.

Thirdly, process interventions help people look at themselves and help in what can be called
self-confrontation. When an individual is able to analyse his own motivation and realises

_ that he has either allow tendency for collaboration, or uses dysfunctionai type of

collaboration, he may be greatly disturbed, and such disturbance may lead to change and
development of real collaborative motivation. And lastly, process interventions help by
providing the participants opportunities to experiment with behaviour, explore what
methods they can adopt for collaboration, and how collaboration helps in a particular
situation. Such experiencing and experimenting is the basic approach to change of
behaviour. Process interventions help in providing such opportuaities.

- Like process interventions structural interventions are equalty important. While the. main

role of process interventions is to create motivation and release the processes of
collaboration, the main role of structurat interventions is o consolidate such change, make it
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" a part of the orgamsanonal life and ensure that collaboratwe motivation, snmulated and

developad, is continuously reinforced and-is-sustained in the regular lifé of the organisation.

_ Structural interventions serve several functions. In the first place, structural irfterventions

provide opportunities to-people to collaborate in real life situations. This is likely 1o sustain
the motivation. Secondly, these interventions legmmme collaboration, not leaving it to
informal arrangements. By formalising systems in a way in which people collaborate, the
value of collaboration is consciously recognised and communicated by ‘the organisation;
such legitimisation helps in making collaboration a regular part of the crganisational life. In
the third place, structural interventions help to establish norms of collaboration, making it
clear thar the organisation expects people to collaborate. As we have a]:eady seen, the norms
are important determinants of behaviour, Such norms are likely 1 influence the behaviour to
a great deal. This is an impo.tant role of structural interventions, Lastly, structural
interventions reinforce collaboration in the system. If collaboration is encour:}ged and
rewarded, there will be a greater tendency for people to coliaborate. Structural interventions
build higher payoff for collaboration in various forms, continuously remforcmg
collaborative effons. :

Figure 8 summarises the various functions of the two types of interventions. -
We shall discuss.some possible interventions to inctease collaboration by referring to the

.various bases of collaboration we have already discussed: The interventions liave been
grouped under the same nine headings of the bases of collaboration, Fig. 9 summarises the

_various interventions discussed here. It needs to be mentioned here that although an

intervention may be mentioned under a particular base, it can he used for strengthening
other bases also. In the discussions below, we shall mention an intervention only. against one
base. But in discussing bases, we shall refer to'¥e already mentioned inerventions, and not
list ther again. Thus, in all we shall briefl\discu3§ twenty five interventions:

Figure & : F nnctim«ss and Structural Interventions

Process Interventions V Structura! Interventions

Demonstrate the value of coll
Increase awareness of processes 1
. Help in self-confrontag

Arrange collaboration in real life situation
Legitimise and fon'nahsm collabomnon
Establish collaborative noms

Reinforce collaboration ™

erlying collaboration

Eal ol s e

9: Basé§ of Collaboration and Related Interventlorns

Bases dl‘;'(_,‘dlla’l'm_rntion Related Interventions

1. Motivation 1. Motivation Devélopment Lab
’ ' 2. Simulation Exercises, '
2. Norms 3. Norm Setting Exercises;
4. Developing Norms of Sha.rmg
) 5. Temporary Systems ~
3. Reinforcement 6. The Appraisal System
: 7. Rewarding Collaboration
4. Superordinate Goals & Joint Goal Setting
. 9, Work Redesigning i
. . - .10, Organisation Building
5. Power . .11, Tower Lab

~12. RoleNegotiation
13, Role Substantiation
14. Role Efficacy Lab

6. Trust : ) . “** 15. Process Group

18, Non-verbal Exercises

: 17. Simufation Exercises

7. Empathy , : ' . 18. Enfeedback Exercise
) : t 19. Role Comtributien

8. Communication . 20. Feedback System

9. -Fait Accompli - S 21. Team Building Labs
’ - 22. Data Feedback
23, Process Review:
24, Image Sharing
25. Role Linkage
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‘Motivaiion Development Interventlons

In order to develop collaborative motivation it may be useful to pay attention to the Basic
motive which helps in building collaborative relatnonshlp This is called extension motive.
Extension motive is characterised by concern for other persons, an urge to help others,and a
general feeling that one has to be of sofe. usé to others. Two interventions can be illustrated.
for_develbping exten_sion_motivation. o

- 1) Motivation Development Lab

To develop extension motive, a lab of about a week’s duration can be organised. In -
designing such 4 lab the propositions McClelland has suggested for building motivation can
be utilised. McClelland has suggested a design for a power motivation lab. On similar lines
extension motivation lab can also be orgamsed The following dimensions will be included

_in the lab.

a) Helping people to analyse their levels of extension motwe and reflect whether they are
satisfied with that level. . o

b) Helping them to analyse various aspects of their jobs and to what extent the jobs
provide opportunities 1o use that motivation.

¢) -Helping them to dlagnose the organisational culture and examine what elements in the
culture contribute to exlensmn motivation or which elements are against collaboration.

d) Helping in the analysis of norms prevailing in the organisation (to see which norms
promote collaboration and which seem to be against collaboration).

¢} Helping them 1o share their apprehensions of the consequences of cooperation so that.

they may prepare ]glans to prescnt the dysfunctional consequences of collaboration.

Collaboration should not be perceived as resulting in loss of power. Collabora

" eventually should be perceived as, and should in effect contribute to, the dWgelopfent of

influence or power of individuals. Of course, this influence or power s to a different
" nature.

2) Simulation Exercises :

Some simulatien exercises are also used to develop motivat collabotation. One .

example is the game Win As Much As You Can (describec ingPlenffer and .iones, 1970). A

similar garme is Maximising Your Resources (Pareg Rzo,1982, Chapter 10). In these

games 4 groups are involved in working together, either use competitive strategy

or collaborative strategy. At the end of the gagag they Sgyme to realise that collaborative
strategy maximises the gain for all the gro f dhthe competitive strategy reduces the
gains of every group. Eventually the groups e j6 choose between a lose-lose strategy or
a win-win strategy; the choice of win lose strategy or a win-win strategy; the choice of win-'
lose strategy (wmmng at the cost of other members or group) is.a temporary strategy and
cannot last long. The exercise heips in building motivation for collaboration. The game with
detailed instructions and guidelines for trainers is described elsewhere.

Another exercise Broken Squares can be used to emphasise intragroup collaboration while
Broken Squares can be used for intragroup collaboratlon Maxmusmg Your Game can be
used for intergroup collaboration.

Nori Building Interventions - :

Interventions can be used for building norms for collaboration in the orgamsatlnn Such
interventions help in developing standards of behavicur and they sustain collaboratieft in the
long rn. The following three strategics are suggested in this regard. '

3) Norm Setting Exercises

de la Porte (1974) has suggested development of group norms for team building. The
interventions which de la Porte has suggested include building of new norms by cxammmg
the old norms. The interventions include the following: _

) Creating understanding and appreciation of the significance of norms.

by Establishing positive norm codes through cooperative action.

) Developing systematic change strategy by examining and modlfymg ten spec1ﬁc crucnal
areas which relate to norm setting.

d) Determining the excellent points of norms for the company.

~€) Establishing normative change priorities.
f) Implementing the change strategy.
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_ siggested in this regard.

g} Providing follow through and maintenance. _

h) Providing for continuous evaluation of change strategy. Such elaborate programme for
norm seiting for collaboration and team building may hclp an organ.satlon 1aKe
necessary steps in this direction.

4} Developing Norms of Sharing
If people in 2n organisation continuously, openly, and jointly share various problems whlrh
are betng faced, discuss various ideas about their solutions, and deve]op strategies for action,

- porms for collaboration wilt develop. Such activities may be conducted both within the

departments and across the departments. Norms cannot develop in an organisation unless
these are established. And the only way to establish norms is to use some behaviour which
seems to be desirable. Steps may be taken to promote collaboration ‘)y establishing such
newme wne using these practices. '

5) Temporary Systems

In solving various problems of an organisation, and for working on specific tasks which the
organisation has before it, it may be useful to use tcmpor.iry systems like task groups,
special problem-solving groups, groups to collect data for discussion, etc. Such groups are

-created for a specific purpose, and as soon as that purpose is solved these groups are

dissolved, Usually such groups are constituted by people from different departments,
sections, planis, or functiens. The advantage of interdisciplinary groups is that they help in
sharing concerns, and estahlish the norms of collaboration with each ether on commeon
tasks. The more such groups are used, the more the norms of collaboration will develop is

- the organisation.

Reinforcing Interventions

Interventions may be used to reinforce coligbordtive behaviour in the crpanisations. When
collaborative behaviour is rewardegleit tend repeated. Interventions to recognise and
reward collaborative behavipur nj b to reinforce it. Two main intervéntions are

6) The Appraisal System '

Both performance apdypotcrniial appraisal systems can be used to strengthen collaberation in
an organisation. @ @ he items in the perforthance appraisal form should be concerned
with the contributicRpf the individual to team building and coilaboration in the

organisatig ‘ hen thdse are included in the appraisal and the individual sees the value of
such behavigaft, tlese get legitimised in the systera. This results in greater effort on the part
of the individd emplgyees to consciously collaborate and contribute to 18am work, In de
course of time this ftelps to develop skills of collaboration, and eventually motivation for
collaboration. Similarly, while appraising the potential of an individual for higher jobs, ihe
employee’s ability to:develop collaborative spirit and his ability to contribute to the
development of his subordinates may alsc be assessed. -

7) Rewardieg Collaboration

Soms method of rewardiag collaboration in an organisation can be very helpful. Rewards .
may be in terms of special mention and recognition. Groups or teams may also be rewarded.
For example, if a team consisting of people from several departments or sections has.
achieved something remarkable. This can be mentioned in the board meetings, in the
newsletters, or in special bulletins. Amongst the workmen collaboration can be rewarded by
giving special prizes or remarkable work done by a team of workers in relationi to a specific
task, wher collaboration is 1|wolved in such efforts. Various methods can be devised for
rewarding collaboration..

Creating Superordinated Goals
As we have seen, superordinate goals help in building collaboration. Superordinate goal is
characterised by three elements the goal should be attractive, it should be seen as shareable,
and it should be seen as achievable only through collaborative effort and not by the effort of
a smg]e person or a single group collaboration may be developed in an organisation through
special efforts. The following interventions may be vsed in this regard. :

8) Joint Goal Setting )
if more attention is paid to the goal seiting process in which persons from various _
deppitments and teams are invoived, the goals are likely to be superordinate goals. In the
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‘joint goal setting process it is important that goals are defined jointly by the members
involved and these. are seen as worthwhile, attractive, and challenging by all the persons
.concerned. Resources necessary to attain the goals may also be discussed during such
meetings. This, in fact, happens in the - process of goal setting at the top level, However, at
the lower levels also joiit goal settmg process may be used. much more frequently

2} Work Redes:gnmg :

Work restructuring or work redes1gnmg emphasises the use of responsible autonomy,
adaptability, variety, and participation. The concept of autonomy is that the content,
structure, and organisation of job is such that individuals or groups performing those jobs

. can plan, regulate, and control their own woik worlds. Autonomy.implies a number of -

- things, among which are the need for multiple skills within the individual or within a group
organised so it can share an array of tasks; and self-regufation; enly the critical
interventions, desired outcomes, and organisational maintenance requirements, need to be
specified by those managing, leaving the remainder te.those doing. Specifically, situations
_ are provided in which individuals or groups accept responsibility for the cycle of activities

required 1o complete the product o service, They establish the rate quantity, and quality of

output, They crganise the content and the structure of their jobs, evaluate theirown

performance, participate in setting goals, and adjust conditions in response to work-system

variability. The following seven criteria of autonomy have been suggested:

1) The group can influence the formulation of its goals, including (a) qualitative aspects .
: (in other words, what the group shall produce), and (b) quantitative aspects.

2} Provided that established goals poverning relanonshlps to the superordinate system are

satisfied, the group can govern its own performance in the followmg ways
a) Thke group can decide where 1o work. ) :
b) The group can decide when to work. . _
¢) The group can decide which other activities it wishes to engage
3) The group makes the necessary decisions in connect:on Wlth chioi he
production method, :
4) The group makes its own internal distribution of tasks.
5} The group decides or its own membership. . _
6) The group makes its own decisions with respect to tv ig) matters of teaderships: -
a) The group decides whether it wants to have gleader§vith respect to internal
questions, and, if it does, who this leader g . o o
b) The group decides whether it wants a leador the purpose of regulating boundary -
conditions and if it does who this 1 shall Be. - :
7)  The group members decide how the rations shail be performed '

Socie-technical systems approach has beeri ef ectively used in redesugmng work groups and

ather related parts of the organisation. The organisation a.d its subsystem is regarded as

open socio-technical systems (open to input-throughout-output changes with the

environment). The following are the relevant charactenst;cs of this approach for work

redemgmng

1) The primary task of a manager is to comrol the boundary conditions of his tnit.

2} The goals of an open system can be understood only as specwl forms Of
interdependence between the system and its environment. -

3) The goal state has the characteristics of a steady state, whlch requlres (a) a constancy of
direction, and {b) a tolerable rate of progress.

4)  Steady state can be achieved only through leadership and comrmitment.

- 5) The basis regulation of open systemn is self-regulation.

6) As individuals have open system properties, the enterprlse must allow its mcmbers a

sufficient measure of autonomy. :

As work redemgmng certainly leads to new problems and dimensions“but more creative

ways of managing problems also emerge. For example, as a result of such collaboration the

role of the supervisor has to be redesigned. There are several repercussions of such work .
- design. This is one effective intervention for creatmg superordmale goals, which become
highly motivating for work. -

10) Organisation Bmldmg

Several models of organisation building are avallab]e Allhough these can be called
Organisation Development (OD) efforts, they are more elaborate, and therefore, the term
organisation building is being used. Two major interventions of this nature-are those by .
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. Biake and Mouton and Likert. These two major theories of organisation design have been

very widely used, and the results have beer: reporied from various organisations and various
countries. Blake and Mouton used the now famous Managerial Grid in which several
attempts are made to build an organisation on the basis of collaborative effort. The major
interventions in Managerial Grid relate to team building. Teams arz built in the -
orzanisational structure vertically, tiorizontally, as well as diagonaily. For examplg, teams
from various levels from the same department come together to collaborite and work on
problems: This is vertical slice of the organisation. In the horizontal slice, people at the
same level from different departments come together to work on problems: and inthe
diagonal slice people from different departments and from different levels get together and
build a team. These team building efforts eventually lead to goal setting processes and
reshaping of the organisation, resulting in a colfaborative effort th-oughout the organisation,

Based on extensive research, Likert proposed a theory of four types of organisations which
he called type 1, type 2, type 3 and type 4. These organisations, broadly speaking, can
respectively be called authoritarian-exploitative, authoritarian-benevolent, consulative, and
participative. Likert elaborately described these organisations. The main characteristic of the
type 4 organisation (an ideal organisation) relate to coltaborative relationship. This type of
organisation helps in building teams, and the various collaborative efforts are stressed
through a variety of ways. Likert and Likert have supgested items which are'used to measure
human organisational variables. Qut of the ten items which are mentioned six directly relate
to collaboration. So the main emphasis of Likert's model of organisation: buiiding is on
collaborative efforts. Likert and Likert (1976) discuss several ways of huildiag collaboration
in the organisation leading towards development of rype 4 organisations.

Power Related Interventions

As we have seen that unless the individWigls of groups involved in the relationship perceive
that ali concerned in the situatigmhgye power, collaboration cannot emerge. Several
interventions can be used to cr ditions in which people both perceive and

. \
increasingly have power in the . Four interventions may be considered in this area.

. Several simulation excr%lp in seeing the power people have in the group. For

ch AR You Can or Broken Squares exercises demonstrate that people
have power withhold any help, they gan provide to the group for completing
the task. It comesNut dramatically in the Broken Squares exercise {for détails see Pareek
and Ray Chaptér 9) as to how even a smail piece when withheld prevents the group
from ac the task. Such negative power can be converted into positive power for the

example, Win

-attainment ®f a goal. This also comes out quite vividly in this exercise, Various other -
_exercises. simulating, competitive and ~ollaborative behaviour bring out and demonstrate

the importance of power very dramatically.

11} Power Lab
Power lab helps people to explore their feelings of having or not havmg power (a sense of

~ power or a sense of powerlessness). Power lub also helps the participants to explore

different ways of empowering themselves. and others. In the power lab, participanis analyse
the structural components of various systems, regulations, and role in terms of depowering
(power-depriving) or empowering processes, and develop action plans in the direction of the
CMPOWENNG Process.

12) Role Negotiation

Twa important interventions relating to roles are useful in this regard. Harrison famous
intervention, called role negotiation is very useful. In role nepotiation people concerned
negotiate on the basis of mutuality. The basic concept of role negotiatiorn js that people have

. equal power in the sysiem and they can make demands in exchange of prormseq to help.

Role negotiation exercise effectively uses the fact that people have power of different kinds,

and they can use the power positively by helping others, and in tum demanding functional

help for making this role more effective. The following sieps are involved in roles

negotiation. .

a) Unfreezing : A vanety of methods can be used for unfreezin g like micro-lab exchange
of images of each other, etc.

by Cenerating demands by each role oce upam or a group from oiher role occupants or
groups. Each member or group writes three things for other member or groups
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' 'indiCaiing' what they would like the other group to ki) continue to do to-cqnﬁibute to tbis S o Conflict, Cﬂupeth.lnn and

group’s effectiveness, (ii) start or increase doing things which will make this group - Collahoratien

more effective, and (m) stop or reduce domg 50 that tlns group 5 effecuveness can be
enhanced. )
¢) Exchange of these demands from each otherand consnderauon of the demands by lhe
.- groups concermned.
d) Clarifications of any vague demands
e) ' Negotiation on the derhands. The groups come together and representatwes of the
* groups sit in the outer circle. An empty chair may be kept in the inner citcle for any .
member from the outer group to come and make a point and go back to his seat. The ' : : »
-discussion is carried on by the inner group only. For each demand accepted by a group a o ' '
counter demand is made to make it a hard negouauon. The counter dcmand 1s usually
made to effectively meet the demand made.
- f) Preparation of contract, A contract is written, contammg the agreement on dmng thmgs .
 for mutual effectiveness and it is signed by the concerned groups. - '
g£) Review and rencgotiation. After two months or so a review meeting is held to ﬁnd out -
- how the negotiation is working and necessary adjustments are made in the light of the
expenence ;

: 13) Role Substantlahon
Another mle-related intervention which can be used for bmldmg more power for various
roles in the system is called Role Substantiators exercise: This is one.of the exercises froma
package of exercisés on role effectiveness (Pareek; forthcoming). ‘This exetcise helps those
role occupants who feel they do not have power in the system or that their power is eroded
as a result of reorganisation or redesigning of the roles. The role occupants concemned get
together and prepare their maps of erosion, indicating in-which areas the power is seen as
eroded and also identifying the areas of vacuum. After identifying such.gpecifigareas in
which power scems to be less they get together and discuss how more o built
into the roles, or recognise some hidden power existing in the role the Tole cccupant
was not able to sce. This exercise may also lead to role negotiatio ilding more power.

Al the interventions which are in the area of power pme%ﬁ_\sis that power is not -

limited quantum. The more power is shared the more incres e organisation.
" Therefore, it should be regarded as a mulnplymg enpieyy The Rain question is which role
needs how much power and in what areas in or tive. ' '

. 14} Role Efficacy Lab ' Q ' : h
Role efficacy is defined as the potential es ofa role 'Ihe main purpose of tlns
two-to-three day intervention is to increase a Shpée of internat control amongst Ihe mernbers
. of a group. The following steps are involved:

a) Assessing own roles efficacy by role occupants by analysing and writing on ‘my ro]e
(usually half-an-hour time is given for the essay), or by an instrument used for
measuring role efficacy. '

b) Understanding approach and avoidance behaviour in the behawour

¢} Generating ideas of increasing role efficacy on ten different dimensions (including
linkages, helping and superordination) by generating ideas on (i) what they themselves
can do individually or coflectively, (if) what they expect from higher management to
increase their role efﬂcacy, (iii) what they can do to mcrease role efficacy of thenr

- .subordinates.

d) Finalisation of the list by the total group. :

e) Dialogue with representatives of top managcment and amriving at some commltment
' both by the rol¢.occupants and the top management.
) Review and replamnng aftera few months

Trust Building lnterventlons _

With the increasing use of behavioural sciences in orgamsatlons trust building i mterventmns

~ have been most widely used. They have been used.both in stranger groups as wellas-in i, -

. organisational groups. The basic assumption behind trust building interventions is that: if'the -
individual is helped to confront himself to find out why he trusts, or why he does not frust -
people, he will both be able to learn to tritst ahd gencrate trust in others. Three mairt”
interventions are ' woith mentioning in this area.
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first of the book, as the m

15) Process Groups o o
Training group, or T-group as it is more widely known, is a well-knpwn device. In the T-

Group individuals sit without any agenda, and they explore the issues which may be

. predominant in the group, and through that they explore their own pérsonal and

interpersonal orientations, and help each other in looking at their personal and.interpersonal
effectiveness as well as in planning to improve such effectiveness. T-Group explores the
various dimensions of trust building and helps members to test how trust can be built in the
group. Mostly T-Groups have been found to be effective in stranger labs. T-Groups have

. also been used for trust building within an organisation, and in many cases quite effectively.

However, if the culture of the organisation is fairly closed, use of T-_.Group;s_niay create

 problems. But T-Groups or process groups have been effectively used in creating more trust

amongst membeérs and building norms of using behaviour.

16) Non-verbal Exercises o _ L

More recently non-verbal exercise ., have been widely used- and developed for building trust.
One such exercise is called trust walk. Half of the members of a group are; blindfolded, each
blindfolded person forming a pair with one is not blindfolded. The latter accompanies the
former for several hours and in some cases for the whole day. He heips hiin to go for lunch
and attend to various necessities; he also belps his partner to explore the environment and

* takes him around. Sometimes experience in such blindfolded situation is very dramatic and

has a tremendous impact on people in building trust. Some pre-work on the process of
personal relationship and interpersonal dimensions needs to.be done before. such a non-
verbal exercise is used. - o : '

17) Simulation Exercises_

* Several simulation exercises have been used for trust building. Onei powei'ful exercise i$ the

- prisoners dilemma. This exercise is used.in Wyaricty of ways. Win As Miich As You Can
and Maximise Your Gain are also vari:

s of the Prisoner’s Dilemrha applied to the group
situation. Usually Prisoner’s Dilempa (P played in two member groups. The Prisoner’s
Dilemma belps people to explof the 8imensions of trusting, and the consequence of not
trusting. Lack of trust leads to 18§g-103¢ strategy, and both the individuals suffer as a result.
of that. This is dramatic oughtout in such an exercise. The exercisei described in the .
arch tool, is based on the same f_;o?'l'ccpt.; o

_ digdnterventions _ '
Collaboratipn amoRgst some persons is possible when they have empathy for one another—
h others’ point of view, problems, and difficulties. Several interventions can

be used tNevelb p empathy armongst people. We mention below two such interventions.

18) Enfeed Exercise : o - IR

This intervention helps people in a group to develop empathy for one angther through
feedback. Fecdback is given with empathy. A group of people get togetheér and do the
following activities in triads (groups of three persons): :

a) Think of your organishiion and prepare three uncoriventional pictorial images of the

organisation to summarise
i) your perception of the organisation, _ .
ii) how each of your two partners perceives the organisation; and .
iii) your group’s perception-of the organisation. : S .
b) Write down on three pieces of paper for your two partners the following things
i) . three personal strengths,
ii) three personal weaknesses, and
iii} three main concems, =~ 7 : ' : .
c) Share with each how close you were able to guess strengths, weaknesses and concemns.
Discuss why you were able to empathise or were not able to empathise. Take help of
others in increasing your sensitivity to and empathy for them. ' '

.d) _ Discuss in the large group how much the images of the Orga_n'isationiare COmuENOoNn or

different an. why. '
19) Role Contribution . ) : i o
Role contribution is similar to role negotiation. However, there isione main difference
between the two. While the emphasis in role negotiation is on the effectiveness on one’s
own role, the emphasis in role contribution is on the effectiveness'of the:other roles. This
exercise is based on and is meant 1o promoté empathy. The following steps are invalved in .
role contribution:. g S : '
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a) Untreezing. A variety of methods can be used for unfreezing like micro-lab, exchiange © [Deeflic, %:lneﬂﬁonmd
~of images, etc, A part of the Enfeed exercise can be done at this stage. : o
b)  Analysis of extension motivation. This is done by examining why a role occupant (or a
. group) wants to contribute to the effectiveness of the other role(s) or group(s). Each
group prepares such an analysis and shares in a general meeting, '
¢) Force field analysis. Each group prepares lists of factors that facilitate and hinder such
contribution. These lists are shared. . .
d) Generating ideas of contribution. Each group prepares a list of what it can do to help the .
other groups become more effective. Each group does this for each other. B
€) Requests for help. Each group ilso prepares a list of requests the.group would like to
make to other groups to help it to make the contributions successful,
) Open sharing, The various ideas of contributions and requests for help are then
discussed in the open large groups, and groups come to agreement. Each group searches
ways of helping other groups as an exchange gesture to the help others, promise to give.
) Review and replanning, After about two months the contributions made by each group.
are reviewed, and each group plans further action to increase the effectiveness of such
contributions. ' : - = S :

Communication Interventions _
Coltaboration increases when communication channels are open’ Whenever a relationship
tends to degenerate into a negative corpetitive situation, communication is extremely
helpful in an emotionally charged situaticn. When there is some kind of stalemate as a result
- of negaiive competition, and communication gets blocked, the whole game tumns into a

lose-lose relationship, and collaboration is not likely fo emerge. At such a point

communication becomes extremely important. Tvo main interventions arc  in this
regard. _ . . - :

Simulation exercises dramatically bring out the usefulness of con fi%ation. For example,
in the Maximise Your Gain exercise, as already mentioned earlier, §
blocked, the parties will go on playirig a lose-lose game ad infinituniNGhé
strategy towards collaboration comes about only after propet unication has been
established. Opportunities of communication help people to eXgfore with each other the
dynamics of relationship which may turn the situati ards 3 upward rising spiral. This

is possible only if communications are allowed and at points. ’

20) Feedback System _ . - o
Orie way to keep communication open is to el -@ Pe piving and receiving feedback on
feelings of resentment and other negative feeling¥ In a face-to-face situation if such
feedback is allowed and encouraged, communication channels will continue to Temain open,
This can be done by legitimising the process review and feedback in a collaborative project
from time to time. For example, every week an hour or so can be set aside for sharing
feelings and other concems which various members have in relation to the work being done,
When such feelings are shared by people, and feedback is generated, they will be able to use
these by changing their behaviour to a great extent, and relationships will not be blocked.

Team Building Interventions - Lo :

This area is the most important one because it directly leads to collaboration. Several
interventions have been designed in this area: A variety of structural and process
interventions have been used. Some of thése are briefly mentioned below.

21) Team Building Labs L :
Special programmes for team building are often conducted in-organisations. Alban and
Poltirt, 1973, for example, have mentioned a programme of what they call ream building
group. This programme is more structured in nature, although process-data are also
analysed. They contrast team building group with T*Groups mainly on the basis of team
building being done in the organisation with members who will work continously with
each other and in which more structured exercises are used. They report effective changes

* a8 a result of such team building activity, Various simulation exercises, theoretical inputs,
and work on tasks are used in such a four to fivg day programme. Several team building labs
have been reported by other authors. AH these labs, whether they emphasise more on
Process, or use more structured material, 2im at creating teams of people who have respect
for each other, and who emerge with strengthened collaborative relationship. g
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' 24) Image Sharing

22) Data Feedback

Team building can also be promoted when data from the interviews, by an outside
consultant with the various members concerned, are used as the basis of team building’
activities. This intervention has been found to be useful for top team building. The
consultant interviews such individual member who will participate in the tehm building
programme, and he puts down all the data without mentioning the names on sheets of paper

" which are posted on the walls before the meeting starts. The feedback of the entire data on

inteeviews helps in stimulating discussions on the various problems which the groups is
facing, and in deliberations as to how the team bulldmg could be attemptedr This device can
be used at various other levels also.

23) Process Review |

Team building is greatly helped if people are allowcd to share their feelm;,% about what
happened in the groups or in the organisation. Even when the role negotiation exercise has
taken place, there may be pent up feefings which people may not be able to express.
Providing an opportunity and mechanism of sharing of such feelings and legitimising -
discussions of the dimensions generated by sharing of such feelings, helps in promoting
tean1 building. This can be practised as a regular feature wherever special teams are
working on the projects. Special meetings may be designed only for purposes of processing
of feelings, and reviewing the processes (niot the content er subject matter). '

This intervention has been very widely used by vatious behavioural scientigts, It was
originally suggested by Blake, Shepard and Mouton fer increasing role effgctiveness. In the
exercise the groups or the members involveg generate images they have of the other groups .
or the members and also guess what ki e the other members or groups have about
thern. Aftér penerating such images these ed and this starts the main activity which
leads to team building. The main gavqgale behind the intervention is that if people have -
negative images about each othe @ bmes in the way of working together. So before
mutuality can be established. and ork can be developed it is necessary that these
images are both shared a%ﬂ s0 that people may be able to work together more

effectively.

25) Role Linka

One effective exercig in building teams in an organisation, is the role lmk?gc exercise. This .
exercise arious role occupants to come together and find out the ampunt of linkage
existing be heir roles. By analysing the role linkage (an instrumet can also be used

for this purpo¥€) people see the dimension on which role linkages are weak; they work on

those dimension 1o 1mpr0vc the linkages, leadlng to development. The following sieps are

involved:

a)" Preparation. The facilitator explalns the concept of role and role set, and the purpose of
the exercise. He explains that role linkages may be considered weak when the perceived
distance between a role and other rele is significantly large. Weak role linkages may
lead an individual to develop efficiency in isolation. Usually these tendencies are
discemnible in large organisations. In such situations, solving problems by individuals in
isolation may be quite effective; but when collaborative effort is called for, these
distances may hamper organisational effectiveness, thereby rendering this coping
strategry as dysfunctional viz., developing isolated efficiency.

b). Individual diagnosis, The participants individually complete “Assessmg Role Linkage”

© form.

¢} Individual action ideas. The participants lndwldually complete “Impr('unng Role
Linkage™ form. | :

d) Joint diagnosis and action planning, Role pairs with perccwed low-low lmkages meet
and discuss why there are weak hnkages {or why linkages are perceivid weak) and what
can be done to improve these.

¢) Commitment in the community. The steps mutuaily agreed by the role occupants are
shared in the large group.

" Temporary systemb, already mentioned, can be useful in team building. G L:;ups with joint

responsibilities of solving certain problems can be set-up. These should be the
organisational problems whlch are urgent and about which most of the members are

concemed. . ‘
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Initiative Promotmg Interventlons - -

As we have seen in the final analysis coIlaborahon comes about when someone takes the
initiative and takes a kind of risk to cooperate and thereby shows a way of estabhshmg
collaborative relationships. This can be promoted in various ways.. :

' Sunulatlon exercises provide data which are rich in ﬁndmg oit why there was a’ change in
- the development towards coilaboration. In the analysis it is often found that some

‘individuals took the initiative which turned the whole sitvaiion in a positive direction. While ~
analysing the data from-exercises like Win As Much As You Can, Maximise Your Gainand -

. Broken Squares thls kind of process analySIS can be done with very good results

It is also important that in the orgamsatmn initiative taken bya member or a group
establish collaboration is both recognised and rewarded. This can e done in a formal way
while analysing the success of collaborative effort to find out which group or individual had
taken what steps which started a new process of collaboration. This may help in setting . .
norms of recognising collaboration as well as ekamples’ which others can follow This may
be very helpful in estabhsh:ng the traditions of taking mmatwe for collaboration.

In conclusion we can say that far building collaboration in orgamsauons it may be usefu!’ to
treat collaboration and competition as complementary phenomena and work toward
development of functional (positive) forms of both. Understanding the bases of
collaboration (why people collaborate) may help in designing both structural and proccss
interventions in an organisation. Several 1nterventmns suggesled here can be used in most of
the orgamsatjons .

146 SUMMARY N

From this unit, one leamns the appreciation of value of conﬂict {comp ﬁtM
y n; %, how t0 manage

conflicts and the dynarmcs of collaboration. The unit explams cer ys of developlng

.collahoranon in one sorgamsatmn _ ) : -
14.7 SELF-ASSESSMENT TESJy E B

1). Bxplain the terms conflict (competition ration. '

.2)  What are the sources of conflict and e bases of éol]aborali_t_)n.
3) Explain the styles of corflict management?

4 Describe the collaboration building interventions.

148 FURTHER READINGS

1) Most of the ideas in this unit have béen borrowed from Managing Conflict and '
Cellaboration by Udai Pareek (Oxford & IBH, 1982), an expanded and revised edition .
of which is to be published by Mdnage‘ment System. The book discusses theories and
interventions in details. Some instrumenis to measure conflict management styles, and_

- oné simulation game to develop collaboration are also given in the book.

2) Rensis Likert’s contributions to participative organizational design can be read in his
New.Paiterns of Management and The Human Organization (McGraw, 1961 and 1967).
His book New Ways of Managing Conflict (McGraw, 1976) déscribes collaborative
ways of dealing with conflict. Managing Intergroup Conflict in Industry by R. Blake,.
H.A. Shepard and Jane Mouton {(Gulf Publishing, 1964) describes i in details an -
intervention to deal with managemenl union conflicts. '

3) DC McClelland developed some propositions for developing motivation, These along
with detailed description of théir application to develop achievement motive in-an.
Indian town, are contained+in Motivating Economic Achievement by D.C. McClelland
and D.C. Winter (Free Press, 1969), These were further modified and apptied to the
development power motive, described in “Power is the Great Motivation” by D.C.

- McClelland and D.'M. Burnham (HER, 1976, 54(2), 100-110). The model of power -
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(.‘.q&pud Sirter-Grovp Procoees . proposed by McClelland can be measured by analysmg TAT stories! T V. Rao has

4)

developed a manual Stewart Maturity Scale (Manasayan 1976) for Indha

-Two simulation exercises for developing collaboration have been described in details,

including their processes in Developing Motivation Through E'xperienfbing {Oxford &
1BH, 1983). de la Port’s intervention to build collaborative norms canlbe read in his
“Group Norms: Key to Building a Team™ (Personnel, 1974, 51(5), 60-67). Nitish De

_describes several interventions of work re-design in Alternative Des:gm of Human

Organisations (Sage, 1984). The concept and details of role negollauon, proposed by
Roger Harrison can be found in The Social Technology of Orgamza:wn Development
edited by H.A. Hornstein (NTL Leaming Resoutces Corporation, 197 .
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‘BLOCK 5 ORGANISATIONAL PROCESSES

This Block explains what are the different processes which are ihvolved in an orgarisation..
Unit 15 explains overview of Major concepts and Emerging Trends of organisational
Processes. Uit 16 explains the concepts of Power, Politics and Authority in an organisation,
The pmctss&; of Integration and control are explained in Unit 17. Organisational Climate and
its improvement are explained in Unit I8. The fi nal unit explams how Organisational
effcctwenesa will be evalualed :
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and deciding to hire, transfer or promote pe
' Anexammatlonofthemnagementmeramreshowsthattheterm‘prowss hasbeenmedto

UNIT 15 ORGANISATIONAL PROCESSES :

AN OVERVIEW OF MAJOR
CONCEPTS AND EMERG]NG . |
TRENDS o SR o
| Objecﬁ\_'en
From this unit, ane has to understand :

© Meaning of Process N . . o
® Organisational Processes : : R : - .
® Types and Approaches of Organisational Processes. -

~ Structure

151 Introduction

152 The Process Approach.

15.3 Systems Approach to the Study of Orgamsauonal Processes
154 Power, Conflict and Intergroup Relations

155 Organisational Learning and Renewal

156 Summary o

15.7  Self-Assessment Test

158 Further Readings - 0

15.1 INTRODUCTION | (. }

The word ‘process’ hasbeenusedextensnvelymnianydmp

‘-;» thephysm.lscnenoes,one
talks about thechemcal biological, and physical processes

Tancxamplefromnature,

_ﬂuctnmhonsmtempemtureleadmgtothewashnga o of tllable soil. In the field of

management, several management research ach
without defining it, presuming that there is {ooyfiffion yshared m&nmg. Fore:mmple,one
talks of staffing process to include advertising ’: : mterwewmgpotenualmndldates

denote the following :
* howthmgsaredoneorhowg'oa]smpmsuea, -

® 2 series of actions that lead to the accomplishment of objectives

. anyoomseorsequenceofbehaviourmmpﬁshinganmrypmpme
. pmgrmvemoramofmmrfmmedbypemonsmthemmofmowngthe
orgnmsauonfromonestatetoanother

One noucesthatalltheabovedeﬁmhonspmnttoaﬂowofachwtyoranunfoldmgof
pmgresswesequenceofeven&.lztmemmmeareal—hfcmsewgamammmnmw
undemdmgoforganmhonalpmcm

Law and Order Problem in a City
mexmonﬂxs,theuwmclashmbﬂwwnmordxgmmgmupsmamymmem
- part of India, and the law and order situation was at its lowest ebb. A major religious
_oebebmﬁonofoneofthegroumwasmmdlhemmer.hehdmoﬂhi;mﬁgjon .
wielded considerable power, and were adamant that the religions processions should go.
The police force was highly demoralized. There had been very high ibterference in their
working. The prevertive arrests which had been made did not touch the real criminals,
Forexample.ltwasfomdthatoftbemdmdualsarreﬂed.ZOOWatherbelowlZor

above 635.
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. The District Collector decided to squarely deal with the law and order muatlon, and

had such innocent persons released. He established ‘his own informal channels with the
trade, the police force, the public and the organisers of the rehglous celebrations, Aftér
individually meéting 2000 people he made a list of the hardened cnmmals! aud trouble

‘| makers. Thlsllstol'peopletohearreetedwaskeptasecret

" He wen to the different groups of organisers and evolved a 14—pomt oode of conduct
(such as outer limit in terms of time for religious celebrations, not having prooessrons on
foot etc.). The code of conduct emerged from discussions with different groups in several”.
forums. A large scale communication exercise was undertaken to ensure that the new
norms were aeeepted by all the concerned individuals and groups. ’ '

" At the same time, the potential trouble makers were also ea]led, and threa?ened mth
dire consequences if they were found to create problems. In this way, some

| countervailing power was established over. thera. Two days before the eelebrauons, the

© District Collector had the hardened criminals arrested.

During the 'week-ong celebrations, there were to calls from the state eam;aj oo
complaints of wrong arests and no violation of the code of conduct. The eatire

" celebration went off peaeefully an.d this dramatically :mproved the law :md order
situation in the city:

lt can be seen from the above caselet that a eommumly was moved from one sxtuauon (severe
- Taw and order problems and insecurity ameng city residents) to another (satusfactory law and
order situation) through a series of actions, The objectivés of improved law and order situation
was achieved through the processes of communication, decision making, and| exercise of

power, The District Collector tried 1o build $gme bridges and create certain lmkages by
lI'lIlldtlI‘lg a course of action and mobilizigg supPgrt for a new set of norms.

As can be seen ‘from the caselef; orgapisatio llke streams which are in & state of
continuous flux. Processes are eyt d difficult to describe, In the caselet,;we see a _
scquence of events which eollect : ided a certain result. The District Collector was - . -
required to manage a set ' :
he would not have achieve

Karl Weick sta escnptions of any organisational activity involves the use of verbs, and

these verbs indi es of organisations. In the above caselet, the dcvelopment of

new NOTMS Leguir nmunicating with the concerned people, understanding the situation,
ecaders, bul’fenng the situation from hardened criminals and; crealing a .

e to the new norms of behawour - :

The spaual aspects of- organmallonal actwlty are indicated by nouns ancl the 1emporal aspects
" by verbs. Verbs indicate motien, change and time. Wlthout these, people would be oboervmg

only static d1splays

'l‘hus the essence of prooess acimly in organisations is lhe counection between nouns. The
greater attention we gwe m verbs, the more we are concentrating on the prooesses in
orgamsauons ) : :

Process also lmplaes'mipennenenee The rew materials of process are interesls .a'nd activities of
individuals. Because these aje contmuously changmg, the processes also change

15.2 THE PROCESS APPROACH

Weni:lell French deﬁ:ies process as a ‘flow of interrel'ated events moving towiard some goal,
purpose or end’, There are cerlain essential words in the definition which capture the meaning
of pracess. *Flow’ denotes continuous activity, in other, words, one thing follows the other. The
word ‘inferrelated’ suggests that these activities are conngcted to one another. These set of o
events move towards some conclusion. ‘Goal’ refers to humari objective, and * purpose’ sugg&srs-

a human actwuy in a metaphysncal sense

Al proeesses conitain subprowsses and ate a part of a 1arger process: For example, process of
1ree growth can be subdivided into plant food assiniilation, photosynthesis, pollination and s0
.on. The process-of tree growth. is also part of the larger lifé process of a forest. Similarly, we
‘have seen that the staffing process includes advertising, interviewing, and appointing personnel
‘1t is also part of the larger managemen: process,
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Mmagmmntofforestmmlvesmygoak,mdumvdmthesysmucm:puhmmd
control of 8 highly complex network of interacting processes. In the sime way, task of the
administrator is to define enterprise goals, assemble resources, visualise the processes essential .
totheausmmentofthaegoals andtodesugnthenetworkoﬁncilmungsystems.

'Thepmcmaiipmschfocusesmhowmmpmdone,mdsothssapprmchemphasm o
interpersonal relationships; attitudes and feclings. In bringing organisational change, while the -
structural approach may change the technology, social structure or procedure, the process
approach would try to make the job more interesting, enhance communication, or make
mumalmﬂmpow’ﬂa“’hﬂethemmﬂappmchhasnﬁmunﬂngmdmml

- organisations theory, the process approach reflects the human relations movement.

15.3 SYSTEMS APPROACH TO THE STUDY OF
ORGANISATIONAL PROCESSES

Modernorganmauonthwrymthcsyslemspmpwnvemdmmsamgeofmmehwd
questions such as the following :

a) What are the strategic parts of the system?
b) 'Whatlsthenatureofthmrmunmldependenoe?

c) Whatam&emamwmmthcsﬂemwb:chhnklhepammgahﬂandﬁcﬂmmw'
- adjustment to each other?

“d) Whatmthegoalssoughlbythesystem?

L systems theory, & complex organisation is conceptualised as a social sy
dmetesegmcntsandﬁmcﬁons'inthesys(emdonotbehaveasisolmd :
affect all other parts. Every action has repurcussions throughout the :
elements are linked. The system framework of organisation theory big bee
Scott, Mitchell and Bu'nbaumasshown in Figure 1.

. Figure t o v : .
The Syslm. % ) Goals of the Sys.lem ’

[—3  Internal Siability

—3 oW
D Status and [ E Physical . |- Adapability
Hole Expectancy co Enviroamear .
Sysiems . . . of the work

sitnation

Figure 1 The Systsm Goals of the Sysh:m Toterns! Slabdlty Growth- Adaptability A Indmdm]
B Formal Olganmuon C Small Gloups D Status and Rble Expectancy Systems - :
E Physml Emnmnmem ofthe work sunal.lou

lnthcﬁgurqthelmgcboxrepwwnmmemmlsymmmmcommsaummdthcmdesﬂand
for the parts in the system. The broken lines represent intrapart interactions i.c., individuals
with other individuals, and solid lines represent interpart interactions. Bothtbesohdhnesand .
brokenhnesnrcthepnmeswhlchuethepamdthesm _

Thckeylmkmgprocesse&mcommunmﬂonanddmonmkmg These linking processes -
oonnemthepmtsofmesyswmandsusmmehfeofmemgmmmﬁesjswmasawhdc .
smvestoachmre thcgqalsof internal stablllty, growthandadapmbimy _

Toumdemtandthesystm:sperspecnvefurther letmexsmmethefoﬂowmgmuanonwhlch _
unfoldedmnsetofvﬂlagesmeenmllndmfaoedmmswcreqummndmm& S
Bl {14

o Orgénlégtinnal Processes : An _.
overview of Major Concepis and
' _ Emerging Trends




Organisational Processes

Drought situation and Tube-wells . :
A oumber of villages in Central India were facing drought sitation. The v:]lagers had to
travel several miles to get drinking water. The governraent decided t& dig tube wells to -
ensure that the villagers got clean dnnkmg water. But digging tube- wells a-time

. consuming and expensive proposition and the scarce resource was the ng uéed for the

purpme ;

A rig was obtained, but the number of Wells dug was way below the: larget' Before the
work could be completed in one place, there were pressurés fo moveithe rig to another
site'and the movement of the rig was very slow. Most of the time, the rig appeared to be
moving from one place to another, there were too many mechamcal fmlun% and very
few tube-wells were started. ’

- As soo as the administrator noticed_the_se prbblems, he worked out a transbortation
model in consultation with experts, made a priority list of 500 villages and determined
the optimal route. He went to different foruras and convinced the powerful opinion
leaders that he would increase the number of wells tenl'old, but they should lfully

_cooperate in implementing the plan.

" In the revised plan, the rig worked tl]mughout the day and moved from village to village

- in the night. It started on the periphery and moved towards the headquarters. The plan
went without a hitch and 20 to 30 tube-wells were drilled per block which reprwented a’
dramatic increase from the earlier record. The people realised that the oonfhcts were
reducing the size-of the cake.

In the above caselet, there were individuals in the system whio were intercsted in finding an -

- appropriate solution to the drought problem. were proups (different villapes in this case),
each with a set of expectations. There we angements of functions f(!)l’ drought-relief
programmes, with an interreldted pattern of j ential for the economic and efficiency

pursuits of the system. The status agll roMamangemenis were connectedito power, authority
and leadershlp issues. S '

For the achlevement of the of the systems, it was necessary to link these (Eliﬂ'erent parts
Tnitially the groups were bl e initiatives of the individuals. In the formal organisational
system, there were ' res for conflict resolution, but these formal procedur&s could

not address the p
official was in terms
petforming : of
considerati

by the officials. The contribution of the iknovative government
lergizing the processes, building bridges between the system parts, and
tch-maker, matching the village requmemems wuh thp technical

“We shall keep the backgrouna of the above caselet in mind to examine the 1mp0n.am role of

linkage in some detail below.

‘The Linking Process : The dnfferen( parts of an organisational system are interrelated.
Communication allows the parts of the system to ‘talk” with each other. It brings in
information from the outside world, and 1t provides the means for storing and nclnewng
information within the system; .

Inthe mselet, each village was initially trying to maximize its gam, but in the p&'ooess was

acting against.its own self interest and also the interest of the collectivity, Comrounication
helped in creating a more desirable shared reality; Communication is the: method by which
action is evoked from the parts of the system. It acts not only as a stlmulus whlch initiates action,
but also as a controt and. coordination mechamsm which lieks the decision cenires in the system.

The linking process also helps in ensuring that the various parts of the system are maintained -

_in'a harmoniously structured relationship to each other. This balancing mechmi!lsm actsas a

stabilizing or adapting force. The balance is eifher quasi-sutomatic or inriovative. The first
refers to homeostatic properties with built-in propensities o maintain Steady states. This sort of .
reaction ocours when the change demanded by the organisation is relatively mibor and comes
within the established programmes of action. The need for innovative efforts arises when -
adaptation to a change is outside the scope of existing programme; then, new programmes
have to be evolved to maintain idternal harmony. In the above case, when the administrator

" found that the formal confliéf resolution mechanisms were umable 10 address the issue of

allocating the rig; he initiated a new set of balancing processes to meet competnhg demands.

_As Udai Pareek notes, a dynamic organisation is constantly evolving and grownpg, in terms of
" its missions, areas of activity, size and so on. It is continuously learning, that is utilizing the

past expenence for future action: The organisation also deals with the pmblt:msl of change. It
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has to make the difficult choice between staguation (staying where it s, including resting on its Organisational Processes : An

oars of glory) and self-renewal. - _ T _ L S . ‘erview of N‘Iaéi::tg;t::!:lrl:c:l;i g
- The organisation is also involved in a transactional process with the etvironment, with the : E :

organisation influzncing the environment and the environment influencing the organisation. - -

The process of inflience is also concerned with the agtonomy of the organisation to what - _

extent it is able to insulate itself against undue influences from outside, along with keeping -

itself open to healthy influences.

This is not to suggest that organisations are primarily characterized by the processes indicated
above, There are several other processes which operate, and in the following sections we shall
briefly examine the emerging trends in the areas of Decision-Making Processes, Powerand
Intergroup Relations, and Organisational Learning and Renewal. These concepts will give us a
richer understanding of Organisational Processes. : ' E -
Decision-Making Process '

Decision-making processes represent the brain and nervous system of the organisation, The
managers monitor the external environment, interpret environment, detect short oomings_in
expected behaviour and performance, analyse potential alterpatives, and implcmem_new\ ‘
courses of action. Decisions are. made about organisation structure, innovation, goals, products,
facilities, and technology. ' - . :

* At any time, an organisation may be identifying problems and implementing altérnatives for
hundreds of decisions. Organisations somekow “muddle through™ these processes. The purpose
of analysing these processes is to learn what decision-making is like in organisational settings.

. There are several models of organisational decision-making. Qur purpose here is not to

examine these different models, but to highlight some important underlying ideas. For doing
s0, we shall use the following caselet as an illustration. . '

b

Facit AB
Facit AB grew large and profitable while making and selling busigé
office furnishings. Although Facit made many products, the top
key product line to be mechanical calculators; they saw products suct™s typewriters and
desks as peripheral, In fact, the top managers declined to a roduction of

- comtputers and electronic calculators designed by a sybsidia ' .

In the mid 1960s, Facit borrowed large sums an plants that enabled it to -
make better mechanical calculators at lower costs { y other company in the world.
Between 1962 and 1970, employment ro @ cent and sales and profits more than
doubled. By 1970, Facit employed 14,000 Iplafwho worked in factories in twenty
cities in five countries, or in sales offices in fifte¥h countries.

Facit's focus on mechanical calculators was self-reinforcing. They concentrated on
keeping their costs low, service fast, problems rare, undetstanding high, and expertise
great. But only within the domain of mechanical calculators! .

One loyal customer finally cancelted @ large orderfor Facit machines. Although some
lower-managers and engineers were acutely aware of the electronic revolution in the
world at large, this awareness did not penetrate upward, and the advent of electronic
calculaiors took Facit's top managers by surprise, Relying on the company’s _
information-gethering programmes, the top managers surmised that Facit’s mechanical-
calculator customers would switch to electronics very slowly because they liked
mechanical calculators. Of course, Facit had no programmes for gathering information
from people who were buying electronic calculators. :

Actual demand for mechanical calculators dropped precipitously, and Facit went
through two years of loss, turmoil, and contraction. The top managers’ contraction’
strategy aimed perversely at preserving the mechanical-calculator factories by closing the
typewriter and office-furnishings factories. With bankruptcy looming, the board of
directors sold Facit to a larger firm, and a dozen top managers were fired.

The new top managers discovered that demand for office furnishings atleast twice the

preduction capacities: sales personnel had been turning down orders because the

company could not fill them. Not only did Facit face weak competition in the sale of

typewriters and office furnishings, its subsidiary had also designed electronic calculators
“and computers, The company turned around in less than a year, including the addition
- of electronic products. - - ' '
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Organisatianal Communication

“and agreed upon. Priorities must be estallish

Facit case shows us that organisational decisions are not necessarily made in a logical, rational
manner. Most decisions do not begin with the careful analysis of a problem, foltowed by

‘systematic analysis of alternatives, and finally implementation of 2 cestain solution. Decision

processes are characterised by conflict, coalition-building, trial and error, and mistakes.
Entuition and hunch are often the criteria for choice. The decision process _'is disorderly, 2nd
may even scem 1andom, In a few cases, the solution may actuaily. drive the problem because
someune likes an idea and tries to find a problem as an excuse to. adopt it.

Another important idea is that individuals make decisions, but organisational decisions are not
inade by a single individual. In the above case, the Facit (op management group was involved
in meaking a set of decisions, but the linkage of this group with the rest of the organisation was
wealk, snd the views and ideas at other levels did not either reach the top managers, or were

aid w.mdered seriously by them.

Organisational decision-making is a social process. Many problems are not clear, so
widespread discussien and coalition-buiding take ptace. In the Facit case, of course, this
pracess remained localised at the top, with the rest of the system remaining distant from the
dec:suon -making ptocesses at the op

When managers do make an individual decision, it is often a small part of & larger decision =
process. Organisations solve big problems through a series of small steps. A single manager
may initiate one step, but shou]d be aware of the larger decision pracess in which it is
cmbedded

building occurs when goals are not understood
indicate which goals are most important and
r attacks a problem other people do not
agree with, the manager will lose gapgort for the soiution to be implemented. This time and
activity should be spent in buildifig lition in the problem-identification stage of decision-
making, Once problems are iden ghd agreed upon, the organisation can move towards

d error often characterise this part of the process. Under

ion unfolds s a series of incrementsl trials that will

lution, '

The greatest amount of conflict and coalitio

what prob]ems should be solved first. If a

solutions. Entuition and tri
conditions of uncertainty t
gradually lead to rall

isatiorymake mistakes. The mistakes made through triai and error should be
agers do mol bave perfect knowledge or information. The best alternative-
in advance when uncertainty is hlgh By encouraging trial and ereor

Finally, orgag

ENCOUTag ’-" !!

increments, ¢ ganisational learning is facilitated,

On the other hand, the Facit case demons@rates that unwillingness to change from a failing
course of action can have serious negative consequences for the organisation. Norins
consistency orthe desire ta prove one’s decision correct can be o a continued mv&itment of
time and resources in a vast course of action,

135 4 POWER, CONFLICT AND INTERGROUP
RELATIONS

Many managerS preler the rational model of decision-making. The rational model is clean and _
objective, Rational processes are ¢fféctive when decision factors are shiarply specified because
of certainty, agreement, and good information. But the real of power and politics cannot be
ignored.

Political decision processes are used in situations unceftainty, disagreement, and poor
information. Decisions are reached through the clash of values and preferences, and by the
influence of dominant departments. Pelitics will be accepted when. it i used to achieve the
legitimate goal of the department organisation rather than when it is employed for personal
gain.

To examine some concepts relating io intergroup relation let s fook at the following situation.
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Alpha PR . s . .
Alpha Comparl)r is localed in Baroda and makes spemahly chemicals. The comparty
‘experienced infense conflict between the research department and the production -

with process 1mprovements and the production. deparlment was reeponmble for day—
. day producnon

The operations personnel felt that the research scientists. were of lmle service to lhem
They claimed that research personnel took far too long to complete projects. The
production manager said, “Their suggwnons for process improvemenis are hnghly
theoretical™. Research personnel had developed certam prowcs mnovauons, but the
_resnstanee to the lnnovaImns was high. .+ 5; -

- Research personnel wanied to cooperate wlth operauons execuuva;, but complamed that
they were being asked to release half-completed innovations or water down their ideas.
for less qualified personnel workmg in the production deparunent

The General Manager of the unit was concerned about tbe problems between the two

departments. He noticed that there was little communication between research and

production. He wondered if he should set up committees or task forces consisting of - .

personnel from both the departments. The Human Resources Development deparimient

had also seat him a proposal for joint training programmes and also a plan for rotating
_managers between operauons and research depmtmem& Co

department. The research scientists were expected to develop new products and come up 1

. Alpha company is faoed with the inevitable conflicts between two depaﬂmems Dlﬁerences in
goals, backgrounds and tasks are necessary for depa-nmental excellence. But these differences

throw groups into conflict. At a personal level, most of us dislike conflict. But ict should
not be avoided or suppressed. It needs to be rnanaged, so that it leads to gr ivity and

better performance.

Conflict between groups represents e.dilemma for the organisalion. @ p conflict has
clear advantages within each group. The increased focus on achievinf\gigup goals, increased
cohesion, satisfaction, and stimulation represent the type of gwosphere organisations.

strive for. Intergroup confiict i is 8 powerful device for achievingypositive group atmosphere
w:thm departments. .

. But the atmosphere- wuhm departments does not transite 'into:reiatioﬁsbips betwe_en

for-external gronps. Members begin-to see o
cooperation with them may decrease. The di

riments as inferior_, s the enemy, and
for managers is to obtain the advantages -

departments. The improved identification w@ow group leads 1o disregard, and dislike

of in-group feelings without the advantages of intense intergroup conflics. This.is accomplished = - _'

_ in the zove of managed conflict. The right level of conflict ailows organisations to balance the
within-group and between-group forces at a satisfactory level.

Much of the work in organisations has been concerned with horizontal conflict, Horizontal
conflict is the day-to-day preoccupation of most managers. Horizontal relations across
departments are less predictable than vertical relations, and there.are fewer rules and
regulauons to prescribe conflict reeolutlon

Vemcal conflict is reﬂected in relationships among organmauonal members at dlfferent

hierarchical levels, union-management relations and so on. There have been some experiments

in the recent past to improve vertical relations in organisations. Problem solving teams,:
employee ownership of company shares, and workers' participation on the board of directors
are experimental steps to achieve collaboration between management and workers. As these

developments becoine the focus of orgamsauonal research, new approaches and prom for '

. managing vertical oonﬂxct will become part of management literature.

155 ORGANISATIONAL 'LEA_RNING AND RENEWAL

Organisational leammg can be wewed as a process by which decision-makers learn about
their organisation and the environment in which it operates; this learning belps them
cbordinate the firm’s actions and ensure the survival and development of the organisation. "
Thus orgamsauonal leammg lies ht the heart of the firm's ability to live. in harmonv with the
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Urganisational Frocesses ' environment over & long period of time. Learning is the process which undetlies and gives
e hirth to change. Change is the. child of learning. -

But there are orgamsauons and departments which fail to adapt to extemal changes and fail to
- learn, An illustration of such an organisation is presented below.

- Gamma Consultants

" A division of Gamma Consultants, which was providing accounting servi'ces to client
orgamsatlons, had recently lost 2 number of important clients, There was|a steady -
declire in the division’s volume of business and profitability, but attempts at
reorientation had met with little success.

The senior employees of the division territorialised much of the office work. For

~ example; the secrets of accounts receivable were the. province of one senior employee;
the mysteries of discount rates and accounts payable belonged to another. Ever the
employees who performed the specialised functions did not fully comprehend the
reasons for some of the actions they executed. Much of the office work reflected the
reasoning of the long tenured office manager whose style did not inclede explanation of
his directions.

Like followmg rehglous rituals whose original significance had been lost in the midst of

history, the office personngl performed countless tasks not understanding. their relevance

but unwilling, unable, and even frightened to change them. Not understanding the goals

of their activities, they could not evaluate and modify their behaviour. The employees

were threalened by even minor changes. In such a context, the division \\135 going down

steadily in performance and yet all atiemgts to bring a strategic outlook Tere proving 10
- be futile,

et re-adaptation, renewal and r!evilalisation of an
. These can be achieved only by finding the right
gicating a common goal to the organisational
membership, specmllsmg g.cope W the environment, coordinating across individuals and

RroPNate approaches for human resources develogment, This
approach to thc magagemeNt of organisations enables organisations to learn, which means that
they constantty nd improve themselves.

It can be noted from the (lustrative ga

In India, ogganisatioNgl learning and renewal has assumed speciat importan e in recent years

hanges in the external and internal environment. For instance, several -~

major technological changes taking place rapidly and the managers are wondering how to
cope with these changes; the changes in the social environment are retlected in the changing
expectations and behavioural patterns of individuals and groups at the work [place.

- Some organisations have remained stagnant for a number of years and are npw hard pressed
to satisfy the growing expectations of the employees. Curiously, there are also organisations
which face just the opposité set of problems: they. have been riding friendly waves and have
grown large over a period of time, but are now confronting the internal complexities
associated ‘with rapid organisational growth, such as conflicting demands of different interest
groups and organisational values and norms, which are not in tane with pressure for '
performance.

Many organisations are buckling down under such changes in the environment because they
are unable to perform at the level required by customers, emplayees, financial institutiors, and
other stakeholders. These organisations have to unlearn their old, obsolete approaches and
learn new ways for coping with the external and the infefnal environment. They have to
develop processes to foster a sprit of inquiry, mobilise human resources, andjact on ideas.

156 SUMMARY

To sum up, we have tried, in this note, to understand what organisational processes are, and
examine seme important concepts and emerging trends in this area. But as Udai Pareck has
stated, the stress on process does not mean urderstressing the importance of structuve, In fact,
they are two sides of the same coin. Thus emphasis on process shouid increage einphasis on
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structure, Instead of thinking of structure as the only method to sotve organisational problems,
the emphasis on proces implies that structural changes are considered as a part of the
dynamics which underlie the organisational phenomena. {t also means that structure supports
the process, and process work is done to strengthen the slructural changes being introduced.

Thus an integration of strecture and process is achieved, rather than their hanging independent

of each other under a debate about which of the two is more impontant.

15.7 SELF-ASSESSMENT TEST

1) What is a process? Explain organisational process,
2) Explain the systems approach to the study of orgamsauonal PrOCESSEs.
3) Explain the dynamics of power, conflict and Intergroup relations. .

4) Describe organisational learning and renewal.
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UNIT 16 POWER, POLITICS AND
 AUTHORITY |

| Objecnm |

From this unit, one has to undetstand
® Meaning of Power, Politics and Authority and
® Thejr importance in Organisations

Stmctﬁre _

16.1° * Introduction

162 . Power Vs. Authority : _ ]
16.3  Ditferent Faces of Power ' S
164  Where do Managers need Power’? . :
16.5 Sources of Power - ; _
166 Political Processes in Organisations - o ;
6.7  Rational Versus Political Models of Orgamsatlons :

168  Summary

169  Self-Assessment Test
16.10 Further Readings

16.1 INTRODUCTION,., é

Whether it is a casual cafetgria conVl ion or a serious sermﬁar deliberaﬁorf Power emerges
as an important theme in ia] discussions. The person may be talking about
international affairs, jadustr vel issues, or their individudl departmenits, hutl we find direct

ang indirect refer the dynamics of power. Abraham Zaleznik says thaﬂl power evokes
strong reactions %onnotes domindnce and submission, contrcl and Acquiescence, oneé
man's will € ex of another man’s self esteem..... Yet it is power, that provides the

n of orgamzatlons and for the al{ammenl of socnal goals. -

the example of Damodar Valtey Corporauon to |llustrate theurole of power in -
'furthenng orgarizational cffectwencss :

Dsmodar Valley Corporation

‘When Mr. P.C. Luther took over as the Chairman of Damodar Va]lcy Corpo;anun
{DVC) in August, 1980, normlessness had acquired the status of norm in the
organization. Ruies were flouted more than they were observecl Productlvny was very
low and so was the morale of employees. i

"The problems at the Chandrapur ‘School, run by DV was characteristic of the
problems in the Corporation. At one time the manager of the power plant who was the
administrative head of the school sought asytum in the Chairman’s office as he had
teceived threats to his life and life of his family members from 500 DVC hngh school -
‘students and the General Secretary of the D'VC staff association. Thie students and the

- staff agsociation had several demands including the sanction of posts of additional
teachers, extension of the school building a.nd better quality of food in the|canteen.

‘The Chairman visited the school and addressed the teachers and the sfudepts making it
.clear that indiscipline of any kind would not be tolerated. The schoot woulld be closed
down if such behaviour continued. He imposed 2 ban on all representations for a period
of 3 months, during which time he gave his wdrd thai he would make a g;:nume attempt '

to sort out their grievances.

During the following three months, the Chalrman wsated the school frorn Iume to time.
| He found that the inordinate defays in addressing grievances of the Jeachews and the

- students by a powerless and demoratized management had adversely affected al aspecis
of the functioning of the school. This had infuriated the members of the school
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comrminity who blocked the funeuonmg of the school everl nore. Thc school was thus - 1 - Power, Politics and Autharity
- caught in a vicious cycle. : | s
Through intensive consultations with the teachers and the studenls he found ways of
. tackiing the genuine grievances. He went beyond the scope of the ‘original demands by
upgrading the school from 10th standard to 12th standard. The functioning of thc school
- lmproved drammatically followmg these interventions.

“The DVC example hlghhghts fow power energlm the orgamzauon and empowcrs members
to take initiative and contribute to the orgamzatmn .

162 POWER VS. AUTHORITY

Power is the ability to get things dorie, to mobilise resources, to get and use whatever it is that
& person needs for the goals he or-she. aneinptmg to meet. Power is an intangible and elusive

- process in organization, but its effects can be fell For example the folbowmg outcomes are
indicators of power in an orgamzatlon

Obtaini a larger increase in budget than other depamnents

Get a hearing before top decision makers

Obtain the production schedules that are. favourable to one’s depamnent
Get items on the agenda at policy meetings

‘Get a desirable position for a talented subordinate.

' e.concept of authority is related (o power but is narrower in scope. Tt is prescribed by. the
formal hierarchy and reporting relationships and the power is associated with Ong's position.

While organisational power can be exercised in upward, downward, or hy tal\directions in
Tgxmsauons, formal authority is exercised only in downward direction alon ierarchy.
y. ere are three properties that identify authonty '
1} Authority is invesied in-organizational positions, and does-not- m personat
characteristics. : ' . '
2} Authority is voluntarily accepted by subordinates, who ly becs me'they'pemeive':that
position holders have a legitimate right to exerg orit

j) Authority flows down the vertical hnerarch;r AMgnity Brists along the formal chain of
command, and positions at the top of t rarchy'are invested with more formal
authority than positions at the bottom.

These properties are illustrated in the following example. .

An Overworked Typist - _

In a busy organization, a young MBA student doing his summé’_r training approaches an
over-worked senior typist and requests him o type out a lengthy project report.
“The typist thrusts the report aside and claims that he ias no titme. Soon afterwards the

departmental head approaches the typ:st and makes i su-mla.r Tequest: There is instant
- compliance. .

it must be added, however, the authonly 100 has its constraints, Toda}, wé canmiot expect that.
subordinates would passively accept-and completely obey a constant stream of orders from the
- boss just because the superior has the formal authority. Not only are the social norms ' '
- changing, but the organisational relationships themselves are impacted by several external
" forces. For example first-line supervisors find it difficult to exert formal authority when there
is a powerful union. So power cannot be gained simply through one’s position in the
organizational hierarchy. Among other things, one’s expertise, personal qualities, style, a400eSS
to key information, and ability to prowde or withhold’ reward§ determine one’s power ina
-given mumnon . . . . _

16.3 DIFFERENT FACES OF POWER

It is often observed that people EXpress mixed feelings about power. On the one hand, they ~
recognize that power can serve a useful function. Managers need power in order to lead, and
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Orpanisational Processes

leadership is obviously important for ensuring organisational effectiveness, On the other hand,
power is. also associated with exploitation and corruption. There are some who even go 1o the
_extent of arguing that the very existence of power is evil. : '

Power is considered to be a loaded word. According 1o Rosabeth Kanter, peopie who have it

deny it; people’ who want it do not want to appear to hunger for it; and people who engage in
its machinations do so sgeresly. .

Thus, power fascinates and repulses people at the samé lime. It is a double edged sword-
negative use of power is aimed at one’s selfish ends and therefore frustrates the rest of the
systemn, while positive use of power fulfills a larger organisational purpose andp‘fovides a
dynamic force for organisational functioning. Exhibit 1 shows the difterent fac'ci|s of powers.

Exhibit 1 : Different Facets of Power
& Power is the ability of A to cause B to change course of action '

e It is Coercion, when there is a threat of deprivation where there is'a confl
values or course of action.

ct over

# It is Influence, when B changes course of action without A resorting to eithier a tacit '
or overt threat of severe deprivation.

® 1t is Authority, when A’s command is reasonable, legitimate and prescribed by the
formal hierarchy. '

® It is Force, when A achieves objectives jn the face of B’s non-compliance by
eliminating the choice between compliarég and non-compliance.

‘& It is Manipulation, when compliance Mforficoming in the absence of recognition
on B’s part as to the source ¢ nature of the demand placed by A

Organisational power is analggous in e terms to electrical power. Where the power is
*on' the system can be pr Of course, there are hazards associated with its misuse. But
we cannot overcome the problin by wishing away power because where the pawer.is “ofl”
the system bogs do ' .

164 DO MANAGERS NEED POWER ? |

There are some situations in managerial work life where theré is-listle need for power. For
example, when managers are involved individually or in a small group in fhe process of
technical problems or creating plans, they face very little external dependence. In fact there are
some positions in organisations which are given the (designation of the ‘manager’ but which
are, but in fact, specialist positions where dependence on even the peer group may not exist to
a substantial extent. In such cases, success on the job-depends on one’s own personal skills and
capabilities, and power is not a critical factor for managerial effectiveness. On the other hand,
consider the following situation: a manager has taken charge of a division whose performance
has been slipping because of labour problems and low productivity on one side, z;mﬁ increased
competition on the other. This manager’s performance depends on his/her ability o work
 with and influence the employees, union customers, suppliers, and also perhaps other
constituents like the superior, staff services and peers.

- John Kotter says that very few managers enjoy the luxury of directly controlling all the

resources necessary for doing their jobs. The managers-are dependent not only on their
- subordinates but alsé on the subordinates of their subordinates for their effectiveness, In

addition, for critical supplies, the managers are dependent on external, sources and other
departmental managers. The executives are also dependent on the govemment,
regulatory bodies and union officials. Increase mn the complexity of the busihess
enviornment has increased sources of external dependence-for managers. The issue
becomes even more difficult 10 manage, when the managers find that they gre dependent
on people and things whom they do not directly control and who are also ot
cooperating: As Kotter says, “Power is extremely important in organizations, because the
dependence inherent in managerial jobs is greater than the power or control given to the
people in those jobs, Power dynamics, under these circumstances, ar inevitable aad are
needed 10 make organisations function well.”
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165 SOURCESOFPOWER e T poer Polcs and Avthriy

~ We will now, examine the sonirces of power at different levels of lhe m'gamsanon We can.
" broadly identify three levels in any organisation. '

At the top level individuals have overall responsibilities for the organmu()n They control lhe
distribution of resources that others in the system value.. :

‘The lower level participants live o work in & system whose mission has been determined by
others, whose structures are developed by othets, and where the distribution of TESQUICES iS
eontrolled by others. .

The middle leve] participants are expected to be rcsponswe 0 two, or more pOSlthI]S whmh be
in conflict with one another.

- Individuals may be powerful or powerlms in all the three le\l‘els of the 'organisation
Irrespective of the formal authority it is ofien observed that there ¢anbe persons who may be
. in the so-called powerfud positions but feel powerless to influence their own condition or
condition of the organisation, and persons may be in so-called powerlsss position and yet feel
powerful. Power is thus the ablllty to recognize and realize the: potenual ol’ whate\rer Dosition
we are in.

Power Sources for upper managemem
Let us mﬂsidd the following case example.

. State Institute of Public Administration

A training Institute in a north Indian city was already in the process of
was struck by a calamity in the form of floods. The floeds wiped oughe
structure. At this time a senior administrator took charge as the D

. Some of the steps undertaken by him in turning around this Institigg

® He contacted various departments of the Government o ht unportant officials.
- 1o the campus to get them committed to the various tas :

® The Prime Minister's (PM) visit to the campus _

" floods was fully exploited by the Director to shoWthe Staif and other Govemmem
officials that what he was undertaking w, impohant activity. .

® He met the Chief Secretary and the Ch%ﬂ (CM) frequently to obtain their
support for his activities. Their support enaled him to raise financial resources for
rebuilding the Institute. ' ' '

® The PM was called again to inaugurate the new bullding by persﬁadm'g'the CM to
write to the PM. The PM’s visit enabled the Director to get coopemtmn from the
different Govemment departments. “ :

'® He improved the existing programmes quanutal.wely anl:l qual:tatwely through active
consultations with the members of the academic group.

® He improved the climate in the Institute by emphasizing the' nonns of punc(uahty,
regularity and participation of lower level staff. .

® He strengthened different committees for research, pubhcanon, hhrary and
development of trammg materials etc

#® He obtained furding and initiated autonomous centres for management'studles, urban
development studies and rural development studies. . :

It is evident from the case example that the power of the Director ﬂowed from his central’
position in ‘the organization, his ability to focus and channelize the energm of the organisation
by clearly identifying the organisational mission, and mobilizing necessary resources through
development of network, with powerful actors in the organisation’s external environment. To -
generalize, we can say that the power of upper management comes from the following sources.

1) Formal posmon The top thanagement is given a great deal of responsibility, hence
- anthority is also great. Other organisational members generaily accept the Ieglnmate nght
. of the top managers to st goals, make dec:smm and direct activities. * .

-2y Control of resources : The top managers control the allocation of financizl and physical -
rmources The rmoums can also be used to reward and purush, which are also sources of
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power. Lower level participants depend on the top managers for budget-allocations to
* perform their tasks. - e
3) Control of decision premises : Top managers make big decisions which provide the
framework for decisions made at the lower levels. For example, topi management decides
* which goal the organisation will try to achicve and lower level participants then decide
how the goal is to be reached. Top managers also control organisatjonal agenda through
control of information and selection of the issues for consideration. S :
An even more subtie exercise of power for top managers is-achieved through the control
of the perceptions and desires of others. Charismatic leaders who can influence the thinking
of others along the desired direction acquire power by shaping the superordinate’ goals.

4) Network Centrality : The top managers are in the centre of an information network, and
" gein power by being well informed, having access to other people in the network, and .
having multiple people dependent upon them. They can use their central position to build
internal and external alliances and loyalty, and hence b¢ in a position to wield substantial
Power Sources for middle managers - : : :
In many of our orgamisations, middle managers feel that they do not have sufficient power and
" latitude to perform their jobs well. Consider the following example. :

State Public Sector Organisation

In a large state public sector organisation, the middle managers confessed that they feit
powerless and their “will to manage’ had bit the tock bottom because of several reasons.
Firstly, there was no continuity of leadership at the top and-so the managers experienced
no influence or rapport with the top manggement. Secondly, they had to depend on the
bureaucracy at the State Government léve'Ngr several policy decisions. According to the
managers, the ministry was insensitive g theigneeds and kept several critical matters
unresolved. Thirdly, the managegial pro idos witliin the organisation were-based on
seniority and minority considefation®arnd there were no incentives for performance and
excellence. Finally, the union %gs hig ly militant and even minor changes in -
organisational systems ggre not possible. : S CL

Rosabeth Kanter has examiged i€ issues of power and powerlessness iat middle management .
level and has show#Miat cerfhin organisational design factors influence the amount of power.
These factors ar aExhibit 2. : ' f

: Ways in Which Design Factors Contribute to Power '

' xhibi
Design facte Generates Power  Generates Power

When Factor is Lessnessi When Factor is

Tas-k Activities :
Rules, precedents, and established routines .
inthe job _ few © - many
Task variety/ﬂexibility ' . high low .
Rewards for unusual . many  few
performance/innovation :
Approvals needed for non, routine decisions few _ many
‘Relation of tasks te current problem areas central - peripheral

Network Interactions :

Physical location - ceral - distamt
Publicity about job activities/contact with  high - ' low

| senior officials - - ' '

| Participation in programme, conferences -~ high T low
meetings - '

Participation in iarob_lem solvin, ' high B low
task forces . o o L
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As shown in Exhibit 2, power is the result of both task actlwtles and network 1uteracnons
Mlddle managers feel powerful.

0 when they are mvolved with some non routine wcrk _
® when their jobs pertain to pressing organisational problems, and lhelr contnbuuons are -
seen as relevant to the organisational requirements,
® when their jobs involve contact with high level people and bring visibility and Tecognition
" to employees,
®  when there are opportunities for developmg peer networks both inside and outsnde the :
organisation, .
®  when there are opportumlles to get out of narrow functlonal speaalnzanon and de\relop
broad general management orientation, and, -
& when the members are encouraged to attend profesmonal meenngs, programmies,
conferences etc. thereby i mcreasmg their visibility and stature

Power Sources for Lower Level Participants

Though it is generally true that positions at the bottom of the organization have less power
than positions at higher levels, it i not uncommon to find some people at lower levels having
power disproportionate to their positions. These. mdmduals obtain power from seve.ral sourcnm'
as indicated in Exhlblt 3. '

- . Exhibit 3--_-Power Sources at Lower Levels

Personal Sources o - Position Sources

Expertise - Physical Location -

Effost : : - Information ch . :
Persuasion _ Acoess . '
Manipulation . o \ e

As presented in-Exhibit 3, lower level participants are able u%ﬂlc_e decisions when they.
become knowledgeable about certain activities. In o ordsyiheir power arises from their
pxpertise, inderstanding, and logic rather than thei ot position. Accumulation- of
power is also associated with the amount of effort andNgterest displayed by these .
organisational members. Every organisatio uentia) individuals at lower levels whose
power can be traced to their initiative and . As noted earlier, power also flows from

 pessuasion which is a direct method of influenc highier managemenr, and manipulation
where the true Objectl\-'es for usmg influence is concealed.

When the employees have central physical locations, such as being the secretary to the top
executives, they become part of interaction networks and visible to key people. Exposure to
gowerful people and the development of relationship with them provide important bases of
power. One can recall examples of several individuals in our political circles, who have built
their power base through the use of access to powerful individuats.

Power opportunities _arid low power patterns at the iop, middle and boltbm_

As indicated in Exhibit 4, there is potential for contributing to the organization through the use
* bf positive power, whether an individual is at- the top, middle or bottom of-an organization.

 Exhibit 4 — Power Opportunities and Low Power patterns at Different Levels

Position-  Power Opportunities " Low Power Patterns

Top Focusing and channeling the energy Understructuring or overstructunng
of the orgamzatlonal system

Bottom. Enriching the syslcm s visions and  Being stuck on cither paruapauon
structures and shaping, modifying oror rebellion
changing its visions and structures

communication and interaction - beiag stuck-in-the middle.
patterns

Middle * - Influencing the Top/Bottom Being stuck-up, being smck-dowh or |’
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As top managers, individuals are effective when they can focus the enérgies of the

organisational members and create structures which are enabling of others. This powé; is ¢
dissipated when the top managers make_organisation over-structured by resisting changes even
when the existing visions and structures do not capturé the energies of the organisational

members, or rigidly adhering to the rules and procedures when such adhgrence is not in the

system’s biest intesest. Under-structufing involves dissipation of the encrgy of the organisation

- by sllowing the system to exist in a diffused and unfocused condition and thereby allowing 4

sense of drift to set in.

At lower levels, employees enrich the organisation’s vision and struchires by contributing as_

well as confronting the system. The members dissipate their power when they either passively

go along with everything or rebel against everything,

The power of the middle levels lies in influencing the.communication and interaction patterns

- between the top and-the bottom and by being responsive to both groups, while at the same

time being independent from them, Itis only through responsiveness and independence that.

‘ the group can maintain its own perspective on what the. organisation is and what it needs. This

power is dissipated when the group is either consistently aligned with the top or with the .
bottom, and thus confuse their views with its own. Sometimés the group is also stuck in the
middle when it becomes a passive and reactive interaction channel: Fh such a case the group

" loses its ability to stand back and make its own assessment of what the organisation needs and

take appropriate steps.’

' Compliance, Tdentification and intemalnzatlon S
Kelman presents an overall oontiﬁgency madel of power, Exhibit $ shows such 2 model,:_ :

A

Exlubit 5 — A ingency Model of Power =
" Power ; Ability of A B to change course of sction

‘Hources of " Process off Requirement in terms of . . B's lkely behaviour
Power Pawer A’s behaviour S Lo
Reward . mlignce " Must bave surveillssce over B Wanks o gain favourable
coercior :]" v . reaction and avoid a punishing
Charisma tification _ Musthavesalience and bein  Findsa self-satisfying .
Aftractiveness — : _ the forefront of ' relationship with A Wenis o .

) : © Psawareness maintain this - o
£ R . selationstip ’
Expertisc . [memalization Must have relevance . Goes along with A because of
legitimnacy ——§ . to P's needs : - consistency with internsal

According to the model, power evokes compliance, idéntification of internalization depending

© on the Lource. For compliance to work, the manager must be able to reward and punish, and.
~ keep an eye on their subordinates. On the other hand, people will identify not in order to

obtain a favourable reaction'from the manager, as in compliance, but because it is self-
satisfying to do so. This happens when employees. identify with the manager. But if the
.manager is not in the forefront of the employees awareness, he/she may be forgotten. Finally,
people will internaize because of compatibility with their value structure. Internalization -
evokes commitment which represents a stvong motivation on the part of an individual to adopt.
the intent of the directive. This process of power is the most effective. Management
practitioners and researchers have found that internalized power has lasting impsct.

Horizontal Power

o Horizonial power pertains (o relatitmships‘ across departments. It is difficult to measure
. because power differences are not defined on. the organisational chart. Consider the following.

case example.

Hindustan Insurance Corporation _
Prior to the establishment of the technical department, the fire départment was solely in -

! charge of issuing policies and deciding premium rates at Hindustan Insurance
| Corporation (HIC). The-.technical- department was established when the insurance .
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business became very competitive, In Jight of the advancements in techoology, industrial
safety had also become a technical job. :

Officials at the tecknical dcpartmcnt wiere soon at the centre of the organisational
processes. Other sections depended on them for information, technical edvice and
clarifications. This section had the skills required for solving the ditficult technical
problems facing the company. The clients interacted oty with the members of the

 lechnical department, who were able to give them appropriate advice on La(.hmcal
roatiers and thereby reduce their premium rates.

However in order to provide best and efficient service to the clients, the cooperation
hetween the fire and technical departments was necessary. In course of time, the fire
deparimest stopped consulting the technical departnent and started issuing policies and
charging premium rates based on their own calcutations. Soon complaints siarted
pouriilg in from clients that the comapany was charging dlfff'rem szies of preminm for
siipilar sks

I is cbvious from the HIC case that the departrenis involved with more critical issnes and
aciivities boid inside and outside the organization tend (o scquire greater power. The
deparimantal activities become important when they remove problerns that have strategic
value for the organisation. The technical department beczine more powerful because it could
address the complexities of the emwgmc busingss.

Pieifer and Salancik define strategic contingencies as those events snd activities that are
essential for eftaining orgagisationsl goals. Their findings indicaie that the puwer of the
department arises from the cherecteristics listed in Exhibit 6.

Cxibit 6 - smmcmmmmsmmmw m@

Fignucin! Renousozs \

Bubatinyability -

!

|

{

} Centralityl !E artseent Power

“Cloge ‘with Ummy//@

Dependencs : 'E'he power of 2 given department is related to the dependence of other
departmenis for materials, information, and resources on this departmens. The number and
srength of dependence aro also iraportant. When s large somber of departments must come to
2 given deparimoent for help or service requiteinents, it acquires a strong power position.
Likewise 2 department (hat has high depcndmoe is in a low power position.

Tn HIC, tire tectarical department aequired grester power because the officials of this
depariment had coutrol over A strategic contingency, They had the expertise in solve the
pressiog techrical problems of the day.

Flsancial Rescurces : Drepartments which ensuw the inflow of money or these which
superviss the bidget allocation or the releass of fands have preater power because these
daparirrents contvol a cwitice] resoures that the other departments want,

Centrality : Centrality reflecis the departmeat’s role in the primmjv aciivity of the organization,
Ui is associsted with power because it reflocts the contribution mads 10 the organisation.

.*sﬂh&‘lm&ahﬁﬂty Substitutability decreases power. If an organisation has alteraative sources of
suiti and information, the departinent's power will be lexs, For example availability of
consultants as substitutes for staff experis reduces the power of staff groups,

£ oping with wncertainty : Departments whick heip the organisation cope with uncertainty
associated with changes in the envitonment wilt increase their power. For example a
government lizison department which can ensure that the organisation’s proposals are rapidly
cleared through the corridors of the government bureaucracy gains in power and prestise
because it has redneed a critical nncertainty. _
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16.6 POLITICAL PROCESSES IN ORGANISATIONS

_ ‘While power is the available force or potential for achieving desired outcomes, politics refers

to the actual behaviour used to influence decisions in order to achieve those outcomes, There

. ar¢ two ways in which politics is viewed. In the first view, politics is seen as self-serving

behaviour involving activities that are not sanctioned by the organisetion. In thisi definition,
politics involves deception and dishonesty for purposes of individual self interest: This -
perspective of politics is widely held, bave a negative view of politics, and beln:ve that pohum
will more often hurt than help the organisation achxe\re its goals, :

" The second view: sees polmcs 4sa natural orgamsmonal process for resolving differences '

pmong organisational interest groups. It involves barg_aini.ng, negotiation, coaliticn-building to |,
overcome conflicts and differences of opinions. For certain issues, a political rather than a

* rational decision process is needed-to muster support for orgamsatlonal actions as illustrated by ;

the following case example,

A Government Devehpment Agency

® A new administrator of 8 government a.gency wished to initiate sorme new developmenial
programmes to reflect the priorities of the organisation. He knew that the proposed
programmes would encounter passive resistance from the organisational members, He took
the following steps to ensure the successful implementation of the programmes,

® He convinced his superiors about the importance of the programmes. Initially they did not
favour the idea of ‘rocking the boat’. But the adrministrator’s persistence paid clmdcnds in

. terms of achlevmg their whole-hearted sup the new lhmst areas! .
® He'involved his senior colleagues actively nging and monitoring the programmes. '.

_ Through their involvement, he was too their cooperation and contribution.

® He held a series of meetings at di ¢ls in the organisation to explain the purpose of
the new programmes. Training wo: were organised to discuss lhe key factors for
success and how these \’ engthened.

# He talked on an infogat basi§ with a nember of key employm thereby bmldmg a.

grammes. At the same time he used his formal authority to
blocking the change. The preparation for the:iniroduction

of new es tobk atmost one year, but when they were mtruduwd the
implem% smooth and effective.

"We can, théreforc, orgamsauounl politics as involving those activities to aoqmre,
" develop, and use power and other resources to obtain one’s preferred outcome when there is

uncertainty or disagreement about choices. In other 'words, politics is the use of power to get
things accomplished, good as well as bad. Uncertainty nd conflict are natiral and inevitable,
and politics is the mechamsm for reaching agreement. '

A number of fanagement researchers like Robert Miles, Dubrm, and Jay have examined the

political strategies used by managérs in organisation. A strategy may be appropriate in one
situation but not in another, Exhibit 7 presents some of the common pohtlt:al strmegu:s used :
by managers. ’I‘hc list is self-explsnalory

Exhibit7
Pollﬂealsu'aﬁegiesUndterqulremdl{eqﬂPowerMOrpm&nu
.antamallmnceamﬂ:powwfulpenple
. Ammuwmmmmmtmwmmmmmmm
tacks/projects

ODoothetpeopiefavmwnhlmphmtmmgcthmtheyowesomemngmmm
® Create a sponsor protege relationship
® Commit the uncommitted -
® Develop winning coalitions
o Employ tradeoff
L] Contmlthegenerauonanddmemmmonofmformanon
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@ Divide and rule

| ® Take couasel with caution
_® Exhibit confidence

_' . Develop expertise
# Build personat stature .
L] De\relopandusedamlosupponyou:pmntofmw
3 Withdraw from petty disputes
® Make your activities central and non-subsututablc
* Wit rorammstopmhthechangeldeas- '

. ® Do not ruffie feathers. Avoid decisive engagements
® Gain cooperation and trust of others .
® Progress one step at a time iusiead of trying to push a whole major change

16.7 RATIONAL VERSUS POLITICAL MODELS OF
ORGANISATIONS

The rational model of mgamsanon assumes that Orgamsauons have
 problems can be logically solved, The other view is based upon a power

organisation. The goals of an organisation are ot specific or agree

units of an organisation have different values, priorities and interesfs

inevitable Decisions are made on the basis of power and political i

negotiation, persuasion, and ooahm-bmldmg decide o

As Exhibit 8 illustrates neither the rational model norghe pnl
organisation fully, but each will be observed some
to organisations in stable environments with ‘well-

conditions of uncertainty, disagreement, and

r info;

2l model characterizes an

;ebhmlogia.Butunder=
ion, the political model is an

rational model applies best

a probability estimate

important mechanism for reaching ding sources of power and how to use
politics constructively to achieve outcomes isation is 4 requirement for effective
management.
_ Exhibit 8 .
Rationat Versus Political Models of Organisation i
Organizational Rational Model Political Model
Characteristic
Goals, Preferences Conslslem ACTOSS - Inoonsrstent, plurahsuc, wnhm
_ participanty the organisation :
_ Power and Control  Centralized Deoentralmed. shifting coalitions
and interest groups
Decision Process  Orderly, logical, Disorderly, characterized by push
rational : and pull of interests
Rules and Norms ~ Normsof - - Free play of market forces,
optimization - conflict is fegitimate and
Information .Extensive, systematic, . Ambiguous, mformamn used
accurate and withheld strategically
Beliefs about couse-  Known, at least to Disagreements about
effect relationships causes and effects
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168 SUMMARY - |

. 3) What are the sources of power? Describe them with examples,

Decision . Based on oticome: ' " Results of bargaining

maximizing choice . and interplay amon, '
. ' interests -
ldeology . Diciency and Struggle, conflict

winners and losers

To sum up, power provides the basis for the direction ot organisations and foi' the attainment
of social goals. It is important for managerial performance and org_anhational‘effecﬁven&ss‘.-lﬁ :
is commonly assumed in organisations that if there has to be an increase in power at one level,

- it implies its diminution at other levels. This assurnption is clearly inaccurate. [In fact, one of
. the mair functions of experimenting with distribution of power is to enlarge the available

volume of power—the volume of power that is avaitable not only to ceriain levels but toall -

* e organizational member.

Organisational power can grow in-part by being shared. Sharing power is obviously different
from giving or throwing it away. The concerned managers have to create coatrol systems 1o
ensure that institutional goals are achieved. It should also be fioted that a leader dom not
decrease his personal power by empowering others; instead he increases it, especially if the
whole organisation performs better. The total amount of power is, therefore, [elated to ithe

- total system effectivenes. So when more peoplg feel powcrful more is accomplished.
" The work gets done in organisations w pldyees feel powerﬁJl to act, coutribute and deal

with issu& on their merits or lack ofsaeri ovees realise their own and prganisational
eir contributions to their joint capacities. It is vitally
important that employees expericiig se of power, 50 as to release ‘the vast human
potenual that otherwise re dormant and unuti]ised_ in organisations,

169 SELF QMENT TEST

1) Ex@mﬂ and similarities of Power vs Authonty ‘
2} Describe nt faces of power and explain why managers need power.

4)" Explain political prooessm in-organisations.
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UNIT 17 INTEGRATION AND CONTROL

Ohjectives
Prom tins umit, one has to understand;

¢ Meaning of Integration
¢ Meaning of Controf and
& Their necessity in an organisation.

Structure

17.1  Introduction _

172 Understanding Conflict

17.3  Positive and Negative Aspects of Conflict
17.4-° The Integration Model

17.5  Steps to Integration

176  The case of Achieving Integration between R & D marchg
17.7  Organisational Controf

17.8  Major Control Strafegies

179  Contingency Control Model

17.10 Supervisory Control Strategies

1711  Self-Assessment Test

17.12  Further Readings

\

171 INTRODUCTION  \JJ

Conflict and Integration as social p na have been with us since the beginring of time.
The inkerent presence of igt at ail levels of hnman interaction has gererated intense
interest in and wide-ranging into its nature, contexts and management. At 2

microscopic level, 1 yeli oonﬂlct, human endeavour and the realisation of personal
potential are chall e forces of conflict. At 2 macroscopic level, international conflict,
the very survival of lifon earth is subject to the negotiating skn]ls of world leaders. Conflict
and Integ sigmficant topics for study.

Most of us expiifEnce ambivalence towards conflict. We have shared exhilarating moments
with others when we have confronted a conflict, worked arduously toward its resolution, and
zmerged from our task having learned, grown, and shared 3 piece of our humanity. We have
also experienced conflict as an immobilizing, demotivating, and alienating force which has
driven us away from the contexts in which the conflict occurred. It is, therefore, nof surprising
that conflict as a topic for sesearch has been broadly investigated by diverse disciplines, and
integration as an approach to conflict managemcnt runs thmugh ihe conflict literature as a
magor theme.

17.2 UNDERSTANDING CONFLICT

Many authors writing about conflict define the phenomenca according to thelr particular
pesspectives. The definition given by Deutsch captures the breadth of the concept :

“A conflict exists whenever incompatible activities occur. The incompatible actions may
originate in one persoun, in one group, in oue nation... or they may reflect incompatible actions
of two or more persons, groups, or naticns.... A conflict may.arise from differences in
information or belief... It may oreur as a result of scascity of some resources such as money,
time, space, pasition... or it may reflect rivairy in which one persou tries to outdo or undo the
other.”

Katz and Kaln define conflict more simpty : “Two systems (persons, groups, organisatioas,
nations) are in conflict when they interact direcily in such & way that the actions of one tend
to prevent or compel some ouicome against the resistance of the othcr . Cooflict requires
direct resistance as well as a direct attempt at influence ot m]ury
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Finally, Follett’s detinition most simply captures conflict as “The appearance of difference,
difference of opinions, of interests.” Eolletts definition assumes the presence of friction
between the opposing parties, which lends energy and investment to the interaction; once
differences are experienced ag friction-producing, they are transformed into an experience of
conflict. Follett looks at integration as an orientation toward conflict management, an attitade
toward the potential for cooperation inherent in conflict situations. :

Conflict as a manifest or potential phenomenon s present everywhere. Conflict in its most
simple definition—the appearance of differences—is & reflection of the presence of diversity in
human interaction. To Follett, “the fear of difference is dread of life itself”. Conflict is an
inherent part of the richness of life.

The pervasiveness of conflict in human life is ‘well described by Katz and Kaho : “The fact of
conflict—of being somehow involved with opposing forces—must surely be among the most
common of human experiences. We recognize conflict in the opposition of wishes within
surselves, in the clashes between others whom we observe, and in the struggles against those
we ourselves oppose. And, according to our temperament and experience, we seek it or avoid
i, fear it or enjoy it, call it sickuess or call it life.” -

Conflict is ubiquitous in organisations. Perrow asks and then answers the question, why is
there so much conflict in organisations? “One answer is obvious enough : there is a never-
ending struggle for values that are dear to participants—security, power, survival, discretion,
and autonomy——and a host of rewards. Because organisations do not consist of people sharing
the same goals, since the members bring with them all sorts of neads and interests, and because
control is far from complete, people will struggle for these kind of values,”

That conflict exists and persists is not open to question. More debatable is the iggue oNgonflict
s a constructive or destructive force, '

17.3 POSITIVE AND NEGATIVE ASPE%Q

OF CONFLICT

)

It has been said that without conflict, there is no learningNgén prevents stagnation and
stimulates interest and curiosity; conflict is the mediagn throdeh which problems can be aired
and solutions arrived at It is the root of person i )
canflict resolution are likely to be similar, at the in
creative thinking; at the social level, they are likely to'be similar to the processes involved in
co-cperative group problem-solving, The absence of cenflict in groups can lead to-“group-
think”, a form of social conformity which may have serious social consequences.

That conflict is socially useful is supported by the majority of conflict theorists. Coser has
found that the closer the group, the more intense the conflict: Groups or relationships that
originate in caring give rise to a host of socially functional forces, and conflict is often an
essential medium in forming those forces. Conflict mobitizes energies, develops identity,
clarifies options, can secure social commitments, and contributes to innovativeness.

But, it is also both popularly recognized and acknowledged in literature that conflict is not
always constructive; indeed, there is evidence that levels of conflict regularly exceed the
desirable. According to Katz and Kahn, “For any system certain kinds and levels of conflict
will be optimal for certain criteria... Our opinion is that most organisations show levels of
conflict considerably above the optimum.™ We easily move from constructive problem solving
10 a desire to beat an opponent; we are much more oriented to waging conflict than to
discovering and inventing constructive solutions to conflict.

* The destructive potentiaf of conftict is widely recognized, Too much conflict can lead to strong
negative feelings, blindness to interdependencies, or uncontrolled escalation or aggressive
action and counteraction. In organisations, it can demotivate, lead to suboptimum
effectiveness, create costly manpower turmover, and viciate the climate. Equilibriunt at all
levels of social structures, from friendship to international cooperation, is threatened when
conflict is out of control or ineffectivély handled.

Conflict per s is neither good nor bad; its consequences, however, may have constructive or
destructive effects on sodety. Our task, according to Follett, is to “set it to work for us”™.
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17.4 THE INTEGRATION MODEL

Follett delineates three primary methods for dealing with conttict. The first of these is -
domination, which provides for the victory of one side over the other. It is the easiest in the
shovt rom (requires litile time or energy expenditure), but is usually not successful in the long run.
The issues leading to the original conflict will usually resurface later under the domination mode.

The sovend method is comproniss, which is a common way 10 settle confroversy. Ja
pompesntise, each side gives something up for the sake of peace or “solution”; since some
degree of sacrifice is involved, unsatisfied needs and wants are likely to resurfacs again later, as
with dom ination.

The third way of resolving conflict is fiztegraiion. Follstt used the term integration as a very
broad coastruet, as #n orienting principle te a wide range of human social experiences. The use
of integration in conilict is ssmply one asena in which the idea csn be properly applied.

Tntegration Is a dialectical process. Both parties speak 1o their needs, desires, and visions. As
clarity emerges around ihe issues of both sides, creaiive inventiveness is used to seek an
original, higher-order synthesis. The integration process supports and ¢acourages diversity;
indead, Folleif asserts the need for both sides o be highly “sel’f-interested", for withot this
charzcteristic there will be insufficient data put forward io enable both parties to find a
creative solution. : ' :

Tntegration avoids a “two alternative” polar meaiality (e.g. 2 win-lose attilude). According to

Follet:, “there arc always more than fwo aliernatives in a situation, and our job is to analyze

the situation carefuily enough for as many as fgssible to appear.” Diversily is united, the
integrity of both parties is protecied, and geativé\problem solving is advanced; these benefits .
accrue to the parties in conflict as well a3, (NG ripPle effect, io society in geaeral. An

integrative experience is always a ppogegsive experience, Le. it moves s forwasd.

: %. for society and good for the individual, he
respects the present as well ¢ future. She writss, “Integration means three things : vou and
I Loth get what we wari, th sitnation moves forward, and the process often has
communiiy valuc, Lgegot thigefore think that my participation i any social process shoule
be one of self-sact Q beione of self-contribution,” '

Folleit’s vaiues foster 2 union of

Follett doess suggedPthai integrasion as a method for conflict resoluiion is always possible,

@‘ “Not alt differcnces can be inegrated. That we inust face fuily, but ii is
certain that (Mgffare fewer irreconciliable activities that we at present think, although it often’
takes ingenuity, a creative intelligence, io find integration.”

R, she noies that many peoplke find it easier to fight fhan to work consiructively towarg
conflict solutions. “New many pecple do nt like the effort of using their intelligence; they
fight because it is easier. The thinkiag out of a solution by which the interests of both sides
shall be satisfiel! means sometimes Jong and asduous leabouy, That is often the reason of
conflict, that it is the line of least resistance io fight.” '

Integrative thinking is, it essence, a dialectical provess. Redfield, quoted in Diesing, states, “T
think we may well conceive of the process by which undersianding of haman wholes is
advasced a5 @ kind of dialectic of viewpoins, a dialogue of characterizations. “This”, but o
the other hand “that®, is the orderly swing of the mind toward truth.”

The use of diatectical analysis in conflict situations is described by Louresco.and Glideweli;
“The dialectic is ooncemed with opposition, contrast, and contradiction. It has had a diversity
of usage from Plato, through the Middle Ages to Fichte ant is more commonly knowa as

“employed by Hegel and Marx. In the social sciences, the dinlectical tradition... views conflict—

within ap individual, between individuals, or between secieties and nations—as inevitabie, The
dialectic is seen as a sequence; the parties 10 such coaflict relate as thesis and antithesis and
fesolve into the form of synthesis, which not onty subsumes aspects of both thesis and

antithesis but creales new patterns or struclures.... synthesis, therefore, refers o the ordering of -
pasts to form a new whole”. : '

Consistent with Folleit’s ideas, then “the notion of syrthesis thus entails 2 creativity which is
conlingent upon seme perceptual, conceptual, o empirical reorganisation by both sides.” In

" spirit and in method, dialectical synthesis is enalogous to integration.
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17.5 STEPS T0 INTEGRATION

: Awordmg to Follet, “the problem before us is one of dlscovermg a r.echmque for umfymg
‘She identifies six ohstacles to integration : ;

1) Integration requires a high order of intelligence, keen pcmcptlon and dmcnmmauon and .
most of all a brilliant inventiveness. Often, it is easier to fight. Many people prefer to
criticize others rather than work 10 come up with a creative solution,

2} Our, way of fife has habltuated many of us o enjoy dommatlon Integration is too tame-— -

there are “no thrills”: The need for “thrills” may mark a wln Hose™ mcntahty Sometimes,
even defeat is more interesting than integration.

3) Intellectuat agreement—*theorizing” over an lssue—dots not alone brmg full mtegrahon
although we often view this process as effective for resolving conflict; it doesn’t take us far
enough -

4) The language we use with others may arouse amagomcm" and hence escalate conﬂlct

5} The whole emotional field of human intercourse must be takén into account, particularly
the undue influence of leaders. We ar: manipulated by the unscrupulous and the
suggestebility of the crowd. The field may interfere with creative conflict resolution,

6} We are not trained for integration. We-are socialized by such experiences as debate clubs;
we havz not learned the art of cooperative thinking. People often come to the bargaining:
table with preconceived ideas of what they want—self interest, dogmatism, prejudice,
rigidity. We need to respect others’ views anfi our. own, “Mu.shy" peoplege no better
than stubborn people. .

Follett suggests several bases of i mtegratmn They are grounded in ess based on a “win-
win” orientation. .-

1) The first step in integration is to bring all differences i ¢ open. We cannot hope to
integrate our differences, unless-we know what they ar posite of this is evasion or
suppression, Whenever you have a “fight-set™ ygware inflanger of obscurities,
consciously or unconsmously Both suim musiliesife.a eement

2}  Evaluation of the above often leads 1o 1g

aluatio We may not estimate how much
something means to us until it comes ogilict with another’s desire. Many contlicts
-+ could be prevented from ending disastrd y getting the desires of each side into one -
" field of vision where they could be viewed"ogether and compared.

Py

3} Find the significant rather than the dramatic features of a controversy. The most ob'_vioué '

views in a situation are not always those which are most indicative of the real issues
invalved. Break up demands into their constituent par:s, break up wholes. Examine
' symbois -

Foliewt's views are echoed in the work of subsequent theorists Wh.c','_ from their own
perspectives, often discover her wisdom in disparate djsciplinary pursuits. As a specific case,

we shait now examine how companies achieve a high degree of integration between R&D and

Marketing. It is based on a-study of 167 high-technology oompames by Gupta Raj and
Wllemon :

7.6 THE 'CASE OF ACHIEVING'INTEGRATION
_BETWEEN R&D AND MARKETING

' Bm}dmg an miegrated R&D-—-Marketmg effortis a dnﬂ' cult and dem.mdmg task. Numerous
problers arise in the process of mixing creativity with the reality of the market. For instance,
thers is R&D's notion that no one from the outside shouid direct their efforts, that “managing
innovation™ often means snﬂmg creativity, and that R&D cannot be programmed. On the
other hand, Marketing may feel that R&D should be able to “create on demand”. Moreover, a
Marketing group often believes that oniy-they can understand the “real needs” of the market.

In' fight of such attitudes, what can management do to ackievé a bigh degree of integration
~ between R&D and Marketing? It was foond that four factors separated the high- mtegratlon
. cumpanm from the low- mtegratlon ones : o
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_ sooner and at lo

‘Tie quality of R&D-Marketing relations
Organisational Structure

Senior management attitudes
Methods used to organise new product activity '
bctLeen the R&D

A) R&D-Marketing Relations : The quality of the relationship existing
and Marketing groups had the greatest impact on the degree of integration achieved by a .
company, .

Give-and-Take Relationship : It was found that in high-mtegrauon companies there was a
high level of give-and-take between the R&D and Marketing groups. Vanou? trade offs such
as cost, dwgn and product features, for example, were weighed in an effort T:) ascertain if
there was a common undcrs(andmg of important igsues. -

As one Marketing Manager slated :

“We try to undefstau_d the pulse of tbe technical people in meetings. At the sametime,
‘we have to make certain that they undérstand our needs and concemns] We except
honest, frank discussions with the R&D people and théy know that’ W We operate.

- This give-and-take aullude helps build trust and solve problems. As a mult, the high-
" integration companics, both groups felt free to disagree and discuss oppom;%\.newpomts In
h

ibility. It was
a technical

low-integration companies, R&D perceived Marketing’s input as lacking
also found that in high-integration companies, more marketing managers

* background, they were more eager to subs tlate their claims with hard data, and a larger

number of R&D Managers had exposurg to bliginess courses.

Early Involvement : In high-integration co ies, a conscious effort was madé to involve
7 'tstagesofthenew productdevel ment process. A

conception. We start off with a ‘PosW6n paper’ of where we are and where we want to gq
This helps us communica o: 8 about proposed new product opportunities.”

Conflict Rmh:@g‘ mtegrallon companies, R&D-Marketing OODﬂILtS were rmolveql

tional levels. The senior management of hlgh-mtegram)n ﬁrms '

were seldominvolvellin these conflicts.

Structure ; The research indicates that the orgpnizatinnal design of high-
differed from the low-integration companies in the following four respects.

B) Or
integration

Clanly of Roles : In high-integration companies, the responsibilities of the Managers were
clearly articulated via policies, new product development procedures, and job desériptions,
without making them too structured. As one R&D Manager noted, “clear palicies and
procedures help us know what is expected. They remove much of the ambignity and stress”.
Thus, the high-integration firms “formalize™ the need for R&D-Marketing integration in their

_new preduct planning and development process.

Deceniralized Dec:sim-Makmg High-integration compamm were char. nzed by a hngh
degree of decentralization, where Managers were delegated authority to make important

_ decisions. On the other hand, a R&D Manager from a low-integration company said, “we are

so tightly controlled that we have to get approval from our bosses to do anything. The
Marketing people face the same constraints. So, when we need to make a design change we’
have to get the approval of our bosses and sometimes even the Corpomte Product Review

‘Comnmittee. Sometimes the bosses will make changes we don’t want or even ’wmse they will
) sit on it for weeks wlhiile we are grinding our teeth for some action.”

Increased Participation : It was found that high-integration firms enco participation at

all levels within R&D and Marketing regarding new product development, increased
involvement, along with the power to make decisions, helped create a climate that resulted in-
hlgh crealm(y

Physical Proxlnnty *Out of sight, out of mmd” This phrase charactenzed the low
integration companies, where R&D people were usnally far apart from their Marketing
counterparts. Proximity facilitates communication, creates uuderslandmg andtrust, and can
reduce product development time. As one marketing- manager remarked: “Its a lot easier
working with R & D when lheu key people are readily acoesslble *
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C) Support from Senior Managemenl The research ﬁndmgs mdlcate that senior
management plays a crucial role in creanng 4 climate and culture oonducwe to? ocnllaborauve
R&D-Marketing effort. :

Promoting Integration : In the high-integratioh companies, senior management wés fouad to -

- value and support cooperation between R&D and marketing. These values were an essential
part of their corporate cultures. They dlso emphasized the need for collaboration in their
public statements, and more importantly through their actioris. .

Tolerance of Failure : The Senior Management in the high-integration companies provided
enough incentives for R&D and Marketing to work on new ideas, despite the uncertainty of
- their outcomes: Initial faifures in the attempt to develop new products were not perceived as
reflecting the ultimate competence of those involved.

" Joint Rewsrd System :; Both R&D and Marketing Managers in high-integration firms feit
that they shared equally in the rewards from sucoessfully commercializing 2 new product
They were jointly held responsible and were jointly rewarded or blamed for the success or
failure of 2 new product. On ihe other hand, R&D Managers in low-integration -companies
complained that they received little credit for commercial sicoess of a new product: There was.
a general feeling that “collaboration doés not get us anything.”

Opportunities to communicate ; It was also fou...’ it the senior management in high-
integration companies provided greater opportunities for their R&D and marketing managers
to communicate and understand one another’s needs. These opportunities included informal
interaction sessions, workshops, educational programmes, and rotating job assignments.

D) Organising New Product Activity : ngh-mtegratlon companies organized their new
product activity differenly than low-integration companies. The most widely methods
among the high-integration companies were : temporary task forces; product, projgct or matrix
managess; separate new product development departments; and venture teaig, The§e methods
achieved a high level of integration due to their reliance on and integration of isciplinary
experts. When a top manager orchestrated the new product develogh ent acess, of when a

" R&D Manager or & Marketing Manager dominated the new prod dev bpment effort, the
approach was less likely to result in high integration be(wee rketing and R&D.

Thus, the companies are able to achieve a high degree arkehng integration when
. they make a deliberate effort to creaie and manage Marketing relations. They
treat integration as an organisationat chatlenge.

7 'ORGANISATIONAL&lOL

Now we turn to the topic of organisational control, Control is a major responsibility of

- management, and a large portion of organisational information processing pertains to control.
Organisational control & a cycle that includes the three stages of target setting, measuring and
monitoring, and feedback. Target setting involves planning and goal-setting for desired
performance levels. Measuring and monitoring information indicates whether work activities
are on target, Feedback information is designed to make corrections in eﬂhcr targels or work
activities (o bring them into alignment.

‘Management control differs by hierarchical level. The overall control process involves both
downward and npward communication. Downward communication is designed to influence -
work activities, inforrn people about the targets and plans that were established by upper
management, and provide feedback to correct or reward performance. Upward
communication in the form of reports, printouts, and other data are designed to help

management at each level measure and monitor the performance for their responsibility centre.

178 MAJOR CONTROL STRATEGIES

Managers at the top and middle le\rels of the organisation can choose among three strategies
for control. A framework for organisational control was proposed by William Quchi. Ouchi
identified fhree control strategies that organisations could adopt : market control, bureaucratic
control, and cian control, Each form of control uses different types of information. All three
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‘are tummg to market control to enhance

" types may appear in an orgamzallon The requm’.ments for cach control'strateg 'y are g;vén

below.
‘ < Three Orgm\isathnal Contral Smtegins
- Type ' - Requirements -
Market Prices, competition, exchange relationship
‘Bureaucracy ~ Rules, Standards, hierarchy, legitimate authority
. Chn Traditon, Sbared valugs and beicks, rust ]

Market Control : Market conirol occurs when price compelmon is used to evgt!uale the

output and productmty of an organisation. The idea of market control originated in

economics. It is an efficient form of controt because managers can compare prices and profits.
to evaluate the efficiency of their corporaﬂon Price mechanism is: used often b{rtfap managers
to evaluate performanoe

Sales and costs are summarized in a profit-angd-| loss statemnent that can be oompared to
performancc in previons years or to that of other corporations.

Let us consider the case of ABC Corporation. The company has six self-contained business
divisions, each of which is a profit centre. Each division manages its own inputs needod to
praduce its product. The top managers at the corporate office have decentrali . .
operations and need only.a few key profit figures to evatuate the performance of cach division. -
The business divisions are evaluated on the basis of proﬁt or loss compared to other divisions.

The use of market oontrol requires that outputs be sufficiently explicit that a price can be
assigned, and that competition exists. Without competition, the price will not b an accurate
reftection of internal efficiency. Even traditio not-for- proﬁt organmatloms s__uch as hospitals -

Org tions. [t can be used only when the outpui
i there is competition. Market coatrol is also not
artments within an orgatisation, _

* For example, an organtisati imented with profif cenire concept for Com}mter Services
Department (CSD). i t user departments were charged at a certain rite for
- wtlization of comipu ices; ©ver a period of time, the CSD steadily. increased the price of
its services and to buy highly sophisticated machines, whickt were hardly
used in the o hen a review was made following bitter complamt‘s'Py the user
departmen ound that users were being charged a price nearly three tinies the actnal .
- cost to the co centre. The users had to get computer services only from the CSD, and

the prices 'did noP'reflect the true value of compuier services, Finally, the CSD was again made '
a part of the overall management services and the overhead paymeant covered computer costs,

. Thus, market control fails when the organisation has no means .of putting an accurate price-on '_ .
_ cemun servicés, or of oompanng prices to. competitive services in the market place.

Bnreaucrahc Control ; Bureaucmtlc control is the use of rules, policies, hierarchy of
authority, written documentation, standardization, and other bureaucratic mechanism to -
standardize behaviour and assess perfonna.nce. Within a Iarge organisation, thousands of
transactions take place both vertically and horizontally. Rules and policies evolve through a

 process of trial and error to regulate thiis behaviour. Bureauctatic control mechapisms are used

when behaviour and exchanges are too complex or ill-defined to be controlled with 2 price

* mechanism. An example of bureaucratic control occurred when ABC Corporation, in the -

ofsemceswotherdepamnentswascontouedbynﬂesandpohmraxherlhan y price.
Bureaucratic control is used to some extent in almost every organisation. Rules egulations, -
and directives contain information about a range of behaviouss. Bureaucratic mechanisms are
especially valuable in not-for-proﬁt orgamsauons because pm:m and oompetmve markets often .
do not exist.

example above, decided to make the computer centre a part of administration, Te provision

: Management control systems are part of the written records and procedures that supplement
* overall burcaucratic control. These are the formal planning, datz pathering, and iransmission
 systems that provide management with information about departmental perfo ce, For

example, the operating budget, periodic statistical reports, performance appraisal system, and
standard operating procedures enable mlddle and upper management to both nwmtor and
influence major deparunenls. _
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Clan Control : Clan control is the use of social characteristics such as values, comitment,
traditions, and shared beliefs to control behaviour. Organisaiions that use clan control require
trust among employees. Clan control is important when ambiguity and uncertainty are high. -
High uncertainty means the organisation cannot put a price on its services, and rules and
regulations are not able to specify appropriate behaviour. People may be selected because they
are committed to the organisation’s purpose, such as in a voluntary organisation. New - o
employees may be subjected (o a long period of induction and socialization to gain acceptance
by colleagues. The clan mechanism is used most often in sreall, informal organisations because

. personat involvement in the purpose and activities of the organisation is possible. Clan’ control.
is als0 used within departments where performance is difficult to measure in'a systematic way.

" Inte gration and Control -

Some of our family-owned organisations are examples of clan conirol. These organisations

recruit family members in the upper echelons of the organisation. Family members trust each
‘other, and share common beliefs and traditions. With clan control, these organisations do not
‘need as many bureancratic controls to regulate the behaviour of its exécutives.

.-One important use of clan control is in departments that experience high uncertainty, suck as
research and development. The important thing for managers is not to assume that the absence
of written, bureancratic controls means that no control is present. Clan control is invisible yet
very powerful. When clan control works, bureaucratic control is not needed,

17.9 CONTINGENCY CONTROL MODEL -

A question for organisation designers is when to_uSe cach control strategy. Each type of
controf often appears in the same organisation, but one form of control will usu#lly dominate
at a given management level, - L e

Bureaucratic control mechanistns are by far the most . widely used conjpehgirategy® some form

* of bureaucratic control combined with internal management control @ are almost always
- mecessary. Bureaucratic control is used extensively when organisationSgre Jdrze, and when the
environment and technology are certain, stable, and routige. ucratic control is also
associated with functional structure, Management control syste Mplement the
bureaucraic strategy by controlling resource inputs to gemartmeWis and evaluating outputs

with statistical reports. ' . S

Clan control is used in the oppoéité circums Whemorganisations are small, and when

the environment and technology are uncerta le and non-routine, then trust, tradition,
and shared values ar¢ important, Clan control when horizontal information and controt

processes are needed as they are with a matrix organisation structure. Rules and budgets wilt
be used, of course, but trust, values, and commitmenis will be '..t_ie primary reasons for
empioyee compliance. : . : . '

Market Contrel is used when costs and outputs can be priced, and when a market is available

for price competition. The technology must produce outpuis that can be defined and priced,

and competition must exist in the environment. Market controi.can be used in organisafions of -
any size 5o long as costs can be identified and outputs are competitively priced.

The balance among control su:ategi@s may differ from organisation to organisation, The use of -
each strategy reflects the structure, technology, and environment as well as the ability to price
output, - : _ o

17.10. SUPERVISORY CONTROL STRATEGIES _

The controt strategies described so far apply to the top and middle levels of the organisation
Where the concern is for the entire organisation or major departments. Control s also an issue
at the lower, operational level in organisations where Supervisors must directly control
subordinates, which is called supervisory control. Supervisory contro} focuses on the
performance of individual employees. The two types of supervisory strategies available to
“managers are output control and behaviour coniral, e

Quiput control is hased upon written records that measure emplovee outputs and

productivity. Output control is used when the outputs of individual workers can be easily

measured, o : ' : o
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1711 SELF-ASSESSMENT TEST

1) Explain what is conflict and positive and negative aspects of conflict.

2) What s Integration? Describe and Explain what are the sieps to Integration?

3) Explain how Integration was achicved between R & D and Marketiog.

4) What is Organisational control? What are the major control strategies? Describe.
5) Explain contingency control Model.

Beha ionr coctrol is based upon personal observation of employes behaviot:u and procedutes.
Behavour control usually takes more time than output control beczuse it regpires personal
surveiiiance. Managers observe employees at work. Behaviour control is when outpuis
are pot easily measured. The form of supervisory coutrol depends on wheiher employee outpui
or behaviour is measurable. Many organisations incorporate a balance of output and -
behaviour control to provide broader evaluation for employees. .

A control system and the way thet it is used constitutes 8 potentially powerful tool for
influencing the behavioar of individuals in organisations, Just as the manages needs to make 2
careful and informed choice among control strategies, the organisation needs!io be conscious
of the aliernative approaches 1o designing s0d using control systems. Becoming aware of the
potential effects of control systems and of the importance of the process of control is central to
making an organisation and its people more productive and effective. :
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UNIT 18 ORGANISATIONAL CLIMATE

Objectives _

After completing the unit you should be abie to .

® Appreciate the importance of organisational climate in mptivaﬁng employees
# Diagnose organisational climates and | '

® Generate ideas of developing relevant climates.

 Structure

18.1 What is organisational climate?

18.2 Dimensions of organisational climate
18.3 Motivational climate

184 Effectiveness of climatel

18.5 Improving organiational climate
18.6 Self-Assessment Test -

18.7 Further readings

18.1 WHAT IS ORGANISATIONAL CLIMATE?

Most organisations have a structure (division of work into units and-'establishwﬁnkagw
- among units) and systems (specific ways of managing the major fiinctibns O the organisation,
such as finance, production, marketing personnel, information, and tk , nship with the
of belvidfur), values, and
. The main actors in

external environment). Most also have norms (accepted paf
traditions; and these three elements constitute the organisation
-the organisation are its top leaders; they and the other employ
needs in addition to those of the organisation. All of i
- structure, systetas, culture, leader behaviour, and psy needs of employees, interact
with one another and create what can be isafignal climate.

—

Organisational climate can only be discussed pof how it is perceived or felt by _
organisational members. Consequently, a climate Wy be perceived as hostile OF supportive, as
conducive to achievement or stifting, and so on. Hellriegel and Slocum (1974, p. 225) defined
organisational climate as “a set of attributes which can be perceived about a particular
organisation and/or its subsystems, and that may be induced from the way that organisation
and/or its subsystems deal with their members and environment.” - -

While most authors have used organisational climate as a descriptive concept, some have used
it for classifying organisations into categories. For example, Burns and Stalker {1961) describe
organic versus mechanical climates, whereas Likert (1967) proposes four types of climates:
exploitive, benevolént, consuitative, and participative, Such frameworks generally use '
described categories. Only one framework, proposed by Litwin and Siringer (1968),
emphasizes the effect of organisational climate on the motivation of its members. In a rigorous
study Litwin and Stringer simulated three different climates (each fostering, respectively,
-achievement, affiliation, and power motives) and monitored the effects of these climates on
productivity. - . |

.. 18.2 DIMENSIONS OF ORGANISATIONAL CLIMATES
 Different authors have proposed different dimensions of organisational climate. Some of these .

are mentioned below: S R B DR . R

Likert (1967) : Leadership, motivation, communication, decisions, goals,and control.

Litwin & Stringer ( 1968) : Conformity, 'rasponsibﬂity, Smndam_reﬁards,.mganisaﬁonﬂ clarity,

warmth and support, leddership. Prakasam (1979) : Conformity, sharing in decision-making,

supervision (task orientation, people orientation, bureaucrating orientation), responsibility, -

reward (financial, non-financial) promotion, team spirit, standard.
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.6)

Sharma (1988) : Supervisory-management relations, scope for advancement, grievance
handling, monetary benefits, participative management, objectivity and rationality, recognition

and appreciation, safety and security, waining and education, welfare facilities.

Some dimensions proposed refate to organisational policies. A critical review of the literature
on organisational climate shows that the following twelve processes or dim :nsions should be
used in studying organisational climate. :

1) Orientation : The dominant orientation of an organisation is the main concern of its
members, and this dimension is an important determinant of climate. If the dominant
orientation or concern & to adhere to established rules, the climate will be characterised .
Ly control; on the other hand, if the orientation is to excel, the climate will be
rharacterised by achievement. '

2) Interpersonal relationships : An organisation’s interpersonal-relations process are reflected
in the way irrwhich informal groups are formed, and these processes affect climate. For
example, if groups are formed for the purpose of protecting their own interests, cliques
may develop and a climate of control may result; similarly, if people t ad to develop
informal relationships with their supervisors, a climate of dependency may result.

3)  Supervision : Supervisory practices contribute significantly to climate. If supesvisors focus
on helping their subordinates to improve personal skills and chances of advancement, a
climate characterized by the extension motive may result; if supervisors are more
concerned with maintaining good relations with their subordinates, a climate
characterized by the affiliation motive may result. :

4) Problem managemen: : Problems can n as chailenges or as irritants. Thef," can
salved by the supervisor or joinily W the pervisor and the subordinate(s) concerned, ot
they can be referred to a highet level. different perspectives and ways of handling

of an organisation’s climate.

problems contribute to the

S) Managemens of mistakes : fisors’ attitudes toward subordinate mistakes develop the
organisational oniefigieg, which is generally one of annoyance or COTCEM OF tolerance.
An organisation’s apgbach to mistakes influences the climate.

[ @ bisions * Conflicts may be seen as embarrassing annoyances to be covered
up or as proMlems to be solved. The: process of dealing with conflicts has as significant an
eff clima¥ as that of handling problems-or mistakes.
7 Co ation - Communication, another important determinaat of climate, is:

* concenfed witti the fiow ‘of information : its direction (top-down, bottom-up, korizanial),
its dispersernent (selectively or to everyoné concerried), its mode (forr al ot informal),
and its type (instructions or feedback on the state of affairs).

8) Decision-making : An organisation’s approach to decision-making can be focused on
maiptzining good relations or on achieving results. In addition, the issue of who makes
" decisions is important: people high in the hierarchy, experts, or those involved in the
marters about which decisions are made, These clements or decision-aking are relevant h
to the establishment of & particutar climate. '

9)  Trust: The degree of trust or fits absence among various meinbers an(IL groups in the
organisation affects climate. The issue of who is trusted by management and to what
degree is also relevant. :

10} Manégemem of rewards : Rewards reinforce spaciﬁ'c behaviours, thereby arousing and

sustaining specific motives. Consequently, what is rewarded in an organisation influences
the motivational climate. - . : .

1) ‘Risk taking : How people réspnud to risks and whose help is sought in situations

" invelving risk are imporant determinants of climate,

12) Innovation and change : Who initiates change, hhow change and innovation are perceived,
and how change is implemented are all critical in establishing climatg.

The way in which these twelve dimensions of climate operate n an isation indicates the

underdying motive of top mapagement and the prircipat motive that is likely to be geserated

and sustained withir the organisation’s population. Whea the iwelve dimensions are combined

with the six motives discussed previously, a matrix is formed that can be useful in diagnosing

the motivational climate of an organisation.
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18.3 MOTIVATIONAL CLIMATE

Litwin & Stringer’s studm mdmated the importance of mouvatmnal ﬁamework to study
organisational climate. Climate affects motivation of the members of an organisation.
Therefore, a framework based on motivation seems to be quite relevant for the s(};dy of
organisational climate. Qrganisatioms® ™ =ate studied in this frﬂmework can also be called
motivational climate.

Activity 1
Below are given six st “H (e 0 cation in your
crganisation-or unit) 1o 1 fie2l ke the sitvation o, iganit o

oAy LT

$50 not give the
52 ~ rank to more than one stitement, .

Rank Statements

a} People here are mainly concerned with followmg established rules and
procedures.

b) The main concern of people here is to help one another develop greater skills
and thercby advance in the organisation,

¢) Achieving or surpammg specific goals seems to be people’s.main congern herc

d) Consolidating one’s own personal position and influence seems to be the nuain
concern here.

¢) The dominant concern here is to maintain friendly relations with others,

" f) The main cou:a here is 0 develop people’s competence agd €

"ix motives are particularty appropriate in developing a framework nalysis of

the connection between organisational climate and motivation : :

1) Ackievement : This motive is chasacterized by concern for < mpetition in terms
of the standards set by others or by oneself, the sciting o aging goals for oneself, _
awareness of the obstacles that might be encountered in atigfiptthg to achieve these goals,
and persistence in trying alternative paths to one’ 5.

2) Affiliation : Affiliatic . characterized by a concbyfftor Stablishing.and maintaining close,
personal relationship; an emphasis on friegdghip; anda tendency to €xpress one’s emotions.
1) Expert influence : This motive is chara

others, a desire to make people do what ond
‘luatmns and to develop people.

a concern for making an impact on
Ofinks is right, and an urge to change

4} Control ; Control is characterized by a concem for orderlmess, a¢. . tobe and stay
informed, an urge to monitor events and to take correcuve action wheu needed, and a need
to display personal power. .

5) Extension : Extension is cheracterized by concern for others, interest in superordmate goa]s,
and an urge to be relevant and useful to large groups, mciudmg mety

6) Dependency : This motive is characterized by a desire for the assistance of others in
developing oneself; 2 need to check with significant others (those who are more
knowledgeable or have higher status, experts, close associates, and 50 on), a tendency to
submit ideas or proposals for approval, and an urge to maintain a relationship based on the
ather person’s approval. :

Ranking of the 12 diminisions supgested in section 2 can be done on the six motives (pareck, -
1989). A mairix can then be obtained to show which motivational climate characterises the
overall climate, and which motive is the dominant (highest) motive in each dimension. We
can thus have achievement or,affiliation or'expert influence or control or extension or
dependency climate in an organisation or a unit.

The motivations reﬂected In the six statements in the exercise respectively are : dependency,
extension, achievement, control, affiliation, and expert influence. Examine your rankings in the
light of the discussion in the rest of this section. . :

Generally, significant relaﬂonsmp has been reported be{wecn cllrnate on the one hand, and job
satisfaction and performance con the other.
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. total éffectiveness. A dependencd

. and total effectiveness.

- the vari

Deci (1980) siggested three different kinds of environments as being associated with three
different attriputional patterns. A “responsive and informational’ envitonment (in terms of

_ motivational climate one that is characterised and by achi¢vements and expert influence) has
been linked with internality : a “controfling and demanding” environment (one characterised
by control and dependency) hias been linked with externality; and 2 “non résponsive and
capricious” environment has been linked with “impersonality” - : :

Organisational enviror'l.mcnts and ¢limate seem to influence the development of intermality.

- Baumghrtel, Rajan, and Newmar (1985), using four indices of organisation 'environment
© - (freedom-growth, human relations, performance pressure, and pergonal benefit) found: clear

evidence of the influence of organisational environmenis on locus of control. They concluded
that internality could be developed by creating educational and work environments :

and opportunity to influence important cvents or conditions.

 characterised by freedom to set personal performance goals, opportunity for personal growth,

© gTheoretically, one might predict a negative relationship between organisational effectiveriess

and climates characterised by affiliation; dependence, and control. Litwin and Stringer (i968),-

 found that an authoritarian climate (a “control” climate) produced low job:satisfaction and

low performance. A climate characterised by achievement,.extension, and expert influence
might be assumexd to be related to higher job satisfaction and performance. Higher job
satisfaction has been reported among insurance personnel who perceived the motivational

climate 4s one of achievement.

One study has reported high positive correlations between five aspects Of-drganiéaiional

" effectiveness (organisational commitment, onganisational attachment, job satisfaction, total

satisfaction, and total effectiveness) and vernent clinate, and there was a negative
correlation between these five aspects and'¥% | climate. An extension climate correlated
positively with orgasisational corpefiftegent and with job satisfaction, total satisfaction, and

% showed no relationship with any measure. An
sltion with job satisfaction and with total satisfaction

affiliation climate had a negative COR

Bioht be predicted between role stress and climates perceived as
evement, extension, and expert influence; and phsitive.correlations might
be predi ween Yole stress and climates characterised by affiliation, dependence, and
control. % have réported of the following specific correlations between role stress and
us tes: _ S ! :

Negative correlati
characterised by ad

® No significant correlation with a climate characterised by expert influence;
® Two positive cotrelations with an affiliation climate (rolé eresion and personal
. inadequacy); '

®  QOne positive correlation with a dependency climate (role slagﬁaﬁm);
@ Six negative correlations with an extension climate for inter-roleidistance, role overload, |

- and role isolation, and at the .01 level for role~cxpectation expectation conflict, seif-role
- distance, resource inadequacy, and total role stress; ' B

5_ Negative correlations with an achievement climate for all aspects of role stress except .
interrole distance and personal inadequacy; and '

- @ Positive cofrelations with a control climate- for all éspect§ of rolé stress:except personal

inadequacy. -

In summary, organisational climate has an enormous influence on. a:rgahisational effectiveness, -
role efficacy, and role stress. An achievement climate seems to conttibute of effectiveness,

* satisfaction and a sense of internality; a climate characterised by expert influence seems to

contribiite to organisational attachment; and a climate characterised| by exiension scems to
contribute to organisational commitment, All of these climates foster relatively low levels of - -
role stress. A control climate seéms to lower role efficacy, job satisfiction organisational '
‘commilmeént, organisational attachment, and total effectiveness and o foster relatively high
levels of role stress. An affiliation climate tends to lower both satisfaction and effectiveness and
increase role erosion and foctings of personal inadequacy. :
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184 EFFECTIVENESS OF CLIMATES

The completed matrix provides scores for all six motives tested by the MAO-C. The highést of
these scores represents the perceived dominant motive within an organisation. The general
connections between dominant motives and particular types of organisations are shown in
Figure 1. - : S - :

A combination of an organisation’s highest or “dominar.”” score and its second-highest or
“back-up” score results in a basic characterisation of that organisation’s climate. When the six
motives are combined in patteras of dominant and secondary or back-up styles, thirty
organisational profiles are possible. Brief descriptions of these thirty profiles are provided
below. In each description the first motive noted represents the-organisation’s dominant
motive, and the sacond represents its secondary or back-up motive, Some of these profiles are
based on studies that have been made : others need to be studied to validate the concept. In
general, climates dominated by achievement, expert power, and extension are conducive to the
achievement of results, whereas climates dominated by control, dependency, and affiliation
retard the achievement of results, ST

Motive . Type of Organisation

Achievement Industrial and business organisatins S

Expert influence Uriversity depantments and scientific organisations

Conirol " Bureaucracies such as govemmental departments and agencies
Dependency B Teaditional or autocratic organisations - ©
Extension " Community-service organisations

Affiliation Clubsg

Figare 1 Connections between Dominant Motives and Types of

1) Achievement-Expert Influence : Employees are jnvolved in and highly

- challenging tasks, and the specialists within the organisation dom ing
these tasks. The organisation rewards specialization, .
2)  Achievement-Control : Most employees are involved in challengi but they face a

lot of constraints attributable to figid procedures and an i

k)] Achievémem—Depen&ency; In spite of an emphasis gn high{chievement that is shared by’
most employees, there is a tendency 1o postpone ions for the approval of a

higher authority. The organisation discourages decisions without approval
from a higher level, resulting in a sense of fzustratiomh. o T _
4} . Achievement-Extension : Employees wol engihg tasks and devote equal attention

to the social relevance of these tasks. The ol tion has a highly developed sense of
social responsibility as well as a|| strong sense of its responsibility to fulfil employee needs.

5)  Achievement-Affiliation : While emp!oyeés work on challeﬁgirig goals, thej' also form
strong groups based on common interests or other factors, The organisation pays a lot of
attention to maintaining good relations among these cliques:

6) Expert fnﬂaencé-Ach:’evemem: The organisation places s_,. hlgh value on spocialization. _
_The specialists influence most decisions, and they emphasize high work quality and
unique contributions. ST

7y Expert influence-Conirol : The organisation is controlled by experts who employ
' cumbersome procedures. The result is geneérally a lack of job satisfaction and low to
moderate (rather than high} output. S I
8) Expert influence-Dependency : The organisation has a rigid hierarchy dominated by
experts. Decisions are made only at the upper levels of the Iterarchy, and bright
employees are highly dissatisfied, e . '

9)  Expert influence-Extension : Specialists play the majof roles in the organijsation, working
in a planned way on socially relevant matters, The organisation pays attention to the
employees’ needs and welfare. S :

Expert influence-Affiliation : Alihough the organisation is dominated by experts, strong
groups are formed on the basis of common interests or other factors. Because primary
attention is placed on maintaining a friendly climate, results usually suffer.

10

——

11} Control-Achievemen: ; T'ﬁe_ organisation is bureaucratic, is run in accordance with detailed -
* procedures, and has a clear hierarchy. Quality of work is emphasized, but most
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©23) Extens *0

employees with an achievement orientation feel frostrated. This chmate is-sometimes
found in public-sertor organisations. :

12) Control-Expert :’njhence : The organisation is a bureaucre . ‘nch specialists opinions
are vafued but rules are treated as more important.

%) Comml Dependency : A bureaucracy and a rigid hierarchy dominate the organisation,
Because actions are generally referred to levels above for approval, decisions are usually
delayed. It is more important to follow rules and regulations than to achieve results. The
senior émployees protect those subordinates who do not make any procedural mistakes.
Most government offices function in this way.

14) Control-Extension : Although the organisation is hierarchical, it emphasizes social concern
and attends to the needs and weifare of its employees.

15) Control-Affitiation : The organisation is hicrarchical but places more emphasis on good
relations among employees than o results. Informal groups based on relationships are
seen as important. Some voluntary organisations are of this type.

16} Dependency—Ach:evemem Respect for those in positions of power is emphasized, and so

is achievement. Freedom is granted to cmployees, with the exception that key decisions
are controlled by those in power. Many family-owned organisations have such a climate.

17) Dependency-Expert influence : The organisation has a hierarchy, with decisions made by
those at higher levels. Experts play an important role in the various aspects of
organisational life.

18} Dependency-Controt The organisation has.clear-cut channels of communication and is
controlied by a few people who ultimately make all decisions.

19} Dependency-Extension : A few people donVigate and conrol the organisation and demand
respect from all other members. HoweNgr, they take care of the members’ needs, and the
organisation works in socially gelgyant a o '

20y Dependency-Affilintion : The @ agers control the organisation and employ their
own “in-group” members, whOVas¢extremety loyal to these managers.

21) Extension-Achievemen rganisation strives to be relevant to society and emphasizes
the achieveme; resulfs. People are selected for thelr compctence and are given .
freedom in ir work.

__22]' Extensign- ExpePgrfluence : Social consciousness is ¢mphasized by the oiganisation, and

expefs ence all major decisions.

ntrof ; The organisation’s goals have to do with: servmg a larger cause; but
thé structure is bureaucratic, with rules and regulations that are to be followed strictly.

24) Extension-Dependency : The-business of the organisation is community service (for
example, education, health, or development), Emphasis is placed on conformity to the

policies laid down by the top person or team, to whom all final decisions are referred.

—

25) Extension-Affiliation : The organisation’s business is community service, and members
with similar backgrounds (ideclogy, speciatization, and so on) form strong linkages with

one another.

e

26) Affiliation-cAchievement : The organisation places great importance on relation-ships and
draws people with simiiar backgrounds. Although the organisation values achievements of
results and excellence in performance, rewards are given mainly on the basis of an
employee’s relationship with the person or persons who are in a posmon to gwe such
rewards.

2N Affiliation-Expert influence : The organisation consists mamly of experts, emphasizes
good relations, and either employs people of similar backgrounds or has cliques based oo

common links.

—

28) Affiliation-Conirol : Although the organisation is concerred with maintaining good
relations among members, its form is bureaucratic. {For example, a club with strict rules
and procedures might be in this category.)

29} Affifiation-Dependency : The organisation values the maintenance of friendly relations
among members, and onc or two people make most decisions, Employees are rewarded
on the basis of their closeness 10 the lop person(s).
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30) Affiliation-Extension :  The organisation’s main goal is to maimain good relations among
members, and its work involves socially relevant issues. (The Lions Club and similar
‘organisations might be in this category. ) :

Ol;go'nisa!innal Climate -

185 IMPROVING ORGANISATIONAL CLIMATE

Look at the ranks you have given to various motives in the Exercise. Are you satisfied with the
combination of the dominant (the highest rank) and the back-up (nexi-highest rank) motives?

If not devolop some specific ideas in changing the combinations in other words, improving the -

climate,

Generally an instrument like MAO-C or MAO-C, can be used (see details abont the
instrument in suggested readings). The instruments can be used to dizgnose organisational

climaté from the stand point of motivation. The focus of the instrument can be perceptions of

" the overall organisational climate or of individual units, divisions, branches, or departments
-within the organisations. After tll_e instrument has been administered, the respondents may
individually use a rating scale to evaluate the operating effectiveness of the climate that has

been analysed. Then the supervisor manager may lead a discussion on the basic characteristics

S of the different effectivencss profiles represented in the group (see the previous section).
Subsequent!y, the respondents may discuss their individual scores and ratings and then arrive
at a consensus regarding the diagnosis and evalvation of the climate, which of the twelve
dimensions of organisational climate need improvement, why particular dimensions are weak,
and what steps may need to be taken in response. The another approach is to discuss
individual rankings and to develop a consensus regarding the desired rankings of motives and
what might be done to effect the perceived climate accordingly. Any specific action ideas that
are developed may be presented to top management for discussion, approval, and

| commitment. Then the agreed-on action steps may be carried out and followed up with
i monthly reviews to deterrmne the success of unplemcntauon

18.6 SELF ASSESSMENT TEST - - 3 o

13 What do you understand by organisational climate and whal do k are its main _
characteristic features? '

2) From your own organisation give examples of featuf&s thawhave contributed {6 and/or
detracted from a healthy climate. :

al clitiate?

'3) What are the steps necwsary fori m]provmg organg :

18.7 FURTHER READINGSQ)"

D. Hell riegel & J.W. Slocum have summarized very well findings frorn a large nurber of
studies on organisational climate in their paper “Orgamsanonal climate : Measures, research
and contingencies (Academy of Management Journal, !974 17[4), 255-280).

R. Likert, based on extensive research in several oountnes, proposed in The Human
Organisation (McGraw Hill, 1967) four types of climates, which was an nmprovemenl on the

* dichotomy of organic vs. mechanical climate proposed by T. Burns & G. Stalker in The
Management of Innovation (Tavistock, 1961). :

G. Litwin & R. Stringer proposed the concept of motivational climate, based on achievement,
power, and affiliation motives in Motivation and Organisational Climate (Harvard U. Press,
1968). Their instrument was used in a doctoral dissertation of Gujarat University by R. Padke
{1981). :

Several studies in India have been done on organisational climate ¢.g. in the Banks
(R. Prakasam, M.V, Deshpande & S.5. Kshirsagar at NIBM), agricultural scientific
organisation’s (Y.P. Singh at IARI), manufacturing organisations (B.R. Sharma cusrently with
Shri Ram Centre published in his book Not by Bread Alone), in hospitals and other

. organisations (J.B.P. Sipha at AN, Sinha Institute of Social Services, Patna, published in his
book The Nurturant Task Leader), church (D. Peirera’s doc'oral dnssemuon at Gujarat 1)
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isolate them as to their 1 preclse effect on effectiveness. There § is, often, no agreement on
appropriate criteria to evaluate effectiveness. It is related to the purpose of evaluation and the
choice of referent. The case study on evalnating branch performance, which forms part of this
unit seeks to provide an exmaple of relating the concepts and problems in evaluating '
effemvenem to a specific aspect.

19.2 WHAT IS ORGANISATIONAL EFFECI'IVENESS

Orgamsauonal flmcuomng is 3 product of smuegn: choices. If the purpose of organisations is
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U. Pareek prepared an instrument, MAO-C (motivational Analysis of Organisations-Climate)
to study organisational climate approach described in this unit. This was published in The
1989 Annual : Developing Human Resources (University Associates, San Diego) USA, pp.
160-180). The instrument has been used in several doctoral dissertations, e.g. Khanna (BHU,
1986), Sen (Gujarar U., 1982), Surti (Gujarat U., 1982). Another instrument (MAC-C,), using
the same framework but studying the six motives both an approach and avoidance dimensions,

" has also been prepared, and has been used in 2 doctoral dissertation by K.K. Keshote (Gujarat

U, 1996). MAO-C was extensively used for OD work in BHEL, Bhopal and ECC-Larsor: &
Toubes by S, Chattopadhyay, and for HRD in BEML by T.V. Rao of IIM, Ahmedabad, '
bMM.P. Akhouri of NIESBD used it with the entrepreneurshipy development institutes in North
Eastern Stetes of India (two volumes published by NSIET, Hyderabad), and sonie
reighbouring countries like Thailand, Korea and Bangladesh (in Small Entreprencurial .
Deveiopment in Some Asian Countries edited by SVS Sharma, Life & Light Publishers, New

Delti 1979). _ :

Organisational Processes

Intervening variables 2 rs which represent the internal state of the organisation.
They include such as commitment to objectives, morale and motivation of
employees, dm@g d problem solving skills/approaches, communication, group
cohesion, etc. Ca les like leadership style and behaviour affect the intervening
variables idgati Ve .

Tad- tput) variables refloct the resluts/accomplishments/failures of the
organisat.onN@itput could be measured in terms of production, sales, net profit, etc.

The inter-relationship among the three classes of variables as stimuli (causal variables) acting
upon the organisation (intervening variables) and creating certain responses Cer * craplt
vaniabhi§) is shown in Figure 1: .

Figure 1 ; Relationskip Between Causal, Intervening and Cutgat Varab

- x -
Cansal Yariables Intervening Varinbies | Output Variables
or Commitment (o Production
::i:’:turzt : ech- Objﬁ:h\.!es . Sales.

B Morale & Costs
) C(::r!:orale : l'l'lDL'lV%lf?ﬂn Phofit
philiscphy, : i .
obi  -as, . Comi.v.c..idon Industrial conflict
Po.. . o0 _ - Decision-making Absenteeis
Leadership Problem-solving Accidents
strategy/ siyle o Approaches Turnover
] L .

Source : Adapted 'fror_n Rensis Likert, Human Organization.

The internal state of an organisation reflected by the intervening varizbles are influenced by
cansal varibles and result in end-result/outpu; variables.

The intervening . Jles tend to be overfooked ia organisations concerned merely with the
sfiort-term results. But organisations with a long-term perspective will give iznportance and
recognition to develop and build morale, motivation commitment, etc. Often there could be 2
tiime lag hefore the impact of the neglect ¢ ervening variables is discerned in the output
variables. For instance higher production could be achieved by neglecting maintenance.
Managers with respousibility over limited time span may convenieatly pass the buck to their
SKCOESSOTS, '

Activily A
Review twc major incidents, one with a positive end-result and the other with a negative

outcome. Identify the three types of variables suggested by Rensis Likert and explain how they
are interrelated. .




l{mnCameronargumthattherecanbenoperfeaevaluanonbutsuggeststhatbyaddmmg
oncself to the following six questions the effectiveness evaluation canbelmproved :

[y} WbatdomamofAcﬁvilyshouldbeﬂlefouuofﬂleEvmuon?

For a professional organisation the domain could be relatious among members. and/ or with -
public, professional and ethical standards and/or lobbying through interest representation,
internal cohesion and absence of conflict dnd strain and so on. For an academic institation, it
can be academic (teaching, research and professioual dcvelopmem), external adaptation
{training, consulting, etc) extracurricular (emphasising personal, social, cultural and physical |
development of institution members) and/or morale (smooth internal orgamsanonal processes
and an absence or ¢onflict and straia). :

Organisational Effectiveness . .

Effectiveness in poe domain may or may rot izad to effectiveness in the other sphere. For
exampie, a professional body which cares more for its members may rot necessarily care
much for its publics. Internal cobesion in a professional body may lead to better relations with
members but not necessarily to higher professional standards. - :

The importance and relevance of particular domains of activity also may change over time, In |

* the early stages of an organisation—whether professional body, ecedemic instifution of an
individual organisation—the domain of activity could be on activities relating to the

. individuals in the organisation or acquiring resources and inputs (membership base, oorpus,
‘building, etc). But as organisations grow and mature the focus may shift to
-otganisational/environmenial relations and outputs and orgamsanons becomes msmutconahsed

and bureaucratic..

Different orgamsatlous may have thrust in different areas and overa penod of the theust
maysh:ftmotherareas.Itmmportanttomakeappmpmtechowesmsel domain
{s) of activity in evaluating organisaticnal effectiveness, The ITC LTD. in- or amd
HMT LTD in public sector perhaps offer good examples of shifiing geindomain of activity
through planned diversification strategies. _ '
'2) ‘Whose Perspective or which Constituency’s Point ot w shotilf be Considered?

Usu‘ally, the criteria chosen for evaluation reflect the values o

" Increasing organisational effectiveness from one °s perspective may result in _
lowering effectiveness from another constituency’s tive. Responding o a narrow set of
constituency demands may lessen their ability/fadapt t0 a broader set of or expectations and
even find it hard io be flexible enough. Hj ive organisations may therefore strike a
halance ahong divergent demands. Few or ns, if ever, setisfy ali strategic
constituencies. Some seek to satisfy varied constituencies in different domains of activities.’

"Tf a power plant decides not to pollute, its cost of operation at present level of business may
_go up by 16%. If it were to be concerned merely by profit motive, it may find any investment
for pollution treatment unprofitable and therefore ineffective. A professional body may choose
to sacrifice the professional code if it felt that its effectiveness lies in inclusion of more
membmthanexplummofemnngmmepmpecuvemlhusmponantandshouldnotbe-
lletsnghtof '

k)] Wllat level of analysis should be used?

The level of unit of analysis could be individusl member grouap or the organisation as a whale.
Sometimes effectiveness at one level may adversely effect effectivencss at other level. For -
loosely coupled organisations individual level of analysis may be more important while
organisational level of analysis becomes more appropnme gsit becomes mature,
institutionalised and bureaucratic.

4} What time factor should be employed?

The time frame is important because not infrequently what makes sense in the long run may
seem otherwise in the short-run. What is necessary for Jong-term effectiveness counld
sometimes be incompatible with what is expected for short-term efficiency. The trade-offs
inherent in the choice of time-frame have to be recognised.

5) What type of Data should be used"

h Should we use subjective parceptual data (mtemews and/or quesuonnalre responses) or '
‘objective verifiable dala (organisational records) or a blend of both.
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Pérception;l data suffers from bias, dishonesty or lack of informations to verify reliability.
But it is possible to cover a broad set of criteria. B P .
Objective data i5 seldom available organisation—wide, in the réquired manger. There is
need to guard oneself against using proxy data that may not have app_arentnkmnectipns 0
the organisation’s prime task '

While it may be useful to use a combination of both types of dats, it is important ia be

- wary about poteatial ditferences between subjective and objective indications. Research

evidenoe suggests that objective indicators of an organisation’s structural and technological
dimensions frequently corcelate i:cgatively with perceptun! indicators of structyre and
technology. '

6) What Referent should be Employed?

Alfiter selecting the effectiveness indicators it becomes necessary {0 choose among one or
more of severat possible referents (or zpproaches) such as those listed below:

® compare performance against the stated goal to see whai was accomplished (goal
centered evaioation) '

@ compare the performance against the standard (normative evaiuaiion) L

¢ compare performance this year with those of last one or several years (lime series or
improvement evaluation) 'l

& evaluation on the basis of stated desired characteristics (trait evaluatiog

® compare one’s performances with those of others (comparative evaluation).

It is common to use goal-centered evaiuation. But then, organisations may have multipte
goals with potential trade-offs. Normative agaluation becomes difficult whin organisations
operate in multiple domains, loosely copph operate in different cnvirczr]men'ts. Trait
evaluation focuses-on characteristics thamNgehayiour per se. It seels to describe'the
conditions in the organisation thapeeyg w well the organisation is doing. The
assumption is that effective chay @n lead to effective behaviour of the remaining two
approaches, time-series or improWgmes

evaluation seeks to assess relative improvement in
the performance of the ov%@n over past performance while the other (comparative
E

evalpation) seeks to assess organisation fared in relation to others at a given point of
time over a correspenging pricd of time. It is important to compare the likes and avoid
comparing oran, ples.

It is possj 4l ap oTgamsanon may seen to be effective in terms of one referent

(cg., com with others). It is important to be awaic of the rationale for selecting the
appropriate 1#rent for purpose of evaluating effectiveriess in a comparative perspective be it
against set goals, korms, past performance or performance of other oomparallnle organisations.

- ~ |
19.5 CASE STUDY : EVALUATING BRANCH |
 PERFORMANCE |

Inireduction

This case study inteads to deal with a possible framework to evaluate the periormance of the
branches of professional body like the National Institte of Personal Managgment (NIPM). A
the outset 2 geners! typology of the characteristics of effective and ineffecti branches is
presenied. Since any evaluation is io be related to a purpose, an illustrative 1 of objectives
ang sub-objectives is considered for two aspects, membership and training and possible criteria
and action points are identified. A range of services activities that Seld (local) branches can
take up is also presented so that the framework could extended 10 as many as considered .
appropriate. Thereafier, the criteria followed by three different professional bodies to
adjudicate the best branch are presented in a comparative framework and curtain issues are

-raiséd for discussion. -
A Gereral Typology

To begin with, an attempt is made to provide a typology of the charucteristics of effective snd
ineffective branches {Table 1). This typology in classical theoretical mould seeks to provide a
general framework to ondersiand the features that possibly distinguish the effective branches
from the ineffecsive ones. ' S :
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Here we need to mention a Caveat : Each of the characteristics may not be considered in
isolation becanse then they may not hold water. For example a strong secretariat in itself noed
not necessarily make the branch effective. Also, this typology is developed based.on :
commonsense perceptions, experience and consultations with purposively selected professional
colleagues using delphi technique and is not borne out by empirical evidence as such. 4
typology of this nature is considered a useful first step to prepare an inventory of items that
mgomtothedevelopmentofanm&unwntmatmuldpm‘blymueobjecmely&e
performance of a branch.

'Purposivec:imia

Anysystemofevaluamnshouldberelatedloapurpose For 4 professional body like the

National Institute of Personnel Management (NIPM) there could be a range of ebjectives. For

example, one such objective could be related to membership and the other, say, 1o training. In
respect of each of the two, there could be a variety of sub-objectives as shown in Table 2. The
criteria to verify the fulfillment or otherwise could vary according to sub-objectives. So do the

* action points that show the way for improvement. Though here (Table 2), we have considered

only two aspects, membership and training, the framework could be extended to other areas as
well. The pupose at this juncture is to stress that the sub-objectives may change in priority
depending upon the principal thrust/strategy, perceived strengths, weaknesses, threats and
opportunities in each branch, from time to time. The criteria for evaluation should be related
tothcobjecuvsandsub-objmbasedonﬂmneedsand/mcnncalarmofooncemata
given point of time as they ought to be tailor-made to specnfic situations and an array of
activities/services (Table 3), .

Tested Criteria

-Almost without exception every profmonal body offers annual awards for bwt
branch/chapter/local association besides other awards and fellowships to indikjdual members
in recognition of their outstanding performance/distinguished service in the cause of
the profession. Invariably each evolved a set of criteria over the years. It be

pr.fessional bodies, we have merely shown in a comparatiye framé
criteria followed by the National Institute of Personnel t (NIPM), Indian Society
for Training and Development (ISTD) and All India £ Association (AIMA),
Some professional bodies like the ISTD have for smalter branches.

It may, however, be added that the problem often not be so much with the criteria or the
lack of it, as with the management in control systems which provide the:
necessary safeguards in implementation degree of credibility and acceptance. The
service organisations like the Rotary Club an Lions Club seem to have evolved and
perfected the Information and Control System better than some of the professional bodies.

TABLE 1: Chracteristics of Effective and Ineffective Branches

Membership ' _

Fairly Iarge. representative and continuosly growing ' Too small with a thin {restricted to a few .
membexship basc “ piganisations), stagnating/declining membership base
Wswom.conlinuowmdwmmlmmhmhipdﬁve &mmmhmmdmmuw
o ©, membership drive

Cobesive, close and cordial interperscnal relationships Interpersonal dynamics leading to factions among

: members

Common interests among mentbers Diverse {and/or vested) interests among members
Fewer separations, due more 1 professional mobility High turnover of disgruntled members

than disstisfaction with branch leadership/services/ . -

functions :
Large proportion of members regulas in clearing Large proportion members inegulac/defadlters in
subscription dues : dwmgsuhsmpum dues

Very good attendance at meetings ) Poor attendance st moetings .

High degree of participation and involvement in lnwdqreeofparuupanmmdmvolmentmbmmh
Branch activites. - activities

Greater opportunities axd motivation for sharing Immdopporumstwsandmv_mmmshmng
respunsihilities among  large proportioe of inembers responsibilities among members
lndmeutmdmouvaiwnmmgmcmbaswm ~ ° Members disinterested, dispirited, demotivaied acd
upwnhsuggeshomlmmmemmofmndl T fatalistic in their assumptions about braoch leadership/
performance performance
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Orpanisational Processes

positive public image

Leadership (Office-bearers

Equal access and wider opportunities to members for
leadership positions/responsibilities

Leadership changes once every orie o two terms

Office-bearers institutionalise systems and procedures
and make themselves redundant

Democratic functioning
" Past presidents and office-bearers continue association
even if not represented in the execntive committee

Secretariats

Strong

Recruit and feia.in full-time, core, compeient and
motivated professional and support staff

Can function without material/manpower suppost
from organisations. which oge or more office-
bearers represent

Competent to correctly assess members needs and
organises services they need

Offer at least some services which induce members to
continue on rolls

Generate resovrces through creative programmes so
that poverty of tesources do pot result in povm)'
on services

Concern for efficiency and effectiveness throagh
regular introspection/diagnodic excercises O&M
reviews and ther follow up with appropriate re
actions '

Finances/ Assets

Subscription is an important source of incom: ]
\1_.he only major one

At least 30 to 40 per cent of the b

sounes of income other embx

ts funded by
ip subscription

o of re  centres

ngprogrammes, publications),
ice/ expertise base, project
and generate revenue/surplus
COwn and maintain a fully equipped prenises of its
own and have a ‘corpus’ 10 provide financial
stability/viability

Activities
Regular

Plarned and organised based on members
interests/ needs/ preferences and builds on the strengths
and the resources it can access -

Activities suslained over a perind, if these are no
compeling gronngds for their discontinuance

Executive Committee meets at least once ot twice
every month, on average

Forum for members to meet/interact otice » month
Repular communications

Members discuss common problems concerning the
profession

- ---Sharing of ofganisation based specific information

amorg members of creative /unusual/recent/current
evenis and issiis concerning the profession

Maintin cordial relations willi-other constituents {locat
management associalions, trade unioris; umnloyels,
organisations, public bodies/authorities

academic/social organisations, etc) with emphasis on T

mutual learning/understanding, and joint problem
solving
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Unegual access and limited uppoﬁulnmes to members
for leaderstup position/responsibilit

Same office-bearers continue over the years, unmindful
of other megnbers aspirations and potential
Office-bearers tend to individualise the inssitutions,
dling on io positions as private property and blindly
elieve in their being indispensable _ _
Manipulative and autharitarian in s:ly]'e and aproach
Past presidents and offive-bearers remain passive or
seek 10 create iroubles or resort to \rackseat driving

Weak

Néne or pari-time/ad hoc mangTenm_

Canngt function without material/ manpower suppon
from at least one or more organisations where office-
bearers are employed

Not greared to assess/offer services based on the feit
needs of members

Ofer litthe inducement to manbex? to continue oo rolls |

Laught up in a chicken or ¢gg syndrome with regard o
resources and services |

Disregard far planning and productivity in operations/

~ Subscription is the only major source of income

Ditficult to raise funds from other sources because the
branch is caught up in & ‘poverty” syndrome. Since
there ar¢ no fonds it finds umable t> launch new
projects/services which can angment revenue

No revenue centres only expense Centres

No rented premises. No corpus. May be carryiag on
with overdrafis/sundry creditors

Lrregular
Planned and organised based on leadership fanmm

Activities dropped./discontinued fith every change in
leadership/sectetariat T ' :
Executive Committes meets kss than once a month, on
average ) |

Members get together barely once in two months
Ermatic circulars |

Members avoid discussion of common problems
concerring the profession

Reluctance to share expenences because they are
perceived to be wnﬁdemialfmiﬁjve or because of
concern aboul competitive considerations

Maintain ostrich-lype exclusivencss with preference to
do things alone




BrnnchNommﬁndaphcemem ‘
Oonmntbaes,puhhcbodws,edmmmmtes,m

' Orgahishi.ional_'.l?ﬂectivengss

: Mcmbmmyﬁndplacemsmihrbudmulhw
m&vﬂudmutyﬁmmmmtﬂ'mm

Others serk advise and counsel from the banch in' ' mmmﬂmwumq

pdnyfmmuhm/legmlamnfmﬂm-wlmg.dc ) :

Education and Training .

Maintain close contact with acdemic institations Mnmnlcunmmthedtmmm]mutuum

Acuverolemdevelopmemofmculum.mchmg anvemlemrehwdnspm

methodolognesmdmmuls,nchmg,emmmm

and accreditation

Conductofoosnhmgdmandeununahmsfor Uaunllydun’tlakeuplhﬁemmm,mlrlheydo.

NIFM Diploma the responsa is poor

Career counselling, placement essistance and Unwﬂhnm/mmbﬂatywperfmmmesemslm

onmmmnwumesﬁrymmgprol’mmals :

Semngprofmomlslmdudsmdpmunufmml Bruchespemvesuchdfoﬂsnsdamlketmgmlegm;

behaviour mdhmdonmwwdcrlhmappmmw&siblc
Thcymaycomendthmpurposensoneol'mclm

) : notexcluslm ) )
Socisl/Farmfly/ Community Welfare _ o L s

No for members families to interact and understand the

Provides apportunities for members families 1o come
: ratiorale af spoilses activities

. w:huwmateawmmonluehngmdshued
purpose in the cause of the profession
Take up activities which make tangible contributions
tnsomland!’mﬂywelfa.re(eg Progrummes o deal o .
" with alcoholism, indebtedness, famdy phinging etc) o -
Relations with Hudquarms (CEC/Natiowsl Olﬁce) Other branches
Harmonions Conflictual -
Regutar in collecting and fcwardmg subscription, Uregular in most of thess aspects
communications, bolding elections, meetings (including '
AGM) audit of accounts and submission of
feports/returmns,’ information

Complisnce with noms and expectations

No time/resource even hr‘me’profmunalachwnes

Active participation in Joint Programmes “with
National Council/other branches

Endeavours 10 suggest improvement of strucmre,
functions and relations :

Active suppor to branches in the Tegion, pa.mcularly a
times of regional conferences, etc

ttheftmcuonmgul'Nauanal
pther branches ’

torest in the activities of other branches/National

TABLE Z: llluslratwe Check—l..lst of Objective, Criteria and Actlun Poinls

(sub) objectives

Membership Criteria _ Action Polnts

To raise membership strength by Membership Targets. Membership campaigns awards

a numbet/pescentage (recall - Percentage incrense in

President's call for, “each cne " miembership ovér the base

enrole one™ during the ) period - "

Membership Month of the vear) ) . ) oo

To cover al! or maximum possble  Matrix type analysis of targets - Concentrate on membership bases

number of potential (i.e., thos

based on profile (vertical) ami.'_ -

. with low coverage and/or high

eligible to be) members with industry sectors/geographic: unrealisod poumual
emphasis on either or both (horizontal)/ aspects; years of .
individual/institutional members - service put in by members cogld:
: : also be one dimension : N
To improve occupational / {Same as above} (Same a5 above)
hlduslryf‘scctoralz’gaographid .
BRE/5EX, bajann_:e o covesage
To make defaulters clear the Anvlysz number of defanlier’s Meet and understand defaulters,
arrears of subscription 2s 8 % of members over a Assign groups of defanlters to
period of time. See whether wnaiuacuvemembe:smpuzsue
. there is & progressive decline i w:thresponsibﬂltyloawmﬂle
) defaniters _ defaulters
To enhance the degree of (Same as above)

participation of members in terms
of number aad quality

{Same as above)
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Organisational Processes

To inclucate professional pride

To promote end maintain
professional standards and cihical

To incresse mebers involvement

Toperwadealafgénumberuf .
members 10 subsribe to its
training Programmes/coattibute

Increace ibe training activity

Frequency {Number) and

response of special campaigns to
_pmmoteawamnmandpﬁdein
the profession. Response coukl

be gairied by increase in

membership streagth, their
participation in branch activities
and/or weightage given 1o the
profession in terms of sceking
expert advise/nominations (o

commillees eic

Feedback/complaints from

constituents

T 'requency (Number), variety:

{Number) and quatity
{response) of community
- [FOZTAMMES

Develop membership Resporse

Index for each activity-

Organise swch campaigns|say at
least for one week in a year

Obiain, assess and act upon public

image poll/ieedback Prd
with unfsir professional ¢

(Medical council and professional

bodies have similar arral
Sensitivity to commumits
Aspirations

Diiagnoss reasoris, if response is less

than desired development

programmes to induce I' 1

participation :
Training needs anafysis
members/ member firms

Analysis of faculty competence

among menkbers
Evaluation of training
Monitoring of f

implementation of corrective actions

Some/all of the above ‘

Some/a]].ofthcahow‘

Some/all of the above

Direct Services to Members

Membership Drive
Proactively responding v impending changes in legistation, public policy, ete.

Tabie 3 : Possible Activities/Servives - ‘

Sharing experience (news and views)

Updating professional knowledge/skills/techniques ete. *

Semina:_sf’conferences
Training progf_mmes {(pre and post entry)

News letters/joumnal

Legal advise/representation
- Advico/paricipation in collective bargaining, dispute resolution
Assistance in design, develop and impl tation of proactive/creative

Surveys/Research/publications

Represeniation of Member:s Interest

Representation in Tripartite fora

Perindic interaction {tirough circulass, lecture-cum-giscussing nléetings. ec.)

of

Jenionnelflll policies



Nominativn w mstitalions {government bodies, educational insitutions, etc.)

Deahng with Media

Helavions with Publics

Public image and Public Relations

Public counselling

Career counselling )
Maintenance and furlhcrancc of professuynal /ethical standurds

Holding Essay/Education competicon for Students/young professionals, v
Parivipation m Radio/ TV programmies

I'arlic[pation‘in Social and Family Welfare programmes including occupational safeiv et he: th, quality of
" working life, ctc

Promoting continuous Jdiatoyue with unicons/government

Regular interaction with profesional/educational institalions in du- chiping approee rle wedentic FOERTLmeS
and enhancing the academic standards

Buoilding the Organisation at Branch Level . '

Active invotvement of members in branch activities
Recruting and relaining competeal and mouvated stall

Orwn and maintain a premises of its own to carry on its activities and create a corpus W provide financial
stability Sviabiluy

Sustaincd efforts to improve efficiency and effectiveness in the various activitizs of the branch

Driagnosis/imrospection through membership satisfaction surveys/organisations and methodsSygdie
wmprove plannimg and produdtivity at branch level.

Actwlty B

l) Discuss the suggested characteristics of effecu and ifieftective braches,
Add/delete/modigfy the suggested charac '

e PRI DT R T IR EER
Prasia e i R R R T T
P R II erab e, R IR AR IR PET TN EE RN renan

2) What LOllld be the eriteria to evaluate the perfunnance of branches ?.

.

e I T T T U
-

...... M R R R L L TR I T

..... A R R R L L T T

......‘........‘.....................--:....‘..-,.--......-..-.-......-.‘....-

3) Consider/suggest and priotitise the action areas to induc/ motivate branches 0
mpmve their performance

e
'
e B
.............ﬁ.-.-..i...--...........J.--........-........................}......
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Organisﬁl.ional Processes Table 4 : Criteria for Best Branch Award | )

Criteria AIMA - ' NIFM ISTD
{Local Management Association) (Branch) {Chapter)
1) Growth of Membership 16 V v
*Membeeship Drop ooty v v
" Different Cateponivs V' i\f Vv

2 -Aciivities
{Mo. of activities and aliendance} ’ |

Regularity
Variely |
Leﬁur; Meetings
Training 30% N )
Seminars N |\;’" . Ny
Research/consulting Publications 10% :\," W

Professor Awareness Building/ | E
Development 0% . \,.‘f N
Assistance in establishing oew
branches/chapters . — _ — N
Assistance 1o National/ Repuomal |
Offives - - N

Collaboration with professinz] |
bodies and liaison with international
training bodics — - v"

Special contributions

Popularising training aids/ vig — | _ V
Provuring o minations for nafg )
. proprammes— |_ N
— |_ \r
3 B
10% N ¥
4) - | W kS

5) Olner Activities{ ) : 10 ' . N

—- denoes that the said criteria is not explicitly considered
— crileria explicitly reckoned

19.6 SUMMARY ' i

r

" In this unit we have examined the concept of organisational effectiveness, its determinants and
the critical issues in cvalvating effectiveness. We have also tried to understand how to apply
these to 4 specific situation by tooking at the problem of evaluating the effectiveness of
branches of professivnal organisations. !

197 KEY-WORDS - |

Effective - Having an effect; sowerful in effect
Efficient : Capable, competent |

Suceessful : Accomplishment of what was aimed at; favourable outoome,
232 |




198 SELF-ASSESSMENT_ TEST

: l) What 15 orgamsauoml eﬂ'ecuvcnms? How it can bc evaluated? llhlstrate wﬂ;h appropnate
cmena citing an example. .

2) What, according to Rensis Likert are the detemunanis of orgamsauonal eﬂ'ectwen&ss?
Comment,

3 Applymg the six cntral qumnons, usmg the structure of the organkation you work for or

are familiar with as a point of reference, demgn one measure related to each ofthe six
areas. .
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