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-BLOCKI SOCIAL AND o
' ORGANISATIONAL C ULTURES

India as the tenth largest industrialiséd couatry in the wor!d has a growing organised sector.
The dynarmics of this growth involves political and economic forces on the one hand and
sacial and cultural processes on the other. The impact of history is significant to all these .
processes and dynamics. The impact of this context ou organisation is explored in this block.
While the political and economic processes have been touched upon in other courses, the
focus here related to sociology and psychology. ison the historical perspective, society in
transition and issues of values and ethics.

While rapid chaﬁge is sought by our society the forces. of history, culture 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 hasis of living experience of managing orgamsauons in the presenl
SCEnarna. -







UNIT 1 INDIAN ENVIRONMENT :
PERSPECTIVE ON CULTURAL
PROCESSES AND SOCTIAL
STRUCTURES

Objectives

After studying this unit vou should be abis 1o understand _
e the historical perspective of Indian enviconment and its effect on organisational and
managerial roles '

» social issues of Indian environment as they relate 1o organisations.

Structiure

1.1 Introduction

1.2 Historical Perspeciive
13 The Doal History of India-
1.4 S.ocia]_ls.sues

1.5 Svmmary

1.6 Self-assessment Test

1.7 Further Readings

1.1 INTRODUCTION

The Indian sociai environment is seen in various terms depending on the position of the
viewer. The diverse views that exist however seem to creaie 3 debate on whether the social
processes of the country are “good or bad™ There exists a long tradition of seeing it from the
© eyes inherited from the British Colonial perspective in which Indian social processes are
seen as passive, non-vibrani, indigent and lazy. There are other paints of view which seem
to find radeeming features in indian social processes that are seen as potentially strong and
capable of being energetiz and productive.

1.2 HEST@EI{I Al PERSPELTIVE

Objcct;vcly india has been, for ever, a region- wherein dwcrs:ty of beiiefs, faiths and

. ideologizs have poured in from ail over the world. Thus today India is one of the largest
combinations of faiths, languages and custoras. No other nation in the world has s many
current fanguages and custome as India has, Mo other country boasts of 2 larger numier of
faiths and ideologies without coercive forces demanding uniformity. .

To this objective fact there exists a diversity of responses. The lines of responses of all alien
_pe:spwtwes find thés multiplicity and diversity an unmanageable and bewildering liability.
In the mineteen forties the West had predicred a disiniegration of India into smailer countries
within 20 yesrs of finding Independence from coloniai rule. in this line of thinking the fact
‘of India reaiairing one nation is  metier of mysiery, The second line of response to the
objective fact of multiplicity of our society is to search for an underlying unity. The

- ungerlying unity tes in India being & culture state as opposed ro the concept of nagion state
wiiich bias defined national boundaries (for instance) in Europe.

In & nation state political ideology and processes of power distribution remains reasonably
uniforim giving rise to a nattonat identity. Historically however India has been a culture state
in which although many different political entities have ficurished in the form of countrics-
with a monarchy, the dorsinant elements of their culture have heen uniform. This basic
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* framework was demonstrated also in medieval Indian imperialism in which Indian cuiture
was a potent fountainhead and helped design societies in‘the far reaches ft'Sou[h East Asia.
_These countries were all politicaily independent but had institutionalised processes which .
had their origin in india. Thus, there was no central seat of power in Indiz. that determined
governance of say Kampuchea but the Kampuchean people revelled in the Ramayana,
Mahabharaza and Budha’s teachings. For their social organisation they held in value; ethics
‘and living processes based on [ndian ph;losoph:es :

Sotial ami Brgamsatmnal
Culiures

- Following its own course of development, civilisation in India took a path in which-
militancy and military capabilitics were neglected and aliowed to wither away on a large
scale. Intéllectual and spiritual pursuits ﬂounshed however and are being jcontinuously -
redlscovered by researchers,

Indian society was deeply devoted to the generation of philosophical insights and treatises
were written on them in great detail with a bewildering span of topics. In all this a core
belief was that man is an expression of nature therefore aggression and viblence were
devaliied, 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 religious norms for people to employ and follow.

Box 1’

The social design of the classical penod in India postulated the mstltul.{on of Ra_]asuyaf
Dharma Yagna. The institition could be activated through a call issued by a King to

" intelleciuals of different persuasion of a region or the country to assemble for
dialogues. A time 2nd locale were set. The assembled intellectuals would be invited by
the King to take stock of the social phenomenology, dysfunctionalities| deviances and
deviations which had cropped up, dislocating the structural and interpersonal codmgs
conventionally held as legitimate. In the allocated time the dialogue w uld crystallises
recommendations which would legitimise some of the deviances and déviations. The
assembly of intellectuals would also recommend structural modifications to create

" new space and identity for ethnic groups who had entéred the area or had come into
existence due to cross-marriages across the groups. The institution of l{ajasuya/
Dharma Yagna was a potent instrument in maintainirg the process ambience of the
society. [ts constructive function was to recalibraté‘the comrespondence, 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 eﬁmems into

. new cenfigurations of structural and interpersonal codes. It helped the individnal te
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) : J '

This hallmark institution provnded Indian society the strength to review and recalibrate new
inputs thus never creating the forces of majority versus minority, preventing the rise of
fundamentahsm and leaving society to continuously balance psychologica) needs and social
organisation. But following the expansion of Islam the attacking forces chose to convert the
populace rather than integrate with the existing culture. The newly entered|crusaders for

Islam became a ruling minority, they were then followed by the British, who too chose not
10 integrate but remain the ruling' minority until 1947. The Muslim and the British brought
with them a fresh Jook at the social organisation then prevailing in India. They brought an
outlook more vigorous and egalitarian than which existed earlier. This provided a signifi icant |
impetus to question some of the pathologies of the society such as untouchability, caste and
rigid brahiminical dogmas where institutional values had long-ago disappeared. Until these
new leamings from the Islamic and Chns}m_n beliefs could get integrated even freedom from
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foreign ule was difficuit. Vivekanand, Dayanand Ramaknshna and fmally Gandh' becama
the beacons who showed how this new Iearning could be miegrated

As a society thus India has wnhslood tor nearly a full ct:mury coercive siate pressures to
convert into teligious which have had their beginnings invother culiures and climates. Near
about 10th century the need to protect indigenous culture from state pressure to convert,
wmed the vibrancy of the earlier society dormant and created a society which reflected afl
signs of turning moribund, as if the social elan energy and vibrancy had been put in a kind

" of cold storage ang-al} processes and institusions of re-vitalisation renewal and change

‘having been put under house-arrest. Later, Akbar attempted a degree of integration by
reactivaiing dialogue and religious electicism but with no success with his Deen-e-Illahi
movement. The Sufis also tried integration through dialogic processes. Akbar’s attempt
failed completely 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 governance. British governance drew its principles largely from

thie church and military ethics. These appeared 10 some degree non-partisan and “fair”. The
British however, retained the firm beliel that they were “civilizing” an “uncivilized”
country. To this end Indian history was re- -wiritten by the colonisers to convey ﬂ'llS point to
the Indians who were learning English and to the rest of the world. -

CBox 1

- “Time has come when an attempt should be made to write the history of India purety
from the historical standpﬂint, untramelled by any Imperialistic or European point of
view,” wrote Prof. R.C. Mazumdar in 1927. He goes on further, referring 1o the then
most popuiar historical work which was used as a textbook in the following words.
While V. Smith seems 1o take great piéasure in thus describing at length the Greek -
conquest of India which demonstraies, to his satisfaction, “the inherent weakness of
the greatest Asiatic arinies when confronted with European skilk and discipline,” ke
f1as not 2 word to say aboit the political or military greatness of India ds exempiified
by her eolonial empires in Asia. Again, in describing the political cendition of India
after the reign of Harsha, he seeks to “give the reader a notion of what India always
has been when released from the control of a supreme authority, and what she would
be again, if the hands of the benevolent despoiism which now holds her in iis iron
grasp should be withdrawn.” These sentiments, which are echoed in other books, are
not oniy uncalied for and misleading, but are calculated to distort the vision and
judgement of modern readers. Those who cannot forget, even while writing the history
of ancient India, that they belong to the imperia! race which holds India in political
subjection, can hardly be expected to possess that sympathy and perspective of ancient
Indian history and civilization. European scholars have rendered most valuable service
by way of collecting material for ancient Indian bistory and civilization, and Indians
must ever remain grateful to them for their splendid pioneer work. But they would
hardty be in a position to write the history of Indi, so long as they do riot cas aside
the assumptions of raCIaE sup-'nomv and cease to regard Indians as an interior race.

{(FromR.C, Ma;umdar in Preface to “AN{_.IENT INDIA™)

13 THE DUAL HISTORY OF INDIA

India began its new hisiory as a political entity a naticn state for the first time in 1947 with
two streams of history which appear sumewhat contradictory. A history uf-glorious
ascomplishments and repeated Failure fo assent. A history of a vibrant society, one of the
obdest in the world, unique in its undﬁrﬁmdmg of man and nature, spivineally h:ghfy
devulap@d

Box 3

Just ss in the period of the deflation of the revealed gods of the Vedic pantheon, so
today reveaied Christianity has been devaiued. The Christian, as Nietzsche says, is a
man who behaves like everybody else. Our professions of faith have no lenger any
discerpible bearing either on our public conduct or on Gur private state of hope. The
sacraments do notwork on many of us their spix ~£uai tramfomnaiuons we are borefi and

7

Indian Envircament :
Perspective o Cufiwral
Processes and Social Structures

3



Social and Organisational
Cultures

rather with information than with that redemptive transformation which our souts
require. And this is the reason why a glance at the face of India may assist us 10
discover and recover something of ourselves. |

_at a loss where 1o turn. Meanwhile, our academic secular philosophies %re concemed

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

On the other hand a modemn history in which intemal forces and the very people themselves

_ seemed to have tumed against their own country and repeatedly done damage to jt, in shorta

history 1o be ashamed of. The shame of this history is further reinforced b { locking at Indian
society purely with Western criteria of technological achievemerits and eumomic prosperity.
Objectively in the world erder of loday only those nations which were militarily active and

_aggressive in the last three centuries are the ones which are also now techniologically

advanced and economically powerfui. Objectively also it is true that the technologicaily
advanced nations consume per capita many times over the resources that the individuals of
‘less developed’ countries consume (including food and energy).

The duality of India’s history is lmportant from a managerial perspective in thai, the
thinking and rational processes are guided by Western 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-scaie "losing team” syndrome in ouy contemporary society. Thus,
all raional thought processes are guided by Western beliefs but the feeimf associated while

-engaging in converting plans to action — an indian in their structure and yalues, Itis-

impossible thus to expect Indian managers to being in spectacular results i comparison with
Germany or Japan. Indians however when cenvinced and determined can {brmg in excellent
resuits which are brilliant in their own rights. The green revolution is only such example.
Perhaps such revolution can spréad o a managerial revolution o work revolution in-
organisations. : : '

As is well known “nothing succeeds like success”; a society which has lost. its pride
invariably finds it difficult to even recognise its oW success.

1.4 SOCIALISSUES

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. Iy order to

accelerate the processes of nation building, the country chose to industtialise itself as rapidly
as possible and Western models were emulated on a large scale. This resulted in almost
cverythmg Indian being seen as intrinsically inferior. The collective impact of this was a
loss of élan'as a result of which before taking any new siep India looked abroad for
precedénts. Thus the rea}ny of local experience was rapidly hidden under a false mask of
Western intellectual ratlonahty For instance, ail education began to focus itself on only
techno-cconorplc mformatlon rather than helping the youih develop appropriate perspectives
and create a fiew culture of belonging, achievements and commitment.

All soctal mstitutions which reinforce and strengthen the sense of belonging of Indians both
to India and to their respective communities and organisation began to get devalued
resulting in a Targe scale eroston of norms te follow and values to live by. Sporitancous
solutions to realistic problems facing people in the lifestyle and their work place were nQ
Jonger easily available.

All this in managerial and organisational terms generated a search for secl rity such that
employment generally came to mean a source of social status and.economic security. A
syndrome of survival emerged on a large scale. Ini this syndrome creativity or preductivity
took a secondary place but ensuring continuance of,security became the primary concern in
the individual’s relationship with the organisation. Mechanisms for management of
differences both in society and subsequenily, within organisations nearly broke ‘down. Thus
the decade starting mid sixties began to see large scale emergence of both. industrial unrest

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

The atternpt 10 create rapid industrialisation has generated rapid urbanisation in India. A
large part of our industrial workforce (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 Indian economy has been largely based on agriculture. As such large part of its design
of living and social structure have been centered around the imperatives of the technology of
agriculwure. From a management perspective it is imporiant to note that in an agrarian life-
style people kriow how to live together and work independently, often in isolation, while the
industrial world today demands the ability to work toge(hcr and live in small families. In an
agrarian sociery 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 agraridn society formal organisations for achieving specialised output is an-
unknown phenomencn.

As such it is fasier to find individual brilliance in performance while synergistic efforts and
team work are difficult to geperate.

Structures in the minds of people are drawn almost entirely from the family. As such all
authority relations are given a totality which is often i_llegi{imate' and uncalled for, That
authority in a task systera comes from the task role the individual holds is normalty not seen,
but he is atiriouted authority on a total scale by the subeordinates. Mahatma Gandhi is the
most illustrious example, who showed how the exercise of authorlty need to be placed
within legitimate limits from time to time. :

Organisations, most of which are designed on the concept of contractual links, thus find
themselves getting pulled in the direction of becoming afflhatwe systems. Employees-at all
levels end up remaining concerned for their own security.

Box 4

Protit and Loss of Insecurity : Creating Institutions in Organisations

Let us Ipok at an example, Laxman Nylon Co, was a young successful organisation,
Set up by a young dynaimic businessman the company had its initial difficulties in
establishing the market. Being one of the early manufacturers in the field, however, -
they managed to consolidate and within [0 years was a major success story.

The entire organisation was staffed by people in their 2Gs and 305. The top
managenient leam were in the early and mid-30s. The members of the top. .
management found themselves repeatedly engaging in fruitless baitles and arguments

~ leading to a serious soul searching internally. in the meantime the organisation began
to face threats in the market with the entry of two major national level business houses
in the market. The internal soul searching indicated that large part of the senior and
top management altributed the success of the Compdn_\, ter good luck rather than to
their own efforts. The internal soul searching further revealed that at all levels there
was a doubt that a statement 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 materia! and of human cffort. This waste, if
controlled. would lead 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 ' )
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 ave members of the organisation. Of their own
executives at all levels, including the Chicf Executive decided to hold regular
meetings in which pdople could share and discuss their experiences about the
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1.6 SELF-ASSESSMENT TEST

. organisation on an on-going basis. Within two years Laxman Nylon Co. had then sct
up four more highly successful organisation and had r‘onsollddted and increased its
profitability to levels nearly twice that carlier.

Organisations thus soon begin 1o aquire a network of social and inter-perspnal ]inkagés-
which seem to dilute the 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 inte account, thus erganisations usually do not give scope 10'its people 10
fulfil their social and affiliative needs. Thesce needs then get displaced to task level '
transactions making the processes of task management and exercise of authority difficult.

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

1.5 SUMMARY

The history of the country, as it has been held, often-in dlstorted form has contributed to
Indians often doubting their own capabilitics. Thus efforis at organising coordinated work
Qutpu is often clouded with predicting defeat and failure. A losing team syndrome had set in
which made seeking success difficult. An associated syndrome of * ‘survivil” often makes il
difficult for organisations-t¢' Teview their own progesses and bring in improvements, Thus
every manager individually and orgamsdtlom as sysiem of people carry the responmbllzt) of
finding solutions to their barriers along with doing their chosen or given tasks.

1 Discuss the reason why ‘Indian Culture’ was a potent ‘fountainkead” forboth its diverse
statcs as well as for other independent countrics. _ !

2 How has India, as a whole, managed to withstand the numerous cultural pressures,
emerging fram each ot its independent states?

3 How and why did India succumb to thc po]mcal avertures made by the|British which
evemua]ly led to the Raj?

4 Discuss the contruversy which occurred due to the contradlctlon dmonv the two streams
of Indian history atter 1947.

5 What were the social effects of nation building and its processes after freedom was
gained in 19477 . :

6 In what way do you see Indian history influencing your own organisativ.m.
\

7 When you next watch a match (say hockey or cricket) in which India is playing keep
track of the prediction you make before the match and compare it with the resuli. Discuss
them in 2 group and try to relate this with the historical perspective of our society.

8 Search and list, then discuss, hve achievements after Indt,pendem,c thaﬁ make you fee!
proud to be an Indian. Similarly, take five aspects that you feel most difficult to accept in
your immediate secial environment. Explore posiible action you can take.

9 Discuss the “Losing team” and “Survival .syndreme in groups.

10
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1.7 FURTHERREADINGS - . ST '
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Discovery of India. ‘Jawaharlal Nehru,
" Masks'of God (Vol I-IV) : Joseph Campbell

An, Advanced History of India : R.C. Majumdar, H.C. Raychudhun, Kalikinka Datta,
Machllan New York, 1967. :

Pygmalion in Mana,gemem Sterlmg Lmngstun. Harvard Business Review, July-August
1969
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UNIT 2 SOCIETY IN TRANSITION

Objectives
- After %tudymg this umt you should be able to understand Society in Transijion with
reference to

¢ social Institutions : 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.

Structure

2.1 Brief Global Overview

2.2 The Indian Scene

23 Changes in Social Institutions
2.3.1 Changes in Family

2.3.2  Changes in Conmununity
233 Changes in Education

2.4 Summary
2.5 Self-assessment Test
2.6 .Further Readings

2.1 BRIEFGLOBAL OVERVIEW

The last 150 years have been marked the world aver for rapidity of change'ushered in by the
advent of technofogy and industrial revolution in the West. This period has also been
marked for its attempt to generale unquestioning faith in human reason and intellect.

" The period prior to the industrial revolution was marked by a search for command over
resources for consumption and survival. This search was accompanied by 2 search for social
order. Social order was governed to a large extent by beliefs, ideologies and dogmas arising
from religion. Religion served the critical function of providing some expl.mduom through
mythology and legand, of the origin of man and the naturai phenomena which man saw
around him. As such this long period was characterised by an anxiety of 5u|rvwal noly wars
and the need to acquire land, and control over people. The emergence of many new
explanation of the nawral phenomena (floods, planctary metion, climate ete.) however
created a dazzling attraction for reason and intellect. Religion and faith was replaced by
reason and intellect. Howgver social processes and pbychologlca] proccme:<I seemed to
always keep one large area. which defined explanation in the same way. Thus, while some
areas of human behaviour became more easily explanable, this led to discovering yet more
areas which of such extracrdinary powers within grasp began to find its limitation in
understanding human phenomenon tor it siill failed to answer some of the root qiestions
that had haunted man ever before.

The last century has seen reason and intellect becoming the cornet &tones of society. [n the
{ast iwo decades however, the limitations of this belief are beginning to become clearly
visible. For example, the myth of unlimited progress which has driven alarge part of the
Western world and which has also been emulated by the rest of the world, has now become
amatter of debate., The myth of unlimited progress drove man into treating|the world us
limitless resource, damaging the environment and the ecclogy of the planet. It is becomming
increasingly evident that this could, if continued over a period of fime, threaten the very
existerce of mankind on earth,,not only by warfare but the degradation of the ecology suck
as redu«.u on in green matter and changes in climate.

Thls age of feason has also generated a loss-of faith and trust in the collectivities of
mankind. Material progress has Been persistently accompamcd by loss of sense of
relatedness of man with his environment.

12



An individual today is impinged upon with far mere information that he can cope with,
physical -distances are no longer such a barrier as they were and affiliative patterns 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 problemms of day to day living, In the process the world-view that people hold appears o
display contradictions. This creates anxiety, scepttmsm and seems to justity 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 farmal educatlon

Society in Transition

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 the west was
accompanied by changes in all aspects of the social structure and culture indicated by
the term “industrialism”. The technological as well as the social-cultural changes were
indigenous and generally complimentary. The new protess of production almost
inevitably brought about a change in the organisationial structure and culture. The goal
of maximisation of profit through efficiency was to stay. Entrepreneurs, managers,
workers and their union, the government, and the society in general accepted this goal. .
In pursuit of this goal, ail efforts were directed to improve the efficiency:
rationalisation of processes and relationships, merit based on achievement, equality of
oppartunity, dignity of labour, discipline and hard work are some of the important
values of the work-culture which developed in the pursuit of efficiency.

Until recently western model of indusirialisation was the only one before the
developing nations of the world. It was piously behaved that industrial development
will proceed on the same path technologically, economically, structurally (politicai, '
tegal, educational institutiens), and culturally, no matier what the traditional pattern of
the society be. (Sheth: 1974, £.166)

b) The Japanese experience: Japan borrowed from the western experience, technical
and scientific knowiedge and adopted the scientific spirit more than technology.
Indigenous innovation was eﬁcoura'ged (McMilian: 1984, pp.103, 105; Norbeck:
1967, p. 9) To the nationalist Japanese leadership, the agents of economic
development had to be Japanese corporations and ot 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 organisaticnal culture, unlike the Western, is characterised by life-
" time’ employment 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. Innovativeness and
merit were encouraged. To quote McMillan (1984, p. 3) ** The paftern of social values
and institutions give rise to 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 successfu! in Cleveland, Leeds, or Milan .”

. Japanese work culture indicates some similarity with the work culture of the westin .
acceptance of the industrial goals and manageinent principles. ‘There are similarities in-
the emphasis on indigenisation of industry, innovativeness and discipline and hard

13
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work. However, there are differences in their practices according te di

Confucian Ethic may in many ways be superior to west in the pursuit
Canfucian cutture will be huard working, responsible, skillfel, and (wit

or updersiood limits) ambitious and creative in helping the group.” Th
empliasis on advancing individual (selfish) intercsts.

Industrial Relutions Vol. 24, No._ 3, January 1989).

ferent social

structure_ Japan had certain inherent strength in existing value structurz, which was in
eeping with the work values necessary for rapid and long-term indusivialisation and
economic development. Kahn (1980, p.121) mentions that societies based on

hf

industrialisation, affluence and modernisation. “A properly trained member of a

hin the assigned
ere is milch less

{Frovs Work Values and Industria! Development—R. Punekar, V.B. Indian J ournal of

Thus the individual working in the arganised sector often finds his psych
wark world and his social world poorly matched with one another. The o

logical world, his,
ly sustaining

factor is the combination of new aspirations, new opportunities and goals that the transition

to industrialisation offer. It permits a significant improvement of standar
raises very serious stress in quality of life. Stress in quality of life dimens
displaced into the world of work. The objective fact is that the world of

is of fiving but
ion are often then
ork 1 the

organised sector today demands over 2/3rds of the individuat's working time and perhaps

more of his psychological energy. As such the relationship with the work
to get Joaded with a complex multiplicity of expectations many of which
fulfil with existing assumptions and design of organisations (sce Box 6).

S - Boexé

organisation tends
are difficult to

“Who is Leaving?”

A large organisation employing about 500 managerial personnel and
that number of workers had its corporate headquarters in Boribay. A
chemical industry, the organisation has a significant national network
sales. Highly professionalised, the company is one of the best pay-ma
cerporate sector. Wholly Indian owned the company’s top manageme

managemert the organisation had in its ranks a large number of protes
qualified individuals with degrees in cngineering and management fr

t0 leave. Within a few years time this altrifion began to assume serious

top team and the personnel chief upgraded the compensation package
attrition however continued. Through various informal discussions an
reusons were sought and despite best efforts the number of profession
‘organisation or wanting to {euve continued to be high. After three yea
attempts which had only marginally reduced the turnover, & professor
organisational behaviour was invited as a consultant to iry and diagno
in 1982, As he searched for reasons he found many bus none of them
concrete to warrant such a large oviflow of otherwise satisfied and tra
‘executives. Towards the end of his diagnostic exercise the professor v
satisfied with the reasons that had emerged. Shortly before he reiurneg
instituie one of the executives invited the professor alongwith some o
students tc a dinner. This gave rise to a pessibie new area of explor'ln
rangdom samples of executive’s wives were interviewed. It is at this st
'reasom began to appear about the sufficient cause for the turnover. H
engagement and involvement with the job left the families feeling neg

wives to run the homes and look afier the children especially since mz
came from pareatal homes not in Bombay. The Professor’s diagnasis
one simple statement to the CMD, “It’s not your manager. who are lea

wives who do not have sufficient support‘to susiain a healthy llieatyle
Y

ver tive times
eader in the
Lo support its
sters in the

at firmly

betieves in looking alter itz employees well by giving an excellent pagkage of
remuneration and perks at all levels in the organisation, Believing in‘professional

sionally
m the best

acaden}ic institutions in the country. Soon after this kind of professionalisation
became weéll eseablished in the company some of the best young professionals began

& propertions,

Concerned about stemming this the Chairman and Managing Directoralongwith his

at all levels. The
1 meetings.

pis leaving the

s of internal

of

se the problem

sufficiently

nied successful
as not fuliy

d back to his
the other ex-

bn in which
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arganisation will have to find ways of providing sﬁpport in such mundane matters as
~ booking for cooking gas, security of wives when executives travel out and the
‘confidence that in the event of illness there would be someone who would help out.”

{Source : From Discussions of consuliing experience of Prof Pulin Garg.)

"The process of transition places a demand upon people in ihe organised sector to give up
their social moorings and relocate themseives in ever new grounds through changes in
. organisations, changes in roles and changes in place of work,

2.3 CHANGES IN SOCIAL INSTITUTIONS

Man'’s relaticnship with himself is heavily influenced by his relationships with the core
social institutions within which he lives. Then social institutions help generate in each
individual, values, ethics, the capacity for action willing application of etfort and the
meanings he gives to his experiences. The core institutions are the family, the cemmunity of
belonging and education. These influences are carried into the work place and on the chief
resnurces for erganisations to be productive. They also bring in accompanying doubts, fears
and anxieties. The following paras give some pointers to the transition taking place in these
institutions today. They arc 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 unit.

2.3.1 Changes in Family

In agrarian-society, the technology of living invelved a complex and large network of roles.
This network provided a great deal of stability, permanence and continuity. The industriat
society on the other hand demands the setting up of much smaller families living in a.
community in which blood ties do not determine the strength of relatedness. Thus, the nature
of home and family as it is evolving amongst members of the organised sector and urban
sectors, 1s a relatively néw and unknawn phenomenan sucr that basic role definitions-of
husband, wife, mother, father, son Euiﬂ daughter are in question. The bread-winner sgé:nds )
mote time outside the home thar within the home and often finds that his values and norms
are being heavily questioned and 1'1)ften influenced by the organisaticn he works in. These are

often in contradiction wnh tthe whlch the fam'lv fostered

As such ingreasingly in urban industrial semings the faml]y is being experienced sometimes
as 4 linbility han as 4 sourée of security and replenishmer.t as in the past. The fall back
security that a larze family or a community would provide are slowly evaporating {sce Box
5). Organisations perhaps therefore would need to increase their sensitivity to these issues of
employees (managerial as well as blue collar}, to provide the support that a v1able living
communlty is needed for, :

2.3.2° Changes in Community’

In agrarian society, the framewark of community provide security, strength, belonging and a
" significant elemen of thée identity of the individual. Part of this is reflected even today. In
India soon afier knowing 4 person’s nane, he is asked where do you come from in order to
assess what community profile does-the individual represent. The individual, however, more
and more is finding that his relationship with the cemmunity of belonging is 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 cxpéricnced as a group of islands vaguely
linked by sentimental ties but having no real value when the individual sees the community
from-the wordd of his aspiralions-énd 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 érode the possibilities of a new kind of
secure belonging from emerging. n the context of developmental work this often becomes a
major source of lension and angu1<;h in organisation (see Box 7). From Lhe poiat of view of

Society in Transition
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Personnel and I R functions, this is a critical issue. It has been seein that organisations which
fail 1o foster a sense of belonging end up being confronted by hostile behaviour from Unions
(Yarge nationalised banks is one example}. This is so since the union in crganisation
kecomes the community of belonging of the workers. Low sense of belonging to the

‘argasisation at managerial levels ends up influencing decision making very significanily.

. Box 7

A large public sector organisation established in the late 50s began production near
about 1967, Its engineers were sent abroad to the collaborator’s establishsnent for
appeapriate training. This included a significant proportion of design engineers who
were 1o subsequently indigenise and design appropriate machinery in India on their
own, This public sector organisation had been set up at the initiative of a charismatic
figuré who through regutar contacts with his young, enthusiastic exccuiives fostered
their own initiatives. The level of enthusiasm, commitment and belonging to the
organisation is very high coupled with the sirong drive to contribute to the national
economy. After five years of working with foreign designers new challenges beganto -
face the organisation. The design team enthustastically took up these challenges and
informalty began prelireinary preparations to responid to this. In the meantime the
éhar_ismatic chief executive and a significant part of the top team left the organisation.
Within a year the sense of belonging at the top 1evel began to flag although the
-executives rstained their enthusiasm. In another year's time the organisation was given
a collaborator and the top management had decided to stop the internal design efforts.
The new coilaborators brought in designs which were in no way superior to the
designs that were being evolved by the Indians. The Indian design team however was
instructed to shelve its own design and work only with the imported designs. After

“two years of operation in this manner today this organisation when diagnosed showed
a very high sense of stress including physicat illness, widespread practice of
corruption and very poor level of self esteem at the managerial levels. The workforce
also reports no respect for the management. The organisation in some ways is '
currently under the threat of having no work to do in another 10 years time.

-

The issue of creating and fostering a sense of belonging is at critical importance to Indiap
organisations. It is a delicare part of the climate of any organisation and can easily get

“eroded. The field of action research in Institution Building in India reports sorae progress in
* developing ways and means of tackling the foss 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 dimensicn,

In the tace of the individuals loss of sefse of bclunging to a community he turns either
towards fundamentalist dogmas or he opts for consumerism wherein acquisition and

. consumplion becomes the main aspirations.

233 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 his focused almost entirely and exclusively on equipping individuals
with the taols and techniques which they can carry to the work place. Thus techne- '
informative knowledge has been the central focus of the process of education. In the mairn

" the institution of education has not provided an integration between experience and

knowledge, perspectives and skills and the ability to respond with human creativity, The
education process thus is usually 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 organisations increasingly are taking to developing continuity
education procesges-igghe shape of managemens deveioprnent and worker education.




24 SUMMARY

The unit deals with transttlon from an agrarlan to an’ 1ndustr1a115ed somety in Ihe Indian

scenario. The transition is most clearly visible in these social institutions—the family, the

community and education. These changes nececs;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 expresswn of social

- ‘needs of their members at all levels. That can be done through providing avenues for
rélevant education while on the job. Organisations alse gain snbstantially il commitment
and energy by reinforcing the sense of belongmg and by penodwally rev1ewmg its own

' workjmanagenal Processes. - :

I;Society in Transition

25 SELF-ASSESSMENTTES’F'

1" What was the difference in explanations for human behaviour and other natural
phenomena before and after the: mdusmal revolutions? State the reason for the change of
_such explanatlons : : :

What were the effects of the 1ndustr1al revolutmn on somety asa whole?

' _Elaborate on the transition that is takmg place in Indtan souety from an agrarlan to an
industrial envlronrnent .

- What is the tmpact of the industrial organlbatmn on the average Indian workers and
manager and his famlly enwmnment" '

environment?

Compare your experience of your lmmedlate family w1th the expenence of members twe
generations older. Draw up a list of different values and similar values. What are the
: dlfferences'? Dtscuss ina group without any value ]udgements

7 Similarly compare values you percewe in work orgamsauons and value you percewe in
famllles :

5 How does psychologwa] stress generated by a change in the commumty affect the work

2.6 FURTHER READINGS :

- Procecdmgs of “International Conference on Transtrwn & Tramam" 1&I1I, Indtan :
Soc:ety for Individual and SOCtal Development Ahmedabad 1989. '

Emergence of Work la'enrtty in Indian Managers Unpubllshed Ph D. Dlssertatlon
L.J. Parikh, Gujarat U’mversnty, 1979. .

. Prof Ies in Identity—indian You:h at the Crossmads of Culture;, Pulin K, Garg and
Ll Pankh Academic Book Centre,. Ahmedabad 1981,

The IIT Influence Environment, Ganesh 8.R. and Banerjee Sushanta Pubhc Systems
Groups Monograph No. 48, Indian Institute of Management Ahmedabad 1983.
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UNIT 3 ORGANISATIONAL AND
'~ MANAGERIAL VALUES AND
- WORK ETHICS .|

Objectives

After studying this unit you should be ablé 10 understand :

¢ The concept of values, the distinction between values, needs and ethics
¢ The process of values

* Values in the organisation context

¢ Management of Values
Structure

3.1 Introduction

32 Concepts

33  Value Processes

34 Related Concepts: Needs and Ethics
35 Classical Vaiue Ornentation

3.6 The Management of Values

3.7  Iniervening for Value Enhancement
3.8 Goals of Value Shifts -

3.9 Summary

310 - Self-assessment Test

311 Further Readings

31 INTRODUCTION

The issue of values grips all people in contemporary society espec:lally the manageriat
world, There are frequent and widespread lamentations that values are evaporating with
time. The only aspect of the issue of values, in behaviour and society, that doles not cause
debate is that the issue is undoubtedly a trigger for all kinds of debates. One of the sources
of this anxiety and lament tinged response to the issue of values is that it is ohe of the least

examined and studied dimensions in the sociat sciences. .

Commenting on the nature of science and its impact on society, British philesopher Bertrand
Russell (science and society) had said that despite its great strides the physwal 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 advaucement in philosophy
and the social sciences but it is must often taken for granted. Its study has been largely
restricted toits presence, absence and consequenccq

The social science has defined value ldrgely in terms of its use in making chjices The
encyclopaedia of Social Sciences defines it at great length, thus reflecting the difficulty in
achieving precision. In common parlance it is indicative of worth, ethics, horlour, 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 would have 10
begin with philosophy and cross over into sociclogy..anthropology and psychology, 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 and
coentributory orientation,

In the developmental aspects of Human Resource Management, values form « central

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

values give rise to codes of behavicur that in their turn assist in The sustenande of dignis,-
. 18



and the invitation to application of effort. The preseht Indian context of transition as well as
the historicallly induced “losmg team” syndronie gives a specml almoat urgent sngmﬁcance
to the issues of valies and thelr manaéement in organisation, '

In this unit we shall take a brief view af the concepts and theories in the field, explore some
of the contemporary issue related to values and finally look at some available pointers to
-values that seem appropriate and useful ifi today's settings. The unit closes with a discussion:

of industrial/organisation experience in attempis 10 enhance the level of values in behaviour. -

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 format education”. Here we are told how an object is rated or.

- otherwise appraised, but not what standards are used 10 make the judgemems The sec'ond_
meaning refers 1o the criteria or standards in terms of which evaluations are made as in
educatlon is good because it mcreases economic efﬁctency

Values are internally held and form a comerstone for value as a social product. By
Rokeach’s {1970, p. 160) definition “a person is said to have a valie if he has an enduring
belief that a specific mode of conduct or end state is personally and socially preferable w0
altematwe modes of conduct or end states of existence.” '

33 VAIUE PROCESSES

Values are an integral pan of behaviour and existence. They guide the | nature of cho:ces an
individual makes. In making choices each individual expresses a preference and thusa .
value, usually implicitly sometimes explicitly. The dynamics of operation of the value
processes within an individual has been studied by the Behawoural Sc1ent1‘;t Pu[m K Garg,
in the follow:ng manner. :

The individual brin 25 w1th lnmself a set of internalisations as part of his 1dem1ty — from bis .

" childhood and environment. In the context of this background he makes promises to himself
of what shall be, or what shall not be, for example, “I shall not let myself or my own people
feel scarcity of resources” or “I shall influence my environment into peaceful ways.” With

- his identity and such like promises (o himself the individual scans the environment for steps -

that are appropnate in his view. He then makes the final choice of his action. In the last
stage he reviews the aftermath of this action. A-part of this review may add to the body of
internalisation which he has. In such a case, this is an individual open 1o Jeaming or it may
not add to the internalisation but merely confirm or invalidate some elements of the o
internalisation. : N

The process in effect is cyclic and an on-going often ur_nconsciuus 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 mariagerial processes,
evaluation of the choice of action is the element which is the currency of managerial
influence and control. Over a period of time, this leads to images and stereotypes of
individuals such that there builds up a pressure upont the identity of the individual for-
change. However the meanings that the individual may hold for himself (part of his
identity), the pmmlses whigh he has made to himself or his scanning of the environment
provide him the counter to this pressure for change

3. 4 RELATED CONCEPTS NEEDS AND ETHICS

Values in the managerial and orgamsatlonal contex.t have an element of voluntanncss
Invotuntary choices of actions such as blinking of the eyelid are not value-based but are
need-based. It is important to distinguish needs from values. Need-based behaviour seeks -
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- job security, benefits, safety, health, due process of law, and is concerned

employment, and the socio-economic considerations of status. The underly'ﬁg reality is a
significant gap between persorial identity and work identity. The demands of industrial

culture when responded with by an agrarian ethos gives rise {0 need based

organisations.

The core value being sought in need-based behaviour in organisation is a concern for justice

and fear of deprivaton, denial and discrimination,

This concern for justice and the related fears give fise to anxieties with ethics in the minds

. of wage camers (i.e. managers and workers) today. Ethics are associuted with mutual st
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 1s right and
honourable, In the Indian setting, we ofien find an on-going conflict betwe r_l'needs and

ethics as part of the day to day working readity. Ethics are a.set of codes o

behaviour which

would sustain mutual trust and confidence while the needs of social security and affluence

often seem o pull in unethical directions.

Codes of ethics in any organisation must be man aged leaving it entirely to individuais or

puiling cmployees Lo severe tests are both ethically disastrous. Problems §

n ethics arise as

much from loyalty as from disloyalty. The over-loyal employee usually 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 needto he

institutionalised in organisations. Institutionalising ethics enables them to
‘members of the organisation. '

be shared by all

35 CLASSICALVALUEORIENTATION

in which the

The classical value orientation of organjsations 1s of being a resource basg
“employecs” are outsiders “selling” some services, Being owmsiders these
potential exploiters and thus need to be constrained by rules of the organi
ruie making in organisations is usually founded on the premise thatalie
poiential Taw breakers. Experience however secms to be increasingly indi
people prefer to be otherwise. Rules are designed to protect against the la
made applicable to all members in the organisation. Thus often curtailing
positive contribution. '

At the individual level the wage earner holds the assumption that jobs

eople arc
ations. As such
ployees are
ating that most
breaker and are
the emergence of

5Carce.

Increasingly it is however becoming evident that while employment of certain kinds may be
scarce, opportunities for wosk, 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¢ synonymieus. Individuals often fiold the belief that|those who have
more wealth have the legitimacy to undignify and punish. They often, operating from a need
base, separate their values from their living choices, thus seeing themgelves as being “acted
upon” rather than be aetors. More. salient values of dignity, effort and commitment 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 orgamisations is the key component of the

hief 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 ail the values current jn the
arganisation. These come from the environment through the other members of the

organisation.
20



Most organisations address their action to the management of tasks and usually ignore the
management of values, Management of values gets left to occur by chance or as an

automatic process. Given the flux in todays society of transition, however, research evidence
is increasingly pomting to the need for managing values more directiy.

The Chief Executive :md his top team establish and sustain ethics in the organisation by
their demonstrated behaviour. The ethics they hold are visible in the choices they make
particularly in situations of minor conflicts when they have to judge an action that has
reward or punishment potential. The management of values in organisations is carried out
through two avenues, Cme is the avenue of management philosophy, The management
philesophy becomes visible in the decision making processes of the top management

Organisational and Manageri:
Values and Work Ethic

especially in the management of the environmenit (purchases, payments to suppliers/vendors,

tax management, donation of funds, sponsorship of social events, assumption about

customers ¢ic.). The second prominent route for management of values i 15 the nature of
responsiveness of the top management, what issues do they respond to in the shortest time.
The longer the time they take to respond to an issue the less they value i.

A central focus in the management of vaiues is the fact thai in a situation of transition

Indians are constantly faced with cenflicting values to choose from at every juncture. No
fess is the case in organisations and for managers. One of the main components of the top
management’s rolé in any organisation is to balance and effectively choose from conflicting
values at every stage of decision making. '

Tt is possible for any organisation to review these aspects of its work pmcess'es {sec Box 8,
conclusion of a research study : see Further Readings).

Box 8

Our study has also shown values to be major determinant of managerldl effectiveness.
In order to ensure optimum results, it therefore becomes necessarv for an orgam';anon
to have a set of shared values and beliefs across the organisation. Inculcation of values
"is a long drawn and cumbersome process. These are not transmitted throu gh formal
notes or written procedures, as Peters and Waterman have mentioned, but are ditfused
by softer means specifically through “steries, myths, legends and metaphors™.
However, if shared, commeon valies éxist in the organisation, then managerial
effectiveness will improve.

The rule of apex management in fostering and developing 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. Leaderahlp fails when it
concentrates on sheer survival. Institutional survival, properly understood, is a matter
of maintaining values and distinctive identity.” '

The apex management must tzke 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 erganisation can be reinferced
by regular meetings, which top managément must held. It is a 1ough, back breaking
job bul is ene’sure way 10 improve effectiveness. '

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

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

3.7 INTERVENING FOR VALUE ENHANCEMENT

The issues of énhancing value based behaviour, humdnmng and strengthening ethical codes

and thus developing institutional strength of organisations has been a central concern with
21
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maﬁagers as well as behavioural scientists. The strength of this concerri has been increasing

_over the years. The trend world wide is to try and define appropriate values and ethics to live

by. The advent of technological changes (Ref. Unit 2) and its consiequer:fl uprooting from a
stable set of values has created a situation of flux where continuity, consistency and stability

are Gifficult to establish and live by. In the early days of l'arge formal o

Fganisations and

indussrial 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 clearle now indicating that -
reaching the goal of better standards of Jiving, better health and social erganisations is
possible by making a shift to holding the work identity as the central concern and building

living processes around that. :

38 GOALS OF VALUE SHIFTS

- Any step taken for the management of values iy a significant con!ributolL‘ to the quest for

value shifis. A prime requisite for the process of shift is the commitment of the top
management, parficularly the chief executive. Research is indicating that organisaticns that

_ Have a value orientation of developing strong ethical codes, consistent nr"('l

anagerial

philosophies, mechanisms for learning from experience and mechanisi)s for review of the
organisation (not only its achievements and failures) tend to have higher output,
commitrnents and resilience against failures and environmental changes. Such reviews lead -
to the emergence of new values and perspectives beth at the individual f
organisational levels. These are the goals of shifting values, These goals create a setting for
fluent and willing application of effort and rain commitment and belonging in organisations,

s well as the

39 SUMMARY "

In this unit you were intraduced to the concept of values and its related
and needs. Value as a process was discussed at an individual level. Tha

values are a

lrimensions ethics

manageable dimension is stated. The unit then identified some of the key issues in the
management of values and ethics. The unit closed with looking at some of the directions that
help in shifting values in organisations from their present set to more derirab]e sets.

3.10 SELF-ASSESSMENTTEST

1
2

Define *values” and elaborate on how values are an integral part of be

haviour.

Differentiate between needs, values and ethics. Discuss the problem of managing ethics

in an organisation.

Why is the need for inanaging values in an organisation becoming increasingly important

and necessary? Discuss how management of values are carried out in

Discuss the classical value orientations in organisations. What are the
arientation on urban and organisational life?

What arc the various factors which are demanding a sHift in the value
individuals and organisations? Discuss the nature and goals of these v

Collect instances of value conflicts and management of ethics in folk

your cusrent work setting.

Talk tc ahout 15 managers from at least 2 or 3 erganisations. Identify
managerial philosophy, values and ethics. Try to de this exercise with
judgements. Can you correlate them with effectiveness of their organi

organisations.

effects this kind of

orientations of both
alue shifts.

iales, mythology

and legends. Discuss with colleagues to establish relevance, of all or some of these in

their organisations’
aut good/bad
SAtEons?
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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 umit.
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UNIT4 UNDERSTANDING HUMAN
BEHAVIOUR

Ohjectives

After going through this Unit you should be able to understand:
® Importance of understanding human behaviour

¢ Individual differences -

Structure

4,1 Introduction

4.2 Individual Differences _

4.3 Approaches to Understand Human Behaviour .

4.4 Implications for the Organisation

4.5 Personality

4.6 Determinants of Personality

4.7 Type and Trait Approaches to Personality

4.8 Theories of Personality

4.9 Importance of Personality

4,10 Atstitudes

4.11 Autitudes and Organisation

4.12 Yalues

4.13 Socialisation’s Influence on Personality, Values and Artitudes
4.14 Schein Socialisation Model : :
4.15 Summary

4.16 Self-assessment Test

4.17 Further Readings

4.1 INTRODUCTION

All organisations are composed of individuals, with diffcrent personality, attitudes,
valies, perception, motives; aspirations and abilities. The main reason to understand
behaviour is that individuals are different. No two individuals are similar. In the early
studies, theories of organisation and management 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 upun the
differences among people and how those differences can affect the organisation.
Individual differences among people and how those differences 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 can be
known by further reading the unit. "

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

In this tnit, Personality as the vehicle to integrate learning, perception, attitudes and
values will be learnt. Attitudes and values will be learnt 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 behaviowr occurs.

Each person has a unique combination of characteristics. Some of these characteristics
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 not 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 . Behaviour ' Relstionship found |
Tolerance for conflict Perceived role conflict ) Less role conflict with greater
- tolefance for conflict
Relative importance of extrinsic  Expressed job _ © . “Extrinsic Managers” expressed less
versus intrinsic job rewards job satisfaction - ) job satisfaction: :
Value or work ethic . _ Antendance i Stronger work ethic asbociated with
. ) greater altendance
" Diversity of interests . ~ Salary based measure of High getiaral interest 'versiijr

_ ' - performance associated with better performance

Locus of control : Experienced job stresé More stress with emphasis on external
‘ locus of control '

‘Environmental factors’ are characteristics of the broader environment such as
economic conditions, social and cultural norms, and political factars that can affect
the individuals behaviour. Personal factors include physical and personal attributes
-e.8., age, sex, race, education and abilities, psychiological factors are less bservable.
They are mentzl characteristics and attributes such as vaiues, attitudes, |personality
and aptitudes that affect behaviour through complex psychological prodesses. These
are studied, in the subsequent units. _ :
All aspects of the phyi;ical warld that can be seen, heard, felt, smelled or 1|Louched are’
part of the physical environment of behaviour. The social environmentof an
individual inciudes 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 individual’s
social environment. Any-aorms, rules, laws or reward-systems that originate with
other individuals or groups help to form an individual’s social environinent. -

Individual as a Mini-System - ‘ , .
The systems concept is one way (o view individual behaviour. Suchia view may provide
a helpful technique to understand individual differences better. : co

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 period of the
systems operations. - ' : :

Input . _' ] . Thruput e - " quJut. F—

‘Feedhack .

Diagram of a System
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An individual can be conSIdered as a mini- system The inputs come from hls " Understanding Human Behaviour
environment; his evaluation of these occurrences takes place in the thruput stage;and : o
his overt reaction is the output. -

If the reciprocal interaction of individual characteristics, cnwrénmcntal characteristics '
and behaviour described above complicates the task of understanding behaviour, it -
also opens up multiple channels for bringing about changes

Behaviour modification techmqucs and psychotherapy methods seek to bring abﬂut
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 behaviour, 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. Al of these camplexilies are the reahty of the study of
behaviour.

4.3 APPROACHES TO UNDERSTAND HUMAN
BEHAVIOUR '

Early classical approaches made the assumptions that people are naturaily lazy and .
self-serving, neutral, or positive and self-motivated. In simpler terms they need to be
pushed and controlled and kept under surveillance, never to be trusted to put in a
good day’s work by themselves. Economic rewards were the only one considered, and
close autocratic supervision was suggested.

Systems and contingency theorists viewed people as adaptable and felt that much of
behaviour was learned and not attnbutable to pred:sposmons to be negative or’
positive. :

Likert, Mc Gregor and Bennis who developed and extended the fmdlngs of the
human-relations theorists had a positive view of human nature. Employees were seen
as striving for personal and social well-being. If left alone, they would work hard for
the intrinsic satisfaction of a job well dorie. The emphasis was on demiocratic decision
making and leadership. Jobs were to be challenging and allowed the individual
employee to be creative. ' '

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

Personalily Vs the Environment :

Both personality and situational variables must be taken into account in ordcr to

explain an individual’s behaviour but that a focus on the environment is as important
" or perhaps slightly more important than focusmg on personaluy traits.

Cognition Vs the Environment

To understand one’s behaviour all we have to know is the mdmdua] 5 past responses
to similar (stimulus) situations and the rewards or punishments that followed that™
response. ' ' ‘ '

There are two models which come out of these approaches :
1) Behaviourist model is represented as _
S—R (Stimulus— Response)
2} The cogmtwc model as .
S—O-R (Stimulus— Organism—Response model)

Both approaches see learmng and the environment as having a major impact on
behavlour :
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Intra Personal Processes

From these different approachcs it can'be said that :

i) Behaviour is caused by instincts, genetic background and personality trajts that
are formed at an early age. Change is very difficuit for the individual and that
one’s capacity is severely limited.

ii) Behaviour is mostly learned through our interactions with the envircnment.
Present events rather than past events are inportant. Eventhough there arc some
limitations on one’s capacities, one is capable of great amounts of change.

4.4  IMPLICATIONS FOR THE ORGANESATION

Behaviour of individuals is caused, and féillows a patterh, 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 sausfactorily

without developing a fair degree of understanding of the people around him.

Any attemipt to learn why people behave as they do in organisatipns requircs 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. Tt means that 1arge arcas of human behaviour are modifiable.
Organisational design, training and developm:nt can have a profound impact on the
behaviour of the members of an organisation. '

4.5 PERSONALITY

Gordon Allport defined Personality as the dynamic organisation within the individual
of those Psycho-Physical Systems that determine his unique adjusiments to his
environiment, : .

" Personality can be described more specifically as “"how a person affects others, how

he understands and views himsclf and his pattern of inner and outér measurable traits.”

From this definition. it can be understood one’s physical appeara‘ncc and behaviour

affects others. Understanding onescH means ong is unigue witha set of attitudes and
values and a self-concept. Finally, the pattern of measurable traits refers to a set of
characteristics that the person exhibits. .

‘gome of the other definitions are “Personality is a vehicle to integrate perception,
Jearning, values and attitudes and thus to understand 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.

4.6 DETERMINANTS OF PERSONALITY

Personality is the result of both h{:redity and covironment and also the situation.

Heredity - . :
Heredity refers to those factors that were detcrmined at conception. Physical
appearance, temperament, energy level apd biclogical thythms are the charactenstics
which are generally influenced by one's Parents’ i.c., One's Biclogical, Physiclogical:
and Inherent Fsychological Make up. The Heredity approach feels that personality of
an individual is the Molccular Structure of the genes, located in|the chromoscines.
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Environment : : i
Culture plays an lmportam role in the formanon of personahty, i.e., early
conditioning, the norms among the family, friends and social groups. With the
socialisation process in the group, personalltles are altered. over t:me

Usderstanding Human Behaviowr

blluatmn : ' ‘

Though an individual's personality is consnstent it does change depending on the
situation. Ditferent demands in different situations call forth dlfferem aspect of one's
personality. )

" The relationship of these three factors affects the formation and developinent of . - ST ‘
Personality. Physiological inheritance is entirely an intefnal contribution. Group and o '
the culture are the early environmental factors that forms later behaviour. Family and
the social seiting 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 aff:llatlons at work, soc:al
activities which shape the Personality. .

4.7 TYPE AND TRAIT APPROACHES TO PERSONALITY

The traditionals viewed individuals as Shy, Lazy. Meiancho]y. Ambitious,
Aggressive. These were called as Traits. Gmups 0f these tralts were then aggregated
te form Personality types.

. Trait Approach
Cattell (1973) identified 16 seurce traits/Primary Traits. T'hese traits were found tobe
generally steady and constant sources of behaviour. But there was found to be no
screntrf' ic relevance. :

Figure 1: Sixtéen Source Traits
1) Reserved — Outgoing
2) Less intelligent — More intelligent
3) Affected by feelings — Emouonal]y stable
4) Submissive — Dominant
5 'Serious — Happy go Lucky
6) Expedient — Conscientious
7) Timid — Venturesome
© 8) Tough minded — Sensitive L
9) - Trusting — Suspicious o g ) oy
1) Practical — Imaginative
11} Forthright — Shrewd
12)  Self-Assured — Apprehensive
13} Conservative — Experimenting
14) Group-dependent —- Self-sufficient
15) Unconttolied — Controlled
16) Relaxed — Tense

In the type approach several behaviours are seen as cluster charactensmg 1ndmduals
wnth high degree of stab:hty

Locus of control: People are assumed 1o be of two types ‘lnternals and Externals '
Internals are people who believe that much of what happens to them is controlied by

their destiny. Externals believe that much of what happens to them 15 oontrolled by
outside forces. - .

Machiavellianism: High Machs tead to take control especrally in !ooseiy structured
situations; Low Machs respond well to structured situations. High Machs tend to be

mare loglcal rational and Pragmanc They are more skllled in mﬂuencmg and
coalition buddmg :

Type ‘A’ or Type ‘B’ * .

Peopie who are Hard-driving, impatient, aggresswe and super compeutwe are termed _
as Type ‘A’ Personality. Those who are easy-going, sociable, laid- back and

non- oompetmve are termed as Type ‘B’ Personality.
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43 THEORIES OF PERSONALITY

Type A people tend to be very productive and work very hard. They are
workaholics. The negative side of them is that they are impdtient, not good team
players, more jrritable, have poot judgement. Type B people do better on complex
+asks involving judgement, accuracy rather than speed and team work.

Carl Jung 'i'd_emifiecl threc basic assumptions in his theory. 1) Eersonalities- are
developmental in that they are influenced by past and hopes for the futare. 2) All

. people have the potential for growth and change. 3) Personality is the totality of &

person’s interacting sub-systems.

Emctional Orientations s

Jung feels that the two basic Orientations of People are exiroversion and introversion. -
Introverts are primarily oricnted to the subjective world. The ook inward at
themselves, avoid social contacts and initiafing interaction with others, withdrawn,
quiet and enjoy solitude. Extroverts are friendly, enjoy interaction with people, ars
generally aggressive and express feelings and ideas openly. . '

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

Validity results showed that introvert/extrovert is really applicable to only the rare
extremes. Most individuals tend to be ambiverts, that is, they are in-between
introversion and extroversion.

Figare 2 : Extroverts versus Introverts: Characteristics of Each

Extroverts N Introverts
Like variety and action. ) " Like quiet for concentration.
Tend to work faster., dislike complicated procedure. Tend to be careful with details, dislike sweeping
: statements. ’ ’
Atz aften good at grecting people. - Have trouble remesmbering names and faces.
Are often impatient with tong slow jobs, Tend not to mind working en one project foralong
: time uminterruptedly.
Are interested in resulis of their job, in getting it Are interested in lhl: idea behind their job.
© done andin how other people duit. - :
Often do not mind interruption of answering the Dislike telephone igtrusions and interruptions.
- telephone. :
Often uct quickly. sometimes without thinking. Like wthink alot I:I»eforc they act, someiimes
. without acting.
Like to have péople around. Work conientedly alone.
Usually communicale freely, Have some problems commuanicating.

Problem-solving Styles .
Jung identified two basic steps in probler solving: collecting information and making
a4 decision, Coflecting data occurs in a continuum from se:ilsing to intuition. In terms

of decision-making, it ranges from ‘thinking’ 10 ‘feeling’ thes_.

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

Intuitive type : One who does not show a lot of emotion,; who can put thingsin a logical
order and who can be firm and fair.

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

The interaction of these two aspects of problem solving re~|;ults in four problem-solving’
types. ' '
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1) The sensing-feeling person likes to collect data in an orderly way and make
decisions that take into account the needs of people. This person is very concemed
with high-quality decisions that people will accept and implement.

Understanding Human Behaviour

2) The intuitive-feeiing person is equally concerned with the people side of decisions
" 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 organisation as with a techmcally sound
“decision. - y

4} Intuitive-thinking types like to tackle new and innovative problems, but make
decisions primarily on techaical terms. They tend to be good planners, but not so
good at lmplementmg

There is always a combmatmn of these types ina person

General attitudes: The last personall'y sub-system Jung 1demiﬁegi 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 well to change, want to know all about a job and may
get overcommltted

Figure 3 ;: Sensing Types versus Intuitive Types : Characteristics of Each

Sensing Types

lnmi;iw: Types

Dislike new problems unless there are
standard ways to solve them.

Like an established way of doing things.

Enjoy using skills already lenmcd more than
learning new ones.

Work more steadlly, with reallstlc idea of how l(mg
it will take.

Usually reach a conclusion step by step.
Are panent with routine details.
- Are impatient when the details get oomphcaicd

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

Seldom make errors of fact.
Tend to be good at precise work.

Like solving new problems. .

Dishl're’dafng_'the same ihing iepeaiédly.

Enjoy learning a new skill more than using it.

Work in bursts of energy powered by enthusiasm,
with slack periods in betwsen.

Reach a conclusion quickly.

- Are impatient with routine details.

Are patient with complicated situations.

Follow their inspirations, good or bad.

Frequently make errors of fact.,

Dislike taking time for decision.

Figure 4 ; Thinking T}'iiﬂ versus Feellng Types : Characleristics of'Eseh

Thinking Types

Feeling Types

Do noi show emotion readily and are often
uncomfariable dealing with people’s feelings.

May hurt pcoptes feelings without knowing it.

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

" Tend td decide impersonally, sonietimes paying
nsufficient attention to peopie’s wishes,

Need to be treaved fairly.

‘Are able 1o reprimand peoplé or fire them when
necessary. ’

Are more analytically criented; respond'mqre casily

to people's thoughts,
Tend to be firm-minded.

Tend 10 be very aware of other people and their .

- feelings.

Enjoj pleasing people, evenin ur-limporlalift things.

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

Often let décisionp be influenced by their own or
other people’s personal likes and wishes.

Need occasional praise.

Dislike telling people uﬁpleasant'things.

Are more people-oriented; respond more easlly o
people’s values,

Tend to be sympathetic.
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‘young adult to begin developing deep and lasting relationships. -

Figure 5 ' Judging Types versus Perceptive 'l'yi:ns: Characteristics of Ea‘ch .

Judglvig Types - . Perceptive Types . |
Work best when they can plan their work and follow . Adapt wellto changing situations, -
lthep‘tan.'"’ o T
. Like._to"get things settled and finished. Do noi mind leaving things open for alter_ations;
May decide thingﬂ too quickly. L May have t_rouble making decisi ns. o
May dislike to interrupt the project they are anfora May slaﬁ too many _projei:ts anci have difficulty’
moreurgenione. ) . finishing them. .
May not notice new things that need tobe done. .’ May postpone unpleasant jobs.

Want only the essentials needed to begin iheirwork.  Want to know all about a new jcjb'.

- Tend to be satisfied once they reach ajudgement ~ Tend tobe curious and welcome new informatior.

on a thing, situation, or person. ' on a thing, situation, or person: .

‘Development of Personality : Erikson’s eight life stages

Erikson identified eight stages of life that characterize the unending Levelﬁpment of
a person. He characterised each stage by a particular conflict that needs 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. Movement between

" stages is developmental ’ Movement ¢an even involve regression to.earlier stages when

traumatic events occur:

Stage One, infancy: During the first year of life a person resolves thc-b_asic crisis of

. trust vs. mistrust. An infant who is cated for in a loving and aﬁfectiqhate-way learns.

totrust other people. Lack of love and affection results in mistrust. This stage makes
a serious impact on a child that influences events for remaining life.

Stage Two, early childhood: [n the second and third years of life, a L:hild begins 10
assert independence. If the child is allowed to control these aspects of life that the -
child is ¢capable of controlling, a sense of autonomy will develop. Ifithe child =
encounters constant disappreval or inconsistent rule setting, a sense of self-doubt and
shame is likely to develop, ' - '

Stage Three, pls;y age: The four and five year old seek to diSCOV’érjust‘how' much they

can do. If a child is encouraged fo experiment and to achieve reascnable goals, he
or she will develop a sense of initiative. 1f the child is blocked and Tnade to feel
incapable, he or she will develop a sense of ‘guilt and lack of self-confidence’.

Stage qur;.schoﬁl age: I tom agesttol2,a child tearns many new skills'and deve]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 situation results in a
sense of inferiority. o - o o ‘ .

Stage Five, adolesééncei 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. hersglf as socially separate
from the parents. The autonomy, initiative, and industry developed in earlier stages-
- "are very important in helping the teenager successfully resolve this cjrisis and prepare

for adulthood. -

Stage Six, yoﬁhg aduithood: The young.adult (20‘3' and 30’s) faces _t:g crisis of intimacy
versus isolation. The serise-of identity developed during the teen

" Stage Se.ven-, adulthood: During their 40°s and .50’s.aduh.;s_ faceithe crLsis'Of generativity

versus self-absorption. Sclf-absorbed persons never develop an ability to look beyond
‘themselves. They may, become absorved in career advancement and maintenance;

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

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

" people see the world as much bigger-than themselves. Productivity in work or ¢hild

rearing ot societal advancement become important to them. '!Th,rdu h innovation and”
creativity, they begin to exert influence that benefits their organisation.

e years allows the




Stage Kight, later life: The adult of mtegnty has gamed a sense of w1sdom and B e
‘prospective that can truly help guide future generatrons ' _ o Understanding “_'“'_"." Behaviour o

. Sheldon: He labeiled three body builds and certam Personahty Charactenstlcs they
reflected. The three body types are: :

1} Endomorph-«—Fleshy and mclmed toward fatness
'2) Mesomorph—Ath]etrc and inclined to be muscular
. 3) Ectomorph—Thm and inclined to be fine- boned and fragrle

~ The personality charaetenstlcs reﬂected are:

Endonmrph Fnendly, orlented towards people, seek others when troubled slow to .
react, loves toeat. - S e _ _ o . _

_\{esomnrph- Seeks physical adventure needs and en]oys exermse restless,
aggressive, llkes risk and chanr:e compeutwe .

" Ectomorph: lees privacy, soelally mhrblted qmck to react and hypersensmve to pain.

" Passages Theory
Sheehy (1976) with her extensive research concluded that adults progress through fwe
crises: :

1) Pulling up Roats: This period occurs between the ages of eighteen and twenty-two, -
when individiials exist fromi home and incur physical, financial, and emotional -
separation from their parents. They cover their fears and uncertamty with acts of
defiance and mimicked confidence, :

2) The Trying Twenties: This period is a time of opportunity, but also includes the
fear that choices are irrevocable. Two forces push upon us—one is to build a firm, -
safe structure for the future by making strong commitments and the other is to explore
and expenment and keep flexible as to eommltments

3} The Catch—Thirties: Approaching the age of thlrty is a time in whleh life
commitments are made, broken or renewed. It may mean setting towards a new phase
or calming down of 1deahst1c dreams to realistic goals. Commitments are changed or
they are deepened, There is change turmoil, and often an urge to be out of the

routine.
|

4) The Deadline Decade: The ten years between the age of thirty—fi\_re and forty-five
represent a crossroad. This ‘period is characterized by a re-examination-o‘f one’s
purposes and how the resources will be spent from now on.

5)- Renewal or Resignation: The mid-forties bring a penod of stability. The mdmdual '
‘who can find a purpose and direction upon which to continue building 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 . : : I
- 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 resuliting in
behavioural patterns quite different from his or her environment.

' Maturation Theory: Chris Argyris has postulated a maturation theory of personaltty
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 cornplex1ty Healthy mdmduals tend to move from 1mmatunty to
maturity: : .
1) From being passive to engaging in_inereasin‘g activity. -
,'2) From dependence on others to independence. )
3) From having few ways to behave t6 posséss many alternatives,
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410 ATTITUDES

4) From having.shallow interests to developing deeper interests. -

. 5) From having a short time perspectfye to having a longer time perspective.

6) From being in a subordinate position to viewing oneself as equal or superior. '

7) ‘From lack of awareness o1 oneself to awareness of oneself.

According to Argyris, healthy people will show the behaviours of matuﬁty while -
unhealthy people tend to demonstrate childlike immature _bc,haiviourj‘. Further,
Argyris argues that most organisations tend to treat their emplbycesrlik_e'children,

.making them dependent.

The Manager who understands personality development is better ableto 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.

4.9 IMPORTANCE OF PERSONALITY

Understanding of personality is very important because by determiLing what
characteristics will make for effective job performance, it can aid in personnel
selections; by increasing understanding of how persopality and job characteristics
-interact it can result in better hiring, transfer and pro-motionudecisjms, and by
providing insights into personality development it can help to anticipate, recognize

_ and prevent the operationalising of costly defenses by organisational members.

There are certain'procedurés by which personality can be predicteI :
1) ‘Rating Scales’ from peers or {riends help in predicting behaviour.

2) ‘Experimental procedures’ which help in the assessment of some characteristics of
person. ' :

3) With the help of a ‘Questionnaire’ one can assess behaviour of the other, provided
the answers are genuine. ' :

4) Projective Tests like Thematic Apperception Test, Rorsc}iach’s JInk-Blot test help -

in predicting the personality of an individual,

These measurements help ineffectiveness of the organisation.

Attitudes are a way of responding either favourably or unfavourably to objects,
persons, concepts ete. They are evaluative statements. They reﬂe$t how one feels
about something. Attitudes are related to behaviour. Itis an unidimensional 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 bé observed in three ways: 1) Direct L:periencc with

the person or situation. 2) Assaciation with other similar persons or situations.

3) Learning from others about thicr association with the person or situation. ‘Direct
experience’ is the concrete experierice stage of learning. Associailon 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
attitudeés are formed during the carly years of life. According t:ﬁrikson, a basic life
attitude of trust or mistrust occurs during infancy. . : o oo
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If a child’s basic needs are met in a loving manner, the child wili develop a sense of - Understanding Human Behaviow
trust otherwise a sense of mistrust develops. The child also-develops a sense of ' o

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

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

ways in which behaviour affects attitudes. :

4,11 ATTITUDES AND ORGANISATION

!

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

I

JTob satisfaction refers to an individual's general 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 participates in it and considers his performance important to. his self-worth.

Organisational commitment is an orientation toward the organisation in terms of
‘oyalty, 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 interested only in understanding the attitudes of people, but
also in charging them. Since attitudes are learned they can be changed, Persuasive
communications are used to change attitudes, But attitudes arc slow to change
Because they are based on deep-seated beliefs and values.

4.12 VALUES

Values are encompassing concepts. American Management Association indicated
that values are at the core of personahty, and that they are a powerfu' tllough silent
force affecting behavnnur

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 ‘nanagers understand the values .
underlying that behaviour. -

-Rokeach (1973) “values represent basic convictions that a specific mode of conduct or
. end-state of existence is personally or soc1ally preferabie to an opposite or converse
miode of conduct or end-state of existence.”

Rokeach has divided values into two broad categories: “Terminal values’ relate to ends
to be achieved ¢.g. comfortable life, family security, self-respect and sense of
accomplishment. ‘Instrumental values’ relate to means for achieving desired ends,
.g. ambition, courage, honesty and imagination. Terrinal values reflect what a
person is ultimately striving to achieve, whcreas instrumental values reflect how the
person gets there. -

Values are so embedded that it can be mferred from people’s bchavmur and their -
perception, personality and motwatmn They generally influence behaviour. They are
relatively stable and enduring, ThlS is because the way in which they are originally
learned. : ' | |

Allport (1951) identified six types of valises.

1) Theoretical — Places high 1mportance on the dlscovery of truth through a critical
and rational appreoach. :

.2) Economic — Emphasises the usetul 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. 1
5) Political — Places emphasis on acquisition of power ahd influence.
6) Religious — Conceérned with the unity of experience arid understanding of the _
. cosmos as a whole. ' A

People in different o_k:cupations place different importance on the six value types,

The knO\.wled'ge'tlflat people h?ve different types of values has led a few of the more
Progresswcly managed orgamsationg to initiate efforts to itli.pro\mla the values—job fit
in order to enhance employee performance and satisfactioni. Texas Instruments for

: instapc‘e,' has. develope(.i a programme to diagnose different value types and to match
pwopeity these types with appropriate work environments within thesr company.

Some individuals, for example, are classified as “tribalistic”™ — people who want

- strong, directive leadership from their bosses; some are “egocentric”’ desiring
individual responsibilities and wanting to work as lovers in an cntfcpi’cneu:ial style;

some are “sociocentric” seeking primarily the social relatioiship 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
variety of work that needs to be done. in his organisation is great enough-to
accommodate these different types of work personalities in'such a manner that an
individual and organisational goals are fused.

-

VALUES AND ATTITUDES
: ,dlrg.auisations play a majdr'fa&or_in peoplé‘s tives and it has a sigﬁiﬁcapt impaét on
people’s personality, values and attitudes. Socialisation is the process by which an
individual adapts himself to the working environment and gains foyalty and.

413 SOCIALISATIONS INFLUENCE ON PERSONALITY, .

“commitment to an organisation. Through this process, a'person learns the goals of the
‘organisation, the means to achieve those goals, an employee’s responsibilities and

aécepted ways of behaving in the organisation. In addition, the person learns the

_ organisations attitudes and valiies. As the person becomes socialised inthe |

organisation, there is also & tendency to adopt to the attitddes and values of the

- organisation. Thus, the organisation influences the personality values and attitudes of

an-individual. . . ‘

Stages of Socialisation o : :
1) Prearrival Stage: Individuals develop preconceived notions about an organisation
‘based on previous education, work experiences and ‘contacts with organisation

. . . -l .

members.

2) Encounter with the Organisation: A person’s initial orientation, training and
experiences. with other employees who-exhibit the accepted attitudes in the o
organisation all influence-and change the person. 1 ’

3) Change of the Person and  Acquisition of the new a_ttituiles' and values: When h

person works in a company, he or she gradually learns what is expected and begins to
develop a new personality that is consistent with the brganisatjfn depending, the

. person works for sometime in the same organisation.

Sodiélisation process is not limited to the entry point in an organisation Rather, it is

.. a continuous process throughout person’s career path.

" Socialisation occiirs every time employees make a move iz an organisation. As people

move vertically up the organisations hierarchy, they encounter different norms, values
and attitudes. At the entry stage, employees must assimilate thc;re new factors if they

are to be successful, and the potential is there for an altératio ; i their personality.
_Eccnomic conditions, competitions 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| alier personalities. ~
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4.14 SCHEIN S_()_CIALISATION MODEL

Schein identified three ways in which individuals respond to the socialisation foru,s of
the OIgdeE]tIOIl and thus exert influence on their own personalltlec

1) Rebelhon. The new employee could attempt to fight the organisation. The result
might be dismissal, or change in the orgdmsanon or change in the person (reg.:u dless
of whether the individual wins or loses).

2) Creative individualism: Where an employee accepts the organisation’s values and '

attitudes which are important and rejects the others. The employee vses a
combination of personal and organisational values in relation to the organisation.

3} Conform: A person could simply conform to the organisational forces and exert
very little influcnce on the organisation.

Thus socialisation is a process that exerts influehce loward changing a personality. But
previous socialisation, learning and attitude formation create forces that aperate to
maintain personality as a cotisistent type. Perceptual process filters socialisation forces
in an attempt to maintain consistenicy between people’s surroundings and their °
selt-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 because it relates directly to work organisation.

4.15 SUMMARY

From this unit, it was learnt that undsrstanding human behaviour is esseatial Tor an
effective manager, as it facilitates 1o achieve organisational goals better. The reasons
for individual dlfrerenccs and approaches of understanding human behaviour are
explained. g

It was understood from this unit, that attitudes are opinions about things. Values
represent deep-seated standard bv which people evaluate their world, The past plays
an 1mportant role in the development of attitudes and values. Persenality is the.result
of person’s experiences and genetic influences. Approaches, theories and
determinants of personality were explained. Finally the process of socialisation in an
oiganisation that alters one’s personality, valucs and attitudes was discussed.

4.16 SELF-ASSESSMENT TEST

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

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

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

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

0

-

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

7)- Why are the first three stages of Erikson's model of personality so crucial to
_Jong-term personality development? How do the crises of these three stages relate
‘1o the crises of the remaining stages?

g

—

Describe locus of control, “*Machiavellianism™ and typc A or B .as-types of
personahty
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Inira Personal Processes 9} Describe the difference between typc and trait approaches.

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

11} Deseribe socialisation processes and explain how: it influences personality.
attitudes and values.

4.17 FURTHER READINGS |

Harlow/Hamke, 1975: Behaviour in Organisations Text, Readings and Cases, Litile,.
Brown and Company- v ‘T

Terrence R. Mitchell, 1982; ‘Peaple in Organisations’, McGraw-Hill International
Book Compaiy.
Randolph, Black Bown, 1989; Managing Organisational Belraviouy, Richard D. Irwin,
{itc.

Stephen P. Robbins, 1985: Organisational Behaviaur, Cbncept;:, Controversies and
Applications, Prentice Hall of India Private Limited, New Delhi’

Terrence R. Mitchell, 1983; People in Organisations, An Introduction to Organisa-
tional Behaviour, McGraw Hill International Book Company. .

The Myers-Briggs Type Indicator (Consulting psychologists Prer, Palo Atto, Cal.,
1962) is a very popular instrament for Jungian types. Please Understand Me by David
Keirscy (Prometheus Nemesis Book, Del, Mar, Cal, USA, 1978)is a good simple
introduction to Jungian types based on Keirsey Tenyperament Siartex (70 item-pair

comparison questionnaire).

Usha Haley and S.A. Stumpf.in “Cognitive trails in Strategic decision making’™
(Journal of Management Studies, 1989, 26, 477-497) have discussed what Heuristics
_the four Jungian types use to gather data, and to generate and valuate alternatives.
Also the four types use different cognitive trails, and can consequently fall prey to

biases that lurk in these trails. The heuristics of biases of the four personatlity are:

Type ileuristics Biases

STs-  Anchorny Functional fixedness and regularity and structure
NTs - Perseverance Positivity and representativeness

5Fs Availability Social-desirabitity and fundamentpl attribution
NFs - - Vividness Reasoning-by-analogy and illusory-correlation.
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UNIT5 LEARNING

;

Objectives

After going through this unit, you should be able to; .
& recognize that learning can take place i several waiys g
® appreciate the role of reinforcement in learning

# recognize the conditions under which changes in behaviour take place.:_

' Structure

5.1 Introduction

5.2 What is Learning?

3.3 'Learning Processes '

5.4 Reinforcement

5.5 The Role of Punishment

5.6 Changm g Behaviour Effectwely
5.7 Summary

5.8 Self-assesdment Test

5.9 Further Readings -

5.1 INTRODUCTION

Asa person, working with other people, you will often face the problein of generating
change. This change may be as simple as training a new member of a team to perform

a job correctly. It may have to do with a much more complex situation like
absentesism or poor productivity, There are probably two ways vou can apnroach.
these situations, Either people can be asked to think things over, explanations can be
given o them and gradually their attitudes can be changed. This' may work but’a lot
of research indicates that changing the behaviour directly would also work, perhaps .
better. This. chapter deals with the latter approach typlfled in phrases like ‘the carrot
and stick policy’, ‘spare the rod and spoil the child’. =

5,2 WHAT I'S LEARNING?

In fact learnmg is quite mmply 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 experiencé are examples of learning. According to some
“psychologists, almost'all our capacities, habits, likes and dislikes, even our total
_ personality-s primarily learned. Obviously, itis difficult 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 so;much of human behaviour can be accounted for in terms of
learning. But it will be wmthwhlle to remember that: :

. only those changes caused by experience are cons1dered to be cases of Ie'lrmng

® practice is necessary for Iearnmg (1t is howevcr not sufﬂcwnt for l(.arnmg to take
place). . : :

Although the defi: aition daes not make it explicit, learning is also linked to twoother -
. very impértant concepts motivationand remforcemem Much of the discussion in this
- chapter will be concerned with the way thesc pr6ceases~m:er.u,t and mﬂuence LdCh _

" other.
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5.3 LEARNING PROCESSES _

One reason why so many different kinds of events are 'ex_plainéble in terms of learning,
is that there are at least two different processes by which learning takes place. These

.proccssés are referred to as Classical Conditioning and Operant o1 Insfrumental

Learning. Another importarit distinction is between Simple and Complex learning.
Whilie both Instrumental and Classical Conditioning are cases of the former, Complex

- Jearning includes Cognitive Learning and Modelling. Before discussing how
_behaviour can be changed in organizations, it is necessary to understa
processes work and in what ways they differ from each other. -

a) Classical Conditioning: Working in Russia, in 1902, Ivan Paviov, a physiologist

discovered that the dog bie was experimenting upon, did not salivate only when it was

given food, but also when it heard the sound of a 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 Paviov, the neutral stimulus
(bell) got paired with the uncenditioned stimulus (food), resulting in a learned -
(conditioned) response of salivation to the new conditioned stimulus {beli}. The
situation before and after conditioning is represented in Fig. [ tielow:

Figure b Classicnl Conditionkug

Befare Conditioning : ) After Conditioning
UCS — UCR ‘ UCs— UCR :
(Food) - (Salivation) : {Food)} - {Salitation)
] S N {Bel)) - {Salivation)
(Bell) . Neutral Stimulus— No Respanse - (CS = CR)

The problem with the example discussed above is that the whole progess of learning
has to be initiated from outside. Since the bell did ring before the foodcame, pairing.
tcok place. The dog had no part to play in it. This model can therefore explain very
few aspects of our behaviour.. ' ' '

-b) Operant Learning: Quite another process was described by'the Harvard
psychologist?, Skinner. Here, every response is followed by a conseguence and the
consequence determines whether the response will be repeated or not. In Skinner's
typical experiments, a pigeon could be trained topress a lever by giving it a food pellet

each time the lever was pressed, Of course, the first time the lever would usually be’

* pressed by accident. Gradually as cach response was followed!by fopd, the tendency

to press the lever increased. -

Figure I1: Opernﬁl Learning

§— — R - - Consequence;
© (Voluntary Behaviour) - (Food Pellet}

Both Classical Conditioning and Operant Learning involve the learning of simple
stimulus-fesponse 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 seguences can be learned. One learned response can
pecome a stimulus for a subsequent one, generating a new response (5;—-R,, Ri. Ry,
-Ry, etc): . ' : : -

¢) Cognitive Learning and Modelling: Some psychologists beljleire"na_t neither of the
processes mentioned above can explain all the learning that takes place.

Operant learning takes  lot of time. First of all the right behaviour has to be .,

. produced. Then it needs to be rewarded. Only when the same response has been

rewarded several times does the change become effective. Ofice again, it seems
unlikely that all learning could bé explained in this manner. In fac{, 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 t reach abanana
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“ying outside a cage. the monkey would have an experience of * insight Without much’

prior exposure, the monkey would suddenly join the sticks together and pull the -
banana inside. This kind of learning takés place inside the mind, It is like fitting two
bits of a jigsaw puzzte together. Reinforcement simply plays the part of strengthening,
the response, it does not actually cause learning, The principle involved here is
perceptual reorganization, i.¢., putting bits of information you have together in a new
way. 1Th]s kind of learning is probably very 1mp0rtdnt in changing attitudes towards
people .

In Modelling, learning takes pIace 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 heips in taking on new
roles. A person who has been promoted to a new position may, at least initiaHy,
unconsciously imitate some of the behaviour of his predecessor. However, only those -
-people will be chosen as models who seem to have power, control resolirees, arid are
seen to be giving direct or indirect reward for their béhaviour. The presence of models
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 leard to come late or display temper tantrums if someone senior to them

behaves in this manner. Emotional responses ar¢ picked up particularly fast by this’
method.

5.4 REINFORCEMENT 3

. One process that has not been directly mentioned so far is reinforcement, However,
all the smiles, food, consequences that have been mentioned arg remforcmg
Reinforcement or RF is defined as any event that alters the probablllty of occurrerice
of a respense. If the consequence following a particular event is positive, it will be
repeated. If the consequence is negative, it is less likely to be repeated.

To po back to a situation you are likely to face in.an organization; you may find that
a new member .has joined your team and is working very enthusiastically. An
encouraging remark is likely to act as a reward and his participation will probably
remain enthusiastic. On the other hand, you may impose a penalty for some
undesirable behaviour such as coming late. 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 general]y
foliows it. A person may be avoiding his work-place simply because lie 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 reinforcement. A reduction in pay, a

. shortening of lunch hour, both sources of reward, would act as a negative reinforcer.
Another interesting effect is seen when ‘good’ behaviour is continued to avoid
pumshment nypxcally, we come on time tp avoid being repnmanded

'Figure I: Types of Reinforcenient Stralegies

Ohbjective __ Strategy -

_VTo increasc the ' Paositive Reinforcement
rate of desirable = ’
behaviours -

Beinforcemcm _ Co Mepative Reinforcement
‘Through - e
Behaviour ) — : —
Modification : Extinction
Todecrease the . | {Non-Reinforcement)
rate of undesirabie ™ . :
behaviolirs
l’unh-_"""
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When a previously reinforced behaviour is not reinforced for a long period 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 iis 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 forgotien. However, in a new situation where the RF is dgain being
provided, they are likely to bounce back. -

Secondary Reinforcement: For adults, most reinforcers are in themselves learned.
An important example is money. Unlike food which is linked to a physical need,
money becomes rewarding because other desirable things can be attainzd through it.

-Similarly status, approval, power efc. are alt reinforcing in an indirect manner.

Schedules of Reinforcement: Any analysis of rouiine interactions shows that
reinforcement is not usually provided in & consistent 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 ¢lassified into two types-—continucus, and intermittent. In
continuous reinforcement schedule, behaviour is reinforced every time. In an

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

cases of intermiittent scheduling, there is little relationship between the occurrence of
a response and a reinforcement. Yet, reinforcement is obtained cnough to make the
behaviour worthwhile. An example of the former is not very easy o find amongst
human beings. It is sometimes used in training pets where each time the dog brings
the newspaper you give him a biscuit. Payment on flat one is to one piece-rate basis
is another example. An cxtreme case of intermittent RF often cited, is the examphe of
gambling. Siice'there'is no relationship between the occurrence of R and RF, this
kind of schedule leads to rasponses that are very difficult to extinguish.

. Interval or Ratio schedules can be of Fixed or Variable type. Ratio schedules d'epén'd

pn the number of responses made by the subject. Interval schedules, on the other,
hand, depend on the amount of time since. the last reinforcement. The person is
reinforced the first time he makes an appropriate response, after time interval has
passed. : ' ) '

Skinner’s description of these schedules of RF has been of tremendous importance in
changing behaviour. Each reinforcement schedule is expected 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 work cut to one reward for four responses. Howéver, the
two of these reinforcements may come in the first ten responses and the remaining
two may comie 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 2 weekly or monthly basis are examples of this schedule.
On the other hand, a honus 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 sehedules and their effects on behaviour, As you ¢an see, continuous -

" reinforeement is importaat for learning new responses. It establishes a link between’

the response and the reinforcer but should not be used for a long period. of time
because it causes saliation 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 intervat schedules. Part of the effectiveness of such a schedule lies in the fact

that mueetinig demiunds ixso rewirding. The higher the output, the greater thereward.
Both the varable sehedules also produge reaponses that are difficult to extinguish. 1
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the variabte ratio schedule, e.p., the salesman knows that reinforcement will come,’
even if after a considerable number of responses has béen made. The frequency of
responses is high here and very resistant o extinction. But new responses can not be
taught by this method. '

Figure IV: Schedules of reinforcement and fiveir .effecls

Schedule Description ) - Effects Responding

Continuous Reinforce foliows (1) Steady high rate of performance as long as reinforce-
' ment continues to follow every respanse.
(2) High frequency of reinforcement may lead to early
satiation i
(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 highfréquencies of responding

follow every response (2} Low frequency of reinforcement precludes carly

: satiation. s )
(3) Appropriate for stable or high-frequency responses.
Fixed ratio A fined number of re- (1) A fixed ratio of §:1 {reinforeement occurs after
. ‘sponses must be emit- every response) is the same as a cantinuouns schedule.

ted before reinforce- (2} Tends to produce a high rate of response which is

ment occurs. vigordus and steady,
Variable ratio A varying or tandom (1) Capableof producing a high rate of response which
{(VR) numbcr of responses is vigorous, steady, and resistant to extinction.

) must be emitted he- i :

fore reinforcement

occurs.
Fixed interval The first response {1} Produces, an uneven response pattern varying from
(FI) after a specific period avery slow, unenergetic response immediately

of time has elapsed is following reinforce to a very fast, vigorous response

reinforced immediately preceding reinforcement. :
Variable interval The first response (1) Tends to produce a high rate of 1esponse which is
(vD) after varying or random ~ vigerous, steady and resistant te extinction.

periods of time have
elapsed is reinforced.

Source: From Organizational Behaviour Modification, p..51 by Fred Luthans and Rober Kreitner.
Copyright & 1975 by Scett Foresman and Company.

Fixed interval schedules are applied regardless of the 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 hard work. Variable interval schedules produce much
higher rates of response and are more resistant io 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 schadules because the

reinforcement is contingent upon the response.
LY

c) Variable schedules generate responses, that are mote difficult to extinguish.

But:
-a) Some coniinuous RF {monthiy salary) is necessary to reduce anxiety.

b) A fixed ratio schedule is administratively easier to handle than a variable schedule.

¢) Somewhat different principies may apply for punishment.

To ensure maximum effectiveness, reinforcement schedules must be worked out
keeping the specific needs of the organization as well as the employecs. 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.

Learning
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55 THE ROLE OF PUNISHMENT |

Adthough it is widely known that punishment is ar effective way of changing
behaviour, it is less talked of than reward. There are two irnponlL_mt reasons for this.
First, the use of punishment has ethical implications. ]t connotes wanting 1o harm or

"hurt someone and has thercfore become somewhat unmentionawle. Secondly,

although it is the inverse of reward, it functions in a much more complicated way.
Solomon has pointed out the conditions uader which punishment is most effective. To
use punishment effectively it must be: ) ‘

s upplied belore the undasirable behaviour has become very well learnt
& fairly intense ' ‘
e foliowed immediately after the undesirable behaviour

8 specific to u particular act. It should never be vague and gen*ral, applying to the
entite person :

& consistent acTass persons ) ‘
a gpplied everytime the act octurs
e accompanied by reward for the desired behaviour. ‘

A look at the list given above, indicates why punishment ofterr does not work. In the
first place, most of us have been taught to be patient and punish only when it is
absolutely necessary. By this time, according to Soiomon's suggestions, the
behaviour has been well entrenched. It is also more likely that' a mild punishmenst
would be uscd for a long time before switching to a more intense punishment.
Research shows that mild punishiment is stimulating. It may €ven act as a positive
reinforcement. If a worker takes leave too often, a mild reprimand may sticngthen
this behaviour. He is getting attention from the boss and not re%ﬂly losing anything. It
is easy to sec that other conditions are-also not met. Punishment does not follow
immediately after the act, it is usually very gencrally and in_cj-nsisténtly applied.

There are two significant etfects of punishment that should be mentioned here. it is
the act and not the person who should be punished. Statements like I cannot stand the
way you behave are responscs to the entire person. They areTunspec:iﬁc and do not
point out to the person what behaviour hie needs to change. In contrast a specific
statement of disapproval to-a specific behaviour (smoking in a piace where
combustible material is present, drinking coffee during working hours) is likely to be
effective. In fact, research 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 appropria’te behaviour. A person
who has been given a wage cut or forced to take casual leave (punishment) for commg
late could be given a sinall increase in pay (reward) for arriving punctually every day
for a month. Fot the same reasen a generally warm approach (positive reinforcement)

. accompanied by puniskmerd for specific acts is likely to be effective.

Another problem that may arise in using punishraent is that the person who punishes
may feel guilty. To compensate for this, he will often fotlow the punishment with a
non-contingent reward {a reward unrelated to a specific ‘pehaviour). 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~ ' : ' '

Obviously, then, punishment is effective, only when all its effects are known. Since its
cunsequences can be deleterious, it is perhaps better ta use pdsitive reinforcement to
shape behaviour in the corrert direction and use punishment(lnly todirect behaviour.
Since it can breed mistrust and anxiety, it is likely to be damaging within an

organizational context unless applied with great caution.- ‘ _

Al the processcs discussed above are a part of the process of shaping. Behaviour is
shaped by systcmaticatly feinforcing each successive siep that moves the individual
closer to the desired goal. The concept specifies that behaviour can be changed

_ graduatly by rewarding those responses that come close to it. To shape behaviour
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effectively:

® the target must be clearly defined. The specific behaviour to be changed should be
made explicit. For example, managers may be stressing the neéd for copperative
behaviour but unwittingly provide rewards for competitive behaviour.

® performance goals must be set

e 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 givenrsome answers, but questions certainly
remain. Learning theories have been criticised for the passive view they take of human
beings, making thetn 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 50
against hiis ‘will’, simply by changing reinforcement patterns.

The answer is that some changes would certainly come about by the use of the
techniques of behaviour modification. However, certain complex problems exist. As
you may have sensed by now, people carry histories of reinforcement within them. To
determine which reinforcement wili act on which individual requires an understanding
of this history. There is an obvious link between fearning and maotivation. Status may *
be positively reinforcing for those with high needs for achievement and power, but to
the person who seeks security and does not want to také risks, it can be a source of
anxiety and something to be avoided. An insensitive use of behaviour modification
techniques, is, therefore likely to be unsuccessful.

Linked to the question of motivation is that of goals. Procedures for generating
change are likely to be cffective only where the goals of the majority of individuals
concerned, and the organization are compatible. This is where the more complex
forms of learning are likely to come into play. Has the organization been successtul in
socializing its members into the prevailing culture? Do they identify with their
leaders? Principles of perceptual reorganization may be used to change basic
attitudes. The manager is likely to play an important role by displaying appropriate
behaviour, If he comes on time, scems involved and uses rewards and pumshmcm
procedures in a just manner, he is likely to be emu]atr:d '

5.7 SUMMARY

Learning is defined as a 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 invelves the pairing of a neutral
stimulus with an unconditioned stimulus, resulting in the formation of a conditioned
response. in Operant Learning, 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 positicn of
authority.

Reinforcement plays a crucial role in learning. Reinforcement includes both reward
and punishment. The use of rewards and punishments to 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 1o extinction. In general, variable schedules are more effective than
continuous ones. Punishment too is a major 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 |

- 4) TIs the use of reinforcemént sufficient to change behaviour effectively

Learning procedures are more likely to be effective when :appliJln by a model whose
behaviour is desirable. The compatibility between organizational go. s and individual

goals as well as the differing motivation amongst individuals nceis to be remembered
while administeting reiforcement. :

1) Frescribe the basic processes by which learning takes place.

2) How can reinfdrcemen't be used td_ generate changes in behkwiour?

3) What factors should be considered whei using punishment fé: Behaviour
Modification? ‘ .

?

5) The Manager of a branch of a large bank has received g erous complaints that .

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

as 30 minutes. This causes great inconvenience to clients. Recently, the manager .
has noticed a decline in business and warits to develap a pyogramme in order to

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

5.9 FURTHER READINGS o

Hilgard, E.R., and G.H. Bower, 1975; Theories of Learningi 4th ed. Englewood

" ~Cliffs, N.J.: Prentice Hall.

Stephen P. Robbins,. 1988; Oéganisatioﬁat B.ehaviour:’Concep_m,'. Controversies and
Applications, Prentice-Hall. S o
Morg_hn & King, 1987; Introduction to P.s‘ycho'logy, Tata McGraw Hill.
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UNIT 6_ PERCEPTION.

~ Objectives

After going through this unit 'ybu s_‘hould be able to understand: .
® the meaning of Perception . '
. ® factors influencing Perceﬁtion_

® importance of understanding Perceptions in an organisation”

Struciure

6.1 Introduction :

6.2 Mechanisms of Perception’

- 6.3 Aitribution Theory

6.4 Factors Influencing Perceptlon

6.5 Interpersonal Perception

6.6 Perception and its Appllcatmn 1n Orgamsatlons
6.7 Summary

6.8 Self-assessment Test

6.9 Further Readings

6.1 INTRODUCTION

Pereeption can be defined as a process by which individuals erganise and interpret
‘their sensory impression in order to give meaning to their environment. One of the
important cognitive factors of human behaviour is perception. It is cssentlally a
psychological process. Percepnon is the process whereby people select, organise and
mterpret sensory stimulations into meaningful information about their work

- environment. There can be no behaviour without perzeption and percepuon lies at the
base of every individual behaviour.

What is Perception?

Perception is the intellectual process by which a person ‘acquires the information from
the environment, orgamse it and obtain the meanmg from it. Perception basically
refers to the manner in which a person experiences the World. Parception is “the
-process by which people organise, interpret, experience process and use stimulus
materials i in the environment so that they satisfy their needs”. :

Perceptual Process
Perceptual inputs are first received, then proccsscd by the perceiver and the resultant

output becomes the base of the behaviour.
: Ptrceplual Process

~ Organisation. '
Inputs . ; / \ J'—-—---!- Outputs
Information I——— ~— > Selection lntgrpretatmn " Behaviour, actions
obijects, events C ' attitudes, beIicfﬁ_,
people ete. . feelings etc.

The modei has four variablcS'
Inputs: Perceived mputs are the objects, events, people etc. that are recewed by the
preceiver. .

Process: The received inputs are pmcesses through the selectlon orgamsatlon and
interpretation.

Outputs: Through the processing mechanism, the output is derived. These outputs
may be feelings, actions, attitudes etc. . .
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Behaviour: Bchaviour is dependent on these perceived outputs, The Pereeiver's
behaviour, inturn, generates responses from the perceived and these rt!s’.ponses give
rise 10 a new set of inputs. -~ : ' |

6.2 MECHANISMS OF PERCEPTION |

“The mechanisms of perception are selection, organisation and interprgtation.

Perceputal selection takes account ‘of only those stimuli that are relev nt and-
appropriate for an individual. Perceptual organisation is concerned with shaping the
perceived inputs and converting them into a meaningful shape or form. The final
mechanism—pereeptual interpretation, deals with inference from observed meaning
from the perceived events or objecs. From it.emerges the resultant pehaviour of =
individual. : ' '

1) Selection: Individuals will not be able to assimilate all they observe so they engage
in selectivity. Selection is.the fundamental step in pereeptual pro#‘ess. Individuals
collect bits and pieces of information, nat randomly, but selectively depending on
the interests, background experience, attitudes of the perceiver. '

Dearborn and Simon performed perceptual study in a steel company in which
twenty-three business exccutives were studied about their perceptions of the .
organisation and their most important problems. They were six s les; five
‘production, four finance and eight miscellaneous managers. All were asked to
identify the major problem confronting the company. The result isthat virtually alt
of the managers identified as the most central problem closely relaL’id to their own
speciality. - ‘ '
Thus people sclectively perceive what is most important for ther*1 in a particular
~situation. L '

Selective perception involves two psychological principles: ‘ ,

a) Figure Ground Principle: In the field of perception certain factors are
considered significant and give a meaning to the person, and‘ certain others
which are whether, unimportant.for a person or cannot. be studied are left: as
“insignificant. The meaningful and significant portion is called the “figure™ and
the insignificant or meaningless portion is labelled as ‘”grour*d".‘

b) Relevancy: Relevancy is one important criterion for selcctivF percepfion,
People selectively perceive things that are relevant to their 1‘1eeds and desires.

2) Orpanisation: The perceived inputs (incoming stimuli} are organised into
meaningful pictures to the perceiver.Organising the information that is incoming
“into a meaningful whole is called “organisation”. This process is also labelled as
“gestalt procéss™. Gestalt-is a German word meaning *'to org nise”” . There arc
different ways by which people organise the perceived inputs, pbjects, events for
¢.g. grouping, closure and simplification. :

a) Grouping: Grouping is possible depending on the similaritif or prbximity. The
tendency to group people or things that appear to be similar i certain ways,
but not in all, is @ common means of organising the perceﬁrlion&

b} Closure: People when faced with incomplete information have a tendency to fill
the gaps thems lves to make it more meaningful. The tendency to form a
complete message 18 known as “Closure™. ‘

<) Simplification: Whenever people are overloaded with information they try to
simplify it 1o make it more meaningful and understandable. Simplificaton
occurs when the perceiver subtracts Jess salient information and concentrates -
an important one. '

 3) Interpretation : The third and most important mecharism of percepiion is
interpretation. Without the interpretation. it does not make any sense.
Interpretation is subjective and judgmental process, In organisation, interprctation
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is influenced by many factors such as. the halo effect stereotyping, attnbunon
impression and inference. :

a) Halo effect: It is the process of using a single trait of individual.an.d drawing a

general impression about him. It has an important implication for eyéluating
employees in an organisation. Those employees with certain features are rated
highly cn other characteristics also. But halo effect leads to negatwe effects
also. They are more often right than wrong. :

b

—

Stereoiyping: Judging people on the basis of the characteristics of the group to -
which they belong is called “stereotyping”. The word stereotype was first

‘applied by Walter Lippmann to perception. It was basically applicd 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 stereotyping 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 partlcu}ar group. It is also a major source
of social and racial bias.

) Attribution: When people give cause and effect explanation to their behaviour
it is known as attribution. Perception is distorted sometimes by the efforts of
the perceiver to atiribute a causai explanation to an outcome. There'is a
tendency for the individuals to attribute their own behaviour to situational
requirements but explain the behaviour of others by their personal dispositions.

d

—

Impression: People often form impression of others.on the first sight. Even
before knowing any of their personality trzits they start having impressions and
assess. This somectimes leads to perceptual distortion.

¢} Inference: There is a growing tendency on the part of people to judge others on
limited information, For example an emplovee might. be sitting at his desk
throughout the working hours without doing anything but it is :n!urrud that he
is hardworking. :

6.3 ATTRIBUTION THEORY

Adtribution relates to the way people try to understand the betiavious of others. The
main issue revolves around whether one atiributes the cause of a behaviour to internal
or external causes. Research by Kelley has suggested that people focus on three major
factors in making their attributiods: (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 similar to the perceived person. “Consistency™
is the extent to which the perceived person behaves in the same manner on othér

occasions when faced with the same situation. “Distinctiveness™ is the extent to whu.h

* the perceived person acts in the same manner 0 differeat situations,

When there is high consensus, high consistency and high distinctiveness, people tend
to attribute behaviour to external 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 pucuptmns and prut.nt and future
events will have an impact.
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_ " Figure IV: The Attribution Process
titra Personal Processes - ' | ‘

Consensus is high

. (other persons act in'thq S r
same way) \J

Attribution to‘ext&rnal

Distinqiivencss is high - ) causes (this person’s
{(this person acts differenily — behaviour is perceived
in vther situations} . ’ . as slemming primarily

from éxternal factors)

. ) N :
Consensus is low / ‘
{other persons zcts differently) : ‘

at other times)

Consensus is Jow (other

- PETSONS acts ditferently) \ - ‘

Attribution to internal
causes

" Distinctiveness is low

“(this person acts in the i, A R )
( PeTsol b (this person 'Jr behaviom
same way in other ] : . .

. . ; is perceived as stemming
situafionsy

: primarity from internal
Consistency is high / mcmrs) ‘

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

Adapted from R.A. Baron, Behdviour in Orgam’saﬁans. 2nd Ed. Bosten: Allyn & Bacon 1986, p- 115

. B
6.4 FACTORS INFLUENCING PERCEPTION

The factors that influence perceptual mechanism are of two kinds—‘intcrnai and
t,xterndl '

1) lnternal factors: The internal factors are the needs, desires of mJ:lmduaIs
individual personality and the experience of people.

a) Needs and desires: Depending on the needs and desires of an‘ individual, the
perception varies.

b) Personality: Individual personahty is another internal factor What has 2
profound influence or perceived behuviour for example;

1) securc.individuals tend to perceive others as warm, not C(‘[:ld,
2) throughout individuals do not expose by expressmg extreme judgments of
uthers,

3) persons whe aceept themselves and have faith in their mleldualily perceive
things favourably,

4) self-accepting individuals perceive'tht:rnselves as liked, waI]thed and accepted
by others.
¢) Experience: Experience and k_ﬁo_wledge has hasis on perceptjon. Successful

expericnces enhance and boost the pereeptive ability and lead to accuracy in
perception of a person'whereas failure erodes self-confidence.

2) External {exogenouns) factors: The external factors which in'ﬂ'uerii:e the perception
are size, intensity, frequency, status ete.

a) Size: The bigger the size of the perceived stimufus, the higher r'; the probability
that it is‘perceived. Size attracts the attention of an individual. It establishes
dominance and enhances perceptual selection.

b) Intensity: Intensity attracts to increase the sclective PcrceptiLn.

¢} Frequency: Repeated external stimulus is more attention — gttracting than a
single time. :
d) Status: Pe rception is also inftuenced by the status of the perceiver. High status
pel)plt. can exert influgnce on perception of an employee thar1 low status people.
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€} Contrast: Stimuli that contrasts with the surrounding environment ar¢ more
likely to be attention catching than the stimuli that blends in. s

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. L :

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

1) The status of the person perceived will greatly influence other’s perception of him.

2) The person being perceived is usually placed into categories to simplify the
viewer’s perceptual activities. Two comimon categories are status and role,

3) The visible traits of the person will greatly; influence the peréeptic‘m of him.

In order to develop perceptual skills one has to airo_id'pérqeptual distortion, make _

accurate seif-perception, put oneself in another person’s place and create good
impression about oneself. : ‘

6.6 PERCEPTION AND ITS APPLICATION IN

ORGANISATIONS

Peopie in organisations are always assessing others. Managers must appraise their
subordinate’s performance, evaluate how co-workers are 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. o '

Employment Interview: Interviewers make perceptual judgments that are often -
inaccurate. Different interviewers see different things in the same candidate and
arrive at different conclusions about-the applicant. Employment interview is an
important input into the hiring decision, and perceptual factors influence who is hired
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 ar¢ among
the common outcomes. The Performance appraisal 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 cvaluator forms a gencral impression
of an employee’s work. To the degree that managers use subjeciive measures in
appraising employee’s the evaluator perceives to be *good or bad’ employee
characteristics/behaviours will sipnificantly influence the appraisal oufcome.

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

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

silsceptible to perceptual distortions and bias.

Assessing Loyalty: Arother important judgment that managers decide abowt
employecs is whether they are loyal to the organisation.

Perception
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6.7 - SUMMARY L |

Implications of Perception on Performance.and Satisfaction ‘

“Productivity: What individuals perceive from their work situation will influence their

praductivity. More than the situation itself than whéther a jobh is aqtually interesting
or chnllenging is not rélevant. How a manager successfully plans and organises the

“work ot his subordinates and actually helps them in structuring their work is far less
-irportant than how his subordinates perceive nis efforts. Therefore, 1o be able to
-influence productivity,'it is necéssary to assess how workers perceive their jobs.

Absenteeism and Turnover: Absence and Turnover are some of thL reactions io the
individuals perception. Mandgers must understand how each individual interprets his
ioh asd where there is a significant difference between what is seen and what exists -
and try to eliminate the distortions. Faiture to deal with the differences when
individuals perceive the job in negative terms will resultin increasccﬁ absenteeism and

furnover

Job Satisfaction: Job satisfaction is a highly subjective, and feclitig 4f the benefits that

* derive from the job. Clearly his vanable is eritically linked to perception. 1f jobs

satjsfaction is 10 be improved, the worker's perception of the job characteristics,
supervision and the organisation as a whole miust be positive. ‘ '

Understanding the process of perception is important because {lﬂ 1t is unlikely that
4ny person’s definition of reality will be identical to an objective assessment of reality.
(2) 1t is unlikely that two different person’s definition, of reality will be exactly the

“same. (3) Individual perceptions direcily influcnces the behavéou‘r exhibited in a

given situation.

- The impostant fact is that pe.ople who work together often see 1hin¢lgs aimerently, and
this differerice can create problems in their ability to work together effectively.

In order to decrease the crrors involved in perception, one has tjj.ke_ep in mind the
way the perceptual process works. By understanding the process one can do a better
job ai minimizing their negative gffect. Secondly, ane can compf{re one's perception

‘with ether people. if they are representing different backgrounds, cultures or training.

This. may lead to’agrecment oT otherwisc, communications can help to sort out the
ditferences. Thirdly, one should understand other person’s point of view, it may help

-to know when ons is wrong. The point is that one should fisten and undersiand the

other person rather than try to convirce him or her that one is r({ght. Fourthly, one
should be willing to change, when on¢ comes across new information. This wiil
overcome stereotypes, halo effects and percéptual defences. Finafly, one should view
the worid in dynamic terms, because one’s behaviour can zlter the phénomenon that
is the basis for one’s perceptions, so, one must notice the impaci of one’s own o
behaviour. ' '

In shost, it can be said that perceputal skills cun. be enhanced bT:

1) Knowing and perceiving onesclf accurately

.2} Being cmpathic i.e. (0 see a situation as it is experienced by ‘o_thers.

3) Having positive attitudes, which helps in rcduc_:tioh_()f perceptual distortions

4} Enhancing one's sel:f-concepl, which helps in perceiving mﬂ#e accurately.

5) Making a conscious effort to avoid the possible common biases it perception”

0) Coemmunicating with employees.to erase incorrect percéptions
7). Avoiding attributions. |

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

The unit deals with the importance of perceptual process. The|perceptual process
impacts ont many key decisicns that affect empioyees €.g.. interviews, performance-
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appraisals, assessment of effort and loyd'lt'y and attﬁbutlng cause's to specific -~ . . Perception
- oehaviours. Perceptual errors can lead to lower emplayees performdnce low murale
'and an overall reductlon in the orgamsatlons effectweness

6.8 SELF-ASSESSMENT TEST'

1) Perception is more a cogmtlve rather than a sensory process ‘Comment on this
statement. : :

2) Discuss, cmng examples why percepnon is a key factor in rnanagenal
effectlveness :

3) Citing an example, “discuss how can attributions lead you to make'inaccurate
' judgments about others? Are there reinedies for these problems" |

4) What are the most common perceptual errors that you make‘? How do you thmk
you can rectlfy them‘? '

5) Describe an orgamsatmnal situation in whlch a posntwe halo effect can resultinbad -
decision making? .

6) How might perceptual factors be mvolved when an employee receives a poor
perfornlanoe appramal'? ;

7. What is stereotypmg" lee an example of how stcreotypmg can create perceptua.l ’ ' i
dlstomon ' '

6.9 FURTHER READINGS-.
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UNIT 7 STRESS AND COPING |

" . @ understand the dynamics of exccutive stress, both functional anc{, dysfunctional
aspects of stress ' :

Objectives

‘After studying this unit you should be able to:

# understand the nature of and dlfferent types of role stress |

& plan to cope with stress. _ ' |

Structure : |

7.1  What 15 Stress? ' ‘
7.2 Types of Stress _
7.3 Burnout and Rustout : |
7.4 Coping with Stress Co

7.5 Further Readings - ' |

| |
7.1 WHAT IS STRESS? |

The origin of the concept of stress predates antiquity. Selye has defJ.ned stress as: “the
non-specitic response of the body to any demand made upon it”. The concept of stress
has been borrowed from the natural sciences. During the t8th and [9th century, stress
was equated with “force, pressure or strain” exerted up on a material object or person.
which resists these forces and attempts to maintain its original stdte, The use ¢f the
concept in this fashion encouraged phvsicists and engineers into adopting it to suit
their ends. Thus, stress in engineering is known as “‘the ratio of the internal force

brought into play when a substance is disterted 1o the area over which the force act”

The ternt stress has been used variously to refezr to (1) stimulus (e‘x{crnal force acting
on the organism), (23 response {changes in physiological functions}, (3) interaction
{interaction between an external force and the resistance opposed ‘to it, as in biclogy).
and {4) more comprehensive combination of the above factors.

Stress as External l-'urce |

The external force dpproach to the phenomenon of stress focuses on the circemstances
which people experience as stressful. Stress is treated as an independerit variable,
more or less beyond the control of the individual. Accordmg to Weiz the stressful
stimuli are:

& Specd-up information processing . |

® Noxious environmental stimuli

® Perceived threat ' ‘

¢ Disrupted psychological function |

# Isolation and confinement

& Blocking : . ' |
|

Psychological Function |
Stress is considered as a response to a situation which demand% that the individual
adapt i a change physically or psychologically.

56 o

# Group pressures, and

® Frustrations




Proposed the theory of 'Geheral'Adaptatidn Synd_ronief", which states that whenﬁn

_organism is confronted with a threat the general physiological response occufs in three
-stages: A o

Afarm Reaction: The first stage includes an initial “shock phase™ in which’resistance
" is lowered, and a “‘countershock phase” in which defensive mechariisms become

“active.

Alarm Reaction is characterised by AULONOMOUS cxcitabil-_i"tjr; adrenalin discharge;

increased heart rate; muscie tone, and blood content; and gastro-intestinal ulceration. :

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. o :
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 Exhavstion: Adaptation energy is exhausted, signs gf alarm reaction

reappear, and resistarice level begins to decline irreversibly. The'.orga't__lism collapses..

A diagrammatic view of these stages is shown ifi Figure L .

. Figure i General Adaptation Syndrome:

) ] Normai'_ )
Level of Resist- Clevelof
ance . ] . N Resistance

Alarm’ o ‘Resistance - Exhaustion

Stage | Stage " - | ¢ Stage

Duration of Exi:osure 1o Stress

- One of the major shortcomings of thi_s_.i‘héory is that the related research was carried 3
_out on infra-human subjecis, where the stressors are usuaily-physical or '
environmental—and this is not always the case in relation to human organisms.

Interactive Approach: According to this approach stress, is looked uponas an
interactional outcome of the external demand and internal resources. McGrath
explains, “there is a potential for stress'whén an environmental Situation is perceived

" 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
diffgrential in the rewards and costs fro_m'meeting the demand versus not meetin g.'

Coimprehensive Approach: This approach views stress not only in interactive terms but

is seen as the situational outcome.

-also as an individual phenomenon peculiar to the individuat and his enviconment, It
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7.2 TYPES OF STRESS

There are t_hree types of stress : (1) Psychological siressors, {2) Organisational

Stressors, and (3) Societal Stressors.

Psychelogical Stressors _ _
Since stress is a dynamic state within an ‘Organism in response to a
adaptation and since life itself entails constant adaptation, living cre

in a state of more or less stress.

The linkage'é as'psychosoci'al variables evoke stress gesponse that

Internal demands that chaﬂenge of supress one’s ability to adapt to tl em are likely to

result in an interpretation of the demands as being stressful.

Lazarus and Cohen have suggested three gencral categories of stressofs—cataclysmic
phenomena, individual crises and daily hassels. Cataclysmic phenomena referstoa_ -
. group of stressors resulting from sudden, unique and powerful single events or-clusters
* of related events affecting large number of people, €.g., patural disasters etc. The
- second group includes those events that challenge adoptive abilities in the same way
f-a dear one.

as cataclysmic phenomena but affect fewer people e.g., the death

“The third group namely daily hassels refers to those stable and rep
encountered in daily life that typically do not present great adoptis
job dissatisfaction, neighbourhood problems commuting, loss of jo

interpretation of the nature of one’s daily work..

Activity 1 -

People have different feelings about their roles. Stateinent describing some such-

- feelings are given below. Read each statement and indicate in the _
how often you have the feeling expressed in the statement in relatjon to your role in
your organisation. Use:the numbers given below to indicate your own feelings,

It y;)u find that the category tobe used in answering doeé 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.”

ﬁ) I am afraid 1 am not learning enough in-my present role for tﬁking up higher

responsibility.

-4) My role has recently been reduced in importance. |

5) My workload is too heavy. -

demand for -
atures are always

y ultimately be
more damaging to the organism than aversive event itself. Psychological stressors may -
precede the physical event, last jonger, and continue to evoke stre! after physical.

" gvent is past. : I '

space on the left

3) I am nol able to satisfy the conflicting demands of various people over me.

6) Other role 0ccupént.€ do not give ‘enough attention and time ro my role.

7) 1do not have adequate knowledge to-handle the respoﬁsibili ies in my role.

8) I have to do things in my role that are against my better jud%

ement.

9) Tam not clear on the scope and responsibilities of my role (job).

10) I do not get information needed to carry out respons_ii)ilities assigned to me. -

Organisational Stressors - _ _
Organisational membership is & dominant source of stress. The co

organisational stress first evolved in the classic work of Kahn et al. They were the -
le stress in

‘earliest to draw attention to organisational stress in general and
particular. - : '

organisational role stress. They are described briefly here.

“1) Inter-rale Distance Stress (IRD) is expericnced when there is a conflict between
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organisational anid non- -organisational roles. For example, the role of an executive
versus the role of a husband o o : :

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

3) Role Expectation Confhct (REC) This type of stress is gcnerated by dlfferent :
'expectatmns by different significant persons about the szme role; and the role
ogcupant is amb:valent 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 betonging to his role.are
transferred tofor performed by some other role. This can also happen when the
functions are performcd by the role occupant but the-credit for them goes to some one
else, . _ )

Sy Role Overload {RO): When the role’ occupam feels that there are too many
‘expectations from the srgmf:cant roles in this role set, he expetiences role overload.
There are two aspects of this stress, quantitative and qualrtattve "The former refers to
having too much to do, while latter refers to too dtfﬁcult

" §) Role Isolation (RI): This type of role stress refers to psychologtca] dlstance 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 dtstance inn the sense that IRD vefers to the -
distance among various roles occupied by the same individual, role isolation is

- characterised by the feelings that others do not reach out easily, indicative of the

absence of sirong linkages of one’s role with other roles.

7) Personal Inadequacy (PI): This type of stress arises when the role occuparit feels
that he does not have the necessary skills and training for effectively performing the
functions expected from his role, This is found to happen when the organisations do

not impart periodic training to enable the employees to cope with the fast changés .

both within and outside the organisation.

8)-Self-Role Drstam:e (SRD): When the role person occuples goe‘a agamst his - _
o Ise!f—concept then he feels self-role distance type of stress, This is essentrally a conflict
arising cut of mlsma.tch between thc person and his job. '

% Role Ambiguity (RA): It refers to the Iack of clarity ab0ut thc cxpectatlons of role

which may arise out of lack of information or- undcrstandmg It may exist in relation .

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

2) When the role sender holds his expcctauons about the role
b) When he sends it, and
<) When the occupant receives those expectatlons

10) Rmurce Inadequacy (RIm): This type of stress is evident when the role occupamt
feels that he is not provided with adequate resources for pcrformmg the functions
expected from his role. :

Activity 1 (continued) .
The ten statements in Activity 1 are taken fmm PareeX’s instrument containing 'S0

items. These represent the teén role stresses, in order (IRD, RS, REC, RE, RQ, RI, -

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

Sometime the society in which the individual lives, also creates stress. Evory cu]tur-e
teaches people what to define as siressful, what to interpret as 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 oue 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 buman family. This

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

of spirits, 1o avail a better time to be bom
co
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“Similarly, what happens in our tamm_e,s.br'm'gs great joy as well as the most.intense

forms of stress. Conflict between husband and wife, arguments with teenage’ ildren, |

' failing health of a pafent, adjusting to new schools, fecling isolated in 2 new

neighbourhood; and death of a family member can all bring un'relie__ved siress. Family =

- pressures inevitably affect one's lifé at work and vice versa. -

- Beyond the faﬁ_lily ahd one’s life at wOrk,' all of us are conn:cted_? to the w?der' sdcial )
 and physical environment. The goveinment raises taxes anc we feel the pinch. Gas

. shortage occurs and we have to wait inlong lines. All of us endohntfr such short-term
. stresses that come from the wider énvironment: impersonal, beypnd our control, yet

thiey can invade our lives and create unrelieved stress.

7.3 BURNOUT AND RUSTOUT _

* Al gainful Q?tii!ifties 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 sogial cosis—-and these costs are ptobably incre'asi_ug’-‘. o

BOSS is a debilitating psychological condition brought about by unrelieved work

¢ stress. Four types of consequences cari arise from it: -

o o
. ® depletion of encrgy reserves.

® lowered resistance to/llness

* ® increased dissatisfaétion and pessimism

- ® increased absentéeism and inefficicncy at work

® honeymoon

& fuel short’agé chfqn_i_c sympioms

® ‘crisis, and

hitting the wall

Honeymoon Stage: In the honeymooi stage theré is a cuphoric feeling of encounter

.. with the new job. There is excitement, enthusiasri, pride and challenges.
~ Dysfunctional features emerge in two ways: Firstly, the energy resources are gradually
. depleted in coping with the demands of a challenging environment. Secondly habits

and strategies for coping with stress are formed in this stage whichlare often not useful _
in coping with later challenges. - . - .- L T

. Fuel Shortage Stage: In an aﬁempt to deal with job-related crisis, some individuals
- overdraw on reserves of adaptation energy reserves and realise too late that the -

energy reserves are limited, In this stage, there is a vague feelings of loss, fatigue and.
confusion. The symptoms are job dissatisfaction, inefficiency, fatigue and sleep.
disturbance, leading tosescape activities such as increased eating, drinking-and
smoking. Future difficulties aré signalled at this stage. ~~

C ~nis Symptom Stage: The physiélogical symptoms become more pronounced and

- duv Hattention and help at this stage. Common symptoms are chronic exhaustion;

phy lillness, anger and depression.

Cr'isi_s'smge: When these fée’ling_s and physiological symptoms pérsist 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 “escape

- mentality”, Peptic ulcers, tension headaches, chrenic backache, ihigh blood.pressm'e

. -and difficulty in sleeping are some of the better known symptoms of the crisis period.
", They may become acute. - S o : o

Hitting the Wall Stage: The phrase “hitting the wall” is taken from athletics. It is said
.that a marathon actually begins at the “twenty mile mark with six miles to go”. Itis -

.~ “at this point that a marathon- runner feels that he has hit the wall. It is an expericnce |

H
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so_de{rﬁ"stating that it can co_mpie'te]y knock.a persdn out, Tinc hod'y ;t_f:mperatufe _'
shoots up to 106°F-107°F with an accompanying loss of blood volume. This leads to

muscle paralysis, dizziness, fainting and even compiete collapse. Similar experiences -

have -been observed in executive world at times. _With'all"the_'ada‘piatidn‘ 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_]ight up and provide bl_illiaht' :

- illumination. However, if the voltage is higher than what the bulb takes, it can burp. ~
out the bulb. The phenomenon ef burnout is the harmdul effect, of stress resulting in -

loss of cffectiveness. Burnout can be defined as the end resalt of stress experienced;

.but not properly coped, resulting in symptoms of exhaustion, irritation, -
ineffectiveness, inaction, discounting self and others, and problems of health
{(hypertension, ulcers, and heart pi'oblemslailments);_ Pareek has suggested the . _
oppasite phenomenon of glow-up whicli occurs when stress is-properly channelled, .
resulting in the feeling of challenge, high job satisfaction, creativity, effectiveness,
betier adjustment to work and life, Lo - :

Generally roles requiring continuous work with peopie (teachers, trainers, salesmien, .

personei toles) experience burnout more than roles requiring less contact with
people. Highly routine and mechanical rojes produce burnout. The amount of stress
experienced (dis-stress, experienced: as a source of irritation) also-contributing to
burnout, Lo . - "

Some personality factors have been found to’contribute to burnout. A personality
orientation called Type A has been found to be associated with burnout. More recent
research has shown that specific elements in Type A personality contribute to
burnout: cynicism (low interpersonal trust) and a sense of loneliness. Other
personality factors contributing to burnout are externality (a feeling that the person
_does not have control over what happens, and external forces or chances or fate
determine things), low self esteem, rigidity, alienation, and machiavellism -

(manripulative orientation). One research has shown that stress tolérance is-higher in

individuals with great impulse control (iroluntary delay of satisfaction of physical and
. physiOIOgical_needs),_ or self control, . ' IR o

Several factors contribute to burnout phenomenon (stress being very low or very high,
+unliked stress called distress; stress-prone personality, alienating role of job, hostile
relationships, stress-absorbing life-style, avoidance oriented role style, use of :

dysfunctional coping modes or styles, and hostile organisational climates). The.

opposite of these contribuite to the phenomenon of glowup, =

How do we prevent burnout? How do we convert the energy leading to burpout into
one which may glow us up? Factors contributing to burnout and glow-up and the
conversion strategies are shown in Figure 2. It shows that development of -
inner-directedness { sclf-obligating orientation) achieves the ‘optimum level of
siress-one tactor contributing to glow-up. Similarly for each contitbuting tactor one
conversion strategy has been suggested. Most of these aré'se_lf_-explanatory. For
changing life style the use of Transactional Analysis has been suggested:

understanding the life script, and then terminating it (descripting) through new
decisions. Some special interventions may be needed for effective use of conversion
Strategies. _ - e " ,
Rustoyt Stress Syndrome (ROSS) T S
Researchers have observed a phenomenon which is the opposite of BOSS. The _
Rustout Stress Syndrome or ROSS is indicative of stress underload. It gectirs when
there is a gap between what the executive is capubie of doing and what he is required

_to do..The concept of role erosion is close to the concept of ROSS. Stress underioad

can arise due to-both qualitative and quantitative aspects of work. Clearly a situational
appraisal is a prerequisite for countering stress. o C -
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Figure 2 = o
Executive Glowop and Burmout: Contributing Factors and Cooversion Strategies

. Sess Level

i —— T ———

aboration Train

Dotted line indicates Conversion Strategies

7.4 COPING WITH STRESS

Individuals and the organisations cannot remain in a continuous staic 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 angl 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 cop’!ir_lg strategy.

The word coping has mainly two mcanings 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 aufomatic response isnot .
readily available. ' '

Two different approaches to the study of coping have been persued by varibus
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. - : : ' '

.C'oping traits refer to a disposition to respond in & specific way in situations that are
stressful. Coping traits are thus stable characteristics of the persons that transcend

62




cluasses of situation. Coping style. tends to imply.a broader. more encompdssmg

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

characteristic way of handlng situations, they are stable tendencies from which a

- prediction is made about how the person will cape in some or all types of stressful
cncounters.” A person’s coping. style or dlsposmon is typically assessed by personality
tests. not by actual observation of what the person says or does in a particular stress
situation. :

The emphasis on‘process distinguishes the approach from most others, which are trait
oriented. Psychologists have identified two major ways in which people cope with-
stress. One way is that the erosion may.decide to sufferor deny the cxpencnccd stress,
this is passive approach. or a person may decide to Tace the realities of expenenced
stress and glarity the problem through negotiations with other members. This is active
dppl’OdCh

‘Coping can have cffects on three kinds of outcoming: psychological, social and .
physiological. From a psychological perspective coping could effect psychological
moraie (that is, the way one feels about oneself ind one’s life), emotional reaction
e.g.. level of depression or anxiety, or the balance between positive frend and
negative toned feelings (Bradburn, 1969), the incidence of psychiatric disorders and
even performance. From a social perspective, ¢re can measure its impact on
functioning cffectiveness, such as employability; community involvement, and
sociability (Renne; 1974), the effectiveness of the interpersonal relationship, or the
degree to which useful social roles are filled (and acting out, anti-social behaviour,
ete. are avoided): From a physiological perspective, outcome include short-term
consequences, such as the development and progression of particular disease.

Managmg Stress
Each individual needs a moderate amouni of stress to-be alert and capdble of
functioning. Given that presence of more or less stress is ingvitable; many researchers
sought to find to what could be done to counteract stress so as to prevent its negative
consequences. Normally coping is defined as an adaptive response to stress: a
response intended to eliminate, ameliorate or change the stress producing factors, or
intended to modify the individual’s reaction to stressful situation in a beneficial way.
There are basically two ways of managing stress: ' '
1) What an organisation can do

L]

2) Whit an individual can do

What an nrgamsatmn can do:

What can an organisation do to dllevidte stress? Somy proactive interventions are
llsted below:

# undertake a stress audit
® use scientific inputs
e check with the company doctor

® spread the message

Stress Audit: Organisations have for almost a century now pald due atiention to
maintenance, creation and updatmg 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 humhan 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‘:ys:cal
health status of its backbone group (cxccuuves) we call it a stress audit, stress audit
refers to the attempt organisations make to study, explorc and control the various
types of stressés which the individual executives experience by virtue of their
organisational membershlp

In setting up a stress audit in an organisation, a distinction can be made among three:
categories of variables: casual stress variables (the stressors), mediating variables (the
effect of personality, culture, and contémporary non work environment) and ‘end
result variables (the stress reacuons) The data needed for the stress audit can be

%]
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collected with the aid of questionqaires, clinical diagnostic interviews and it_' possible,
physical examination (Figure 3 gives an overview of stressors, mediating variables,

and stress reacion patterns).

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

: (‘heck with the Company Poctor. What can he do tb.help the employees d)pe with
the identified stress? Several progressive public as well as private o

nisations depute

their chief medical officers or consuitants to attend i;tn';ss management programmes..
They have acted a valuable resource to fellow participants and to their organisations.

' Geﬁerally efféctive coping strategies.are “approach” strategies,

* relationship with friends and the family are able to use more 2

"Stressors | Stress Resctions
|  Organisationat Besign Veriables " Endividual
Physical work environment, - - | Cardiovescular Reactions {i.e.
{Noise, heat or coid, long . high blood pressuré, h%nen# ’
[ working hours, hazardous job sion, elevated serum, 1
conditions, shift work, . rapid heart beat, wmné;ﬁes). '
repetitive work)},: (i.e. ulcer, colitis).
Incentive System, 1 ' Alergy-Respiratory Reactions:
Technology, ‘ - (i.e. asthma, skin disorders).. .
Role Pressures {role conflict, Oral Reaction (i:e. alcoholism; '
role ambiguity). e obesity, pill popping, excessive,
Work overload (qualitative, coffec drinking). . .
quantitative). Emotional Distress Reactions
Boundary aclivities. - {i.e. depression, suicide, ag-
Interpersenal Varinbles itation, insomina, job tension)
| - Leadership style, - ‘ Low Self-Esteem. '
Absence of group cohesion - : r - Low Trust.
Lack of participation . . . - ' s o
" Responsibility for peoplé . . Gryanisational L :
Career Yariables. Low Job Satisfaction, Job Ténsion, Tumover,
Occupational level, Entry, Mid Absenteeism, Strikes, Accident Proneiess,
Career, Retirement, Desnotion, Output Problems (Quality and Quantity)
Stagnation, Sequence, : I
Obsolescence.
Personality Effect
Sovio-Cultural Effect L !
. . ‘Non-Work Environmental :
| : .. Effect ) .

Somrce: Kets de Varies

Spread the Message: The impoitance of regular haﬁits of w ., ﬂeisﬁre_—,‘prober diét,_

exercise and mental peace should be emohasised.

What an Individual can Do: -

' When individuals experience stress, they -édop_t'ways of dealing with it. An individual

cannot remain in a continual state of tension, o even if a deliberate and conscious
strategy is not utilised to deal with stress, some strategy is adopted. We shall call this
coping. The word coping has been used mairly in two meanings, in a general meaning
of ways of dealing with stress, or the effort to “master” conditiotis of harm, threat or

 challenge. We shall use the term coping in the first meaning (ways of dealing with .

stress); distinguishing with effective and ineffective coping. Pare ek has suggested
“approach” and “avoidance” strategies. :

to-confront the
problem of stress as a challenge, ad to increase capability of dealing with it.
Incffective strategies are “escape™ or avoidance strategies, to reduce the feeling of .
stress, for example, by denying the reality of stress, ot through of alcchof, drugs

or other escapist behaviour.

Research_hés shown: that social and emotional support available to the peréon helps
him or her to effectively cope with stress. Persons maintaining close interpersonal

24



Social support includes both material support (providing resources), and emotiorial -
support (listening io the person and encouraging him/her). Studies have also shown
that when one does not want support if gwen it may have negatwe oonsequences

Approach or effective strategles of coping mclude efforts 10 increase physncal 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 problems causmg stress, and oollaboranve work to
solve such problems, : :

The various coping strategles or styles used.in role stress have been studied, and the :

findings show that approzach 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 functional) for )

some role stresses are illusirated below

Let us take self—role distance, Many 1ndw1duals who fird a confhct between their .

S self-concept and the role they occupy in an organisation, may either play that role in

a routine way to earn their living. They take no interest in their role, and this is -
indicative of self-role distance. They have rejected. 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 hkely to lose his effectiveness as an mdmdual and it js likely to be bad

for his mental health. -

JAn approach or functlonal straregy of- deahng witli this stress is to attcmpt ‘ole -
integration. The individual may analyse the various aspects of the roles which are-

causing sélf-role distance and may begin to acquire skills if this may help him to bndge '

this gap, or carry his own self into the role by defining some aspects of the role
according to his own strengths. In other words, an attempt both to grow into the role

- and make the role grow to use the special capabilities.of the person would result in
rolei integration where the individual gets the satisfaction of occupying a role whlch is
nearer to his self-conocpt Such an integration is not easy to achieve, but with
systematlc effort; it is also not very difficult to attam Y ‘

Slmllar is the case with role expectahon conﬂlct When the vanous expectauons from
the role one occupies conflict with one another, role stress may develop. One way to

deal with this%tress is to eliminate those expectations from the role which are likely '

to conflict with other expectations. This is the process of role shnnkage is the act of
praning the rolé in such a way thatsome .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 dewsmg 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 expertencing conflict between -

three expectations from his role, thai of teacking students, doing research, and
consulting with organisations, may find that the stress is essentially that of personal
inadequacy. He may not have enough skills for doing research. Usually because of

lack of relative skills, he may take recourse to role shrinkage. However, one way to ~

deal with this probiem 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 domg thmgs in a more
non-traditional and productwe way.

Role stagnation is a common stress in orgamsatwn when individuals. get into new -
roles as a result of their advancement in the organisation, or as a result of taking o. er
more challenging roles, There may be a feeling of apprehension because the role is
new and may require skills which the role occupant may not have, Insucha s:tuat:on,
a usua) way is to centinue 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 afteér 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 . -

&5
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Anter Personal Processes

his time to more productive aspects. In one organisation, after several s lf-search |
sessions; it became clear to many persons at the senior management level that their )
tendercy to have close supervision was really 4 tendency to continue to piay 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 ajtogether new skills. In the absence of such skilis, 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 tcle as a boy into Fhat of ap |
adolescent, and out of adolescence’inio adulthood, similarly, it is important for people '

to grow out of that old roles into new ones and face up the cballenges. Em approach

and & more functional way to resolve this conflict is that of role transitipn. Role

transition is the process by which a previous role, howsoever successful allxd satisfying

it may have been, is given up to take a new and more developed role. Role transiticn

is helped by various processes, including anticipatory socialisation, role clarity,

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

effective, 1t is necessary to have anticipatory socialisation, that is preparation for the
taking of the new role. This would also include defegation of responsibifity and
functions to people below one’s own role, so that the person can be free to experiment
and he can take help in such experimentation from others. Such is a process of role
transitions. The usual approach to deal with this preblem is either td agsign the roles

clearly, so that a person is a husband or father when he is at home, and an exXecutive

" when he is in his office, or there may be role climination that is, accepting one role at

the cost of the other role, In such a case, the individual takes recourse|to
rationalisation. Fof example, an cxecutive who neglects his family at home and who
in this process eliminates his role of father and husband, rationalises the process by
thinking that he makes a unique contribution to ihe company and, therefore, can
afford to neglect his family, or he earms enough for his famity who should pay the price
of losing him as a husband and as a father. Such rationalisations are part of the process
of role elimination. These are avoidance strategies.

A more functicnil approach to the problem is role negotiation. The process of role
negotiation is the process ot establishing mutuality of roles and getting necessary help
to play the roles more effectively, and giving help in turn o the ofher|role. For

examplc, an ¢xecutive who is not able to find time for his family, ma sit down and

“negotiate with his wife and children cn how best he can spend time m aningfully

within the given constraints. One executive in the largest natiomalised! bank in India
solved the problesh by discussing with his famnily and working cut 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 various expectations are defined more
clearly. Or, the individual may remove ambiguity by fitting into the role as described
“in some expectations. This is the process of role taking, Both are avoidance strategies.
An approach strategy may be t3 seek clarification from various source and to define
the role in the light of such clarifications. In contrast with role taking, a more creative
way is to define the Tole according to one’s own strength and to take 'some steps in
making the role more chalienging. This is the process of role making.

To deal with the stress of rale overload, that is, a feeling of toc many expectations
from several sources, the role occupart usually prepares a list of ail functions in terms
of priorities. He gives top priority to those functions which are important. 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
{end to be pushed low down the priority list, and may be neglected. [Those functions
which a person is able to perform wichout any effort get top priority. Those which are
in the lower level of priority always remain neglected, and in this sensq, thisapproach
may be dysfunctional. This is an avoidance strategy. A more functional approach may
be to redefine the role and see which aspects of the role may be delegated to other
persons who may be helped to deveiop take on these functions. This may help the
other individuals also to grow. This may-bé catied role slimming. The role does not
Jose 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 occepant te play the role most
efficiently, and avoid intéractions. The role occupant confines himsélf 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 dysfunctional as it does
not help the individual play his role in the larger interest of the organisation. A bettcr
method ancl an approach strategy is role negotiation.’ :

In role ergsion an individual feels that some important functlorrs 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 sought in making structural clarlflcatlons 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 -
role enrichment suggests vertical loading of the fole. 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 -
might not have been apparent to the individual when he performs it. Significant role.
sef members can help make the role more challengmg and satrsfymg to the role -
occupant. : S :

Figure IV summarizes the functronal and dysfuncnonal strategles for the 10 role
stresses g

" Figure TV: Coping Strategies for Rolé Stresses

Role Stresses ' Dysfunctional . . Functional
- Strategies ‘ ' Strategies -

Self-role distance . Role rejection, self rejection - Reole isitegeation

Interrole distance .~ . Role partition, role elimination  Role negotiation

Role stagnation Role fixation | Role transition

-Roleisolation - .~ . Roleboundness ) Role linkage

Role ambiguity - -Role prescription ~ " Role clarification

Role expectation conflict - Role taking . B Rote making

Role overload Rolereduction . . Roleslimming

Role erosion - : Role visibility - s Role dcvc]npmentr’cnrrchmem

Resource inadequacy _ Role atrophy ’ Resource generation Y
D Personal inadequacy " Role shrinkage . Rolelinkage ’

Lo
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In summary, effective mdnagement of stress mvolves dlrectmg stress for productive
purpose, preparing role occupants to understand the nature of stress, helping role
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 wrth
“some dlmensmns of role stress. :

‘Gmelch (1982) suggests the following five strategies to ovefcome stress affliction

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

® Stay alert: Do things, other than your job, which give you a sense of 1 meanlng and
satrsfactron : :

® Take rlsk5' ‘Growth and productmty rcsult from taking moderate rlsks In various
types of act1v1t1es

® Avoid isolation: Withdrawing from others can lead to rsolatlon and depressmn
Keep the channels of communication open with colleagues, friends and the family.

® Stretch for suceess: Stretching for success keeps you on your toes. Make an effort - o _
with the hope to achieve your goals. Efforts and desire to overcome the obstacle ) .
are essential to tide over RQSS. '

® Overcome obsolescence: Update your knowledge and sklll to face the challcnge
brought about by the changmg tcchnologlcal environment

&7 | : a g
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Besides the above mentioned strategies 1o overcome stress, all individaal process
stress safety valves, The stress safety valves serve at least two important functions.. -
First, they enablc one to escape the direct pressure of work stress. One’s instinetive”
stress response mobilises him for a single escape strafecgy: vigorous physical flight. If
ari individual can develop effective stress safety valves, it is as if one is taking’
coniscious controt of this flight response. The second function of stress safety valves is
to counter act the bicchemical and psychological changes that occur when _mobilise to
deal with stress, one may or may not be aware of this build up. put it oceurs
nevertheless. 1t manifests itself in muscle tension. It shows up changes in body
chemistry we can sometimes fcel as with a burning stomach, itchy eyes and skin, or
dry mouth. ' ' :

A few safety valves are s'uggested below:
Changing Gears: Changing gears involves shifting ‘from’ work 't something else. In

order to change gears, one has to try activiites that capture his/her interest.
Psychologists call such pursuits ‘intrinsic motivators’. They give one 2 feeling of

- well-being. Changing gears not only removes one’s attention from pressures of work,

it helps drain off the pent-up tensions. The pursuif 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 generally seen that the more hours you work the more likely you are to
burnout. . :

Job burnout cycle keeps some people glucd to their jobs through inefficiency. Some
kind of work stress starts the cycle of energy consumption and consequent fatigue.
Then they lose their efficiency at work and have to stay late more and more frequently

to finish up. But this overtime only speeds up the process, for it adds an additional

* work stress. Often, as the burnout vietims falls further behind lie or she can loose

" self-confidence and work even harder and longer 1o make up for the.sense of
‘iradequacy. ‘ ' ' : '

Exercise: Because burnout aimost always comes from excessive mental and emotional

stress. physical exercise offers one of the best safety valves: Excrcise worksas a stress
inoculation according to Dr. George Williams (Director of the Institute of Health
Research, San Fransisco), not only relieving the pressure at the end of a hectic day,
but making it possible for you to deal more effectively with stress the next day.

Exercise does not have to be strenuous OF competitive. Walking offers many benefits
and can put one into excellent cardiovascular condition, as well as reduce stress.

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

There age many ways (o pamper onesclf, The harassed assembly line worker might
plan a series of mini-vacations instcad of taking ail vwo weeks in a single block of tme.
The housewife might arrange a trip to visit an old friend or pian an evening out—
without the kids. The key object in pampering oneself is 1o break the routing.

Get involved: A boring job carflead to burnout as gasily as a challenging one with too
snuch pressure. If an individual work does not us¢ his skills, if it leaves him thinking
that even a chimp could do this, th=n one may need to get involved. '

Warm up slowly: One can often get controk of a tense, pressured work day if one
changes the way it begins, the basketball player warms up before the buzzer sounds
to start the game. If an individual's day begins with 2 sudden rush of activity or a mad
scramble on some crowded subway-it will add to his stress. The most important
two-hour period in one day.is, priof' to starting work. During that period one should \
sct the tone for the day, That's whari he enters his own compression chamber. The
little things one does in the morning prepares hira for the tensions he ¢ncounters
during the day, ' e
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Release Pressures on the Job

The people who burnout 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 stiess. The pressures build up and
they do nt find it as easy to open the safety valves, good off, or escape for a few

minutes. y

One of the best ways of relcasing 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.

Praciice Relaxation Technigues: The stress response goes through four processes:
mebilisation, increase in energy consumption, mascular 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 amount of stress is essential for doing any task well but eacti individual should -
know his 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 Hill, 1956) still guides most of stress work.
R.S. Lazarus was also an early coatributor to thinking on stress. “Environmental
Stress” by R.S. Lazarus & J.B. Cohen in J.F. Wohlwill (Ed.) Human Behaviour and
Environment Vol 1 (Plenum, 1977) contains good material on secietal stress. More
recent systematlc presentation can be found in J.E. McGrath “Stress and behaviour
in organisation”, in M. Dunnettee (Ed.) Handbook of Indusma! and Organisational
Psychology {Rand McNally, 1976)

R.L. Khan et. al. brought attentlon 1o role stress in their new classical volume
Orgamsanonal Stress: Studies in Role Conflict and Ambiguity (John Wiley, 1964).
They proposed three tole stresses {role ambiguity, roie conflict, and-role overtoad).
Based on research in Indian organisations, Udai Pareck proposed ten organisations
role stresses, with an instrument to measure them. Role Stress Scales with Instrument,
Answer sheet and-Manual (Navin, 1983). Four General Role Stress (GRS) were also
proposed with their instruments. A large number of researches have been done on
ORS and ERS, including a few outside India.

P.M. Pestonjee has done the most extensive work on stress'in Indian orgamsatlons
His forthcomings reviewing stress research and practices in India, and proposing some
concepts and action 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 Siress and Burnout: Research, Theory and
Interventions (Sage, 1982), with good material on coping. Udai Pareek presented 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. Tn 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 is cxplained in unit
10. Unit 11 deals with Interpersonal styles, which are used between each other.
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UNIT 8 HELPING PROCESSES

Objectives 7~

After going through the Unit you should be able te:

# understand the dynamics of helping relationship
. & understand the dynamics of helping, the role of the helper and the receiver
® appreciate the neéd of creative helping climate -

Struéture

8.1 Introduétion
8.2 The Helping Relationship
" 8.3 Dynamics of Helping in Organisations
8.4 The Helping Climate
8.5 Summary
8.0 Self-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 growth of the other
individuals. Consider some case histories:

1) Mr. Puri was [he personal secretary to the General Manager (GM). He had been a
good performer, but the GM noticed that the number of mistakes in Mr. Puri’s
typing had increased over a period of time. The GM called him for a personal
discussed the issue in a supportive cliimate. By the ead of the discussion. He put him
atease and discission, both the GM and Mr. Puriundeistood why the mistakes had
increased and they were able to agree on a plan of action to address the problem. In
addition, Mr. Puri was able to gain sume insight into kis own behaviour and felt
more motivated to excel in his job. :

2) Ashok Rajgura was doing his doctoral programvme in theoretical physics in an
American University. He was having a personal 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
Domnald, who listenad to him atteatively and paraphrased Ashok’s viewpoints at
appropriate points and raised helpful questions. By serving as a mirror ... helped
Ashok ... his dissatisfaction. By the end of the discussion, Ashok felt much
better, as he understood his problems more clearly and was able to make up his

mind with regard (o what he wouid do next. -

R

We have all been involved in such interpersonal processes and given or received help.
Cart Rogers defines a helping relationship as one “in which at [east one of the parties
has the intent of promoting the growth, development, maturity, impioved 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 nceding 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 reccive), 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 dominant it is called Bhiksha (whether askingor
" giving help), but if the need 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 useful to indicate that giving help as a motive is aroused not only by other
person ar group’s needed help, but also the giver's need. Moreover, the given hasa
higher status in Bhiksha, whereas in Daan the recipient ras a higher status, and obliges
the piver by accepting help.
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Factor analysis of helping behaviour has thrown up some interesting factors. Two
factors are particularly significant. One is planned versus spontaneous help. Planned
help is based on detailed analysisand preparation of help to be given, to meet the needs

“of the recipient. Spontaneous help is a response {0 request received or the signals giver
by individuals or groups in urgent need of help. Crisis is a good example of spontaneous
‘help, there is no time for detailed planning of help. :

The second factor is giving versus domg. Helping can be either in terms of giving
material help, by parting away with some material possession. One pagses on material
money to ether group or person. Doing requires much more initiative nd effort

.involving collaborative relationship.

8.2 THE HELPING RELATIONSHIP

Helping relationship involves two parties, the helper and the receiver. Four prdcess‘es
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

relationship). Helping relationship operates in a context (situation), 50, the situational
variables are also relevant. : '
Studies on aftruism 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 10 others) or extension motive (the urge to be relevant and relate to a larger

entity). Extension motive has been discussed in Unit 6 of MS 22.

" In the literature the terms helper, donor and agent have becn used for one who gives

help; recipient, receiver, helper, and client have been used for one 1o whom help is
given. In the Western literature helping process has beén considered only from the
point of view of the need of the recipient. '

- Helping prdbess involves some values underlying relationship betweeh the helper and

the receiver.

The central issue in a helping process relates to the values of the helper. The helpipg
behaviour and strategies flow out of the basic stand he takes in relation }o the receiver.
Figure 1 gives in summary the dynamics of the helping process in valde terms. The
helper should ask himsel/herself what values he/she holds and with what consequences.

Okun has suggested that the following set of images of people i essential for effective
helping process. . :

1) People are responsible and capable of making.thcir own choices and decisions.

2) 'People are controlted to a certain extent by their environment, buit they are able to
direct their lives more than they realise. They_ always have choices and freedom,’
- along with responsibility, evenif they have restricted options due tg environmental

_ variables or inherent biological or personality predispositions.

3) Behaviours are purposive and goal dirccted. People are continumlr'fly striving -
towards meeting their own needs, ranging from basic physiological needs to abstract
self-actualisation (fulfilling physiological, psychological and aesthetic needs).

4} People want tofeel good about themselves and continuously need positive
confirmation of their own self-worth from significant others. They want to fecl and
behave congruently, to reduce dissonance between internal and external realities.

5) People are capable of learning new behaviours and unlearning existing behaviours
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 (an-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 sec things inside) and external (how you se¢ things outside) perceptions in
the present. ' K ‘ s
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7) Many probl.ems experienced by people today are societal or Systcmic rather than R . Helping Processes: -
personal or imterpersonal. People are capable of lehrning to effect choices and :
changes within the system as well as from without. ’ -

Figure 1 ’
Circolar Helplng Process: Two Types
Type A
Confirming
Perceptions of client as
ignorant dependence
incapable of making rational i or i
choices : counterdependence
irresponsible ]
. ‘L Resulting in
Pezrception of the problem,
as caused by clients ’ T
b
ignorance . -

k tellwhat to doin et} the
lack of understanding . ; ;:iri inet)
lack of capability P an s
A suggest simple solutions
inability to act ) advise

" “inability of making rational : : .
decisi ~ givesolution, not rational
ecisions criticise, reprimand
weaknesses :
Type B
Confirming
L
insightful
capable of rational decisions 9, .
responsible -y
e 0 interdependence
Percepiion of problem Resulting in
as caused by
m_!tside foress - Analyse (with client)
compiex factors the forces

encourage the client to
analyse the dynamics

- encourage the client to
identify the blocks
engourage the client to
developreferral systems

blocks preventing client to
perceive complexity
clients’s unfamilarity with
TESOUTCES

The helping mode

In effective helping relationships, individual recewmg help is able to:
see new possibiliries

notice things about oneself that one was not aware of

able 10 unfrecze’ oneself

face up to the reality of the situation or face up to oneself

open the doors for new experiences

develop sceurity 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 doc,s.

‘When such positive outcome occur in the interpersonal relations, we conclude that
interacting have promoted growth, However, helping relationship is fraught with mar~
psychofogical 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 fecling off-balance. He/she may feel trapped, constrained, confused
and hurt. Hefshe may even have become negative and cynical. Hefshe may feel that
nothing new was offered and the other persons were simply imposing their viewpoints.
~Insuch casehﬁiytcmct!ons hdv&bcm unable to facilitate learning and growth.
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Intra Personal Processes

Kolb and Boyatizis have proposed a wiodel (Figure 2), which emphasises five key
elements in the helping relationship. :

Figure 2

Helping Relationship
HELPER ! RECFIVER
7
FEEDBACK
TASK
Assistapce/Education
| .
ENVIRONMEMT /
SYCHOLOGITAL
LIMATE

The model has the following elements:

1) the task or problem around which the helping relationship develops

7) the helper with his/her matives and self-image, '

3) the receiver of help with histher matives and self-image,

4) the information feedback which oceurs during the helping processes, and

5) the environment and psycholo gical climate in which the helping activities occur.

we will examine each of the above elements below.

The Task

' The tasks around which helping rejationships develop are widely varied. Asshownin

Figure 3 we can classify the task ona single dimension, namely. the extent-to which’
it is required that the receiver of help be capable of accomplishing the task
independently when the helper is no longer present. At one end of this dimension are
tasks defined us assistance, situations where there is no emphasis onthe client’s
independent task performance; and at the other end of the continuum is education,
where the emphasis is strongly on developing the client’s ability fo |solve problems.

Figure 3
The Helping Tasks
e .
Assistance Educatiun ]
Purpose: Solution of an immediate protlem. Purpose: Developing the) cliant's ability to
- : solve problems.
Helper: Anexpert who uses special knowledge, - Helper: A facilitator, who works with the client
skills and other resources. inthe client’s frame of rekerence.
Likely problem with the upproach: Induces Likely problem with the approach: Causes
dependence on the helper and makeste rmination frustration in the short term to the client with
of helping relationship diffi icult. ' strong needs for symptom relief.

The ‘assistance’ approach is also sometimes referred 1o as the medigal model of helping,
where the helper, treats the other person like patient, listens to the|symptoms, makes a
dagnosis and prescribes alternatives. The next time the person faces a similar problem,
he/she has to again go to the helper. But the educational apprcach emphasises the
client’s long terms benefit, by focusing on the clients problem solv'uflg ability rather than
the client’s problem. ' '

The Helper .
The personal characteristics of the helper are major factors influenicing the process and
outcome of the helping relationship. The study done by Kolb and Boyatizis suggests
that individuals can be categorised oan the basis of their charac“ eristics as shown in
Figwre 4. ' e

. 76 . .). . ) . .




Figure 4
Personal Characteristics of Helpers

Personal characteristics © Individuallikely 1o be

Timid and Self-conscious (Inﬁbilily# . Non-helper (does not attempt to help)

Unwillingness to influence) '

Brash and Overconfident {Highly controlling) ' Ineffective helper (Gets into helping relationship
’ but creates pas sw:t) frebellion inthe cll:'nt)

Willing to influence but not dominant; Gpen to ) Effective helper
other’s ideas/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 to contribute to the growth of other individuals because of their own
timidity and seif-consciousness. In some other studies effcctive helpers have been
found to be high on internal focus of control, social responsibility; cooperaliveness,
empathy, extraversion and warm-heartedness. However, the helper’s personality has
been found to be 4 weak predictor of helping behaviour.

Carl Rogers has discussed what it takes for helpers to facilitate the personal growth of

clients. Such a helping relatioaship is perhaps the purest exampie of an cducational

process. Inthese cases, the helpers act as facilitators rather than as experts, and should
_meet the following requirements to be effective.

1) The helpers should be perceived by clients as tr ubtWOl’thV, dependable and
consistent. Trustworthiness does not merely refer 10 fulfilling outer conditions
such as keeping appointments, respecting confidentiality and so on. The helpers
should be congruent in the sense that they are depeadably real, aware of their 6wn
feelings and attiiudes, and act in 4 consistent manner,

2) The heipers should be able to communicate tnambiguously, and this requires that
they arc aware of their feelings. For example, if a helper is annoyed butis not fully
aware, hefshe gives contradictory messages, with words giving one message and
the annoyance being conveyed through non-verbzl communication. This confuses
the client and makes him/her distrustful.

3) The 'helpers should experience positive attitudes towards the other persons. Unless
there is some caring, warmth, liking, interest, and respect, one cannot be helpful.
Helping relationships are not impersonal in character.,

4) The helpers shonld have the strength to remain separate 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 clients’ depression, frightencd by their fear,
engulfe(. by their dependence, destroyed by their anger or enslaved by their love.

5} Helpers shouid not interfere with the freedom of the clients in order to develop a
personality independent of their own. They should permit the clients to be the way-
they arc, rather than expeet them to follow their advice and remain dependent on
them.

6) Effcctive helpers should have an ‘empathic understanding. They should be able to
work within the frane of reference of the clients. 1n other words, they should be
able to enter into the world of the clients and observe things and experience
meanings as clients do.

7y They should receive the clients as thL} are and aceept them unconditicnally. They
cannot disapprove of some aspects of the clients personality, ‘while approving of
soine other facets,

8) Helpers should act with sufficient sensitivity, so us to ensure that thelr behaviour
does not become threatening to the clients. The clients should be free 1o focus on
their internal feclings and conflicts.

9) Aspecificaspect of the preceding paintis that the clients are freed from the threat
of external evaluation, so that they realise that the locus of evaluation of the centre
of responsibility lies ‘Mthm themselves.

10) The helpers should not be bound by their own past or the o hcms past. They should
be able to accept the whole potentiality of the other person rather than see him/her

e
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. relationship. One helping mode, examined in Unit 12, is feedback.

- the face of perceived threat is not uncommon, but if the receivers ¢

as Something fixed, already diagnosed and classified, and alrea
past. Co

The Receiver - ) :

iy shaped by the

'1¢y asking for help, the receiver places himself/herself in a weaker position. If the helper
places himself in the stronger position of a “given” the relationship mTa

y degenerate inte

rebellion or passivity by the client or rejection of the receiver by the helper. Secondly,

if the veceiver and the helper are excessively concerned with intima

ry, it can produce

pressure toward conformity and mutual sympathy which may cause the helper to lose

his/her perspective on the client's probiem and the client to lose his
helper’'s expertise. Thirdly, we have aiready noted that if helper’s ©

‘her.respect for the
sncern for

influencing is too high, ihe client will not be motivated to receive help. Finally, the seif

_image and attitude of the receiver is also important. The client must see himselfherself

as capable of improvement. If this is not so, then a major portion of the helping activity
must centre on building self-confidence and optimism before learning can take place.

Thus the receiver’s personal characteristics are ar imporeant part

tend to become defensive when they feel threatened by the feedback
example when they are criticized or blamed. Some amount of defe

from a defensive position, exploration gets blocked, and the objectiy
growth get frustrated. This aspect has been examined in details in {

elaborates defensive and confronting behaviour.

The Situation :
Helping behaviour is in a situational context, and both the tendeng

shown that the factors making help both possible and effective are

f the helping

The individuals
they receive, for
nsive behaviour in
perate primarily
esof Jearning and
Jit 10 which -

y 10 help and the

" effectiveness of help are partly determined by the coniextual fuctors, Research has

awareness of the

teceiver's need for help physiological arousal following such an awareness, labelling the

sitnation as one requiring help, prior reinforcement for helping. m
the receiver, close relationship between the giver and the receiver
mood. On the other hand, ambiguity, regarding the need for help
responsibility and a restriction of the helpers freedom of choice of
found to lower the likelihood of helping. There are implications ©
strategy planning for help. - ' .

Activity 1

odelling, liking for
and & pleasant
diffusion of
action have been
these findings far

Identify two situations, one in which an individual needs help in your department and

another in which a group in the organisation may nced help of the

vitier group in your

organisation. Based on the factors enumerated in theabove 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 givenﬂ'

by an institution or a commuity or a departmient the helperis acollectivity. Similarly,
the receiver can also be an individual or a collectivity. Help can be given to an individual
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ot ta a group, or a commumty, ora soc1ety etc. Varlous helpmg mterventmns cin be
classified iit a matrix formed by-the two axes. The matrix is rcproduced inFigure 5, w:th
various helping activities in four cells of the matrix. Before discussing the four cclls (and -

_ the helping activities), it may be mentioned that some common and frequent helping .

Helper

activities or intervéntions in organisations are training, feedback, and asking/receiving
help. These have been mentioned in al the four cells. However, their nature w1ll diffea
from one cell to the other. . :

Figure §
Mamx of Helping Behaviour n Orgam—nons

Receiver
Individual
I " Feedback * Tfaining -
N o Counselling *Feedback ©
D * Mentoring * Social W(_)rk
I * Sﬁpporl in Crisis * Alwareness_ raising
v * Requesting help * Reguesting
1 * Responding *Responding
D : :
A -
"L
c * Feedback * Feedbuck
0 * Training "= Training
L * Requesting ' * Collaboration -
L * Responding *Support in Crisis
E | »supportin Crisis.  *Sotial responsibility .
> i * Awareness rajsing
T - *Requesting
1 * Responding’
oV .
I
T.
Y

From Individuals to lndmdual

There are several dyadic 51tuat10ns in'organisations, Supcrwsor—employee and
colleague-colleague interactions and help are frequent. Feedback, counselling and
mentoring are the most frequent helping activiti¢s 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 1aise the nrportant 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-satisfied 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 too, places heavy emphasis on the.
importance of positive feedback to the client in his concept of unconditiona! positive
regard. We have already noted earlier that in a helping relationship, Rogers values “a
relatlonshlp of warmth and safety, parhcularly the safety of being liked and prized asa -
person.” Rogers also cites psychotherapy research which showed that therapists who
demonstrated high degree of unconditional positive regard for their clients were 1nore
successiul than those who did not. Feedback has been. d1scussed in detail in Unit 10,
including guidelines for effective feedback

. Counselling; Counselhng is a very effective helping intervenuon in a dyadic group,

usually supervisor and the employee. Unit 8 of MS-22 isdevoted to detalled discussion
of performance counselhng
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" 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
te 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.

Reguesting help: This mode of helping relationship is less frequently used because
asking helpisseenas inferior or less desirable behaviour asif the person requesting help
adimits his weakness. Unless people ask for help they cannot give effective help at an
equai Yevel. Helping relationship must develop a concern for wutuality facilitating
requests for help when itis needed. The organisational climate should promote tlie
caltars of asking for help and responding $o it.

Reagonting to request: Responding to request for help is an important mode of

developing effective helping relationshin. The attitude, values and behaviour 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 several things to groupsor larger entities
to provide help. The following activities are suggested in this regard.

Feedback: Both giving and receiving feecdback to and from some groups may be helpful.

This is much more functional in training roles. Anindividual trainer can give data-based

. feedback to the groups with which she or he works and ask for feadback of his or her

effectiveness in a structured or informal way. Somie managers also arrange structured

feedback from their employees, in some cases in an anonymous way so that the

employees may not feel threatened while giving feedback.

Social work: An individual often provides help to groups by taking responsibility in
areas in which help is nesded by a partigular group. For example, in housing colonies

"in varjous industries many individual voluatcer for adult education: programmes o1

youtl:camps, or study circles in the colony. Such activities improve the standard of life
of people in that community, : :

Tyaining: Although training is an organisational activity, an individiial can volunteer to
run some trainiag programmes in ks oF her field of expertise.

Awareness raising: These programmes are differert from social work. The purpose of

such programmes is to increase insight and understanding of people in the cormmunity
about the major issues the community is facing. For example, rights of consumess,
rights of citizens, exploitation by money-lenders ¢te. may be important issues in some
housing colornies in industries. Individuals can organise forums onrsuch issues.
Increasing awareness may help the members of a community to have wider choices.

Requesting and responding to requests of help: The relationship of mutuality betweena
comuunity (ora group) and an individual is equally important, and s both fostered by
and shonld resnitin asking for help from the group, and responding 1o the groups need
for help. -

_ Collectivity iv Individusi:

The varous helping activities in this categories are as follows:

Feedbuck: Feedback from a group to an individual is rare. However, it can he a very
useful helping mode. A group of participants may organise feedback to its trainer. Or
a commities may provide feedback to some individual,

Trainizg: A department or section of an organisation can provide help for individual
membess by offering training programmes in the field of their expertise. For example,
the finance departments or EDF section can offer proprammes in finances or computers
for individuals who want to have general orientalior or develop skills in these areas.
This will be true of all the departments.

Suppert in crisis: A collectivity can pravide support ic an individusl in a crisis situation.
tn one unit in FIMT, the employees (managers and workers) collected money tohelpa
worker in the treatment of cancer. In CCC the company took on unprecedented
decision (o save lifé of a temporary employee by firancing kidney transplantation.

Requesting help: The department can request individuals to maks special contribution

- for some projecis or programmes. For example, if an employee has good background

of project evaluation, and even ifhe does not work in this area, to belp the department
on a special assignment.
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Responding: This mode is more frequently used. The departments respond to various
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 the receiver dependent and may lower the receiver’s self-respect and ability
to cope with probiems. :

Colteciivity to Collectivity: _ o _
Help can be given by groups or larger entities to other groups or entities. This mode of *
help isincreasing in the world. Intraregional . cooperative activities in Asia and Africa,
voluntary services by members of one society to other socicties; various aid
programunes from developed countries to developing countries etc. are increasing. o
Through the efforts of the United Nations more and more programmes of mutual

- supportive dctivities are increasing. Collectivity to cotlcctivity help is also important in
organisations. Seme activiiies are sugpested below.

Feedback: A group can decide given feedback to another groups, If the former feels
that feedback will be helpful 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 will be a helping activity in increasing the
latters capability further. Similarly, if a department runs inio problems because of some
recommendations by a group of consultants, it will be equally helpful to the consultant
group to invite them for feedback. In both cases fesdback will help the group increase
its effeciiveness in futuge, ' '

Traiming: This is a frequently used mode, by one group an organisziion to the other
group or by one country (o other countrics. While undertaking this activity caution
should be taken to see that training does not becorne a one way affair. Training should
'be developed with the help of the receiver group, who should own training and
contribete toits design, exeention, evaluation and follow up. Asking and responding to
help. This activity is also increasing internaticnally, India’s response to Maldives in the

recent past is a good example. Inan organisation various groups should be encouraged

to ask for help and respond to the request made by other groups.

Coliaboration: Collaboration between twe groups to work on tasks in which both
groups ave common interest is extremely important for an organiation. Collaboration
requires superordinate goals, perceptions of the strengths of the other groups invelved,
open communication, trust, and sisk taking. Dynamics of collaboration have been
discussad in Tuit 14 of this course.

Support in crisis: The fraquency of this helping made is increasing, India’s recent help
to the Maldives is a good example of this mode. In an organisation a department or a
unit may need holp in a crisis. After a major disaster in a unit, other units can volunteer
{0 deal with the issue and help the suffering unit to cope with the crisis.

Bocial responsibility: Increasingly organisations are becoming aware of their social |
responsibility and are undertaking various activities for communities around them.
Such aclivities refate to ecological development, prescrving and promoiing cultural
hetitage, intraduction of new economic activities, miotivating communities to

undertaks socially relevant programmes like social forestry, promoting education etc. -

Large organisations have special responsibilities 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 technotogy and petroleum technology
research. . : S '

Awareness raising: Cominents have already been made on this mode of helping. Groups

can also undertake programmes of increasing awareness of members of 2 community. -
Such programmes are needed in most of the housing colonies in the organised sector.

Reguesting and responding: Organisatiﬂnél 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

psychological climate in whick the helping process oecurs. Behaviour is a function of

both the persen and the environment. White one could imagine many environmental
a1
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- &) Increases the personal and interpersonal effectiveness of employees

" h) Provides orgarisational members an empathic atmosphere for sh

.

variables which could inflyence the process of helping such as comfort of surroundings, -

freedom from distraction ete. We will limited ourselves for the present/time to &
consideration of those environmental factors which will facilitate effective performance
counselling in organisations.

The literature on performance counselling provides the followin"ig guid

lines with
respect to creation of a facilitative psychological climate. )

- 1) Climate of opeﬂness and 'mutuality; the work environment shiould be tension-free

and people should trust each other.
2) Helpful and empathic. attitude of management. ‘
3) Sense of uninhibited participation by the subordinates in the performance review
progess:-Subordinates should feel free to participate in the process of review and
feedback. ' ' " : :

4} Goal setting and performance review through a process of dialogue: Performance
counselling should focus on the employees’s achievement against oals set by the
concerned employee and manager through a participative process. :

5} Focus on work-related behaviour: The focus should be on-the wor relatad goals
rather than diffusing attention by straying into unrelated areas. The 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 system. Counselling in organi ations has the
- following objectives: i

a) Helps emplayees realise their potential

b) Helpsthem understand their strengths and weaknesses -
¢) Provides them opportunity to acquire insight into their bebaviour
d) ‘Helps them have a better understanding of the environment:

f) Encourages them to set goals for further improvement
g) Encourages them to generate alternative for dealing with various problems
aﬁing and

" . discussing tensions, conflicts, concerns and problems '
i) Helps them formulate action plans for further improvement’
j) Helpsemployees reviewina non-threatening way their progress in achieving various
objectives. ' ' '

In performance counselling, the supervisors at a higher status level have the
responsibility of helping their employees by creating zn atmosphere of acceptance. The
supervisors as counsellors have an additional task of motivating the employees to ’
participate effectively in the counselling process. Théy also have to generate an
“atmosphere of acceptance, miutual trust and openness during counselling. The

sequential process of counselling has been discussed in Unit 8 of MS-22.

8.5 SUMMARY . -

~ The progesses of helping was explained. The role of helper, receiver and helping was
.discussed the dynamics of helping in organisations was discussed. o

3.6 SELF-ASSESSMENT TEST

1 "-‘When the receivers needis dominant itis calicd Bhiksha (whether asking or giving

- help) but if the need of the giveris moré important then it is called PDaan (both while

giving and receiving help)”. Discuss this type of helping processes with reference to
your orgamisation. '

2) EXplair_l the dynamics of helping in organisations.

3) How do you create helping climate in your organisation? Explain. . -

: az - T

.




8.7 FURTHERREADINGS T T

1) Helping behaviour has been studlcd under altrmsrn pmsocml behavmur and
extension motivation. Altruism and Helping Behaviour by J.A. MacCaulay & L.
Berkowitz (Academic Press, 1970} and Altruism. Sympathy and Helping by L.G.
Wispe (Academic Press, 1978) discuss various aspects of altruism and helping. A .
comprehensive treatment of altruism can be found in J.P. Rustcn’s Atruism.

. 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 blas of helpmg
and development is discussed in Unit-6 of MS-22,

2) A good review of Inchan studies by J anak Pandey can be found in Psychology in
India: The State-of-the-Arf edited by J. Pandey (Sage, 1988) Volume 2, Chapter 2
(pp. 56-71). Leelavati Krishan of IIT, Kanpur has done work on various aspects of
helping.

3) Inthe organisational context Carl Roger's On Becoming a Person (RlverSIde Press,
1961} is 2 classic and deserves reading. D. A, Kolhand R, E. Boyatizis have discussed
helping processes in the organisational context in “On the dynarnics of the helping
relationship” in Organisational Psychology: A Book of Readings edited by D.A.
Kolb et al. (Prentice Hall, 1979). Feedback as helping behaviour is discussed in Unit
9 of this Block, and performance counselling and mentoring in Unit § of MS-22.
Udai Pareek and T.V. Rao (unpubhshcd undated) have discussed the helping and
counselling approach and process for ¢ntrepreneurs.B.S. Okun has suggesteda
helping framework for counselling in Eﬁecrwe Helpmg Interwewmg and Counseﬂmg
Techmques {Duxbury Press, 1976) "
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UNIT9 COMMUNICATION AND
'~ FEEDBACK

Ohjectives _

After studying this unit 'you should be able to:

¢ understand the process of interpersonal communication

& appreciate the role of feedback in interpersonal effectiveness

e plan to improve feedback behaviour (both receiving and giving feedback)

Structure.

9.1 The Communication Process
0.2 Communication Effectiveness
9.3 Functions of Feedback

9.4 The Feedback Process

9.5 Giving Feedback

9.6 Receiving Feedback

9.7 Summary

0.8 Self-assessment Test

* 9.9 Further Readings

9.1 THE COMMUNICATION PROCESS

|

Interpersonal communication is the basis of most interactions in organisations. Persons
in organisations interact with others within their own groups, across groups, and across
levels. The effectiveness of these communications may contribute a great deal to the
smooth functioning of organisations.

Interpersonal communication can be defined as the process of sharing of goal-oriented
messages between two or more sources through a medium or media. Communication
is a process, It consists of several units. The basic unit of communication can be called
a communication act. This can be defined as follows: A communication act is the

. ransmission, through 2 medium or media, of a goal-oriented message from a source 1o,
and its reception by, a target. . :

' The various elements in this definition are: (a) the source; (b) the target; (c) the
- message (transmitted); (d) the message (received); (g) the goal of thejmessage; (f) the
medium. ' o :

The Seurce
The sourte of communication contributes to its éffectiveness. 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 dor.e 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 ;ommunications. S

The Target . )
if the target of ccmmunication is receptive, the communication islikely to be effective.
It may, therefore, be useful 1o assess a target’s readiness and receptivity, and take
necessary action to ensure a minimum level before 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 wil satisfy his felt need).
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The Mesaage and Its Goal

The message may be one of three types: mformdtlon a fcelmg, 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 to the second category of message {feeling). In addition to these two
types of messages, a message may relate to orders or requests 10 do certain things.

Good work has been donesn Transactional Analysis on mexsages, Ope 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 admomshmg message (from what is called the Parent
ego state); or an information message (from the Adult ego state); or a feeling message
(from the Child ego state). Any of these messages may be sent to (andreceived by) one
of the three ego states of the other person (Parent, Adult, or Child). If the response is
by the same egao state as through which the message was received, it is called a
complimentary or parallel transaction. Such transactions are very satislying. These are
shown in Figure 1. The response however, may not originate from the ego state which
has received the message. Then it is 2 crossed transaction. Figure 2 give exampies of
crossed transactions.

Figure: 1
Compiimentary Transactiens

“Boss Subordinate Customer Salesman
B.  Ourvaluesare getting eroded. C. _ Whatisthe price of the
S. - Tagree with you; weare waich?

deteriorating every day. - 8. Rs. 400,

Subordinate Boss Boss Subordinate
8. Wouldyoulike to go to the B. * Youareagainlate. .
magic show? [ have two tickets, 8. Tam sorry, Sir

B. Surely. let’s go. )

Figure: 2
Crossed Transactions

Boss Subordinate Subordinate Boss
B.  Isthereportready? . S, I'want to discuss the resources .
S. Do you think [ have noother Ishall need to complete the
work todo? . assignment,
B "Youare always complaining.
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A message sent may not be a simﬁ!e one. To use Transactional Analysis (TA)

© terminology a message sent may have two targets (of ego states). Thereimay be an overt

message (open and expressed). But it may also contain a covert messyge {a hidden
one). Transactions with such messages are called ulierior transactions. Figure 3 shows
these transactions.

. Figore: 3
Ulterior Transactions

|

Boss Subordinate Salesman Custome

In the definition of communication a distraction is made between thel transmitted
message and the received message. The received message (the interpretation) may not
he the same as the transmitted message. For example, a message of feelings may be’
transmitted by an employee when he narrates an experienice to his bosss, but the latter
may receive only the information message, and not the feeling messag +. Or, a boss may
transmit a message of negative feelings (he may receive amessage ofajrcasm when the
boss may actually be expressing appreciation}. There is no guanrantc&ithat the '
transmitted and received messages will be the same. In many cases these turn out to be
different, and this distortion causes probletns. '

The Media : : .

The media used in communication can be classified in several ways. Media may be
verbal or nonverbal. Nonverbal communication is as important as, a d in some cases
even more important thar verbal communication. Nonverbal communication inciudes,
such a variety of behaviour that thes¢ cannot be enumerated. Even silence may be
eloguent and may communicate a message. In attitudes and values, nonverbal
communication is much more influential. Researches have shown that one of the most
effective ways of developing social skilis and attitudes is modelling, living the values
and attitudes you want others to practice. People learn more from what they experience
than what ihey hear. In an organisation the message of a General M nager 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 recommended by
them on the basis of analysis of technical data.

A verbal medium can either be in written or oral form, and either 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 fo 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; (¢) the nonverbal messages are congruent with the verbal messages; (d) the
message elicits the desired response; and (e} the commurication res lts in building
trusting relationship between the source and the target. These criterja are briefly
discussed below. '

Fidelity of Communication _

The distertion-free quality of a message is called fidelity. An effective person gets the

message across to others with the minimum possibility of misundersltanding. 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 communication is low. For
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' example, if a supervisor intends to communicate his confidence in an employee by not
oversupervising, but the employee receives the message that the supervisor is ot
interested in his problems, then the supervisor has low effoctivengss.

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 cxtent 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 actally reccived.) The angle BAB' is the anple
of distortion. ' : ' ' :

Figure: 4
Distortion Angle of Communication

Received
L Bl
- -—
= - ,,
- - /
A ==X ' B
Sent Message : Intended Message

Many luctors contribute to the distortion of com munijcation. The source of
communication (onc who sends the message) has his own background — his values,
motivation, style, ete, The message is filtered through these before itis transmitted, For
-example, its decoding may be influenced by his background factors. The words he
chooses to use in encoding the message may produce a particular effect. The words he,
hand, the target (one who receives the message) also has his psychological filters
through which the message passes before its final inte: pretation. Distortion can oceur
 either during the encoding, or during the decoding process. The problems of

-communication can be solved by taking some remedial steps.

Distortion can be reduced by helping the people involved (the source or the sender of
a message, and the target or the recetver of the message) to understand each others’
filters (background factors) and to become aware of their own. One 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 to be paid to this factor, as people arc engaged in several tasks, and have very
little time to spend on elaborate messages received, When messages are couched ina -
large number of symbols (words, pages, or other coded forms), the persons receiving
the message may have lower motivation to 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 gncoded (not fully explained), or the _
commuaication may have double méssages. 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 speaker’s cffectiveness will be

low. For example, if a supervisor tells an emplovee that he is pleased with him, but

frowns while doing so, he is giving a contlicting message and is not likely to be effective. -
i ) 87
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Feedback s a useful mechanism to develop congraence in communication. It is
discussed later, what the source and targets can do fo use feedback to benefit from

comInuaications.

inflmence _ .

The most important criterion of effectivencss is the influence that the ommiupicator is
able 1o exercise over the receiver of the communication. Inflaence docs not mean
conteol: it means that the communicator achieves the resuit he intended. If he wanted
an empathetic response and he achieved thatasa result of his interaction, bie has
successfally influenced the otier person. If a supervisor sends n message of trust and
crmfitsnce to his employee and helps the latter develop autonomy and'the ability to
take the initiative, the supervisor has succeeded in influencing the employee.

Relationship Building _ i
Cne of the goals of interpersonal communication i so-build a trusting relationship.
berween the source and the target. Such a relationship facilitates future communication

 between the two. An effective commusication contributes to the building of trust and

better interpersonal relationship between the source{s} and the targei(s).

One factor that contribuies to influence and trust building is the credibility of ihe
saurce. If the sonrce from which the message emanates has low credibility, the
communication may not have the aeeded effectivencss. For exampie, if an itnportant

| comfmunication is sent by a middle manager, it rnay not be taken seriously. The same

message will be received with some respect i it comes from a higher level. It may be
useful to examisie 2t what level the credibility will be acceptable for a particular message
to producs the desired effect, In most cases this is carcfully examin b in the
organisations. ' ' :

Uslng Feadback

Feedback is a very effective mechanism for improving communication. Several
approaches to giving feedback and receiving feedback are discussed in the following
sections.

o4 FUNCTIONS OF FREDBACK

In most organisational situations individuals interact with other individuals; two people
worlking together on a job; the boss falking with the subordinate abput how weli the
latter has been doing or where he has not fared well; the subordinate discussing withi the
boss on how things can be improved; and other similar situations. Individuals alsa
communicate io cach other their impressions of various things. Such interactions can be
the basis of effaciiveness. If betier solutions arc evolved asa result of such interaction,
and if decisions are implemented with earnestiess, it may contribute both to the
effectiveness of the organisation and to the cffectiveness of managers and cthers
working on the goals and tasks.

When persons work together and they interact, they need to commniunicate to one
anothet their feelings, impressions, and views on various matters, hen such feelings

- and perceptions are communicated to 4 person, especially regarding his behavionr,

style af working, ete, it is called feedback. In simple terms, feedback is the
commumication of feclings and perceptions by one individual to am!:rthcr individual
about the latter's befiaviour and style of working. Such interpersonal feedback is
involved in evervday jife in various situations. The. boss sits with his subordinate and
gives him necessary counselling on the latter’s achisvernents, strengths as well as the
areas 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. If his boss pelied him upin the presence of others, he may goand tell him
how bad he felt about sizch a happening. This may elp the boss to improve his ways of
communication ou such inatters to 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 two 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 increasing his personal and interpersonal
effectiveness, the functions can be considered separately in relation to piving 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 éither
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 choose
Onie Or Iwo-to experiment upon. Interpersonal feedback contributes towards the
imprevement of communication between two persons involved in feedback thrapgh the
establishment of the culture of openness and promoting interpersonal trust. Continuous
teedback will help in establishing norms of being open. Eventaally the effective
commanic:tion of feedback willhelp 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 feedback fulfils several purposes. It primarily helps the individual
(recipient) to pracess the behavioural data he has received frotn 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 awarcness of his own self and behaviour. Getting
informaiion about how his behaviour is perecived, and what impact it makes on others,
increases his sensitivity, i.e. hisability to pick up cues from the environment to indicate
what perceptions and fee]ings people have about his behaviotr. Such sensitivity is very
useful. It encourages him to experiment with new behaviour to find out ways of
increasing his personal and interpersonal effectiveness. Effective use of feedback helps
in building and integrating the self. One who receives feedback is encouraged to give
feedback to others in turn, and thus, it encourages both openness and mutuality.

These functions of feedback, for both the dimensions of giving and receiving are
sutnmarised in Figure 5. Itis assumed that feedback is given and received with enoliigh
openness and sensitivity. A balance of these two is necessary for effectiveness.

Fipure §

Functions of Feedback

Giving Feedback Receiving Fecdback

Provides verifiable data about Helps in processing behavioural data

behaviour

Encourages collecting data Increases self-awarcness

from several sources

Suggesls alternatives to be considered Incréases sensitivity in picking up cues

Improves interpersonal communtcation Encourages experimenting with new behaviour
Establishes culture of openness Helpsin building an integrated seif

Promoles interpersonal trust Encourages openness )

Facilitates autonomy Develops mutuality

2.4 THE FEEDBACK PROCESS

The process of interpersonal 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 inrthis
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 dirg rammatically shown in Figure 6.
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Figure: 5

~ Intra Personal Processes The Process of a Feedback Episode
. ' "
" Percption |
— of stimull 1 ] - NE‘: (mod
, - of B i Noeds : Relationship Needs uncharged}
behaviour, Volumes betwoon Valies behavicar. 71
1: | | Persomality; |. | AandB . i Persomalily L
I © M i 10b _f_
Perception | . Changein
of B's | behaviour
behaviour | s
2z - I
i . Dissemance —
1 Seenas ; :
Verbal ¢ . h:ﬁ_',}:f 7| reduation etensive. |
oumm:lnica(ion! e Confrontation behaviour
of the ’ ol 7a b
peception I Ways of . i — ] .
e o un: Secnas 1 | 1
catitn thr — 1—
12| Hd —-
Nonverbal _ I J . Dissomenee _
o Mtion 13 6 " Rejection
3n) L. . S of
{eedback
Uncommu- | | Gapbetween | (| a
mexied ! feedback &
peception” sclf-concept
5
el —
Perception
of feedback
4
Feedback !

The various parts of the process are discussed below.
1) Psychological Make-np of the Persous Involved in Feedback (Boxes 10a, 100 and 11)

"The logical and ¢hronological beginning of a feedback episode is with A's.
perception of B's behaviour. But the psychological backgrounds of both A and B
function as intervening variables of which one should be aware in the beginning.
Both individuals have their own needs, value systems, and several aspects of their
personality, An individual may have a high need of dependency. B fth the
individuals {one who is giving and the other who is receiving feedbzck} will behave in
entirely different ways. In addition to their needs and other psychological
background, they may have a pattern of relationship (Box 11). They may cither
like each other, or may hate each other. They may have either accegting or non-
accepting relationships. These factors are important in influgncing several aspects
of the feedback episode.

2) A’s Perception of B’s Behaviour (Boxes 1 and 2)

. In an incident where A and B are involved, and where B has shown some
behaviour, A perceives the behaviour with a certain meaning. He feceives the
stimulj of B’s behaviour. For example, he listens to what B has saig), and obszrves
how he has said it. In receiving both the verbal and nonverbal stim i (Box 1), A

" gives meaning to them (Box 2). The way he percéives or interprets the stimuli ke
has receivedfrom B depends to a great extent on his psychological make-up as well
as the relationship he has with B.

3) Communication of the Perception by A (Box ¥)
Individual A communicates has perception to B, and this is what is wsuaily called
. feedback. Communication may either be verbal (Box 3a) or nonverbal (Box 3b).
Usually verbal communication will be more open. If A is clear about what he wanis
to communicate and has no hiesitation in communicating it, he wil usually
cormmunicate verbally. However, more messages may be commu icated through
nonverbal.cues. If A does not feel free to communicate with B, he may still succeed
in communicating his resentment by a smileless interaction; by a frown knitting his
forehead (of which he may not be aware) by an indifferent attitude; and so on.
These nonverbal cues are, in many cases, much more significant than the verbally
delivered messapes. lu many cases, the nonverbal cues may b just the opposite of
what is verbally communicated. For example, A may tell B that he is cnjoying the
conversation and the points being raised, but may look at his watch from time to
time. thus giving » nonverbal signal of being fed upy without being aware of it. Such
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contradictory verbal and nonverbal messages may distort communication and the 1 Communication and Feedback
effcctwane\ss of feedback. In rnany cases, the nonverbal cues are much stronger
and tlie message isloud and clear. In many other cases, the nonverbal cues may be
fairly wc%*k and may not be picked up by B. There are many perceptions, however,
which remain uncommunicated (Box3). An individual may feel highly agitated
and yet he may not communicate his resentment or anger either in the verbal form
o1 through nonverbal cues, Such uncommunicated pereeptions may distort the
communications further and may come in the way of the eFectiveness of feedback.
The message is either communicated verbally or nonverbaily, or some pereeptions
remain encommunicated. This process is greatly influenced by an individual’s
personal background and his relationship with the other individual,

A’s 8tyle of Comimnunication (Box 12)
One important variable 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. Wheiher 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 fremendous differen..e [1e] ['ie feedback being either
effective or incfective.

B's Perception of the Feedback (Box 4)

" After A has given feedback, usualiy verbaliy, B feceives it and he perceives the

feedback in a particnlas way. He may see it as A bad inteuded, or his perception
may be quite different from what A wanted to communicate. These perceptions do
not get clarified unless they are chocked, and one important part of feedback is the
checking of such perceptions of messages..”

- B’s Perception of A’s Style of Communication (Box 13) )
- Along with the perception of the message, B also reacts to the way the message is

sent by A, If the communication is more descriptive and personal, providing
personal data by A about how he feels in relation to B's behavicur, oris helpful in
encouraging B to try new behaviour, the latter may see the communication as
heipful (Box 13a). On the other hand, if A’s communication is more accusing or
judgementa] B may see the comimunication as threatening (Box 13b). Such a
perception is a crucial factor in determining what B will do with the feedback he
Teceives,

Gap betwesnt the Recefved Feedback and B’s Self-concept (Box 5)

When B receives feedback irom A, the feedback may be quite close to what B
thinks of himseif. For example, if A communicates to B that the former sees the
laiter as endotional, B’s reaction to this feedback will depend to some extent on
whether lie perceives himself as emotional or nct. ’Ihc feedback may either confirm
or coniradict B's self-concept.

Diswﬂame Caveed {(Box 6
¥ the feedback received from A confirms what B thinks of hlmﬂelf it may reinforce
his behaviour. If, however, the feedback received ffoin A contradicts what B

_thinks of himself, it s=ay cause dissonance. Dissonance has been found to be an

rmportant factor in either producing change or in the rejection of feedback, If the
feedback is seen as threatening, and if it produces dissonance, it-is more hkely to
be rejected (Box Ga). :

Dissonance Redection (Box 7)

“The feedback is not rejected outright. Dissonance has to be. reduced because an

individua! cannot live in a state of dissonance for long. Dissonance may, either be
reduced by confrontation or throung, defensive behaviour. 1f B sees the feedback
as helpful, he may explore further with A, and, as a result of such -exploration, he
may do something about this fecdback, This is confrontation (7a). However, if he .
seesit as threatening, he may use all ihe defence mcchamsms possible to deal with
the feedback {7b).

19 Chznge in B's Behaviour (Box 8)

Depending on the personality background of the individual and whether the
feedback received is seen as helpful, B may take the decision to try out new
behaviour and, therefore, change a part of his behaviour. Such experiments in
change may satisfy hitm. 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
hu 2 ..
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11) B’s Behaviour after Feedback (Box 9) _'

As indicated in the foregoing analyses, B may either continue to show his old
behaviour if feedback has been rejested, or he may even is¢ 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 perception of B's
behaviour by A. This cyclic process is indicated in the Figure by af arrow going
from Box 9 to Box 1. '

The feedback episcde starts with A’s perception of B; his background of needs
values, ete., his comm anjeation of his perception to B; B’s perception of feedback
as helpful or threatening, B’s ways of dealing with the feedback (¢ ither by
confronting it or by rejecting it or using defence mechanisms), and B’s undergoing
some change. As already stated, the transaction is much more complex than
depicted bere. But this paradigm does show the basic elements in such a
transaction.

9.5 GIVING FEEDBACK

. Peedback is an interpersonal transaction in which two persons are inyolved. The

effectiveness of this transaction will, therefore, depend on the behaviour and response
of both the persons, the feedback provider and the feedback receiver. One who is
giving feedback can do several (hings to caosure the effectiveness of feedback, Some
characteristics of effective feedback are discussed as follows.

n

2)

3

4)

Deseriptive and Not Evaleative : - .

The person who gives feedback should describe what he sees happ ning rather than
passing judgement over it. The description can be either of the effect of the
behaviour of the other person {B) on himself (A) — “your rema&‘k made me
angry’; or the factual statement ~— “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

- jt. Such descriptive feedback may provide enough data for B to think and take

some decisions. On the other hand, feedback could be evaluative in several ways.
Either A may pass a judgement — “your behaviour was not proper”’; or he may
criticise or categorise B’s behaviour — “you suffer from inferiority complex,” or
may five advice— “youshould be holder”. Such evaluatire feedback does not help
a person. Descriptive feedback is helpful in making a person more autonemous in
taking decisions about what he would like to do. :

Focused on the Behaviour not on the Person ' :
The feedback is to help a pérson think about his behaviour and ake a decision to
change it. The feedback givenon thepersonasa whole —you arﬂj‘ sharp oryou are
dumb, i 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 receiver is in a position to decide what can be done about his behaviour.

Data-based and Specific and Not Impressionistic !

Effective feedback gives specific information about his behaviour to an individual
and provides him 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
judgemental. Even ifit is non-judgemental, it may not help a person 1o prepare 2
strategy for changing his behaviour: tor example, telling a person you must not
interrupt. On the other hand if a person is told -— “you interrupied A, Band C
without allowing them to complete what they were saying”, the recipient has
concrete data to use for thinking about his general sensitivity, and cantake stepsto
carefully observe and avoid such interruptions in future.

Reinforcing Positive New Behaviour

Effective feedback helps a person to decide which style of behgviour he should
continue to use. When a person is experimenting with new behaviour, positive
teedback is likely to reinforce his effertive behaviour and he is able to stabilise it as
a-part of his personality. In this sense, positive feedback is verw helpful. Criticism:
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Cotimemicatioa and rmbicl?

or negative fecdback does not help. It only increascs the chances of a person
becoming defensive. Positive feedback has, however, to be genuine and specific: If
for cxample, a person gets the feedback that he usually does not participate much
in meetings, as a result of such fecdback, he'may make special efforts to speak

. positive feedback like — “T liked your idea”, *'I liked your taking initiative”, etc.

10)

11

R

may help him take more steps in that direction. _

Suggestive and Not Prescrlptlve
In many cases, the persons giving feedback may suggést alternative ways of
improving. For example, when the teedback indicates that B is not able to confront
people in the group, members may like to make suggestions for him to improve —
“speak cut your feelings as soon as you feel bad about something™; “vou can work
out an arrangement with one or two members in the group to act as your alter ego,
so that they may speak out what they think your feelings are at that time, and latei
you take these up for further exploration”. Such suggestions, however, should be
in the form of alternative ways open to B for increasing his confronting ability.
Feedback given in the prescriptive from, i.¢. what exactly the person should do,
does not help the person and it only makes him cither dependent on such advice or
is ineffective since the person himself is not involved in the decision taken.

Continuous )

Usually effective feedback does not stop with one act of feedback. It establishes a

relattonship of openness. The relationship s a continuing one, usually resulting in

continuous feedback. Moreover, feedback when repearad is likely to produce

better results. The repeated feedback may reinforce what was initially ' \\
communicaled and may give an opportunity to the subject 1o discuss the feedback., : : -

Mostly Personal

Effective feedback indicates the involvement of the person who is giving the
feedback in the process. If the person provides evidence from his own cxpcrience,
and gives data about how he pereeived or was affected by the other persons’s
behaviour, this is more genuine and helpful. if the person provides other _
information and data in addition to making his own feelings and perceptions known
to the other person, the outcome will be much more effective. If, however, only
objective feedback is given without the person sharing his own perceptions and -
feelings, the transaction of mutuality is fiot established and the feedbiack is not
cffective enough. -

Need-based and Solicited

Feedback which is solicited by a person is much more effective thanif it is given
without such a need. In the former sitvation, 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 net
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 hins more positive feedback
and then he may be helped to see some aspects on which he can improve. Feedback
without sensitivity on the part of the person imparting it may become ineffective.

Intended to Help

The basic motivation of the person who is giving feedback is important. Tf his
‘mativation is to be critical, negative, or mercly to convinee the ether person about
the accuracy of the giver's perception, then the feedback will not be effective. If
however, the feedback is genuinely intended to help the other person, then this
aspect itself will influence the way ic,edback is given and it is likely to be very
helpful.

Focused on Modifiable Behaviour

.The purpose of feedback is to help the other person ta do something about his

behaviour and te increase its effectiveness. This is possible when the feedback
focuses on such an aspect of behaviour about which a person can do something. For
example, feedback given to a person on his stammering may not be useful because
itwould only reinforce his negative setf-image and he cannot do anything about his
stammering in the normal course.

Satisfying Needs of Both

. Feedback is a mutual transaction. Fora transaction to be effective it should satisfy

the needs of both persons. The need of the individual who is giving the feedback
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may be to help, to iffluence and to establish a better relationship. These needs
showld 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 hirh 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 ngeds, the
relationship of mutuality wilt be:more effective.

13} Thecked and Verified
‘While giving feedback, the person communicates one set of perceptions. Unless
these are checked with the perceptions of the various other persens involved,
feedback may not serve its purpose. Feedback can be effective iffan atiempt is
made both by the giver and the receiver to check it with various other persons-in
the group. : :

13) Well-timed
Feedback should be well-timed. Timing means several things. Firstly, it should be
given immediately after the relevant event has occurred, The advantage of

_ immediate feedback is that the person has a higher miotivation to reflect on the
event, and can examine several dimensions of the event without much distraction.
Secondly, accurate timing also means that the person should be in a position to
receive feedback and use it. For exampie, in & group situation, negative feedback
can be effective only after a minimum level of trust ias been established among the
group members. kn timing a feedback the main criterion used should be whether it
is likely to evoke defensiveness. [n circumstances where feedback is fikely 1o be
perceived as an attack of eriticism, it may not be helpful. '

14) Contributing to Mutuslity and Tearm Bailding
Feedback should be instrumental in buitding relationship of openness, trust and
spontaneity. if it does not centribute (o such mutuality, it cannof be said to be

effective. Bifective feedback not only contributes to mutuality, but helps in
building the group through the development of interpersonal effgctiveness of most

« ofihe group. In thissense feedback goes beyond the mutuality of fwo persons aiit
contributes to the growth and development of the entire group. The function of .
feedback to do this should be exarnined from time to time so that people involved
in the feedback process may be abie to take decisions and monitor the feedback
mechanisra for the achievement of this goal. :

Activity 1 :

Befors reading further, comaplete this self-test, purpose of this scli-igstis to iduntify
your typical patterns of reaction to feedback. Since you are o use the result for your
improvement of commneaication, be quite frank in your responses.

When someone gives you feedback which Is unpleasant, not to your tiking, or which is
different from your own anderstanding of yourself and disturbing 1o you, you may react
in several ways. Listed below are some possible ways of reacting Lo such feedback.
Against each type of behaviour check how often you tend to do so by writing 5 i you
almost always do so; 4 if you often behave that way; 3 if you sometimes do so; 2 if you
occasionally behave that way; and b if you do so seldom or never.

94




.1} Deny thatis true of you
2)  Argue with him
3) Get angry with him

4) . Give reasons for your aot acceptmg tlm fef'dbapk or for } our bchavmur descrlbed
by him {ustification) - :

5)  Accept the feedback quickly

6) Hear kim but don’t express yhur feelings

_ 7 Use humour - ' B N

. &) Generahse and give examplcs from others

%) See the other person as prejudlced

10) Do not express there, but take out the 1ebcntment on someone else.

9.6 RECEIVING F EEDBACK

Communication and Fred back

The effectivenes of feedback depends as much on how itis received and uscd asit does -
not how it is given. As discussed in the process of a feedback episode, if the feedback -
disconfirms the sclf-image or expectation, dissonance is caused. According to the

~ dissonange theory, when an expectation is disconfirmed, psychological tension is
caused. Experimental evidence is available to subjects receiving discrepant outcomes
as being more tense and more uncertain about the performance of the outcome.
Dissonance may result either in change of behavicur or in conflict and threat whlch may
lcad to defensive behaviour, Broadly speaking, the person receiving feedback may use
either defensive behaviour or confronting behaviour to reduce dissonance. l:'lgure 7
gwes the suimmary of two sets of behaviour, defensive and confronting.

When the individual fecls threatened by the feedback he receives (for example, ifhejs
criticized or blamed, of given what he may consider as negative feedback which hie does
" not agree with), he may build some defence around himself so that be can protect
himself from the threat. The coneept of defence mechanisms was introduced by Freud.
He studicd several defence mechanisms peéople used in psychoneurosis. The use of
defensive behaviour to deal with threatening feedback is iike using pain-killing drugs to
deai with the pain experienced by a person. These reduce the awareness of the pain; but
~ they do not deal with the main cause of the pain. The same is true of defensive
behaviour. Defensive behaviour may create an illusion of having deal with the situation,
but it docs 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 anger to the superior officer and say that the feedback is based on -
prejudice. This may satisfy him and he may not feel thycatened any more. This,
however, neither changes the situation (the superior officer will continue to feel, 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, does not serve the
purpose, although it may merely reduce anxiety. The conflictin the self is not resolved.
Excessive use of defensive behaviouris likely to resultin a conflicted self. On the other
. hand, if confroating behaviour is used, the conflict isreduced and coptinued use of such
' behawour will resultin an mtegrated self, and p1 ocesses of exfc,cnvencss

Figure 7

Defensive and Confronting Behaviour in Dealing with Fecdback

Defensive Bchaviour b o Cdnfrqnting'Behaviour
Denial ) ' . Owning _
Rationzlization C . Seif—anquﬁi_s )
Projection . ' _ Erﬁpathy

- Displacement : ) . Exploration
Ouickacceptam.:e‘ o " Datacollection
Wilhdrawal . Expressiﬁg feclings
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% Cymusm Versus Positive Critical Attitude
Negative feedback can be brushed aside by a cynical attitude that most people say

" things which do not desérve consideration and that, in general, things|arc pretty bad,

Onihe other hand, a positive critical attitude helps a person examine what feedback is
given and sort out those parts which seein: to make sense and reject othgrs 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 siteations|, negative
feedback is ignored by a process of ‘ntellectualisation, spinning theorics in explaining

" matters when the real need may be to share the concern the person has with others and

take their help in dealing with the problems he may be facmg

12) Generalisation Versus Experimentation

One form of defensive behaviour to deal with negative feedback is to generalise what -
has been said. Ifa 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 such feedback may say that this is trae in general
about people who have been brought up in the Indian culture and in- the Indlan family.
Such generalisations may not help.

Insiead, if the individual experiments with a different kind of behawour to see whether
he can change his behaviour, in spite of it being culturaily-determined or influenced, he
rnay be benefited.

13) Piiving Versus Relating to Group
In a T-Group or L-Group, some other group, a pcrbon receiving feedtlgck has the.

tendency to pair with another person (or other persons) in the groups who also seem to
. -have received such negative feedback, and are feeling threatened. Thi
' comforting feeling fo-people being together under such “attacks.”

may give a

‘The confrontin g and helpful behaviour in such a situation may be to relate to the group

by exploring with several members of the group and taking their help instead of pairing
with one or a few of them. This miay help in further explorations and experimentation.

Thus use of confronting behaviourmay help a person build relationships for getting
further helpful feedback. The way a persen receives and uses feedback will, to some
extent, also influerice the way erosions give helpful feedback. The person may plan to
test the ideas and experiment on & limited basis and may further seek feedback to know

. whether his ways of improving himself ar seen as effective. This may set a cycle of seli-
‘improvement and increase his interpezsonal effectiveness. If feedbacklis given in the

spirit of hc]pmg the other person in building a relationship of trust and openness: and
if it is received in the spirit of learning from the situation to increase interpersonal
effectiveness and to contribute to such relationship of trust and openness, feedback can
be an effective instrument in building linkages of mutuality between persons and

+ amongst various members in a group. I however, feedback is not promptly or properly

received, it may contribute to the disruption of relanonshlps and may undermine the
development of the group. Feedback, therefore, is a powerful instrument and can be .
used effectively. [t depends on the person who is giving it and the person who.is
receiving it that this instrument can be used for forging bonds of mutuality.

Activity 2

Look at your scores in various items in the self-test you compiete just before 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 i 1ncreasmg your effectiveness.




9.7. SUMMARY - L L ot
From this umt one can understand the importance of commumcatmn How feedback

is necessary for an effective performance and the necessity to improve | feedback
behaviour (both rccemng and giving feedback} is discussed... : :

9.8 SELF -ASSESSMENT TEST
1) Define communication. Explain the processes of commumcatlon and its lmportance
‘in an orgamsatlon .

_ 2) Explam the provess of Feedback. How do you. 1mprove Lhe feedback behavxour m
" your organisation? :

3) Explam Receiving Feedback and Gwmg Feedback.

9.8 FURTHER READINGS | Y

1) The Unit has freely borrowed from Chapters 14 and 15 of Udai Parcek’s
Organisational Behaviour Processes (Rawat, 1989) in which a comprehensive
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 contribution to
communication research and practice, “Swmidies in agricultural communication” in
K.N. Singh, C.S.S. Rao & B.N.Sahay (Eds.) Researchin Expansion for Accelérating
Development Process (ISES; 1970), and “Farm message to millions: The Indian
Studies” (unpubhshed Donald Snowden Memorial Lecture;, 1986)

2) LR. Gibb in Defensive Commumcat:on (Journal of Commumcatmn 1961 11,
141-148) has concluded from research about two communication climates; defenswe
{charactérized by evaluation, control strategy; neutrality, superiority, certainty)
and supportive (charactenzed by descnpnon problem onentatlon spontanelty,
~empathy, equality provisionalism). .

3) 1. Anderson’s chapter “Giving and Receiving Feedback” in G W. Daton P.R.”
Lawrence; & L.E. Greiner (Eds.) Organisational Change and Devclopment
-(Irwain-Dorsey, 1970) summanses factors making feedback effective, .~
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'UNIT 10 INTERPERSONAL STYLES,

Ob,]ectlves
After studying the unit you should be able to;

'@ Appreciate the lmpmtance of knowmg mterpersonal styles for rnana gerial
. effectivenes

. & ‘examine critically your own interpersonal styles

® take some steps to increase operational effectiveness of your styles, and of persons
workmg 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 Effectiveness of the Styles
10.7 -Summary : :

" 10.8 Self-assessment Test ,

10.9 Further Reéadings

101 INTERPERSONAL‘RELATIONS

. Before you learn about Inte:personal styles let us guickly recall Intel'pf rsonal
" Relations which you have learnt in MS 1 - Block'5 - Unit 17. ’

. Mostof the time ina day isspent in some sort of interpersonal situation rather than all’
" by oneself without being a member of a group. Most of the daily ezperien e was based
- on interaction with other human beings. Some expefiences in thése relationships are
joyful and others may be upsetting or remained stagnant or have even been abandoned.
Understanding these relationships will help you develop and improve relationships. -
This leads ta Inte'rpet'sonal competence ‘Interpersonal Competence’ refers to the
degree to which one is accurately aware of impact on others and of the i mpact of others

. onyou.

A person in an orgamsatlon is surrourided by three other types of persons: Superiors, -
colleagues and subordinatés. Besides these three types of role one ‘has tg interact with
a lot of other people from different positions. Consumers, supphers people from
regulatery agencies, general public, etc. .

The determinants of mterpersonal behaviour are:

Self-concept: Self-concept is a reflection of all the past experiences one has w1th others

and includes characteristics which differentiates from others. Once self-conceptis

established and certain specific patterns of behaviour are adopted, it tends to resist

change In order to maintain interpersonal envnronment and to maximise congruence

of harmony, certain mechanisms are used.

1. Misperception: Misperceiving how others look at you. _

2 Selective Interaction: Interact w1th those persons who can establish a congruent
state :

3. Selective Evaluation of the other person

4 Selective Evaluation of seif .

5. Response Evocation: Behaveina way that results in others behavmg to ards: you in
an amicable manner. : .

People need peop]e for three main -interpersonal needs:
1 Inclusion — the need for interaction and association -
. 2 Control — the need for control and power
3 Affection — the fieed of love and affection.

Whena group begins to interact and acquire mformat]on of others views and attitudes.

bonds of atrraction form most strongly between those who hold similar v ews toward

thingsthat are 1mportant and relevart to both. A person likes others who have the samre
. 100




one’s self-concept and facilitates interpersonal relations. People interact more

frequently with those who are perceived as confirming their self- concept te the greatest '
extent. ' . : ' '

feeling toward him or her as that person has toward himself o herself. This reinforces Interpersonal styles

There are four stages of Developing interpersonal relaﬁonship:
1) Forming first impressions ' |
2) Devéloping mutual expectations

3} Honeuring Psycholegical contracts

v

4) Developing 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 4 long-term relationship. When this happens, they develop certain _
expectations about each other. An effective inter or work relationship cannot develop
and be maintained unless the participants ar¢ willing to honour their psychological
contracts. The resuit of the mecting 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 ccmpe_ténce can be greatly enhanced
by enlarging ‘Arena’ with the help-of feedback and self-disclosure, Arena represents

- - the ‘Public Seif’ that is known to the self and others. Development of cooperative

relationships is facilitated when there are shared goals, mutually perceived power and
the minimum level of distrust. Thus, it shows that interpersonal relations cannot
flourish uuless the parties are prepared to take certain interpersonal risks,

10.2 WHAT IS INTERPERSONAL STYLE?

Alfred Adlet was amongst the eatliest psychologists to propuse the concept of life sytle
as the ‘consistent movement of an individual towards the soal’. He suggested three
main characteristics of Life Styles: uniqueness, self-consistency, and constancy (i.e.
enduring pattern of behaviour), ' '

Since Adicr many ways have been suggested to study life or working styles. Different

frameworks have been used to suggest such styles. A style can be seen in relation to a _ N
person dealing with non-person objects and issues. For example, when the person

enjoys working on challenging and difficult tasks, we may term his style as dchievement

style, using achievement motivation and its elaborate behavioural patterns.

Using the motivational framewnork, 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 affifiative style; if he enjoys helping othérs and

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 has its roots in the o
personality arientation of the person, as reflected in his attitudes, values, and beliefs
about human beings. Personality theorics can be used to dentify interpersonal styles.

One popular and useful framework has been selected here to understand interpersonal
styles of managers and others who usually have relationship with other persons in the
tole of making impact on them (e.g. trainecs consultants, counsellors, salesmen).

Activity 1 .
Complete the following instrument hefore proceedin g further:

SPIRO - M } :
Cempleting this instrument will kelp you to learn-about how you interact with others,
an important part of your role in the organization. There are no right or wrong answers.
You will learn more about yourselfif you respond to each 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 you are notina managerial roie, 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 ou any answer, use your first reaction '
11



Inter Fersonal Processes

9} 1take up my subordinates cause and fight for them.

20} Iinstruct my subordinates in detait about work problems and

1 means Rarely of never behave this way
2 means Qccasionally behave this way

3 means Sometimes behave this way

4 means Often behave this way

3 means Almost always behave this way

) 1} I assure my subordinates of my availability to them.

2y !delay doing things that 1 do not like.

3} lencourage my subordinates to question me about what should or not be done,

this will affect my relationships with them.

v
ert

6) 1 discuss new ndeas with my subordinates without working out
ideas. :

7} Irespect and follow orgamzatlonal traditions that seem to give the organization

ts identity.

8) I provide my subordinates with the solutions to their problems,

10) 1 admonish my subordinates for not acting according to my ins
11} I think of new and creative solutions.

12) 1 collect information and data even when these are not immed
used.

i3) Thelp my subordinates to become aware of same of their own

14} 1 avoid meeting my bosses and subordinates if I have not been
expectations.

15} 1 help my subordinates to see the eihical dimensions of some g

16) I champion my subordinates causes, even at the cost of organi;
effectiveness.,

18} 1 overwhelm my subordinates with new ideas.

4y Icommunicate strong feclings and resentment to my bosses without cating whether _ ‘
i collect all the information that is needed to solve various problems. |
|
|

the detalls of these

tructions. ?

ately needed or

strengths. _
able to fulfil their

f their actions.

rational

- 17) Ithink out many alternative sclutions to problems before adopting one for action.

19) Laccept ondy those 'bosses and subordinates’ suggestions that appeat to me.

21) izealously argue my point of view in organizational meetings.

22) I give clear instructions to my subordinates about what should
dome.

23) Ttry out new things.

© 24) 1spend my time on specific work to be performed.
25} I reassure my subordinates of my continued help.

heir sclutions.

or should not be

26) Ido ot express my negative feelings during unpleasant meetings but continue to .

be bothercd by them.

27 Thelp my subordinates to examinethe appropriateness of proposed actions.

28) I express resentment to the authorities concerned about things that have not been

done as promised.

29) 1continuously search fur vatious resources from which needed!
obtained in order to work out solutions to problems.

30) 1try out new ideas or methods without waiting consolidate ths
31} 1accept help from others and appreciate it. '

nformation can be

PIEVIOUS OnEs.

32) Iencourage my subordinates to come to me frequently to seek ty advice and help.

33) 1 express my feelings and reactions frankly in meeting with my
a1 cleariy prescribe standards of behaviour to be fallowed inomy

35y Ienjoy trying out new ways and sz¢ a problem as a challenge

own bosses,

work unit.

36) I work prunar:l) on organizational tasks, sometimes at the cogt of sensitivity and |

attention to the feelings of people.
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10.3 THE FRAMEWORK OF TRANSACTIONAL
- ANALYSIS-

CGue useful conceptual framcwork fo understand an mdmdual’s style is that of
. Trapsactional Analysis. TA concepts are quite popular. Two basic concepts to
_understand interpersonal styles are. taken here the ©go states and the exlstcnnal
posrtlons ' :

‘Each person mvolved in transactlon with-others has three ego states

a) The parent, performing two functions, regulating: behavrour through prescriptions
and sanctions; and through ‘providing support. '

b) The adult performmg the functron of collectlon and processmg of information like
-4 computer, B

: c) The child, with several functions, rnamly adaptataon or sulkmg, creatlwty cunomty
and fun; and rebellion. C i

- Each ego state has its own importance. However the functronal of clysfunctlonal roles
of these ego states depend on the general life position a person takes. Harris has
conceptualised four existential or life positions which are quite popular I'm OK, you're:

-OK;I'm not OK, you’re OK; 'm OK, you're not OK; and I’'m not OK; you’re not OK.
James has suggested that in general, OK-ness and non-OK-ness can be used as two

contrastmg ways to understand how bosses behave, Some others ‘have used the terms -

“approach’ and “avoidance” or “functional” and “dysfunctional. .
One can take the framework of the four life positions, and work out details of the
interpersonal styles. The basic idea of James has been used in proposing the various
" styles here. First one must understand the peneral stylesin the four pozemons Figure 1
gives the life positions-and the general styles. :

Flgure 1 General Inlerpersonal Siy]es in  Four Live P‘usumns

Not OK, - A D_ NG
: " | Avoidante | . Different -
Averse :
T e
B R &
M . . . .
anger . Bossing - Compotant
©oor . . B .
Trainer 0K . Confident -,
or . - 'Confronting
Consu!lant Creating
NotOK OK

(Emp]oycc or Partu:lpant or Chent)

10.4 INTERPERSONAL STYLES IN ELABORATION

The four gencral 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 effectlveness however, dependsto a large extent on the basic

- life position 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)I

In this life position the person has respect neither for himself nor for others Ttseéms .
meaningless to the persontodo anythmg worthwhile. The following styles are likely to
. be shown with thie dommance of vanous EpO states:

F;gure 2 hlaborule Inflyencing Siyles

) ; Life Positions
v A B . C D,
" - -I'mnot OK I'm QK I'mOK F'mnot OK

You're Not OK  You're Not OK You're OK You're OK

Parent - Regulati_ng. . “Traditional Prescriptive Normative Indifferent
. Nurturing = - Overindulgent Patronising Supportive Ingratiating
Adult © Cynical’ Task Ohbsession Problem Overwhelming
. . loving’ . :
S : . Adaptive . Sulking . Complaining  Resilient . Dependent * -
o Child Reactive . Withdrawn Aggressive Confonting Intropunitive
R Creative -~ Himorous -‘Bohelman Innovative’ ~  Satirica! -
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“by giving advik

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 aré followed. In the traditional style, the manager will have
faith neither in himself nor in his subordinates to follow proper behaviour, The easies
way, therefore, would be simply to follow the rules and regulations and the laid down

© pracedures; The trainer shows this style by doing whar he has learsit as a participant. A
- gonsultant may be interested in norms and standzrds of behavicuronly to the extent to

which these are relevant directly to his tasks, and in this he may follow well established
practices. : ' o :
3} Over indvigent (Nurturing Parent): The nu_rtur_ing 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 this

style may show more than necessary consideration towards others.
3 Cynical {Adult): The adult cgo state is concerned with the tasks, The attitude of the

avoidant style in the adult ego state is ot luck of faith and concernin work. This produces '

a cynical attitude. A manager or a consultant, or a trainer is likely to indicate this
attitude by remarks showing that 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-OK fecling both for himself
and others, he does not share his feelings with others, and continues ro sulk. A manager
or a consultant, or a trainer may adapt himself to the situation by keeping the feeling of
dissatisfaction to himself. This is dysfunctional adaptation, growing out of need for
safefy. - - . : : '

5) Withdrawn (Reactive Child): In a not OK-not OK position, a person feeling angry
tends to show his anger (or aggressiveness) by his withdrawal behaviour. The manager

“may become disinterested and uninvolved; a consuitant may break his consulting

relationship with the client; a trainer may lose interest in his professional work.

6) Humorous (Creative Child): The creativity of a person in an influencing role in the
Not OK-not OK position is likely to result in ill-timed humour. Humour may help to
avoid immediate probiems. This is different from genuine humour which may be used
accasionally to enliven various difficult situations. A manager, or a consultantora -
trainer in this style may.all the times show his imaginativeness by using humour which
may reduce tiie seriousness of a situation to.a more tudicrous one. B

B.- Bossing (or I’'m OK You'rz Not OK) . .
Generally; a person in tiis life position takes a “holier than thou” attitude. This is

- reflected in an attitude of superiority. The various styles in this position are as follows:

7) Prescriptive (Regulating Parent): A manager has an opportunity to ensure that he'

_establishes proper norms for his subordinate and equally ensures that these are

fo]l()wed;-ar'cqnsu]La'nt indicates 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 ene of laying down detailed rules and regulations for the participant and -
_ensure that these are praperly followed. Such people are alse overcritical of others,

- B) Patronising (Nurturing Pavent): In this style nurturance and support are provided by

almostimposing oneself on others. A manager provides support, and makes it obvious
that he is dotng, 4 faveur, and that his subordinate is not capable iof taking care of
himself. A consultant with this style treats the client like a child, and shows him favour
And support. This style is quite obvious in 4 trainer who may show
darticipants abaut how he is taking care of others who are more or less

favour to remin
helpless.

. 9. Task Obsessive (Adult): The manager, cofisultant or trainer in this 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 ihe tasks and involves others in secondary roles. '

10y Compiaining (Adaptive Child): A person fries to adapt himself, and seeks safety,
but feels that he does not have the situation he deserves. This is reflected in his
complaining behaviour. A manager finds fauit with organisation, and other managers
and érfiployees; a trainer is unhappy but only expresses general complaints; a consultant
paints out many things responsible for slow progress. '

11) Aggressive (Reactive Child): 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 never allowmg these to be settled The resultof all such behav1our is that he . S _ l-luw—llﬂh
gets alienated; people do not take such a person senously anymore. . o R o S
- 12) Bohemian (Creative Child): Such a person does not stay with one ldea and is .
- obsessed with new ideas all the time. He: overwhelms hlS subordmates or cllents or-
partrc1pants with the new ideas he gets, ' o : :

D - Diffident (or T’am Not OK You're OK) b o e
The general attitude in this style is to depreciate oneself As the person does not have
much trustin his own abrhty he may not assert himself. This may be shown in various
. ways. The followm g five styles may be found in this position. Co

13) Indifferent {Regulating Parent): The person in this style lcaves 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 does not.

' havc enough trust in his abillty to help people deve]op proper horms and follow such
norms. A irainer may take no notice of some serious deviations in the Institute. AL

+ manager may 1gnore the gquestion of propricty of behav1our of his subordinates.

14) lngratlatmg (Nurturing Parent): In'this style the effort is to try to please or p]acate

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 mayget . -

“overpersonal, invite participants for social patties at homg and visit them: at their
places. A consultant may go out of his way to do more than necessary what the client
may want himtodo.

15) Overwhelmed (Adu[t) Such aperson is always concerned wrth the task but rem_a1_ns
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 reﬂected in -
overdependence on others. A dependent manager fnay go bllndly by what his
subordinates tell him to do; or he mady seek approval for all hisactions from the boss.

A trainer with this style {ollows strictly the norms, and in case of needed change, asks -
the head of the institution or group for approval. A dependent consultant i is gulded
primarily by the clients wishes and undeistandmg : : !

17) Iniropunitive (Reactlve Child): A person with this style takes out the aggressron on ’
himself. He is angry at-himself for not doing certain things, blames himself, his lack of
ability or skills or courage for his ineffectiveness. He has self—p1ty i

18) Satirical (Creative Child): This style takes a more pungent form. The person shows -
his critical attitude, but escapes confrontation by using satlre

C - 'm OK You’re OK : :
Persons in this life position are creative, confident of themselves, and competent They
have respect for themselves aswell as for others The following five stvles may be sh0wn
in this position: : : : : : o

- 19) Normative (Regulatlng Parent): The manager, consultant, or trainer is concerned
- with setting appropriate norms, but he involves his subordinates, clients ar participants
both in evolving these norms and in decrdmg how such norms will be fol]owecl

20) Supportive (Nurturing Parent}: The person in this style provides the necessary
support needed by others with whom he 1nteracts support is provided only if such
support is either solicited or needed, :

21) Problem Solving (Adult) The concern of the person “with this style is to solve the
- problem by working himself and involving othersin it. This is different from obsession
with the task. Itisironical that sometimes-Overconcern w lth tasks may comein the way
of the solution of problem

22j Resilient (Adaptwe Chrld) Thisstyle is eharaeterrzed be funcuonal adaptatlon 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, and quicker to
change his approach if needed. A trainer or the consultant gives up the well prepared
plans of teaching and mterventlon if the situation demands a dlfferent approach

Confronting {Reactive Chlld} Aggressrveness is the characteristic of this style, E -

However, aggressiveness becomes functional when the person does not give up, but - - )

perseveres, and'is content only when the problem is selved. This is confrodtation with

the problem. A dxstmctlon needs to be made between pseudo- confrontauon o i

(expressron of aggress.on to people) and real confrontauon reflected in the concem o
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-with the problem. Even when somethmg isto be explored with the persons, the focusi is
alwaysona pamcular issue or on a problem, and the persons is not the target.

24) Innovative (Creatwe Child): A person in this style is not satisfied with available '
¢ * solutions but continuously searches for Rew ways of solving a problém or new methods

' ' to be used. He is also interested, however, in'stabilizing such an mnpvaﬁon before
- going to the new ones. : :

10.5 TWELVE INTERPERSONAL STYLES

lActmly 2

Transfer your scores from the quunonna.re in Actmty | for eachitem in the followmg ..
scoring sheet :

Scoring sheet

s " OKEgoState

) . ) . Raw
_ Jrem Score - “Frem Seore frem Score Total  Type
Parent . {1y — + {17 L+ 09 = ' —Supportive
' By—- +- (9 + (2N = — Normative
Adult o) v - On + 29 = —Provlem Solving
ciild (1L e + . (35) = “Tnnovative
' © +. 2)—— + (33)——=  —Confronting
%) +  (9)——— + (3d)———=  ——Resilien
Not-OK Ego State | o _ Raw
ltem Score hem Score ftem Scoré | Totwal . |Type
Parent (8) T 20 TR ) p—— —Restuing
_ (10) + (2 + (31 = —Prederiptive
Adult V3] +  (29)- + o (36) = ~——Task Obsessive: -
Child (6) +  {18) o+ (B30 = - Bahemian
{4} + ' {16)' - + (28) = ——Aggressive
) £ (14 (20— — Scofing
From the above scorin, sheet enter your scores in the dppmpnatc boxes pelow into the -
-summary sheet, _ )
EGO STATES
PARENT ADULT CHILD
) ) Nu.rru_;ing - Regulating = . ’ . Creative Reattive Adaptive
OKSwyles = Supportive Normative Probllerp_'Su]vir{g Innovative  Conffonting * Resitient™
. . = .
Not-OK ~  Hescuing  Prescriptive Task - Bohemian - Aggressive Sulking
Stvles : Obsessive :
Under '
devcloped -
OK Ego®tates ' -q -
Operation I :
Effectivenesy
" Quotient o
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. Tnterpursonal styles '
~ Dominant Style . . - o ) .

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 figure 3.

Figure 3
Twelve Influencing Styles

‘Styles in Tweo Life Positions

Epo State ~ Avoidance Approach
’ - Not OK OK.
Dysfunctional - Functional
Nurturing Parent Rescuing . Supportive
Regulating Parent Prescriptive Normative
Adult Task-Obsessive Probiem Solving
Adaptive Child Sulking * Resilient
Creative Child Bohemian Innovative
Reactive Child Aggressive . Confronting

1) Rescuing Style: Such a style develops a dependency relationship in which the
managers, the trainer or the consultant perceives his main role as that of rescuing his
subordinate, or participant or client, The latter is secn as incapable of taking care of
himself. Another characteristic of this style is that support is provided conditionally,
contingent upon defence of the glient to the consultant, or subordinate to the manager,
or participant to the trainer, In this style the general articude remains of superiority of
the manager or the consuitant or the trainer and these people show their support to
solve problems. However, such support constantly reminds others of their dependence
on their managers, ¢tc, Such a style does not help peopie to become independent and
act by themselves.

2) Supportive Styl . In ihis style support is provided when needed. James uses the term
“supportive coaches” for managers with this style. They encourage their subordinates,
chieer them on, and provide the necessary conditions for their continuous improvément.
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. : _

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 sotutions for
the problem. '

4) Normative Style: In this style managers are intercsted in developing proper norms of
behaviour of their subordinates and helping their subardinates to understand how some
norms are more important than others. A consultant with this style not only helps his
client to develop ways of approaching a problem, and raises questions about relevart
values. Such a consultant emiphasizes the development of & general approach to the
problem. A trainer with this style influences the participants through the modelling of
heliaviour, that is, by behaving the way he would like participants to behave. He also-
raises questions about the appropriaténess of some aspects of behaviour and work,

5) Task-obsessive Style; Managers or consultants or trainers in this style are more
_ concerned with the task. Matters not directly refated to the task are ignored. They are

107



Inter Personal Protesses

. amore sophlstrcated computer which takes into account several inatte

1) Sulking Style: A manager ord consultant or a trainer in thrs style keeps

. person in this style avoids them; feels bad about srtuatlons but c!oas n

- .such a change is needed.

“supgestions. They- hope that this will help them achieve their restilts. T

- with the exploration of a probleni. Perseverance is the main character

 things doné for their subordinates. Thé same is true of trainers who cg

- not concerned with’ feelmgs, and in fact, farl to recogmze them since they see them as

not related 1o the task. They functron like computers. The oonsultant fbcuses his -

does not see the problems being merely confined to the tasks. For him
have various dimensions: He does not function as the old-styled cemputg

" attention on the task ignoring any ‘non- -task’ information. A trainérising ensitive to the '
emotional needs, personal problems, and appreliension of the particip

. 6) Problem -solving Style: In this style amanager is concerned to solve preblems but he.

Ants.

the problems
er, but acts like
s for which the

previous models of computers did not have the capability to handle. The focus of the

In this process he takes the help of and 1nvolves his subordmates clie
partlclpants : .

. manager, consuitant, or trainer is on dealing with the finding out solutlcroj;s to problems. .

§ and

5 t_he negative

feclings to himself; finds it difficult to share them and avoids meeting people if he has

not been able to fulfil his part of the contract. Instead of confronting t

lumself

e probler_ns, a
t-express o

. 8) Resilient Style: [n thls style a person. shows creatlve adaptabrhty, learmng from

others, accepting others’ ideas whrch appeal L] hil’n and changmg his dpproach when

9) Bohemian Style: In this style the creative child is active. A ‘marnager
trainef has lois of ideas and he is 1mpat1er1t with the current practices.

consultant, or
He is less

concerned about the working of the new ideas, and is mainly concerned with the ideas

themselves Such people are non- conformists and enjoy experlmentm
approaches mainly for fun. They hardlyallow anideaora practloe to st
from one to the other. James calls such managers “scatter- braing”;

11) Aggressive: Sty]e People wrth ‘this style are flghters James ca,lls the
managers, consultants, or trainers with this style show their aggression t
.They may fight for their: subordinates, or clients, or participants; or th

withnew
ilize. Theygo

)] Innovative Style: People: with this style are enthusiastic abouttiew ap proaches., and .

 take others along with them, However, they pay enough attentionto nu

. so that it results in concrete action and gets mternal:zed ina system S
mnovators :

rturing anidea
uch people are

m “punks”,
owards others.
eir ideas and -
heir

aggressiveriess, however, makes people.ignore them, and not toitake them seriously.

12) Confronting Style Tn this style; as already discussed above, the persg
used the term “Partners” for such anagers. They confront the organ
problems rather than confronting persons for the sake of confrontatro

with this style confronts various sources on behalf of the client afid als
client which helps the latter to-openly explore various dimensions incl

bnsin concemed :
stic. James has -
sation to get - -
nfront the -~

* institution for participants: People with this style are more concerhed about confronting

n. A consultant -
0 confronts the
rding those

pertaining to their relationship. Such people are frank and open, but dre equally

perceptive. and sensuwe They respect others feelings.

use only style moreé (or niore frequently) than other. This style is called

" Aperson inan mﬂuence role {a manager, a consultant, a counsellor 4 trainer) may

ominant style.

show behaviours relating to several of the styles described above. Ho?ev_er, he would

" The styles which has next highest score is called backup tyle, backup s
| emergency sltuatlon or when a petson works under pressure.

yle is used in

10. 6 IMPROVING OPERATING EFFECTIVEN]ESS

OF THE STYLES

below the mean of the standardization sample Accordmg to thel avail

.score lower than those that follow for the various styles would quallfy

' 'Underdeveloped oK ego states are those that. are two Or more standard deviation units

able nofms anyt
as

underdeveloped OK egostates Underdéveloped OK ego states are then checked in the

consider workmg on mcreasmg mese behaviours.
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Cutoffpointsfor = ' Ny ’ 'Iulg- Personal Processes

Style ) . vnderdeveloped ego siate
Sepportive : g

Normative . . 8

Probilem Solving 8

Innovative - ’ ' 5 -
Confronting 6

Resilient ' 9

The operating effectiveness index shows how effectively the OK dimcnsion ofa
particular ego state is being used by the respondent. The Operating Etfectiveness.
Quotient {OEQ) can be determined by referring to Table 1.

Table 1

. Operating Effcctiveness Quotient
Not OK . . OK Scores L
Scores 3 4 5 [ 7 g81]1. 9 10 11 12 13 14 15
3 0 {100 | 100 | 100 [100 | 100 | 100 | 100 { oo | 100 | 100 | 1060 | 100
4 Wl se | 67 75 | 80 83| 85 87| 80 oo | o] 92 ] o
5 0133 50| 60 67 71} 757 78 %0 82| 3| 85! 85 -
6 0la5s| 90| 50| s7|e|e| | | 77| 78| a0
"7 “0 20033 4| so| 55| 6ol eaf er| 6] Nl 73| 75
8 0] 17| 28| 370 44| 50| 54| 58| 61| 6| 67| 6] 70
9 ol watos| 33| a0l a5 50 s4] 571 60| 62| 5 | &7
|10 | 12| 22| 36 3| 42 46|50 53| 356, 59! 61| 63
11 O 11y 20] 27|33 38! 43| 47| 507 53| 55| s8] &0
12 01 10| 18} 25 [a1] 36| a0 | 44| a7[ 50| 531 551 57
13 04 9f 7] Bl | sl e s w7 | 0| 52| 54
14 0] 8] 157 21 | 27| 31| 35 39| 42| .45] a8 50| 32
15 0l & 14 20 | 25| ) 33| | oas| as| oas| so

Activity 3

Look at the operating effcctiveness {(JE) scores Examine those which are low (below
30). There arc two i»;a'ys of increasing OE; you can.tither increase your scgre on OK
styte, or you can reduce your score on Not-OX style. As you will see from Tahle 1,

. reducing Not-OK scorc is a better strategy to increase OF. Examine the three items of

- the Not-OK aspect of the ego state of which you want 1o increasc OE, and write below
or in your note book your plan to reduce frequescy of your behaviour of that kind.
Atteramonth or so you may yourself observe how sich a plan 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 manageriai effectiveness was discussed.

10.8  SELF-ASESSMENT TEST

~ (1) What is interpersonal style? Explain the importance of if. _

" {2) Esxplain Trausactional Analysis and its relationship to understand Interpersenal
style? : :

(3) Explain.differem types of Interpersonal stylcs.

100



e Porsonl Prosses 10.9 FURTHER READINGS

(1) Transactional Analysis, the main conceptual frarnework of the chapter, has been
very popular, T.A. Harris f ok OK, youare OK (Harper, 2969) E,iwl,s good account
of four life positions. Muriel James suggested its implications fos managcment in
The OK Boss (Addison- Wes]ey, 1975).

{2) Fouriastruments (for managers, trainers, consultants, and (.ounsc[{ors} along with
the manual for the use and interpretation of results have been published witha
manual, as Interpersonal Style: The Manual for SPIRO {nstrumenis 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 utilisaticn of this
knowledge can help both individuals and organisations to function more effectively.







UNIT 11 GROUP FORMATION AND
GROUP PROCESSES

Objectives
. Explain the meaning and nature of groups

"« Distinguish between formal and informal groups -

Fixplain the main reasons for the formation of groups

e Appreciate the importance of groups for effective organisational pérformancc

s Explain patterns of communication network in groups

» Recognise thc mlpo.t ance of understanding the functiening and operauon of work groups.

Structare

111 Introduction

11,2 The Meaning and importance of Groups
11.3 Work Pattern of Qrganisations

11.4  Reasons for Formation of Groups

il.5 Group Cohesiveness

11,6 Group Deveinpment and Maturity

1.7 The Effects of Technology on Work Groups
CHE Role Relationships

1.9 Patterns of Commuwiicalion

1130 Amalysis of Behaviour in Groupe

11.11  Interacuons Analysis

11.12  Group Performance and Effectiveness
113 Brainstorming '

11.12  Variety of Interrelated Factors

11.15  Group Dyvnamics

11,16 Summary

117 Self-assessment Test

i1.18  Funher Readings

il INTRODUCTION

Giroups are a major feature of organisational life. The Organisation and its sub-units are
made up of greups of peeple. Most activities of the Organisation require at least some '
degree of co-ordination through the operaticn of group working. An enderstanding of the
narare of groups 1s vital if the munager is to influences 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 effoctive use of groups, then it is important to 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 performance and effectiveness.
Attention must be given o the aralysis of behaviour of individuals in group situations. The
manager must be aware of the functioning and operation of work groups.

i1.2 THE MEANING AND IMPORTANCE OF GROUPS

Individuals seldom work in isolation from others. GmupQ are a characteristic of all social
simations and almost evervone in an organisation will be a member of one or more ETOUS.
The working of groups and the influence they exert over their membership is an essential
feature of human behaviouwr and of Organisaticnal Performance. The manager must use .
groups in order o achieve a high standard of work and improve organisational effectiveness.

There are niany possible ways of defining what is meant by a group. The essential feature of
a group is ihat its members regard themselves as belonging to the group. A group consists of
a sumber of people whe have:
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" Groupand Inter-Group Processes

« acommon objective or task
e an awareness of group identity and “boundary’

_® aminimum sét of agreed values and norms which regulates their relatively exclusive

mutual interaction.

Anotl]er useful definition defines the group in psychologlcal ferms as : any number of
people who

1) interact with one another

2) are psychologically aware of one another

3) perceive themselves o be a group.

Essential feature of work Organisation
Groups are an essential feature of the work patiern of any Organisation. Members of a group
must co-operate in order for work to be carried out, and managers themselves Wwill work

_ within these groups. Peopie in groups influence each other in many ways and groups may

develop their own hierarchies. and leaders, Group pressures can have 2 majoz influence over
the behaviour of individual members and their work performance. The aclivities 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 grouip,

The classical approach to organisation and management tended to ignore the imporiance of
groups and the social factors at work. The ideas of people such as F, W, Taylor popi]lan'sed
the concepi of the rabble hypothesis and the assumption that people carried ont thf:lr wark,
and could be motivated, as sohmry mdlv,duals unaffected by others.

The human relations approach, however, gave recognitio_n to the work organisation as a
social organisation and to the importance of the group, and group value and norms, in
influencing behaviour at work. The power of group membership over individual behaviour
and work performance was illustrated clearly in the famous Hdwthome experiments at the -
‘Westem Electric Company in Ametica’.

Group values and norms

One experiment invalved the observation of i grouo of 14 men workmg in the bank wiring
reorm. It may be remembered that the men formed their owii sub-groups or cliques, with
natural leaders emerging with the conseat of the members. Despite a financial incentive
scheme where werkers could receive more maoney for the more work ihey did, the group
decided on 6000 units a day as a fair level of output. This was well below the level they -
were capable of producing. Group pressures on individual workers were stronger than
financial incentives ofiered by management.

The groop developed its own pattérn of informal social relatiors and codes and practices

(*norms’) of what constimuted proper group behaviour,

# Not to be'a “rate buster’—not to produce at too high a rate of oulput compared w:th
other members or to exceed the production restriction of the group.

¢ "Not 'to be a *chiseller’— not to shirk production o to produce at too low a rate of output
compared with other members of the group.

s Not to be a ‘squealer’—riot to say anything to the supervisor or management which
might 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 sorial distance from
- the group.

The group had their own system of 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 involved striking someone a
fairly hard blow on the upper part of the arm. This process of binging also becamc a
recognised method of controlling contlict within the group,

Another finding of the bank wiring room experiment was that the group did not follow
company pelicy on the reporting of preduction figures. It was company policy that each
man’s output should be reported daily 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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acgniesced to wuis proceduie. On some days the men would actually produce more than they
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 cutput
for each day. The men would also exchange jobs with cach other even lhough this was
contrary to management instructions.

Socio-technical system

The ~ystem approach to organisation and management also gave recognition to the
importance of groups in influencing behaviour at work. The concept of the organisation as
socio-technical system is concerned with the interaciions between the psychological and
social factors, as well as structural and technical requirements. Again, it may be remembered
that technological change in the cnd] -mining indvstry had brought about changes 1in the
social groupings of the miners. :

New methods of working disrupied the integration of small self-selecting groups of miners
who worked together 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 have done
with the new tecanology. The result was a ‘composite’ method of working with more
responsihility taken by the team as a whole. The composite method proved to be not only
more rewarding socially to the miners but alsc more efficient 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, and the
behaviour of their members, has an important significance for the manager. Likert, for
-example, has developed a theory of organisation based on work groups. In his discussion of
group processes and organisational performance he concludes that: *Group ferces ate '
important not enly in influcncing the behaviour of individual work groups with regard to
producnwty, was(e absence and the like, they also affect the behaviour of entire
orgamzanons

. Overlapping group membership .

Likert suggests that organisations function best when members act not as individuals but as
members of highly effective work groups. He proposes a structure based on overlapping
group membership with a ‘linking-pin® process by which the superier of one group isa
subordinate member of the next group. The superior is, therefore thn: linking- pm between a
- group of subordinates and the next aulhor}ty level group.

A structure of vertical overlapping groups helps to develop a committed team approach and
would improve the flow of communication, co-ordination and decision-aking.

{The armmows indicate the linking—pin function}

Fig. 1: () erlapping group structure and the linking-pin
(Source ; Likent L., New pattemns of Management. McGraw-Hill (1961) p. 113)
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" Horizontal Imkmg -pin
‘Likert also recogmses the position of subordmates serving as honzonial Heking-pins (Fig. 2)

between different groups, such as functional or line work groups, and product-based work
grougs. : ST

Likert recogcht; that soaner or later the subordinate is likely to be caught in a conflict
between membership of both groups and the provision of information {or decision-making.
He suggests that both groups woilld need to be involved in group decision-making to reseive
differences and that this is more likely to pecur with System 4 mxanagement,

Fig. 2 : D is a member of both groups and acts as 3 linking-pin for horizontal eommunication

Organisation structure _

Groups are formed as a conseguence of the pattern of organisation structure and
arrangemenis for the division of work, for example the grouping together of cammon
activities into sections. G roups may result from the nature of technelogy employed and the
way in which work is carried out, for example the bringing together of a number of people
ta carry out 4 sequence of operations on an assembly line. Groups may also develop when a
number of people of the same level or stains within the organisation see themselves as a
group, for example departmental heads of an industrial organisation, or chief officers of »
local authority.

;

‘Groups are deliberately planned and created by management as part of the formal

organisation structure. But groups will also arise from social processes and the informal
organisation. The informal organisation anises from the interaction of people working withim
the organisation and the develepment of groups with their own relationships and norms of
behaviour, irrespective of those defined within the formal structure. This leads 10 a major
distinction between giouips—Ilormat and informal.

Formal Groups
Formal groups are created to achieve specific organisational objectives and are concermed
with the co-ordination of work aciivitics,

. Peaple are brought together on the basis of defined roles within the structure of the

organisatior. The nature of the tasks to be undertaken is a predominant feature of the fonmal
group. Goals are identified by management, and certain rules, relationships and nornts of
behaviour established.

Formal groups tend to be relatively permanent althcugh there may be changes in actual
membership. However, temporary formal groups may alsc be created by management, fur
example the vse of project learns in & majrix organisation,

Formal work g_roups can be differentiated into tearn groups, task groups and technelogical

- groups.

¢ Tean: groups—these are fairly autonomous groups with broad terms of reference and
- limited supervision. The teamn designate the positions to be filled and the allocation of
members, and instigate changes as necessary. Examiples are problem-solving groups,
research teams, mainlenance crews, '

» Task groups—jobs are defined clearly and individuals assigned to specific positions, }
The group has some flexibility over methéds of work and the pace of work, but otherwise
iimited discretion. Examples could include many acrministrative or clerical workers,

* ‘Fechnological groups—members have very limited autonomy. to d=lermine or change
‘the operational activities. The pace of work is alse likely to be -ontrolled. Content and
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method of work are specified and individuals assigned to spcéiﬁc jobs, There is little .
scope for individual discretion, and often limited opportunities for interaction ainong
‘members. A typical example is people working. on assembly line operations. -

Anpther poss:ble categorisation is declswn-makmg and problem-solvmg groups, such-as
committees and working parties.. :

Tnformal’ Groups
Within the formial structere of the organisation there wxl] always bean informa! structure.
“The formal structure of the organisation, and system of role relationships, rules, and
_ procedures, will be augmented by interpretation aud development at the informal level.
Informal groups are based more on personal relationships and agreement of group members
- than on defined role relationships. They sérve to satisfy psychological and social needs niot
related necessafily to-the tasks to be undertaken, Groups miay devise ways of attempting to
‘satisfy members® affiliation and other social motivations whr"h are-scking in the work
situation, especiatly in industrial organisations.

ol o 0

m m

Flg & : Examples of informal gruups within the furmal structure of an organisation

The membership of informal groups can cui acrass the formal structure. They may comprise
individuals from different parts of the organisation and/or from different levels of the
organisation, both vertically and diagonally, as well as froin the sare horizontal level. An
informal group could also be the same as the formal group, or it might comprise a part only
of the formal group. (See Fig. 3.)

The members of informal group may appoini their own leader who exercises authority by
the consent of the members themselves. The informal leader may be chosen as the persen
who reflects the aititudes and values of the members hielps to resolve conflict, leads the
group in satisfying its goals, or liaises with managemcnt or other people outside the group.
The informal leader may often change accerding to the particular situatior. facing the group.
Although not usuallythe case, it is possibie for the informal leader to be the same person as
the formal leader appeinted officially by rranagement

11.4 REASONS FOR FORMATION OF (JROUPS

Individuals will form into groups, both formal and informal, for a number of different
reasons relating ic both work performance and social processcs.

» Certain tasks can be performed enly throngh the combined eiforts of a number of
individuals workinmg together. The variety of experience and ¢ jertise among members
of the group provides a synergetic effect which cain be appheu 0 lhe increasingly
complex problems of modern organisations.

s Groups may encourage collusion between members in order to modify formal working

arrangements more to their fiking, for example by sharing or rotating unpopular tasks.
- Group membershlp. therefore, pm\,rldes the individual w1lh oppertunities for initiative

" and creativity.
' 117-
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Group and Inter-Grovp Processes -

i} Membership

o ‘Groups provide companionship and a source of mutual understanding alnd suppori

from colleagues. This can help in solving work problems, and also to mitigate against
stressful or demanding working conditions. . : .
» Membérship of the group provides the individual with a sense of belorging. The

- growp provides a feeling of identity, and the'chance to acquire role recognition and status
within the group. T

 # The group provides guidelines on generally acceptable behaviour. It hclﬁas to clarify

ambiguous siations such as, for example, the extent to which official fules|and.
regulations are expected to be adhered 1o in practice, the rules of the game, and what is -
seen as the correct actual behaviour: The informal organisation may put pressure on
group members to resist demands-from management on such matters as, for example,
‘nigker auiput or changes in working methods. Group allegiance can serve as a means of
control over individual behaviour. The group may-discipline individuals whi contravene

- the norms of the group; for example, the process of “‘binging’ in the bank wi‘;ring TOOM,

- mentioned above. _ . - . o

« The group may provide protection for its membership, Group members @ollaﬁora;e to

protect their interests from outsida pressures or threats. - ' _ v

. Expectations of group membership ' .

Individuals have varying expectations of the benefits from group memﬁe'rship. EGmups 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 manager -
understands the reasons for the formation of groups and is able to recognise likely
advantageous or adverse consequences for the organisatioft. ' . .

1.5 GROUP COH;ESIVEN-ESS. !

. The manager’s main concexn is that miembers of 2 work group co-operate in-order to achicve

the resulis expected of them. Co-cperation among members is likely to be greét;er ina
united, cohesive group. Membership of a cohesive group can be a rewarding experience for
the individual and can contribute to the promotion of morale. Members of a high morale
group are more likety to think of themselves as a-group and work together effefctively.
Strong and cohesive work groups can, therefore, have beneficial effects for the
organisation. : B . o .

Cohesive. groups do not necessatily produce a higher level of outpui. 'Performaince varies
with the extent to which the group accept or reject the goals of the organisatiof. The level of

" productien is likely to conform to a standard acceptable as a norm by the group. However,

cohesive groups may result in greater interaction between meinbers, mutiial help and sociat
satisfaction, lower turnover and absenteeism, and often higher production, . :
Factors affecting cohesiv'gheés S

In order to develop the effectiveness of work groups the manager will be conc;emed with
those factors that contributeé to group cohesiveness, or that may cause frustration or
disruption to the operation of the group. =~ S ' A

The managsr needs to consider, therefore, both the needs of individual membfé:rs of staff, -
and the promotion of a high level of group identity and cohesion. : '

There are many factors which affect group cohesiveness and performance, which can be
summarised under four broad headings: o o 5
"o Size L _ S . L
¢ compatibility’ '
e -permanence
ii} Work environment
s pature of task
o physical setting -
" & communications
s technology
iii)- Organisational - .
e management and leadership
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% success
® external threat s . ) ) Giroup Formation and Group
- - Proceses :

iv) Group development and maturity, for example:
* forming
* . storming
~ * norming
* perfornting

Membership _ _ : i

* Size of the group : As a group increases in size, problems arise with commminications
and co-ordination. Large groups are more.difficult to-handle and Tequire a higher level of
supervision. Absentecism also tends to be higher in larger groups. When a group
becomes tou large it may sphit into smaller units and friction may develop berween the
sub-groups.

Itis 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 becornes
more difficult to achieve when a group exceeds 10-12 members. Beyond this size the
group tends to split into sub-groups. '

* Compatability of the members : The more homogeneous the group in terms of such
things as shared backgrounds, interests, attitudes and vatues of its members, the easier it
is to promoie cohesiveness. Variations 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 cause of disruption and
conflict, Cenflict can also arise in a homogeneous group where members are in -
competition with each other. Individual incentive payment schemes, for example, may be
a source of conflict. ' '

* Permanence of group members : Group spirit and relationships lake time to develop,
Coehesivéness is more likely when members of a group are togeiher for a reasonable
length of time, and changes occur only slowly. A frequent turnover of members is likely
to have an adverse effect on morale, and on the cohesiveness of the group,

Work environment

* The nature of the task and the way in which work is carried out, Where workers are
involved in similar work, share a common task, or face the same problems, this may
assist cohesiveness. The nature of the task may serve to bring people topether when it is
necessary for them o commumicate and interact regularly with each other in the
performance of their duties, for example members of a research and development ieam,

Even if members of a group normally work at different locations they may stiil
experience a 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 uctivities, for example on a machine
paccd 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
common group feeling. :

~» Physical setting : Where members of a group work in the same location or in close
physical proximity tc cach other this will generalty help cohesiveness. However, this is
not always the case. For example, in large open-plan offices staff often tend to segregate
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 considcratior_:s in this case. Isolation from other groups of
workers will also tend to build cohesiveness. This often applies, for example, to smaller
number of workers on a night shift. ' -

¢ Communications : The more easily members can communicate freely with each other
the more likelikood of group cohesiveness. Communications are affected by the work
environment, by the natuse 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 colleagues, physical conditions may limit effective
communication. :

In their study of the effects of the assembly line on workers behaviour in a new car
factory, Waller and Guest found that in some jobs the technological layout and high level
of noise severely limited the amount of contact between workers, This restricted the
possibilities for social interaction and hampered internal group wnity. It also influcnced
the form of contact workers hatl with supervisors. Where opportunities existed for
interpersonal relationships workers took advantage of them, and when suc opportunities
were absent the workers felt deprived.

Teehnology : The natuse of technology has an important effect on cohesiveness.
Techaoiogy also has wider implications for the operation and behaviour of groups and
therefore is consideted in a separate section below.

' Organisational . _ _
e ‘Managemen! and leadership : The activities of groups cannot be separated from

manegement and the process of leadership. The form of management and [style of
Jeadership adopted will influence the relationship hetween the group and the
organisation, and is a major determmant of group cohesiveness. In general terms,
cohesiveness will be affecied by such things as the manner in which the nanager gives
guidance and encouragerent to the gronp; offers belp and support; provides
epportusities for partcipation; attenipts to resolve eonflicts and gives attention to both
employes relations and task probiems, : '

Success : The more successiul the group, the more cohesive it is likely to be, and
cobesive groups ars more likely o be successful. Success is usually a strong moiivational
influence on the level of work periormance. Success, of reward, can be parceived by
group memhers in a number of ways; for éxarnple, the satisfactory completion of a task -
through co-cperative action; praise from management; a feeling of high status,
achievement in competition with other groups; beriefits gained, such as high wage
payments from a group bonus incentive scheme.

Fxternal threat ¢ Cohesiveness may be enhanced by members co-operating with one
another when faced with a common external threat, such as changes in their method of
work, or the appointment of a new manager, Even if the threat iz subsequently removed,
the group may stll continue o have a greater degree of cohesiveness thap before the
threat atose, Conilict besween groups will also end to increase the cohesiveness of each
groap and he boundaries of the group become drawn more clearly. '

i1 GRGQP DEVELOPMENT ANI} MATURITEY

“The degree of cohesiveness is affected also by the manner in which groups progress threugh

the various stages of development and maturity. Bass and Ryierband identif}f four distinct
stages in groyp developmens: mutua! acceptance and memmbership; conumunigation and

-decision-making; motivation and productivity; and control and organisation.

o Firsf stage—developing mutual acceptance and membership : Members have an
imstial mistcuse of each other and a fear of inadequacies. They remain defensive and limi
their behaviour through conformity and rivsal. The prority is with questions of likes and
dislikes, and power.or deperdency of group members, o :

s Second stage—<communication and decision-making Once: members have leamnt o
zccepl each other they begin to express their feelings and conflicts, Nomns of procedure
are established and there is scceptance of legitimate influence over the group. Member
develop a liking, or at least a sense of caring for each other, There are more apen
communications and reactions. More constructive probiem-solving and decision-making
behaviour siwategies develop.

e Third stage—mofivation and productivity : Problems of mernbers’ motivation have

been reselved. Members are involved with the work of the group. They co-operats with
each other instead of competing. Meinbers are motivated by intrinsic rewards to achieve
a high level of productivity.
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. & Fourth stage-—control and erganisation : The final stage of group development, Work
is ailocated by agreement and according to the members’ abilities. Members work
_independeitly and the orgamsauon of Ehe group is flexible and adaptablc tonew
challenges : _
.. 'ﬁb\'\"_ v

Group development and relationships

An alternative, and more popular, model by Tuckman also identifies four main successive

stages of group development and relationships: forming, stormin g, 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 cornposmon
and terms of rcference '

" At this stige consideration is given to hierarchical structure of the group, pattem of
leadership, individual roles and responsibilities, and codes of conduct,

“There is likely to be considerable anxiety as members aitempt (o create an impression, to
. test each other. and to establish their personal identity within the group. ’

s Stage 2— Stnrmng As members of the group get to know each other better they will
put forward their views more openly and forcefully. :

Disagreements will be expfessed and challenges offered on the nature of the task and
arrangements made in the eartier stage of development This may lead to CUl'lﬂlCt and
hostility.

The storming stage is important because, if successful, there will be discussions on .
reforming arrangements for the working and operation. of the group, and agreement on
more meaningful structures-and procedures.

» Stage 3 — Norming : As conflict and hostility start to be controlled members of the
group will establish guidelings and standards, and develop their own norms of acceptable
- behaviour.

The norming stage is important in establishing the need for members to co-operate il_lI
order to plan, agree standards of performance and fulfil the purpose of the group.

This co-operation and adherence to group norms can work against effective

organisational perfermance. It may be remembered, for example, that, in the bank wiring - .

room experiment of the Hawthome studies, group norms imposed a restriction on the
ievel of output of the workers.

s Staged — Performmg When the group has progressed successfully through the three
earlier stages of development it will have crcatcd structure and cohesiveness o work
effectively as a team.

At this stage the group can concentrate on the altainment of its purpose-and performance
of their commoun task is likely to be at its most effectwc

General formulation of group cohesiveness
Based on an analysis of research studies, Cartwright suggests a general formulation of the
nature of group cohesiveness, its determinants and its consequences. (See Fig. 4)

Croup cohesiveness -
Resultant of all forces acting -on members
10 remain in group; component forces arise
from {a) attractiveness of group and
(b} attractiveness of alterrative membership

h 4

¥
fe vy, i fver ' vy
incentive properties of group ' Maintenance of membership
Motive base of members . Power of group over merL.ers
Expectancy conceming outcomes ' Panticipation and loyalty
Comparison leve! . Personal security
Self-evaluation

Fig. 4 : A scheme for anslysing group cohesiveness )
(From Cartwright D. “The Nature of Group Cohesiveness’. in Cartwright, D, and Zander. DA, (eds) Group

Dynamics: Research and Theory Harper & Row (1968 p. 92.)
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. .Group id Inter-Grip Processes

_ Wl[h alarge number, of wnrkers undertakmg snmrl.ar work.

Potential disadvantages of strong, cohesive groups =
If the manager is to develop effective’ work groups then attention should be g g,wen t0 those -
factors which influence the creation of group identity and nohestveness B, strong and

~ cohesive groups also present potentiat disadvantages for management. The goals of the-
"group may be at variance with the goals of the organisation. Again, for examiple, in the bank
-wiring room experiment, group norms and pressuires on individual members led to
_ restncuons on productlon and a low 1evel of output.

'Once & group has become fully developed and created cohesiveness, it is mgre difficuit for.
- the manager o change successfully the attitudes and behavicur of the- groupl 1t is important
- that the manager should attempt to influence the group during the normmg tage when

members are establrshmg gurdelmes and. standards snd their own norms of acceptable
behaviour. .

e -Strong, cohesive groups may develop a-critical or even hosuie attitude. towards peaple -

outside the group o1 members of other groups. This can be the case, for example, when *. -
group coliesiveness is based on common status, qualifications, technical expertise or

+ professional standing: Group cohesiveness may result in lack of co- operat: with, or

opposition to, non-members. As a result, reseritment and 1nter-group conﬂ1 tmay arisc to
the detrimeut of the orga.msatron asa whole C

In order to'help prevent or overcome, unconstructive 1nter-g1'0up con{hct ¢ mahager

_shouid attempt to stimulate a-high level of communication and interaction between the

groups, and to marntam harmeny. Rotation of fhembers among drfferent groups shouid be

' -encouraged

On the other hand, inter- group nvalry may | be dehberately encouraged as a means of

building strongeér within group cohesiveness: A competitive element may help to promote’
unity within a group However, inter-group rivalry and competition need to|be carefully
handled by the manager. Groups should not normally be put in-a situation where they have

o compete for nesources status or approval

* The manager snou]d atternpt to avold the development of win-lose’ situati ns. Emphasrs

should be placed on overall objectives of the organisation and on superordir ate goals. These
are goals over and above the issues at conflict and whlch it they are to be: achreved require .
the co-operat]on of the competmg groups :

117 THE EFFECTS OF TECHNOLOGY ON WORK

GROUPS

- The nature of technotogy and the work flow system of the organisation is a|major
- determinant of the operation of groups, and the attitude and behaviour of their members.

Low morate and a negative aftitude towards management and the job aré often assocrated

A number of different studies have drawn attentmn to the relauonshlp betwee-n technology
and work groups. For example, Walker'and Guest referred to-effects of teehno]ogy on work
groups. The character or type of group is determiried largely by the. technological
requirements of the organisation. They found that. thetechnologrcal layout and pacing of -

" -work by the assembly line operatlon was a source of dltsatrsfaeuon to the workers.

_Scott undertook a study of a large steel plant which appeated to have an 1 usual_ history of

assimilating large-scale technical change with the minimum of resistance 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 glose co-operation

.. with group meigbers. The groups were ‘self- regulatmg they allocated f.mcnons to their

members and established a hierarchy of skill and anthority based oh seniority. New
members of the group started at the lower level of the hierarchy and worked their way up,

. They felt it to be.i in their long-tenn interests to stay w1th the orgamsatron and t0 remain in
- the same group

-

' Productmn system and group behaviour _ i
- The type of productron system detcrmines the nature of work groups and|the manner in

122



vhich they conduct themselves. On the basis f a study of 300 work groups in a number of
different industrial organisations, Sayles identilied four main types of group, éach with
distinctive technological leatures and charaueri.‘,tlc patterns of bt:h‘wmur—hapa(hcnc cn‘aﬂc,
' strateglc and conservative.

Gronp Formation and Group
Proceses )

s Apathetic gmups Tended to be relatwe!y low skilled, and poorly paid. Members
performed a range of different functions with Iittle task interdependence. There was a
lack of enthusiasm, litile sense of internal unity, lack of a clearly defined leader,
individual rather than group problens, low morale. Tended to accept management
decisions with few pressure devices. Members felt suppressed and discontented.

» Erratic groups : Also tended to be low skilled and with low status. Members performed
identical or very similar tasks requiring frequent interacrion with each other. Work was
often physically demanding. Tended to be unpredictable. Developed occasional cohesion.
Mixed relationship with management, but easity mﬂamed in handling gr:t:v.mces Tended
to have authoritarian lcadcr‘;hlp

. Strategic groups : Relatively skilled, well paid and self-assured. Usually a good
production record. Generally individual jobs but with a high degree of interaction and
internal group unity. Jobs were often important to management. Tended 1o be active und
influentiat with continuai union participation and pressure on management. Shrewd in
use of grievance procedures and in limproving their own position.

» Conservative groups : Skilled workers with high status. Mainly individual operation,
Wide dispersion throughout the organisation and low level of interaction, bat strong
sense of identity and a reasonable degree of internal unity. Tended to be censervative in
negotiations but cxert sirong pressure for specific objectives, for example mainténance of
traditional differentials and wage levels. Often associated with professional bodies and
tended to be ambivalent regarding trade unions: ' N

There was a marked similarity of behaviour among the different types of groups with similar
technological features across a wide range of industrial settings. The work organisation and
production technology determines the type of work group that, emerges, and restricts the
form of action iaken by the group. Sayles suggests that the relationship between work

" proups, management and the form of grievance thdVlDLli’ and the collective activity of the

group, is influenced by five major variables:

relative position of the group on the intermnal promouon ]adder
relative size and importance of the group;
similarity of jobs within the group;
e extent to which the work is indispensablé to the functlomrlg of the department or
organisation; and
* precision with which management can measure the workload and work pace for the
groug,

These variables are delr;'nﬁin?cd lérgeiy by the nature of technology. Technology also

. influences the differentiation of the task and division of work, and the internal social
structure of the group. The greater the task differentiation and the more complex the.

internal struciure of the group, the jess likely the effects of grievance behaviour.

Differences in behaviour of social groupings _
Lupton undertook a study of the organisation of two contrasting workshops at different

. companies iermed Wye and Jay, Wye Garment Company made waterproof garments and

also embraced other manufacturing activities, The workers were mainly female, Jay's
Electrical Components was founded originally for the manufacture of equipment for the
generation and transmission of electricity. The workers were mainly male.

In both companies there were clear social groupings; but marked ditferences in their
behavigur, At Wye the social groupings had no influence on the work situation, they
appeared 16 accept management norms and there was no solidarity or contro aimed at
determining the level of output or earnings.

At Jay’s the social groupings coincided with the work groups and actually shaped their.
pattern They established norms of outpul, sanctions to contro! individuai behaviour, and an

informal division of labour which affccted output and eamnings. In attempting to explain the.

1 23 . . ~
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Group and Inter-Group Processes - differences in the paﬁern of behaviour between the twe workshops, Lupton examined a
' ‘number of factors such as the sex of the workers, the wage payment systent, external
conditions, and technology and the work organisation. T
At Wye there was a detailed breakdown of operations, the work flow was based on the
individual, and jobs had a short tire-span. At Jay's there wasno detailed bréakdown of -
operations, the praduction unit was based on the section, and-each job had & reasonably long.
tite-span with opportunities for manipulation. There was more scope for the wotkers and
" more opportunities for worker control, Lupton suggests that the layout of the job, the work
flow patterii, the method of job allocation and the time-span of the cperational cycle, are
important to a comparat_i_ve_ analysis of the degree of control which can be ¢xercised by the
workers. : - ' '

Technology and alenation . _ _ _
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 tota! production process, and the satisfaction which workers gaio from
relationships with feltow 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 stili satisfied. Membership of a meaningful work
group was not fecessarily an important source of job satisfaction. The workers, ail ma:aed
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™ workets. :

Orientations to work : _

Goldthorpe’s study is an example of the soclal actiors approach to organisdtional behaviour.
His findings were based on-a study of mor than 200 manual workers from three different
firms in Luton. Information was collected about the work situation, organisational
participation and involvement with work golleagues, and life outside of the work
organisation. Goldthorpe suggested that responses to work resulted largely from the .
individual’s orientation to work. He suggested the éxistence of three main types of
orientation t work: instrumental, bureaucratic and solidaristic. - ‘

o Tndividuals with an instrumental orientatien defined work not as a central life issue but
' in terms of a means to an end. There is a calculative or economic involvement with work
and a clear distinction between work-related and ron-work-related activities.
e Individuals 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 involvement in terms
of a career structure. There is a close link betwgen work-related and non-work-related
activities. o : . _
- o Individuals with a solidaristic orientation dgfined the work situation in terms of group.
activities. There is an €go involvement with swork groups rather than with the
-organisation itself. Work is more than just al.*'mean,s t0 an end. Non-work activities are
" Hinked to work relationships. ' '

Goldthorpe claimed that the workers had an instrumental orientation to work.Their primary
concern was with ecopomic interests pay and security rather than the natuk_e of the work, or
the sarisfaction of social needs at work. Goldthorpe suggests that the different orientation to
work in certain industries may help to explain the importance of work groups. He secognises
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 group behaviour - i .
Technology is clearly a major influence on the pattern of group operation|and behaviour.
The work organisation may limit the epportunities for social interaction and the extent to
ihich individuals are able to identify themselves as members of a mhesge work group.
This in furn-can have possible adverse effects on artitudes to work and the level of job
satisfaction. In many assembly-line production systems, for example, retationships between
individua! workers are determined by the nafure of the task, the exbent to which individual

* jobs are specified, and the time cycle'of operations. : .
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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’

allocated to small groups. These attempls inclide greater use of team workmg and of gmup
“technology.

Group Formation aud Group

Group technology involves changes to the work flow system of production. With the
traditional ‘functional layout’ of production, lines of similar machines or operanons are
‘arranged together so that components are passed back and forth until all activities are
completed. However, with ‘group technology” production, the work flow system is based on
a grouping of workers and  range of machines. This enables work groeps to perform series
of successive operations ising a group of ma.chmes on 4 family of similar components. '

Impact of infnrmatmn technology : : :
The impact of infarmation technology is likely to lead tor new pattems of work organisation,

. and affect the formation and structure of groups. Movement away from large-scale
centralised organisation to smaller workmg units can help create an environment in which
‘workers may relate more easily to each other. Improvements in telecommunications mean

. for example, that support staff need no longer be located within the main production unit.
On the other hand, modern methods of communication mean that individuals may work
more on their own or even from their own homes or work more with machines than wnth
other people.

118 ROLE RELATIONSHIPS

In order that the organisation can achieve its goals and objectives the work of individual
members must be linked into. coherent patterns of actlvmes and relatlonshlps This is
achieved through the role structire” of the orgamsatlon

A ‘role’ is the expected pattern of behaviours assoclated with members occupying a
. particular position within the structure of the orgamsatwn. 1t also describes how 2
* person perceives their own situation. The formal organisational relationship (line,
functional, staff or lateral) can be seen as forms of role relatlons}ups These individual
" authority relationships determine the pattern of mteraetlon wrth other Toles.

The concept of ‘role’ is important to the functioning of groups and for an understandmg of
group processes and behaviour. It is through role differentiation that the structure of the.
work group and relationships among its members are established. The development of the

' gioup entails the identification of distinct roles for each of its members. Some form of
structure is necessary fof team-work and co-operation, The congept of roles helps to clarify
the structure and to define the pattern of coniplex relatmnshlps within the group.

‘ The_role or roles, that the 1nd1v1d|.lal plays w1th1n the group is influenced by a combination '
of:
» srtuatlonal factors, such as the requrrements of the task the style of leadership, pox.mon
in the communication network; and
. personnl factors, such as values, attltudes motivation, ability and personality.

The role that a person plays in one work . group may be quite different from the role that
person plays in other work groups. However, everyone: within a group is expected to behave
ina pa.rtlcular manner and fo fulfil certam role expectations.

In addition to the role relatlonshrps wrth.membem of their own grouppeers—superiors,

. subordinates—the individual will have mmnber of role-related relationships with outsiders,
for example members 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 meanmgful mteracnons in connection with the performance of

'thetr role (see Flg 5 )

Role congruenee ) :

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 aﬂse
from the nature of groupmgs and formal relationships within the structure of the-

orgamsatmn
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- Role expectatmns : _ ,
Many role expectations are prescribed formally and indicate what the person is expecied to

‘commmnicated to a person by other members of the group. Examples inc
.oonduct mutual support to co-membcrs, attitudes towards supenors me

. Opportunities Tor qelf-es!abllshed roles are more likely in senior posmon

Personnel

depanmem o Gmppm

Trade umion
ufﬁcialg

Senior mauager

- Consumers

Work collcagues
~ in other groups -

'Accuuﬁm : B} B
o Management
departmeny. - . .
‘ " Group services
subor(.‘_;inales

Fig. 5: Ilepresemntion of a possihle role-set In the wark silun!lun

An example of this is with staff relatlonshlps For instance a young and omparatlvely Jjunior
persona] assistant passes on the superior’s instructions to one of the superior’s more senior
subordinates. Although the subordmate will understand that the persuna assistant is
speaking on behalf of the supérior, the senior subordinate may still feel that instructions are

‘ commg from a more funior member of staff,

1

’ Another example could be w1ththe line staff relatronshlp For instance a

relatlvely Jumor

member of the personnel department informing a senior deparimental manager that a certam

proposed actum ls contrary io the policies of the orgamsation

Problems over role congruence can also lcad to the pot sibility of role stress; see below.

do and their duties and obligations. Formal role prescriptions provide fult
expecled behaviours. Examples are a written contract of employment, ru
standards, policy decisions, job description, or directives {rom superiors.

delines for:
e and regulations,
Formal role B

_:_ expectations may also be derived clearly from the nature of the task. They may, in part at' -

least be defined legally, for example the obligations of a company secretary under the
Compames Acts, or the responsnblhhes of a district auditor under [he Local Govemmen:

Actg.

behaviour which although not specified formally wiil nonetheless be exp

These iniforrnal role expectations may be imposed by the group itself or :&Ieast
)|

communtcat:ng, dress and appe‘lrance ’

But not all role expeclanom are prescribed fﬁrmally T'Ihere will be certain paiterns of

zcted of members.

de general
s of

'Memibers may not always be consciously, awere of these mformal expectations yet they | stﬂi

serve as important determinants of behaviour. Under this heading could be included the

concept of a psychologicat contract. The psychological contract implies a

‘expectations between the individual and the organisation. These expeciati

variety of
ons cover a range

of rights and privileges, duties and obligations which do not form pa.rt of a formal agreement

but still have an 1mp0rtant mﬂuence on behaviout.

Some members may have the eppormmty to determine their own role exp
for example, formal expectations are specified loosely or only in very gen
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within certain professional, technical or scientific groups, or where thete is a demand for
creativity or artist flair. Such oppprtunities will also be influenced by the style of ieadership
adopted, for example where a laissez faire approach is adopted.

11.9 PATTERNS OF COMMUNICATION

Group performance and the satisfaction derived by individuals are influenced by the
interactions ameng members of the group. The leve! 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 & number of problem-
solving tasks. Members were permitted to communicate, with each other by written notes

only, and not everyone was always free io communicate with everyone else.,

Maia communication nefworks

There are five mdin types of cornmunication networks-—"Wheel, Circlg, All channel, Y and

Chains (See Fig. 6).

All channel

o

/ O——0O O 10} o)
Chzins . :

Fig. 6 : Communication networks

The wheel, also sometimes known as the star, is the most centralised network: This network
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 more complex
and demands on the link person increase, effectiveness suffers. The tink person is at the
centre of the network and acts as the focus of activities and information flows, and the co-
ordinator of group tasks. The central person is perceived as leader of the group and
cxperiences a high level of satisfaction. However, for members on the periphery, the wheel
is the least satisfying netwark. : :

The circle is a mote decentralised network. Overall it is tess efficient. The group is
unorganised, with low leadership predictability. Performance tends to be slow and erratic.
However, the: ¢ircle is quicker than the wheel in solving complex problems, and also copes
with changs 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 ali-channel network involves full discussion and participation. This network appears
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- Implications for the manager

to work best where a high level of interaction is-required among all members of the group it
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 hot stand up well under

- pressure, in which case it will either disintegrate or reform into a wheel network..

A 'Y’ or chizin network might be appropriate for morg simple problem-solving tasks,
requiring little interaction among members of the group. These networks are more
centralised, with information flows along a-predetermined channel. Leadership predictabili
is high to moderate. There is a low 0 moderate level of satisfaction for merrbe_rs.

Satisfaction of group members’ o S
Tinarias from these studies indicate that the greater the amount of inter-connectedness of

iy

" the network, the higher the general level of satisfaction of members in th group. Groups
* allowed to establish their own commaunication networks, and who did so with the minimum

of links, took less time 10 solve their tasks. Those groups whe 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 centralised netwo 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 ication networks
 are determined by the extent of ‘independence’ and ‘saturation’. :

- = Independence refers to the opportunities for group members to take action and to solve

the problem without relying on the assistance of others. .

» Saturafion occurs when the task places an excessive information load or other demands
upon a member of the network. This leads to inefficiency. The central 1]-;ers0n isa
centralised network handling complex problems is more likely to expe ience sataration.

The individual's satisfaction with his or her position in the network relates to the degree of

independence and the satisfaction of recognition and achievement needs. high level of
dependence on other members may prevent the satisfaction of these needs, and if members
of the network become frustrated they may not be so willing to share info| ation with
others. : S .

In the wheel nietwork the central persor has greater independence l_l'lal'l".l]'l\‘: other members,
but in the circle network all members have a moderate degres of dependence upon each

" other. Leadership is also important because this can influence the opportunity for

independent action by the group members, and can also contro} the possibility of saturation.

- Despite the antificiality of these communication ne_twérk studies, they do have certaiit

implications for the manager. A knowledge of the findings may be'applied to inftuence the
patierns of communication in meetings and committees. They also provide a raasonable
representation of the situations that might apply in large organisations. Membexs of the -
group may be located in different parts of the organisation or have only linrdted opponunities:
for face-to-face contact with each other. The majority of communications may only be

indirect or by means of written notes or telephone. -

1t will be interesting for the manager to observe the patterns of communications adopted by

_ different groups in different situations. The manager can also note how communication .

network change over time dnd how they relate 1o the performance of the group.

No oné network is likely to be effective for a range of given problems. Itis the _managenr’_s

" job to ensure the most appropriate communication network for the performance of a given

task, Problems which require a high level of interaction among members of the group may
not.be handied efficiently if there are inadequate channels of communication or sharing of
information. The choice of a particular communication network may involve trade-offs
‘between (e performance of the work group and the satisfaction of its members. '

11.10ANALYSIS OF BEHAVIOUR IN GROUPS __

In order to understand and to influence the f_unclioning' and operation of grbup itis
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. iécessary to study patterns of 1nteracnon and the pans played by mdmdual members Tlvo o
. of the main methods of analysing the behav1our of md:vrduals in group situation are
' socmmen'y and 1n.eraetlon pmcess analysrs : o .

o Soctometry

- Originally developed by Moreno socwmetry isa method 1f mclrcatmg the feehngs of
acceptance or rejection among members of a group. A sociogram (see Fig.7)is a.
diagrammatical illustration of the pattern of mterpersonal relationships derived from
socaometry The sociogram depicts the choices, preferences likes or dislikes; and -
interactions between individual members of a group. It can also be. used to display the.
structure of the group and to record the observed frequency and/or duratlon of contacts
among members o : -

,T'he basis of socnometry, however is usually ‘buddy ra,u.ng or ‘peer rating’. Each member
in the group is asked to nominate or to rate, privately, other members in termis 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 choose. to go on hohday?

Positive and negatlve cholces may be recorded for cach person although somenmes posmve
cholces only are required. The-choices may be limited to a given number or they may be
* unlimited. Sometimes 1nd1v1duals may be asked to rank the1r choices. -

Fig. 7 : A simple so-:logram |llusiraung mterachon among lS members of a group. Posltive choices ouly

i) G and M are popular (the stars) and most often chosen by members
ii} M is the link between two overlapping cliques, KML and MNO. .

iii) Hand P are unpopular (1solated) and chosen- least by members

ivy JKMOis achain, '
v) ABCD is a sub-group and separated from the rest of the members

_ Constructing a sociogram

. In constructing the sociogram the distance between the pomts may be arranged to indicate
the degree of positive attraction. I two people choosé each other the points representing
these individuals will be closer together than if neither person chooses the other. If both
positive and negati've choices are recorded some distinguishing feature, such as different
colours or the use of solid and broken lines, can be used to drfferentlate clearly between
selection and rqecnon

Members ehmces could be tabulated but the advantage of the sociogram is that it provrdes -
a visual descrlptlon of the sociometric structure of a group. It indicates cliques and sub- :
£roups, compatability, and members who are popular, isolated or who act as links. However,

* sociograms can become complicated and unwieldy especially for larger groups or where
there is an unlimited tumber of nominations, if rankings are given, or where both positive
and negative choices are recorded. Individuals express desired choj¢es and may indicate
what they feel should happen Thls does not always correspond with actual patterns of
behavrour :

Buddy rating is osed sometimes as part of 4 staff selection procedure, usually as a basis for
judgment of candidats ‘sociability” rating. This method can only be used, of course, if a
group of candldales have been togelher long enough to become well acqualnted with each
other - . )
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1111 INTER'ACTION ANALYSIS

The basic assumption behind interaction analysis is that behaviour in groupa 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 small groups. This aim is to proyide ways of
describing group process dl'ld indications of factors influencing the process.

In Bales’ ‘Interaction Process Analysis” every act af behaviour is categorisgd, as it occurs,
under twelve headings. These differentiate between "task’ funciions and *s to-emotional’
functions. The categories apply to both verbal interaction and non-verbal interaction.

A Socio-emotional: Posifive Reactions

1) Shows solidarity, Taises others’ status, gives héip, reward.

2) Shows tension release, jokes, laughs, shows satisfaction.

3) Agrees, shows passive acceptance, understands, concurs, complies.

B Task: Aitempted Answers i
4) Gives suggestion, direction, implying autonomy for others. '
5) Gives opinion, 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 suggesﬁon, direction, possible ways of action, .

D Sacio- cmmmnal Negative Reactions

10) Disagrees, shows passive rejection, fonnahty, withholds help

11) Shows tension, asks for help, withdraws out of ficld.

12) Shows antagonism, deflates others” status, defends or asserts self.

1In an extension of inferaciion process analysis, Bales gives 27 typical group rojes which are

based on various combinations of the_se original main behavioural categories.

Task and maintenance funciions

If the group is to be effective, then, whatever its structure or the pattern of inter- re]atmnahps

among members, there are two main sets of functions or processes that must be

undertaken—task functions and maintenance functions.

o Task functions are directed tewards problem-solving, the accomplishment of the tasks of -
. the group and the achievement of its goals. Most of the task-oriented behaviour will be
concerned with pmducnon activities, or the exchange and evaluation of 1dcas and
information.

+ Maintenance functions are concerned with the emotional life of the group and directed
towards building and mairitaining the group as an effective working unit. Most of the
maintenance-oriented behaviour will be concerned with relationships apong group
members, giving encouragement and support, maintaining cohesivenessl. and the
resolution of conflict.

Task and maintenance funictions may be performed either by the group leader or by
members. Ultimately it is the leader’s responsibility to ensure that both sets of functions are
carried out and the right balance is achlcved between them. The approptiaie combination of

~ task-oriented behaviour a.nd maintenance-oriented behaviour is essential to the success and

continuity of the group.

In addition to these two types of behaviour members of a group may say of do something in
attempting to satisfy some personal need or- goal. The display of behaviour in this way is
termed self-oriented béhaviour, This gives a classification of three main Iypes of functional
hehaviour which can be exhibited by individual members of a group: taskjoriented,
maintenance-orienied and sedf-oriented, ‘

Classification of member roles :

A popular system for the classification of member roles in the swdy of group behaviour is
that devised originally by Benre and Sheats. The description of inember roles performed in
well-functioning groups is classified into three broad headings: group task roles, group
maintenance roles and individual roles. )
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Group task roles : These 'assumé that the task of the group is to select, define and solve

‘commion problems. Any of the roles may be performed by the various rnembcrs ot the group

" Ieader.
i) The intiator-contributor © wii) The co-ordinator
iiy 'The information seeker ' .viii) The orienter
iii) The opinion seeker. "ix)  The evaluator-critic
iv)  The information giver ' © X)  The energiser
v} The opinion giver xi)  The procedural techmman
viy The elaborator - xii} The recorder '

Group building and mai_ntenanée roles ; The analysis of member-functions is oriented
towards activities which build group-centred attitudes, or maintain group-centréd behaviour,
Coniributions may involve a number of roles, and members or the leader may perform each
of these roles. - . -

i) © The encourager v)  The standard setter or ego ideal

iiy The harmoniser - viy The group observer, and commentor
iii) The compromiser vii) The follower

iv) The gate-keeper and expedrter

Individual roles : These are directed towards the satisfaction of personal needs. Their
purpose is not related to either group task or to the group functioning.

1) The aggressor - v). The playboy

i1)  The blocker . : ‘vi}  The dominaior

iii) The recognition-seeker - . vii) The help-seeker

iv) The self-confessor viii) The special interest pleader

Frameworks of behavioural analysis :

Several frameworks have been designed for observers to categorise patterns of verbal and
non-verbal behaviour of group members, Observers chart members” behaviour on specially
designed forms. These forms may be used to focus on single individuals, or used fo record
the iotal group interaction with no indication of individual behaviour.

The system of categorisation may distinguish between different hehaviours in terms of the
functions they are performing. The completed observation forms can be used as a basis for
discussion of individnal or group performance in terms of the strengths/weaknesses of
different functional behaviur, '

In the following framewgrk there are iwo observation sheets, one covering six types of '
leader-member task-function behaviour and the other covering six types of leader-member
group building and maintenance function behaviour.

Task functions

t  Initiating: Proposing tasks or goals defining a group problem, suggutmg a procedure
or ideas for solving a problem.

2 Information or opinion seeking: Requesting facts, seeking relevant information about
a group conceri, asking for suggestions and ideas.

3 Toformation or opinion giving: Offering facts, providing relevant information about
group concern; stating a belief; giving suggestions or ideas.

4 Claritying or elaborating: Interpreting or reflecting ideas and suggeeuons cleanng up
confusions, indicating alternatives and issues before the group, giving examples.

"5 Summarising: Pulling together rélated ideas, restating suggestions after group bas

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 agresment has been reached.’

Group building and maintenance functions -
1 Encouraging: Being friendly, warm and responstive to other, accepling mhers and thelr
- contributions, regarding others by giving them an opportunity for recognition.
2 Expressing group feelings: Sensing fecling, mood. relationships within the group,
sharing one’s own feelings with other members. :
3 Harmomsmg Atiempting to reconcile disagreements, reducing iepsion through ‘pouring
- oil on troubled waters’, getting peop[c to explors their differences.
4 Compromising: When own idea or status is involved in a conflict offering to
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© compromise own posmon admiiting error, disc:lplmmg oneself to main in group
cohesion.

5 Gate-keeping: Attempting to keep communication channels open, facilifating the
.participation of others; suggestmg procedure for sharing opportunity to discuss group
. ' S - pioblems, '
- 6 Setting standards: Expressing standards “for group to achmve, applying tanda:ds in L
evaluating group functioning and production, .
Source: Nationa! Training Labarmory. Washington DC (1952).

Gzﬁp and Loter-Group Processe

Frameworks of behakur analysis concerned with ‘collecting behavioural data’ as a basis
~ for interactive skills training are given by Rackham, Honey and Colbert. They cmphasxse the
 jmportance of identifying behaviours that are susceptible to development and change. For
example, F1g 8 relates to an activity which members agree serves a useful purpose, and
categonses behavmurs of importance to the group sxtuanon '

In a second framework, Fig. 9, the categories are paired 1o prﬂwde a fra.mework of
behavnoura] feedback and a link to supervnsory style. )

Use of different frameworks
Different frameworks use a different number of categosies for studymg behaviour in groups.
The interaction analysis method cap become complex, especially if non- vevaal 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 undersiand and
complete. The observer’s own personality, values and attitudes can influence the
categorisation of behaviour. For these reasons it is prcferablc 1o use trained'observers, and
wherever possible and appropriate to use more than one observer for each group. The
obscrvers can then compare the level of conmstency between thelr categomanons

: Observanon shee.., can be designed to suit the partlculm' reqmremcnts of the group situation
and the nature of the activity involved. An example of a reasonably- s1mp]e, ten-point
observanon sheet used by the author is given in Fig. 10

R 1450 Finistime: 13,33 ey e absesh : None
rking sagecion B O
{idea and proposals) . : : )
: [ IO L L & | )
Cought Fropocals Lana
. -1l | | e
‘Escaped Proposaly .
L ] it
Building :
: W CTMN [ e (A
_’Jisweelnp. and (_:q&:\s'mg
S dtag Coommtion, IR C i R
I(asyumcm andl Fupport) .
, . T R Al
-_Suppomu; [
Seelun.s Clm'iﬁ‘;_’lior-l Explanstion i ﬂ‘lf ﬂ W?‘H AR T n- l,"
md information . .
Otber Behaviour CEERTITT I E ]t LR
{inchading providiag infe. and I ] W il T 8
expluuions in wspoass 1o fuquests) . . . .
—— I T O A T L
Explanations. Rn:a_aum 20d Dilficultics i .
- Unstruetured Contributions {thinking fl T | T
. aloud, rambling oa and contradicting .
onesell, 2.} 1 . |
’ . Par e P R ] T g
Mokt . H
e — L : it B

Fig. 8 : Behaviour analysis in a group situation
(Exiracted from Rackham. N Honey. P. and CDIbert M J. Deve]oping Interactive Skllls Viellen’s Publishing -
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Where appropriate it may be kelpful to note the initiak 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
amang tndividuals for example to whom eye contact, hand movements, or ideas and

questions are most frequently directed. A note could also be made of changes in

arrangements during, and at the end of, the activity.

Supporting

Disagreeing

Builiing -

~ Criticising

Bringing in

Shutting out

Innovating,

Solidifying

Admitting Difficulty

Dcfendingjmt.acking

Giving [nformation

Secking Information

Other

tExtracted from Rackham. N., Hosey, P. and Colbert, M.J. Developing Interactive Skills, Wellen's Publishing

(1971 p. 997

Headings of the ohservation sheet are not necessarily exclusive. For example, leadership
could be included under Taking Initiative, or under 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, o

Observers will tend to use their own methods for completing the sheet. Fof example, a
simple stroke or tick for each contribution and perhaps a thick stroke for a particularly
signjficant contribution. Some observers might use some other distinguishing mark o
indicate non-verbal behaviour such as bedy movements, 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 framework and be capable of explaining the entries in a
meaningful way. Where more than one observer is present there should be some degree of

Fig. 9 A framework of behavioural feedback

consistency between them.
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Group and Inier-Group Processes

Nature of group
Namre of activity
Dnte Name of observer(s)
Initial ' : _ € D _
" aangement ) B E
of group . A ) F

Names of group members (or .
reference lesters)

Al B| c¢|| p| E| F

Taking I'niﬁhtive—e.g. attempting
leadership, segking suggestion
offeting directions

Brainstorming—e.g.
offering ideas or suggestions
however valid

Offering positive ideas—e.g.
making helpful suggestions,.
. attempidng to:problem solve

Drawing in others—e.g.
encouraging contributions, seeking
ideas and opinions

Being responsive to others—e.g.
giving encouragement and supgort
building on ideas :

Harmonising—e.g. acting as
-peacemaker, claiming things down,
compromising

Challenging—e.g.
s¢ xing justification, showing
disagreement in constructive way

Being Obstructive—e.g.
criticising, putting athers dovn,
blocking contributions

Clarifying/snmmarising—e.g.
Hnking ideas, checking progress
clarifying objectives/proposals J

Performing group roles—e.j,
spokesperson, recorder, time
- keeper, humorist

‘ ' Other comments

Fig. 10 Observation sheet for bebaviour 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. Certain groups, such
as committees, may be concerned more specifically with decision-making, but alf groups
must make some decisions. Group decision-making can be costly and time consuming, but
would appear io offer a number of advantages. o

Groups cap bring togeiher a range of complementary knowledge and expertise.
In*eraction among members can have a ‘snowball” effect and provoke further thoughts in
the minds of others. _ ’ '

s Group discussion leads io 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 more likely to bé committed to decisions made and their
implementation. o S
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Risky- Shift phenomenon . ' Group Formation 2nd Group
One might expect, therefore, a higher a.tandard of decision- -making to result from group o Proceses -
discussion. However, on one hand there is the danger of compromise and decisions being

made in line with the ‘highest commoti view"; and on the other hand is the phenomenon 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 groups generally advocate more

risky alternatives than if they were making an individual decision on the same problem.

Presumably, this is because membefs do not feel the same sense of 1esponsibility 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 phenomenon include:

i} people inclined to tske risks are more 1nﬂuenna] in group discussions than more
conservative people; and

iiy ‘risk taking is regarded as a desirable cultural characteristic which is more l1kely to i

expresqed in & social situation such as group working.

However, groups do appear to worlc well in the evaluation of ideas and o 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’ attitude and
generating as many ideas as possible, the more wild or apparently far-fetched the better.
There are a number of basie procedures for brainstorming. - '

o The initial emphasis is on the quantity of ideas generated, not the quality of ideas,
* No individual idess are criticised or vejected at this stage, however, wild or fa,nc1ful they
may appear.
» Members are encouraged to elaborate or build on ldeas expressed by others and to
bounce suggestions off one another,
* There is no comment or evaluation of any partlcular idea until all ldeas have been
) generated

Brainstorming is based on the assumptions that creative thinking is achieved best by
encouraging the natural inclinations of group members and the free assaciation of ideas; and -
. that quantity of ideas will lead to quality ef ideas.

Elfectlveness of hrainstorming groups

One might reasonably expect that members of a brainstorming group would produce more
creative problem-solving ideas than if the same members worked alone as individuals.
Availability of time is an impaoriant factor. Over a longer peried 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 sotutions to a sertes 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 Hams, 152 students were divided into groups of four and
asked to brainsterm two problems. Some of the groups were informed that their ideas would

" be evaluated for originality 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 although
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 bol;h sets of groups were similar, Maginn and
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7134 VARIETY OF INTERRELATED FACTORS

Harris concluded that individual members put less effort into a task when responsibility for
the dutcome is shared with other members of the group. Unless this feeling| of diminished

respoissibility can be overcome, individual brainstormirig, aithough loneliey, is better.

Whatever the results of a comparison between individual and group ‘perfon]nance, groups
will slways form part of the pattern of work organisation. it is a maner of jndgment for the
manager as to when, and low best, to use groups in the execution of work. -

4ny framework for viewing the performance and effectiveness of groups must take into
account & variety of interrelated factors. These include: :

e the composition, cohesiveness and maturity of the group;

its siructire, the clarification of role differentiation and channels of communication,

patterns of interaction and group process, and attention to both task and maintenance
functions; ' - :
the task to be undertaken and nature of technology;

management system and style of leadership;

organisational processes and procedures;

the social system of the group and the informal organisation; and

the environment in which the groep is operating.

These are the factors that the manager must attemps to influence in order tb improve the
effectiveness of the group. Ultimately, however, the performance of the g loup‘ will be
determined very largely by the characteristics and behaviour of its members,

11.15 GROUP DYNAMICS

Inierest in the study of group process and behaviour has led io the development of group
dynamics and a range of group training methods aimed at increasing group effectiveness

" through improving social interaction skitls.

Group dynamics is the study of interactions and forces within small face-to-face
groups. '

One sych method is sensitivity training, in which members of a group direct attention to the
understanding of their own behaviour and to perceiving ‘themselves as others see them. The
objectives are usually stated as:

« toincrease sensitivity (the ability to perceive accurately how others react to oneself);

» diagnostic ability (the skill of assessing behavioural relationships betwgen othets and
reasons for such behaviour); and o

« behavionral flexibility, or action skili (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 (raining group), sometimes called
laboratory- training. ' '

A T-group has been defined as: ‘an approach to human relations training which, broadly
speaking, provides participants with an opportunity to leam more about themselves and their
impact on others, and in particular to learn how e 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 normally numbers between 8 io 12 members who are strangers to each other. A
deliberate attempt is made to minimise any status differentials among members, There is no
agenda or planned activities. Trainers are present £o 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
attempting to cope with the lack of structure or planned activities, Training is inténded to
concentrate on process rather than content, that is on the feeling level of gommunication
rather than the informational value of commusication.
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' Faced with confusion and lack of dlrectton, individuals will act in ch‘aracterlsnc ways. With : Groap Formation and Group

P .
the guidance of the trainers these patterns of bebaviour become the focus of attention for the s

- group. Feedback received by individuals from other members of the group. is the main
mechanism for learning,

This feedback creates a feeling of anxiety and. tension, and the individual own self-
examination leads- to consideration of new values, attitudes and behaviour. Typically, the

" group meeis fora 1 3 hour-2 hour session each day for uptoa fortnight. The sessions are
supported by related lectures, study groups, case studies and other gxercises.

Self-insight in T-group process

A simplé framework for looking at selﬂmsxght which i3 used ﬁ'equent to he]p individuals in
the T-group process, is the ‘Johari window’ (Fig. 11). This classifies behaviour in matrix
form between what is know-unknown to self; and what is known-unknown fo others.

A ceatral feature of the T-group is reduction of the mdlwdual's ‘hiddén’ behaviour through:
self-disclosure and reduction of the “blind” behavmur through' feedback from: others

Hidden behaviour is that which the individual wishes to conceal from, or not to
communicate to, other group members. An important role of the group is to establish
whether mernbers conceal too much;, or too Little, about themselves from other members

The blind area includes mannerisms, gestures, tone of voice and represents behaviour of
whtich the individual is unaware of the i impact on others. The group must establish an
atmosphere of epenmess and trust in order that hidden and blind behavicurs are mduced and

the public behavipur enhanced
Behaviouor . Be_havinur
known to self © unknown to self
Behaviour kinown L ’
10 others PUBLIC : - BLIND -
Behaviour unknown H]DDEN ] UNKNOWN
1o others . : X

Fig. E1 The Johari Window

Value and effectiveness of T-groups:

Reactions to the value and effectiveness of T-group trammg are very mixéd, Specific .
benefits and changes in behaviour from T-group training are listed by Mangham and Cooper
as:

Receiving ‘,ommumcatinnS' more ¢ffort to understand attentive llstemng Relational
Facility: co-operative, easier to deal with.

~ Awareness of Human Behavmur. more analytlc of others’ at:tmns clear perception of
people,

Sensm‘uty tn Grouwp Behaviour: more conscious of group prot‘ess Sensitivity’ to Others
Feelings: sensitivity-io the needs and feelmgs of others,

Aeceptance of Other People: more tolerant, considerate, patient.-Tolerant of New
. Information: willing to accept suggestions, less 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 psychological nudlst
colony in which people are stripped bare to their aititudes’.

T-group iraining is difficult to evaluate objectively and there is still a main problem of the
extent 10 whicl: training is trarsferred “back homie” to practical work situations. However, a
number of studies do suggest that participation as a member of a T-group does ncrease:
mier-personal skills, induces change, and leads to open eommunicaticns and more flexible

behaviour.
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11, 16 SUMMARY

T-groups now take a numbsr of different forms. Some place empha51s on the understanding
of group processes, others place more emphasis on the development of the individual’s self-
awareness and feelings towards the behaviour of other people. They are now used frequently
as a means of attemptmg to improve managerial development and orgamsan onal '
performance, .

The Blake and Mouton mapagerial grid seminars, can be seen as an applied 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 disturbing for participants. The
training often involves an analysis of group membcrq rclamonshlps wnh ong another and the
resolution of conﬂlct :

Groups are a ma_;or fesnire of human behavlour and of Organisational Performmce
Members of a group must co-operate with one another for work to becarried out. Groups
help to shape the work pattern 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 mdmduals, but as members of h1ghly
effect:ve work groups. ' :

Groups arc formed as a consequence of the pattern of Organisation Structure and
arrangements for the division of work, The nature of technology and the wark flow syr,tem
of the organisation is a major influence on the operation of groups, and the anner in which
they conduct themselves, The coricept of ‘role’ is important to the functioning of gmups
and for an understanding of group processes and behavioujr '

i

" Group performance and the satisfaction derived by individuals are influenced by the

interactions among members of the group. The level of i interaction is determined by thc
channels of communication (Commumcatmn networks).

In order to understand azd to influence the functioning and operation of a group, it is
necessary 1o study the behaviour of individual members. Thus, groups are an essential” -
feature in the life of the orgamsauon .

11.17 SELF-ASSESSMENT TEST

1) 'What is a group? Explain the importance of group va]ues and norms, ancl give practical -

examples from wilain your own orgamsauon

2) Distinguish between forma.l and mformal groups,'what funcuons do groups serve in an
" organisation? :

© 3} What are the charactéristics of an effective work group. As a manager how wotld  you

atempt o develop effecuvc group telationiships and performance‘? _

4) Conrrast different types of communication network in groups Give examples of a
‘situation in which each type of network is likely to be most appropriate.

5)-. Int what ways might a manager expect to benefit from an understanding of the behaviour - - ' |
of people in work groups? Give practical examples relating 1o your own experience. ‘

1118 FURTHER READINGS - ‘

Mullins, Laume] 1989. Managemem and Organisational Behaviour, Pltman Great

Britain.
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- UNIT 12 ORGANISATIONAL
'__ COMMUNICATION

Objectives o _

After poing through the unit youshouldbeableto: =

* appreciate the main objectives of organisationai.communication

* understand the dynamics of communication network R .

» develop plans of making i;l_ulti—directioﬁal communication in organisations more
ctfective. ' ' . :

Structure

12.1  What is Organisatioral Communication? . : ST
12.2  Goals of Organisational Communication ' ' '
123 Communication Network . '
124 Direction of Communication’
125 Problenis in Communication _
126 Summary o
127 Self-assessment Test
12.8  Further Readings -

e
*

OMMUNICATION?

121 'WHAT IS ORGANISATIONAL C

In the recent years, communication has attracted increasing attention. Many orpanisations
have paid attention to communication. Some innovative successful practices have been .
evolved. For example, in BHEL (Bhopal Unin), Management-Employee Communication
Meetings (MECOMs) have been effectively used. A MECOM is an open forum, in which
mere than 700 persons participate, has contributed to mutual sharing of information and
concerns and better understanding between management and employees. MECOM has
helped in effective implementation of decisions. Establishment of this system has not been
easy, a lot of OD work was done prior to and during the evolution of MECOM,

In TISCO, the Chairman keeps communication with his employees by answering every

letter that is addreésed to him (some 80,000 a year) and has an open house-at his residence _
between 7 and 9 every morning where any one can walk in and discuss personal or work-
related problems. He also holds “dialogues” with large groups, sometimes of 2500 persons,

The most systematic artentiori to communication has been paid in VST Industries, including
regular business-related communication with the Union, with great benefits,

Organisational communication can be defined as the process of the flow (transmission and
reception) of goal-oriented messages between sources, in a paie.im and through a mediuin or
media. . ) : . E o -

- An additional element in organisational communication {(not-present in interpersonal
communication) is the flow patiern of messages. Thus there are seven elements in
organisational communication—the transmitting source; the receiving source (the target);
the transmitted message: the received message; the goal of the message; the medium or

- medig; ‘and the flow pattemn (which is called network). The transmitting ~nd receiving

sources are the people sending and receiving the message. o '

122 GOALS OF ORGANISATIONAL COMMUNICATION
Organisational Com;;'un'ication has several go.:;;tis... - o

Information Sharing: The main purpose of communication is to transmit information from -
@ source ¢o target 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 informatioi in the organisation, e.g. social rewards
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" influencing.

and awards given, settlement with the union, major change in the organisation, etc. This may
.ake a long time if the organisaﬁon is large. '

Feedback: There is a need 10 gwe feedback 1o the employees on their achigvements to the
departmients on theit performance; and to the higher management on the fulfilment of goals

" and difficulties encountered. Communication of feedback helps in taking cc rrective
1measures and making necessary adjustmems and it motivates people in dew ,loping" :

ha]lengmg and realistic plans.

Control: The management. 1nformat10n systam is well known as a control thiechanism,
Information is transimitted to ensure that the plans are being carried put according to the
original design. Comriunication helps in ensuring snch control, a monitoring mecharisr.

' Critical information reaches the appropriate leval of people in the orgamsdt.on This helps in

directing the various aspccts properly.

* ¥nfluence: Tnformation is power. One purpose of cominunication is fo influence peuple

This is very clearin the case of communication from a trainer ifi 2 training group. The mmn
purpose there is to influence the participants. Slmnlaﬂy, the higher the management level,

the more is the influencing role of the nanager. The manager. communicaics to create a good
climate, right attitudes, and congenial working relationships. All-these are ¢ xampies_ of

Problem s&lvmg Tn many cases communications aim a solving probiems Commaunication
between the mtatagement and.the inion on some issues (negotisrion) is aimed at finding a
solution. Many group mestings are held to brainstorm alternative solutions for a problem
and 1o evolve a solution. Such communication can be in small groups {(dyads or triads) or in
large groups.

Decisicn-making: For arriving at a demsmn several kinds of communication are needed,

~e.g-exchange of information, views, available alternatives, favourable or unfavourable
points of each alternative, etc. Communication helps a great deal in decision-making. A

more imperiant wle is played by the commumcanml of alternalive solutions and rhe
exchange of views on various matfers. - :

Change: The effpctiveness of a change ml:mduced inan orgamsauon depends to a lavge
extent on the clarity and spontaneity of the communication. Corniraunication between the

consultants and the managers, between the managers and the employees, al
employses belp in knowing the difficulties in the planned change, and in t-
acion. . .

Group Bmldmg Communication helps in building relauonshlps Even un

“severe conflicts, good relations can be restored only if the communication

hd amongst the
king corrective

der conditions of
process is

continued. If commuenication bréuks down, the group may disintegrate. Communication
provides the: fecessary tubrication for the proper functiotiing of a group. The communricalion

of feelings, concems and support is pamcularly important in this context.

Gate Keeping: Communication helps to build lmkagea of the organisation: with the 0utsnde
world. The organisation can use its ‘environment to increase its effectiveness. It can also
influence the environment itself the Government, its client system, the resource systems, et .

C'.)rnmumcatlon plays a critical role in this respect

What has been discussed in Unit 9 about the source, the target, and the message applies

organisaticnal communication also.

Media, as in interpersonal communication, can be either verbal or non-verhal, oral or

written. Verbal media can be classified by usinig the following dimensiond whether itisin -

the oral or written form, aid whether it takes place in a small group or it is meant 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 transmission (and receptic

n and

comprehension) of cognitive messages. On the other hand, orat.and speciglly face-to-face

commumcatmn is more effectwe in bringing about changes of oplm{ms ar]

d attiuides.

12 3 COMMUNICATION NETWORK

Organisational comm_umcation has a flow pattem or a network. In an orgal
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several sources (people at various ‘evr'!s\ the messages ransmitied and received may adcpt a
comlstmt pattern, Such patterns are very useful, and may be good indicators.

Extensive research has been done on the communitation fow patieins, and has cnme 1o be
known as communication network research. Most of such research has been dom: on small
groups under controlled conditions. A network is a system of several points of

communication for the purpose of decisian- making, In most network reseaich, a smail group
(usually of five persons) is given a task, and fhe group functions under controiled conditions

of communication. The direction of communication is controlled according io different |
networks. The effect of each retwork on perfennance and satisfaction is studied,

The general conclusions arrived 4f in the researches dene for over two decades secr to he

that the wheel and all-channel networks are mbst effective, and the circle, the least effective

for simple tasks, However, the circle gives the highest satisfaction to the members, and the

pertpheral members of the wheel are the least satisfied. Findings of some other studies of the

effects of the varicus networks on three vasiables (performance, satislootion, and effective
organisation) for the task showed that the wheel groups organised the earliest, alf channel

groups took longer to organise, although eventually they performed as well, and the wide

gronps had the most difficulty in organising.

Dubin applied the findings of cormunication network research o organisations, ard.
suggesied linkage systems. These are given in Figure 2. He used the three main finkage
patierns (serial, radial, aud circnlar) io develop a number of linkage systems through their
vertical or horizantal positions and combinations s shown in the figure. The serial is the
simplest system. In a vertical posiiian, it is a chain of commercials, and in the horizonsal
pasition, service and staff functions.

Communication network research has indicated that etficiency and satisfaction are

positively related with the number of links in the network and inversely. with the number of
finks through the centre. These findings have significant implications for the organigation of

groups and units. The more opportunities are provided to-ihe various reetnvers of a unit to
commumicate with each other for specific tasks (with ¢ minimum coordinaiion) the higher

the efficiency and satisfaction are likely o be.

However, this relationship will depend on several other factors, inciuding the nature of a-
task. For very simple routine tasks, the wheel pattern seems o he more efficient.

All these findings are from network research done under laboratory conditions.

Communication network researches have been done on large natural groups also. Extensive

research in India has been done on agricultural communicatien, including types of
commuaication nets at different stages of adoption. It was, for example, found that the
wheel type is effective at the trial stage, a chain type at the deliberstion stage and an
unfinished star typé at the evaluation stage, Y.P. Sin ghrwith lns associates has pionzered
studies with implications for action ir organisations,

Singh has suggested amodel of agricultural conmunications netwaork, 4s shown in ‘Figure %

He idemtified two phases (upto 1970 and post-197¢)) 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 from the first phase of researches are 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. Mot all sources have
been functional at adl the times and at all 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 Q.f the two are nearly equal.

Cnmbmg the studies on sources of ¢ ommupication at different stages of adoption

following facts emerge:

a) Village level change agent is lmpﬂrtant ai need stage, When people had felt riced.
they spoke to change agent. _
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b) Vll’lage levc! change agent and other farmers combined are most ymportant SOUrces
"~ of awareness.
¢) The contribution of the two are nearly equal at awareness and \nterest swges At
' deliberation stage informal persona] sources including family members 4re most
imporiant.
d) ~ No communication is needed at trial stage for simple substitutive practlces or the
commercialty conducted operation. For complex or entirely new enterprises intra- .
- . community expert figures or formal local sources act as commumcanon SOUrCE. -
e) At evaluation stage, fellow farmers are the main communication sources
f) There is no appreciable variation in the utilization of sources of farm information
" from practice to practice but it has been found that for a completely new practice
the communication source at awareness and interest stage are ‘mnovators whereas
for change in’ mpennvc praence influentials are the commumcators

B 6) ' Source utilisation has been found io vary accordmg 16 the socio-econamic

. charactenistics of the subject. Young age, educational level and farm sizefeconomic
. status have been found to be positively associated with the use of institutional sources
" and overall extension contact as measured by ani index of extenswn contact.

N Highcr ca,ste' have been repoited to be making use of institutionalised sources. '

) Farmers with progressive outlook use more of :mpersonal and offic:al SOUICES, omets

rely'on personal Iocalite sources.
9). YLW;s, demonstration and opinion leaders are supposed to be more credible, than radio,

newspapers and bulletins but in progressive villages having access to scientist, scientists

are cons:dered more credible followed by radio, progressive farmers, and block agency.

10 When an innovation reaches rusal commumty farmers talk to one another and such

* interaction has eonsequcnees for the response for mdwlduals and groups towards
innovation.

" 11) Intra-personal communication with fegard to adoptmn of innovations at different stages

. of adoption: has gfeat snmﬂannes with secio-metric data.

. 12) The influence and inforination, flow from individuzls placed at hlghelr 50Ci0-economic

position to individuals placed at lower posmon

"13) The key-elcments in the process of person to person communication are certain

individuals generally called key communicators or opinion leaders, who play very
_ 1mportant role’i in accelerating or retarding the spread of change. .

14) Such persons fiave also been found to have distinctive characteristics: They differ in
their farm size, socio-economic status, extension contact, change agent linkage, trade
town contact, organisational affiliations, social participation, adoption behaviour, -
informal leadership, ideal role incumbency, popularity status and communication slﬂll

Iit the second phase studles were done on cmnmumcanm pattern of researchers
~ communication pattern of change agents (extension personnel), source credibility, -

communication fidelity and distortion, and media use and effectiveness. lnteresnng

. generalised resuits, summarised by Smgh on communication patterns and source Cl‘edlb}illty ,

are glven in Tables 1 to 4.

" Fable 1 Commurication pattern of reseurehers

* A Information Input Paitem )

Frequency ) ] Sources!Channels .
“Most . ) "." Professionat meetings, farmers,- immedule supervisors, followmg
) ’ “up of citakion, use of absiract journal index.

. Moderate ' . Self-observation, research joumnals, extension Dersennel farm radio
Co- bruadcast. discussion with colleagues .

Least : . . Reséarch seminars, workshop, visit to reseamh stations.

B, Information Processing Paitern ) oo
Information.  Information Information Information

exposntre © - evaluation storage - transfer - .
Most ... Fellow - Fellow Special Research ireports
o scientists ©  scientists: netebooks research articles, Reports -
Moderate ~ State . .- Technical - Refersnce . Lecture niotes

Speciglisis - feasibility cards Reprints
1az ' .



Least

Exlerrial_ : Unreserved Membry_- : o Charts, Gre.phs,'glét
Specialists *  acceptance : S :

C. Information (]ulput Pattern

; Frequency
Most

. Moderate
Least

Methods used .
"Farm visits advisory Iettﬂs, office caIIs telephone calls

- Professional meetings

* Publications, radio and farm fairs.

Table 2: Comnmnlcauon pattern of extension persmmel :

A. Inmrmalion Input Patlern

Frequency
Most

Moderate

Least

_Soul‘ces-Chmmels

Extension Publications, superior officers, meung-smnmm. agdculunal umversny
science, research statmns outside orgamsauon

Expert oonsulmmm. from radio breadcast, a,gncultura] colleges. meelings, book.lctsf
package of practices.

-

Trainings, newspapers, kisan melas. msr.arch Jjournals.

B. Information Pmcusjng\l’angrn

- Frequency

Most

Moderate

‘Least

Information " Information - - Information

Evaluation .Storage © | . . transfer

Colleagues Subject- Leaflets

higher ups - wise file . angd folers

trial o -+ radio talks posters and
‘ .. .slogans
Experiments Memory = - Success swories
specialists - : ) C ‘Photographs
Unréserved ' . Charts and-

acceplance ) . 7 graphs

C. Information Output Pattern

Frequency Methods
Most Farm and home vlsns leaflets and folers office calls meeungs film show, radio
broadeast demonstration.
Moderate Cirenlar letters, farmers fraining mectmgs adwsory letiers,
© Least Telephone calls
" Table 3r Source credibility of extension personnel . -
Sk No. Sources - Credibility Score
1 Scientist . - "8
2 Supervisor officers 72
3 Extension literature 35
r's Radio - - 33
Table 4: Source credibility

Progressive Villages Non-progressive Villages
1 Agfil. Extension officers . - . 1 Neighbours and friends °
2 Bcientists ) - 2 Demonstrations
3 Village levél workers : . 3 Village level workers
4 Demonsirations 4 Agriculral extension officers
5 Radio & progressive farmers - 5 Scientists & progress:ve farmers
6 Friends and neighbours i 6 Radio
7 Relatives : : . 7 Newspapers,
8 Village leaders ot . 8 Printed mamcna]
9 Newspapers ’

124 DiRECTION OF COMMUNICATION

Orgamsanonal communication may be vemcal honzontal or circular. Vertical
communication may be either from the senior levels o the junior levels (downward), or vice .
versa (upward) Circular communication in organisations is S very rare. Sometimes '

143



Group and Inter-Group Pracesses

“discussed: downward, upward and horizontal. A fourth type is between the

" purposes. The purposes of these Yypes of communication and the relevant m

a) Management controf: Use of mahagement information ensuring reg

communication may be bidirectionial, messages heing exchanged between tyo sources. Here

normally three types of intra-crganisaiion commumication. based on the dire

the external enviromment. Each ‘of these types of communicaiion has its pury
relssont mechanismes are use, or can be used 1o make commungcation effect

supnarised in Figure 4. :

with some mechanisms:

ction, are
wrganisation and
poses and

ve for those
echanisms are

" Dewasvard Commhnicatiom The following types of COMMuNICation are suggested, aiong

& D4fPasion of routine information: This can better be done through cir sulars, bulletin

barede | @HC.

b) Diﬁ'usion of procedaral information: This can be done by girculars,
prepared notebocks und manuals.

pecially

througk induction booklet, special progranines, and meetings, sharing uf_infonnation

¢} Sogislisation: Yocialisation of individualy in the value system of the ch)mpany is done .

from higher levels with the employee; may also help employees to fee
organisation.

a part of the

d) Job-refaied information: This needs to be done by interpersonal commnunication

between the job holder and his reporting officer.

e) Feedbuack on individual performance: The most effective way of thi

communication

is the appraisal review and coaching meetings held on the basis of perfoimance

appraisal resulis,

) Empleyee gevelopment: Employec development is being done through dyadic

communication, based on trust, between a manager and his employee, training
‘programmes and gronp meetings. Wiore effective communicatior for developrént is

very modelling behaviour of the senior managers.

The most neglectzd aspect is the communication of the values, ethos and i[tealogy of the

organisation. The main purpose of sich communicatien would be to social

se the employses

in the organisational ethes and values, This can be done by a spectal induction policy for
new ernployees, helping therm (o meet other employees in groups, giving them written
material which they may read. The purpose should not be to prainstorm them, but to help,
them 1o be clear in their minds about the values and ethos of the organisatipn. This may help
in developing an integraied Qrganisatipn, of which the employees may be p roud, and they

may commuricate similar messages representing ihe organisation when th

One probiem in downward conumunication is that of message distortion. O
business fimms reported a very high degree of foss of information in dowiny
communication. Between the Board of Directors and the following levels,
of the eriginal information (it percentage) was as foltow::

Vice-Presidents 3
General Supervisors 44
© Plant Managers ‘ 60
General Foremen 70
Workers - 80

Upward Communication: Upward communication is as much necessary

ey meet outsiders,

e study of 100 .
rard '
ke oss in ferms

ns downward

communication. There are saveral prrposes of such communications: 'Fhese are suggested

below, along with possible mechanism of developing them:

_ information helps in achieving effective managernent central,

b)  Feedback: Feedback from Jower levels to higher levels is very useful
can be provided by use of special quessionnaires and interviews. Whe
lewving the organisation, exit interviews are being used for feedbaek
aspects which the higher level peopte must know,

¢)  Problem-seiving and involvement: The effective mechanism for sol
lower level management by the higher levels are gricvance progedure

ar flow of

Such feedback
n people are
1 important

wing problems of
and periodical -

meetings catled by the higher level management. Another geod methed which reay help

the people at lwer levels in the erganisation participate in probier
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“suggestion scheme, which. needs 1o be well designed, properly executed, and B
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
allowing all employees ta express their feclings and.give feedback to management, o
help them to take follow up action on problems has been found to be useful in some . .-

~ organisations. VST Industries have introduced the scheme in a planned way. '

Horizontal Communication: Commmumication 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: Functional group meetings {liké those of Finance, Human
Resource, Data Processing people etc.) from different Business Groups, along with ~
coun_lerpans/rclevant people from the Corporate Depmm;:nts 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 (groups to work _
out details and in many cases implement action plalis)l Problem Clinies (groups to
diagnose problems and suggest alternative solutions using special techniques of -
diagnosis) have been used.. : : o '

¢) Coordination: Standing Committees are meant to make coordination more effective.

_ External Communication: Communication with the external agencies, like current and

potential customers, govemment agencies, competitors and potential collaborators, resource

providers (financial institutions etc.) is very important and often gets less atténtion.--'The ‘
following purposes can be served by the suggested imechanisms. -

a) Image building: Annual reports, balance sheets, brouchures advertisement, etc, are
important mechanisms, deserving detailedsplann_ing (both form and content).
Participation of Company Executives in professional bodies like M&na_gement _
Associations, Chambers of Commerce Sub-Committees also help significantly.

b) Credibility building: Balance sheets and correspondence (prompt, clear, and érrorlessy
contribute to the credibility of the company. _ SR :

c) Influencing: An organisation should not shy away from its role of infizencing policies
~ and decisions in the concerned industries and other forums, Well prepared dialogue by
the top management; and well prepared participation in conferences and forums must
© receive attention they deserve. Qne general weakness of Indian companies is lack of
“expertise and seriousness in influencing exterrial agencies. The main role of the ~ -
Corporate Management is to develop an aggressive (in the positive sense) posture and
compeltence o deal with éritical issues. This ability has been amply demonstrated by
many organisations. The Corporate managernents must develop and institutionalise it.

" Activity I . . -
In the light of the above undersrahding of the directions of communication, prepare a _
diagnostic note on communication in Your organisarion, which are strong and which are -
weak, needing improvement. ‘ C . :

’

12.5 PROBLEMS IN COMMUNICATION

- Communication may aat always be effective. The main criterion to find out whether a-
comutiunication is effective or not is the fulfitment 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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127 SELF-ASSESSMENT TEST

128 FURTHER READINGS

fulfilled propérly the case or probiem should be looked into. There may be seyeral sources
of problems in communication. ’ T

T

Distortion in Commu'niéatio_n: Rumour

_ Rumours play a critical role in communication during periods of stress and unrest. A rumouy
" _is-usually a belief which is passed a5 an item of information from oné person fo the other

person, without the verification of the relévant 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.c., rapidity and expansiveness) was a multiplicative funetion of
the two conditions. Chorus.added a third factor critical sense. This 15 the tendency to take
several factors into account, decision-making aftter reflection and on the basis of some data

" or verified information. He proposed that rumour could he expressed by the following
-formula: - - ' ‘

Reixax jC

The formula means that rumour (R} depends on importance (i} and ambiguity (a), and

inversely cn the critical sense (C). Rumours become weak if the critical sense in the people

. - is high.

This formula has interesting implication for organisation to minimise rumouf and to cop: '
with themn. ' - : ‘ |
Activity2 : _ o .
Take any twO COIMMON FUMOUES in your organisation and prepare an action plan to cope
with the ramours, and preventive steps (0 minimise them in future. e

B IR EERLTE LEEL T

12.6 _SUMMARY _

The objectives of Organisational Communication is described. Information sharing;
feedback, control, influence, problem-solving, decision-making, change, group building gate
eeping processes help in ackieving the goals of an organisation, Vertical, horizontal or* '
circular communication (of sownward and upward communication) and their imporiance

are explained. Problems of Communication and how to minimise them are described.

*

1) Describe the importance of Organisational Communication.ang how it will be made
more effective? s S T

2) Describe the Process of Comnumication 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?

Material in Chaptcr 21 of Orgapis_ationa] Behaviour Processes by Udai Fareek {Rawaty
1988) has been freely used in this Unit. I

Human Resource Developrhcnt: The Indian Experience by D.M. Silvera (News India, 1988} .
and Towirds Organisational Effectiveness Through HRD by the National HRD '
Network (XLRI, 1989) contain excetlent material on interesting work on
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commumcatlon in many Indian Orgamsauons Chaptcrs 5,7 and 19 in Sllvera and 12in
" 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” (Managemem Clence,
1955, 1, 233-250) comments on the different-communication nets on task performance.
. The most extenswc wark on communication in lndla has been done by Y.F. Singh of
TARL .

Y.P. Singh, with his associates at TARI, has done most comprehenswe work mn agncultural
communication. His two excellent review articles surmarise 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.8.5. Rao & B.N. Sahay (Eds.)
Research in Extension for Accelerating Development Process (ISEE, 1970) and “Farm
message to millions: The Indian Stadies” (unpubhshed Donald Snowden Memonal
Lecture, 1986

Figure 1 : Different Verbal Media in Organisational Communication

Oral . Written
Small Group Conversation " Lettersfemos
Telephone Telex
Lectures Citculars
Meetings Newsletters - -
Large Group Radio Handbooks/Manuals
. Short Circuit - . Posters/Bulletin Board

Figure 2: Linkage System in Organisations (from Dubin, 1959)

Serial Linkage Radial Linknge

N

(Levels of (Work Flow} Coordination (Service, Contral
Authority} - or Direction) - reporting

Circular Lirkage Radial and Serial

(c8ordination or {Service, Control,.
Direciion of Related Reporting Among
Unils " Related Units)

Serial-Radial-Serial

(Representative
Governing Board)

-

Radial and Circular

(Represientatwc i Lo
Advisory Board) (Typical Line Organisation)

!

147

ll

" Orgenisational Cmnmunhat'im




Group sod Inter-Gromp Procoess

Fig3 Inter und Intra-system Interaction Pattern in Agricultural Communication Nettrork

Regend

As- Agriculure Scientists
BS- Basic Scientists

‘E- Extension Personnel
M-Media

F-Farmer

L- Linker

RESEARCH SYSTEM
DISSEMINATION SYSTEM
USER-SYSTEM

Figure 4: Purposes and Mechanisms of Different Directions of Communications
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Purposes

Mechanisms

Dovnward Conimunicaiion .
1. Diffusion of routine information

Diffusion of procedural information
Socialisation '

Providing job-retated information
Feedback . :

. Employee development

ard Communicarion

Control

Up

mEowmbawwe

2, Feedback
3. Problem solving

4. Ideas for improvement

5. Catharsis and group building
Horizontal Communication

1. Experience sharing

2. Protlern solving

3. Coordination
External Communication

1. Image building

2. Creghibility building
3. Influencing
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Circulars, handbooks, ranuals

 Conversations, memos

Circulars, bulletin boards, watl
magazines '

Special publications,lectures, meetings
Conversations ¢

Conversations, group megtings

Periodical information, special.
TEpoTs

Questinnnaires, exist interviews
Periodical meztings, prievance
Procedures

$uggestion box, exist interviews
Review meetings {Mecom)

Joining forum
Task force, Problem clinics
Periodical meetings

Annual reports, balance sheets,
brouchres, advertisements
Balance sheets, correspondences

Conferences, dialogues '



"UNIT 13 TEAM DEVEL()PMENT AND
TEAM FUNCTIONIN'G

Objectives

In this unit, we attempt to _familiarise you with:
» - what a team is :

the process of team building

the importance of leadersh: p in team bu11dmg

team effectiveness -
team [maintenance.

- Structure

13.1  Introduction

13.2  Team Building

13.3  Team Development

- 134 zam Effectiveness
13.5 Team Functidning
13.6 .Summary _
13.7-  Self-assessment Test
13.8  Further Readings’

131 INTRODUCTION _

In the mid-1960s, Team Building emerged as a popular tool for workplace manageinent.

This concept, emerged because of an awaveness of the following ideas: .

* Involvement is a precondition to commrtment people become involved through secing
their ideas become part of their work and work environment; .

* Management should act like team leaders and coaches. Management has a facilitating or
developing role rather than a directing role; -

© Work groups have ihe necessary capacity (6 cope with thenr own problems prov1ded they
are aware of their capacity and problems;

¢ Employces are innately ccoperative and self- -actualising, prefernng the chance to exercise
a degree of control over their work envircnment;

¢ Typical hierarchical organisations and their inherent trend towards more formal rules and
dysfunctionai bureaucratic behaviour can become more effective and functional by
eliminating status distinctions and emphasising 1npterpersonal trust, openness, and self-
drsclosure (Norman Hill, 1984)

13.2 TEAM BUILDING

Institutions are created genc,rally with certain objectives, such as proc[ucmg and marketing
goods, collecting and 1nvestl;ng money, disseminating knowledge and skill, caring for the
sick, etc. Most of the instifutioris also have goals like profit and growth, though the yard-
sticks for measuring are different dependmg upon-the objectives and type of organisation.
This results in evolution of teams, for e. g. when one starts a small retail shop as a single

_person enterprise, he desirés to expand it for making profits. He needs the people to engage
with the tasks more efficiently, that is, tasks that lead to the realisation of objectives. The
moment a second person is added to the enterpnse, a team has been started. .

“A team is, therefore, created oilt-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 tearn excellence comes because quite often .
one fails to share the activitics that are necessary to complete a task or a task cycle. A team

- is developed wherever people have to work together to produce results. A team is capable of
accomplishing much morg than the sum total of what the members are capable of
accomplishing individually. Team work is stimulating, it encourages members te put in
greater effort and helps them to give their best.
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133 _TEAM DEVELOPMENT _

Generally people often misunderstand the terminology of Team or Group. Te

used as a synonym for group. But tcam is different from a group. Team can be
group in which the individuals have a common aim and in which the jobs and ski

member fit in with those of others, Lei us take a very mecharical and stafic ¢

jigsaw puzzie. Pieces fit together without distortion and together produce some
paitern, Thus Team/s in an organisation is/are based on the following characteri

* Non-facilitative character of industrial organisation as far as team-work is
Groups do ot necessarily become teams. '

is often
efined as *'a-

concerned.

. .
o OUjective commonality and similarity are not sufficient conditions for teamﬁ to emerge.
‘s There is a universal ethos and spirit underlying the identities and uniqueness of the

members of a group which alone make a team.

e This universal spirit and ethos has to be evoked from within rather thanfrom without as it

is sucihing inherent with the members.

Why do team aﬁse.in the first hlacel'.’ What are the Kinds of tasks that require team

work? .

The source of a team lies in one person doing a job that he discovers is too larze for him to

da in the time (perspective) available.
. Nature of Tash . Implications ‘
Can be carried out by a single person, " Several people deing the ‘same work” may |
but time required is not availabile conplete the task in the given time, 2.5, 500 envelopes that

need to be addressed, filled, stamped by and|despatched by the,

afternoon post. Each knows what to do and does it

" independently..
Effort or force required cannot be exerted by -
one person, for example, to ift a Jory off
someone who has been knocked down
Several distinct opefﬂﬁons are mquired'at
the same time or in conjunction with others, .
for example in an orchestra,

" & group of people must work together. A degree of
coordination will be needed hetween the oferatives.

Here someone beyond the opérators} may bef needed o
orgenige and coordinate, for example a conguctor.

. Fig.1 Working Together

Thus, it can be said that ‘tedms are groups of people who cooperate to carry gut a joing task’.

Théy may be assigned to different work roles, or be allowed to sort them out

beiween

_themselves and change jobs, when they feel like it, e.g. crews of ships and aircraft, research -

teams, mainteniance §angs and groups of miners.

- A ligh achieving team has all the properties of an ordinary team but in greater unison. Each

- member has both the expertise and the skill in performing functions needed for the task.

Team often grow form oue person i.2., their leader who needs to shift the ca

ntre from

himself to the cooperative efforts of the téam. The. iest of a good tearn is whether or not its

sequence of activities,

In the context of team building, a leader knows his own strengths and weakn
ensures that he compensates for what he lacks. Individuals in the team shoul

" members can work as & team while they are apart, while at the same tilne contributing o 2

esses but also
4 have such

strengths, knowledge and experience which the ieader does not possess. In § team it should

be made sure that each individual knows and feels that his part of the task is

making a

significant contribution to the group’s overall task.

1t can be said that teamm work is no act:_'gdent, it is the byproduct of good e

. Organisations are complex in their struciare, sysiems, and people. *Qrganisational

excellence lies in the fit thiey achieve with an equally compiex environment
of goals and more’ (C.8. Kalyanasundaram, 1988). The goals are consisten

or achievement
y achieved

through the presence of a leadership which is persistent, active and goal-orignted. The

rewards for such leadership range from enlarged markets, high assets, ETow
' Cos0 :
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customiers, mot:vated staff, productwe work climate, and enhanced qua.hty oflife. - - . o ﬁﬁiﬁlﬂw“ and ‘Team -
Leadership achieves xcellence not (just) through organisation but through people as R
individuals and as teams. The credit for having a happy and prosperous family is culturally
atfributed 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 probléms when the entire team is dependent on its leader:

‘1) When they feel the leader is omnipotent, many followers fail to dcvelop or uuhse their
full potential for contrlbuuon ' : o

2). When such leaders leave, the team falls apart. -

3y If such charismatic leader happens to make one or two glanhg mistakes, then a sense of
failed dependency pervades and the depressed followers or téam members are very -
likely to turn against the leader and destroy the work he has s0 long symbotlised.

The importance of choosmg the nght people as team rnembers from the collection of
possible members can hardly be over-emphasmed It is the first prmc:ple of team success.

There are certain condmons which must be met before effective team work can get into
opcral;lon

Goal settinig as a result oriented consultatlon

Shared information and trust

Clear understanding of each other’s roles :

Willingness to extend help whether asked for or not

Availability of adequate resources to each member :

Members competence - 4
Predominance of group interest over individual imercst, '

Activity 1

CHECKLIST: '
HAVE YOU SELECTED THE RIGHT TEAM MEMBER? -

Task
Has s/he an alert mlelhgence’

Where appllcable has s/he a high level of vocativnal skills?

Do his or her knowledge/skills complement those of other team mcmben rather than
duplicate them?

Is sfhe motivated to seek excelience in results and metheds of working together?
Does his or her track record really bear out the scprés given above?

Team )
Will s/he work closely with others in decision-making a.nd prohlem solving w:thoul
‘rubbing people up the wrong way*? .

Does she listen? )

Is s/e flexible enough to adopt different roles witliirl the.gmup?

Can s/he influence others — assertive rather than aggreaswe"

Will sfhe wntnbut.e to group morale rather than draw cheques upon ll"

Individual . ]
Has s/he a sense of humour a.nd adepree of tolemnce for pthers?

Has sfhe a certain amount of will o achieve amhmon, tinged with understanding that s/
he cannot do it all alone?

WI“. sfhe develop a feeting of I'espOllSlblth for me success of the team as a whale, not
simply his or her own part in 1t"

Has s{he integrity?

00 000 00000 oOogooi
00 000 00000 000003

‘Does sfhe have a reakistic perception of hisfher strengths and weaknesses?

from Effective Team Building,' John Adair, Gower, 1086 p. 133.
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TASK: .

. Pur_posei
‘Responsibilities:
Objectives:
Programme;
Wmhng ;cm’diﬁups: :
Resources:

Targets:

Authority: -

Training:

o Priotities;
Progress: -
Supefvision;
Eiample )

- Até thpse adequate (authority, money, ihaterials)?
~ Has each member clearly defined and ngwed them?

Ainlctemwhamwmkis?: .
Amlclearw]mtmmeate?

" Have l agread these with m_v supenor, ‘the penon accountabia for the gmﬁp? :

Havelwnrkedmeouttureachobpcﬁves?
Are these right for the job?

Is the liné of amhonty clear?(Acoomltabdny chart)?

Ane therz any gaps in the- -specialist skills or abilities of individuals in the group '
requited for the task? . . .

Havel p].n_:med the time?,

Do I.check this regulerly and evahuate? .
In case bfmy'abseriee who covers for me?
Dalsetstmdardsbymybelwvmur?

Activity 3

TEAM MEMBERS:
Standards:

Safety mmiards '
Size of team;

Team memban

Team Spirit:

-me “Effective Team Bmldmg Johi Adair, Gower, 1986, p. 196.

: Duesdleteamcles:lymdemwndmdmepcﬁmm?
.Domethwwhmmdatdsofp«rormmemexpecwd?
Do they know consequences of infringement?

e N
1,’, \\\_
t
1 "‘.
- 1 -~
7~
[
L A
Bulldmg& V4 ‘,
and i P ¥
mamuumng ' T -1 3
the : ' 4
team : .

Is the size comect?
Arelhenghtpeople wnﬂhgmgﬂh&ﬁhﬂmnmedfurwbgmupswbe

'comtlmted"

De 1 look for np'pom.miliea fur bmlding teamwork into jobs? Do metkods of pay and.
bonua help t develop tzam spml?
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Discipline: - I Are the rules seen to be'masmmble? Am Hair and impartial in enforcing them? - "« Team Developeent and Team,

Grievances: ‘A:egnevanoesdealtw:ﬂlpmmpﬂy"Dolmkeacnononnnuershkelywdlsruplﬂle o
_ . group?

Consultation: Iathsgmum’DoIemoumgeandwelmmcidcasandsuggesﬁons"

Briefing: S 'IsdpsreguhﬂDoesncwﬂcmemplms.pmgessmdﬁmnedewloprmm?

Repiesent: ‘ . Amlpmparedtomprcsemmcfeehngsofﬂwgmupwhenmqmmd?

Support: DoIwsltpeopleatﬂleuwnﬂcwhenﬂwmlsapm?DGItheunmesenttolhe
individual the whole team in my manner and' mcouragenwm? .

From “Effective Team Bmldmg Toh Adair, Gower 1986, p. 19‘?

Activity 4 -
-'r  Developing
the
) ind_ividual : .
" INDIVIDUAL: . N

Targets: Have they been agreed and quantified?

Induction: 'Dées s/e really know the other team members and the organisation?
Achievement; Docs s/he Ioiow how his work contributes to the overdll result?

Respﬁnsibiliﬁes : Has she got o a clear and accurate job description? Can 1 dslegme more to Ilmi/her?
Aulhor?ty.' Does s/he have sufficient authority furhis,ﬂlcr task?

Tm'_ning:- - " Has adequatc provision been made for lrammg -or retraining both mchmca.l and as

. team member? oo

Recognition: : . Do I emphasise people’s successes? In failure is mhcnsmwnsﬁucnve"
. Growth: . Doessﬁwseethechmoeofdevelopmenﬂbnessmeswwmpamofcmr?
Performance; " Is this regularly reviewed? .

Reward: . Are wﬁ, capacify and pay in balarice? .

| The tsk: Is e in the right job? Has s/he the necessary resogrocs? '

The person: Do [ know ﬂuspersonwcﬂ?Whatmahsh:m}herd:ﬂ’emntfmmoﬂwm"
. fhne/nnentjon: Do [ spend enough with md;vlduals listening, developing, counselling?
Grigvances: Are these dealt withi promptly?

Security . Does s/he know about pensions redundancy and £0 on? ‘
Appraisal Is the overall performance of éach individual regularty reviewed in face-to-face

discussion?

From *Effcotive Team Byilding’, John Adair, Gower, 1986, P-No. 198130

13.4 TEAM EFFECTIVENESS

An effective team may be deﬁned as one that achmves its specific aim in the most cfﬁcwnt
way with the optimal utilisation of resources and in the shortest time. lt is always ina
position to take up more challengmg tasks.

“The true test of team effectiveness depends on the followmg characteristics:
» The team’s ouiput is not an aggregation of mdividual inputs, but the result of collective
projection. ..
« Effective team adoptaggressweordefmswe postures depending on d:emqmrememsof -

the situation,
153



o Effective teamn make the best use of individual strengths and shield members from
- individual exposure. , : : R . |

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 '
e Organisational clarity
o Team Composition

.« Communication and Commitnent
" o . Control information (feedback)

", Reinforcement

The above fac_térs are explained briefly in the following ]ﬁaragrapils; '

_ Shared orientation :

In most organisations, corporate plans tend to be ,shroﬁde:d in secr@cy.' So, .it'is not surprisihg
that in such organisations, goals, values and priorities 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 valugd; the planning process be¢omes as iﬁlpb'r'r.ant as
the plan document. What is important is discussion and dialogue with regard to assumptions,
trends, competitive abilities, customers’ expectations, the aiternative paths before the

* organisation, etc. Further; in an organisation the employzes should be aware of the

consequences {both positive and negative) of dcpartmgmal actions and their impact on other
depirtments and thus the corporation as a whole. - ' . :

Box1 .
In a large tyre and rubber company, “jmprovements in product quality’ featured in the

* gorporate plans épccessivély fora number of years. Top manageinent was serious
about the same. Lower down at the operative levels, the workers belieyed that the

" tyres they produced were the best. The corporae advertisements also said so..

" However, there was some shock news in store for them. That the Facts were otherwise
becaine known when a group of opinion, leaders from the amongst: workmen from the
factory visited the dealers and truck operators o examine the competitors product vis-
a-vis their own. They elicited the reasons for their failure from the actual users. When

| they came back, they raported their findings to larger groups of. wqumén‘. Then -

- quality awareness increased and quality improvement programmes actually got
implemented. ' L . L P

Adapted from *Tuning Organisational Practices for Tean Effectiveness’ AD! Sinha — Indiah Management,
January, 1988. . o oo . '

Thus, team effectiveness comes about when the orientation of the drgémis:;a;ion is s "ared by
the employees at all levels in the organisation. In times of adversity, organisations can

- expect cooperation from people relatively easily. -

~ Organisational clal‘.ity_ '

When an individual is not clear about his role in the.ofganiémioh, it results in pbdr _
perfarmance. For them development, both seeking and giving help, is considered as normal

as “breathing™ and thus this becomes an essential characteristic of team effectiveness.
' Team composition - o o : ‘ _
When a team is formed theve is bound to be a ;hinkcr,'_iiq_itiatof, analyser, synthesiser, the
action man, etc. Therefore there is no. need to emphasise the ‘role" of individual members. -

Communication and commitment

Commurication is essential for effectiveness of the team. Frequent 'coﬁ_lmunication is
necessary between the members which in turn resulis in commitment of the members.

Contrel information _ L o _
For any group to be efféctive, control information shonid be quick and direct. Information or

A




feedback regarchng their perfon'nance is neccbsary which in turn results in self-contml and '_ - Team Development and Teara
direction. o . Fanctioning * ~

Reinforcement
Reinforcement is necessary for good perfcrmance 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 iea. The
Marketing Manager flew down from Calcutta tc congratulate the Management Group.
He however, did not stop there. He went to the factery floor and talked to all the
supemsors praising their marvellous job. He also congramutated the sirdars on the
plucking side of the tea garden and built a sensation around the esiate Within two
months this parden broke its own previous record.

A junior factory assistant cormnented: “Earlier we always used to get a boot from the
-head office whenever the prices were depressed or when the lot was not upio desired
quality. Better performances went unrecognised. With the new Marketing Manager
things are different. For the first time, somebody from the head ofﬁcc carne
specifically to congranilate us all.”

Adapted. from “Tening Orgamsatmnal Practices for Team Effectivencss’ A, D Smha — Indian Mam!gemem.
Januzry, 1988.

Tearn work is required for any ta:»k even whcn it is not strictly nf:ed\.,d working as a team
can transform performance and enhance Job satisfaction. Good teams are not the products of
chance. One of the respornsibilities of a leader is to build an effective team. :

In assembling 2 new team, cancenirate on selecting individuaj member's who have
complementary skills, technigues and knowledge in order to create team environments and
spitit. Look for those with extra qualities of personality and character mentioned above: The
power of 4 team to accomplish its mission is directly related to how well the leader selects
and’ dcvelops its menibers. : :

I1 is the process of jeam bmldmg than makes pecple communicate effectively. If they
comimunicate effectively they will plan effectively and in doing this, they will do the job
nght the first time. This will lead to more enthuslasm and mcreased productwuy ’

In the context of project management, the following pmnts can be observed:
o Commitmernt to the organisation is achieved by making employess awsre of the task and
helping them in decizions, but firstly you have to-get your ‘hygiene’ factors right.
“Commitment 10 projects is achieved by the organisational structure created for that
project,-or in other words, the team., It is the success and dchlcvement on projects that
" enhances the comruiiment to the organisation.

® Tendering is the best stage at which to start team building and is done most successfully
by using the team to prepare the proposal and make the presentation to the client.

» The establishment of common Zoals on site is perhaps the most difficult area to address,
and needs to be tackled ar varicus levels. The manual workforce performs betier if the

- work goes togeiher well without a 1ot of re-work when they have good direction. The
foreiman and supervisors can perform more effectively if top management has taken the
troudle o identify goals by involving ;hem in some of the decision-making processes.

« The team and management will perform more effectwely if they have actually taken the
trouble to get to know each cther.,

© The Management's wish for controland the Team’s need for autonomy are dependent
upon the type of coniract which gwes the team soope for absolnte control over the task 't
encgh room for modification. :
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Geoup and Imr-Gn‘mp_ Prncesse

~ “Npbody is Perfect but a Team can be” E

Holv to.design and construct a teait that gimul_tanedu_slﬁ'meéts the _Wﬁe@nwﬁ of
both functional and team foles constitutes one of the most interesting aspects of team

 building. This is also one of the most critical factors determining the forunes of

fhanagement teams in industry. Tt is here that the Marks and Spencer expcrience of
team work offers the most valuable insight ' o .

In a significant sense the effectiveness of the M & S management teams lingers on the
company’s Suecess in enabling most of its staff to have a relatively high degfee of
versatility in terms-of functional as well as team roles. The M & S staff aretoa
considerable extent ‘generalist’ in both dimerisions. This makesit possible 1o combine
‘and re-combine teams, This is perhaps another aspect of what Robert Keller has e
referred to.as the ‘inififtdble magic of M & S. But if out analysis has beer

* substantially correct, then may be it is not as mystic as the word ‘magic’ implies—
though nonetheless “inimitable’. - o N '

The M & S investment in training and in creating the cenditions for effective team -
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 to acquirea - -

- unique competitive edge which goes a long way in explaining the enviable record of -
the company’s SUCCESS. S o '

Trom K.K. Tse, Marks & Spencer: Anatomy of Britain’s Most Efficiently Managed Cb.mpanj}'. Peréalhon, 1985. .

Team Builders work as catalysts to help management groups function bettef as open teams

_ for a variety of reasons,” - -

The ﬁ_rst' objective in team building is to choose the nght people in the ligﬁ.t_ of the 'teani's

135 TEAMFUNCTIONING

How does one keep a good team in its. existing state of efficiency and effectiveness? In other-

words, how does one continue to make. it function? It is difficult to miaintain the core C

purpose and tempo of the team-over 2 long time. As a manager you are supposed to ask

yourself and the team the following questions: ' S

o . Why do we exist? What are we here for? - _ :

& What and who would be affected if we went out.of existence? _ :

v .Are there more cost-cffective ways of achieving our purpose and aim than having the
current team? o : o - .

¢ Has there been a significant change in out mission as a team? Have we perceived, or been
given, new responsibilities? . - o o P '

e Arc we still the right people to be tackling this work? Does it still need a team effort?

$o,-a manager’s task is {0 maintain the standards of the team and raise the}m, and enhance’
the level of coopetation which it ‘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 employees, improving the
quality of decisions and effeftively managing the diversity. The technique was seen as

having the potential for resqlving_a lot of problems and concems. The more the team

" building focuses on ‘behaviours” of group members and on organisatiomﬂ structure. .

problems, the mere successful such efforts wiQ tend to be.

Team building activily 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 Lo assess periodically
their objectives, goals and methods. Team huilding activities provide a good support for.
making sich assessments.- h ‘ '
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Activity 5

CHECKLIST: DOES YOUR TEAM NEED MAINTENANCE

Daes your team need maintenance? The following questions will heip yb'u' to decide:

Are there any symgtoms of Jow morate, such as a decline in the team’s self»conf“ dr.nce a weakening of
resolve and a loss of a sense of purpesé?

Has the group or organisation lost its sense of direction?

Is ctch individual mermber still clear about the team’s core mission and its principal aims? Are porsonai
goals or objectives telated to that purpose? .

1s the atmosphere of the group negative and lukewarm?
Are individual ‘members lacklustre in their enthusiams?

Has communication hetween members been dwindling?
Are there signs of mistrust developing? .

All groups have potential ‘metal fatigue’ cracks, Are these cracks wlden;ng intg divisions belween
individuals, cliques, o sub-gmups?

Have professional and personal swnd_ards declined in the last six months?

Can you identify one or more individuals who are clearly underachieving when measured against
today's group standards? :

Are there complaints about your leedership? '

From ‘Effective Team Building' Johm Adair, Gower, 1986, p. 180

13.6  SUMMARY

A team is one with a common aim in which the technical skills and personal abilities of the

- members are complementary. A high achieving team has all the propertics of a more

ordinary team but in an enhanced degree. Each member is.both an expert and skilful team .

member in performing functions needed by the task and also in téam development. Teams

often grow from one person, that is, their leader. Leader develops the cooperative cfforts of

the team while maintaining its effectivehess.

13.7  SELF-ASSESSMENT TEST

)
2
3)
4)

What is a team? Eip}a'm‘the process of building a team.
With reference te your organisation explain the process of team development,
Explain the characteristics which help in teamn effectiveness.

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, Nomman C., 1984, How to Increase Empa'oyee Competence, McGraw-Hlil Book
Company: New York.
Indian Management, January, 1988, AIMA.
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UNIT 14 CONFLICT AND
- COLLABORATION

Objeriives _
After comipleting the wpii you should be able 10 : '
@ appreciate the value of conflict {and competition) and collaboranon

¢ understand ways of preventing dysfonctioral conflicts

e understznd processes of effective conflict management
+ bogcoms wware of the dynamics of coliaberation
¢ plan ways of developing coliaboration in your organisation.’

Stracture

141 Conflict-Collaboration: Functional and Dysfunctional .
14,2 Sources of Confiict

143 Styles of Conllict Munagement

144 Bases of Collaboration

145 Collaboration Building Interventions

146 Summary

147  Self-assessment Test .

14.8 - Further Readings

14.1 CONFLICT- COLLABORATION: FUNCTIONAL
' AND DYSFUNCT!@NAL

When peopie work together (in small teams, the smallest being a dyad-2 2- metnber group or
‘in larger groups) they may either work primarily to achieve their own: individhal goals not
necessarity seen as conflicting with other’s goals {e.g. leaming a speciic topir, an
individual situation), or to ackieve their indt vidual goals which otliers also strjve to achieve
e.g. getting the first position in the class ( a compeiitive or conflict situation), pr to achieve a
goal which is seen as significant by all persons in the team (e.g. winning a mafch, a
coliaborative situatica). Al these three modes of working for a goal (individual,
competitive, collaborative) play functional roles for the individuals and the organisations.

Conflict or a:-:}mpet’ition cim be defined as working for the exclusive atiainment of a goal
which is seen as unsharable with others in 2 situation where tWo or more perspas are
involvad in the attainment of that goal.

Collaboration can be defined ix tenms of a person working with another person or more
persons for the attainment of a goal which is seen as sharabije. In these deﬁnitrons the basic’
criterion of collaborative or competitive behaviour is the perception of the goal. If the goal is
seen as sharable, working with otber persens for the attainment of the geal is collaborative
behaviour. When the goal is seen 2s unsharable, .., in 4 situation where two Persons are
imvolved but only one of them can attain the goal, working for the exclusive attainment of
the goal (by implication, against the ather person concerned) is compriitive behavioar. The
letter is a conflict <:ituati0n '

Cooperation, {(or collaboration) wnd compsmmn { or-conflict) may be used effectively or
ineffective. Both collaboration and competition can be functional or dysfunctional, {positive
or niegative), The terms Comp(+} and Comp( -}, and Coop(+) and Coep () arc used to
indicate the positive and negative, or functional and dysfunctional competition confiict and
cooperation (collaboration) respectively. Comip(-} is defined as the tendency of a person to
deprive the other person(s) of the achicvement of geal, or to direcily and indirecily obstruct
in his (their) realization of ihe goal. When the person is more interested in the cumpcumr
and the competitor can be prevented from attaining a ‘goal, it i¥ called negative competition
or contlices, As suggested by Likert the main criterion of functiopality may be what
contributes to the self-worth of & person. Using that criterfon Comp(=} is dysfunctional,
Likert has given examples of some sales peopfe who were motivaied by this kind of
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competmon 'l‘hey w1thheld mfonnatlon (from thII‘ collcagues) whlch they thought was - - . ) c.,.m.u, Competjtiun and
strategic for achJevmg the sales target; they.did not share various information they had about .~ . . “Collabaration -

better methods of the sales, iew markets, new sales strategy, etc.; and their general tendency '

as not to help their colleagues. On the other hand, if competition is tsed 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 comnbutes to'the -

development of the sense of sclf-worth -

Similarly, cooperation can be either funcrlonal or dysfuncnonal Coop(v) is the tendcncy to
conform to others’ demands, in order to ingratiate thern, or to avoid task stress and task
demands. When a persen collaborates with another person because the latter is more,
poweriul, or he wants to please the latter, we call it Coop(-). Similarly, if a person enters
‘into a collaboratwe relationship because he sees the task demands and pressures too heavy,
and he thinks that by entering into collaborative arrangement his own foad will be lighter,
and he will be able. to aveid or escape the task stress and task demands, this is dysfunctional
collaboration. Functional collaboration or Coop(+) can be defined as the tendency to
contribute to the joint effort for faster and more effective goal attainment, resylting in
mutual trust, respect and concern. Such collaboration increase self-worth, and contributes to
the development of various other de:,lrable charactrrlsucs ©o : -

Figure 1_: Functions of Competi_tiun_ and Collaboration

Competition Develnns - Collahoratidn Deve_lupés C
_ Scme oflilenmy . . © " Mutuality
Sense of rquODSlbl]it}" S - _ ' ~ Altemative ideas and solutions
© Internal stam_]arc_l.s . ‘- B " Mutual support and reinfor_c.emcnt_
Exccﬂencc. o .. o ) B Synlergy ‘ )
Individu creativiy - -Collective acfion.
Individual autonomy : N Supplcmcnta:y expemse

Both compcutmn and collaborauon are important. These however perform different
functions. In fact, collaboration and competition should be conceived as complementary
" qualities. Figure 1 shows the vgnous functions of compeutlﬁn and collaboration, Let us

briefly revnew them

The Rule of Competltlon : :

The main role. of competition in an orgamsanon is tor help develnp an mdmdual and his
general psychological world so that he dévelops and attains his ownr identity. The following -
could be regarded as the ma;ﬂ functlons of competmon in: thu; regard : :

Developing a Sense of Identity -
~ A person functions as an individual, and to be effectlvc he has to develop his own identity,
The development of the identity is possible through the various steps he undertakes to
tealize his uniqueness, strengths, capabilities, weaknesses, etc. He realizes these through
testing them in the environment including other people. Competition helps a person to test
these various aspects of his personahty Even in collaboration, competition may be involved,
when a person may like to test how he is more co]laboratwe than the other pETS0N.

Developing a Sense of Responmhlllty
Eventually the person needs to develop a sense of takmg personal respon51b111ty for success .
and failure. He should realistically know how rauch he contributes to the success, or to what
extent he is respsonsﬂ)le for the failure of any venture. Unless.a sense of responstblllty is
“developed, a person’s general’ competence and his mvolvement in the work will be low.
Competition helps in the development of such a sense of respon51b111ty, because it isolates a
- person to face the consequences of his action. If in a competing situation he succeeds, he is -
very happy, and he attributes this success to his.efforts and ablllty Slm1larly, if he falls he
analysés and takes the responmblhty for his failure.

Developing Internal Standards of Behaviour - ' .

While the person takes the responsibility for the consequences. of his actlon, he also

develops his own standards of evaluating what is excellent and whiat should be done. A }
person who merely responds to the outslde envuonment may not have the necessary internal
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.behaviour. This produces a concern for excellence. All competitioris do n

‘ Developmg Individual Creatmty

VDevelopmg Autonomy

“refating to others, or working for a larger cause of which he may beap

* larger context in which individuals have to surrender their autonomy for

- merges in collaboration, and what is the role of collaboration.

Building Mutuality

- of each othef (the contributions which people can make), accepting these

._ strength whlch sustmns him. If collaboration is motivated mercly by confi
of collaboration will be Jow. For collaberation to be effective, it should

decision made by the individual based on his own values and, standards o
Competition helps i in developing such internal standards. Successful co

- experiences help a person to have an internal mechanism if assessmg wh

what he wants to do, why etc., ‘and increase his autonomy for setung the
necessary steps in their attainment.

Developmg Excellence

- The miost important ¢ontribution of competmon to the: devclopment of an

develop in him a concern for excellence or what has been called achieve
The success he achieves in relation to other persons produces in him a de
success. This may be not only in refation to the standards set by aothers; b
s -own standards or past performance. There 15 a continuous process of

rmity, the value'
a part of the
bchavlour
titive |

t is excellent and

oals and taking

mdlv:dual isto
ent monvatmn
ire to- get. greal:er
t also in relation to '
elf-competition

also. One who has done very well in the past and wants to excel even that standard is
competing with himself. Of course, when we use the word competition in the context of

collaboration we use it only in relation to others. Bul that sense of compel

ition which he

acquires from outside may also be intemalised, and it promotes achievement motivation in

which competition is used not only in relation to-others but also in relatio

i to his own past
ot produce such a

concern. When competition is properly used, it may develop a concem of| excellence instead |

down.

Individual identity and concemn for excellence create a desire in the indiv

.of producing the desire of unhealthy competmon, that of merely pulling the other person

dual to find his

own néw and unconventional ways of solvmg problems, of looking at vatious things, and
acting on decisions. Such activity is the result of the sense of responsibiliy and concern for

excellence. Competmon is: very useful in devclopmg mdmdual cre:mv;ty.

The role of development of autonomy comes very clase to the ﬁrst‘ Tole we have- desérib_cd,
i.e. the development of identity of a person. Competition helps an individual to develop his

own ways of looking at problems and going aboit its solution. It helps hi

n to be original,

think on his own, look at different things from his own point of view, ang develop hisown

framework and his own ways of doing things. Autonomy does not neces

in maintaining the identity of an individual, and if properly used, it may h
persons involved to respect each others identity. Individual autonomy is

then individual autonomy continues. This raises important .ﬁuesmns like
The Role of Collaboration

Competition by itself does not have much 31gn1ficance Itisa very impor
the derzlopment of the individual. But it should both supplement and be

ily conflict with
. Autonoiny heips:
elp various
maintained in &
1 larger goal. Even
how competition

1ant instrumest i
complemented by

collaboration, Collaboration has a distinet role to play. It supplements what competition -

does. The following are the main roles of collaboration:

Coltaboration helps in building up a relationship of mutuality and recogn

maximizing the contributions of individuals. Such a relationship helps the
the individuals to develop respect for each other, and accept each other ir
It also helps them fo recognize strcngths of various persons, use them, an;
further dcvclopmcnt

-Generatmg Ideas and Alfernztives =

In a vollaborative relationship, p=ople stimulate each other in generatmg
the problsrn, and alternative approaches and solitions. In a collaborative
people who are involved generdte various ideas and alternative solutions.
is facilitated when several altematives are available.
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Bmldmg Mutual Support and Reinforcement _ Conflict, Competition snd
The collaborative relationship plays a significant emotional role. It remforces members’ : Callaboration
efforts for mutal 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 theii partners. In this continuous

process of feedback and support, the successes are reinforced, and this helps in building

SLIong teams,

Developing Qynergy _

Coliaborative I‘elat]OﬂSh]p produces synergy. It is the multiplication of talents and resources
available in the group. Through continuous stimulation to each other, the ideas which are
produced in the collaborative situation may be much more than the total number of ideas
persons individually may be able to contribute. It goes beyond the total of all individual
resources. In fact it generates much more potent resource in the gToup, and in that sense it
has an effect of multiplying resources in an organisation.

Beveioping Collective Action .
When people work together in a group of in a teamn, their commitment to 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 indivily 1 in isolation, and his behaviour as a member
. of ateam is evident in the case of trade unions, representative commlttees dele;:auons ete.
People sense more power of several pecple being behind them when they present their point
of view. This generates greater force, and a sreat courage. This helps 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 generatc, The higher the level of collaboration, thie greater the
strengih the group will have for collective action,

Supplementing Expertise

The greatest advaatage of collaboration js that individuals go beyond iheir own Jimitations,
and their lack of expertise in somé fields does not come in the way of achigving certain
tasks. Differen: individuals have different strengths and expertise and while working
together they pool their expertise for use in the situation, and thereby supplement the various
available expertise. As a result the collaborative group is able t generate multi-dimensional
solufions, and not be limited orly to one dimensicn, which is likely to hdppen if a single
individual works by himself on the problem.

The brief discussion so lar has shown that collaboration and competition play their -
respective role in the organisation. Tt would be wrong to compose the two.

i4.2 SOURCE OF CONFLICT

Let us consider competition of conflicts first. As already discussed, conflicts are not
necessarily dysfunctional. Functional conflicts result in a desire for excellence and creativity
and may take the form of healthy interpersonal or intergroup competition or Compand -
Functional conflicts also help a person to develop a sense of identity, a sense of
responsibility, internal standards of performance, an urge 1o excel, individual creativity, and
feelings of autonomy.

Conflicts are dysfuqcnona} (Comp —) when they drain the energy of people or groups and
reduce their effectivencss, Unhealthy and dysfunctionaf competition often can be prevented
by early diagnosis. The concept of “preventive medicine” applies to the management of
conﬂtci as well as 1o the managemcnt of, dlsease

Seven nain sovrces of iterpersonal and intergroup conflict are listed in the first column of
Figure 2. Column 2 and 1 show how group members perceive the various sources under
each of two modes: conflict escalation or conflict prevention and rescluticn.




Figure 2: Some Potential Sources of Conflict in a Group and the Perceptions of Grnup' Members in Two

Different Modés ©
- Sources of Potential ~ Perveption Under  Resiltant Perception Under ~ Resultant
Conflict Conflict Orientation . = Conflict " Drientation
Escalation Mode - ) Prevertion and '
' * Resolution Mode -
* Concern with Self Narrow (Own) Short-term - - Broader . lLong-term
Different Goals  Conflicting Perspective | E Perspective
' . Tudividualistic . - Cotoplementary Superordination
Rescurces Issues’ Limited Fighting Expandable Sharing
" Power Issues Limited . Lack of Trust Shareable © Trust
Different Keologies Conflicting ‘Stereotyping - YVaried IInderstanding
Varied Nerms Must be Uniform  Intolerance Diverse and Tolerance
L ‘ . Evolved C
Relationship’ Dependent - Dominance’ . - Interdependent Empathy and
. ) Submission - 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 be; short-term. 1t is
iroriic that the interests of individuals are not served properly by their being narrowly
concerned with themseives. The group is likely to remain in conflict unless members can
broaden their perception — what Sherif and Sherif called “superordinate ghals”. '
Superordinate goals are those which “are critical for all individaals in a group, but cannot ‘be
achieved by any one person alone, Only by-all members working together ¢an the needs of -
individuals be met? i s - S '

Conflict is also likely if members in a group perceivé their goals as cbhﬂic{ting. Instead of

taking an individualistic orientation, members should try to meet several goals at once, This
. may not be difficult, as goals are often complemeritary. For example, one person may want
" to learn everything he car, and another may want (o share her knowledge with the group.

These are complementary goals that can both be met. Some people also must be willing to.
subordinate their goals for the gfoup’s good. .~ . _ ) '

Often intra or inter-group conflicts arise from difficulties on how to share available -
resources. (roup members perceive the resourées as limited and tend to fight over who will
teceive what. However, if people are able to perceive resources as expandgble, the energy of
the members may be spent on efforts to share them. Even if resources aré not expandable;
they can at least be perceived as sharable. ' s :

Power also is often perceiver! as limited. For example, in a group 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 results. If the chair position can be seen as

shiareable, this can lead to trust among members and actual increase of power for everyone:

If ideologies are conflicting in a group, stereotyping may result, and people will act out their
“parts” rather than co-operating for the good of the whole. If members of the groupcan
accept that ideologies are varied and that people can work together in spite of differences,

" understanding may result. o

Many groups work toward uniform nerms or standards of bc_liaviour,_but f;:xpecta'tions
uniformity may lead to intolerance of differences. If group members realize that diverse
norms always exist ¢arly in the life of a group and that in time some commonly shared .

- norms will evolve, they can learn tolerance of the various norms and keep differences from

causing conflict when they have no effect on achieving the main goals of ':_the group.

One other basic problem, especially in inter-cultural groups, is what relationships people.
have to each other in a hierarcnical structure. Sonie people are comfortable taking a
dependent role, but others fight to attain positions of authority. The expeciation that others
should be dependent often resulis in conflicts and dominance. or submission needing to be
determined for every member before the group can begin to work. If relationships are
perceived as imerdependent (that A depends on B for some things, and B} depends on A for
some other things), pcoplc' are more.likely to have empathy for others and to Cooperate on
problem solutions. - ' S
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To summarise if people in a group perceive their vwn concerns 1o be high priprity; want Conflict, Competition and

. ) . . . . Collsborati
their own goals met at all cost; fight over available resources; distrust those in power; oo

stereotype those with conflicting ideologies; refuse to tolerate varied norms; and atiempt 1o
dominate the group, conflicts.will surely egcalate. If, however, group members attempt 0

see differences as opportunities to prevent or resolve conflicts, they will consider the

broader group conceras, Tealize that goals can be complementary and subordinate their own.
share tesources, trust those in power and share the burdens of leadership; aticrapt to ’
understand separate ideologies; tolerate varied group norms; and cooperate with and have
empathy for others. Contlicts cannot be resclved unless people are willing to take these

risks.

14.3 STYLES OF CONFLICT M_ANAGEMENT

‘Activity 1
Before proceeding further complete the following cxercise.

What approach do you foflow in managing conflicts? Below are given 8 approaches. Rank
order them in terms of your own style of managing contlicts. Give rank 1 to the statement
which best describes your approach or style; 2 1o the statement which is the next best
description of your style or approach, and s6 on; thus, the statement which i least true of
your style will pet a rank of 8.

2) Dialogue with the conflicting pasty on the underlying problem and jointly search a
mutually acceptable sclution.

b)Y Work out your hest solution for the conflict, and fight your way out to implement it.
_¢) Do nothing about the confict, because no-atternpts usually help.
d) Use help of a third party for arbitration.

" &) Allow some time.to pass, hoping that things will cool down helping in solving the
’ conflict,

f) Provide small concessions to the opposite party.
g} Avoid most situations that arc likely to lead to conflicts.

)" In the spirit of give and take, accept some demands made by the other party in
exchange for some of your own demands.

- People usually attempt to- manage conflict, onice it exists, in one of three ways: (1) by
avoiding the issue; (2) by approaching the problem and attempting to reach a solution; or
(3) by defusing the situation and sharing in problem-solving. These attitudes can be putona
continuum from aveidance to approach.

Members of a group also tend to take an “us” versus “them” view of conflict. Sometimes, 4n
_ “other” group is perceived as opposed to the interests of the “inner” group If the outer
graup is seet as belligerent, conflict will seem inevitable; but if the outer group is simply
seen as disinterested or distracted, conflict will seemn 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 solution) or as open to reason (in which case, a solution seemis possible). A
combination of these two types of perception of the outer group with. the aveidance
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 approach is based on optimism 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 Siyles for Handling Condlict

Extreme 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 interested in power, avoidance takes the form of
isolation from the other group to minimize the opportunities of interaction (and possible
conflict). When the outer group is seen as open to reason, avoidance takes a more positive
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form: wnhdrawal from the conflict. If both groups are interested in keepmg the peace, they
rray cover up the conflict and present hurt feeling or disruption, No soluticn i 1s attempted-—
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 opposed 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 seen as intercsted 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 Huter group is

-perceived as belligererit, but unreasonable, arbitration by a third party may|be sought to

assess the sitwation objectively. The conflict remains unresolved but is postponed for
sometime. The most satisfactory selution may emerge only when both grotps confront the
problem through negotiation.

Figure 3: Approack aveidance Styles of Confiict Management’

‘Confrontation |
/ -Compromise
. * Abitration) iNegotiation
."é . .
21 8l Revgmiion] | appeasemeni
2|l §
: <
E withdrewal {
&l| = Detusion| - -~
.Of;posed . Having own i
M inberest interests, bui
and belligercne intercated m
' ! peace
b T v
Cnrtgroup Perceived as
Activity 1 (contd.}

“You can identify your own style of conflict managerment by scoring the statementis you

ranked in Exereise 3 The styles of the aliernatives are as follows:

a) Negotiation : e) _Defusion

.b) Confrontation ) ;\ppeasement
<), Resignation 4] Withdrawal
d) Arbitration - h) Compromise

You may. reflect on your styles as ranked by you and think of their implicanons.

~ Negotiation; Toward Conflict Resolution

The negotiation mode of cenflict resolution is-the inats mature of the approdch style modes.
Negatiation is possible only when the outer group is perceived both as interested in peace
and as reasonable, Negotiation involves continuous interaction and dialogue between groups
in order to find a solution with maximum advantages ta both. Through negatiation, rautual
interests aré met and the most satisfactory solution is determined. The negoetiation style for
managing cenflict can be described in a number of steps. These steps are presented below in
i sequence but this need not be followed s_trictIy.

-

Unfreezing. Two groups in conflict may be “fruzen into a stereotyped relationship. Unless
the expectations and patierns of the relationship are unfrozen, any movement toward
negotiation may be impossible. To thaw out the atmosphere groip members can generate
images they have of each other and of members of the dther group. The ensuing discussion
may provide an opportunity for merabers of both groups to say many things|that they
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otherwise would not. Or members of both groups can be mixed in order t'o‘dilé'chss some o "&nﬂin,_c.,ﬁ.pem-..,;{a.;d -
issues. In this way, people may increase their understanding of each other’s perspectives. . ° Collaboration - .

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 conflict involvés critical issmes and the -
atmosphere is emotionally charged, but openness is even more vital at-such times. ‘

Learning E_mpathj. Group merfibers may see only their awn pbints_of view, but'can gain
-empathy for others by sharing their main concerns, apprehensions, or goals. Such sharing:

‘may help people to gain new iusight about themselves and others,

Searching for Common Themes, Grdubs involved in con'ﬂ_i_c't njay be helped to sea'rchl for
common goals or other areas of overlap by listing their expectations, apprehensions,
-+ perceptions, goals, and so on.” - ' S o

Generating Alternatives. Oncé the groups are aware of other’s pcfspectives._ they can _
generate alternatives for solving some of the issues. If both groups participate in generating
. altemnatives, they are likely to feel mutually responsible for finding a solution.

Responding to Alternatives. After alternatives have been generated, members of both
groups should study and respond 1o them. Every effort should be made 10 See issucs ina
positive, problem-solving way. Outright rejection of alternatives should be avoided, but all
should be discussed by the whole group for clarification and for sharing concerns,

Searching for a Solutien. A number of alternatives may be:cxplored_ indepth by small ' . :
groups made up from membetrs of both large groups. The small groups can reach consensus
on a solution and then report to the farge group. Because many points of view are '
represented in the subgroupings, these groups are likely to come up with some innovative
possibilities. - . o ' Y T

Breaking the Deadlock. Sometimes the poﬁﬂict:irig groups may be 50 emotionaily involved
that they cannot move toward a solution by themiselves. In such cases, a third party who i3
both objective and experienced with this type of problem may be brought in. :

'Commit_ting to the Solution withip the Grmip. Afier solutions are generated by
subgroups, the groups can debate and consider these solutions and make their commitments
to some of these: Openness among group menibérs-will help for genuine commitment, All

- doubts must be resolved or must be put aside at this point, - -

Committing the Whole Gronp. Ttie last phase of condlict resolution is for both groups
Jointly to accept a solution and to make public commitmeni to implement it. Group members
may share the mechanisms they plan to use for following up on the committments made.
Arrangements can also be made at this point for a joint review_of any remaming issues at a _

later time. o A

- Resolving conflict through negotiation involves a continuous effort on everyone’s part i
‘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 extremely worthwhile. . R R T

- Participation and Collaboration: Toward Conflict 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. e .

Everyone concerned in a 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- -
making may be much more acceprable and pragmatic than one imposed from above.

. Representative groups from various levels of an organization can be formed for dealing with

&
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grievances, work norms and deviations from them, procedures for employee assessment,
performance criteria, etc., hefore the issues arise in order tc prevent unhealthy conflict.

An emphasis on collaborations and tear building also helps to change the potential causes
of conflicts ito positive cooperation. The main emphasis of ¢collaborarien is on identifying
eapnmon goals recognizing each other's strengths, and planning strategies for achicving
goals oy working:

Contingency Appreach to Conflict Management .

Drevr has argaed in favour of a contingency approach. He has suggested three main strategics
of conflict resolution: power-play, bargaining and collaboration. Accoiding 1o him,
collabosation may be best employed when work relationships, which must be inter-
dependent, are substantially damaged by a given L}nmsolved conflict, when the parties in
confiict openly face their differences and state their prefierances without fear of reprisal
(there cxists power parity in the relationship): when there is evident mufual nterest in
solving the dispuie; and when the organisation 3upports the open strfacing and working of
disagreements.

Bargaining seems to work best 10 establish power parity {osually between competing people
or groups); as a means of distributing scarce resources; and as a somewhal efficient option
for achieving a formal agreement to a cormsmon dispute, Bargaining may 2lso be the most
effective way to manage & dispute between Two parties who gach use one of the two other
modss (collaboration, power-play) and are, therefore, unable to reach a common solution
due 1o the disparity between them. Bargaining is often a midway or a “hridge” strategy.

Power-play, on the other hand, is an important way to cope with comnflicts for the
autonomons; it is advantageous for those who are most adapt at this mode; it is a means for
achieving a dynamic balance-of competing forces; and is often the only feasible way 10

~ resolve ideological disputes,

Since the negotiation Mode of contlict management is a mature mode, its sugcess would
require maturation of the various processes. Tt is not a universaily appropriate mode. It is
however, a more functional mode, and therefore a mase desirable directiotl. Groups invalved
in confiicts may attempt s move in the direction of the negotiation mede. Two dimensions
seem to influence the cheice of the mode of conflict management: iptegration of the ingroup
and the criticality of the. issue of conflict to the group. If the group is not well integrated, it
may not be able 10 use the negotiation mode. In other woerds, if the group, is interpally
divided, its jnternal problems may further aggravate under threats of confiict with the
outgroup, if a negotiatior: mode is adopied. Negotiaticn involves a lot of activity, and the
expenditure of a sizeable amount of energy. A group would tend 10 invest so much energy
and effort only if tbe issue of the conflict is guite central and important to the group.
Peripheral issies may not require o much effort. This is shown in Fig. 2,

These two dimensions (ingroup integratiot: and centratity of the conflict issue) may vary
from low to high. The approach modes become more elevant and appropriate with an
increase of these two dimensions. One main implication of Fig. 3 is that'a group rhay adopt
an appropriate modc of conflict managemeni, but may then move towards negotiation mode
by strengthiening itself for perceiving the significance of the issue of conftict. Usually the
negotiation mode can be approached either throngh compromise or arbitration by 2 third
party. Movement towards the negotiation mode can be facilitated by a betier understanding
of the negotiation process. Dhiscussion of the various clements in negotiation, and the
sequential steps in developing negotiation may be relevani in this connection.

Figure 4: Contingency Model of Approach——Avoidance Modes of Conflict Managemeat
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144 BASES OF COLLABORATION T

‘Although comparing competition and collaboration is not proper, many researchers and

those who have worked in the field of management have reported that on the whole

collaboration contributes to better development; and has better side effects than competition,

Likert, while anidlysing 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 creale competitive

motivational forces, the level of productivity and sales perfermance was ot as high as was

‘expected. These were very high, on the other hand, when motivational forces to cooperate

rather than fo compete with one's peers and colleagues were used. The results showed better

performance, lower cost, and the highest levels of earnings, and certainly much higher

employee satistaction. Likert concluded on this basis that collaboration releases some - .
. metivational forces which build people ard also contribute ro the achievernent of targets '

more effectively.

Since people have to understand onie another, and since orga'nizations are increasingly facing
multi-dimensional problems, collaboration becomes very relevant. It is important to find out
how collahoration 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 ditferent bases of collaboration can be
understood, it may be possible to use these buses and manage better cooperation or’

* cellaboration in an organization. Same of the factors which contribute to collaboration, or
the reasons why people collaborate, are discussed as follows.

Collabarative Motivation _

There is a basic need in human beings to care for, help, and be usefal to others.
Relationships with others can be of various kinds. In the need which is called extension
motivatian, in which the basic urge is to extend oneself to others and be of serviee o others,
the individual is concerned with the ather person and shows this concern by helping him. -
This need is reflected not only in the concernn for the other individuals but in the concern for
larger groups to which he belongs, including the organization and the society. This basic
urge of extension motivation is the basis of collaboration. Sune individuals may have
higher extension motivation, and they may have a lcndency to cellaborate more than other
individuals.

Extension motivation or any other motivation is not innate or inborn, It is a product of many
forces. Many other factors which are discussed here contribute to either raising or reducing
the level of extension motivation. Most of these factors interact with, reinforce and have -
imnplications for one another. Extension motivation is reflected in the gencral concern a
person has for athers and his desire to forego or postpene gratification of his own wants for
the benefit of ather individuals or groups. If such a motivation operates; and if there is
reciprocal niotivaticn avaitable in the individuals or groups, this motivation is further
reinforced. On the other hand, if other rdembers do not hdve a high extension motivation, t
may also get reduced in the individual, :

Group Norms

The norms prevailing in a group have strong influences on the behavmur of the members
and are likely to either raise or lower the motivation, A member with low extension
motivaiion may join a group and may have a tendency to compete. Howcver, if the
collaborative norms in that groyp are high, the same individual’s extension motivation will
also increase in due course of time. Norms are the standards which are uccepted by the
group for its behaviour. These are implicidy agreed to, and becorme binding on the group
members. These are not written down rules of behaviouz, but arc informally evolved,
members implicitly agree with themn, and agree to conform to these standards of behaviour
and expect others to conform to them. Group norms have the foree of the group behind
them, and therefore are binding on most of the members of.the graup. These influence the
individual’s behaviour a great deal.

Higher Payoff for Collabaration -
Generally, an individual behaves according to the perceived reward for the bebaviour. If one
type of behaviour is rewarded more (or has higher pay off) the individual will repeat that

167



behaviour. As a result his motivation-will go up and he-is likely to continug to behave dhat
way. This may become a habit or a natural part of his activity. A question in|this context
may be how much collaborative behaviour is rewarded in an organization.-l%jwards may be

Groap and Inter-Group Processes

of various kinds. Most researchers have shown that when the payofT is higher, people tend to
collaboraté more. This is particularly so in the case of geople who are interested in others.
i haffling finding is that competition is not highly correlated with achievgment
mesivation. Conceptually, achievement motivation (concer for individual excellence and
competition) is supposed to have a high correlation with competitive behavibur, But the
finnkings were not so. The reason for such a low correlation seems to lie in the perceived
payofs of competition. A person with a high achievernent motivation is intefested in tesults.
¥ I perceives that by collaborating he can get better results, he is likely to gollaborate, and
if he paeceives that results are better (payoff is higher by competition), he is|likely to '
comgease Net only those who have 3 tendency to collaborate, but even thosg who havea
tendency to compete are likély te coflaberate in due course of time if collabprative
behaviour has # higher payoff. Payoffs can be i various forms. Varicus motivators
suggested by Herzberg are some forms of payoff. If collaborative behavioun, 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 ir the system morze challerge before him
for achieving results, etc., and when he perceives his role as useful or contributing to a cause
“ which is higher than personal inserests, the individual is likely to collaborete more, The |
psychological payoff in terms of such motivators, or in terms of role efficacy, - '
* sapplementing payoff in monetary or material terms, is tikely to reinfoice coliaborative
behaviour. ' '

Supererdinate Goals _ : _
Muzafer Sheriff carried out some interesting experiments which demonstrated the value of
what he calied superordinate goals, i.e., goals which afe important o all th
concerned, and which cannot be achieved by any party working alone Sheriff’s concept of 4
superordinate goal-has contributed significantly to the understanding of covperation..
Experimentat conflict and competition were first created in two groups of afolescents who
were taken out for camping for several days, Later situations were created jn which the
problems faced by both the groups could not be solved independently by either group

- {superordinate geal). It was found that the perception of the superordinate goals by both e
groups which were hitherio invelved in conilict and competition with each pther changed
their behaviour and they had the maximum possible collaboration. :

Several factors contribut to the development of a saperordinate goal. Firstly, the goal

shoutd be atractive and desirable to the various members. Secondly, the goal should be seen
" as a sharable goal, that all persons {or groups) concerned can share it Suchja situation is

caliad non-rero-sum garae. i the perception is that cne party can achieve a|goal at the cost

~ witheut working with other(s) involved, then it becomes a superordinate go

Perceived Power . .

of the other party, and that the nafure of the goal is such that it cannot be ac
both concerned, then it is called the zefo-sum game, becatise the sum of the
the parties is zero, All traditional spofts are Zerc-suim games. In a foatball o

hieved jointly by
payoff to both
r a hockey match

the goals sécured by one team are iis positive payofl; the team fosing the g
negative paycff. When the payoffs of both the parties are added, the result
within the same tcam, members play 2 non-zero game. The gains by diffe

the same team contribute 5o the higher gain by every one concemed. This i
summ gewae, because the sum-totz! of payefl to different merbers in the te
rton-zero; it can be on the plus or the minus side. Thirdly, if the sitnation is
something in which the goal cannot be achieved by a single individual or a

e has the

is zero, However,

¢ players within
cafled non-zero-
115 mot zeTo, it is

EEEn as
single greup

al. In the

raditional sports a team competing with other izam has a superordinate goal of getting a
score higher than the other ieqir. Within the 'team itseif members play a collaborative game,
because they perceive the superordinate goal. To ali members the gosl of achieving victory

is attractive, they see this as sharabic and a8 & non-zezo-swin, and each one

realizes that this

cannot be achieved single handedly, that each has to work with the others o be able to

achieve this goal. When persons involved in a sitvation sce a goal as having
slements then it becomes a superordinate goal. '

perception of powsr. Power can be of both kinds: power to. reward and po

atl the three

er o punish.

e form of

Another condidion which contributes i the development of collaboration Ein a group is the

Reward and punishment afe wsed in g wider sense. Punishment may be in
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depriving the other person of the rewards which he is likely to get. Everyone in the system = . + Coaftict, Cotnpetition and
“has-at least the negative power of depriving the other person.of something which is desirable -0 Collaboratioa .,
‘to him. This may be done by holding back information, or misleading the other person, and

so 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 -

seme kind of power. If people tn the system perceive cIe'arly that they have a power which is

positive in nature, that they may be able to contribute to and use 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 mvolved in the situation also

have power, both positive and ncgauve :

The power should be perceived very clcarly andit should also be demonstrated. If in a
situation people to 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 isnot demonstrating
power this can also lead to ¢ontinued explonfahve activity (use of competition by the other
party). Uncenditional cooperation does not lead to the development of collaboration.
Unconditional cooperationby one party may communicate 4 lack of power. If this happens,
the other party will find it more and tore 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 composed of educationalists from six Asian Countries. 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 fevealed, in the later interview and
discussion; this group was fully convinced that, locking at the rules, only cooperative
behaviour could help all the groups to maximize their gains. However, the unconditional -
cooperation by this group blocked the emergence of cooperation among other groups, and
this group was exploited by the other three groups. Thé final, /J‘esult of the game was that the
cooperating group snaped communication with the other three : groups, and thé other groups
" also refused to come forward for negotiation, as they saw themselves in a more powerful
and advantageous position which could be threatened by negotiation. Many other researches
have shown that cooperation emerges after some competitive moves by the group
concerned; in this process the various parties or individuals involved in the sitnation

© demonstrate to one another the power they have dnd their ability 1o use this powet.

The 1mph..at10ns of these ﬁndmgs seem to be that in case there are hlghly competmve or
non-cooperative parties or individuals, demonstration of their power to each other helps i in,
easing the situation, and the stalemate may be seen 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 become 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 mllltary power. : :

Mutual Trust

Along with the perception of pOwer, it is important Lhat the parties. concemed percewe that .
the power which the other party has will not be used against ir. This is a part of trust. Some °
amount of mutual trust is likely to lead to cooperation. Trust indicates a high probability that
the power of the concemned party or individudl will not be used in & malevolent way.

_ A combination of perceived power and a-minimurn fevel of trust leads to cooperation. This

is shown in Fig. 5. As shown in the exhibit, collaboration results from & combination of the
perceived power of both and she 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 leadto -
either competition or individualistic behaviour. Under conditions of high trust, perception of .
the partner having low power may lead o nurturance (paternalistic attitude); perception that
he has powermay result in dependency; perception that neither has power may generate
mutual sympathy. It is only when both percelve as well as it is clearly demonstrated, that
both have power, and there is enough trust in each other, that collaboration emerges.

169




" Group nod Inter-Group Processer

o Fiﬁure & : Cooperstion as a Function of Perceived Power and Trusi
Perreived Power (Who has Power?)
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 Figure 6 shows that collaboration results from thiree miair -factors_—lhe-per(?:eptidﬁ that the '
_goal is shareable by hoth concerned; the perception that both {or all) involved have power;

and a minimum leveiof trtist prevailing amongst those invelved in the task. Absence of .
these may result in low (or absence of) coope-ation. It is thus seen that trust interacts both’

~with power and superordinate goal. '

Figuu 6: Cﬂope_t;atl_nn as a Funetion of:Shareable Goal, Perceived Power siod Trust -
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Cooperation
Sharable \\

Ttust
Goal .

Communication

- Another factor contributing to the developmeht of coliaboration is commuinication between

or amongst the various paries involved in the situation, Several expen'meiflts have
demonstrated that when representatives of the groups or the total groups have an
opportunity to communicdte with each other or amongst themselves, the chances of - "
collaboration increase. Communication opens up the possibility of discussing the -~ .
consequences of the behaviour of the persons or groups involved. Communication also help

the groups to discuss with each other their-perception of each other’s power, and see that the

. power they have which they are using against each other, can be turned into a positive force

for the benefit of all concerned. In the absence of communication such shiring of concems

- is not possible. Coramunication helps in the perception of power and more in the

development of trust. The experiments showed that communication also tends to produce

‘Tepentant behaviour in those who have been exploiting and using power dgainst the other -
party. When mdividuals communicaie as representatives, it is important that the' groups

which send these representatives have enough trust in them, and that the represéntatives are
sure that the commitment they make to the other groups will be honoured; by their own T

. groups. Again, the results of experiments have shown that whena group has trust and

confidence in its representative, and honours the commitment made by him, gollaboration

‘becomes easier..

Fait Accompli’

If groups or individuals live together and share certain norms, they beginito seé good points

* in each other, and collaboration begis to emerge. Various experiments in reduction of -

conflict have used this technigue. People may be prejudiced against eachjother, or even have - .
wrong notious about each other, as long as they do not work or live together. One factor
which contributes to collaboration is also the realizatton that they have to live or work_ .

 together, and through such sharing of experiences they evolve coinmon norms. When the

individuals or parties concemed work together, it should be in a larger contgxt, so that they
become. members of a larger group: In such a larger group to which they coniribite and of

which they are a part, iew niorms develop which may contribute to the de::velopmerit of

better relationships. When competing groups.or individuals become part of a new group, -
. . . R _ - _




they slowly lose, their identity as individuals or groups in a narrow sense, and develop anew . -
identity by belonging to a larger group. This may help in the emergence o1 collaboration.. . -

Risk Taking : - el e - )
Inn the final analysis cooperation results from the ivitiative taken by one pcrson or one gmup -
to cooperate. This s a kind of risk taking on the part of the individual or the groups. This is
also 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, the
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 w be taken afier the other parties concerned perceive the power this group

or the individual has. Risk taking is important in combination with trust and demonstration

of each other’s power. It is only after this has been achieved that both mutual trust and

mumat power lead to a risk-taking tendency, but not the other way.round. Only the risk _
move leads to cooperation.. The person who takes the initiative in making himself vulerable
is able'to start the process of change towards collaboration. ‘This inner strength of 4 person

to be able to make sach a move helps to build collaboranve reldtmnshlps in a situation. This

is shown in Figure 7. :

Pérception of
. Muoual Power

Cooperation

© Trust - - Risk mking
BN L4
Fig 7 : Cooperation as a function of individual risk taking

145 COLLABORATION BUILDING INTERVENTIONS

If collaboration has such a posifive role to play, how can collaboration be increased in an
organisation? Several interventions can be used to help intaising the level of collaboration
in organisations. The various interventions discussed below can be classified into two broad

_categaries: process interventions and structural interventions. Process inlerventions pay
- aitention to the bastc processes which contribute to collaboration. Process interventions help
“to demonstrate and dramatise the effect of collaboration to enable people to realise the

effects of callaboration. 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 peaple about the various processes involved i in cotlaboration. Collaboration is a complex .
phenomenon 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 usgs dysfunctional type of
collaboration, he may be greatly disturbed, and such disturbance may lead to change and
development of real collahorative 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 cellaboration helps in a particular
situation. Such experiencing and experimenting is the basic approach to change of
behaviour. Process 1ntervem10ns help in providing such opportunities,

* _ Like process interventions stru(.mral mtervennons are equally important. Whlle the mam

role of process interventions is to create. motwanon and release the processes of _
collaboration, the main mole of structural interventions is to consolidate such change, make it
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. coliaborative efforts.

.various bases of collaboration we have already discussed: The interventions

 various inferventions discussed here. It needs to be mentioned here that altho

'llst them again. Thus, in all we shall briefly discuss twenty five mtervent:ons

b e

e ———

" apart of the orgamsanonal life and ensure that collaborauve motwatlon, stim

develop=d, is. continuously reinforced and-is sustained in the regular life of th

itated and
organisation.

Structural interventions servé several functions. In the first place, structural interventions -

 provide opportunities to-people to collaborate in real life siations. This is likely to sustain

the motivation. Secondly, these interventions legitimise collaboration, not leaying it to -
informal arrangements. By formalising systems in a way in which peogle collaborate, the
value of collaboration is consciously recognised and communicated by 'the organisation;

‘such legitimisation helps in making collaboration a regular part of the’ organisational life, In

the third place, structural interventions help to establish norms of collaboratlun, making it

clear that the organisation expects people io collaborate. As we have alfeady.
are important determinanis of behaviour. Such norms aré likely to influence 1
a great deal. This is an impotant role of structural interventions. Lastly, struc

een, the norms
he behaviour to
rural

interventions reinforce collaboration in the system, If collaboration is enceuraged and
rewarded, there will be a greater tendency for people to collaborate. Structura] interventions

build higher payoff for collaboration in various forms contmuous]y remform

Figure 8 sununanses the various functions of the wo types of i mtervcnhons

g

We shall discuss some possible interventions to inciease collaboration by referring to the

grouped under the same nine headings of the bases of collaboration. Fig.9 s

intervention may be mentioned under a particular base, it can be used fpr stre

ave.been
mmartses the
1gh an a

ngthening .

other bases also. In the discussions below, we shall mention an intervention only. against one
base. But in discussing bases, we shall refer to the already mentioned mtervemtmns and not

Figure 8 : Functions of Prnce znd Structaral Interventions

Process Interventions Structural Interventions

Demonsirate the value of collaboration 1. Amznge collaboration in
Increase awareness of processes underlying collaboratwn 2. Legitimise and formalise
Help in self-confrontation  ~ ) 3. Establish collaborative n
4

- "Facititate experimenting with behaviour . Reinforce collabdra:ion'

real life sitoation
collaboration
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) Figure 9 : Bases of Collaboration and Related Interventions

Bases .u'f Qt‘.llaii:ﬁration_ Related Interventions

Motivation Devélopmen
Simulation Exercises,
Narm Setting Exercises
Developing Nofims of §
Temporary Systems
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2. Norms

t Lab

haring

Reinfurcemeﬁt '

. Superordinae Goals -

. Power
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. Empathy .

. Communication
. -Fait Accompli

The Appraisal System | .
Rewarding Collaboration
Joint, Goal Serting
Work Redesigning
10, Organisation Building
11. Power Lab

12. Rote Negotiation

13. Role Substantiation
14. Role Efficacy Lab

13. Process Group )
16. Non-verbal Exercises
17. Simulation Exercises
18, Enfeedback Exercise
19. Role Contribution
20. Feedback Systein

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 Wasic™
motive which helps in building collaborative relationship. This is called extension motive,
Extension motive is characterised by concern for other persons, an urge to hielp others, and a
general feeling that one has to be of sorne use to others. Two. 1nterventrens can be illustrated-
- for developing extension motivation. :

- 1) Motivation Development Lab
To develop extension motive, a lab of about a week’s duration can be orgamsed In -
designing such a lab the propositions McClelland has suggested for building motivation can
be utitised. McClelland has suggested a design for a power motivation lab. On similar lines
" extension motivation lab can also be orgamsed The following chmenswns will be included
_in the lab.
a) Helping people to analyse their leveis of extenston motive, and reﬂeet whether they are
satisfied with that level.

b) Helping them to analyse various aspects of their jobs and to what extent the jobs
provide-oppoertunities to use that motivation. :

¢) -Helping them to dlagnose the organisational culture-and examine what elements in the
cultore contribute to extension motivation or which elements are against collaboration. .

d} Helping in the analy51s of norms prevailing in the organisation (to see whu:h NOTS
promote collaboration and which seem to be against collaboration). .

e} Helping them to share their apprehensions of the consequences of cooperation so that-
they may prepare p]ans to present the dysfunctional consequen'ces of collaboration.

- Collaboration should not be percewed as resilting in loss of power. Collaboration

" eventually should be percewed as, and should in effect contribute to, the development of
influence or power of lndlwduals Of course, this mfluence or power has to be of 2 dlfferent
nature.

2] Simulation Exercises :

Some simulation exercises are also used to develop motivation for collaboratmn One
example is the game Win As Much As You Can (described in Pfeiffer and Jones, 1970). A
similar gariie is Maximising Your Resources (Pareck and Rzo, 1982, Chapter 10). In these
games 4 groups are involved in workmg together, the groups either use competitive strategy
or collaborative strategy. At the end of the game they come to reallse that collaborative
strategy maximises the gain for all the groups, and the compentwe strategy reduces the
gains of every group. Eventually the groups have to choose between a lose-lose strategy of -
a win-win strategy; the ckoice of win lose stiategy or a win-win strategy; the choice of win-
lose strategy (wmnmg at the cost of other members or growp) is.a temporary stratepy and
cannot last long. The exercise helps in building motivation for collaboration. The game w1th
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 eollaborauon Maximising Your Game can be
used for intergroup ‘collaboration. :

Norm Building Interventions - :

Interventions can be used for building norms for collaboration in the orgamsanon Such
interventions help in developing standards of behaviour and they sustain collaboration in the
long run. The following three strategies are sugg'esled in this regard.

3) Norm Setting Exercises

de la Porte (1974) has suggested developmem of group norms for team bm]dmg The

interventions which de a Porte has suggested include building of new norms by exammmg

the old norms. The interventions include the following:

a} Creating understanding and appreciation of the s1gmfieance of norms.

b) Establishing positive norm codes through cooperative action.

¢y Developing systematic change strategy by examining and modxfymg ten specnﬁc crue1a1

greas which relate to norm setting, .

d) Determining the excellent points of norms for the company

) Estabhshmg‘normatwe change priorities.

f) Implementing the change strategy. _
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- g) Providing follow through and maintenance.

h}  Providing for continuous evaluation of change strategy. Such elaborate: programme for
norm setting for collaboration and team building may hclp an orga.n,sauon take
. necessary steps in this direction.

4j Develeping Norms of Sharing A
If people in an organisation continuously, openly, and jointly share various problems which
are being faced, discuss various ideas about their solutions, and develop strategies for action,

- norms for collaboration will 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 10 be desirable. Steps may be taken to promote collaboration by establishing such ~
noms wad using these practices.

5) Tempurwy Sysfems -

In solving various problems of an o3 ganisation, and for werking on specific tasks which the
organisation has before jt, it may be useful ie use temporary 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, plants, or functions. The advantage of interdisct; plinary groups is that they help in
sharing concems, and establish the norms of coflaboration with each ether on common
tasks, The more such groups are used, the more the norms of collaboration will developin
the organisation.

Reinforcing Enterventions

I_nterventions may be used (o reinforce collaborative behaviour in the organisations. When
cellaborative behaviour is rewarded, it tends to be repeated. Interventions to recognise and -
reward collaborative behaviour . nay help to reinforce it. Two main interventions are

. Suggested in this regard.

6) The Appraisal Sys*em
Both performance and potential appraisal systems can be used to strengthen collahoranon in
an crganisation. One of the items in the performance appraisal form should:be concerned

_ with the contribution of the individual to team building and collaboration in tie
" organisatior.. When these are included in the appraisal and the individual sees the value of
‘such behaviour, these get legitimised in the systern. This results in greater effort on the part

of the individual emplgyees to consciously collaborate and contribute to tezm work, In due
course of time this helps to develop skills of coltaboration, and eventually rnotivation for
collaboration. Slmllarly, while appraising the potential of an individual for higher _]ObS the
employse’s ability to:develop collaborative spirit and his ability to contribute to the
devel(:-pmen:t of his subordinates may also be assessed.

7} Rewarding Coliaboration
Some method of rewarding collaboration in an organisation can be very helpful. Rewards
may be in terims of special mention and recognition. Groups or teams may also be rewarded.
For gxaniple, if a team consisting of people from several departmients or sections has
achieved semething remarkable. This can be mentioned in the board meetings, in the
newsleiters, or in special bulletins. Amongst the workmen collahoration car be rewarded by
giving special prizqg or remarkable work done by a team of workers in rclation to a specific
task, when collaboration #s involved in such effors, Varicus methods can be devised for
rewarding collaboration.. ' '

o

" Creating Supercrdinated Goals - :
" As we have seen, superordinate goals help in building collaboration. Superordinate goal is

characterised by three elements the goal should be attractive, it showld be scen as shareable,
and it should be seen as achievable only through collaborative effort and not by the effort of
a single persen or a single group collaboration may be dcvelopcd in an organisation through
special efforts. The followmg inierventions may be used in this rega.rci ’

8) Jomt (Goal Setting
If more attention is paid to the goal setting pmcebs in which persons from various
departmenis and teams are involved, the goals are likely o be superordinate goals. In the
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-jotnt goal setting process 1t is 1rnponanl lhat goals are deﬁned Jomt]y by the members T T Conflict, Cmm ind
involved and these are seén as worthwhile, attractive; and challenging by all the persons © <. Collaberstion
-concerned. Resources necessary to attain the goals may also be discussed during such - ' . '
meetings, This, in fact, happéns in the - process of goal settmg at fhe top level. However, at
' the lower levels also joint. goaI semng process may be used much more frequently

9) Work Redesigning : -
Work restructuring or work redes:gnmg emphasmes the use of reSponsnble autonomy,
adapiability, variety, and participation. The concept of autonomy is that the content,
structure, and organisation of job is such that individuals er groups performing those jobs
. can plan, Tegulate, and control their own work worlds. Autonomy implics 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-regulation; only. the critical -
interventions, desired outcomes, and organisational maintenance requirernents, need to be
specified by those managing, leaving the remainder to those doing. Spet:lﬁcally situations
~ are provided in which individuals or groups accept responsibility for the cycie of activities
required to complete the product or service. They establish the rate quantity, and quality of
"output. They organise the content and the structure of their jobs; evaluate their own '
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 formutation of its goals; including (a) qualitative aSpects o
' {in other words, what the group shall produce), and (b) quantitative aspects. _
. 2) Provided that established goals poverning relationships to the sup'erordlnate system are
satisfied, the group can govern its own performance in the followmg ways: )
a) The group can decide where to work. :
b) The group can decide when to work. :
) ¢) The group can decide which other activities it wishes to eng_age in.
3) The group makes the heécessary decisions in connection w1th the ch01ce of the
production method. -
4) 'The group makes its own internal distribution of tasks.
5) The group decides on its own membership.
6) The group makes its own decisions with respect to two crumal matters of lcadershlps
a) The group dec1dcs whether it wants to have a leader with respect to internal
. questions, and, if it does, who this leader shall be.
b) The group decides whether it wants a leader for the purpose of regulatmg boundary
: -conditions and if it does who this leader shall be.
7} The group members decide how the work operatlons shall be pelfonned

Socio-technical systems approach has been ef‘fecnvely used in redesigning work groups and
other related parts of the organisation. The organisation a:d its subsystem is regarded as
open socio-technical systems (open to inpul-throughout-onfput changes with the
environment). The following are the relevant charactenshcs of thls approach for work
redesigning.
1) The primary task of a manager is to control the boundary condmons of his unit.
".2) The goals of an open system can-be understood-only as spemal forms of,
" initerdependence between the system and its enviroriment. -
3) The goal state has the characteristics of a steady state, whlch requu'es (a) a constancy of
direction, and (b) a tolerabie rate of progress. :
4) Steady state can be achieved only’ lhrough leddershlp and comrnitment.
5) The basis regularion of open system is self-regulation. :
. 6) Asindividuals have open system properties, the enterpnse must a]low s members a
sufficient measure of autonomy. ;

As work redesigning certainly leads to new problermns and dimensions but more creative
ways of managing problems also-emerge. For example, as a résult of such collaberation the
 role of the supervisor has to be redesigned. There are several repercussions of such work .

design. This is one effective intervention for (.reanng superordmate goals whlch bwome
highly motivating for work. :

10) Organisation Bulldlng S : : :

Several models of organisation building are avallabler Although 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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- Blake and Mouton and Likert. These two major theoriés of organisation design have been

very widely usgd, and the results have been reported from various organisations and various
countries. Blake and Mouton used the now famous Managerial Grid in-which several
atternpts ar¢ made to build an orgariisation on the basis of collaborative effort. The major
interventicns in Managerial Grid relate to team building. Teams are built in the - '
ovganisational structure vertically, horizontally, as well as diagonally. For examplg, teams
from various levels from the same department come together to collaborate and work on
problems; This is vestical slice of the organisation. In the horizontal slice, people at the
same Jevel from different departments come together to work on problems: and in the
diagonal slice people from different departments arid from different levels get together and
build « team. These team building efforts eventually lead to goal setting processes and
reshaping of the organisation, résulting in a collaborative effort throughout the organisation.

Based on extensive research, Likert proposed  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 collaborative refaticnship. This type of
organisation helps in building teams, end the various collaborative efforts are stressed
through a vatiety of ways. Likert and Likert have suggested items which are used o measure
human organisational variables. Out of the ten iterns which are mentioned six directly relate
10 collaboration. So the main emphasis of Likert's model of organisation building is on
collaborative efforts. Likert and Likert (1976) diseuss several ways of building collaboration
in the organisation leading towards development of type 4 organisations,

Power Related Interventions

As we have seen that unless the individuals or groups involved in 'ghc relationship perceive
that all concerned in the situation have power, collaboration cannot emerge. Several
interventions can be used to create conditions in which people both perceive and
increasingly have power in the system. Four interventions may he considered in this area.

. Several stmulation exercises help in seeing the power péople have in the group. For

example, Win As Much As You Can or Braken Squares exercises dermonstrate that peop]e
have power and they can withhold any help, they can provide to the greup for completing
the task. It comes out dramatically in the Broken Squares exercise (for details see Pareek
and Rao, 1983, Chapter 9) as to how even a small piece when withheld prevents the group
from achieving the task. Such negative power can be converted into positive power for the
-attainment of 2 goal. This also comes out quite vividly in this exercise. Various. other

_exexcises, simulating, competitive and ~ollaborative bshaviour bring out and demonstrate

the importance of power very dramatically.

11) Power Lab ~ ~
Power lab helps people to explore their feclings of having or not havmg power (a sense¢ of

. power ot a sense of powerlessness). Power lab also helps the pariicipants to explore

different ways of empowering themselves, and others. In the power lab, participants analyse

the struciural components of various systems, regulations, and role in terms of depowering ’
(power-cepriving) or empowering processes, and develop action plans in the direction of the
empowering process. : :

12) Role Negotiation
Two important interventions relating to toles are useful in this regard. Harrison famous
intervention, called rolc negotiation is very usefizl. In- role negotisiion people concerned
negotiate on the basis of mutuality. The basic concept of role negotiatior is that people have
equal power in the system and they can make demands in exchange of promises to help.
Role negotiztion excrcise effectively uses the fact that people have power of different kinds,
and they can use the pewer positively by helping others, and in turn demanding functional
help for making this role more effective. The following staps are involved in roles
negotiation. . :
a) Unfreezing : A variety of methods can be used for un:ree?mg like micro-lab exchange

" of images of each other, etc.
b) Generating demands by éach role oce upant ar a group from other role occupants or

groups. Each member or group writes three things for other member or groups

176



' indicating \;vhat"they would like the other gfoup to ii) cbt'ltiriue to do to- cortt:'nbu'te to this o ) . - Conflict, Cmnpedﬁnn and

group’s effectiveness, (if) start or incredse doing things ‘which will make this group - Collaborativn

‘more effective; and (m) stop or reduce domg so that thls group -] effectwcness can be
enhanced. ' C
c) Exchange of these demands ﬁ'om each otherand oons1deratwn of the demands by the -
- groups concerned, - s Gl . T
d) Clarifications of any vague demands . :
€} Negouanon on the demands, The groups come together and representatwes of the
© groups sit in the outer circle. An smpty chair may be kept in the inner circle for any - .
member from the outer group to come and make a point and go back to his seat. The =~ T,
discussion is carried on by the inner group only. For eachi demand accepted by a group a ' o P '
counter demand is made to make it a hard negotiation. The counter demand is usually
thade to effectively meet the demand made.
- f) Preparation of contract, A contract is wrilten, containing the agreement on domg thmgs :
- for mutual effectiveness and it is signed by the concerned groups. )
g) Review and renegotiation, After two months or 50 a review meeting is held to find out
* - how the negotlauon is working and necessary adjustrnents are made in the light of the -
expcnence - . .

- 13) Role Substantiation : :
Another role-related intervention which can be used for bu1ldmg more power for various
roles in the system is called Role Substantiators exercise: This is one.of the exercises from a
package of exer¢isés on role eﬂ'ecuveness (Pareek forthcommg) "This exercise helps those
role occupants who feel they do not hiave power in the system or that their power is eroded
as a result of reorganisation or redesigning of the roles. The role occupants concerned get
together and prepare their maps of erosion, indicating in'which areas the power is seenas
eroded and also 1dent1fymg the areas of vacuum. After 1dent1fymg such specific areas in -
which power seems to be less they pet together and discuss how more power can be built
into the roles, or recognise some hidden power existing in the role which the role occupant
was not able to see. This exercise may also lead to role negotiation- for bu’i-lding more power. - -

All the interventions which are in the area of power procced on the bams that power is not -
limited quantum. The more power is shared the more increases in the’ organisation.
Therefore, it should be regarded as a multiplying entity. The main questlon is whichrole
- needs how much power and in what areas in order to be effective. '

14) Roic Efficacy Lab : )
Role efficacy is defined as the potential effectlveness of arole. The main purpose of this.
two-to-three day intervention is to increase a sense of intermal control amongst the members

- . of a group. The following steps are invalved:

a) Assessing own roles efficacy by role occupants by analysing and writing on my role
(usually half-an-hour time is given for the essay), or by an ifstrument used for
-measuring role efficacy. :

b) Understanding approach and avoidance behaviour in the behavioar.

¢} Generating ideas of increasing role efficacy on ten different dimensions (mcludmg
linkages, helping and superordination) by generating ideas on (i} what they themselves
can do individualty or collectively, (ii) what they expect from higher management fo
increase their role efficacy, (iii) what they can do to mcrease role efficacy of thelr

- subordinates.

d) Finalisation of the list by the total group.

¢) ‘Dialogue with representatives of top managefnent ‘and arriving at some commttment
both by the rolé occupants and the top management.

f) Review and replannmg after a few months.

‘Trust Building Interventlons _

" With the increasing use of behavioural sciences in orgamsatmns tmst bailding i mtervennons
have been most widely used. They have been used both in stranger groups as well as.in i, -
organisational groups. The basic assumption behind trust building interventions is that. 1f‘thc : _' ' E
individual is helped to confront himself to find out why he trusts, or why he ddes not trust -+ -,
people, he will both be able to leam to trist ahd generdté trust in others. Three mairt- . -~ .
interventions are’ worth mentlonmg in this area.
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- Group and Inter-Group Processet 15) Process Groups o . . -
T " 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 thiat they explore their own personal and
interpersonal orientations, and help each-other in looking at their personal and-interpersonal
effectiveness as well as in planning to improve such effectiveriess. T-Group.explores the -
various dimensions of trust building and helps members to test how frust be. built in the
group. Mostly T-Groups have been found to-be effectivé in stranger labs. T-Groups have
- . also been used for trust building within an organisation, and in many cases quite effectively.
i : ' However, if the cuiture of the organisation is fairly closed, use of T-Groups may create
problems. But T-Groups or process groups have been effectively used in creating more trust
amongst members and building norms of using behaviour. '

16). Non-verbal Exercises R, : 3 _
More recently non-verbal exercise ; have been widely used-and devsloped 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 gccompanies the
former for several hours and in some cases for the whole day. He helps him to go for lunch
and attend to various necessities; he also helps his partner to explore the e'wiro_nmént and

" takes him around. Sometimes expetience in such blindfolded situation is yery drainatic 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 befere such a non-
verbal exercise is used. : - - o
17) Simulation Exercises L o _ .

. Several simulation exercises have been used for trust building. One powerful exercise is the

- prisoners dilemma. This exercise is used.in a vatiety of ways. Win As Much As You Can
and Maximise Your Gain are also variants of the Prisoner’s Dilemma applied to the group
sitmation. Usually Prisoner’s Dilemma (PD) is played in two member gronps. The Prisoner’s. .

. Dilemma helps people to explore the dimensions of trusting, and the conspquence of not:
trusting. Lack of trust leads to losc-lose strategy, and both the individuals|suffer as a 'resti}t:_
of that. This is dramatically brought out in such an exercise. The exercise described in the
first of the book, as the main research tool, is based on the sa:me‘co;n'cept. e oo
Empathy Building Interventions o ‘

Collaboration amongst some persons is possible, when they have empathy for one another—
. understand each others’ point of view, problems, and difficulties. Several interventions can
" be used to develop empathy amongst people. We mention below two suc interventions.

18) Enfeed Exercise R S _ S
This intervention helps people in 2 group to develop empathy for one anather through
feedback. Feedback is given with empathy. A group of people get together and do the
following activities in triads (groups of three persons); S
a) Think of your organidtion and prepare three unconiventiohal pictorial images of the
. Organisation.to summarise o o
"§)  your perception of the organisation, _
ii) how each of your two partners perceives the organisation, and
iii) your group’s perception of the organisation, ‘ .
b) Write-down on three pieces of paper for your two partners the following things
i) - three personal strengths, . . ' o
_iii) - three personal weaknesses, and
iii} three main concems. o . : S
¢) Share with each how close you were able to guess strengths, weaknesses and concems.
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. ' S '
d) Discuss in the large group how much the images of the organisation|are common of
different an. why, S B

19) Role Contribution . : E : :
Role contribution is similar to role negotiation. However, there is one miain différence
between thie 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 promote empathy. The followling steps are involved in
role contribution:. PR ' '
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n) Unfreezing. A variety of methods can be used for unfreezing like micro-lzb, cxchiange . Cooflie, Conipetton una

of images, etc. A part of the Enfeed exercise can be done at this stage. mmm

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 groupy(s), Each~ - .
group prepares such an analysis and shares in a general meeting, - ) B
¢) Force field analysis. Each group prepares lists of factors that facilitate and hinder such
contribution, Thesc 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.
) Requests for help. Each.group also prepares a list of requests the group would like to
make to other groups to help it to make the contributions successful. -
f)  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 1o the help others, promise to give.
8 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. ' : - R o

Communication Interventions : : _
Collaboration increases when communication channels are opéit:- Whenever a relationship
tends to degenerate into a negative competitive situation, communication is extremely
helpful in an emotionally charged situation. When there is some kind of stalemate as a resalt
* of negative competition, and communication gets blocked, the whole game tums into a
lose-lose relationship, and collaboration is not likely to emerge. At such a point
communication becomes extremely important, Two main interventions are useful in this
regard. T ) R - .

Simulation exercises dramatically bring out the usefulness of communication. For example,

in the Maximise Your Gain exercise, as already mentioned earliet, if communication is

blocked, the parties will go on playing a lose-lose game ad infinitum. The change in the

strategy towards collaboration comes about only after proper communication has been

established. Opportunitics of communication help people to explore with each other the i

dynamics of relationship which may turn the situation towards an-upward rising spiral, This
“is possibie only if communications are allowed and facilitated at points. '

20) Feedback System : Y o o
Oue way to keep communication open is to encourage giving and receiving feedback on
 feelings of resentment and other negative feelings. In a face-to-face situation.if such
feedback is allowed and encouraged, communication channels will continue to remiain 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 se can be set aside for sharing - _
feelings and other concemns 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 ot be blocked.

Team Building Interventions .

This area is the most important one because it directly leads to collaboration. Several
intesventions have been designed in this area. ;A variety of structural and: process
interventions have _b_een.used. Some of these are briefly mentioned 'belov"{. :

" 21) Team Building Labs _ . oo -
Special programmes for team building ace often conducted in- organisations. Alban and
Pollitt, 1973, for example, have mentioned a programme of whiat they call team building
group. This programme is more structured in nature, although process-data are also
analysed. They contrast tedm building group with T:Groups mainly on the basis of team
building being done int the organisation with members who will work continuously with
each other and in which more structured exercises are nsed. They report effective changes

"~ as a result of such team building activity, Various simulation exercises, theoretical inputs,
and-work on tasks are used in such a four to five day programme. Sevetal team building labs
have been reported by other authors. All these labs, whether they emphasise moreon
Process, or use more structured material, im at creating teams of people who have respect”
for each other, and who émcrgé with strengthened collaborative relationship. o
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22) Data Feedback

Team building can also be promoted when data from: the interviews, by an qutside
consultant with the various members concerned, are used as the basis of team building
activities. This intervention has been found 1o be vsefill for top team buildi g. The
consultant interviews such individual member who will participate in the team building

- programme, znd he puts down all the data without mentioning the names o sheets of paper
* which are posted on the walls before the meeting starts. The feedback of the entire data on

interviews helps in stimulating discussions on the various problems which the groups is
facing, and in deliberations as to how the team bu1]dmg could be attempted Thls device can
be used at various other levels also.

23) Process Review -

Team building is greatly helped if people are allowecl to share their feeling about what
happened in the groups.or in the organisation. Even when the role negotiation exercise has
taken place, there may be pent up feelings which people may not be able tojexpress.
Providing an opportunity and mechanism of sharing of such feelings and lggitimising -
discussions of the dimensions generated by sharing of such feelings, helps | in promoting
team-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 processmg _
of feelings, and rev1ew1ng the processes (not the content or suchct matter). :

24) Image Sharing :

This intervention has been very w1dely used by vatious behavioural smennfts. It was
originally suggested by Blake, Shepard and Mouton for inereasing role effdctiveness. In the
excreise the groups or the members involved generate images they have of the other groups
or the members and also guess what kind ofi image the other members or groups have about
thern. After generating such images these are shared and this starts the main activity which
Jeads to team building. The main rationale behind the intervention is that if]peopie have
negative images about each other, this comes in the way of working rogether. So before
mutality ¢an be established, and team work can be developed it is necessary that these
images are both shared and cleared so that people may be able to work together more -
e,ffectlvely

25) Role Linkage

One effective exercise in building teams in an orgamsmm is the role linkage exercise. This
exercise helps various tole occupants to come together and find out the ampunt of linkage
existing between their roles. By analysing the role linkage (an instrumeni can alsc be used

for this purpose) people see the dimension on which tole linkages arz we : they work on

those dimension to-improve the linkages, leadmg to development. The following steps are -
involved:

- a)" Preparation. The facilitator explams 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 role is significantly large. Weak role linkages may
lead an individual to develop efficiency in isolation. Usually these tendencies are
discernible in large organisations. In such situations, solving problemr by individuals in
isolation may be quite effective; but when collaberative effort is called for, these
distances may hamper organisational effectiveness, thereby rendering l his coping
strategy as dysfunctional viz., developing isclated efficiency.

b} Individual diagnosis. The participants individually complete “Assessifg Role Linkage”
form.

¢} Individual action ideas. The pammpants mdwtdually complete “Improvmg Role
Linkage” form. |

d) Joint diagnosis and action planmng Role pairs with percewed low-low lmkages raeet
and discuss why there are weak llnkagés {or why linkages are perceived wcak) and what
can be done to improve these.

e) Commitment in the community, The steps mutuaily agreed by the role occupants are
shared in the large group.

Temporary systems, already mentioned, can be useful in team bulldmg Gyoups with joint
responsibilities of solving certain problems can be set-up. These should be the
organisational problcms whlch are urgent and about which most of the members are

‘concerned.




Initiative Promotmg Interventlons : S

As we have seen in the final analysis collaboration comes about when someone takes the G
initiative and takes a kind of risk to cooperaie and thereby shows a Way of estabhshmg
collaboranve relatlonshlps This can be promoted in various ways. ki "_’ Co

Simulation exercises provide data whlch are rich in findmg out why there was a change in
. the development towards collaboration. In the analysis it is often found that some -
‘individuals took the initiative which tumned the whole situation in a positive dircction, While -

analysing the data from exercises like Win As Much As- You Can, Maximise Your Gain and

. Broken Squares Lhn kind of process analysm can be done with very good results.

Itis. also important that in the organlsatlon initiative taken bya member or a group to
establish collaboration is both recognised and rewarded. This can be done na forma] 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 collaboratton. This may help i in setling .
“nomms of recognising collaboration as well as examples which others can follow. This may
be very helpful in esta,blishing the traditions of taking initiative for collaboration

In conclusion we can say that for building collaboration in orgamsatlons it may be useful to -

treat coltaboration and competition as complementary phenomena and work toward

development of functional (positive) forms of both, Understanding the bases of

" collaboration (why people coilaborate} may help in designing both structural and process
interventions in an orgamsanon Several mtervennons suggested here can be used in most of

the orgamaaﬂons :

146 SUMMARY -

From this unit; one learns the appreciation of value of conflict (competition) and
collaboration. Tt also deals with the prevention of dysfunctional conflicts, how to manage
conflicts and the cl)mamlcs of collaboration. The unit explams certain ways of dcvelopmg
co!laborauon in one’s organisation. :

14.7 SELF ASSESSMENT TEST

'1)- Explam the terms COﬂﬂlCl (competltlon) and colldboranon ‘_
.2)  What are the sources of conflict and explam the bases of collaborauon

3) Explam the QIyles of conflict mﬂnagemem

4y Describe the collaboratlon building interventions. '

14. 8 FURTHER READINGS

" 1) Mostof the ideas in IhlS unit have been borrowed from Managing Cm:ﬂ:ct and

Collaboration by Udai Pareek (Oxford & IBH, 1982}, an expanded and revised edition .
of which is to be published by Management System. The book discusses theories and

" interventions in details. Some instruments to measure conflict management styles, and
one simulation game to develop collaboration are atso given in the book.

2) Rensis Likert’s contributions to participative organizational design can be read in his-
New Patterns of Management and The Human Organization (McGraw, 1961 and 1967).
.~ His book New Ways of Managing Conflict (McGraw, 1976) describes collaborauve
ways of dealing with conflict. Managing Intergroup Conflict in Industry by R. Blake,.
H.A. Shepard and Jane Mouton (Gulf Publishing, 1964) describes in details an - :
intervention to deal with managemem union conflicts. '

3) D.C. McCleiland developed some propositions for devefoping motivation. These along _
with detailed description of théir application to develop achievement motive.inan. .
Indian towi, are contained-in Motivating Econoinic Achievement by D.C. McClelland
and D.C. Winter (Free Press, 1969). These were further modified and appiied to the

. development powér motive, described in “Power is the Great Motivation” by D.C.
- McClelland and'D.M. Bumnham (HBR, 1976, 54(2), 100-110). The model of power -
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Group and Inter-Group Procesees

4

o pmpoéed by McClelland can be measured by analysing TAT stories. T,V.

o has
developed a manual Stewart Maturity Scale (Manasayan 1976) for In&li{: .

“Two s'imulation exercises for developing collaboration have been desgribed in details,

including their processes in Developmg Motivation Through Experiencing (Oxford &

1BH, 1983). de la Port’s intervention to build collaborative normis can
“Group Norms: Key to Building a Team" (Personnel, 1974, 51(5), 60

" describes several interventions of work re-design in Alternative Desig
Organisations (Sage, 1984).. The c;oncept and details of role negotiatign, proposed by
Roger Harrison can be found in The Social Technology of Organizatign Development

~ edited by H.A. Homstein (NTL Leammg Resoufces Corporation, 197

182

be read in his
67). Nitish De
ns of Human

1},




BLOCK 5 ORGA_NISATIONAL PROCESSES

This Block explams what are the different processes which are 1molved in dn orgamsatlon
Unit 15 explains overview of Major concepts and Emerging Trends of organisational
Processes. Unit 16 explains the concepts of Powér, Politics and Authority | in an organisation.
The processes of Integration and control are explained in Unit 17, Organisational Climate and
its' improvemcnt are explained in Unit 18. The fnal unit explams how Organisational
eﬂ'cctnen&ss will be eva]uated
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UNIT 15 ORGANISATIONAL PROCESSES

AN OVERVIEW OF MAJOR
| CONCEPTS AND EMERGING
TRENDS |
Objecﬂvés
' Fromthrsumt,onehastounderstand

® Meaning of Procm
% Organisational Processes .
® Types and Approaches of Organisational Processes. .

Structure

151 Introduction

152 The Process Approach.

153 Systems Approach to the Study of Organwanonal Procfmes
154 Power, Conflict and Intergroup Relations

15.5 Organisationzl Learning and Renewal

156 Summary .

15.7  Self-Assessment Test : T

15.8 Further Readings

15.1 INTRODUCTION

The word ‘process’ has been used extensively in many d:sclphnw In the physlcal sciences, one
talks about the chemical, biological, and physical processes. To take an example from nature,
the process of erosion refers to the flow of events such as occurrence of rain, flow of water,

fluctuations in temperature leading to the washing away of tillable soil. In the field of

management, several management researchers and practioners have used the term ‘process’
without defining it, presuming that there is a commonly shared méaning. For example, one
talks of staffing process to include advertising for positions, mtemewwg potential candxda.tes
and deciding to hire, transferorpromote personnel.

' Anexammatlonofthemanagementhteranneshowslhatthzterm‘pmm hasbeenusedto

denote the following : _
® how things are done or how goals are pursuea, —

® a series of actions thit lead to the accomplishment of objectives

8 any course or sequence of behaviour accomplishing a necessary purpose -

* progreasweacuonorasenesofn.ctspeﬂormedbypetsonsmtheooumeofmomgthe "
organisation from onestateto another

Orie notices thatalltheabove definitions point to a flow of activity or an unfolding of
progrmvesequenceofevents.wusemmmcaredhfemewgmnamommnmte

' _undmstandmgoforg&msaﬁonﬂlpl‘m

: LawandOrdeerbleminaCity
Formxmonths,therewereclashesbetweentworehgmusgroupsmamtymtneeastem
partof[ndla,andthelawandordersuuauonwasatuslowestebb.Ama_]orrehgwus
celebration of one of the groups was round the corner. The leaders of this religion -
wielded considerable power, and were adamant that the religions prooessnons should g0

Ihepohoeforcewash:gblydemomhzedﬁerehadbeenverymghmmrfemnoemtheu
working. The preventive arrests which had been made did not touch the real criminals. -
Forexample,ltwnsfomdthatofthemdmdualsarrested,%ﬂwmatherbelow 2o

abave 65.
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 Orgonisatinal Procesaes

. The Drstnct Collector decided to squarely deal wrth ‘the law and order srtuatlon, and

" had such innocent perscinis released. He established hts own mformal channels with the
trade, the pohee force, the public and the organisers of the relrgrous eelehmnons After
individually meeting 2000 people he made a list of the hardened . cnmmalﬂ and troub]e

" makers. This llst of peeple to be arrested was lrept a secret.

- He went to the d:fferent groups of organisers and evclved a 14-poml code of conduct
{such as outer limit i’ terms of time for-religious celebrations, not baving proeesswns on
foot etc.). The code of conduct emerged from discussions with different groups in several .

- forums ‘A large scale communication exercise was undertaken 10 ensure that the new’
nOrms were aocepted by all the concerned individuals and groups

At the same time, the potentlal trouble makers Were also called, and threatened with
-dire oonsequences if they were found 10 create problem». In this way, somg
countervailing power was established over. them. Two dlays before the oelebrattons, the

" | District’ Collector had the hardened cnmmals mtod

During the week-long celebrations, thers were no ealls from the state’ capltal o .
: complamts of wrong arrests and no violation of the code of conduct. The entire
" celebration went off peacefully and tl:us dramatlcally 1mproved the 1aw and order
srtuauon in the crty . . oo .

: [t can bé seen from the above caselet that a oornmumty was moved from oné sxtuanon {severe
- law and order problems and insecurity among city residénis) to another (sau.factory lawand .
* - order situation) through a series of actions. The. -objectives of lmproved law and order situaiion

wis achieved through the processes of communication, deision making, and exercise of
power. The District Collector tried to build some bridges and create certain lmkages, by

" initiating a course of acnon and mobthzmg support for a new set of norms.

- As can be seen from the easelet, orgamsauons are hke streams Wthh are in a state of

continuous flux. Processes are elusive and difficult to describe. In the caselet, i we seea

" sequence of events which eollectwely yielded a certain result. The District Colleetor was -

required to manage a set of mterdependent factors, a.)d had he not pard atteriuon to procmses,
he would not have aclueved his pupose. ' : .

Karl Weick states that dmcnpnons ‘of any organuauonml actlvrty involves tlm use of verbs, and

. these verbs indicate theé processes of organisations. In the above caselet, the development of

new norms. required communicating with the concerned people, understandlng the situation,
influencing the Ieaders bul’l‘ering the situation fromi hardened cnmmals and'creatmg a

o climate conducive to the niew norms of behaviour.

The spatiat aspects of‘organmtronal actmty are mdrcared by nouns and the ?temporal aspects

by verbs. Verbs indicate motion, change and time. thout these, people would be observmg
_ only static displays. . :

" Thus the essence of proeees activity in organisations is the cormeetion betWet!n nouns. The _

greater attention we give in verbs the more we are conceritrating on the: proéesses -

. organisitions.

Process also lmpllcs 1mpermanenoe The aw matenals of process are mteresis nnd activities of

'lndwrduals Because these ave eonnnuously changmg, the prom also chatige

15. 2 THE PROCESS APPROACI-I

Wendell French deﬁnes procws as a “flow of ir'lterrelated events i:notring toward some goal,

purpose or eid’: There are ceértain essential words in the definition ‘which capture the meaning
of process, 'Flow” denotes continuous activity; in other words, one thing follows the other; The

" word 'interrelated’ snggests that these activities are conngcted to one another, These set of

events move towards some conelusron ‘Goal' refers to hurari Ob]ECthl’: and purpose suggeets '

- a human actmty in a metaphyswal sense

Al prooessas oontam subprooesses and area part of a larger process. For example, process of
tree growth can be subdivided inio plant food assimilation, photosynthesis, pollination and so

_.on. Thie process-of tree growth is also part of the larger lif2 process of a° foreet Similarly, we
- have seen that the staffing process ificludes advertising, inlerviewing, and appomtmg personnel

It is also part of the larger managemeni prooess
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Mmagement of forest mvolves many BW-‘S’ and it mvolvu the systema.uc mampulanon ad - 0’35“';““0“5' Processes: An

~ overview ol Major Concepts and

control of a highly complex networkofmterachngproceqses In the same way, task of the Emergmg des

admmmawrmtodeﬁneenterprmgoals.blemsomms,wsuahsetheprmnal- .
totheanmnmentofthesegoals andtodmguthenetworkoffamhmhngsysm

'Theprmap’proachfocusesonhowthmgaredone,mdsoth:sappmhemphum
interpersonal relationships; attitudes and feelings. In bringing orpanisational change, while the
structural approach may change the technology, social structure or procedure, the process
approach would try to make the job more interesting, enbance communication, or make .
mutual influgnce possible. While the structural approach has its grounding in classical

. organisations theory,theprowssapproachrcﬂectsthe.humah.mlaﬁonsmo‘«ement

153 SYSTEMS APPROACH TO THE STUDY OF
'ORGANISATIONAL PROCESSES '

Modem orgamsauon theory uses the systems perspechvc s.nd nmes a ra.nge ofmterrelated
questions such as the following : -

'a)Whatarethestrateg:cparfsofthesyssem? _ _ _ o ;
b) What s the nature of their mutual depeadence? -~ T .

c} Whatarethemamproomsesmmcsymemwhchlmkthepummgetheraudﬁu]mwthw '
adjustmenttoeachother? .

“d) Whata.rethegvoa]ssoughtbythesystem?

' Insystemslheory aoomplexorgamsahonlsoonceptuahsedasamnlsystm Thevanous
dssamesegmenmandﬁmcuonsm!hesysmmdonotbehnveasmahmddemems.ﬂpam
affect all other parts. Evcryactnonhasrepurwsmonsthmughnutihewganmﬂonbemusenﬂm .
clements are linked. The system framework of organisation ﬂleoryhasbepnpresented by
Scort, Mltchell and Bimbaum as shownm Figure 1

Figure 1 .

The System . L - Goals of the Svstem

" Alndiviouai 7

1—  Intemnal Stability

- C Small
"B Fotmal -

Group -
drganisation ke
) 3 Growm . a . R . I
DO Status and R - E Physical L% Addnptability
Role Expectancy . - . . Envirehment .
Systems X X . of the work
. situation

Figure 1 The Syslem Goals of the Sysm lmema.l Stnl:nllty Growth- Adnpubihty A lndmdual
) BFormalOrgamsatl.cn C Small Groups: DStamsandRialeExpemncySystems - .
E Physnca.l Environment of the work. smlatmn ;

.Intheﬁgure,thela:gcboxrepmwntsthnto!alsystemortheorgamsauonmdthemclmstand
for the parts in the system. The broken tines represent intrapart interactions i.e., individuals _
with other individuals, and solid lines represent interpart interactions, Bothﬁlesohdlmesand oo T
bmkenhnesarelheprocweswmchuethepartscfmesystem . _ - o

Thckeyhnhngpmm&imwmmmmahmmddmmmahngmmkmgpw A
oonnectthepansof!hcsystemandsmmthehfeoftheorgamsauon Thesyslemasawhole 3 o
smvestoachieve the goals of internal stability, growth and adaptability. -

'I'ounderstandthesystemsperspecnvefunher,letusmmmﬁhefoﬂowmgmmuonwhmh R
unfuldedmasetn!‘vﬂlagesmcentmllndmfmedmthseveredmughtoondmons. S
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Drganisational Processes

"] . consuming and - expcnswe proposmon and the SCATOE TESOUrce was thc rig u..cd for the

!

Drought sitmation and Tube-wells : R

A number of villages in Central India were facmg drought srtuanon The vﬂlagers had to -

travel several miles to get drinking water. The government decided to dig tube wells to
 ensure that the villagers got clean drinking water. But drggmg tube-wells wﬂs a-time

'PUJ'POSC

A rig was obtamed but the number of wells dug was way below the target Before the _
work could be completed-in one place, there were pressurés to move the rig to another _
site'and the movernent 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 mer:hamcal faﬂure:, and very
few tube-wells were started.

"As so0n 2s : the administrator noticed these pr'ol:il'ems, ke worked outa transporlation
model in consultation with experts, made.a priority list of 500 villages and determined -
the optimal route. He weat to different forums and convinced the powerful opimion
leaders that he would increase the number of wells tenfold, but the_v shonld qully
_eooperate in implementing the plan. ‘

In the revised plan, the rig worked throughout the day and moved from-villjage to village
- in the might. 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 repr&sented a
dramatic increase from the earlier record. The people realised that the oonﬂlcts Were.
. reducmg the size of the cakc. . :

In the above caselet, there were mdmduals in the system who were mterested in finding an~
- appropriate solution to the' drought problem. There were groups (different wllﬂg&s in this case),
each with a set of expectations. There were formal arrangements of functions for drought-relief
programmes, with an interreldted pattern of jobs essential for the economic ancl efficiency
pursuits-of the system. The status and role anangemcnts were connected to power authority
and leadershlp issues. : : '

For the achlevement of the goals of the systerms, it was necﬁsary to link these dlﬂ'crem parts
Initially the groups were blocking the initiatives of the individuals. In the formal orgznisational
system, there were some procechires for conflict resolution, but these formal procedures could
not address the problems faced by the officials. The contribution of the innovative government
official was in terms of energizing the processes, building bridges between the system parts, and
performing the role of match~maker matching the v1|lage requirements with the technical
conmderatlons

We shall keep the backgrouno of the above caselet in mind to examine thc unportant role of .
lmkage in some detafl below

The Lmkmg Process : The different parts of an orgamsanonal systcm are interrelated.
Communication allows the parts of the system 1o ‘talk” with ech other. It brings in _
information from the outside world, and it prov1das the means for storing and 1‘etnevmg

- mnformation within the system:

In the casclet, each village was initiafly trymg to maximize its galn but in the process was .

_ acting against its own self intérest and also the interest of the collectivity. Comsmunication

helped in creating a more desirable shared reality. Communication is the methcd by which
action is evoked from the parts of the system. It acts not only 2s a stimulus which initiates action,

- but also as a control and coordination mechamsm which links the decxslou cenires in the sysiem.

The linking process also helps in ensuring that the various paris of the system are ‘maintained

_ ina harmoniously structured relationship to each other. This balancing mechartism acts as a
stabilizing or adapting force. The balance is either quasi-automatic or innovative. The first
refers to homeostatic propertics wnh built-in propensities to maintain steady states. This sort of .
. reaction occurs when the chauge demanded by the organisation is relatively minor and comes
within the established programmes of action. The need for innovative efforts ar;s&e when -

~ adaptation to a change is outside the scope of exisling programme; then, new programmes .
have to be evolved to maintain jriternal harmony In the above case, when the administrator

" found that the formal conflift resolution mechanisms were unable to address the issue of
allocating the tig, he initiated a new set of balancing processes to meet competing demands. |

As Udai Pareek notes, a dynamrc orgamsauon is constantly evolving ind growxpg, in terms of

" its missions, areas of activity, size and so on: It is continuonsly learning, thit is utilizing the

" past expenenoe for future action The organisation also deals with the problemsJ of change. It
188
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. The organisation is also involved in a transactional process with the envitonment, withi the:

organisation influsncing the environment and the enviromment influéncing the organisation. -
The process of influence is also concerned with the autonomy 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. o '

This is not to suggest that organisations ate 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, Power and -
Intergroup Relations, and Organisational Learning and Renewal. These concepts will give us a
richer understanding of Organisational Processes. : S : :
Decision-Making Process S :
Decision-making processes represent the brain and nervous system of the organisation, The
managers monitor the external enviromment, interpret environment, detect short comings in
expected behaviour and performance, analyse potential alternatives, and implement new™ ‘
courses of action. Decisions are made ahout organisation structure, innovation, goals, products,
facilities, and technology. . :

* At any time, an organisation may be identifying probléms and impI'ementing altérnatives for

hundreds of decisicns. Organisations somehow “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. Our purpose here is not to

examine these different models, but to highlight some important underlying ideas. For doing
50, we shall use the following caselet as an ifhsstration. L

Facit AB :
Facit AB grew large and profitable while making and selling business machines and
office furnishings.. Although Facit made many praducts, the top managers believed the
key product line to be mechanical caleulators; they saw produets stch as typewriters and
desks as peripheral. In fact, the top managers declined to authorise production of

- computers and electronic calculators designed by a subsidiary. o '

In the mid 19605, Facit borrowed large sums and built new plants that enabled it to -
make betier mechanical calculators at lower costs than any other company in the world.
Between 1962 and 1970, employment rose 70 per cent and sales and profits more than
doubled. By 1970, Facit employed 14,000 people who worked in factoties in twenty
cities in five countries, or in sales offices in fifleen countries.

Facit's focus on mechanical calculators was self-reinforcing. They concentrated on
keeping their costs low, service fast, problems rare, undefstanding high, and expertise .
great. But only' within the domain of mechanical calculators!

One loyal customer finally cancelled a large order for Facit machings, 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

 caleutators took Facit's top managers by sirprise. Relying on the company’s
information-gethering programmes, the top managers surmised that Facif’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 calenlators.dropped precipitously, and Facit went
through two years of loss, turmoil, and céntraction. 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 lar_Qer firm, and a dozen'top managers were fired.

The new top managers discovered that demand for office furnishings atleast twice the

production 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, inchuding the addition
- of electronic products. :
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Organisational Communicatton

Facit case shows us that organisational deci_sions are net necessarily made in a togcal, rational
manner. Most decisions do not begir with the careful analysis of a problem, followed by

‘systematic analysis of alternatives, and finally implementation of a certain solution, Decision

processes are characterised by conflict, coalition-building, trial and error, and misiakes.
Intuition and hanch are often the criteria for choice. The decision process is disorderly, and
wy even seem 1andom, In a few cases, the solution may actuaily drive the problem because
someone likes an idea and tries to find a problem as an excuse to adopt it,

Ancther important idea i§ that individuals inake decisions, but organisational decisions are not

- mtade by a single individual. In the above case, the Facit top management group was involved

i raking a set-of decisions, but the linkage of this group with the rest of the organisation was
wea& and the views and ideas at other levels did not either reach the top m.magcrs or were

Y v wu.:uiﬂred Sﬂncﬂsly by lhem

Organtsational decnslon -making is a social process Many problems are not clear, so
widespread discussion and coalition-building take place. Tn the Facil case, of course, this
process rernained locallsed at the top, with the rest of the :yslem remammg distant from the
decision-making processes at (he 10p

When mﬂliagers do make an individual decision, it is often a small part of a larger decision *
process. Organisations solve big problenis through a series of staall steps. A single manager
may initiate one step, but should be aware of the larger decision process m which 1t is
ernbadded.

The greatest amount of conflict and cdalition-building‘ occurs when goals are not understood

" and agreéd upon. Priorities most b established to indicate which goals are most important and

what prob]ems should be solved first, If a maanager astacks a probiem other people do not
agree With, the manager will lose suppert for the sohition to be implemented. Thils time and
activity should be spent in buitding a coalition in the problem-identification stage of decision-
making. Once problems are identified and agreed upon, the organisation can move towards
sotutions. Intuition and trial and error often characterise this part of the process. Under
conditions of uncartainty the solution unfoiids as a series-of incremental trials that will
gradually lead i an overall- snluuon )

Finalty, organisations m.ake mistakes. The mistakes made through trial and error should be
encouraged. Managers do not have perfect knowledge or information. The best alternative:
cannot be known in advance when uncertainty is hxgh By encouragmg trial and error.

mcrement.., orgamsanonal learning is facmtated

On the otber hand, the Facit case d'cmans‘_irates that unwillingness to.change from a failing
course of sction can have serious negative consequences for the organisation. Noring
consistency orthe desire to prove ong’s decision correct can be to a continued mvmtment of °
time and resources in a vast course of action, -

15 4 POWER, CONFLICT AND INTERGRGUP
- RELATIONS

Many mar.agers prc[cr the rational model of decision-making. The rational rodel is clean and _
objective. Raiional processes are effective when decision factors are sharply specified becaise

- of certainty, agreement, and good information. But the real of powcr and politics cannot be

lgnorﬂd

Political decision processes are used in situations wacertainty, disagreement, and poor

- information. Decisions are reached through the clask of vatues and preferences, and by the .

influence of dominant departrnénts Politics wilt be accepted when. it is used to achieve the
legitimate goal of the department organisation gather than when it is employed for personal
gain. :

To examinz some concepts relating to intergroup refation let us look as the following situation.
‘ 150 ' '




Alpha Company -
Alpha Company is located in Baroda and makes specnahty chem:cals The company
experienced intenge conflict between the research department and the production. -
department. The research scientists were expected to develop new products and come up
with process improvements, and the produet:on depanment was teeponslble for day-to-

. day producnon : :

The operations personnel felt that the research scientists.were._.of little eervice to them.
They claimed that research personnel took far too long to complete projects. The
production manager said; “Their suggestions for process improvements are highly
theoretical”, Research personnel had developed certain proeess mnovahons, but the

_resmtancc to lhe mnovatlonswas hlgh ) . f,‘! _

- Research personnel wanted w0 cooperate with eperatlons executlvee, but complmned that
they were being asked 1o release half-completed innovations ot water down then ideas.
for less qualified personnel workmg in the production department

The General Manager of the unit was concerned about the problems between the two .

- depariments. 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 depanment
had also sent him a proposal for joint training programmes and also & plan for rotaung
managers between operattons and research dEpartments :

. Alpha company is faced w1th the mewtab}e conflicts between two depnrtments thferenoes |
goals, backgrounds and tasks are necessary for departmental excellence But these differences
throw groups into conflict. At a personal level, most of us dislike conflict. But conflict should
not be avoided or suppressed. it needs to be managed, so that ll leads to greate-' creativity and
better performance. ’ .

Conflict between groups represents a dilemma for the organisation [ntergrdup oonflict has
clear advantages within each group. The increased focus on achieving group goals, increased
cohesion, satisfaction, and stimulation represent the type of group annoephere organisations

. strive for. Intergroup conflict is a powerful devme for achle\fmg a posmve group atrnnsphere
; wtthm departments .

. But the atmosphere. within depanments does rot translate into. relatwnsh:ps between
departments. The improved ldentlﬁcatton with one’s own group leads to disregard, and dislike
for external groups. Members begin' to see other departments.as inferior, as the enemy, and
cooperation with them may decrease. The dilemma for managers is to obtain the advantages

" of in-group feelings without the advantages of intense intergroup conflict. This is accomplished -
in the zone of managed conflici. The right level of conflict ailows organisations to balance the
within-group and between- group forces at 2 satisfactory level.

Much of the work in orgamsatlons has been concemed with horizontal conflict. Honzontal
conflict is the day-to-day preoccupation of most managers. Horizontal relations across
departments are less predictable than verucal relations, and there are fewer rules and
_regulatlons to-prescribe contlict resolution: - : .

Vertical conflict is reflected in relatmnshlps among orgamsatlonal members at dtﬁ'erent
- 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, Ay these
developments becoine the focus of orgamsatmnal research, new approaches and proomsee for -
'managmg vertical COIlﬂlCt will become part of management literature.

155 ORGANISATIONAL "LEARNIN'G AND RENEWAL _

Orgamsatmnal Leammg can be vnewed asa prowss by which dectsmn-mnkers team about
their organisation and the environment in which it operates; this leaming helps them
. cbordinate the firm’s actions and ensure the survival and development of the organisation. .

“Thus organisational learning lies at the heart of the firm's ability to live.in harmony with t.he -
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Urganisational Processes

T

~ birth to change Change is the, child of learning. -

+ leam. An illustration of such an organisation is presented below.

environment over a Tong period of time. Lcarmng is the process whlch undelhcs and gives

But there are orgamsauons and departments which fail to adapt to extemal changes and fail to

Gamma Consultants

" A division of Gamma Consultants, which was providing accounting services to client
orgarisations, had recently Tost 2 number of important clients, There wasjaiteady
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 employes;
the mysteries of discount rates and accounts payable belonged to another. Even the
empioyees who performed the specialised functions did not fully comprehend the
reasons for some of the actions they executed. Much of the office work reflecied the
reasoning of the long terivred office manager whose style did oot include explanatlon of
his directions. ’ :

Like followmg religious rituals whose original significance had been lost in the midst of

history, the office personnel 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 evaluatc and modify their behaviour. Th:e smployees

were threaiened by even minor changes. In such 2 context, the division was going down

steadily in performance and vet all attempts to bring a strategic outlook vj{ere proving to
- be futile. :

It can be noted from the illustrative caselet that rc-adaptatic_m, renewal and revitalisation of an
organisation cannot be taken for granted. These can be achieved only by findling the right
environmental domain, and by communicating a common goal to the organisational

membership, specialising to cope with the environment, coordinating across
departments, and using appropriate approaches for human resources develog
approach to the management of organisations enables organisations to learn,
they comnstantly change and improve themselves.

individuals and
ment. This
which _mcan% that

In India, organisational leaening and renewal has assumed special impomncI

e in recent yeals

due to dramatic changes in the external and internal environment. For instarice, several -
organisations are experiencing competition in the market place for the first time; there are
major technolagical changes iaking place rapidly and the managers are wondering how to
cope with these changes; the changes in the social environment are reflected 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 now hard pressed

to satisfy the growing expectations of the employees. Caviously, there are also organisations
which face just the opposite set of problems: they. have been riding friendly waves and have
grown large over a period of time, bui 2re now confronting the infetnal compléxities
associzted with rapid organisational growth, such as conflicting demands of ifferent interest
groups and organisational values and norms, which are not in tune with pressure for
performance.

Many organisations are buckling down under such changes in the en_vifonm nt because they
are unable to perform at the level required by custormers, employees, financig] institutions, and
other stakeholders. These organisations have to unlearn their old, obsolete approaches and

learn new ways for coping with the external and the internat environment. They have to

develop prosesses to foster a sprit of inquiry, mobilise human resources, and|act on ideas.

15.6 SUMMARY

iTo sum up, we have tried, in this note, to um,llerstand what organisational processes are, and
exanming sume important concepls and emerging trerds in this area. But as Udai Pareek has
stated, the stress o process does not mean underétressing the importance of structure. In fact,
they are two sides of the seme coin. Thus emphasis on process shouvld increase emphasis on
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.structure ‘Instead of thmkmg of structure as the only method to solve orgamsauonal problems,'

the emphasis on process implies that structural changes are considered as a. part of the
dynamics which underli¢ the organisational phenomena. It also means that structure SupporHs
the process, and process work is done to strengthen the structural changes being introduced,
Thus an integration of structure and process is achieved, rather than their hanging independent
of each other under a debate about which of the two is more important. = -

15,7 SELF-ASSESSMENT TEST

1) What is a process? Explain organisational process.
2y Explain the systems approach to the study of organisational processes.
3) Explain the dynamics of power, conflict and Intergroup relations,

4) Describe organisationai learning and renewal.
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. 16.10  Further Readings

16.1 INTRODUCTIO_N

Whethﬁr it is a casnal cafeterla oonversauon or a serious semmar cleliberauon Power emerges
as an important theme in managerial discussions. The person may be talking about
- interpational affairs, industry-level issues, or their individual departments, but we i nd direct
~ and indirect references to the dynainics of power. Abraham Zaleznik says th:il power evokes
strong reactions because it connotes dominance and submission, control and acqunesocnce, ong
man’s will at the expense of another man’s self esteem..... Yet it is power, that’ prowdcs the
basm of thc direction of orgamzatmns and for the attmnment of soc:al goals

Let us consider the exampie of Damodar Valley Corporatmn 1o 1llustrate the\rolc of power in..,
: ‘fmthermg orgarizational elfecuveness

Damodzr Valley Corporauon

S o _ When Mr. P.C. Luther took over as the Chairman of Damodar Valley Corporanon '
' : (DVC) in August, 1980, normlessness had acquired the status of norm in the
organization. Rules were fiouted more than they werz cmbserved Producm-lty was vcry
low and so was the morale of employees

"The prohlems at the Chandrapur School, run by DVC was characteristic of the

- problems in the Corporation. At one time the manager of the power plant who was the
sdministrative head of the school sought asylum in the Chairman’s office as he had
received threats 1o s life and life of his family. members from 500 DVC !ngh school * -
students and the General Secretary of the DVC staff association. The students and the

- staff association had séveral demands including the sanction of posts of additional

* teachers, extension of the school building and better quality of food in the|canteen.

The Chairman visited the-school and addressed the teachers and the students making it
clear that indiscipline of any kind would not be tolerated. The school would be closed
down if such behaviour continued; He imposed a ban on all representations for a period
of 3 months, during which time he’ gave his wdrd that he would make a gcnume attempt

to sort out their gr:evames

- _ ’ - During the following three months. the Chammn w..lted the school- from time o time,”
' .} He found that the inordinate delays int addressing grievances of the teachers and the

_ - students by a powerless and demoralized management had adversely affec’ted al aspecis

- | of the functioning of the schooi. This had infurizted the members of the, sc,hool
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comninity who blocked the functtomng of the school even inore. The school was thus
'caught in a vicious cycle : : : :

. Th:ough intensive cansultatlans with the teachers and the students he found ways of
tackling the genuine grievances. He went beyond the scope of the original demands by
upgrading the school from 10th standard to 12th standard. The funchonmg of the school

- 1mpr0ved dra.mmancally followmg Ihese mlervennons '

"The DVC example hlghhghts how power energizes the crgamzatlo:i and empowers membcrs
to take initiative and contribute to tl:le organization.

162 POWER _VS."=AUTHORITY )

Power is the ability to get things done, to mobilise resources, to get and use whatever it is that
a person nezds for the goals he or-she attempting to meet. Power is an'mtanglble and elusive -
* process in organization, but its effects can be felt For example the following outcomes are
indicators of power in an orgamzation :

Obtaiti a larger increase in budget than other departrnents

Get a hearing before top decision makers

'Obtain the production schedules that are fevourable to one’s deparimem
Get items on the agenda at policy meetings .

Geta da&rable position for a talented subordinate.

he. concept of authonty is related to power but is narrc-wer in seope lt is prescribed by. the

ormal hierarchy and reporting relationships and the power is associated with one’s position.
While organisational power can be exercised in upward, downward, or horizonta! directions in
organisations, formal authority is exercised only i in downward direction along the hierarchy.
’;?:re are three properties that identify authonty :

1) Authority is invested in- orgammtlonal positions, and does not come from personal
characteristics.

2) Authority is voluntanly accepted by subordinates, who comply because thcy percelve “that

_ position holders have a legitimate right to exercise authority

oY Authority flows down the vértical hierarchy, Authority exists along the’ formal chain of *
commanid, and positions at the top of the hierarchy are mvested w1th more formal
authority than positions at the bottom,

These pmpcm&s are illustrated in '_the fol_lowm_g case example. .

An Overworked 'l‘yptsl

In a busy organization, a young MBA studenl domg his summer trammg approaches an
over-worked senior typist and requests him to type out a lengthy project report.

The typist thrusts the report aside and claims that he has no time. Soon afterwards the
departmental head approaches the typlst and’ mak&e a sumlar request. There is mstant
compliance. ‘ :

It must be added, howevcr, the authorlty oo has its constraints, Toda}, we canriot 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
chamgmg, but the organisational relationships themselves are impacted by several external

' forces. For exarnple 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 higrarchy. Among other things, one's expertise, personal qualities, style, access
to key information, and ability to prowde or withhold rewardé determme one’s power ina
given situation. :

163 DIFFERENT FACES OF POWER

It is often obseived that peaple express maxed feelings about power. On the one hand, they —
recognize I:hat power can serve a useful functmn Managers need power in order to lead, and
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Organisational 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'gven go fo the
* extent of arguing that the very existence of power is evil. -

Power is considered to ‘be a Joaded word. According to Rosabeth Kanter; people who have it .
deny it, people who want it do not want to appear o hunger for it; and people who engage in
its machinations do so sgeretly. . '

Thus, power fascinates and repulses people at the same time. It is a double edged sword-
ncgative use of power isaimed at one’s selfish ends and therefore frustrates the rest of the
system, while positive use of power fulfills 2 larger prganisational purpose and provides a
dynamic force for organisational functioning. Exhibit 1 shows the different facets 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 conflict over
_ values or course of action. "

® Ti is.Influence, when B changes course of action without A resorting to eilher a tacit
or overt threat of severe deprivation.

® It is Authority, when A’s command is reasonable, legitimate and prescribed by the
formal hierarchy, ' '

® [t is Force, when A achieves objectives in the fave of B's non-compliance by
eliminating the choice between compliance and non-gompliance.

¢ Iiis Manipulation, when compliance is forthcoming in the absence of recognition
on B’s part as to the source or exact nature of the demand placed by A

Organisational power is anatogous in simple terms (o electrical power. Where the power is
“on” the system-can be productive. Of course, there are hazards associated with its misuse, But .
we cannot overcome the problem by wishing away power because where the power.is “pif”

the system bogs down. ' L

6.4 WHERE DO MANAGERS NEED POWER ?

There are some situations in managerial work life where there is litike need for power. For
example, when managers arg involved individually or in a small group in the pEoccss of

technical problems or creating plans, they face very littie external dependence. [n 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
2 substanitial 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 band,
consider the following situation: a manager has taken charge of a division whose performance
has been slipping becausc of labous problems and low productivity on one sid¢, qnﬂ increased
competition on the other. This manager’s performance depends on his/her ability to work
with and influence the employees, union customers, suppliers, and also perhaps other
constituents like the superior, staff services and peess.

* John Kotter says that very few managers enjoy the luxury of dircetly controlling alt the

resources necessary for doing their jobs. The managers are dependent not oply on their
* subordinates but also on the subordinates of their subordinates for their effectiveness. In

addition, for critical supplies, the managers are dependent on external.sourdes and other
departmental managers. The executives are also dependent on the governmeni,
regulatory bodies and smion officials. Increase in the complexity of the business
enviornment has increased sources of external dependence for managers. The issue
becomes even more difficult to managé, when the managers find that they are dependent
on peopte and things whom they do rnat directly control and who are alsonot
cooperating: As Kolter says, “Power is extremely important in organizations, because the
dependence inherent in managerial jobs is greater than the power of control given to the
people in those jobs. Power dynamics, under these circumstances, sre inevitable and are
nceded to make organisations function well.”

186




165 SOURCESOF POWER — R - T P, ol and Aty

We wr]l now, examine the sources of power a drﬂ'erent levels of the orgamsat:ou We can-
broadly identify three levels in any organisation. : i

~ At the top level individuals have overall responsibilities for the organmauon They control the
distribution of resouirces that others in the system value.. .

The lower level participants live or work in a system whose mission has been determined by
_athers, whose structures are developed by others, and where the dtstributron of resources is
eontrolled by others. ’ :

The mlddle level participants are expected to be respon.s:ve 10 two Or more posmoﬁs whxeh be -
 in conflict with one another, ‘

Individuals may be powerful or powerlm in all the three levels of the organumuon
Trrespective of the formal authority it is often observed that theré can ‘be persons who may be -
. in the so-called powerful positions but feel powerless to influence their own coridition or

condition of the organisation, and persons may be in so-called powerless position and yet feel
powerful. Power is thus the abllrty to recognize and realize the: potennal of whatever position
“we are in.

Power Sources for upper management
Let us oonsider the following case-example.

: State Enstitute of Publlc Administration

A training Institute in a north Indian. cny was already in thc process-of decline when 1t | B S
was struck by a calamity in the form of floods. The floods wiped out half of its physical ' : '
structure. At this time a senior administrater took charge as the Director of the Institute.

. Some of the steps undertaken by him i in turning around this Instltute were as follows:

& He contacled various departments of the Government and brought nnportant ofﬁcrals‘ -
- to the campus to get them commttted to the vanous tasks. -

e The Prime Minister’s (PM) v151t to the campus to- assess the damage caused by the .
~ floods was fully exploited by the Director to show the staff and other Government
officials that what he was undertakmg was an 1mportant activity.

® He met the Chief Secretary and the Chief Minister (CM) frequently to obtain their - | '
support for his activities. Their support enabled him to raise financial resources for - | -
rebulldmg the Institute. - '

® The PM was called again to mauguratc the new bulldmg by persuadmg the CM to.
write to the PM. The PM’s visit enabled the Director to get ooopcratton from the
 different Government departments Y

‘® He improved the exlsnng progranmes quanntatwely and quahtatwely through active -
oonsultatlons with the members of the academic group.

* He 1mproved the climate in the Institute by emphasmng the' norms of punctualrty,
regularity and participation of lower level staff:

# He strengthened different committees for research, pubhcatlon, hbrary and
development of trammg materials etc. : .

® ‘He obtained funding and initiated autonomous centres for management-studm, urban
development studies and rural developrient studies.

It is evident from the case example that the power of the Dlrector ﬂowed from his central
position in the organization, his ability to focus and channelize the energies of the organisation
by clearly identifying the organisational mission, and mobilizing. necessary resources through
development of network, with powerful actors in the organisation’s extérnal environment. To™’
generalize, we can say that the power of upper management comes from the following sources.

1)' Formal position : The top management is given a great deal of responsibility, henice : -
authority is also great. Other organisational. members generally accept the legmmate nght C v
_ of the top managers to set goals, make decrsrons and direct activities. * . R '
+2)- Control of resources : The top managers control the allocation of financial and physrca[ SRS ST I
' resources. The-resources can also-be used to reward and punish, which are also sources of ' : Co : '
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power. Lower level participants depend on the top managers for budget allocations to
perform their tasks. . ’ o T o
_ 3) Control of decision premises ; Top managers make big decisions which ;f:rrovidc.the
framework for decisions made at the lower levels. For example, top management decides
 which goal the organisation will try to achieve and lawer level participants then decide
how the goal is to be reached: Top managers also control organisational ajenda through
control of information and selection of the issues for consideration. L :

" Qrganisational Processes

o

" An even more subtle exercise of power for top managers m'achieved'mnou:.gh the contral
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 maaagers are in the centre of an information network, and
" goir gower by being well informed, having acoess 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 be in a position to wield substantial
Power Sources for middle managers =~ : . : : o
In many of our orgamsations, middle managers feel that they do not have sufficient power and-
latitude to perform their jobs wéll, Consider the following examnple. P

State Public Sector Organisation

In 2 large state public sector organisation, the middle managersloonfessed !:hat they fett
powerless and their ‘will to manage’ had hit the rock bettom because of m;veral Teasons.
Firstly, there was no continuity of lcadership at the top and-so the managers experienced o .
no influerice or rapport with the top management. Secondly, they had to depend on the :
bureaucracy at the State Government léve! for several policy decisions. According to the o
mianagers, the ministry was insensitive o their needs and kept several critizal matters . o
unresolved. Thirdly, the mapagerial promotions within the organisation were based on. o ‘
seniority and minority considerations and there were no incentives for performance and
excellence. Finally, the union was highly militant and even minor changes in e
organisational systems were not possible. S :

" Rosébeth Kanter has examined the issues of power and powerlessness at middle management

level and has shown that certain organisational design factors influence the amount of power.
. These factors are listed in Extibit 2. : _— :

to Pciiw_er 7_

- Exhibit 2 : Ways in Which Design Factors Contribute
-  Design factor : . Generates Power Generates Power. -
s : Whien Factor is ~ Lessness/When Factor is .
Task Activities
Rules, precedents, and established routines S :
in, the job o - few L mamy
. _ . . ‘
Task variety/flexibility : ~ high low :
Rewards for unusual .. mamy - - few’
performance/innovation o .
Appro\_;als needed f&_;r non routine decisions few .. _ many :
1 Relation of tasks to current probllcm.areas central 3 pc_ripheli'al
Network Iritei'a;:tioris: - : B ' - T
|| Physical locaﬁ_on _ o _' . central - - distant | . '
Publicity about job activities/contact with  high Tow |
senior officials -~ - - '
Participation in pfogramme, conferences ~ high - low
meetings - :
Participation in broblem solving - ' “high S low
task forces o o o O
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As shown in Exhlblt 2 powcr is the result of both tHsk actwltm and network mterax:tlons
Mlddle managers feel powerful ’

o when they are 1nvolved wnth somi¢ nont routine work, L
®  when their Jobs pertain to pressing organisational problems, and their contnbutmns are
seen as relevant to the-organisational requirements,
~® when their jobs involve contact with high level people and bring visibility and recogmll{m
© 1o employees, i
® when there are opportunities for developmg peer networks both inside and outsuie the °
organisation, .
" @ when there are opportumtles to get out of farrow fr.mctlonal specnallzanon and develop
broad general management orientation, and,
. ® when the members are encouraged to attend professmnal meetings, programines,
conferences etc. thereby|i 1ncreas1ng their visibility and stature.

Power Sources for Lower Level Participants

Though it is generaily true that positions at the bottom of the orgamz.anon have less power

than positions at higher levels it i$ not uncommon to find some people at lower levels having

power disproporticnate to thelr positions. These. individuals obtain povwer from sevcral SOurces
as indicated in Exhlblt 3 : -

- . Exhibit 3_—_,Pn_\l_ver Sources. at Lower Levels
Personal Sources \ _' ' ~ Position Sources
Expertise : .. Physicat Location "
Effort ' i - Information Flow :
Persuasion o Access
Manipulation

As presented in-Exhibit 3, lower level participants are able ta'influence decisions when they.
become knowledgeable ahou! certain activities. In other words, their power arises from their
gxpemse undejstanding, and fogic rather than their authority or position. Accurpulation of
power is also associated with the amount of effort and interest displayed by-these
organisationa] members. Every organisation has influential individuals at lower levels whose
power can be traced to their|initiative and persistence. As noted earlier, power also flows from
persuasion which is a direct method of influencing higlier management, and mampulauon
where the true objectives for usmg influence is concealed.

When the employees have ccmral- physical locatio_ns, such as being the secretary to the top
gxecutives, they become part of interaction networks and visible to key people. Exposure to'
powerful people and the development of refationship with them provide important bases of
power, One can recall examples of several individuals in our political circles, who have built
their power base throngh the use of access to powerful individuals.

Power opportumtles and Iow power patterns at the top, mlddle and bottom

As indicated in Exhibit 4, there is poténtial for contributing to the organization through the use .

* pf positive powcr, whether aln individual is at the top, middle or botiem of an orgamzatlon
i - : .

Exhibit 4 - Power dpporlunities_and Low Power patterns at Different Levels

Position Power Opportunities- ' * Low Power Patierns

Top Focusing and channeling the energy Understructurmg ar overslructurmg '
of the Org; mlzatlonal system : '

Bottom - Enriching|the system s visions and  Being stuck on cither paruapanon .
© structures and shaping, modifying  oror rebellion
changing its visions and structures

Middle o lnﬂuencinL’ the Top/Bottom Being stuck-up, being stuck-down q}-
" communication and interaction . being stuck-in-the middle.
patterns | - - :
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Oiganisalinnal Pmeesses

~ dissipated when the top fanagers make. organisation over-structured by resisting changés even :
* members, or rigidly adhering to the rules and procedures when such adherence is not in the

" by allowing the system fo exist in a diffused and unfocused condition and thereby allowing - o

 Compliance, Identification and infernalization

‘Sources of " Processof Rednimmeni in terms of l|$'s lﬁgly behavieur |
Power Power A’s behaviour I . o
Reward - : Com'plianoe_ * Must have surveillunce over B Wauts to gein favoutable ;|
coercior . \ s : zeaction and avoid a punishing
o _ : : _ : ope from A S
Charisma . Identification . Musthavesalienceandbein  Findsaself-setisfylog -
Atmctivenes—1 the forefrontof -~ relationship with A Wanls o
 P's awareness maintain this -
_ : L o relasionship *
| Expertise _-.—-_— Internalization - . Must have relevance . Goesalougmth A because of
legitimacy—..— - . toB's needs .- : - poasistency with internal
aedibility——d : ) - yalues, Lol

v

As top managers, mdividuals are effecuve when they can focus the energies of the

organisational members and creste structures which are enabling of others. This power. is

when the existing visions and structures do riot capture the energies of the organisational
system’s best interest. Under-structunng involves dissipation of the energy of the organisation

sensé of drift to set in.

At Jower levels, craployees enrich the organisation's vision and structires 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 fhe.communication: and interaction patterns

“between the top and-thé botiom and by being responsive to both groups, while at the same-

time being independent from them, It is only through responsiveness and independence that

“the group can maintain its own perspective on what ihe organisation is and what it needs. This |

power is dissipated when the group is cither consistently aligned withithe top of with the S

" 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: Ih such a case the group ~

 loses its ability to stand back and make its own assessment of what the ofganisation needs and
* take appropriate steps. : ' ' ' E

Kelman presents an overall contingency model of power, Exhibit 5 shows such a model.

Extibit § — & Contingency Model of Power

Power : Abillcy of A to.cauis B to change ourse of action

- According to the model, power es:rok'm compliance, identification ot internalizition dépe'nding

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 frony the manager, as in compliance, but because it is self-

satisfying to do 5o, 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 internalize because of compatibility with their value structure. Infernalization
evokes commitment which represents a strong motivation on the patt 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 imeact.

Harizontal Power _ o : .
Horizontal power pert};ins to rel_atibnshi’ps" across depar&n'enis. It is difficuit to measure

", because power differénces are not defined on. the organisational chart. Consider the following.

case example.

) Hindustan lnsuran_ce'co'rpo'mﬁd“ '

Prior io the estabiishmeni of the technical depan;rheni, the fire départment was solely in :
charge of issuing policies and deciding premium rates at Hindustan Insurance o
1. Corporation (HIC).' 'I‘]_1e' technical-department was established when the insurance - -



busingss became very compctmvc In light of the advancements in techoology, industrial
safety had also become 4 technical job.

Officials at the technical department were s00n at the centre of the organisations
processes, Other sections depended on them for information, technical advice atid
clarifications. This section had the skills required for solving the difficult technical
probiems facing the company. The clients interacted only with the members of the

~techmical department, who were able to give thern appropriate advice on tachmcal
matiers znd thereby reduce their premium rafes,

However In order to provide best and efficiént service to the clients, the copperation
between the fire and technical depertments was necessary. In cowise of time, the fire
department siopped consulting the technical deparineni and started issuing policies and
chasging premiurm rates based on thelr own calcolations, Soon complaints siarted
ponring in from chents that the company was charging different rates of premivm for
similar nsks

Ti is obvious from the HEC case that the deparipients involved with more critical issues and
activities both inside and ouwide the organization end to acquirs greater power. The
departiental activities become important when they remove problems that have straiegic
value for the organisation. The techuical department became more poverful becauss it could
address the complexities of the emyrgmg business.

Pretier and Salancik defis siategic contingencies as those events and activities that are
exssentend for atiaining organisations] goals, Their bndings indicats that the power of the .
depertment arises from the charscierisics hsicd ir Exhibxt. 6.

Erniibit & - Strategle Coniinpencies fret Comtributc to Deparisentd Power

j Df[‘e“d‘-’-ﬂﬂ"-—-..‘_____

Finascizl Resmmmih___—_\____'
o —— e,
) ——t 3
Ceitzalizyl. i w. Dopartieent Power
Substittabifiy """ ; -'-—“"

Cops with Um:my/

Depondense : The power of 1 given department is related io the dependence of other
departments for materials, information, and resources on this depariment. The number and
strengih of dependence are also important. When 2 farge number of departments must coms o
& given department for help or service requitements, it scquires a strong power position.
fL.iewise a deparinent that has bigh mmndtmm is s 2 low power position,

In HIC, the techuica! department soquived groster power because the officials of this
depiarimeent had contrel over a sirstegic contingency. They hiad the expertise 1o solve the
pressing techeicad probiems of e dey.

Finaucial Resonrces : Departeents which onsure the inflow of monsy or those which
supevvise the budset allecation or the releass of funds buve greater puwer Decause t.hwe
de;,artmams conteol & critics! resoutce thal thy vmer departnents want.

Cemtrality : Centrality reflecis the deportment’s role {n the primssy activity of the organization.
1t i asscoiated with power becruse it reflects the contribution tsde o the organisation.

%Eéahsﬁituﬂaﬁn’ﬁ@ : Sulistitumbﬂisy decresses power. If sn organisstion has alterastive sburcss of
skilk and information, the department’s power will be 1ass. For example availability of
comgulisnts as substitates for staff exporis reduoes the power of siaff groups.

Coping with macertainty : Departments which help the organisation cope with unceriaimy
assecizted with changes ia the environment will increase their power, For example a
guvernment Haizon depariment which can ensure that this organisation’s proposals are rapidly
cicared throngh the comidons of the government bureaucracy gaios in power and prestige
becanss it has rednced 2 critical uncertiainty. - _
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P 'OIrglni_saﬁnnal Processes

16.6 POLITICAL PROCESSES IN ORGANISATIONS

_ While power 15 the avhilable_ force or potential for achmvmg desired ontcdmes, politics refers
to the actual behaviour used to influence decisions in order 1o achieve those outcomes. There
. are two ways in which politics is viewed. o the first view, politics is seen as self-serving

behaviour involving activities that are not sanctioned by the organisation. In this definition,

. politics involves deception end dishonesty for purposes of individual self interest: This -

perspective of politics is widely held, have & negative view of politics, aad behevc that pohncs
will more often hurt than help the organisation achieve its goal.& '

; The sccond view: sees pﬁlmcs asa natural orgamsanonal process for resolving differences

fmong organisational interest groups, It involves bargaining, hegotiation, coalition-building to
overcome conflicts and differences of opinions. For certain isstes, a political rather than a

- Tational decision process is needed-to muyster support for orgamsatmnal actions as i]lusu'ated by i

the following case example.

A Govemmeni Devehpment Agency

® A'new administrator of \1 government agency wished to initiate sore new developmemal
programmes to reflect the priorities of the organisation. He knew that the proposed
programmes wouId encounter passive resistance from the orgamsauonal 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 administrator’s persistence; paid dividends in
terms of achieving their whole-hearted support for the new thrust areasl -

® He involved his senior colleagues actively in planning and monitoring the programmes. '
_ Through their involvemenit, he was able to obtain their coopemtlon and contribution,

® He held a series of meetings at different levels in the organisation to cxplam the purpose nf :
the new programmes. Training workshops were organised to discuss thc key factors for
success and how these could be strengthened. -

® He talked on an informal basis with a number of key emplcyws thereby building a
coalition in favour of the programmes. At the same time he used kis foimal authority to
isolate the individuals who were blocking the change. The preparation for the mtroductlon
of new programmes took almost one year, but when they were mtroduoed the
mplementauou was smooth and eﬁ'ecuve

We can, therefore, define organmatmnal polmns as involving those activities to aoqmre

" develop, and use power and other resources to obtain one’s preferred outcome when. there is

uncertainty or disagrecroent about choices. In other words, politics is the use of power to get
things accomplished; good as well as bad Unwtmnty and conflict are natjral and mevmlble,
and politics is the mechanisin for reaching agreement,

A number of management researchers like Robert Miles, Dubrm, and Jay! have examined the
: polmcal strategies used by managérs in organisation. A strategy may be appropnate in one

situation but not in anather. Exhibit 7 presents some of the common pohtlt:al strategics used
by managers. The list is self-explanutory

. Exhibit 7 . :
Politlml Slmteglau Used to Acquire and Ke@ Power in Organisations
® Maintain alliances with powerful people
3 Amaprumnventwnmﬁ-omthenghtpwplubyloohnggoodonmpommt
® Do other people favoxirs wuh :mphm message lhat they owe somethmg in return
¢ Create a sponsor protege relauonshlp '
¢ Commit the uncommitted B
@ Develop winning coalitions™ -
® Employ tradeoff .
@ Control the generation and dissernination of information
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@ Divide and rule
® Take counsel mth caution

_® Exhibit confidence

. Develap expertise

.| @ Build personat stature S

~ ® Develop and ljsedmmsuj:poﬂ your poiat of view’

® Withdraw from petty disputes _ x '

¢ Make youi' activities central and non-subétitmable

® Wait for a crisis to pish the change ideas

[ ® Do not ruffie feathers. Avoid decisive engagements

® Gain cooperaticn and trust of others '

~® Progress one step al a time instead of trying to push & whole major change

16,7 RATIONAL VERSUS POLITICAL MODELS OF
~ ORGANISATIONS

The rational model of orgaﬁisation assumes that brganisations have specific goals, and that

" problems can be logically solved. The other view is based upon a power and political model of _

organisation. The goals of an organisation are not specific or agreed upon. The different sub-
units of an crgarisation have different values, priorities and interests, and conflicts are
inevitable. Decisions are made o the basis of power and political influenice. Bargaining,
negotirtion, persuasion, and coalition-building décide outcomes. . :

As Exhibit 8 llustrates neither the rational model nor the political model characterizes an
organisation fully, but eack will be vhserved some of the time. The rational model applies best
> organisations in stable environments with well-understogd technologies. But under .
conditions of uncertainty, disagreement, and poor information, the pokitical model is an
important mechanism for reaching decision. Understanding sources of power and how.to use
politics constructively to achieve outcomes for the organisation is a requirement for effective
management. ; _ - ' ' )

RaummIVamuPolitMModdsomrmm o
Organizational Rational Model Political Model
T Characteristic - : L ‘
Goals, Preferences  Consisteric across Inconsistent, pluralistic, within
o ~ participants the organisation
Power and Contrel - Centralized - Decentralized, shifting coalitions
_ _ and interes: groups . '
Decision Process  Orderly, logicat, Disorderly, characterized by push
Rules and Norms ~ Nomms of - Free play of market forces,
optimization + conflict is fegitimate and
Information .Extensive, systematic, Ambiguous, information nsed -
agcuraie and withheld strategically
Beliefs about couse-  Known, 4t least to Disagreements about
effect relationships " a probebility estimate canses and effects
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Organisational Processes

" The work gets done in organisations when employees feel powerful to a.ct

Decision " Based on ouwome

maximizing choice

Ideology Ef'iciency:and
C ’ . winners and losers

- 1'6.8 SUMMARY

To sum up, power prow:lw the basis for the dJrectlon ot orgamsatlons and fol' the attainment

* of social goals. It is important for managerial performance and organisational effectiveness. It
. 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 assumption is clearly inaccurate, In fact, one of

_ the main functions of experimenting with distribution of power is to enlarge the availabie

volume of power—the volume of power that is available not only to certain levels but to all -

e organizational members.

Organisational power can grow in: part by bemg shared. Sharing power is obviously different
from giving or throwing it away. The concerned managers have to create control systéms o
ensure that institutional goals are achieved. It should also be noted that a leader does not
decrease his personal power by emipowering others; instead he increases it, especially if the
whole organisation performs betier. The total amount of power is, therefore, telated to the

- total system effoctwcnw So when more people feel powerful, more & accomplished.

tribote and deal
with issues on their merits or lack of merits Employees realise their own and prganisational
potential when they feel free to stretch their contributions to their joint ca ,tles. It is vitally

" important that employees experience a sense of power, o as to relcase the vast human

potemal that otherwise remains dormant and unutilised in organisations.

169 .SELF-AS-SESSM:ENT TEST

1) Esplain the contrast anid similarities of Power vs Authority:

2) Describe different faces of power and explain why managers nced power.

. 3) What are the sources of power? Describe them with examples,

4)° Explam pollucal prm in orgamsauons
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UNIT 17 INTEGRATION AND CONTROL

Ohjectives
From fius unit, one has to understand:

¢ Meaning of Integration
¢ Dieaning of Control and
& Their necessity in an organisation.

Structure

17.1  Introduction

17.2 . Uaderstanding Conflict

173 Positive and Negative Aspects of Conflict
174 The Integration Model

17.5  Siteps to Integration

17.6  The case of Achieving Intcgmtmn betweer R & D marketmg
177 Organisational Control '

178  Major Control Strategies

179  Contiagency Control Model

17.16  Supervisory Control Strategies

17.11  Self-Assessment Test

17.12 Further Readings

17.1 INTRODUCTION

Conflict and Integration as sociai phenomena have been with us since the

The inherent presence of conflict at alt levels of human interaction has generated intense’
intersst in and wide-ranging research into its nature, contexts and management. At a

microscopic level, intra-psychic conflict, human endeavour and- the realisatio
potential are challenged by the forces of conflict. At a macroscopic tevél, inte

of personal

the very survival of life on earth is subject to the negotiating skifls of world lenders. Conflict

#nd Iniggration are significant topics for study.

Most of us experience ambivalenca towards conflict. We heve shared exhilar

ting moments

with others when we have confronted a conflict, worked ardvously tqward it3 resolution, and
emerged from our task having learned, grown, and shared a piece of our humanity. We have

also experienced conilict as an immobilizing, demotivating, and alienating fo

which has

driven us away from the contexts in which the conflict occurred. It is, therefore, not surprisiag
that conflict as a topic for resesrch has been broadly invesugated by diverse disciplines, and

 integration a3 an approach to conflict management runs through the conflict
major theme.

iterature as a

imming of time,

rnational conflict,

17.2 UNDERSTANDING CONFLICT

IMany authors writing about conflict define the phenomenon according to the

ir particidar

perspectives. The definition given by Deutsch captures the breadth of the concept

“A conflict exists whenever incompatible activities occur. The incompatibie ;
originate in ofie Person, in one group, in oue nation... or they may reflect in

1005 may

patl"b}c acticns-

of two or more persons, groups, or naticns.... A conflict may.arise from differgnces in
information or belief... It may oocur as a result of scarcity of some resources such as money,
time, space, position... or it may reflect rivalry in which one persca tries to outdo or undo the

other,”

Katz and Kakn define conflict more simply : “I'wo sysiems (persons, groups,
nations) are in conflict when they imteract directly in such 4 way that the acti
1o prevent or compel some ontoome against (e registance of the other . Co
direct resistance as well as a direct sttempt at influence or mjury
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Finally, Follett’s definition most simply captures conflict as “The appearance of difference,
difference of opinions, of interests.” Follett's definition assumes the presence of friction
between the opposing parties, which lends energy and investment to the interaction; once
differences are experienced as friction-producing, they are transformed into an experience of
conflict. Follett looks at integration as an orientation toward conflict management, an attitnde
toward the potential for cooperation inherent in conflict sitisations.

Coaflict as a manifest or potential phenomenon is present everywhere. Conflict in its most
sumple definition—the appearance of differences—is a reflection of the presence of diversity in
human interaction. To Follett, “the fear of difference i5 dread of life itself”, Couflict is an
inbierent part of the richness of life, :

The pervasiveness of conflict in human life is well described by Katz and Kahn : “The fact of
conflict-—of being somehow involved with opposing forces—murst surely be among the most
common of human experiences. We recognize conflict in the oppositicn of wishes within
ourselves, in the clashes berween others whom we cbserve, and in the struggles against those
we ourselves oppose. And, according te our temperament and experience, we seek it or avoid
it, fear it or enjoy it, call it sickness or call it life.” - :

Conflict is ubiquitous in organisations. Perrow asks and then auswers the question, why is
there so much conflict in erganisations? “One answer is obvious enough : there is a never-
ending struggle for values that are dear to patticipanis—security, power, survival, discretion,
and autonomy—and a host of rewards. Because organisations o not consist of people sharing
the same goals, since the members bring with them all sorts of needs and interests, and because
control is far from complete, people. will struggle for these kind of valyes.”

That conflict exists and persists 15 not open to question. More debatable is the issue of conflict
as a constructive or destructive forcs.

17.3 POSITIVE AND NEGATIVE ASPECTS
OF CONFLICT

It has been said that without conflict, there is no learning. Conflict prevents stagnation and
stimulates interest and coriosity; conflict is the medium through which problems can be aired
and solutions arrived at. It is the root of persopal and social change. Features of productive
conflict resolution are likely to be similar, at the individual level, to the processes involved in
creative thinking; at the social level, they are likely to be similar to the processes involved in

© co-operative group problem-solving. The absence of conflict in groups can lead to. “group-
think™, a form of social conformity which may havelserious social consequences.

That conflict is socially usefu] is supported by the majority of conflict theorists, Coser has
found that the closer the group, the more inteuse the conflict: Groups or relationships that
originzte in caring give rise to a host of socially functional forces, and conflict is often an
essential medium in forming these forces. Conflict mobitizes energies, develops identity,
clarifies options, can secure social comimitments, 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 cunflict
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
to a desire to beat an opponent; we are much more orented 1o waging conflict than to
discovering and inventing constructive solutions to conflict, '

The destructive potential of conflict is widely recognized. Too much conllict can lead to strong
negative feelings, blindness to interdependencies, or uncontrolled escalation or aggressive
action and counteraction. In organisations, it can demotivate, lead to suboptimurm
effectiveness, create coslly manpower turnover, and viciate the climate. Equilibrium at all
levels of social structures, from friendship to international cooperation, is threatened when )
conflict is out of control or ineffectivély handled.

Contlict per se is neither gaod nor bad; its oonseduenoes, 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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174 THE INTEGRATION MODEL

Folleit celineates three primary methods for dealing with conflict. The first of these is -
dnmination, which provides for the victory of one side over {he other. It is the easiest in the
shors Tun {reguires litile time or energy expenditure), but is usually noi suecessful in the long run.
“The igsues leading to the original conilict will usually resurface later under the domination mode.

The seoe nd method is compromuisé, which is 4 common way to settle controversy. In
comipramise, 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 resurface again later, as
witk dom ination. ' : '

The thirg way of resolving conflict s integeaiion. Folleti used the term integration a5 & very
broad comstruct, as an orienting principle to a wide range of human secial experiences. The use
of integration in conflict is smply cae arena in which the idea can be properly applied.

Integration is a dialectical process. Both parties speak to their needs, desires, and visions. As
clarity emerges around the issues of both sides, creative inventiveness is used to seok an
ariginal, igher-order synthesis. Tha integration process supporis and encouragss diversity;
indeed, Follett asserts ihe need for both sides to be highly “self-interestad”, for without this

" charscteriztic there will be insufficient data put forward to enable both parties fo find a

ereative solution.

Integration avoids a “wo alternative” polar mentality {fe.g. 2 win-lose attitude). According to
Follsty, “therc are always mote than two aliernatives in a situation, and our jobb is to analyzs
the situation carefully enough for a5 many as possible 1o appear.” Diversily is united, the
integrity of both parties is protected, snd creative probierm solving is advanced, these benefits
accrue 1o the parties in coaflict as well a5, in s ripple effect, io society in general. An
integrative experience is always a progressive expexizace, ie. it moves us forward,

Follett’s values fosier 3 wion of what is geod for saciety and goed for the individuzl. Ske

respects the present 25 well as the future. She wriies, “Integration means thres things : you and
T both gei whal we wand, the wiiole sitnation moves forward, and the pracess ofien has
conamunity value. [ 30 not therefore think that my pariicipation is any social provess shonla
be one of self-sacrifice, but one of self-contribuation.”

Fallett does not suggest that insegraiion as a method for conflict resolution is slways possiple.

- According 1o ber, “Mot all differences can be integraicd. That we mmust face fully, but it is
* certain that there ats fewer irreconciliable antivities that we at present think, aithough it often

takes ingeauity, £ creative uielligence, to find integration.”

But, she noiss that many pedple find it easior (o Bght Can 1o work constructively ioward
conflict solutions. “New many people do noi He the effort of wsing thelr intelligence; they
fight bevauss i is casier, The thinking out of 2 solution by which (e interests of both sides

shall be saiisfied means sometimes long and srdwous tabour, That is often the reasos of

couflict, that it i8 the Yine of lesst resistance {c fight.”

Integrative thinking is, It essencs, a dialectical process. Frestfield, quoted in Dresing, states, T
thinl we may well conceive of the process by whick nderstanding of haan wholes is
advanced as & kind of dislectic of viewypoing, & diatogne of ciuaracterizations. “This”, boi on '
the other hand “that”, is the onderly swiag of the wind toward tiuth.” ’

The use of diafectical analysis in conflict situations 13 described by Lonrenco and Glidewsll;
“The dialeciic is concemed with opposition, contrast, and coniradictice. Tt has had a diversiny
of usage from Plato, through the Middle Ages to Fichie and is more corrnonly knowa 28

“employed by Hegel and Masx. [n the sociai sciences, The dialectical madition... views confligte- -

withia ap individual, belween individuals, or between societies and nations—es inevitable. The
dialectic is Seen as & ssqpence; the parties to such conflict relate as thesis and antithesis and
tesolve into the form of synihesis, whick aot oy subsumes aspects of both thesis and

 antithests but creales new patterns of structurss.... synthesis, therefore, refers to the ordering of

paris to forn: a res whole”,

Consistent with Follett’s ideas, then “ike wotion of synthesis faus entails o crestivity which is
contingent upon seine perceptual, conceptual, or empirical reorganization by boih sides.” in
spirit and i method, dialsctical synthesis is analogore to iniegration.
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175 STERS 10 IN_TEGRATION'_-_-"[

. According o Follen “the problem before us is ong of dlscovenng a lechmque for umfymg
. -Bhe identifies six obstaclm to mtegrauon S D

153 Intcgranon reguires a high order of intelligence, keen perception, and discrimination, and -
most of all a brilliant inventiveness. Often, it is easier to fight. Many people prefér to
CﬁthlZB others rather than work to come up with a creative sofution.

2 Our, way of Ilfe has habituated-many of us to enjoy dommation Integration is too time—
there are “no thrills”. The need for “thrills” may mark a “wm-lose” mentality. Sometimes,
even defeat is more interesting than mtegranon :

3) Intellectual agreement-—*“theorizing” over an l.Ssue-—dOES not alone bring full mtegranon
although we often view this process as effective for resotving confliet; it doesn’t take us far
eoough, .

4) The language we use with others ‘may arouse antﬁgc')niems'and' hence escalate conflict.
5) The whole emotiona fietd of human intercourse must be taken into account, parllcu]arly

the undue influence of leaders. We arc manipulated by the unscrupulous and the -
suggestibility of the crowd. The field may interfere with cieative conflict resolution.

6} We are not trained for integration. We are socialized by such experiences as debate. clubs,
we have not learned the art of cooperative thinking, People often come to the bargalmng
table with preconceived ideas of what they want—self i interest, dogmatism, prejudice,
rigidity. We need to respect others’ views and o, own, “Mushy” ‘people are no better
than stubborn people. .

Follett suggests several bases of i integration. They are grounded ina proccss based on a “win-
win” orientation. _

1) The ﬁrst step in integration is to“bting ail differences inlo the open. We cannot hopeto
integrate our differences, unless-we know what they are. The opposite of this is evasion or
suppression, Whenever you have a “fight-set” you are in danger of obscurities,
consciously or unconsciously. Both sides must desire agreement.

2}  Evaluation of the above often leads to revaluaiion. We may not estimate now much
something means to us until it comes into conflict with another’s desire. Many conflicts

'+ could be prevented from ending disastrously by gefting the desires of each side into one
field of vision where they could be viewed together and compared. :

3} ' Find the significant rather than the dramatic features of a controversy The most obv'.ous
views in a situation are not always those which are most indicative of the real issues
- involved. Break up demands inio their oonsutuent pans, break up wholes Examme
: symbols. : :

Foliett’s views arc echoed in the work of subsequent theonsbs who, from their own
perspectives, often discover her wisdom in disparate disciplinary pursuits, As 4 specific case,

we shall now examine how compaies achieve a high degree of mtcgratlon between R&D and -
Marketing. It is based on a- study of 167 high-technology oompames by Gupta, Raj and
Wﬂaman e

T e

176 THE 'CASE OF ACHIEVING'INTEGR’ATION
__ BETWEEN R&D AND MARKETING

' Bm}dung an mtegrated R&D Markctmg eﬂ"on. is a-difficult and demandmg task. Numerous
problems arise in the process of mixing creativity with the reality of the market. For instance,
there is R&D’s notion that no one from the outside should-direct their efforts, that. “managing .
innovation” often means snfhng creativity, and that R&D cannot be programmed, On the
" other hiand, Marketing may feel that R&D should be able to “create on demand”. Moreover, a
Marketing group often belngve_s that only they can understand the “real needs™ of the market:

In light of such attitudes, what can management do to achieve a high degree of integration
between R&D and Marketing? It was foind that four factors separaied the hlgh—mtegranon
. compamm fmm thc 1ow-mtegrauon ones ; R :
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. A) R&D-Marketing Relations : The quallty of the relationship exnstmg

" B) Organisational Structure ; The research indicates that the o‘rganimid_ i

_Increased Participation : It_ was found that high-integraticn firms enco

‘e quality of R&D-Marketing relations
Organisational Structure

Senior mauagémcnt attitudes

Methods used to erganise new product activity '

and Marketing groups bad the greatest impact on the degree of integration hleved bya -
company, .

Give-and-Take Relationship : It was found that in h-gh—mtegratlon companies there was a
high level of give-and-take between the R&D and Marleting. groups. Various trade offs such.
as cost, design and product features, for example, were weighed in an effort to ascertain if
there was a commnion undcrs‘tandmg of important issues.

As one Markctmg Manager stated :

. “We try to understand the pulse of (be technical p‘eoplé in meetings. At the sametime,
“we have to make certain that they understand our needs and concerns We except
‘honest, frank discussions with the R&D people and ihey knuw that's how we operate.

. This’ give-and-inke attitude hclps build trust and selve problems. Asa result, the high-
" integration companies, both groups felt frec to disagree and discuss opposing viewpoints. In

low:integration companies, R&D perceived Marketing’s inpuit as lacking credibility. It was

" also found that in high-integeation companies; more marke rting managess had a technical
* background, they were more eager to substantiate their claims with hard data, and a larger

number of R&D Managers had exposure to business courses.

Early Involvemenl In high-integration companies, a conscious effort was made to mvolve _
‘both R&D and Marketing from the carliest stages of the new product development process. A
Marketing Manager stated that, “R&D is brought in during the earliest stages of the product
conception. We start off with a “Position paper’ of where we are and where we want to £0.
This helps us communicate with R&. > about proposed new product opportumtl&s »

Conflict Resolution : In high- mtegrauon companies, R&D—Ma:ketmg confhcts were resolveq

~_sooner and at lower organizational levels. The senior management of high-imegration ﬁrms

were seldom involved in these conflicts.

design of high-

imegmtion firms differed from the low-integration companies in the following four respects.

Clan(y of Roles : In hlgh-mtegratmn companies, the responsibilities of the Managers were
clearly articulated via policies, new product development procedures, and ]ob descriptions,
without making them too structured. As one R&D Manager noted, “clear policies and
procedures help us know what is expected. They remiove much of the ambiguity and stress”.
Thus, the high-integration firms “formalize” the need for R&D-Marketing integration in their
new product planaing and development process.

Decentralized Dec:snm-Makmg High-integration compames were chara nzed by a high
degree of decentralization, where Manzgers were delegated authority t ma important '

_ decisions. On the other hand, 2 R&D Manager from a low-integration company said, “we are

50 tightly controlled that we have to get approval from our bosses to do an;
Marketing people face the same constraints: So, when we need to make a
have t0 get the approval of our bosses and sometimes even the Corporate Product Review

Committee. Sometimes the bosses will make changes we don’t want or even. worse they will

© sit on it for weeks while we are gmldlng our teeth for some action.”

participation at
all levels within R&D and Marketing regarding new product development. The increased '
involvement, along with the power to make decisions, helped create a climat that resulted in
hlgh creativity.

Physical Prnxirmty “Out.of slght out of mmd” This phrase characterized the low
integration companies, where R&D) people were usually far.apart from their '\/[arkenng
counterparts. Proximity facilitates communication, creates understanding and trust, and can-
reduce product development time. As one marketing manager remarked: “It’s a lot easier
working with R & D when lhelr key people are rcad:ly aczessible.”

210



C) Support from Senior Management : The research findmgs mdlw.te that semor _
management plays a crucial role in creatmg a climate and culture oonducwe to ¢ collaborative
Ré&D-Marketing effort. '

Promoting Integration : In the high-integration companies, senior managément wﬂs found to.

value and support cooperation between R&D and marketing. These values were an essential

part of their corporate cultures, They also emphasized the need for collaboration in heir _
public statements, and more importantly through their actions. :

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 failures in the attempt to develop new products were not perceived as
reflecting the ultimate competence of those involved.

" Joint Reward System : Both R&D and Marketing Managers in high-integration firms felt
that they shared equally in the rewards from successfully commercializing a 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 siccess of a new product; There was
a general feeling that “oollaboration doés not get us anything.” '

Opportunities to communicate : It was also fou.” it the senior management in high-
integratiori companies provided greater opportunities for their R&D and marketing managers
to communicate and understand one another’s tegts. These opportanities included informal
interaction sessions, workshops, educational programmes, and rotating job assignments.

D) Organising New Product Activity : High- 1ntegrat10n companies organized their new
product activity differently than low-integration companies. The most widely used methods
among the high-integration companies were : temporary task fom, product, project or matrix
managers; separate new product development departments; and venture teams. These methods
achieved a high level of integration due to their reliance on and integration of multidisciplinary
experts. When a top manager orchestrated the new product development process, or whena

" R&D Manager or a Marketing Mandger dominated the new product development effort, the
approach was less likely to result in high integration between Marketing and R&D,

Thus, the companies are able {o achieve a high degreé of R&D-Marketing integration when
they make a deliberate effort to create and manage effective R&D-Marketing relations. They
treat integration as an organisational chalienge.

17.7 ORGANISATIONAL CONTROL

Now we turn to the topic of organisational. controi. Control is a major responsibility of

- management, and a large portion of organtsational information processing pertains to control.
Organisational control is a cycle that includes the three stages of target setting, measuring and
monitoring, and feedback. Target setting involves planning and goalsetting for desired -
performance fevels. Measuring and monitoring information indicates whether work activities
are on target. Feedback information is designed to make oorrectlons in elther mrgets or work
activities to bring them into alignment.

Management control differs by hierarchical level. The overall control process involves both
downward and upward communication. Downward communication is designed to influence
work activities, inform 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 r&pon:ubﬁlty centre.

178 MAJOR CO_NTROL STRATEGIES

Managers at the top and mlddle levelsof the organisation can choose among three strategies
for éontrol. A framework for organisational control was proposed by William Quchi. Ouchi -
identified three control strategies that organisations could adopt : market control, bureaucratic
control, and clan control. Each form of control uses different types of information. All three
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G . o Tradition, Share'd'valus and beliefs, rust . -

- wtlization of comiputer servicés: Over a period of time, the CSD steadily iricr

. cenam services, or of comparing pncm'. to: competltlve services in the market rl

_ standardize behaviour and assess performanoe. Within a large organisation, tho

-

' types may appear in an urgamzatmn The reqmrements for each oontrol'strategy are given

below.
' *  Three Orgamauom Control Stmtegies
‘Type ' - -Hequirements

“Market ) . Prices, 'odmpetitéon, exchange relationship

" Bureaucracy Rales, Standards, _hicrarchy, legitimate avithority

Market Cnnlrnl Markct control occurs when price oompetmon i uscd to evaluate the

output and producumy of an organisation. The idea of market control originated in _
economics. It is an efficient form of control because managers can compare priges and profits,
to evaluate the efficiency of their corporauon Price mechanmm is used often by top managers
o evaluate performanoe

Sales and costs are summarized in a profit- and foss statement that can bc compared to
performance in previous years or to that of other corporations. -

Let us consider the case of ABC Corporatmn The oompasny has six.self-contained business

divisios, 2ach of which is a profit centre: Fach divisicn’ Yoanages its own inputs needed to

produce its product. The top managers at the corporate office have decentralized the .
operations and need only.a few key profit figures to evaluate the performance ¢f each division.
_The business dmswns are evaluated on the basis. of pmﬁt or loss compared to gther divisions,

The use of market control requires that outputs be sufficiently explicit that a price can be
assigned, and that competition exists. Without competition, the price will-not bk an accurate
reflection of internal efficiency. Even traditionally not- for—proﬁt orgamsatmns such as hosplwls .
are turming to market control to enhance efficiency. -

Market conirol is not appropriate for many orgamsatlons It can be used only when the outpui
of the organisation can be priced and when there is competition. Market control is aiso not )
appropnate for the control of functional departments within an organisation.

_ For example, an organmtlon experimented with profit centre concept for Com uter Servnces

Department (CSD). The different user departments were charged at a certain ate for
the price of
its services and used the resources to buy highly sophisticated machines, whicl were hardly .

* - vsed in the organisation. When a review was made following bitter complainis by the user

departments, it was found that users were being charged a price nearly three times the actual

- cost to the computer centre. The users had to get computer services only from the CSD, and

the prices did not reflect the trug value of computer services. Finally, the CSD was again made :
a part of the overall management services and the overhead payment covered computer costs. -
Thus, market control fails when the organisation has no mieans .of putting an accurate pnoe on

Bureaucrauc Cnntrol Bureaucratic control is the use of rules, pollmes, hierarchy of
authority, written docurientation, standardization, and other ‘bureaucratic mechani

transactions take place both vertically and horizontally. Rules and policies evolye through a

- process of trial and eror to regulate this behaviour. Bureaucratic control ‘mechanisms are used

when behaviour and exchanges are too complex or ill-defined to be controlled with a price

" mechanism. An example of bureaucratic control occurred when ABC Corporation, in the -

example above, decided to make the. computer centre & part of administration, The provision
of services to other departments was controlied by rules and policies mher than by price.

Bureaucratic coutrol is wsed to some extent in almost every organisation. Rulas , regulations; .

and directives contain information about a range of behaviours. Bureaucritic mechanisms are
especially valuable in mt—for-proﬁt orgamsauons because pnoes and oompeutw markets often .
do not exist.

Management control systems are part of the written records and procedum thag supplement
averall bureaucratic control, These are the formal planning, data gathering, and transmission:

‘systems that provide management with information about departmental perfo ce. For

example, the operating budget, periodic statistical reports, pérformance appraisal system, and

standard operating procedures enable mlddle and' upper management to both monitor and

iufluence major depmunents )
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Qlan Control : Clan control is the use of social characteristics such as valyes, commitment;: - T o P
traditions, and shared-beliefs to coritrol behaviour. Organisations that use clan conirol requirc o Integration and Control
trust among employees. Clan control is important when ambiguity and unicertainty are high. - R '
High uncertainty means the organisation cannot put a price on its services, and ruiles and, ..
- regulations are not able to specify appropriate behavicur. People may be selected becaiisé they =
are committed to the organisation’s purpose, such as in a voluntary organisation. New
employees may be subjected to a long period of induction and socialization (o gain acreptance
by colleagues, The clan mechanism is used most often in small, informal organisations because
. personal involvement in the purpose and activities of the organisation is possible. Clan' control-
is aiso used within departments where performance is difficut to measure in a systematic way.

Some of our family-owned organisations are examples of clan control. These organisations
recruit family members in the upper echelons of the orgenisation. Family members trust each
other, and share common beliefs and traditions. With clan contrel, these organisations do not
‘need as many bureaucratic controls to regulate the behaviour of its execistives.

-One important use of clan control is in departrwents that experiencs high uncertainty, suck as
research and development. The important thing for managers is mot 10 assume that the absence
of written, bureaucratic controls means that no conzrol is preser. ‘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 1o use gach control strategy. Each 1ype of
control often appears in the same organisation, but one form of control will usuzlly dominate
" at a given management level, - | T :

Bureaucratic control mechanisms are by far the most widely used comtrol sirategy. Some form

of bureaucratic control combined with internal management control systems are almost always
- necessary. Bureancratic control is used exténsively when orgahisations are large, and when the

environment and techrology are certain, stable, and rowtine. Bureaucratic control is also '

associated with functional structure. Management control systcms complement the

bureaucratic strategy by controlling resource inputs to departments and evaluating outputs

with statistical reports. © . - : S ’

Clan control is used in the opposite circumnstances, When organisations are small, and when
the environment and technology are uncertain, unstable and non-routize, then trust, tradition,
and shared values are important. Clan control is. best when horizontdl informatien and control

' processes are needed as they are with a matrix organisation structuré, Rules and budgets will
be used, of course, but trust, values, and commitments will be ‘he primiary reasons for
employee compliance. C S :

Market Control is used when costs and outputs can 'be priced, and when a market is available
for pri¢e competition. The technology must prodace outputs that cant be defined and priced,
and competition must exist in the environment. Market control can be used in organisations of
any size 50 long as costs can be identified and outputs are competitively priced. '

The balance among control strategies may differ from organisatioh to c_arganisaﬁén. Theuseof .
 each strategy reflécts the structure, technology, and environment as well as the ability to price
output. ' E : )

 17.10 SUPERVISORY CONTROL STRATEGIES

" The control strategies described so far apply 1o the top and middie levels of the organisation : .
where the concern is for the entire organisation or major departments. Control is also ar issue - . - o
at the lower, operational level in organisations whiere Supervisors must directly control
subordinates, which is called supervisory control. Supervisory control focuses on the = _
performance of individual employees. The two types of supervisory strategies available to -
managers are output control and behaviour conirol. I -

Qutput control is based upon written records that measure employee outputs znd
productivity, OQutput control is vsed when the outputs of individual werkers can be easily _
measured. . <o oo - s
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17.11 SELF ASSESSMENT TEST

behaviour control to provide broader evaluatiop for employees.

o Explamwhattsconﬂwtandpmtweandnegmveaspectsufmnﬂmt.

2} What is Integration? Describe and Explain what ace the steps to Integration?

3} Explain how Integration was achieved between R & D and Marketing,

4) What is Organisational control? What are the major control strategies? Describe.
5} Explain contingency control Model.

Belmiom' eonunl is based upon personal observation of smployes behaviour and promdum
Bekaviour control usually takes more time than output control becavse it reqiires personai
surveiiiance. Managers observe employees at work, Behaviour control is used when outputs

" are oot easily messured. The form of supervisory control depends 6n whether employes output

or behiaviour is measurable. Many organisations incorporate a balance of cutput and :

A condrol systens and the way that it is used constitotes a potemm.lly powerful tool for
influencing the behaviour of individuals in organisations. Jusi as the needs to make a
careful and informed choice among control strategies, the orgamsaum peeds|to be conscious
of the alternative-approaches to designing and using control systezns. Becoming aware of the
potential effects of control systems and of the importance of the procsss of umtrol is central to
making an orga.msauon and its people more productive and cffective.
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"UNIT 18 ORGANISATIONAL CLIMATE -

Objectives -

After completing the unit you should be able to :

® Appreciate the importance of organisational climate in mdﬁ\rafing employees
L Diagnose organisational climates and -
® Generate ideas of developiﬁg relevant climates.

- Structure

18.1 What is organisaticnal climate?

18.2 Dimensions of organisational climate
183  Motivational climate )

18.4 Effectiveness of climatel

185 Improving organisational climate
186 Self-Assessment Test -

18.7 Further readings

18.1 WHAT IS ORGANISATIONAL CLIMATE?_

Most organisations have a structure (division of work into units and-establishment of linkages
- 'among units) and systems (specific ways of managing the mgjor functions of the organisation,
such as finance, production, marketing persomnel, information, and the relationship with the
external environment). Most also have norms (accepted: patterns of behaviour), values, and
traditions; and these three elements constitute the organisational culture. The main actors in
the organisation are its top leaders; they and the other employees have their own individual
necds in addition to those of the organisation. All of these orgarisational components—.

+ structure, systems, culture, leader behaviour, and psychological needs of employees, interact’

with one another and create what can be called organisationat climate.

+ Organisational climate can only be discussed in terms of how it is perceived or felt by
organisational members. Consequently, a climate may be perceived as hostile or supportive, as
conducive to achievement or stifling, and so on. Hellriegei and Siocum {1974, p. 225) defined
organisational climate as “a set of aitributes which can be perceived about a particular
orgznisation and/or its subsystems, and that may be induced frem the way that organisation
and/or its subsystems deal with their members and environment.” - : o
While most authors bave used organisational climate as a descriptive concept, some have used
it for classifying organisations into categories. For example, Burns and Statker (1961) describe
Organic versus mechanical climates, whereas Likert (1967) proposes four types of climates:
exploitive, benevolént, consultative, and participative, Such frameworks generally use
described categories. Ouly one framework; proposed by Litwin and Stringer. (1968), _
emphasizes the effect of organisational climate on the motivation of its members. In a rigorous’
study Litwin and Stringer simulated throe different climates (cach fostering, respectively,
-achievement, affiliation, and power moitives) and monitored the effects of these climates on
productivity. h : . '

_ 182 DIMENSIONS OF ORGANISATIONAL CLIMATES -

 Different authors have proposed different dirﬁéﬁgiol_lsspfft‘il_'sanis;ational climate, Some of these 3
are mentioned below: B ' T ) :

Likert (1967) : Leadership, motivation, communication, decisions, goals, and control.

Litwin & Stringer (1968) : Conformity, responsibilty, standard rewards; organisational clrit,
warmth and support, leaderslnp Prakasam (1979) - Conformity, sharing in decision-making,
supervision (task orientation, people orientation, bureaucrating orientation), responsibility,
reward (financial, non-financial) promotion, team spirit, standard. ' :
ets &
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Sharma {1938): Supefvhory-manigcment relations, scope for advancement, grievance

handling, monetary benefits, participative management, objectivity and rationality, recognition
and appreciation, safety and security, iraining and aducation, welfare facilities.

Some dimensions proposed relate 1o organisational policies. A critical review of the literature

on organisational climate shows that the following twelve processes of dimensions should be
used in studying vrganisational climate. :

1}

2)

3)

4

3)

'6)

7

)

)

Orientation : The dominant orientation of an organisation is the main concern of its
mernbers, and this dimension is an important determinant of climate. If the dominant
prientation or concern is to adhere to established rules, the climate will be characterised .
Ly control; on the otier hand, if the crientation is o excel, the climate will be
eharacterised by achievement. '

Interpersonal relationships : An organisation’s interpersonal-relations process are reflected
in the way in which informal groups are formed, and these processes affect climate. For
example, if groups asé formed for the purpose of protecting their own jnterests, cligues '
may develop and 2 climate of controt may.result; similarly, if people t nd to develop
informal relationships with their supervisors, & climate of dependency may result.

Supervision : Supervisory practices coniribute significantly to climate. If supervisors focus
on helping their subordinates to improve personal skills and chances of advanceroent, a
Jimate characterized by the exiension motive may result; if supervisors are more

“concerned with maintaining good refations with their subordinates, a climate

characterized by the affiliation motive may resuit.

Problem management : Problems can be seen as challenges or as irritants, They can be
solvad by the supervisor of jointly by the supervisor and the subordinate(s) concerned, or
they can be referred to a higher level. These different perspectives andiways of handling
problems contribute to the creation of an organisation’s climate. ' :

Management of mistakes : Supervisors’ aititudes toward subordinate mistakes develop the
organisational orientation, which is generally one of annoyance Of CORCEM OF $0IETANCe.
An oranisation’s approech to mistakes influences the climate. o

Conflict management : Conflicts may be scen as embaxfassing annoyances o be oévered
up or as problems to be solved. The process of dealing with conflicts bas as significant ap
effect on climate as that of handliag problems-ot mistakes. _

Communication ; Commanication, another important determinant of climate, is~
conceried with the fiow of information ¢ its direction (i0p-down, bottom-up, horizontal), '
its dispersement (selectively or fo everyoné concerried), its mode {forrmal or informal), -
and its type (instructions or feedback on the state of affairs). :

Decision-making : An otganisation’s approach to decision-making can be focused on
maintaining good relations or on achieving resuits. In addition, the issue of who makes

* decisions'fs important: people high in the hierarchy, experts, or those involved in the

maiters about which decisions 2re made. These elements of decision-making are relevant
to the establishmient of 2 particutar climate. :

Trust . The degres of trust or its absence among various members and groups in the
organisation affects climate. The issue of whe is trusted by management and to what
degree is also relevant. : '

10} Mahﬁgement af rewards : Re’wér&s reii:féroe speciﬁc beha'viours, !hﬁﬂhy arousing and

sustaining specific motives. Consequently, what is rewarded in an organisation influences

the motivational climate.

1 ‘Risk takcinig : How peopie _ré:spond to risks and whose help is sought in situations

invotving risk aré important detersainants of climate.

12y Innovation and change : Who initiates changs, how chaage and innovation are perceived,

and how change is implemented are all critical in establishing climate.

The way in which these twelve dimensions of climate operate in an organisetion indicates the
underlying motive of top manageirent and the principat metive that is Hkely ic be geaersted
and sustained within the organisation’s popuiation. Whea the twelve dimensions ars combined
with the six motives discussed previously, a matrix is formed that can be useful in disgrosing
the moiivational climate of an organisation.




183 MoTIVATiONA_L 'CLMAT“E’ T L Orgmision viewe

Litwin & Siringer’s studiés mdu'ated the |mportance of motivational framework to study
organisational climate. Climate affects motivation of the members of an organisation.

" Therefore, 3 framework based on motivation seems to be quite relevant for the study of
organisational climate. Organ.saum-" :*"=te studied in this fmmework can also 'be called
motivational climate. .

Activity 1
Below are given siv st~
crganisation. or unit) to Tinns

.ation in your
iz} Lio not give the

=3 ke tEr giteat
3~ * rank to more than one stdtement.

Rank Statements

a) People here are mainly concerned wlth followmg established rules and
procedures. ‘

b} The main concern of people here is to help.one another develop greater skills
and thereby advance in the organisation.

c) Aclnevmg or surpassmg specific goals seems to be people § main voncermn hcre

d) Consolidating one’s own persona.l p05mon and influence seems to be the fain ‘
concern here.

¢) The dominant concer here is to maintaiﬁ. friendly relations with others.
' f) The main cow.on pere is o deve!op peeple’s cdmpetence and experttise,

Jix motives are particularly appropriate in developing a framewark that fac:htates analysns of
the connection between organisationzi climate and molivation :

1) Achievemen: : This motive is characterized by comcern for  <llence, competition in terms
of the standards set by others or by oneself, the setting of chalienging goals for oneself, .
awareness of the ohstacles that might be encountered in attempting to actueve these goals, .
and persistence in trying alternative paths to one’s goals '

2) Affifiation : Affiliatic - characterized by a concern fqr establishing and mﬁinlaining close,
personal rclationship; an emphasis on ﬁ-iendship; and a tendency to express one’s emations.

3) Expert influence : This motive is characteriz=* v 1 concern for making an impacton
others, a desire to make people do whit 0n¢ \Links is right, and &N UTge to change
ttuatlons and to develop people.

4) Conirol; Control is characterized by a concern for ordcrhness, a 4.7 tobe and stay
informed, an urge to monitor events and to take correctwe action when needed, and a need
to display personal power. . .

5) Extension : Extension is chrracterized by concern for others; interest in superordmate goals;
and an urge to be relevant and useful to large groups, 1ncludmg society.

6) Dependency : This motive is characterized by a desire for the assistance of others in
developing oneself; a need to check with significant others (those who are more
knowledgeable or have higher status, experts, close associates, and so on), a tendency to
submit ideas or proposals for approval, and an urge to maintain a reladonship based on the
other person’s approval.

- Ranking of the 12 diminisions suggested in section 2 can be done on the six motives (pareek, -
£989). A matrix can thea 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 4 unit.

The motivations reﬂected in the six statements in the exercise respectlvely are : dependency,
extension, achievement, control, affiliation, and expert influence. Examme your rankmgs in the
light ‘of the discussicn in the rest of this section. .

Generally, significant relauOnshlp has beer reported between cllmate on the one hand, and job .
satisfaction and perfonnance on the other.
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. and total effectweness

- be predicted between role stress and climates characterised by affiliation,
 control. The study have reported of the following spemﬁc oorrelauons between
. the various chmam . :

'®  One positive correlation with a dependency climate (role sta.gnanon),

@ Six negative correlations with &n extension climate for inter-rotedistan;

. Posmve correlations wnth a control clunate for. :all aspects of role stress

Deci (1980) suggested three different kmds of enivironments as being : a550Ciz ted with three
different attributional patterns. A “responsive and mformanonal’ environment {in terms of
motwatlonal climate one that is characterised and by achievements and expert influence) has
been linked with mtemal:ty a “oontrollmg and demanding” environinent (pne characterised
by oontrol and dependency) has been linked with exiernality; and a-“non responsive and -

capnaous environmenit has been linked with unperscnahty”

B Orgamsauonal enwronmems and Climate seen to infloence the development of inteinality’;
 Baumgartel, Rajan, and Newmar (1985), using four indices of organisation
. {freedom-growth, | human relations, performance pressure, and pegsonal béngfit) found clear,

environment -

cvidence of the influence of organisational environments ‘on locus of bontrol. They ccnc]uded '
that internality could be developed by creating educational and work environments

and opportumty to mﬂuence important events or eondmons

- characterised by freedom o set personal performance goals, opportumity fm personal growth

_.oTheoretlcally, one might predlct a negatwe relationship lbetween orgamsat onal effectivencss

and climates characterised by affiliation, dependence, and control Litwin and Stringer (1968}

“found that an authoritarian climate {3 “control” climate) produced lgw job|satisfaction and

low performance. A climate characterised by achievement, extension, and ¢xpert influence

might be assumed to be related to hlgher job satisfaction and performande.

Higher job

- satisfaction has been reported among insurance. personnel who peroelved the motivaticnal
climate as one of achlevement .

One study has reported high posmve oorrelauons between five aspects of m«gaﬁi'sat'i'onal '

“effectiveness (organisatipnal commilment, orgamsatlona.l ‘attachmeni, job sakvuiaction, total
" satisfaction, and total etfecuvenms) and an achievernent ¢limate, and there

a negative

correlation between these five aspecis and & control climate. An exteasion ¢limate correlated

affiliation climate had a negative correlation with job satisfaction and w1th

'Negauve correlations mlght be precllcted between mle stress and climates p

characterised by achievement, extension, and expert influence; and positive

¢ No s:gmﬁwnt corre.latlon w1th a climate character&sed by. expert mﬂuem;e;"

® Two positive correlattons_ with an aﬂ“mauunvchmate (role eresion and g

- inadequacy);

and role molahon, and at the .01 level for role-expectauon expeciation
- distance, resource madequacy, and total role stress;

. positively with organisational commitment and with job satxsfacuon total satisfaction, and
" total effectiveness. A dcpendence climate showed ng relauonshlp with any

messure. An.
total satisfaction

erceived as

Lcorrelations might

sndence, and
role stress and

personal

ce, role overload,
conflict, seif-role .

8 Negative correlatlons with an-achicvement climate for all aspects of role stress exoept

mterro]e distance and personal madequacy; and

madequacy

except personal

In summary, orgamsatlonal chmate has an enormous influence on qrgan

tional effectiveness, -

rolé efficacy, and role stress. An achievement climate seems to contiibute of effectiveness,

contribute to organisational attachment; and a climate characterised by ex

' satisfaction and a sense of internality; & climate characterised by expert influence seems to

ion seems to -

contribute to organisational commitment. All of these climates foster relatively low levelsof
role stress. A control climate seéms to lower role efficacy, job satisfaction prganisational |
‘commitmeént, organisational attachment, and total effectiveness and ito foster relatively hxgh
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. levels of role stress. An affiliation climate tends to lower both satisféction and effectiveness and
increase role erosion and feelings of personal inadequacy. . '




184 EFFECTIVENESS OF CLIMATES

' The completed matrix providss scores for all six motives fested by the MAG-C. The highest of K
" these scores represents the perceived dominant riotive within an organisation. The general o
connections between dominant motives and pasticular types of organisations are shown in

_ Figore 1. - o ‘ S - :

A combination of an organisation’s highest or “dominac.” score and its second-highestor
“back-up” score results in a basic characterisation of that organisation’s climate. When the six
motives are combined in patterns 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 dorhinant

motive, and the second 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. I
gencral, climates dominated by achievement, expert power, and extension are conducive to the
achievement of results, whereas climates dominated by controf, dependency, and affiliation
retard the achievement of results, - : : . :

Motive . Typeof Oiganisafion

Achievement’ Industrisl and business organisating .

Expert influcnce University depariments and scientific organisations

Control ) "' "Bureaucracies such as govemmental departments and agencies
Dependency " - . Traditional of autccratic orzanisations - : -
Extensidn " Community-service organisations .

Affiliation . Clubs ) - )
- Figare I Connections between Dominant Motives and Types of Organisations

k) Achievement-Expen Influence : Employees are involved in and _'highly stimulated by
challenging tasks, and the specialists within the organisation dominate in determining
these tasks. The organisation rewards specialization. . o :

2)  Achievement-Control : Most employees are involved in challenging tasks, but they facé a
lot of constraints attributable to rigid procedures and an inflexible hiérarchy. .

3) Achievement-Dependency : In spite of an emphasis on high achievement that is shared by’
mast employees, there is a teadency 1o postpone critical decisions for the approval of 2
higher autherity. The organisation discourages making such decisions without approval -
from a higher level, resulting in a sense of frustration, ~ © - -

4)  Achievement-Extension : Employees work on challenging tasks and devoté equai attention
to the-social relevance of these tasks, The organisation has a highly developed sense of
social responsibility as well as a strong sense of its responsibility to fulfil employee needs.

5)  Achievemenr-Affilision : While employees work on challeﬁg_'uig goals, they also form
strong groups based on common interests or other factors: The organisation pays a lot of
attention to maintaining good relations arong these cliques:

6) Expert influence-Achievement : The organisation places a high valué on specialization. o
_The specialists influence most decisions, and they emphasize high work quality and
‘unique contributions. oo

7)  Expert inflience-Control : The organisation is conlmlledlby experts who employ
“cumbersome procedures. The result is generally a lack of job satisfaction and low to
moderate (rather than high) output. ' : S

8)  Expert influence-Dependency : The organisation has u rigid hierarchy dominated by
~ experts. Dexisions are made only at the upper levels of the hierarchy, and bright
employees are highly dissatisfied. _ .

9)  Expert fnﬂuence-Euemion : Specialists play the majm" roles in the o_fgﬁ.nisation, ';vorking
in 2 planned way on sccially relevant matters. The organisation pays attention to the
employees’ needs and welfare. :

Expert iﬂﬁuence-:‘!ﬂ':‘!iarfan : Although the organisation is dominaled by experts, strong
groups are formed on the basis of common interests or other factors. Becanse primary
attention is placed on maintaining a friendly climate, results usually suffer.

10

—

" 11) Control-Achievemeny ; The 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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employees with an dchlcvcmem orientation feel frustrated. This chmate is sometimes
found in public-sector organisations. -

12) Control-Expert influence : The organisation is a bureaucrs . . ‘moh specidlists opinions
are valued but rules are treated as more important, .

13) Control-Dependency : A bureaucracy and a rigid hierarchy dominate the organisation. .
Because actions are generally referred to levels above for approval, decisions are usually
detayed. It is more important to follow rules and regulutions than to achieve results. The
senior émployees protect those subordinates who do not make any prooe(lural mistakes.
Most government offices function in this way. :

14) Control-Extension : Although the organisation is hierarchical, il emphasizes soc1al CORCETN
and attends to the needs and wclfare of its employees.

15) Control-Affiliation : The organisation is hierazchical but places more emphasis cn good
relations among employees than ori restlts. Informal groups based on relal tionships are
seen as important. Some voluntary Drgamsalmns are of this type.

16) Dependency-Achieveragnt : Respect for these in positicns of power is emphasized, and so

is achievement. Freedom is granted to employees, with the exception that key decisions
are controlled by those in power. Many family-owned crganisations have such a climate.

17} Dependency-Expert influence : The orgariisation has & hierarchy, with decisions made by '

those at higher levels. Experts play an lrnponant role'in the varicus aspects of
orgamsatnonal life.

18) Dependency-Control ; The organisation has clear-cut channels of communication and i
controlled by a few people who ultimately make a1l decisions.

19) Dependency-Fxtension : A few people dominate and conwol the organisation and demand
respect from all other members. However, they take care of the members’ needs, and the -
organisation works in socially televant areas. "

20) Deperdency-Affiliation : The top mﬁnage_rs control the organisation and employ their
" own “in-group” members, who are extremedy loval to these managers.
21)- Extension-Achievement : The organisation strives to be relevant to society and emphasizes

the achievement of results. People are selected for thcn competence and are given
freedom in doing their work.

22 Extension-Expert inﬂuence +Social consciousness is emphasized by the o1 ganisation, and

experts influence all major decisions,

23) Extension-Contral : The organisation’s goals have to do with serving a larger cause; but
the structure is bureaucratic, with rulm and regulations that are to be followed strictly.

24). Extension-Dependency : The-busmess 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, 1o whom all final decisions are referred.

25

S

Extension-Affiliation : The organisation’s busiress is community service, and members
with similar backgrounds (ideology, specialization, and so on} form strong linkages with
one ancther. '

26) Affiliation-cAchievement ; The organisation placés great importance on relation-ships and
draws people with similar 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 ina posmon to gwe such
rewards. :

27) Affiliation-Expert mfluence : The organisation consists mainly of experts, emphasizes
good relations, and either employs people of similar backgrounds or has cliues based on
common links.

28) Affiliation-Control : Alihough the organisation is concerned with maintaining good

refations among members, its form is bureaucratic. (For example, a club with strict rules
and procedures might be in this category.)

29) Affitintion-Dependency : The organisation values the rmaintenance of friendly relations
among members,.and on¢ or two people make most decisions. Employees are rewarded
on the basis of their closeness to the top persen(s).
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30) Afjiliation-Extension : The organisétion $ main goal is (0 maintain good relations arﬁong
members, and its work involves socially relevant issues. (Thc Lions Club and simnilar
‘organisations might be i in this category. )

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 develop some specific ideas in changing the combmatlons in other words, improving the
climate.

Gencrally an instrument like MAO-C or MAO-C, can be used {see details about the
instrument in suggested readings). The mstruments can be used to diagnose organisational

_ climate from the stard 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, Afier the instrument has been administered, the respondenis 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 o1 the basic characteristics
of the different effectiveness profiles represented in the group (see the previous section). _
Subsequently, the respondents may discuss their individual scores and ratings and then arrive
at a consensus regarding the diagnosis and evaiuation of the climate, which of the tweive
dimensions of organisational climate need improvemént, why panicular dimensions are weak,
and what steps may need to be taken in response. The. ancther 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
monthly reviews to dctermme the success of Jmplemematmn

18.6 SELF ASSESSMENT TEST

1) What do you understand by organisational climate and what do you think are 1ts mam
characteristic features?

.2) From your own organisation, give examples of features that have oonmbuted to and/ar
detracted from a healihy climate..

- 3) What are the steps necessary for improving organis;ational climate?

18.7 FURTHER READINGS

D. Hell riegel & J. W. Slocum have summarized very wel] findings from a large number of
studies on organisational climate in their paper “Qrganisational climate : Measures, research
and-contingencies (Academy of Munagement Journai, 1974 17(2), 255-280). -

R. Likert, based on extensive research in several countnes proposed in The Human .
Organisation (McGraw Hill, 1967) four types of climates, which was an improvement on the
dichotomy of organic vs. mechanical climate proposed by T. Burns & G. Stalker in The
Munagement 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 Gu_]arat University by R. Padke
(1981). .

Several studies in India have been done on orgamsatlonal chmatc eg. in the Banks

_(R. Prakasam, M.V. Deshpande & S.5. Kshirsagar at NIBM), agriculturat scientific
organisation’s (Y.P. Singh at IART), manufacturing organisations {B.R. Sharma currently with
Shri Ram Cenire published in his book Nof by Bread Alone), in hospitals and other

. organisations (J.B.P. Sinha at AN. Sinha Institute of Social Services, Patna, published in his
book The Nuriurant Task Leader), church (D. Peirera’s doc*oral dlSSCl'td.th]’l at Gujarat U.}
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isolate them as to their precise 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 evaluating branch performance, which forms past of this
unit seeks to provide an exmaple of relating the concapts and problems in evaluatmg o
effectiveness to a specific aspect,

19.2 WHAT IS ORGANISATIONAL EFFECTIVENESS

Organisational functioning is a product of strateglc choices. If the purpose of or’ganisaﬁons i
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U. Pareck prepared an jnstrument, MAO-C (motivational Analysis of Crganisations-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 insirument has been used in several doctoral dissertations, e.g. Khanna (BHU,
1986}, Sen (Gujarat U., 1982), Surti {Gujarat U., 1982). Another instrument (MAQ-C,), using
the same framswork but studying the six motives both an approach and avoidance dimensions,
has alse been prepared, and has been used in a doctoral dissertation by K.K. Keshote (Gujarat
U, 1956, MAQ-C was extensively used for OD work in BHEL, Bhopal and ECC-Larson & -

. Toubrre by 8. Chattopadhyay, and for HRD in BEML by T.V. Rao of IIM, Ahmedabad,

M.M.P. Akhouri of NIESBD used it with the entrepreneurshif development institutes in North
Fastern States of India (two volumes published by NSIET, Hyderabad), and some
neighbouring countries like Thailand, Kores and Bangladesh (in Smalf Entreprencurial
Dezvolonment in Some Asian Countries edited by SVS Sharme, Life & Light Publishers, New -
Dethi 1979). '

Tntervening variables arc those factors which represent the internal state of the organisatior.
They include such aspedts like commitment to objectives, morale and motivation of
employees, decision-making and problem solving skilis/approaches, commurtication, group
cohesion, etc. Causal variables like leadership style and behaviour affect the intervening
variables identified above.

Fad-result {or output) vatiables reflect the reshuts/accomplishments/faitutes of the
organisat.on. OQutput could be measured in terms of production, sales, net profit, etc.

The inter-relationship among the three classes of variables as stimuli (causal yariables) acting
- wpon the organisation (intervening variables) and creating certain responses (er 7 woaylt
varizblis) is shown in Figure I;

Figure | : Refationskip Between Cansal, Intervening snd Oty VM&T&

|
Causat Yariables Intervening Variabies Ontput Variables ‘
Or mioa Commitment o Production !
str'iactun:t: ech- . | obiectives _ . Sales
folaeY Movale & : Costs
Cc{rgorale mativ:atf'nn Profit
philisophy, : Lo ) o
ohi s, : .Com,m.. Laniion Industrial condlict
Po.. . etc Decision-making Abseniescis
1 Leadershig Problem-solving Accidents
strategy/ siyle Appronches Turnover

Source : Adapted from Rensis Likert, Human Organization.

The internal state of an organisation reflected by the intervening variables arL influenced by
causal variables and result in end-result/output variables.

" The intervening . les.tend to be overlooked in organisations concerned merely with the
short-terna results. But orpanisations with 2 long-term perspective will give ipporiance and
recognition to develop and build morale, motivation commitment, etc. Ofien there could be a
time lag before the impact of the neglect ¢ ervening variables is discerned in the cutput
variables. For instance higher production could be achieved by neglecting maintenance.
Managers with responsibility over limited time span may conveniently pass the buck to their
SUCCEsSF0Ts, )

Activity 4
Review twe 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.




Kim (,amemn arguﬁ that there can be no perfect evaluation but sugwts that by addressmg
oneself to the following six questions the effectiveness. eva_uamn can be unproved

1) WhtdomainofAetlmyshuuldheﬂlefocnsofﬂneEvaluatlon’

Fora profmsmnal organisation the domain could be re!auons among members and/or wnth
public, professional and ethical standards and/or lobbying through interest representation,
internsl cohesion and absence of conflict and strain and so on. For aa academic institution, it
can be academic (teaching, research and professioual developmen!), extermal adaptation
(training, consulting, etc) extracurricular (emphasising personzl, socizl, cultural and physical
development of institution members) and/or morale (smootil mtemal organmauonal processes -
and an absence or conflict and strain). .

Effectivencss in pne domain may ¢r may iiot iead to effechvem in the other sphere. For
example, a professional body which cares more for its members may not necessanly care

much for its publics. Internal cohesion 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 alsc may chauge over time, In
the early stages of an onganisation—whether professional body, 2cademic institution of an
individual organisation——the domain of acnwty could be 6n activities relating to the

. individuals in the organisation or ‘2cquiring resources and inputs (membership base, oorpus,
‘building, etc). But as organisations grow and mature the focus may shift to

.organisationzl/znvironmenia! reialwns and outputs and orgamsahons beoonm msntuuonahsed

and bureaucratic.

Different organisaﬁons may have thrust in different areas axd over a period of time the thrust
may shift to other areas. It is important to make appropriate choices in selecting the domain
{s) of activity in evaluating organisational effectiveness. The ITC LTD. in-private sector and
EMT LTD in public sector perhaps offer good examples of shifting their domain of activity
through planned diversification sirategies.

'2) ‘Whose Perspective or wludn Constmlency’s Point ﬁf View should be Consadered" '
Usually, the criteria chosen for_evaluanon reflect the values of some major constituency.

" Increasing organisational eﬂ“ectlveness from one comstituency’s perspective may result in

lowening effectiveness fiom another constituency’s perspective. Responding to a nammow set of

constituency demands may lessen iheir ability to adzpt to a broader set of or expectations and
even find it kard 1o be flexibie enough. Highly effective organisations may therefore strike a-
halance athong divergent demands. Few organisations, if ever, satisfy all strategic
constituencies. Some scek to satisfy varied constituencies in different domains of activities.

1f 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
1o sacrifice the professional code if it felt that its effectiveness lies in inclusion of more :
members then explusion of emslmg ones. The perspecﬂve is thus important and should not be -
lost sught of, '

3) Whatlevelol’analys:sshoubdhensed’ '

The level of unit of analysis could be individual member, group or the organisation as a whole.
Sometimes effectiveness at one level may adversely effect effectiveness at otber level. For
loosely coupled arganisations individual level of analysis may be more important while
organisational level of analysis becomes more appropmte as it bacom malure,

- institutionalised and bureaucratic.

4) What time factor shouid be employed?

The time frame is important because not infrequently what makes sénse in the. long mn may
seerts otherwise in the short-run. What is necessary for long-term effectivencss could

sometimes be incompatible with what is expected for short-term efficiency. The trade-offs .

inherent in the cheice of time-frame havc i0 be recognised.

5) What type of Data should be used?

" Should we use subjective perceptual data (mtemews and/or questlonna:re responsw) or
_objectwe verifiable daia (orgamsatlonal records) or a blend of both. : L
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Perception&l data suffers from bias, dishonesty or lack of informations to verify reliahility. _
But it is possible to cover a broad set of criteriz. o P
Objective data is seldom available organisation—wide, in the r_équired masner. There is
peed to guard oneself against using proxy data that may not have apparent ¢ nnections 1o
the organisation’s prime task :

While it may be useful to use a combination of both types of data, it is important to be

- wary about potential differences between subjective and objective indicatiors. Resenrch

evidence suggesis that ohjective indicators of an organisation’s structural and technological
dimensions frequently correlate egatively with perceptuat indicators of stracture and
technology. .

6) What Referent should be Employzd?

After selecting the effectiveness indicators it becomes necessary 16 choose smong one o1
more of several possible referents {or approaches) such as those lisied below:

& compare performance against the stated goal to see whai was accomplished {goal
centered evaluation) ) o

@ compare the performance apainst the standard (mormative evalvation)

® compare performance this year with those-of last one or several years (time series or
improvement evaluation) '

® evaloation on the basis of stated desired characteristics {trat evaluation)

¢ compare one's performanees with those of others {comparative evaluation).

It is common to use goal-centered evaluation. But then, organisations may ihave multiple
goals with potential trade-offs. Normative evaluation becomes difficult when organisaiios '
operate in multiple domains, loosely coupled or operate in different environments. Traif
evaluation focuses on characteristics than behaviour per se. It seeks to desaribe the
conditions in the organisation than evaluate how well the organisation is dping. The:
assumption is that effective characteristics lead to effective behaviour of the femaining 1wo
approaches, time-series or improvement evaluation seeks to assess relative improvement o
the performance of the organisation over past performance while the othey (comparative
evaluation) seeks 10 assess how an organisation fared in relation to others at a given point of
time over a corresponding pericd of time. It is irzportant o compare the likes and avoid
comperisg oranges with apples. ' '

It is possible that an Drganisauon Ay seen 10 be effective in terms of one referent
(¢.g., comparison with others). It is inaportant to be aware of the rationale for selecting the

appropriate referent for purpose of evaluating effectiveness in a comparative perspective be. it
against st goals, norms, psst performance or performance of other comparable orgenisations.

19.5 CASE STUDY : EVALUATING BRANCH

PERFCRMANCE
Introduction o _ _ _
This case-study intends to deal with 2 possible framework to evaluate the pe&formance of ine
brancizes of professional body like the National Institute of Personal ent (NIPM). Ai

the outset a gencrat typology of the characteristics of effective and ineffective branches is
presented. Sincs any evalnation is to be related 0 2 purpose, an Mlustrative st of ohjectives
and sub-objectives is considered for two aspects, membership and training and posiible criteria
end zotion points are ideniified. A range of services activities that Seld (local) bianches can
tske np is 2lso presented so that the framework could extended to as many considered
appropriate. Thereafter, the criteria fcllowed by three different professional ies 1
adjudicate the best branch are presented in 2 comparative framework and

- raised for discussion.
A Geperal Tygology

To begin with, an attempt is made to provide a typology of the characteristics of effective snd
ineffective branches (Table 1. This typology in classical theoretical mould seeks to provide 2
general framework to undersiand the feetures that possibly distinguish the effective brasches
from the ineffective ooes. ' ST
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'HereweneedtomenﬁonaCaveat:Eaéhofﬂ:eéha:acterisﬁmaynotbeocnsidered'in'

isolation becapse then they may not hiold water. For example a strong secretariat in itself need -

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 bome out by empirical evidence as such. A
typologyofthlsnaturelseons:deredauseﬁxlﬁrststeptoprepareanmvemoryofltems that
can go into the development of an instrument that could possibly measure ob]ectwely thc
performance of abranch.

'PurposiveCntenn
Any system of evaluation shiould be related to a purpose. Foraprofe&lonalbodylikeﬂm

Naticnal Institute of Personnel Management (NIPM) there could be a range of objectives. For

example, one such objective could be related to membership and the other, say, to training. In
respect of each of the twa, there could be a variety of sub-objectives as shown in Table 2. The
criteria to verify the fulfifiment 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, membershij and training, the framework could be extended to other areas as
well. The pmpose at this juncture is to stress that the sub-objectives may change in priority
depending upon the principal thrust/strategy, pérceived strengths, weaknesses, threats and
opportunities in each branch, from time to time. The criteria for evaluation should be related
to the objectives and sub-objectives based on the needs and/or critical areas of concern at a

given point of time as they ought to be tailor-made to spec:ﬁc situations and an amay of

activities/services (Table 3),
Tested Criteria

~Almost without exception every professional body offers annual awards for bwt
branch/chapter/local association besides other awards and fellowships to individual members

in recognition of their outstanding performance/distinguished service in furthering the cause of
. the professicn. Invariably each evolved a set of criteria over the years. Tt would indeed be
instructive to discern how the criteria evolved across and within professional bodies over the -
years. It has not become pessible here to document how it evolved in different, major
prufessional bodies, we have merely shown in a comparative framework (Table 4). The
criteria followed by the National Institute of Personnel Management (NIPM), Indian Society
for Training and Development (ISTD) and All India Management Association (AIMA).
Some professional bodies like the ISTD have separate awards for smaller branches.

It may, however, be added that the problem often may not be so much with the criteria or the
lack of it, as with the management information and controf systems which provide the
necessary safeguards in implementation with a high degree of credibility and acceptance. The
service organisations like the Rotary Club and the 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

Effective

Membership

Fairly large, representative and continuosly growing
membership base

Vigorous, continuous and successful membership drive

Cohesive, lose and cordis} intrpersonal relationships

Coovmon interests among members .

: Fewerseparaﬁoné‘duemorebpwfmimnlmobﬂity
than dissatisfaction with braach leadership/services/
functions
Large proportion of members regulsr in cleanng
subscription dues
Very good attondance at mectings _

High degree of participation and involvement in
bravch activities.

Greater opportunities acd motivadon for sharing
responsibilities among a large proportion of members
Inducement and mptivation ameng members to come
wp with suggcstions to improvement of branch -

Tneffective

Too small with a thin (restricted to a few.

* organisations), stagnating/declining membership base

Selechve,adhocmdparﬂaﬂysuwessful/mucmﬁﬂ

. membership drive

lmerpﬁmnaldyuauucsleﬂnsmhoﬁmsmmng
members -

Diverse (and/or vested) toterests among members

’ Highhwnoverofdisgmntledmbers

Large proportion members imegular/defaulters in
clearing subscription dues
Poor attendance at mectings

lnwdegreeofpmmpamnmdmvolmntmhrmch .
' gctivities

Lmtedqppmmmmandmoummsh:mg
responsibilivies among members

fatalistic in their assumptions about branch leadership/
performance
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Organisational Processes

Leadership (Office-bearers

Exquat access and wider opportunities to members for
leadership positions/responsibilitics

‘Leadership changes once every one or two berms
Ofice-bearers institulionalise systems and procedures
and make themselves redundant

Democratic functioning

Past presidents and office-bearers continue association
even if not represented in the executive committee

" Secretariats

Strong

Recruit and fctain full-time, core, competent and
motivated professional and support staff

Can function without material/manpower support
from - organisations. which one or more office-
bearers represent

Competent to correctly assess members nceds and
Organises services they need

Offer at least some services which induce members to
continue on rolls )

Generate resources through creative programmes so
that poverty of resources do pot result in poverty
on services :
Concern for efficiency and effectiveness through
regular introspection/ diagnostic excercises O&M

reviews and then follow up with appropriate remedial . -

actions
Finances/Assets

Subscription i an important source uf income, but not

“the only major one

At least 30 to 40 per cent of the budget is funded by
soue:es of income other than membership subscription

_ Has at least 8 couple of revenue centres

{cg., seminars/training programmes, publications),

. which built up on a service/expertise base, project

positive public image and generate revenue/surplus
Own and maintain a fully equipped premises of its
own and have 2 ‘corpus’ o provide financial
stability /viability :

Activities

Regular

Planned and organised based on members
intesests/ neects/ preferences and builds on the strengths
and the resources it can access

Activities sustained over a peried, if these arc no
compailing grounds for their discontinuance

Executive Committee meets at icast once O twice
every month, on average

Forum for members to meet/interact onice a month
Regular communications

Members discuss commen problems oonccrmng the .
profession

~----Sharing of oi'gani.salion bhased specific informaticn-

among members of creative/unusual/recent/current
events &nd issiies conceraing the profession

Maintain cordial relations with 0 other constituents (local
management associations, trade Wnions,; - ““!'IDIUYCIS
organisations, public bodies/authorities T
academic/social organisations, etc) with emphasts on
mutual learning/understanding, and joint problem

solving
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Unequal'a.w:.ss and limited opportunitics 1o members
for leadership pesition/responsibilities

Same office-bearers continue aver toe years, unmindful -
of other members aspirations and pptential

Office-bearers tend to individualise the institutions,

¢ling on-to positions as private property and blindly
believe in their being indispensable ) _
Manipulative and authoritarian in style and aproach
Past presidents and office-bearers remnain passive or
seek 10 create troubles or cesort 1o Packseat driving

Weak

Néne or pari-time/ad hoc amangements

Cannot function without material/ manpower support
from at least one or more organisations whete office-
bearers zre employed ) :
Not geared 10 assess/offer services on the felt
needs of members

Offer lLittle inducement to members to continue on rolls

Caught up in a chicken or egg symirome with regard o
resources and services

Disregard for plaoning and produ wly in operations/

activities ‘

) Sul:m-ipﬁnn is the only major source of income

Difficult to raise funds from other sources because the
branch is caught up in a ‘poverty’ syndrome. Since

there are: no funds it finds umable to taunch new

projecis/services which can angment revenue
No revenue centres only expense centres

No rented premises, No cors. May bc_can'ﬁng on
with overdiafts/sundry creditors

leregular
Planned and crganised based on leadership fama.sm

Activitics dmppal/dmswnﬂnued vith cvcry change in
leadersbip/ secretariat

Executive Commities meets less than once a month, on
pverage ’ .

Members get together barely once in twe months
Erratic circulars

Members zvoid discussion of common problems
concerning the profession

Reluctance to share cxpernences because they are
perceived 10 be confidential /. sensulwe or because of
concern about competitive considerations

Maintain ostrich-lype exciusiveness with preference to
do things alone

=




BrmchNommﬁndlplaoemmpamt/gwemmml
.wmmltteu,pubhcbodm.edmmm]mmmﬂc -
Othmseekad\rlsemdmunselfromlheb{mchm .
polmyformﬂannnflngmluhon/pmblm-solvms.ew :

‘Education and Traiing .
Mairtain close contact with academic institutions

Active rol i development of carricutum, lead:mg
methodelogies and materials, teaching, mmmauon
and accreditation

Conduct of coaching classes and mmmauons for
NIPM Diploma

Career counselling, placement assistance and
orientation courses for young professionals -
Setting professional saandar{ls and pursuit of ethical
bekaviour

Social/Family/Comamnity ‘Welfare

Provides opportunities for members families to come
. Dogethertoaeateacammonﬁeehngandshamd
purpose in the cause of the pmﬁmon

Take up activities which make tangible oonmbutms
to social and family welfare (ag, hngrmmesmdﬂl
wuh alcoholism, indebtedness, family planning eic)

- Members may find place in similar bodies in their
individual capacity thau as nominees of branches .-

-.Branches perceive such eEam s dﬂma:lmtmg strategies

'Orgaﬁi-;htliopal Effectiveness - |

Mmmalmnlxctmthedmmmlmsnmnms
Pasnverolemmhledaspeds

Umllydon’ttakeu.pthmamwum;mlflheydo,
thnrwpomelspoor i
Unwiﬂmgnm/uuwabu‘l:ty o peticrm !!tesemslm

dnd hence do oot consider them appropriate/ feasibe.
They may contend their purpose as one of inclusion,
notcxclusmn _

Noformembm&mmesmmemandundmndthc
muonalcofspomacuwues -

No ﬁ.;ne)’rewuroeeven for ‘mre’ prrofmoml activities

Relations with Headquaﬁers (CEC/Nationg Oﬁm] Other bmm:lles

Harmonious

Regular in cotlecting snd forwardmg subscription,
communications, bolding elections, meetings {including
AGM) audit of accownts and submission of - .
reports/returns/ information :

Compliance with norms and mcpectations "

Active participation in Joint programmes’ wtth o
Natioaal Council/other branches o
Endeavours to suggest 1mpr0vcmeut af stmcture,
functions and relations

Active support 1o branches in the reglon, pa:uculaﬂy at
times of regional conferences, etc

Conﬂ.u:tual o
l}'r_egula.rmmosmhhm'gspem

.Confrongation about norms and expecmnons af the

National office

Limited interaction usually resiricted to ritualistic
ceremonies/ functions

Criticism about the functioning of National
Council/other branches .

- Disinterest in the activities of other hmnd:es/Nanonal

Council

TABLE 2: Mustrative Check-List of Objective, Criteria and Action Points.

participation of members in erms
of number and quality

(sub) objectives
Membership | Criteria Action Points
To raise membership stranpth by Membership Tazgets. . Membership campaigns awards
a oumber/percentage (recall - Petcentage increase in : ’
President’s call for, “each one ' oiembership over the base : ' . ) - o i
enrole one” during the ] periad . : s ' L .
Membership Month of the year) . o . .
" To cover all or maximum possbie  Matrix type analyss of targets: © . Concentrate on membership bases
number of potenty] (ie., thos based on profile {vertical} and. . . with low coverage and./or high -
eligible to be) members with industry sectors/geographic unrealised polential i
emphasis on either or both chorizontal)/ aspects; years of s
individual/institutionn) metnbers - service put in by members could
i . also be one dimension : T

To improve occupational / " (Sume as above) (Same as above)
unclustry /sectoral, eographicy’ o .- )
age/sex balance or coverage ) . . .
To make dofauiters clear the . Anvlyss number of defaulter's  Meet and understand defiubters,
arrears of subscription 25 a % of members aver & Assign groups of defaniters 1o

period of time. See whether ) CEMain active members10 pursue

these is a progressive decline in ‘with respomibillty 10 activise the

o . defaulters _ defaylters

To enhanee the degrec of (Same as above) .. {Same as above)
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Organisational Processe:

To inclucate professional pride

To promote and maintzin
pmﬁssmnalmmdardsmdeﬂnca]

‘values

Frequency (Number) and
response of special campaigns to
promote awareness and pride in
the profession. Response coukl
be gained by incréase in -
membership strength, their
participation in branch activities
snd/or weightage given to the
profession in rerms of seeking
expert advise/nominations to
commitices etc o
Feedback/complaints from
constituents

Organise such campaigns say at
least for one week in a year

Cbtain, assess and act upon public

" image poil/fecdback Prauptly deal

with unfair professional practice
{Medical council and professional

Sensitivity to oommuﬁ needs and

Periodic interaction (thirouph circulars, loctute-cum:discussing méﬁings, etc.)

Sharing experience (news amd views)
Updating professional knowledge/skills/techniques &1c. °

Lecture meetings

_Seminars/cunferenm

Training progfamm&_e (pré and post eatry)

News lettersfjoumal

Legel advise/representation

Adwoefpar‘:capatmn in coliective ba;gammg, dispute resolut:on

Assistance in design, development and 1mplemenmnon of pruacuvefcreal:we Pcrsonnel/lR policies

and programmes

Surveys/Research/ puﬁicatinns

Representation of Members Interest

Membership Drive

To increase members jnvolvement  _'requency (Number), varicty-
in community . (Number) and quality aspirations '
_ (response} of community
Topermade_alatgenumhemff Develop membership Response Dmgnmereawns,lfmponsewlas
meml_:exstosuhsn‘bcmits ‘ Index for each activity- thandmreddevdopme t
training Programmees/ contribute . programmes to induce Higher
to journal, etc . . participation
Training
Increase the umnmg activity - No.-of programmes dver a Training needs amlys;s of

period members/member firms

No. of programme days Analysis of faculty competence

. s among members

No. of programme person days  Evaluadon of training programmes

: Monitoring of t0 oversee
K implemenitntion of ve actions
Increase the response to training No. of programme person days  Some/all of the above -
programmes o . g
To improve the quality of traiving  Programme feedback (Avemge Some/all of the above
PIOgralames 1ating of programinics oo a
o : pre-determined rating scale) . o
To orginise training as a profit Budget for every progrumme Some/all of the above
centre : income/expenditure analysis
Table 3 : Possible Activities/Services
Direct Services io Members

Proactively responding Lo impending changes in legislation, publlc pohcy. efc.
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Mvomination w nstitutions (government bodies, educatinmal institutions, etc.)

Dealing with Mudia

Helations with Prablics

Public image and I.’uhiic Relations

Public counselling

Career counselling

Maintenance and furtherance of pfofmional/clhica] stamdards

Helding Essay/Education competition for Students/young professinnals, ete.
Participation in Radio/TV programmes

Participation in Social and Family Wellare programmes imcluding oceupational safisy o e h, quality of
working life, et

Promoting centinuous dialogue with unions/government

Regular interactinn with profesdonal/educational institutions in de- cloping appropriate seademie programmes
and enhancing the acudentic tandards

Building the Organisation at Branch Level . '

Active involvement of members in branch activides
Recruiting and retaining competenit and motivated siafl

Orwn and maintain a premises of its own W carry o its activities and create a corpus 0 provide inancial
stability/ viability

Sustained efforts 1o improve efficiency and cffectiveness in the various activitizs of the branch

Dhiagnosis/ introspection through membership satisfaction surveys/orpanisations and methods sidies (o
improve planning and productivity at branch level,

Actlmy B

1) Discuss the suggested characteristics of effective and ineffective braches.
Add/delete/modigfy the suggested characteristics.

2) What could be the criteria to evaluate the performance of branches ? .
B U S ALTLPRITTPPIPPITPIPPYOR

)] Consnderfsuggest and prioritise the action areas (o mdud motivate branches o

' 1mpr0ve their performance, -
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Organisational Processes

Table 4 : Criteria for Best Branch Award

Criteria AIMA ' NIFM 15TD
{Local Management Association) (Branch) (Chapter)
1y - Growth of Membership 10 . - v
Membership Drop outs — ! Y
Different Categorics \/ - \:f

2) -Activities
{No. of activitics and aliendance)

Kepularity
Yariety
Lcciun; Meetings )
Training 30% v v
Serninars : Vv v Y
Rescarch/consulting Publications 10% v N;

Professor Awareness Building’ B
Development 0% . v W

Assistance in establishing new
branches/chapters — ) _ i

Assistance 10 National/Regionml
Offices - - : N

Culiaboration wilh professionat
bodics.and liaison with international
training bodies — — \/'

Special contributions
Popularising training aids/visuals - ’ — W

Procuring newinations for natfonal

| Programmes— — v
Marketing [STD in company
programmes o — ) — TV
3 Administrative (meetings, submission of . ' . .
reports cic.) 10% \/ i
4y Financial viability/strength — o v
5 Other Adtivities(  } -~ 10 ' . .

— - denotes that he said criteria is not explicitly considered
— griteria explicitly reckoned

19.6 SUMMARY

¥ L . . '
In this unit we have examined the condept of orgasisational effectiveness, its determinants and

the eritical issues in cvatuating effectiveness. We have also tried to understand how to apply
these to a specific situation by looking at the problem of evaluating the effectiveness of
branches of professional organisations.

197 KEY-WORDS

Eftective : Having an effect; powerful in effect
Efficient : Capable, competent

Buceessind 1 Acoomplishment of what was aimed at; favourable outcome.
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198 SELF-ASSESSMENT TEST

)] What is orgamsatxoml effectwenms” How it can' be evaluated? I]lustrate w:th appropnatc
cntena citing an example. - :

2) What, according to Rensis. Likert are the nbtermmants of orgamsauonal eﬂ‘ecuven&ss?
Comment. . =

3) Applying the six cnma] qumﬂons, usmg the structure of the organisation you work for or
- are familiar w1th as a point of reference, destgu one measure related o each of the six
areas, . : .
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